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The Beginning

1.1 Introduction

One of the major areas of focus in industry today is that of improv-
ing equipment reliability. Why? To insure that production is always
available to meet the demand of the marketplace. One of the worst
nightmares of any company and those who manage it is to have a
demand for product but not be able to supply it because of equipment
failure. Certainly this scenario will reduce company profitability and
could ultimately put a company out of business.

For some firms, poor reliability and its impact on production are far
more serious than for others. For those that operate on a continuous
basis — they run 24 hours per day seven days per week — there is no
room for unplanned shutdowns of the production equipment; any loss of
production is often difficult or even impossible to make up. For others
that do not operate in a 24/7 mode, recovery can be easier, but neverthe-
less time consuming and expensive, reducing profits.

Many programs available in the industry are designed to help busi-
nesses improve reliability. They are identified in trade literature, pro-
moted at conferences and over the web, and quite often they are in place
within the plants in your own company. Most of these programs are
what I refer to as “hard skill” programs. They deal with the application
of resources and resource skills in the performance of a specific task
aimed at reliability improvement. For example, you decide that you
want to improve preventive maintenance (PM). To accomplish this you
train your workforce in preventive maintenance skills, purchase the
necessary equipment, and roll out a PM program accompanied with cor-
porate publicity, presentations of what you expect to accomplish, and
other forms of hype in order to get buy in from those who need to exe-
cute it. Then you congratulate your team for a job well done and move
on to the next project.

Often at this juncture, something very significant happens. The pro-
gram you delivered starts strongly, but immediately things begin to go
wrong. The work crews assigned to preventive maintenance get divert-
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ed to other plant priorities; although promises are made to return them
to their original PM assignments, this never seems to happen.
Equipment that is scheduled to be out of service for preventive mainte-
nance can’t be shutdown due to the requirements of the production
department; although promises are made to take the equipment off-line
at a later time, this never seems to happen. Finally, the various key
members of management who were active advocates and supporters at
the outset are the very ones who permit the program interruptions,
diminish its intent, and reduce the potential value. Often these people
do make attempts to get the program back on track, but these attempts
are often half-hearted. Although nothing is openly said, the organiza-
tion recognizes what is important, and often this is not the preventive
maintenance program.

I have simplified the demise of the preventive maintenance program
in our example. Yet this is exactly as it happens, although much more
subtle. In the end, the result is the same. Six months after the tri-
umphant rollout of the program, it is gone. The operational status quo
has returned and, if you look at the business process, you may not even
be able to ascertain that a preventive maintenance program ever exist-
ed at all.

For those of us trying to improve reliability or implement any type of
change in our business, the question we need to ask ourselves is why
does this happen? The intent of the program was sound. It was devel-
oped with a great deal of detail, time, and often money; the work plan
was well executed. Yet in the end there is nothing to show for all of the
work and effort.

Part of the answer is that change is a difficult process. Note that I
didn’t say program, because a program is something with a beginning
and an end. A process has a starting point — when you initially con-
ceived the idea — but it has no specific ending and can go on forever.

Yet the difficulty of implementing change isn’t the root cause of the
problem. You can force change. If you monitor and take proper correc-
tive action, you may even be able over the short term to force the process
to appear successful. Here, the operative word is you. What if you imple-
ment the previously-mentioned preventive maintenance program and
then, in order to assure compliance, continually monitor the progress.
Further suppose that you are a senior manager and have the ability to
rapidly remove from the process change any roadblocks it encounters as
it progresses. What then? Most likely the change will stick as long as
you are providing care and feeding. But what do you think will happen
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if after one month into the program you are removed from the equation.
If there are no other supporters to continue the oversight and corrective
action efforts, the program will most likely lose energy. Over a relative-
ly short time, everything will likely return to the status quo.

The question we need to answer is why does this happen to well-
intentioned reliability-driven change process throughout industry? The
answer is that the process change is a victim of the organization’s cul-
ture. This hidden force, which defines how an organization behaves,
works behind the scenes to restore the status quo unless specific actions
are taken to establish a new status quo for the organization. Without
proper attention to organizational culture, long-term successful change
1s not possible.

Think of an organization’s culture as a rubber band. The more you
try to stretch it, the harder it tries to return to its previously un-
stretched state — the status quo. However if you stretch it in a way that
it can’t return and leave it stretched for a long time, once released it will
retain the current stretch you gave it and not return to its original
dimensions. That is going to be our goal — to figure out how to stretch
the organization, but in a way that when the driver of the process is out
of the equation, the organizational rubber band won’t snap back.

1.2 Why I Wrote This Book

I have been involved in the world of change management for some-
time. Quite often I have been involved in projects that were well
planned and executed and then, when attention was turned to other ini-
tiatives, they disappeared in the blink of an eye. I as well as a great
many others had difficulty understanding why this happened. Were the
projects or effort ill conceived? Not really. They addressed specific busi-
ness needs and had the potential for delivering value to the company.
Were they poorly designed and not rolled out to the organization prop-
erly? No, some of the smartest people I know were involved in many of
the efforts. Was the organization out to destroy the effort? Actually
when these projects were rolled out, there usually was a lot of enthusi-
asm and interest from the organization. So what was the cause of the
failure?

Some of the work I did on my last book, Successfully Managing
Change in Organizations: A Users Guide, explored the causes by exam-
ining the eight elements of change — leadership, work process, struc-
ture, group learning, technology, communication, interrelationships,
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and rewards in a holistic fashion via The Web of Change. From this
and other work I have done, I recognized that properly addressing the
eight elements was very important. But beyond these there are two con-
cepts that are critical success factors to the longevity of any change.
These are readiness and sustainability.

Coupled with my book and workbook was a training program using
my concepts to help deliver successful change. However, as I developed
training plans, I recognized that in training people to use new ideas and
concepts, readiness and sustainability were two important drivers for
success. However, knowing this raises a question. Why are readiness
and sustainability required to help implement newly-learned ideas in a
plant or any other setting?

It was around this time that I had several discussions with other
change practitioners. Although they were not talking about readiness or
sustainability, it was clear that both of these elements were an impor-
tant part of a much larger concept. This concept focused on the need to
change the organization’s culture in order to successfully implement
new initiatives.

This raised questions in my mind. What is organizational culture
and why do you need to change it to have a successful change process
implementation? To answer this question, I began doing research on
the topic of cultural change. What I discovered is that the concept is
talked about, but what it really is and how you go about changing it was
not crystal clear. In my search, I again ran into three types of books on
this subject, as I had found during my research on my previous book.
These books included CEOs describing how they made change at the
senior management level; books by academics who explained the con-
cept, but in ways not applicable to middle management; and consultants
with many good ideas, some of which were available in the book, but
others that required a fee for services.

The conclusion — if you really want to have successful change, chang-
ing organization culture is critical, but practical information for those of
us in middle management who have to make it happen is lacking.

As a result of my investigation, I found the same motivation for this
book as I did for my last book. What I have tried to create in the chap-
ters that follow is a book designed for those of us in middle management
who are faced with the day-to-day task of implementing successful
change; we need to understand how to change culture so that the initia-
tives that we are being asked to implement are not only successful at
the outset, but provide long-lasting change for the business.



The Beginning &

The goal of this book is to show you how to change the culture in
order to promote readiness, sustainability, and ultimate success for
whatever initiative you are rolling out to the organization.

1.3 Who Can Benefit

Changing the organization’s culture in order to promote long-lasting
change benefits everyone from the top of the organization to the bottom.
It benefits the top by providing a solid foundation on which to build new
concepts, behaviors, and ways of thinking about work. To accomplish
radical changes in how we think about or execute our work requires that
those who are part of the culture support it. Senior management can
only take this so far. They can set and communicate the vision and they
can visibly support the effort, but the most important thing they can do
1s empower those in the middle to make it happen.

As middle managers, we all know that we have many more initia-
tives on which to work than there is time in the day (or night). This
spreads our focus. If we don’t collectively embrace the new change, then
no threat, benefit or any other motivational technique will make the
change successful over the long term. Although this book can help edu-
cate senior management so that they can empower the rest of us, its real
benefit is for middle managers. It will help them understand this very
complex concept in a way that will enable them to deliver successful
change initiatives.

Just as with Successfully Managing Change in Organizations: A
Users Guide, I have been unable to find a book that I believe adequate-
ly explains the concept of organizational culture to those of us in the
middle who are asked to change it. This book provides middle managers
with “how to” guidance for cultural change,” targeting reliability
improvement.

There is also benefit for those at the bottom tier of the management
hierarchy. The term bottom is not meant to demean this roll because
this is where the “rubber meets the road.” All cultural change and their
related initiatives end here. This is where all of the plans, training, and
actual work to implement end. If it doesn’t work here — failure is the
outcome. The benefit of this book for you is that this book, unlike any
other out there on the market, explains the concepts of cultural change
in a manner that is clearly understandable and applicable to the diffi-
cult task you have in front of you every day.
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1.4 Why Is This Book Different?

When I first heard the expression organizational culture, I had no
idea what it meant. What I later learned was that the people telling me
that we had to “change the organization’s culture” were not completely
sure either. They sensed that, in addition to the skills we were trying to
impart and the processes we are trying to change, there was something
more basic that, if not addressed, had the potential to impede or even
totally destroy what we were trying to accomplish.

The problem was that we were not entirely clear on what that some-
thing actually was, yet we knew it was there. As I did more research and
questioning of others, I became convinced that people are very much
aware of this key ingredient, yet most are not sure how to define it and
get their arms around it. There is a general lack of clarity about the con-
cept of cultural change, what is involved to successfully accomplish it,
and what parts need to be addressed if one is to be successful.

This book will demystify the concept of cultural change. It will
explain organizational culture in a way that will make the concept clear
to everyone. As a result, it will enable people to know what to ask for,
what to do, and how to implement changes to the very fabric of the
organization for sustainable improvement over the long haul.

The book is unique not only in that it makes a complex process easi-
ly understood, but it also brings into the equation the eight elements
of change and shows how they relate to and support the concept.

To add one other benefit, this book is focused on a specific aspect of
change in the work place, namely equipment reliability. There are many
books on this subject, but none that tie the concept of cultural change to
that of improving reliability of plant equipment.

1.5 What Is Included?

If you have read my book Successfully Managing Change in
Organizations: A Users Guide, you will recall that there are many top-
ics that I addressed in detail such as vision, the Goal Achievement
Model, outcomes and impacts, and a methodology for portraying the
health of your change process through The Web of Change. All of these
topics are pertinent to the study of cultural change; although I will ref-
erence them, I will refer you to my previous book for the details.

Also in Successfully Managing Change in Organizations: A Users
Guide, I discussed the eight elements of change. Each of these — lead-



The Beginning 7

ership, work process, structure, group learning, technology, communica-
tion, interrelationships, and rewards — is important in its own right, but
collectively they are even more important in how they relate to one
another. In my prior book, all eight elements were addressed in two
chapters. This was the short version, but it served to help the reader
understand the concept and the connectivity between the elements. In
this book, as you will see in the chapter synopsis below, I have
addressed each of the elements in its own chapter and will tie them
closely to the theme of this book — organization culture and cultural
change.

I will also provide you with a tool, The Cultural Web of Change,
to assess the progress you are making towards changing the culture of
your organization. In this way you will be able to identify the gaps. Then
using Change Root Cause Failure Analysis (C-RCFA), you will be able
to take corrective action to get your process back on track. This tool will
be described in Chapter 17 and is included on the CD at the back of the
book.

In addition, the CD contains a file (with voice) providing the reader
with an oversight of the topic and material contained in the text. This
presentation will help you and those within your company get an initial
understanding of the content.

The chapters that follow should prove to be interesting and enlight-
ening. They will include real examples of my own and those of key indi-
viduals with whom I discussed this topic so you can get a broader per-
spective on the issues.

Chapter 1 Getting Started

This chapter opens up the topic of organizational culture as it relates
to plant reliability. In Successfully Managing Change in Organizations:
A Users Guide. 1 discussed the eight elements of change. This book
takes the next step and introduces the glue that binds the eight ele-
ments together — culture.

Chapter 2 Culture Defined

The first step towards understanding culture is to define it. This
chapter does just that and introduces the four elements of culture — val-
ues, role models, rites and rituals, and cultural infrastructure. These
will each be addressed separately in Chapters 4 through 7.
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Chapter 3 The Need for Vision and Goals

Equally important in the study of culture are the concepts of vision
and goals. The vision sets the overall strategic direction that the firm
intends to pursue over the long haul. The goals, or in our case the Goal
Achievement Model, is how you get from where you are to where you
want to be. These two concepts are foundational and are what an orga-
nization’s cultural change process is built upon.

Chapter 4 Organizational Values

Organizational values are how a company communicates to its
employees what is important. It enables the workforce to be able to
make the right decisions when faced with a number of choices. This
chapter provides clarity to this topic.

Chapter 5 Role Models

In the area of work performance, what gets measured gets done. The
same maxim applies to human behavior. In this case, how the boss or
senior management behaves gets modeled or replicated by those in the
organization. Role models are a critical aspect of culture. In changing a
culture, specific behaviors need to be instilled in the organization.
Because we know that people model behavior of the leadership, these
individuals play a crucial role in promulgating the new and specific cul-
tural behaviors.

Chapter 6 Rites and Rituals

Rites and rituals are the third major component of organizational
culture. They are two separate concepts but ones that reinforce each
other. As defined by Deal and Kennedy in their landmark text
Corporate Cultures, rituals are how things are done, not just the
major things, but all things. Rituals communicate to everyone the
accepted behavior within the context of a company culture. Rituals can
even exist at the sub-culture level, but they provide the same level of
employee behavioral guidance. Understanding rituals is the key to
understanding how to change them.

Rites, the second component, are how the company reinforces accept-
able behavior. A grasp of both of these and how they support one anoth-
er is a good first step towards cultural change.

Chapter 7 Cultural Infrastructure
This chapter introduces a very important concept in the review of
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organizational culture. The cultural infrastructure is an invisible set of
processes that help to shape organizational behavior and communica-
tion. If you don’t understand and pay attention to these forces, you will
discover that changes you want to institute take a lot longer than
expected and some, in spite of all of your efforts, do not get done at all

Chapter 8 Introduction to the Elements

This chapter bridges the discussion in my last book, Successfully
Managing Change in Organizations: A Users Guide and the more
detailed and culturally focused discussion of these elements in this
book. The eight elements are the same, but this book will explore each
in more depth and focus on how they individually and collectively sup-
port cultural change.

Chapter 9 Leadership

Leadership is the most important of the eight elements. Chapter 9 is
written in two major parts. Part 1 provides you with a broad under-
standing of the term leadership and how it is applied. Part 2 focuses on
leadership as a critical part of the eight elements of change and how it
impacts the four elements of culture.

Chapter 10 - Work Process

Work process has actually has three parts — information flow, the
actual flow of work, and the flow of materials in a company. The first of
these three components will be addressed in the chapter on communica-
tion. The third will not be a topic in this text because it ties more close-
ly to a text on logistics. However the second component is key to cultur-
al change. The reason for this is that, in many ways, the processes asso-
ciated with doing work differently are exactly what cultural change is
all about. This chapter will discuss ways to change culture by changing
the work process.

Chapter 11 - Structure

How organizations are structured is often the difference between
success and failure. Structure defines in many ways how things get
accomplished. Reporting relationships and how functions are tied
together are very important in changing a culture. This chapter looks at
structure with a cultural focus and shows how to support change by the
proper structural alignment.
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Chapter 12 - Group Learning

One aspect of successful cultural change is tied to how we develop
goals and initiatives, how we work to accomplish them, and most impor-
tantly how we learn from our outcomes and then re-apply what we learn
to enhance our future work efforts. Nothing in the world of change hap-
pens linearly. We execute, review the outcome, and then make adjust-
ments. This chapter will explore both single and double loop learning as
it relates to cultural change.

Chapter 13 - Technology

In our case, technology applies to software applications that support
work processes. In the maintenance and reliability arena, these applica-
tions usually are the computerized maintenance management systems
and others that support the process. Technology in this context is an
integral part of the cultural infrastructure by supporting or not support-
ing how things get done. Technology also plays an important supporting
part in the organization’s business rituals.

Chapter 14 - Communication

This chapter addresses how information flows throughout the organ-
ization. This is important because work can not be accomplished suc-
cessfully without proper communication. Neither can any change in
organizational culture. Communication is the heart of the matter; with-
out it, a culture can not be altered.

Chapter 15 - Interrelationships

Like communications, interrelationships help or hinder how things
are accomplished in business. This element touches all four parts of the
cultural model. Our discussion in this chapter will deal with under-
standing interrelationships and being able to apply this understanding
to changing culture.

Chapter 16 - Rewards

Everyone knows that what gets measured gets done. How we reward
what gets done is equally important. If we measure to get people to pay
attention to specific outcomes and then reward or reinforce appropriate-
ly, we will have increased the likelihood of these new behaviors contin-
uing. Conversely, inappropriate rewards can have the exact opposite
effect.
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Chapter 17 The Web of Cultural Change

This chapter describes and explains the use of the cultural web
model. This web diagram has the same spokes as that used in
Successfully Managing Change in Organizations: A Users Guide.
However, it is focused on the cultural aspects of the eight elements. The

questions to complete the web diagram will be in the appendix and on
the CD provided at the back of the book

Chapter 18 Assessment and Corrective Action

Having taken the cultural web survey and developed the diagram is
only the first step. To successfully alter the culture the reader needs to
conduct a cultural root cause failure analysis (C-RCFA). This will iden-
tify areas for improvement in multiple elements of the web and position
the reader to make the necessary changes. This chapter will explain
how this analysis is done.

Chapter 19 Moving Forward

Change is not a one-time event. If the organization is in a continuous
learning mode, then it makes changes, evaluates the results, and posi-
tions itself to make further changes. This is the realm of continuous
improvement or cultural evolution — always improving on what you
have created. This chapter closes out the book with a brief recap of what
was discussed and encouragement for the task at hand.

1.6 Navigating through the Book

Ideally this book should be read from front to back; the material is
presented in a manner that provides you with information that acts
cumulatively to build your understanding of organizational culture.
This information includes the four elements that describe culture, the
concept of vision and the Goal Achievement Model, the eight elements
of change, and, finally tying it all together, a discussion of the Web of
Cultural Change.

However, the reader may wish to jump around and read chapters out
of order based on their immediate and specific areas of interest. For
these readers I offer a road map of the book in Figure 1-1. All of the
chapters are labeled as well as the way in which they tie together. This
should provide you with the tool you need to navigate your way through
the text.
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1.7 Getting Started

As with any effort, getting started is often difficult. However, the
value in a successful effort is well worth the time, energy, and commit-
ment required. The reason behind this is that you are not just changing
the way a process is executed, or a procedure is followed. By changing
the organization’s culture, you are in essence changing the very nature
of the company. This book addresses this change of culture in a general
sense that can be applied across many disciplines. But more specifical-
ly, it is targeted towards changing the culture as it pertains to reliabil-
ity. If we are successful in this arena, the result will be a major shift in
how work is performed. In addition, a culture that is focused on equip-
ment reliability reaps other closely-associated benefits. These include
improved safety and environmental compliance. Both of these are tied
closely to reliability in that reliable equipment doesn’t fail or expose a
plant to potential safety and environmental issues.

Changing a culture to one focused on reliability also has spin-off ben-
efits in many other areas. Reliability or the concept of things not break-
ing can easily be applied to other processes that are not related to equip-
ment efficiency and effectiveness.

However, this type of change is very difficult. After all you are trying
to alter basic beliefs and values of an organization. These are the behav-
iors that have been rewarded and praised in the past and may even be
the reason that many in the organization were promoted to their cur-
rent positions. Change may also seriously affect people’s jobs because
things they did in the past may no longer be relevant in the future.

I hope that you will find this guidebook useful, not just as a place to
start or as a text to provide the initial information for your effort, but
also as a book which will help you through all the phases of the process
and into the future. I wish you success in your efforts and offer you this
quote from Nicolo Machiavelli. Read and think about the message. It
clearly describes the work you are about to undertake.

“There is nothing more difficult to take in hand, more perilous
to conduct, or more uncertain in its success than to take the lead in
the introduction of a new order of things, because the innovator has
for enemies, all of those who have done well under the old condi-
tions, and luke-warm defenders in those who will do well under the
new.”
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2.1 What Is Organizational Culture Anyway?

Culture Defined

All companies want to improve and, where necessary, change the
things that they feel will lead to better work processes, improved effec-
tiveness and efficiency, and ultimately better profits. They go about this
task in many and varied fashions. Often managers are replaced with
those who senior management believe are more in line with what they
want to achieve. Another strategy is to conduct a work process redesign,
developing an “as is” process followed by the “to be” model. This redesign
usually leads to restructuring, often with layoffs, and the implementa-
tion of new and different work processes. At times these companies
often bring in high-powered consultants whose job it is to work with
plant management to accomplish all of the steps I have described.

In my thirty-three years in industry, I have been involved in numer-
ous 1nitiatives designed to improve how maintenance was conducted.
Often these initiatives brought with them statements that what we
really needed to do was to “change the organization’s culture.” In most
of these instances I was led to believe that those making this statement,
senior managers or the consultants that they hired, knew what this
meant. After all, these were the people making the “big bucks” so I had
every reason to believe that they possessed this knowledge. In general I
was wrong.

What I found out through inquiry was that these individuals often
had no more clear knowledge of what it took to change an organizations
culture than I did. However, in their defense, they knew that to be suc-
cessful with new change initiatives there was this hidden force known
as culture that had to be altered if the organization was to make
progress.

Part of the problem with those who claim that they understand the
concept of organizational culture change is that they have the same
frame of reference as the rest of us. The senior managers have usually
worked their way up from junior engineers through other jobs of
increasing responsibility in the organization until they reached the sen-

15
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ior manager level. The consultants who are hired to support the efforts
have the same bias. If they didn’t work their way up through the ranks
of a business and then go into consulting, then they still progressed
their career from the bottom to the top of their consultant firm.

In both of these cases what people learn along the way is what I will
refer to as hard skills. These are skills like planning and scheduling of
work, implementing a preventive maintenance program, and others
made up of specific tasks that, when properly implemented, change the
way work is conducted. These tasks and the change they bring are
important; however, a majority of these initiatives end in failure. They
fail when management “takes their eye off the ball” and moves on to
other work. They fail when the sponsoring manager leaves and is
replaced with someone who does not have the same passion for the ini-
tiative. They also fail at times due to open and active resistance from the
organization.

What is missed in the training of most people, or if they receive train-
ing it does not receive the same value, is training in the soft skills. These
are skills such as creating a vision, holding people accountable for their
goals and initiatives, leadership, communications, and interrelationship
building. To change an organization for the long haul and to avoid fail-
ure requires that these skills be employed constantly and consistently
across the organizational landscape. Why? Because as shown in Figure
2-1, the soft skills are the foundation for hard skill implementation. We
all know what happens if a structure is built over a poor foundation.

Therefore, in order to have a successful change of the culture we need
to have an understanding of the soft skills and implement them before
the “hard skills that we are trying to change. But this only touches the
surface of that hidden force known as culture. You can implement the
soft skills and even have them fail to properly function due to negative

Hard Skills

Soft Skills
(the foundation)

Figure 2-1 Hard Skill / Soft Skill Pyramid
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cultural influence.

The seriousness of this issue is why people in the change business,
senior managers or consultants, always are referring to the need to
change the culture.

Years ago I was involved with the implementation of a Quality
Program. It was one of those initiatives sold by a consultant that prom-
ised to improve the quality of everything we did in the plant. It had a
strong soft skill component and this was followed by the introduction of
the hard skills built on the soft skill foundation. The program lasted sev-
eral years, but in the end it failed. We had attempted to change many
things, but we failed to understand and change the culture. In the end,
the culture worked invisibly behind the scenes to restore status quo to
the organization.

The point is that many claim they understand organizational cul-
ture, but when you observe the initiatives being implemented and the
failure of a majority of them, it should be clear that culture is not so eas-
ily understood nor do most organizations work to alter the culture to
achieve success in their change programs. The real model we need to
consider has culture as the sub-foundation of soft skills. If we can suc-
cessfully alter the culture, then we can then build soft skill and later
hard skill initiatives on top of it.

Now that we know where culture belongs in the change scheme, we
need to get a clearer picture of what it is and how it interacts with the
soft skills it needs to support. If we can achieve this picture, then we can
successfully build the hard skills on top of the soft skills that are built
on top of the cultural change. It is only then that we can achieve the
level of change and improvement we seek.

Hard Skills

Soft Skills

(the foundation)

Organizational Culture

Figure 2-2 Pyramid with culture as a foundation
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2.2 Culture Defined

The starting point of our discussion is to define organizational cul-
ture in a way that is understandable. From this we can dissect the def-
inition into its component parts and reach a clearer understanding of
each. This should provide us with the starting point we need to discuss
why it is important, the types of culture we need to learn to deal with,
and how the work culture impacts the soft skills that we need to employ
to make positive business change.

In his book Organizational Culture and Leadership, E. Schein
defines organizational culture as follows:

A pattern of shared basic assumptions that the group learned as
it solved its problems of external adaptation and internal integra-
tion that has worked well enough to be considered valid and, there-
fore, to be taught to new members as the correct way to perceive,
think, and feel in relation to those problems.

If you think about this definition, it clearly describes that sub-foun-
dation upon which an organization’s soft and hard skills are built. It
also paints a clear picture of how ingrained these basic assumptions are;
this picture allows you to understand how difficult they can be to
change. Let’s look at the component parts:

“A pattern of shared basic assumptions”

The operative word here is that the culture is constructed upon
shared basic assumptions. Because they are shared, when you try
to change the assumptions you need to change them in everyone.

“The group learned as it solved its problems of external adapta-
tion and internal integration”

The next part of the definition explains that these assumptions
are not new creations. They have been tested over time as the
organization learned how to solve both the internal and external
problems that quite often were serious threats to their very exis-
tence.

“That has worked well enough to be considered valid”

Furthermore, these assumptions worked well for the organiza-
tion, which has collectively considered them valid. Think about the
problems you will face trying to implement change where the new
initiative is in conflict with a basic assumption that has been vali-
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dated over time.
“Taught to new members as the correct way to perceive, think,
and feel in relation to those problems”

This last part locks the assumption into the culture because it is
taught to all new members as the “way we work around here if you
want to succeed.”

This is a very powerful definition if you think about its far-reaching
impact on new change initiatives. It essentially says that if a new initia-
tive conflicts with a basic assumption that was learned over time, has
worked well enough to be held as valid, and is taught to the new mem-
bers so that everyone believes it as true, then changing things is going
to be a very difficult task.

One of the most difficult changes to make in the area of reliability is
to change a work culture from reactive to proactive. Let’s examine some
of the reasons that this change is so difficult in light of the definition.

Suppose our change initiative was aimed at implementing a plan-
ning and scheduling process that brought with it reliability-based
repairs for every job. This implies that in our planning and scheduling
process work is not scheduled until planned and ready. It further
implies that equipment won’t simply be repaired by throwing manpow-
er and materials at it. Instead, the maintenance organization will take
time to understand the reason for the failure, then execute reliability-
based repairs so that the equipment doesn’t fail again.

However, our new planning, scheduling, and reliability-based repair
Initiative is working against a culture that holds the following basics
assumptions:

* Maintaining production is what is important

+ Maintenance exists to serve production’s needs

* When equipment breaks down it needs to be repaired as
quickly as possible

* The maintenance crews need to be available to make repairs,
not to do non-value-added work such as preventive mainten-
ance.

How well do you think a reliability initiative would succeed in an
organization with these basic assumptions? The answer should clearly
be that it would not succeed at all. The new initiative is in direct conflict
with what the organization believes to be true about maintenance work.
Because they are still in business (at least for now), these assumptions
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have been validated and taught to new members. They exist as the sub-
foundation of the business as described in Figure 2-2.

It should be clear to you at this point that change is very difficult to
accomplish when it runs in conflict with an organization’s culture. Yet
it can be accomplished.

2.3 Why Is This Definition Important?

In Successfully Managing Change in Organizations: A Users Guide,
I mentioned the three elements needed for successful change — a vision
of the future, the next steps to get there, and dissatisfaction with the
current state. The third element of these requirements for change indi-
cates how you can overcome the resistance to change imposed by an
organization’s culture. Although I will explain this in detail in the bal-
ance of this book, an example will provide clarity.

Suppose we work in the company described above. They have a cul-
ture that values reactive repair, little or no planning, and a belief that
maintenance simply exists to respond to production’s needs-of-the-day.
These are the basic assumptions validated over time. Suppose, howev-
er, that these assumptions no longer work, the equipment is always
breaking down, and the company is losing money. In this instance, a
change to a proactive work process is possible because one could chal-
lenge and clearly point out that the expressed value of reactive repair
considered valid by the company is not valid. Such a challenge opens the
door to new change initiatives and allows for the introduction of new
assumptions. This dissatisfaction with the current state sets the stage
for change.

2.4 Types of Organizational Culture

There are many types of organizational cultures; each one acts and
inter-reacts differently. It is important to understand this if we want to
be able to initiate a successful change program because, being different,
each requires a different approach.

The differences in cultural type can be portrayed by a quad diagram
— a diagram that compares two factors in a matrix format. In this case
the x-axis is how the organization acts towards change. The two types
are closed and open. A closed organization is slow to change and, in
some cases, reluctant or even adverse to change. It believes that what
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has worked in the past will continue to work in the future. On the oppo-
site side of the spectrum is the open organization. It is very open to
change because it knows that to remain static is unacceptable if one
wants to optimize or even stay in business.

On the y-axis is feedback. If you remember the definition of culture,
it addressed the issue of organizations validating their group assump-
tions. It is through the validation of feedback process that the organiza-
tion learns that its behavior is correct and appropriate. It learns this
through feedback resulting from its collective behavior. The y-axis
shows two types of feedback — slow and fast. Some process changes pro-
vide instant feedback. For example, a maintenance organization reacts
to a plant problem, fixes the equipment, and receives instant praise
from production for rapidly correcting the problem. Other changes, such
as seeing the results of a preventive maintenance program, are associ-
ated with slow feedback. In these cases, you implement a preventive
maintenance (PM) program and often do not see the results for a year
or more when your failure-tracking metrics show a steady decline in the
failure rate.

Taking these two factors — change acceptance (closed or open) and
change feedback (slow or fast), I have developed a quad diagram depict-
ing the various types of organizational culture — Figure 2-3

Let us examine the four types as identified by the numbering scheme
in the figure.

1. Closed - Slow Feedback

This box represents change adverse organizations. They are
highly conservative. As a result, everything that they do is overly
analyzed. This process takes a long time and results in slow feed-
back regarding success of their change efforts. Coupled with slow
feedback on any changes they introduce, they get caught up in
analysis of the situation to the point that changes are never under-
taken. Essentially these groups are in denial. They believe that
what they have is what is best. Organizational progress is slow or
non-existent, and failure is often the end result.

2. Open - Slow Feedback
These organizations are open to change and successfully deal
with the fact that feedback from their change initiatives is slow.
They set a vision, develop goals, initiatives and activities, and stay
the course over the long haul. An example of this type of firm is one
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Figure 2-3 Cultural mode

that institutes a preventive or proactive maintenance program,
then works hard over an extended time to make it work.

3. Closed - Fast Feedback

In this part of the quad diagram are the companies that are con-
servative in their approach to change, but when they do undertake
initiatives, they seek rapid feedback. These companies need hard
evidence that a change program will work before they are willing to
attempt it. These are the “show me” firms. However, they do not
wait to acquire 100% of the feedback from their efforts. They
believe that once value is clearly demonstrated, they can safely pro-
ceed. Often this issue can be addressed by pilot programs to test a
new idea and gain acceptance. The other aspect of this quad is that
the feedback is quick. What this means for the change agents is
that they will need to spend a lot of time convincing the company of
the need for change. Once the effort has started, however, the rapid
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feedback will allow for rapid deployment.

4. Open - Fast Feedback

The last part of the quad diagram covers companies that are
open to change and seek rapid feedback on the success from their
efforts. These organizations recognize that change is sometime
accompanied by failure. They are willing to accept that failure is a
way of learning and are always open to attempting new things. An
example would be a company that moves from a reactive work envi-
ronment to one of planning and scheduling of the work. In this case,
feedback as to the success of the planning effort would be rapid —
the plans had value or they did not. In a “learn-by-doing culture”
the successful parts of the process would be retained; those that
were not successful would be discarded and new ideas tried out.

2.5 The Elements of Culture

In their book Corporate Cultures: The Rites and Rituals of Corporate
Life, authors T. Deal and A. Kennedy describe the four components of a
corporate culture — values, heroes, rites and rituals, and the cultural
network. Their concept that organizational culture is composed of four
key parts is a valid one; with some alterations, I will use the four-part
model in my discussion of culture and how you can change culture in
order to implement reliability-focused change in your organization.

Figure 2-4 below shows how each of these four components are a part
of a larger whole which we refer to as our organizational culture. Each
of these components plays a key role both independently and dependent-
ly as part of the cultural system.

Values

Values are the beliefs and assumptions that an organization believes
to be true and uses as a set of guiding principles for managing its every-
day business. They are what collectively drive decision making within a
company. For instance, an organizational value may be that production
1s the only thing of importance and, when things break, they need rapid
response in order to return them to service. Another example of an orga-
nizational value is that equipment should never fail where the failure
was not anticipated through proactive maintenance work initiatives.
Although these two examples are very different, in each case, the value
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Values

Rites and Organizational

Rituals Culture Role Models

Cultural
Infrastructure

Figure 2-4 Four types of culture

described drives the collective decision making process for the organiza-
tion.

Role Models

Role models are people within the company who perform in a fashion
that the organization can and wants to emulate. They are successful
individuals who stand out in the organization by performing in line with
the corporate value system. They exist throughout the organizational
hierarchy, from the reliability/maintenance manager through the high-
ly-skilled mechanics. Role models show people that if you wish to be suc-
cessful you need to follow the values set up for the organization. These
role models are then copied by those who work within the business
because they show how to perform within the culture. In addition, the
role models are used as an example for newcomers to clearly show how
to behave if you wish to succeed.

Rites and Rituals

Rites and rituals are the work processes that go on day-to-day with-
in a company. They are so ingrained in how people conduct business
that they are not actually visible to those within the company. Rituals
are “how things are done around here.” Rites are a higher level of ritu-
als. These are the corporate events that reinforce the behavior demon-
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strated in the rituals. For example, planning and scheduling of mainte-
nance work is a ritual performed by the maintenance organization to
make repairs to equipment that has failed. The associated rite, the rein-
forcement of the ritual, is the fact that the organization requires a week-
ly scheduling meeting and adherence to the developed weekly plan.

Cultural Infrastructure

Cultural infrastructure is the fourth part of the organizational cul-
ture model. This is the informal set of processes that work behind the
scenes to pass information, spread gossip, and influence behavior of
those within the company.

These four parts, working in conjunction with one another, make up
that rather elusive thing that we refer to as organizational culture.
Each of these elements will be discussed in detail in subsequent chap-
ters. The important thing to recognize is what people really mean when
they talk about cultural change. They mean that they wish to alter the
value system, displace people who are emulated, but are not in line with
the new values, change the rites and rituals, and reframe the cultural
infrastructure. Think about the implication of this change. It certainly
1s a major step for any firm to take; which is why it is so difficult to
implement and make stick over the long term.

2.6 Sub-Cultures

We already know that in every organization there exists a culture
unique to that organization. What we need to discuss at this juncture is
that within each culture there are sub-cultures that are unique to indi-
vidual departments or groups. These sub-cultures exist because of that
fact that every group within the company has specialized common prob-
lems that are faced only by those who are members. As a result, these
groups form sub-cultures that enable them to address these problems
and survive within their specialized environments.

These sub-cultures have unique traits but always include the domi-
nant or core culture of the business. The simple reason for this is that a
sub-culture without a foundation based on the business’s core culture
could not long survive.

For example, take a machinery organization whose membership has
a value system that believes strongly in reliability-based repairs. This
culture supports the approach to equipment repair that requires an
analysis of breakdowns and the development of a repair strategy that
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will return the equipment to service such that the cause for failure has
been addressed and corrected. As a result, their leadership — the role
models of this culture — provides the necessary time for the machinery
engineers to do the proper level of analysis and development of correc-
tive action plans — their rituals. This is wonderful in a reliability-based
work culture; this machinery sub-culture will receive the support need-
ed to be successful.

However, suppose this sub-culture is trying to survive in a reactive
work culture. In this environment, production wants the equipment
repaired and returned to service as soon as possible. There is no time for
analysis and development of sound reliability-based repair plans. The
directive is “fix it now and fix it fast!” How long do you think the relia-
bility sub-culture would survive? In fact how long do you think the role
models of the machinery group who were strong advocates of reliability-
based repairs would stay employed? The answer is probably not very
long. The reason is that the sub-culture is out of sync with the core cul-
ture of the business. This extinguishment of the sub-culture would also
take place if the core was reliability-focused and the machinery organi-
zation was in a “fix it now and fix it fast” mode.

Sub-cultures, when they are able to exist, take on the same four
traits as the core culture. They have a sub-set of values, role models,
rites and rituals, and a distinct cultural infra-structure. It is logical to
suspect that these sub-cultures will develop because departments or
groups within a firm have their own set of issues; they need to develop

Role Rites and Cultural
Values Models Rituals Infrastructure
Leadership M M M m
Work Process M M M m
Structure M m M m
Group Learning M M m m
Technology M M M m
Communication M M M M
Interrelationships M M m M
Rewards M M m m
M = Major interaction m = minor interaction

Figure 2-5 Four Elements of Culture vs. The Eight Elements of Change
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the sub-culture to be able to successfully address these issues.

When one group within a company is not as successful as the others,
it is often because the sub-culture is out of sync. You see this quite often
when a new leader takes over the organization or the organization is
acquired by another firm. In each of these cases, a new culture is
brought into the work environment. Some departments recognize the
difference and adjust to get back into sync; others do not make the
adjustment. Those that don’t are the ones that usually get into culture
/ sub-cultural conflict.

2.7 The Eight Elements of Change

In my book Successfully Managing Change in Organizations: A Users
Guide, 1 introduced the eight elements of change. These elements —
leadership, work process, structure, group learning, technology, commu-
nication, interrelationships and rewards — are the key elements that if
addressed collectively will enable a firm to undertake and be successful
in implementing change.

However, as I learned more about cultural change in an organiza-
tion, it became apparent that these elements each had one or more of
the four components of culture embedded within them. This meant that
not only were the change agents responsible for addressing all eight
elements within their change initiative, but they needed to be very
aware of how each of the eight elements impacted the four elements of
culture.

Figure 2-5 below shows this relationship. The eight elements of
change are listed vertically and the four elements of culture are listed
horizontally. This creates a matrix that depicts all of the possible com-
binations in which the eight elements of change impact the four ele-
ments of culture. I have placed an “M” in each spot of the matrix where
one the eight elements of change has a major impact on one of the
four elements of culture and a small “m” where the impact is not a
strong.

Let us look at one example so that I can demonstrate this relation-
ship. Although this chapter only provides this one example, Chapters 9
through 16 discuss each of the elements in detail and show not only how
they impact organizational culture, but also what you need to do with
each so that you can effect positive change in your culture.

In Figure 2-5, the matrix indicates that leadership has impact on val-
ues, rites and rituals, and role models, three of the four elements of cul-
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ture. Suppose that the plant in our example wants to implement a com-
prehensive reliability program. From a leadership point of reference, it
needs to determine how to influence the culture and more specifically
the three components in question if it wants the change to be success-
ful. This can be accomplished by altering the present value system to
one that reflects the change the plant wants to implement. Further-
more, the plant needs to put people into key positions that are reliabil-
ity focused. These role models provide the plant personnel with visible
day-to-day work performance targeting reliability as opposed to whatev-
er model was in place prior to the change. Finally, the work processes or
rituals need to be changed to reflect the reliability initiative. This can’t
be a one-time event, but rather a radical overhaul of the old process. The
change of the rituals must be accompanied by a new set of reinforcing
rites. In this fashion, we have addressed one of the eight elements and
shown how, in order to refocus our work culture, leadership needs to be
applied to three of the cultural elements.

If we don’t apply the elements, what is likely to happen? In our
example, the value system will remain unchanged, the processes or rit-
uals that are how business is conducted on a day-to-day basis will
remain unchanged, and quite possibly the people who remain in leader-
ship positions will be those who are role models for the old processes, not
the new.

This analysis can be carried out for each of the eight elements of
change. The value that this delivers is twofold. First, it helps you think
about the effort as it relates to the eight elements of change. This forces
you to focus on the soft skills required by the change process. Second, it
allows you to look at the eight elements of change in the context of the
four elements of culture. By addressing change at this level, you do more
than simply change the work process. You also change the culture that
supports it, thereby delivering sustainable long-lasting change to your
company.
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Vision and the Goal 3 :
Achievement Model A

3.1 The Need for Vision and Goals

It is said that “if you don’t know where you are going, then you will
never know when you have arrived.” I would like to modify this state-
ment and add an additional thought to focus it on the topic of change
management. “As a leader within your company, if you don’t know
where you are going, then you will never be able to put in place process-
es that will get you there and you never will arrive.” This statement
makes two important points. First you need a vision to define where you
want your firm to go. Second, you need a plan that will enable you to get
from where you are to where you want to be.

Imagine a company that has in place a very reactive maintenance
work culture. Its vision of maintenance is to arrive at work in the morn-
ing, find out what broke down over night, and then react by making
repairs to the equipment and returning it to service as soon as possible.
This firm’s idea of a vision is to have a day when production isn’t com-
plaining about equipment in need of repair, how long it takes mainte-
nance to make repairs, or the sub-standard quality of the repairs.

Now suppose you arrive on the scene as the new maintenance man-
ager. You have recently been hired to bring to the company the tech-
niques you used at your former firm which changed its extremely reac-
tive work culture to one that was reliability focused. In addition, you
helped to improve production by reducing breakdowns, and you provid-
ed effective and efficient maintenance services by addressing predictive
and preventive maintenance strategies vs. the “break it — fix it” mode of
reactive maintenance.

As the new maintenance leader, you have three tasks at hand. The
first step is to show the organization that what it is doing, while getting
breakdowns repaired and production back on line, is not an effective or
efficient solution to the maintenance problem. This effort is not simple
and is entirely focused on changing the work culture. I will hold off on
this discussion for now because it is the topic that is addressed in the
balance of this book. Instead, what I want to discuss are the other two
tasks: creating the vision of the future (step 2) and providing the plant
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3| Next steps to get
there via the Goal
Achievement Model
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Figure 3-1 The change hurdle

with the next steps to achieve it (step3). Figure 3-1 shows the three
steps you need to take if you want to get over the hurdle blocking you
from successfully changing the work culture.

3.2 What Is Vision?

Many reading this book have set visions within their companies. I
know I have on numerous occasions and with numerous managers.
Before I define what I believe a vision is, let me tell you what I believe
a vision is not:

It is not a long winded treatise

It is not a statement that is difficult to understand

It is not a tool reserved only for senior managers

It is not something fixed in stone never to be changed

Instead, a vision is a clear picture of something that the firm wants
to achieve. It is short and to the point, understandable by everyone. The
easiest way to tell if a vision is incorrect is to ask a cross section of the
employees to state it. If everyone can paint the same picture, then the
vision has been set and communicated correctly. Otherwise the process
of setting the vision needs to be reworked.
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In Successfully Managing Change in Organizations: A Users Guide,
I defined vision as follows;

Vision is an idealized picture of a future state, one that is inte-
grated into the organization’s culture. It provides a stretch, yet it is
achievable over an extended time period with a great deal of work
and collective focus by the entire organization. Because it continu-
ally evolves, it is never fully achieved.

Let’s look more closely at this definition and discuss the component
parts.

An Idealized Picture of a Future State =
Vision should be something that people can clearly see. When
asked, all employees in the company should be able to describe the
same end state — what their firm will look like when the vision is
achieved. They may use different words, but the picture they paint
needs to be the same.

Integrated into the Organization’s Culture =
The vision must be difficult, if not impossible, to alter so that
personnel changes can not easily destroy what the collective mem-
bers have created. Too often the vision is not sufficiently integrat-
ed into the company culture. In these cases, a change in manage-
ment can easily alter or destroy what everyone has worked to
achieve.

A Stretch, Yet Achievable
The vision needs to be something that the firm can achieve, but
not easily. If it is too difficult, people will become frustrated and
give up. If it is not a stretch, then it will be easily accomplished and
will not have significant value.

Extended Time and a Great Deal of Work
A vision is not something that can be accomplished in a short
period of time. It represents a major shift in how a firm does busi-
ness. If a vision can be achieved overnight, then it is not sufficient-
ly a stretch for the firm. On the other hand, a worthwhile vision,
one that takes a lot of time and requires a major shift in the cul-
ture, will take a great deal of work.
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Collective Focus by the Entire Organization
It is not enough if just one person, or even a few people, under-
stand and are working to achieve the vision. Instead, the vision
must be a collective effort for the entire organization. Only then can
it not only succeed, but also be long lasting and beneficial.

Continually Evolving, Never Accomplished
Although the vision is set at the beginning, the organization
continually evolves; the end-state is never accomplished. In fact, by
the time that the initially described end state is reached, a new and
evolved end state will have replaced the original.

At this point, a few examples are in order. In 1961 President John F.
Kennedy said “It is my plan to put an American on the moon and return
him safely by the end of the decade.” While this was many years ago,

Idealized picture of a future state Safety programs are highly evolved in
industry today. A picture of this level
of performance related to reliability is
certainly an idealized one.

Integrated into the culture If a reliability program similar to the
safety program is put into place, it will
be integrated and not easily altered by
new management.

Stretch yet achievable The fact that a simialr vision can be
achieved for safety clearly points out
that a reliability program in the same
format is a stretch, yet achievable.

Extended time frame Programs of this nature can not be
achieved overnight, so it fits the ex-
tended time frame requirement.

Great deal of work required If we reflect on the time and effort to
improve safety, a similar effort for reli-
ability will certainly take a great deal of
work, require organizational focus, and
total involvement.

Collective focus required

Entire organization involvement

Continuous evolution Just as with safety, a good reliability
program will continue to evolve as
people learn from their efforts.

Figure 3-2 Comparing vision definition to a reliability example
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Kennedy created a vision for the United States that was succinct and
extremely clear. It put into motion a process that not only put a man on
the moon by the end of the decade, but evolved into the space program
that was responsible for the Shuttle program, missions to the planets,
and other NASA-related achievements. All of this in only 21 words!

Let us take one more example that is related to plant maintenance
and reliability. Suppose we set a vision for our firm that states, “We will
operate and maintain our plant assets in a manner similar to how we
address the safety of our employees.” This vision again is very clear and
concise. It is easy to remember and paints a very vivid picture of a new
and different type of maintenance program. In Figure 3-2 we can exam-
ine how this vision fits the definition of vision stated above.

3.3 Why Is a Vision Required?

Without a vision, an organization has no destination or idealized
future state. There is nothing to strive for and, quite often, the organi-
zation accepts the status quo as being the desired state that it seeks. In
the world of maintenance and reliability, this view is acceptable if the
status quo 1s based on a reliability-focused work culture. Although it is
true that even in this culture there is always need for improvement, it
certainly is better than an organization that believes the “break it fix it”
mode is the work culture that it seeks. For companies without a vision
of something better, there probably won’t be any dissatisfaction with the
current state and, as a result, no growth.

The next question we need to ask, if we agree that a vision is a
requirement for organizational growth and cultural change, is who cre-
ates the vision of the future? The answer to this question is that the
vision is created by the leadership. For reasons that we shall discuss in
greater detail in subsequent chapters, it is up to the leaders to set direc-
tion — both short term and long term — and then work with the organi-
zation to make it happen. A very important part of this effort is to estab-
lish the vision for the organization and support the change required to
make it work.

The second part — how do we accomplish the vision? — is not as easy
a question to answer as it may seem. If the organization believes that
the status quo is where it wants to be, then a vision other than what 1s
currently in place will be difficult. If the organization is dissatisfied with
its current state, it is headed in the right direction. However, because
its collective frame of reference is the same and it shares a common set
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of experiences, it may not make the choice that will optimize its position
in the future. So what is the answer?

In order to achieve a breakthrough change, an organization needs
external focus. This can be accomplished in two ways; companies usual-
ly resort to a combination of both. The first way is to bring in new lead-
ership. This step does not mean that the current leadership is bad,
rather that the current leadership is restricted by their organization’s
culture. When outsiders are brought in to change a culture, they are
often met by resistance. The strongest resistance usually comes from
the incumbent leadership and role models of the old way or working.
They are the ones with the greatest difficulty in seeing the need for the
change.

The second way (which usually accompanies the first) is to utilize
outside consultants. These individuals have a broad breath of experi-
ence. They have seen how companies that are experiencing similar prob-
lems have succeeded. In addition, they have seen how change can be
accomplished in multiple industries and by employing many and varied
methods. They also have experience facilitating change efforts — a very
important ingredient for success. For more on how to effectively work
with consultants, see my other text Successfully Managing Change in
Organizations: A Users Guide. The answer that will enable an organiza-
tion to create the vision it needs to be successful is to bring external
influence into the mix.

3.4 The Goal Achievement Model

Once a vision has been created, the next step is to translate the vision
into action. This is accomplished by the use of a tool referred to as the
Goal Achievement Model. This model enables you to take a strategic con-
cept and convert it into actionable work for the organization. By creating
successive levels of detail, you move from a highly strategic concept to
one that is tactically focused. The Goal Achievement Model has five parts
— vision, goals, initiatives, activities, and measures. The first four are the
main components whereas the last is the tracking tool for the model.
Measurement will be discussed separately in Section 3.7.

Figure 3-3 shows the relationship among the first four elements of
the model. In this figure, the x-axis represents the percentage that each
element has as a tactical component. The y-axis portrays the same infor-
mation for the strategic component. Using this model you can see the
relative strategic and tactical percentages that each of the elements pos-
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100% Vision

Strategic

Initiatives

Activities

0% 100%
Tactical °

Figure 3-3 Tactical vs. strategic

sess. Note that as you become more tactical (moving from vision towards
activities), you interact with subsequently lower levels of the organiza-
tional structure.

3.5 How the Goal Achievement Model Works

The Goal Achievement Model begins with setting the company
vision. This is the cornerstone of the overall process. The next step is to
identify several goals that support the vision. The relationship is one
(vision) to many (goals). You need to be careful that you select only four
or five goals. More than this and the organization becomes awash in too
many goals and its efforts are diluted. Too few and the organization will
run out of things to focus on as it works through the process. Remember
that the goal stage is still more strategic than tactical so that goals are
high-level efforts.

Next, initiatives are established based on the goals. Again this is a
one-to-many relationship. If you developed four goals and for each goal
you developed four initiatives, you would have sixteen initiatives. The
Initiative stage is more tactical and less strategic.

The last step is the development of specific activities. These are total-
ly tactical in nature and are developed at the bottom of the organization-
al hierarchy. Again there is a one-to-many relationship. Extending our
calculation, if we established four activities for each initiative, we would
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be working on sixty-four activities.

This example points out why we don’t develop more than four of five
goals at an one time. If there are more than five, it makes sense to com-
plete one or more of them and then take on the others. If you try to
address all of them at the same time, you spread the organization too
thin and will probably accomplish very little.

As you can see in Figure 3-4, the significant benefit of using the
model is that it creates a clear pathway for the organization to see how
a vision can create goals which, in turn, can be used to create initiatives
and ,finally, activities. There is a secondary benefit from the Goal
Achievement Model: Those working on the details — at the activity level
- can clearly see how the tasks on which they are working link upwards
to the initiatives, then goals, and ultimately the company’s vision. As a
result, no matter the task, anyone can see how it supports the compa-
ny’s vision.

3.6 A Reliability-Based Example

Let us examine the Goal Achievement Model in more detail using a
reliability-based example. The full model for this example is shown in
Figure 3-5.

Vision

There is a clear linkage
from the activities
back up through

Goals <_| the vision

Initiatives

There is a i
clear linkage L Activities

from the vision
through the activities

Measures

Figure 3-4 Goal Achievement Model — high level



Vision

Goals

Initiatives

Activities

Measures

Vision:

Provide a reliability
process in which plant
equipment does not

A

Goal:

Develop a rotating
equipment PM / PdM

A

Initiative:

Develop preventative
maintenance (PM)

A

Activities:

Determine PM program
content and frequency

A

Measure:

Content and frequency
for all assets set up by -
MM/DD/YY

breakdown program program
Goal: Initiative: Activities: Measure:
Develop a stationary Develop a predictive Identify and provide Responsible

equipment PM / PdM
program

maintenance (PdM)
program

training in PM skills

departments receive
information about the
program by- MM/DD/YY

Goal

Raise the level of
reliability awareness
across all departments in
the plant via training

Initiative:

Identify new technology
that will improve the
process and reduce
program cost

Activities:

Determine method for
tracking compliance

Measure:

Readiness assessed and
date set to rollout

program

Initiative:

Hire additional personnel
with the proper level of
skills to carry out the
program

Activities:

Educate and train
Production in benefits of
the new program

Figure 3-5 Example of full Goal Achievement Model
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Vision Goals

Provide a reliability
process in which plant
equipment does not
breakdown

Develop a rotating
equipment PM / PdM
program

F 3

Goal:

Develop a stationary
equipment PM / PdM
program

Goal

Figure 3-6 Goal Achievement Raise the level of
Model - vision and goals reliability awareness

across all departments in
the plant via training

Suppose that you plant had very poor reliability. Equipment was
always breaking down and maintenance spent most of its time reacting
to the failure-of-the-day. Resources were poorly utilized and profitabili-
ty was suffering as a result. In order to improve this situation, manage-
ment decided to implement a preventive and predictive maintenance
program and set this as a vision for the organization. Management also
believed that the Goal Achievement Model would be an excellent way to
get everyone involved and part of the new process. With this in mind,
the senior staff established goals based on their vision — Figure 3-6.

Continuing with the model, the middle tier of the organization was
assigned the task of reviewing the goals. Then separate teams each took
on one goal to further develop the initiatives and activities required to
drive the work down through the organization.

The rotating equipment team took on the first goal: Developing a
Rotating Equipment Preventive (PM) and Predictive (PdM) Program. At
their first meeting, they developed several initiatives that they believed
would help them develop and implement a program that would improve
plant reliability. This goal from Figure 3-6 and the initiatives they cre-
ated are shown in Figure 3-7.
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Goals Initiatives
Goal: Initiative:
Develop a rotating Develop preventative
equipment PM / PdM " maintenance (PM)
program program

Initiative:

Develop a predictive
maintenance (PdM)
program

Initiative:

Identify new technology
that will improve the
process and reduce
program cost

Initiative:

Figure 3-7 Goal Achievement

Model - goals and initiatives ) "
Hire additional personnel

with the proper level of
skills to carry out the
program

As we work our way down through the model, you can see that the
work tasks get more focused and more specific to what we are trying to
achieve.

Once specific initiatives are established, the next step is to engage
those at the working level. The model cannot be used only for manage-
ment. Everyone must be part of the process, working to achieve the
vision. Regardless of their work levels, all contribute to the final out-
come. With this in mind, the workforce is brought into the picture. Sub-
teams are formed to develop and work at the activity level. For our
example, we will select one of the initiatives: Develop the preventive
maintenance (PM) program. Working on this initiative, the sub-teams
developed the activities shown in Figure 3-8

At this point we have reached the bottom level of the Goal
Achievement Model. It should be evident from Figure 3-5 that the ben-
efit to management is the ability to clearly see a pathway from their
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Initiatives Activities
Initiative: Activities:
Develop preventative Determine PM program
maintenance (PM) N content and frequency

program

Activities:

Identify and provide
training in PM skills

Activities:

Determine method for
tracking compliance

Activities:

Figure 3-8 Goal Achievement Model — Educate and train
initiatives and activities Production in benefits of

the new program

vision all the way down to the activity level. Even more important is the
fact that those working at the activity level (the workforce) can clearly
see how their efforts contribute to the accomplishment of the specific ini-
tiative, which supports the goal, which in turn supports the vision.

This aspect of goal development and accomplishment has been left
out of the equation all too often. It leaves the workforce unengaged in
the improvement process and results in cultural stagnation. People will
work very hard at all levels if they believe that they are adding value;
conversely, if they do not believe that their work has meaning and ben-
efits the company, they will generally not work hard at all.

3.7 Goal Achievement Model Measures

The discussion of measures requires additional clarity. Once man-
agement recognizes the model’s value, they will want to put their own
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Activities Measures
Activities: Measure:
Determine PM program Content and frequency
content and frequency for all assets set up by -
MM/DD/YY
Measure:
Responsible

departments receive
information about the
program by- MM/DD/YY

Measure:

Readiness assessed and
date set to rollout
program

Figure 3-9 Goal Achievement Model — activities and measures

spin on how it is used and what some of the parts mean. I have seen this
done most frequently with the last and most important section: meas-
urement.

Managers work at the strategic level almost all of the time. As a
result, their measurements are often at the same level. You may have
heard these measures referred to as KPIs or Key Performance Indica-
tors. At times these can be quite nebulous for the rest of the organiza-
tion. People see the measures, but they are at such a high level that they
do not have direct and immediate application for those at the working
levels of the organization. For example, some possible KPIs are mainte-
nance as a percentage of the replacement value of the plant, mainte-
nance cost as a percentage of production, and others of the same nature.
The problem with these measures is that most of us have no way of rec-
onciling the measure with our day-to-day work activity.

Senior managers are going to want to create similar measures for the
Goal Achievement Model. THIS IS NOT THE PURPOSE OF THIS-
PART OF THE MODEL. The measurement section of the model is
designed to track activities. Using the first activity to determine PM
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program content and frequency, you can see in Figure 3-9 that the
measures define when various aspects of this activity are going to be
completed. This measure enables you to hold people who are performing
the activity responsible and accountable for its completion. If I was
developing the program content and frequency and I have to complete it
by a specific date, then my manager should have a tracking tool similar
to the one in Figure 3-9 to make certain this activity was completed.

3.8 Final Thoughts

As you will learn in subsequent chapters, cultural change requires
you to address and alter key aspects that are at the very heart of the
organization. Changing values, role models, and rites and rituals is a
difficult task. However, the Goal Achievement Model can be used as a
tool to support and facilitate the changes that you seek. It provides a
way to structure the change and engage everyone in the process.
Furthermore, if the measurement section is used as designed, it will
enable you to hold teams and individuals both accountable and respon-
sible for successful outcomes.
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4.1 An Introduction to Organizational Values

Imagine that you are a foreman in a plant that manufactures a high-
demand product. Your company works seven days per week, around-
the-clock, to get the product out the door. Recently the plant’s manage-
ment has instituted a reliability program that has taken many of the
mechanics who had been performing day-to-day maintenance away
from this work. The program refocused them on preventive and predic-
tive tasks. Also assume that this initiative was in response to poor plant
performance reflected by high down time and lost production.

To make this scenario complete, imagine that you are a senior fore-
man, highly respected by your maintenance peers and production, to
whom you provide service. The reason you are held in high regard is
that over the years you and your crews have always been available to fix
the “emergency of the day” and save the operation. Production has
known it can always count on your team to react to its needs, pulling out
all stops to get the job done.

But with the new reliability program now in place, you can’t always
be counted on as before. Several of your best “rapid responders,” who
happen to be the best mechanics, are off performing preventive and pre-
dictive maintenance tasks. Their absence has reduced both your crew
size and your ability to respond to your customers’ needs. The new pro-
gram, which you never supported in the first place, has taken away
valuable resources. Needless to say, you are frustrated, as are those in
production who do not believe they will continue to get the response
they need to keep up with the equipment breakdowns.

Today you are faced with the same dilemma you have repeatedly
faced recently. A major piece of equipment has failed and production is
screaming. Your choices are either to stop one of the less important rou-
tine maintenance jobs or to stop the preventive maintenance crew and
divert them to the emergency. If you stop the routine job, one of your
customers will be upset with your performance. These are the same peo-
ple who praise you when you rush in and save the day. What do you do?
- The choice is yours.

43
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If you divert the preventive maintenance crew, as you have in the
past, there will not be any repercussions because operation’s main con-
cern has always been with the daily production quota. They will be
happy and, as a result, so too will your boss. Therefore, the answer is
obvious. As has occurred numerous times in our own work environment,
you divert the preventive maintenance crew, promising yourself that
you will reschedule them to these tasks at the earliest possible conven-
ience.

What you have just witnessed is one of the key aspects that define an
organization’s culture - organizational values. These values set the
direction for the company and help people make decisions when faced
with critical choices. In this example, the firm’s values were to fix what
breaks as quickly as possible to support plant production. The crews
performing other routine tasks could have been diverted, but this would
have violated the basic values held by those in the plant. Conversely,
preventive maintenance can always be done at another time; no one has
ever raised any objection when the preventive maintenance crews were
diverted in the past. In fact, everyone is so wrapped up in the day to day,
that you face a continual fight getting people assigned to preventive
maintenance each week. The most visible evidence of the stated value of
preferring a rapid response to emergencies over staying on track with
the PM program occurs when senior management, those who created
the preventive maintenance program, accept this behavior when it is
brought to their attention.

Organizational values dictate how we behave on a day-to-day basis.
Of even more importance, they dictate our behavior when we are faced
with critical and, often time, sensitive business choices.

Suppose that the plant in this example placed high value on its pre-
ventive maintenance program. Suppose too that you were virtually for-
bidden to divert the preventive maintenance crews without senior man-
agement’s approval, which was never given. What would your choice
have been then for handling the emergency? The answer would have
been to divert a crew from a less important routine task. Not only would
this have resolved the problem, but production would understand that
this choice had been made because the expressed organizational values
emphasized the importance of preventive maintenance.

Examples of this type play out every day in our businesses because
organizational values help us decide what is important to the business
and how to behave. They are one of the key components of our study
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about organizational culture.

In this chapter we will explore the topic of organizational values in
detail. This is an important concept because, as in our example, values dic-
tate the thinking and decision making process of those in the company.

4.2 What Are Organizational Values?

What are your organization’s values? Thinking about and identify-
ing them may not be as easy as you think; the true values of a firm are
not always written down. Instead, they reflect how the members of the
firm collectively behave, how they conduct their business, and what
they believe are the true measures of success. Nevertheless, take a few
minutes and jot down what you believe are your firm’s values. Next,
have several members of your organization across multiple departments
and at various organizational levels conduct the same exercise. If all of
you reach the same set of answers, you most likely will have identified
the organizational values of your company. It is my opinion that, except
in rare circumstances, a single list will not be the outcome of this exer-
cise. We will learn more about why this mismatch occurs throughout the
balance of this chapter.

Our goal is to address the following questions:
What are organizational values?
* What are their characteristics?

* How can we go about altering them if needed?
+ How can we instill a new or modified set of values within the
company?

Organizational values for our discussion can be defined as:

A company’s basic, collectively understood, universally applied
and wholly accepted set of beliefs about how to behave within the
context of the business. They also describe what achieving success
feels like. These values are internalized by everyone in the compa-
ny and therefore are the standard for excepted behavior.

Think for a minute. Would you go out and buy a gun and then rob a
store? (The answer should be no!) Ask yourself why you feel this way
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and you will discover that it violates a core value that you have been
taught. It is an act against what you believe, what your family believes,
and what is viewed as unacceptable behavior in our society. In other
words it 1s a value that is collectively held by society.

Similarly, organizational values are similarly applied in a business
setting. When faced with a problem, those within the organization will
invariably make a decision that reflects the organizational values of
that business. These decisions are often not made consciously because
organizational values are internalized and taken for granted. When you
make a decision supported by the values, you feel comfortable. When
you don’t, you sense that something is just not right with your world.

Take safety as an example. In many plants, safety is among the
strongest organizational values. Numerous slogans, programs, promo-
tions, rules, and regulations have been set up to govern our behavior.
But all of these different efforts are in place only to reinforce the already
existing organizational value that it is not acceptable behavior to allow
someone to work unsafely.

Years ago I was a project manager on an operating unit that was
shutdown for repair. We had a serious work delay associated with
unloading catalyst from a multiple bed reactor. The project was behind
schedule and the company was losing a great deal of money every day
that the unit was off-line. At one point I was by the vessel opening talk-
ing with the contractor’s employees. When I asked where the supervisor
was, the men indicated he was inside the vessel. After about five min-
utes he emerged; I noticed he did not have on the proper protective
equipment required by the permit issued for entry. He explained that he
needed to see the workers in the vessel. He added that the required safe-
ty equipment was not needed based on the current state of the job, even
though the entry permit stated otherwise. The organizational values of
my company were not only that safety was important, but also that fol-
lowing the rules to maintain the safety of all personnel was of primary
importance. As a result, I fired him on the spot and had him escorted
from the plant.

The purpose of this example is to show one of many organizational
values at work. Let’s compare what happened to our definition and see
how this event was affected by the value system.

Basic belief
Safety through training and continual reinforcement of the
rules was a basic belief of everyone in the plant. A company
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employee would never have entered a vessel without proper safety
equipment. Contractors who received comprehensive training
should not have violated this rule either.

Collectively understood and universally applied
By continuously applying the same set of rules and regulations,
everyone understood and applied them in their daily work. This

should have applied equally to the contractor.

Wholly accepted way to behave
The rules were recognized by everyone as the only accepted way
to behave. For those who did not follow the rules, the recognized
negative outcomes included employee discipline, dismissal, or even
worse — getting hurt or being responsible for getting someone else
hurt.

What achieving success feels like for the business.
The company lost an additional day while the contractor flew in
a replacement supervisor. Nevertheless, the company had such a
strong safety-oriented value system that it made clear to everyone
1t would rather lose money than have someone get hurt.

Internalized

In my case, as with my immediate supervisor, the safety value
system was well internalized. When confronted with this situation,
I did not hesitate; I shut down the job and fired the supervisor.
Upon hearing of this action, my supervisor started screaming, not
at me, but at the contractor for violating the safety regulations.
Having worked with us for along time, the contractor should have
internalized the rules as well.

Organizational values also apply in the area of plant reliability. If
the values of our foreman and the plant management in the previous
example were reliability-focused, then the question of diverting the pre-
ventive maintenance crew would never have crossed his mind.
Conversely, when confronted with a rapid response issue, the collective
values said that stopping a job for a customer — even one of low impor-
tance — was unacceptable, but diverting the preventive maintenance
crew was well within accepted behavior.
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4.3 Written vs. Actual Values

I am sure that each one of us has experienced the written company
value statement.These are often the long written-out documents that
are posted on bulletin boards or sent home to us in the mail from the cor-
porate office. Many of these statements represent in fact how the firm
at the shop floor level performs, but often this is not always the case.
Often the written word describing how those who run the business per-
ceive we should behave runs contrary to what actually takes place.
Some examples of this contradiction are show below.

Written Actual (Expressed)

Safety is our number one concern Safety violations are accepted to
get the job done

Reliability of our assets is of Poor or non-existent reliability
primary concern program and no enforcement of
compliance where one does exist

Strict rules for working with Those who prepare contracts do
contracts and contractors not always follow guidelines

It is okay to stop a job if the You better not do this unless
employee feels there is a safety- you want a permanent assign
or work-related problem ment to the night shift

Equal consideration for promotion Hiring of friends and relatives
and acceptance of the most often without the required
qualified person qualifications

Figure 4.3 Written vs. actual values

In these cases, the daily dilemma that we face as employees is select-
ing which set of values to follow. The answer is that ultimately we fol-
low those values that are in line with the actual behavior of our work
society. We follow the unwritten rules, not the ones posted on the corpo-
rate bulletin board. The main reason for this is that the written values
are ideal, but not always relevant to the day-to-day performance of our
work. Evidence is around us all the time because we see how managers,
peers, and the workforce act and react in real life. Furthermore, if we
were to follow the written word (when it is different from what actually
takes place) we would be brought back into line by peer pressure. We
would be instructed on how work really gets done around here.
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A wide discrepancy often exists between the written and the actual
behavioral values within a company. When both are in alignment, a
company or plant can be considered healthy from the standpoint of orga-
nizational values and work culture. In a later section I will address the
issues around a value system in need of change.

4.4 Values Gone Astray

We shall examine four areas in this section so that you will be able
to recognize value system problems at your plant. In each case, the val-
ues of the organization have gone astray. The areas are: 1) values that
are no longer relevant or are obsolete, 2) values that are inconsistently
applied, 3) values that fail to match organizational reality, and 4) val-
ues that meet resistance from the organization.

No Longer Relevant or Obsolete

Values that are no longer relevant need to be changed. However, the
real question that needs to be addressed is how do we know when val-
ues that have served us well for years are no longer relevant to our busi-
ness?

Take, for example, reactive maintenance. For years this was the
standard mode of operation for a great many plants. It was an accepted
value. It developed from a combination of poor equipment reliability,
inexpensive manpower costs, and the high cost and business impact of
equipment being unavailable for production. Plant maintenance forces
became expert at rapid response or, as it was commonly called, “fire
fighting.”

Over time, manufacturing equipment became more reliable and tech-
nological tools to predict equipment failure improved. The result was
that the strategy of fixing things that broke was replaced by a strategy
that targeted predicting failure before it happened. This approach was
far more cost effective. Yet the rapid responder value has continued to
thrive in many plants. Clearly this value has outlived its usefulness.
The way we can recognize this is that the new value, in this case, relia-
bility-based repair, enables us to perform in a much more effective and
efficient fashion.

Inconsistently Applied
Another area where values can create problems occurs when they are
inconsistently applied. Inconsistent application sends mixed signals to
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the organization. Standardized behavior with regard to organizational
values is essential because it provides guidance, direction, and support
for consistent decision making.

Let us look at the example of emergency maintenance. Many plants
define an emergency job as one that threatens production, the safety of
the employees, or that of the surrounding environment. These jobs are
typically worked until completion or until the true emergency aspect of
the work is resolved. This approach is a value of the company, indicat-
ing clearly that it will take the proper action to correct emergency prob-
lems. However with limited resources, production teams frequently
label jobs emergencies so that they can divert resources to their prob-
lem-of-the-day, away from other areas where they are working. Then
when the day tour comes to an end and the maintenance organization is
looking for authorization to work overtime, the work is no longer an
emergency. If management allows this practice to happen, the value of
emergency response will be eroded because of inconsistent application.

Fail to Match Organizational Reality

In many cases, a mismatch develops between the expressed value of
the company and what actually happens on the shop floor. This area is
similar to inconsistent application but worse because in this case the
company’s stated values are not followed and everyone knows it.
Inconsistent application of the values can be corrected through closer
monitoring, but mismatched values destroy the credibility of the firm.
Because everyone knows the value is hollow, they ignore it. This prob-
lem can then spread to other values and required behaviors within the
business.

For example, a company states for the record that safety is its most
important value, taking precedence above all else. Yet the company’s
safety record is deplorable, it has no real safety program, and everyone
knows that safety takes second place to production. This obvious mis-
match of the value system with actual behavior tells people that their
leadership doesn’t “walk the talk.” The result is confusion and a loss of
credibility. Remember that values are there to guide the decision-mak-
ing process of the group. What happens to this company when employ-
ees are confronted with a safety issue that will cause a loss of produc-
tion? Some will interrupt production to be safe — the expressed value,
yet others may not and the result could be catastrophic.
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Meet Resistance

The last area where values have gone astray is when they are resis-
ted by the organization even though they are the correct thing to do. In
this case, something is happening within the organization to cause the
resistance. This area is the most difficult one to address because resist-
ance is not the root of the problem. Instead, it is a symptom of some-
thing else that needs to be addressed. If there is resistance to replacing
an obsolete value with something better, why would people not want to
change for the better? If the resistance is tied to efforts made to consis-
tently apply values or to correct mismatches, why would people fight
alignment? After all, alignment would help them make the correct deci-
sions when faced with numerous choices.

The simple answer is that people do not like change. It removes them
from their comfort zone and puts them in unfamiliar and uncomfortable
territory. If resistance is to be overcome and the new values are to be
institutionalized, then time will be required for people to readjust their
comfort zones.

= Resistance as a result . .
Alignment of vision
@ | of conformance to the
- old values and values
c
o 3| 4
7]
s 12
o Extinguishing of
o Status quo the new values by
the old vision
Old New

Value System

Figure 4-1 Vision vs. values
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4.5 Vision and Values

Vision and value systems go hand-in-hand. As shown in Figure 4-1,
without proper implementation and changes to the value system, a new
vision will run into trouble. Similarly, trying to institute a new value
system within an old or outdated vision will have problems.

Quadrant 1 - Old Values and Old Vision

This quadrant represents the status quo. The old vision is support-
ed by an equally old value system. The combination may work for now,
but problems are on the horizon. As the competition improves, a compa-
ny in this quadrant doesn’t.

Quadrant 2 — New Values and Old Vision

This quadrant represents the case of trying to change the value sys-
tem within an old or outdated vision of the business. In this case, the
internal cultural pressures will defeat the new value system regardless
of the benefits that may have been included. This scenario will be dis-
cussed in Section 4.7.

Quadrant 3 — Old Values and New Vision

In this quadrant, a new vision is attempted without taking the nec-
essary time and effort to change the values. This case of the vision and
the value system being out of alignment will be addressed in Section 4.6.

Quadrant 4 — New Values and New Vision

In this case, the vision and the values are in alignment. They support
each other and with proper implementation successful change will be
the outcome.

4.6 When Values Are Out of Alignment
with the Vision (Quadrant 3)

The old organizational values are out of alignment and need adjust-
ment when they are in conflict with the company’s vision. This isn’t
always obvious because values are not something we constantly think
about as we go about our jobs. Values are deep within us. They govern
how we work and, as stated earlier, they are there when needed to make
the critical decisions that make our businesses successful.
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How do we know that our values are out of alignment? The answer
1s when we see that the goals, initiatives, and activities associated with
the Goal Achievement Model do not seem to work or reach successful
conclusion. The work of the Goal Achievement Model is to promote the
vision throughout the organization so that each level is engaged and can
clearly see its contribution. When this isn’t working, there is clear mis-
alignment between the vision and what people are doing. Because the
values of the organization essentially dictate how we make decisions,
the conclusion is that the vision is out of alignhment with the values.

Years ago I helped facilitate a work redesign from a reactive mainte-
nance process to a work process in which the work was planned and
scheduled on a weekly basis. In the reactive mode, the organization
assigned planners, foremen, and work crews to each of the several pro-
duction areas. The planner job was essentially to assist the foreman as
they went about the day-to-day work. Planning was non-existent. The
foreman and the work crew were there to respond to the daily needs of
production. Because there was only minimal planning, work was never
ready for the crews. It was never materialized properly and a consider-
able amount of productive time was lost.

The new process assigned a planner to each work area, but their new
job was to actually plan the work. Once the plan was completed, produc-
tion selected the work for the next week. That work was then scheduled
and work crews were assigned from a central pool. The foremen and the
crews no longer worked in a specific area, they worked on the important
jobs, regardless of where they were located in the plant.

This was a new and different vision for both production and mainte-
nance. We thought we had created a process that would severely reduce
reactive maintenance because we had taken away the ability of the fore-
men to respond in this manner. We were wrong!

We changed the work process and created a new maintenance vision,
but we did not change the core values which were:

+ Production felt severe discomfort if any of its equipment was
having a problem and not being repaired quickly. The reason
behind this discomfort was a history of punishment for
production loss and a lack of confidence in maintenance.

+ The maintenance foremen felt severe discomfort because the tie
with their production area had been broken. They no longer
felt committed to any one area because they were never in any
area long enough to feel committed.
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* The former reward structure was missing for both organiza-
tions. Production managers did not receive praise for getting
the pump that was not functioning in the morning running by
the end of the shift. The foremen did not receive praise from
the production counterparts for saving the day.

As a result of the work process change, we had taken a great many
people out of their comfort zone. We had caused a major misalignment
between the new work process and the existing values of those who we
were asking to follow it. The organization reacted in a way that restored
alignment with their value system.

* The level of emergency work went up as production forced

response to the crisis-of-the-day (whether or not it really was a
crisis).

* The few unit mechanics that were assigned to the operating

areas for minor jobs began working jobs that were far from
minor.

* The foremen working a planned job would divert their crews to
other work requested, without approval to change the plan.

* Management failed to address these issues, indicating by lack
of action that what was taking place was acceptable.

Needless to say the work process change failed as everyone contin-
ued to work within the value system under which they had worked most
of their lives.

The scenario above takes place quite often in many of our business-
es for the exact reason cited in the example. What can we do about it?
As a first step, a new value system must replace the old. In that way,
when confronted with critical decisions, everyone will not choose the old
way but rather the new. Easily said — not easily done.

To correct the problem in the example, we would have to understand
the existing value system and determine how it was not aligned with the
vision. Once these areas of misalignment were identified, we would need
to develop process changes to address them.
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4.7 New Values and an Old Vision (Quadrant 2)

A new set of desired organizational values may be exactly the right
thing for your business. However, there still will be a problem if the
vision is not changed first. The reason for this is that the vision, often
expressed as core beliefs, is reinforced in many and varied fashions.
Over time, those values that are in conflict will be eliminated.
Therefore, the vision must be altered first; then the values can be
brought into alignment.

Suppose that senior management strongly believes that maintaining
production levels is the only thing that really matters. The message that
the plant receives is to maintain production at any cost. This message
has led to unsafe work practices and people taking undue risk with the
plant assets in order to keep up the level of production. This company
has had numerous cases of safety, environmental, and reliability fail-
ures because the workforce made the wrong decisions about how to oper-
ate based on a set of wrong values.

Nevertheless, the vision of maintaining production at any cost per-
meates both the work system and the value system of those involved.
Groups and individuals who hold other values, such as proactive main-
tenance where equipment not breaking is preferable to the “break it —
fix it” mode of operation, are quickly corrected and refocused. If they
persist, they are replaced with those who hold the same values as the
rest of the organization.

As long as the vision and core beliefs of the senior managers remain
as “production at any cost,” the value system will remain in place to sup-
port it regardless of the fact that it may be incorrect. The conclusion
from this brief scenario is that, unless some major event occurs, the
existing vision and supporting value system will remain and the new
values in conflict will not survive.

Continuing with the example, as a result of the production-at-any-
cost philosophy, people were hurt and the company lost money.
Ultimately it was sold (the major event). The new owners had a differ-
ent vision. They believed that safety of the workforce, protection of the
environment, and operating the equipment reliably would create a firm
that would be both profitable and successful in the industry.

This new vision has moved the company to Quadrant 3 - the value
system currently in place is now out of alignment with the new vision.
This is the scenario described in Section 4.6. Figure 4-1 has pointed out
that to improve, the vision must change first and the values follow.
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Making change in the reverse order allows the old vision to extinguish
the new values.

4.8 How to Change

Changing values to bring them into alignment with the vision is not
an easy task. People have lived with the old set of values, which have
been internalized. These values have served people well over time; often
their performance within the old value system may be the reason they
were promoted, retained during a layoff, or even highly respected with-
in their workplace.

The new value system must reinforce the vision that you are trying
to achieve. It must be created in such a manner that the organization
makes decisions based on the new values, not the old. Additionally, you
need to understand that something that has grown and been reinforced
over years is not changed in an instant. Nevertheless, changing values
is not an impossible task. The steps to follow include:

Step 1 — Develop a clear and concise vision of the future.

Because values will develop to support the vision, developing a clear
and concise vision is critical. In addition, the vision needs to be one that
will stand the test of time with only minor adjustments. This task must
be driven be senior managers. The vision must be an expression of their
core beliefs and future direction for the company. Suppose that part of
an organization’s vision stated, “We will operate our plant in a manner
that treats reliability of our assets the same way we treat the safety of
our employees.” One can only imagine the values that would be devel-
oped.

Step 2 — Communicate the vision continuously to the organization.

Once the vision has been created, it needs to be communicated. Most
people think that this means holding a meeting or a training program and
explaining to everyone the new vision. That is a wrong assumption!
Communication in this case is far different. Although presentations and
training are required, what is ultimately needed is for the behavior of
everyone, starting at the top, to change. In this case, communication is
achieved through the visible behaviors of those who are designated as
leaders. Management must “walk the talk.” If they do not, the organiza-
tion will cease to believe that the vision holds any value and will instead
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revert to the old way of doing things. How long do you think values asso-
ciated with improved reliability will last if production continually forces
maintenance to return equipment to service without allowing reliability-
based repairs to be instituted?

Step 3 — Build goals, initiatives and activities in support of the vision

A vision can never be turned into reality without goals, initiatives,
and activities to support it. This is the Goal Achievement Model, which
was discussed in Chapter 3. (It is discussed in even more detail in
Successfully Managing Change in Organizations: A Users Guide
Chapter 5.) The Goal Achievement Model enables the vision to have an
effect on everything that is being done in the plant and helps everyone
to recognize this fact.

Step 4 — Hold people accountable to the work they are doing in Step3.

Holding people accountable for accomplishing the goals, initiatives,
and activities associated with the Goal Achievement Model in Step 3 is
critical. As soon as the leadership takes its attention away from these
value-changing tasks, then progress and the tasks themselves have the
potential of slowing down or even coming to a complete halt. The process
needs constant reinforcement and attention. This is not easy to do
because a great many other things pull the leadership’s attention away
from this effort. However, without constant attention and accountabili-
ty, the effort to change the value system will not be successful.

Step 5 — Reward those in alignment and punish those who are not.
Maintain zero tolerance for deviation.

This step goes hand in hand with Step 4. Zero tolerance for deviation
means exactly what it says — deviation is unacceptable and brings with
it severe penalties. This step needs to be expressed in action, not just
words. When the organization sees that its leadership is serious, the
values will begin to change. If safety of the workforce is an expressed
value and a serious violation results in termination, the organization
quickly will realize the consequences of violating the new value system.

4.9 Success Looks Like

Changing an organization’s vision and then working via the Goal
Achievement Model to change its value system are certainly very diffi-
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cult tasks. Yet they must be addressed if we truly seek long-lasting
change and improvement for our reliability and maintenance work ini-
tiatives. Although success may be difficult to measure, you will recog-
nize it when those in the organization instinctively make decisions that
support the new reliability-focused values vs. the former “break it — fix
1t” mode of operation
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Role Models

5.1 What Is a Role Model?

When I was 29 years old, I was promoted to the position of Zone
Supervisor. A zone supervisor was responsible for all of the mainte-
nance work within a portion of the plant. In this job I had responsibili-
ty for approximately eight foremen and one hundred mechanics. I was
the youngest person the company had ever promoted to a position of this
nature. There were many reasons why. First, I had been successful in
all of my previous positions and, second, I was part of an aging work-
force. Two others and I were the first management employees hired into
the maintenance organization in 20 years; everyone I worked with was
over 50. The organization was trying to develop younger managers who
could take over when the current managers retired.

I was very aware in this new role that I wasn’t clear what I was to
do. Although my organization was older and far more experienced than
I was, I was expected to lead them and manage their work. My prede-
cessor had been very successful and was highly respected by the entire
organization. He had the ability to motivate people and get things done
regardless of the circumstances. He had not been moved to another posi-
tion. He had been given several special projects, one of which was to
teach me the ropes. At the time, our organization was based on a reac-
tive work culture. When things broke down, it was maintenance’s job to
fix them as quickly as possible and return the operation back to normal.

Being young and inexperienced, I copied the former supervisor. On
many occasions, I asked for his opinion, help, and support in different
circumstances. Over the next year, we had a very good relationship and
he taught me what he thought I needed to be successful in my new posi-
tion. In short, he was my role model. He had shown me how to be one of
the best reactive maintenance professionals in our organization and
shortly thereafter I was again promoted.

Several years later, the plant was sold to a private owner. At the
time, I was in charge of all maintenance work in the plant. I reported
directly to a maintenance manager brought in by the new owner to
implement a reliability-based work culture. My specialty was reactive

59
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repair, not reliability. However, I quickly took on a new role model and
learned that there was more to work than fixing broken equipment. My
new role model taught me about the concepts of reliability, good plan-
ning, and scheduling techniques as well as how to implement programs
that (with production’s help) avoided equipment failure. The manager
was successful in his conversion of the business and, as a key part of his
team, so was 1.

In both of these instances I emulated someone who I believed would
provide the best maintenance services to the plant in the existing cul-
ture. Although my role models exhibited different traits and behaviors,
they were correct for the culture in which they operated and were suc-
cessful in their careers.

The remainder of this chapter will examine role models, why they
are or are not successful, and how and why people emulate their behav-
ior. We will also examine how and why people’s behaviors, and frequent-
ly their beliefs about how to operate the business, can be altered by
these models.

5.2 Role Models Defined

Role models are people within organization who exhibit traits that
appeal to us and which we can apply to how we conduct our business.
These role models are usually at or near the top of the organization;
they have been successful within the organizational culture. They
demonstrate a successful behavior style within the business culture, one
that we feel comfortable adopting as our own.

Let us discuss further the three key components of a role model.

Top of the organization

Most people who are used as role models are at or near the top
of the organization’s hierarchy. These are the people we view as the
most successful. They are the managers of our departments, the
leaders, the ones who set the direction for the business. The key
word here is success. Because those at the top are perceived as suc-
cessful, we tend to use them as role models.

There is another reason why we often choose our leaders as role
models. They set the expectations of what we are to accomplish at
work. In most cases, these expectations are in line with their expec-
tations for themselves. As a result, we emulate and assume their
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style because we are all working towards the same end. In addition,
failure to achieve these expectations usually has severe negative
outcomes. Therefore, modeling the manager to achieve the desired
results makes sense.

Successful within the organization’s culture

The second component is that role models are not just success-
ful, but they are successful within the existing culture. This is very
important. Think about how I used my former managers as role
models. In each case, they were successful in their respective cul-
tures and, therefore, were good models for me. But what if the sit-
uations were reversed? Suppose the manager who was reliability-
focused was placed in a reactive maintenance work culture. How
well do you think he would have succeeded? Who would have want-
ed him as a role model?

A style we can identify with and adopt

Even those some people are successful within the culture, there
still may be reasons why we would not choose them as role models.
If we truly want to use people as role models, we need not only to
view them as successful, but also to feel comfortable adopting their
style of management.

Suppose you are the type of person who firmly believes that all
people within the workforce have unique value and should be treat-
ed with dignity and respect. Further suppose that your manager
(who is a successful part of the organization) has achieved this posi-
tion by acting and behaving in exactly the opposite fashion. Could
you accept this person as a role model? Your answer would proba-
bly be no. Although you want to behave in a manner that will pro-
vide you a successful career, the behavior of your manager could
never fit your personal beliefs and manner of conducting business.

5.3 Strategic or Tactical Alignment

From my previous examples, you can see that role models are aligned
with the culture in which they exist. Reactive role models succeed in
reactive cultures as do proactive role models in proactive cultures.

Role models are also strategically or tactically focused regarding how
they conduct their work and how they support change within the work



62 Chapter 5

3] -
D Change Agent Visionary

o 0

X = -

5 © Implement initiatives to Implement goals over the long

E (7") support the change process term in support of the vision

——

[<]

[}

o

> 4

=

g 2

o

= N .

0 — Situational Change Guidance

= @©

o o

[0 =} Activity level change at the Assure that the organization
g workforce level keeps its eye on the goals as
- they conduct

day-to-day work

Short Term Long Term
Role Model (work focus)

Figure 5-1 Role model - type of work vs. work focus

place. Furthermore, their work is often either short term or long term.
This comparison can be best viewed in the quad diagram shown in
Figure 5-1.

In this figure the type of role models (strategically or tactically
focused) is depicted on the y-axis. Their focus — short or long term — is
shown on the x-axis. In this way, we can represent the different compo-
nents and discuss the role each plays in changing an organization’s
work culture.

Let us review this quad diagram from the perspective that we want
to change from a reactive to a proactive, reliability-focused culture.

Short Term — Tactical (Quadrant 1)

Role models who fit Quadrant 1 work on the front line; they are
viewed by their peers as the best at what they do. They typically
have a day-to-day tactical focus and know how to get things done
no matter what problems confront them. In most plants, these role
models are the best at firefighting and reactive repair. However, we
want to change to a more reliability-based model, and they need to
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change their focus. This can be accomplished, but not without diffi-
culty. As you learned in Chapter 4, the organization’s values must
be reliability centered. You will also see in Chapters 6 and 7 how
rites and rituals as well as the cultural infrastructure can make
this change a difficult task.

Long Term - Tactical (Quadrant 2)

The role models found in Quadrant 2 do day-to-day work, but
are more focused on longer-term goals. Typically these are the field
superintendents — the people who manage the foremen and field
work crews and who have the responsibility for leading their por-
tion of the organization.

Short Term - Strategic (Quadrant 3)

The role models in Quadrant 3 support the line organization in a
staff capacity. They include planners and schedulers, engineers, and
possibly even consultants hired to implement reliability improve-
ment processes. They are not directly involved in the day-to-day
effort, but their work direct influences it. They keep the strategic ini-
tiatives of the organization in front of those immersed in the day-to-
day work activity.

Long Term - Strategic (Quadrant 4)

Quadrant 4 is filled by the organization’s managers. Their
responsibility focuses on the longer term strategic goals and with
those in the other quadrants to accomplish them.

Figure 5-2 shows how the quadrants described fit with the Goal
Achievement Model, as discussed in Chapter 3. The quadrants from

Vision Goals Initiatives Activities
1 @ [™]@ad3) [ )
Corporate Long Term Short Short
Leaders Strategic Term Term
(not part of Strategic Tactical
quad) and
Long Term
Tactical

Figure 5-2 Strategic vs. tactical role models
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Figure 5-1 are also shown in brackets.

Different groups and people select their role models based on where
they work within the organization. Those on the line may select short-
term models, either tactical or strategic, because the majority if not all
of their work is short term in nature. If you were a foreman or mechan-
ical engineer trying to implement a preventive maintenance program in
the field, you would probably look for a role model in quad 1 or 3. These
people are the ones who have been successful getting similar things
accomplished within the culture.

Conversely, if you were trying to develop a strategic direction for the
business such as self-directed work teams at the maintenance level, you
would select role models who were successful in quads 2 and 4. These
individuals have been successful in developing and implementing a
vision and supporting goals for cultural change.

5.4 Cultural Alignment

Because this book is focused on changing from a reactive mainte-
nance work culture to one that is reliability focused, we need to discuss
what happens when the new role models are introduced. This is a real
problem when trying to implement a reliability-focused work culture
because invariably those who have been successful in the existing cul-
ture are usually not of this mold. Remember my example where my ini-
tial role model was highly reactive in a reactive culture and then a new
plant management team was appointed with a reliability focus. In my
case I made the transition, but what if I hadn’t?

A role model cultural mismatch can occur at every level within the
organization. For example, a company is purchased and the new man-
agement team has different plans for the business than did the former.
A new manager is hired with a different outlook. A new superintendent
1is promoted who decides a change is needed, and new foremen are hired
who are not content with the status quo. In each of these cases, those in
the lower tiers of the organization are confronted with new role models
and a new set of expectations that may be far different than those of
their prior managers.

Everyone at some time (and often more than once) will have this
experience. Owners, managers, and supervisors change; the role you
need to model for success often changes as well. You have two choices.
First you can adopt the new cultural role model as long as it doesn’t con-
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flict with your basic beliefs. This will maintain your position and you
may learn something along the way. In my example, when my new man-
ager introduced reliability concepts to my organization, he opened my
eyes to a new and better way to do work. Although the change meant a
new set of concepts to be learned and applied, the value to the company
and also to me was immense.

The second option is to leave. If the new expectations are that much
in conflict with your work processes, then leaving is a good option for
you and for your firm. Otherwise neither will be happy over the long
term. Admittedly, leaving is easier said than done. However, if you stay
and do not adopt the new model, you will be viewed as someone who
resists the change. Ultimately this image will make the work place dif-
ficult for you and all of those around you.

There are those who also believe that, if they wait long enough, the
new culture and those associated with it will move on and the program
will fade away. Although this may be the case with individual projects,
it is not the case with a major cultural shift such as one from reactive-
to reliability-focused maintenance work. These changes are major; once
you begin moving down the reliability path, there is no going back. As
someone once told me, “The train is leaving the station. Get on board for
the ride or get off.”

5.5 Bad Role Models Have Value

One other type of role model is worth discussing - one which is the
most difficult to work with in our jobs. This is the person whose beliefs
and actions are so opposed to our own that it is virtually impossible to
adopt his or her style of management or behavior without violating who
we are. There are alternatives when you are confronted with this type
of situation. You can leave the organization and seek work elsewhere.
You can attempt to transfer to another department. Or you can try to
stick it out and survive, hoping that the individual will leave before you
do.

At one point in my career, I worked for such a person. He was not
what I considered a good manager. Nor did he treat the people who
worked in the department with very much dignity or respect. To make
matters worse, to run the daily maintenance operations he hired a per-
son who had the same style of management as he had. This was a very
difficult time in my career. I could not transfer and chose not to leave,
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but I also decided that I would continue to function as I had in the past
using those who trained me as my role models. This dilemma is similar
to the one described in the previous section except I was not being asked
to change and model a better behavior. In choosing to reject the role
model of my manager, I often got into difficulty. Fortunately for me, the
individual he hired was promoted to another plant and the manager
retired shortly thereafter.

What I learned is that not everyone is a positive role model. We are
often presented with what I will refer to as “good bad examples.” These
are people who we can look at and say “here is someone who I do not wish
to act like.” If you examine why you feel this way and adopt behaviors
that are opposite and more in line with how you feel you should behave,
then they will have done you a great service. They will have shown you
a model that you will choose to reject for a more positive (and opposite)
behavior.

5.6 Role Models Are Created NOT Born

Thus far we have assumed that our role models are proactively
focused, the ones who will support the change in culture from one that
is reactive to one that is proactive and reliability-focused. However,
what if discover that the predominant role models throughout the
organization are not those who support change, but instead those who
support the status quo? An even more challenging scenario: What if
proactive role models don’t exist at all in the organization? This is not
an unrealistic expectation. Those who advocate proactive maintenance
don’t survive long in a reactive work culture where success is viewed as
being the best “fire fighter” you can be.

Figure 5- 3, which illustrates a reinforcing loop explains the problem
faced by most reactive work cultures when it comes to developing role
models who support a different type of work culture. In block 1, things
break. Equipment breaks down and production is interrupted.
Maintenance responds in block 2, making the quick fix and returning
the equipment to service. In this environment, the fix is not reliability-
based; there is no time to discover what really went wrong so that action
could be taken to prevent reoccurrence in the future. As a result of this
type of work culture, those who made the quick fix are praised for “sav-
ing the day” and rewarded accordingly — block 3. This behavior is often
a driving force for promotion. Block 4 has the balance of the people in
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the organization looking for someone to emulate. They are looking for
someone who represents success and shows how things need to get done
around here. So who do they copy? Not the preventive maintenance
foreman (if one exists) because they are not the ones who get the
rewards. Instead they copy our “fire fighter” and, in block 5, the exist-
ing culture is reinforced. Therefore, when things break the cycle is once
again repeated.

The question that needs to be answered is how do you create new role
models so that the organization will emulate a different behavioral
style? You must change the organization’s focus by breaking the rein-
forcing loop. Figure 5-4 shows that changing the second block (how the
organization views and makes repairs) breaks the cycle. If you can alter
how things are repaired, then rewards will be given to those who fit the
new model (block 3). People will see a different definition of success and
emulate it (block 4) and when things break in block 5 the organization
will respond in a different manner. Therefore, role models are created,
not born. You identify the behavior you want the organization to model,
then place people who exhibit that behavior into jobs of importance
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Figure 5-5 Cultural behavior vs. role model behavior
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where they can visibly demonstrate the behavior you seek and, as a
result, be copied.

An important point that needs to be recognized is that the site lead-
ership must want to make this change. Although a new culture can
spring up in one that has a different focus, it will not live a very long
time. The predominant model and the supporting culture will extin-
guish it before it has a chance to thrive.

But what if the leadership does want to make the change? In this
case, the existing role models will be given a different set of expecta-
tions. They will either comply or, over time, be replaced. The other alter-
native, one which is used more frequently than the former, is to bring in
from outside the organization people who exhibit the new cultural
behavior. They remove the old role models who can not adapt to the new
way of working; they promote those who have adapted. The organization
then sees these new managers as successful and, in the true definition
of role models, emulates them.

5.7 How Role Models Can Change a Culture

Role models are a critical part of an organization’s culture for sever-
al reasons. First, people need examples of how the organization expects
them to behave in their jobs and within the larger context of the organ-
ization. Second, people want to see what success looks like so that they
can model their behavior and achieve success in their own careers.
Third, people also want to see the “good — bad examples” which depict
clearly what the organization does not want to see in its employees. The
first two reasons are positive and the third negative, but each has its
place in the value of role models in the business

Roles models are needed because they are an essential and initial step
in the change process. Figure 5-5 shows how role models fit and interact
to help support cultural change. In this quad diagram, role models are
portrayed on the y-axis as either reactive or proactive. The x-axis shows
the organization’s cultural behavior, also reactive or proactive. Note that
role models can and do work in both roles at different times, dependent
on the status of the change initiative. The line starting in block 1 and
running through blocks 3, block 2 and ending in block 4 shows how role
models introduce and bring about change in a company.

Block 1 represents the current condition or baseline that is encoun-
tered when a role model is brought into a company. Usually the existing
role models have a reactive focus and, as a result, so does the culture.
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Invariably the new role models recognize that change is needed; other-
wise, they wouldn’t have been hired in the first place. They next
progress to block 3 (a proactive role model in a reactive culture) where
they implement a change that supports their new model for doing work.

Initially a single initiative is all that is needed. We are not trying to
“pbuild Rome in one day.” We are, however, trying to initiate long-last-
ing change and that must start slowly. For example, role models may
mandate that a preventive maintenance program be established and not
permit deviation from the schedule. Through their own behavior and
through setting expectations for the organization, the role models pro-
vide guidance in how they expect work to be conducted. They do not pull
the PM crews for reactive work, no matter what is happening in the
plant. Furthermore, they praise those who have done the PM more then
those who fight the fires.

Next we move into block 2 (a reactive role model in a new proactive
culture). The culture is beginning to shift and become more proactive. At
this time, however, the role models need to switch into a reactive mode
and rapidly address those areas that are having difficulty. Small groups
within the organization will not understand or act as expected, people
will resist, and training will be required. Each one of these areas needs
corrective action in a reactive manner if long-lasting success is to be the
result.

Last, in block 4,because they have initiated a successful change in
the organization, the role models can begin to introduce additional goals
that support the new vision that they are trying to implement.

Following this path is not easy and takes concentrated efforts on the
part of the role models. Remember that the organization is looking for
examples that the role models are not serious so that it can return to the
status quo and the existing personal comfort zones. See how long the
new initiatives and role models will be in place if the PM crew is reas-
signed to reactive work even once.

Role models set the stage for everyone else; they clearly demonstrate
every day what is expected of the organization. As an example, let us
consider two reactions to a pump failure which has a severe effect on
production. As you read each of these responses, think about the role
that is being modeled by the manager.

Response #1 — The manager shows anger and frustration, and then
asks how soon the equipment will be returned to service. The manager
indicates that sooner is not soon enough and insists the equipment be
worked on around the clock until the repair is complete.
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Response #2 — The manager shows frustration, but then asks those
involved to get the work completed as soon as possible with one excep-
tion. The manager wants the maintenance engineer to understand the
mechanism of failure so that repairs can be made to prevent the failure
from reoccurring. If this can not be accomplished during this repair,
then a plan needs to be put in place to make the reliability-based repair
at a future date when production can shutdown the equipment.

5.8 Can Consultants Be Role Models?

Consultants can be role models, but only in a limited sense. Part of
what consultants bring to the process is strategic thinking unencum-
bered by the day-to-day activities. They can introduce new concepts that
will support the company’s vision and goals. They have a broad set of
experiences that can add real value. They can also provide the training
and coaching necessary to help get a major change initiative off of the
ground.

During a consultant’s engagement, in which they introduce proactive
reliability-based maintenance processes, the consultants often take on
the mantel of role model. One key reason for this is that they are the ones
introducing the new model in a firm in which that model most likely does
not yet exist. Therefore, it is no wonder that people emulate consultants.
This is acceptable for the short term. However, consultants eventually
finish their work and leave. Prior to this happening, company role mod-
els must be in place and be viewed by the organization as such.
Otherwise the time, effort, and opportunity that the consultants provide
will be lost simply because the company will not have role models in
place to take up where the consultants left off. Without this internal role
model, the organization will fill the void which the consultants leave by
returning to the status quo. That is not what we want to happen.

I worked on one project that clearly shows what happens when a con-
sultant / role model leaves and there is no one internally to fill the void.
The effort involved the implementation of a new planning and schedul-
ing process. The consultant we hired had a great deal of process change
experience in this area and as a result drove the change. Initially the
effort was successful because the role model for the process, the consult-
ant, was there day-today helping us overcome the problems. We did not
develop an internal role model to be his successor and when he left the
program stopped. Quickly the organization reverted back to the former
way of conducting this part of the work process.
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The lesson to be learned is that you can have a consultant be your
process change role model. However, you must develop internal
resources to take the effort over when they leave. In fact, you should
plan to take over before they leave so that in the closing days of their
engagement they can provide coaching to the internal resources.
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Rites and Rituals

6.1 Introduction to Rites and Rituals

Rites and rituals are a key component of organizational culture.
When presented in various texts, these terms are often confusing
because they do no easily relate to those in the middle levels of the
organization; as a result, they often are not understood. The reader is
left without a clear recognition of the critical role that rites and rituals
play in an organization’s culture and hence in an organization’s ability
to change that culture. This chapter will demystify these two terms,
showing the part they play in successfully changing a culture from one
that is reactive to one that is proactive and reliability focused.

As we discuss these two topics, remember that rites and rituals are
invisible to those involved in the day-to-day work. They are so ingrained
in how we work that we simply consider them as the correct way things
are done. This causes a problem on two levels. First, by not being able
to see the forest for the trees, rites and rituals are difficult to identify
clearly and, therefore, even more difficult to change. Second, because
they are so ingrained, when change does actually happen we often feel
like our world has been torn away. Being this far out of one’s comfort
zone leads to frustration, anxiety, and serious levels of resistance.

There is a story about a wife who, when making steak for her fami-
ly, always cut off a small piece from the end before cooking. When asked
why, her answer was that this was how her mother taught her to cook
steak. Not satisfied with this answer, and not wanting to waste good
steak, her husband asked his mother-in-law the same question. Her
reply was that this was how her own mother had taught her how to
make a steak. Still not satisfied, the husband asked the grandmother
the same question. Her answer, which surprised the entire family, was
that there was nothing wrong with the end of the steak. However, when
she first started cooking, she didn’t have a pan large enough for a nor-
mal size steak, so she had to cut off the end. This is a ritual at work.

In years past, I worked for a company that held quarterly perform-
ance reviews. Once per quarter, the senior corporate staff would make
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departmental presentations that addressed goals and accomplishments.
In my opinion at the time, these presentations wasted hours of potential
productive time for the employees, listening to presentation material
that was already known by everyone in attendance. What I didn’t under-
stand at the time, that will be discussed later in this chapter, is that
what was taking place was a very important rite for the company.

My goal in this chapter is to help you understand your hidden ritu-
als and the rites that they create. Then, when necessary, you can iden-
tify and modify them to support a change to a reliability-focused work
culture.

6.2 What Is a Ritual?

A ritual is a rule or set of rules that guide our day-to-day work behav-
ior. Rituals are taken for granted because they are an integral part of
what our jobs are and how we do them. As they are repeated daily, rit-
uals become an accepted part of how business is conducted; over time,
they become invisible to those who follow them. Yet they are extremely
important not only because they define what we do and how we do it, but
also because they represent our culture and the value system in place in
our plant.

Furthermore, rituals are taught to new employees so that they
understand “how work gets done around here.” Rituals guide how peo-
ple communicate and interact. Because they are so ingrained in our
work, an outsider might say they were blindly followed — often even if
they made little or no sense. In addition, they are often fiercely defend-
ed simply because “that is how things are done.” This viewpoint explains
to some degree why new programs or processes that conflict with the
plant rituals encounter such strong resistance when they are imple-
mented.

Every one of us has had this experience. We are assigned a new job.
The first thing we are given on our first day of work is training in how
the work is conducted — the rituals of the job or department and, what
is more important, the culture in which we now reside. As a new employ-
ee, this training is highly important because we are being told not only
how to act but also what is needed to be successful.

Many years ago, I received my first supervisory opportunity as a fore-
man at my plant. Before the foreman who I was replacing left for anoth-
er area, we spent an entire week together. I learned how work was
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assigned to the workforce, how to interact with production, how to order
materials, and many other tasks.

At the time, our plant was totally reactive in the way we conducted
maintenance. When things broke down, our most important task was to
repair them as quickly as possible and return them to service. Still I was
surprised when after lunch on Friday the entire crew was not assigned
additional work but stayed at their staging area. I questioned the fore-
man I was replacing and was informed that they were waiting for things
to break so that they could rapidly respond to the problem, make the
needed repair, and avoid weekend overtime. Being naive I asked why
they couldn’t be assigned jobs that could easily be interrupted. That
way, we could get some work accomplished while at the same time be
available to respond to plant emergencies. I was told in no uncertain
terms not to “rock the boat” because “this was how things are done
around here.” This was the ritual followed by each foreman. The culture
was not about to let me change it!

In our context, therefore, a ritual is an invisible day-to-day work
practice that is accepted as how work is performed within the organiza-
tion’s culture. The ritual provides everyone with a foundation for how
work 1s handled. Processes outside of the accepted rituals are considered
alien. The organization will feel extreme discomfort when new rituals
outside of the accepted norm are introduced, even though it may not
know exactly why. When I suggested an alternate solution to waiting for
things to break, I was reprimanded even though the outcome would
have been the same — we could have still responded to production’s
emergency needs.

6.3 What Is a Rite?

A rite is a company ceremony or event that reinforces our rituals. In
a sense, they provide a stage for those involved to dramatize the culture
and organizational values to those in attendance. Rituals and rites go
hand in hand because without accepted rituals, rites do not exist.

Rites can cover a large spectrum of an organization’s events. They
include performance reviews, training, conferences, service awards, and
departmental and group meetings, all the way down to a pat on the back
for a job well done.

One company I worked for years ago had its headquarters in
California, although our plant was on the east coast. We had no regular
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visits from senior management except for the quarterly review. This
meeting was held every quarter when the senior management team
came to the plant. Senior management arrived in the evening, then
spent the next morning attending a large plant meeting at which each
department presented its accomplishments from the previous quarter
and its goals for the next quarter.

I was involved in many of these efforts and often questioned why this
was necessary. The senior managers received weekly updates so that
everything presented was known beforehand. The plant personnel in
general had this same level of knowledge, having been involved with the
majority of the work on a daily basis. In addition, there were at least
fifty people in the audience representing all of the departments. This
amount equated to expending at least 25 work days attending the meet-
ing, not even including the preparation time.

On the surface, this effort may appear as a waste of time — it did to
me. However, in the context of our discussion of cultural rites, this event
had a specific purpose. It was a stage to dramatize for the middle and
upper management the culture and the values of the company. The top-
ics that were discussed were the department’s goals and the progress
being made towards their attainment. As these presentations were
delivered, the senior staff asked questions and made comments. Some
praised the work that had been done; others did not. From what was
said, it became extremely clear where the work focus would be placed.
In addition, the corporate staff made a presentation regarding the state
of the business at the end. This rite specifically reinforced the company
culture, the value system and the rituals of the plant.

Let us look at a simpler example. Consider the foreman who kept his
crew in their staging area on Friday afternoon waiting to respond to the
emergency needs of production. Several rites were associated with this
single ritual. The first of the rites is the “pat on the back.” When pro-
duction called, maintenance was available to make the quick fix. If suc-
cessful, the foreman would get a pat on the back for a job well done — a
rite positively reinforcing a plant ritual. This sort of success would even-
tually translate into another rite — a positive performance review, bet-
ter salary, and a chance for promotion.

Conversely, if the ritual was not followed, the associated rite would
have a severe negative connotation. In this case, production would com-
plain about the foreman’s performance, resulting in other potential
problems for the foreman who was out of compliance. My idea of having
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the crews work on interruptible jobs on Friday afternoon not only violat-
ed a maintenance ritual, but also seriously threatened an established
set of rites for the foremen — the pat on the back and others of more sig-
nificance.

Let us look at one more example at a personal level — the service
award. Companies like employee longevity. It provides an experience
base on which to build the business, it provides people who can train
and mentor new employees, and it reduces the amount of lost effort as
new employees learn how to conduct the work. The ritual is simply pro-
ductively working on a day-to-day basis. Many companies award those
who have remained employed and provided years of company service. As
one advances in years of service, these gifts increase in value. In other
companies, the service award is a dinner with the senior managers.
There are other types of service awards, but they all represent a compa-
ny rite — the attempt to recognize employees with extended service and
visibly show others in the organization the value that is placed on these
employees.

Just as with rituals, rites exist throughout our corporations. They
are easier to identify because they are significant events — the perform-
ance review, the service award, or even the production manager telling
the foremen that they did a good job on Friday’s emergency breakdown.
These rites, or methods that reinforce the rituals, are important because
they perpetuate the ritualistic behavior desired.

6.4 How Rites and Rituals Are Tied Together

Rituals create the need for rites, which provide the way that the cul-
ture reinforces the rituals that people live by. In turn, the rites reinforce
the rituals by providing feedback that what was done was the correct
action for the culture.

These two events create a loop. Rituals are performed and then the
behavior is reinforced by the rite. Those involved then repeat the ritual
to continue getting the reinforcement that they desire. This loop is rep-
resented in Figure 6-1.

To describe this process, let us use the example of the work crew
waiting for the Friday breakdown. In this case, the ritual consists of the
crew waiting for the plant emergency, which by experience always
seems to happen on Friday. When it occurs, they get the call and with-
in minutes are on the job. Production is comfortable because its problem
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Rituals - "how things
are done around here

Figure 6-1 Basic reinforcing loop

Rites - "events that an
organization uses to
dramatize and
reinforce its culture"

is being rapidly addressed. Most often the work is completed and pro-
duction is restored. At this point, the ritual has been completed. The
next step is that the production manager tells the foreman “great job.”
Because this individual is often in a position of power, the foreman feels
good about the effort expended. It is rapid and positive feedback, an ego
builder for the foreman and crew. Because these events occur often, the
production manager will probably praise the foremen to his manager,
which then may result in a raise or promotion. Thus the rite performed
by the production manager has reinforced the behavior of the foreman.
Praise, promotion, and possibly a very good raise are rewards for per-
forming the ritual. Conversely, if the ritual is not performed, negative
feedback, and other more serious career threatening events may occur.
Recognize from this discussion how hard it is to change a ritual. If you
wish to be successful at change, you must change the rites that reinforce
the ritual as well.

6.5 Determining a Rite from a Ritual

As we have discussed, rituals are performed and then reinforced by
rites so that they are repeated. Although this loop is hard to break, we
will need to do so. Our ultimate goal is to initiate a reliability work cul-
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ture. Therefore, the actual reactive rites and rituals, as well as the rein-
forcing loops, need to be replaced.

We first need to be able to determine the rites and the rituals with-
in our company. At times, we can review an activity and clearly recog-
nize it as a rite or ritual; at other times, this distinction is not complete-
ly clear.

Four characteristics will help us differentiate rituals from rites. By
reviewing events in the context of these four characteristics, you should
be able to determine if the event is a rite or a ritual.

1. The Frequency of the Event within the Work Process

Events that have a high frequency, such as unplanned equipment
failure and the required emergency response by maintenance, are usu-
ally an integral part of the work process. These are most often rituals
defining how the work is to be done. Because rites results from the per-
formance of rituals, they occur on a much more limited frequency, such
as quarterly performance review.

2. The Rapidity of Cultural Reaction

When you change or remove a ritual, you immediately alter how the
work is being done. As we shall see, this change elicits a rapid response
from the culture being affected. Rites, on the other hand, are a result of,
but not a direct part of the work process. Therefore, the organization is
not affected as quickly and the reaction is slower to manifest itself.

3. The Depth of the Reaction

Changing rituals often provokes a strong response from those affect-
ed because you are directly impacting how they perform work. Such a
reaction results from altering the status quo and causing organization
discomfort. The reaction is to attempt to restore the norm. Rites do not
carry the same depth of reaction. Because rites are reinforcing mecha-
nisms, you are not directly impacting the work and those who perform
it. For example, if we eliminated the Friday emergency crew we would
get a strong reaction to the change in the ritual. However, if we elimi-
nated the praise from production for the effort — the rite — the foreman
would not be as satisfied, but the work process would be unaltered.

4. Part of the Work Process
Rituals are typically a direct part of the reliability and maintenance
work process such as implementing a PM program. Their supporting
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rites, on the other hand, are usually the result of properly executing the

rituals — praise by management for reducing failures as a result of the

PM program. The rites provide the reinforcement of the rituals.

Differentiating rituals from rites is simplified by examining the event to

determine if it is a direct part of the process or one that reinforces it.
A few examples to describe these reactions may help.

Event #1

Maintenance management determines that crews sitting in their
staging areas on Friday afternoon waiting for things to break is a poor
use of the maintenance workforce. As a result, work is assigned that can
easily be interrupted so that crews can be diverted to the emergency as
needed.

Type: Ritual

Level of Reaction: Extreme
Frequency: Short duration — weekly
Part of the Work Process: Yes

Rapidity of Reaction: As soon as this change was announced, the pro-
duction manager called his maintenance counterpart to complain. He
cited examples where these crews saved his operation. Even though the
maintenance manager explained that service would not be any different
than before, the production manager threatened to go to the plant man-
ager with his complaint.

Event #2

Management recognizes the amount of time expended for the quar-
terly review process and decides to have only department managers
present. They believe that these managers can communicate the rele-
vant information to their organizations.

Type: Rite

Level of Reaction: Low / mild

Frequency: Long term (once per quarter)
Part of the Work Process: No

Rapidity of Reaction: Slow or none. Some people would object, but
there would be limited reaction over time. In fact, many would welcome
having one less meeting to attend.
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Event #3

The maintenance department decides that there should be a dedicat-
ed preventive maintenance (PM) crew for rotating equipment. However,
there is no approval to hire additional resources. Because the goal is to
perform high quality PM and troubleshoot at the same time, the top
mechanics are assigned to this crew. This change results in fewer
resources to perform breakdown maintenance.

Type: Ritual

Level of Reaction: Extreme

Frequency: Short duration — this work is conducted daily
Part of the Work Process: Yes

Rapidity of Reaction: Immediate. As soon as production learned of
this change, there were extremely strong protests from the area produc-
tion supervisors. They believed that the level and rapidity of repair
would suffer. They concluded that their operation would be at risk with
fewer resources working on their equipment.

Event #4

In order to save money, the company decided to eliminate the serv-
ice award dinner and handle recognition for service at the individual’s
supervisory level.

Type: Rite

Level of Reaction: Neutral to none

Frequency: Long term - once per quarter or lesser frequency.
Part of the Work Process: No

Rapidity of Reaction: Moderate to none. Some people would be mild-
ly upset because they missed out on a free meal, but in general eliminat-
ing the dinner would go unnoticed.

These examples do not always follow the pattern. Suppose that in the
fourth example the employees placed great value on the service award
rite. If this were the case, then its elimination would have elicited a
strong and rapid response once the change was known. There is no easy
way to differentiate rites and rituals unless you know something about
the culture.

Figure 6-2 helps us to visually recognize this differentiation. This
chart compares the four key characteristics of rites and to help you
determine which type you are addressing in your analysis.
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Characteristic Rituals Rites
Frequency Short Long
Level of Reaction Extreme Mild
Rapidity of Reaction Fast Slow
Direct Part of the Work Process Yes No

Figure 6-2 Identifying rites from rituals

6.6 Values, Behavior and the Rites
and Rituals They Create

Rites and rituals are elements of an organization’s culture, but they
do not stand alone. They do not exist in a vacuum. They are linked to
organizational values and the behaviors that are created by these val-
ues.

The reinforcing loop in Figure 6-3 shows this relationship. We will
use a reactive work culture as the example to make our case. The plant
environment, shown in Block 1, is one in which things continually break
down. The ritual of the quick fix then kicks in (Block 2) and mainte-
nance rapidly responds to correct the problem. Over time, without any
change in the plant’s “break it — fix it” value system; these responses
manifest themselves as rituals. As maintenance continues to step in and
save the day, this level and type of performance is reinforced by the
organization through rites (Block 3) created for this purpose. These
appear as the pat on the back and the “atta boy,” or even more signifi-
cantly as raises or promotion. These rites reinforce the rituals, support-
ing a continued focus on reactive maintenance so that when things
break, the process is repeated (Block 4).

This process is very important. It serves to explain the difficulty of
making a change to a new way of working when the culture is firmly
anchored some place else.

Did you ever wonder why good ideas resulting from training pro-
grams or conferences you attended failed to take hold? They left you
with good memories of the program, but little or no benefit to your
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Figure 6-3 Reinforcing loop with rites and rituals

organization. The answer can be seen in Figure 6-3’s reinforcing loop.
What you brought back were new concepts about your work. You tried
to introduce them as new rituals. Immediately they came into conflict
with the collective organizational rituals (Block 2) and rites (Block 3)
which set them up for failure. Your ideas were not “how it is done
around here.” As a result, they were never adopted.

As hard as it appears to be to bring successful change to an organi-
zation, the level of difficulty does not mean that new ideas can not suc-
ceed. It just means that most often they can not be brought in without
a lot of hard work. Furthermore, for success to be achieved, the new
ideas must be brought in at the ritual and rite level (Blocks 2 and 3). In
this manner, you can change the essential way things are done (Block 2)
and the mechanisms that reinforce them — the rites (Block 3). Over time
and with a great deal of work, the rituals will change and the culture
will develop new rites to reinforce them — Block 4
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6.7 From Reactive to Proactive Maintenance

So far in this chapter, we have discussed rites and rituals, and how
hard they are to change within an organization’s culture. We have also
described how they do not exist in a vacuum, but are a part of the cul-
ture. But changing a culture is not impossible. A great many companies
that were formerly focused on reactive maintenance have changed and
are now recognized for their pacesetter reliability-focused work cul-
tures.

In changing from reactive rituals and rites to ones that are proactive
and reliability-focused, we need to make several key assumptions. We
know that rituals and rites are part of a larger whole. Therefore, we
must make assumptions with respect to organizational values (Chapter
4) and role models (Chapter 5). We first assume that the company or
plant’s senior managers have adopted a reliability-focused value system
in which it is expected that things do not break down. Here, reliability
1s paramount because these managers recognize it to be a critical com-
ponent of production. Second, we assume that our role models (Chapter
5) are those who visibly and actively support the reliability focus. These
role models also work diligently to eliminate the prior practices associ-
ated with the reactive mode of operation.

If values and role models are not in place, actively promoting the con-
cept of reliability, then altering the rituals and rites will be impossible;
the switch to a proactive work culture will never happen.

The plant in our example has a new value system where reliability is
characterized as a vital component for the success of the business. In
order to promote these values, role models at the senior managerial
level have been brought in from outside the company. They believe in
these values and have been successful at other companies promoting a
reliability-based work culture. However, in our plant, reactive mainte-
nance is still the norm and is still being reinforced by middle manage-
ment.

The new managers must change the rituals and rites to ones that
support the new value system. This will not be easy and will elicit resist-
ance.

The question then is how the new management team makes the
change. Some believe that you need to negatively reinforce the behav-
iors you want to eliminate and positively reinforce those you want to
promote. In other words, punish reactive work efforts and praise proac-
tive work efforts. I don’t believe that this is a sound approach because
some will use the negative reinforcement as a rallying point for resist-
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ance. They will use the negative reinforcement to show others how the
new management “are destroying what we have created.” This
approach is further complicated if everyone is not trained in the new
approach. If employees who have not been trained in new methods
receive negative reinforcement for working the old way, the organiza-
tion will be lost. Being out of your comfort zone is bad enough, but not
knowing how to restore a level of comfort is highly stressful.

A better approach is to positively reinforce the new way of working
and not reinforce the old way either positively or negatively. With prop-
er training in the new way of working, the organization will be able to
move forward. As employees perform in a proactive manner, they will
get reinforcement. Over time, this will evolve into rituals and the asso-
ciated reinforcing rites. As for the former reactive work process, without
any form of reinforcement, it will disappear.

In the new reliability-based work culture that we are trying to cre-
ate, our value system and the management team in place are driving a
process in which things don’t break. For the reactive culture of the
plant, this is a very different approach to the work when compared to
how it is currently performed.

How do you, as part of the management team, make the change?
You begin by altering the rituals that are part of the reactive work envi-
ronment. You eliminate the crew sitting in their staging area Friday
afternoon waiting to respond to an equipment failure. You institute
crews whose task it is to perform preventive maintenance and you do
not interrupt their work — no matter what. You break up the “good old
boy” relationships between the foreman and the production people who
are always calling with the emergency of the day. In the end, you
redesign the work process so that it is entirely focused on proactive
maintenance processes.

In addition you measure the success or failure and then visibly
reward those who work towards making it a success. However, you do
not punish those who still cling to the old reactive rituals. Instead you
develop job expectations for these individuals that are proactively
focused, rewarding them when they comply. If they don’t, you continue
to coach them until it becomes obvious that they have no plans to ever
change. At that point, you remove them from the process. This isn’t neg-
ative reinforcement, this is corrective action.

Very soon it will become clear to the organization that there is a cer-
tain new set of rituals to follow. Success in instituting these new rituals
will give way to rites that will support them. These will not appear by
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Figure 6-4 Example of changing the reinforcing loop

magic. As a manager trying to implement a new order, you will have to
create these rituals and rites.

This process is depicted in Figure 6-4. The inner circle portrays the
reactive process — things break, the rituals in existence support reactive
repair, the rituals are accompanied by rites that reinforce them so that
when things break the process is repeated. The outer circle shows what
you are trying to achieve. As we discussed, new rituals are put into place
that support a proactive reliability-focused culture. Along with these rit-
uals, rites are instituted that reinforce the new processes. As a result
and over time, the new processes are reinforced so that “things never
break.” Along the way, those who cling to the old way of doing things
receive no reinforcement for their behavior. Instead they have goals set
that attempt to refocus them on the new order of things. If they don’t
comply, they are not punished, but rather receive continued coaching.
Over time, these individuals will change or voluntarily leave.
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The Cultural Infrastructure

7.1 The Cultural Infrastructure Identified

What do all of these scenarios have in common?

You attend a meeting where an important proposal is present-
ed and approved. You later learn that all of the key decision mak-
ers had already reviewed and approved the proposal. The meeting
was just the final group approval, not a decision point within the
approval process.

You are forced to listen to war stories about the plant and its
personnel at almost every meeting you attend. You believe that the
time spent repeating the same stories detracts from the meeting’s
value. However, when you examine the content of the stories, you
notice a close connection to what you know of the organization’s
values.

You notice that several employees who have been with the
company for many years are always consulted by others seeking
direction for their work. When you look into the reasons, you real-
ize that these senior employees are explaining how to get work
accomplished successfully within the company.

You are aware that if you want your boss to know a specific
sensitive piece of information, but you don’t want to bring it up
directly, all that you need to do is to tell your boss’s administrative
assistant. When you do this, the boss always seems to find out.

You remember with some pain the time you criticized one of
the senior managers behind her back about what you felt was an
incorrect decision. Later you were brought to task by your manag-
er for your comments. Because you did not make the statement
directly to the senior manager, someone else told her what you had
said.

You attend a group meeting with people from another depart-
ment. After the meeting, they inform you that they had no idea of
what was said because everyone was speaking in acronyms. They
said they felt as if they were in a foreign country where they didn’t
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speak the language.

Your office is being renovated. Walls are being moved and new
office spaces are being created. You tell your manager that the floor
plan has a lot of unused space and that, in order to eliminate it,
some of the offices could be enlarged. You are informed that such
changes are not possible because the company has a corporate pol-
icy that assigns office space based on position within the company.

These seven examples all have something in common. They are all
real examples of the cultural infrastructure at work. Throughout the
first six chapters of this book, I have described aspects of the organiza-
tion’s formal culture. However, another level of culture is equally impor-
tant, although hidden — the cultural infrastructure. Just as the value
system, rites and rituals, and role models describe the culture of the
organization, other attributes describe the cultural infrastructure.

7.2 Cultural Infrastructure —
Definition and Component Parts

The various components of an organization can be represented as
blocks in a flow diagram. Although the blocks each represent a function
within the company, they can’t stand alone. They need the connecting
lines that tie them together, providing a linkage for all of the individual
parts. This linkage is the cultural infrastructure.

For our discussion, we will focus on people and communications as
the key elements of the cultural infrastructure. These components are
the glue that binds the organizational culture together and promotes
sustainability of the firm. Thus, our definition of cultural infrastructure
is as follows:

Cultural infrastructure is the hidden hierarchy of people and
communication processes that binds the organization to the culture
and sustains it over time.

Although by definition the cultural infrastructure works towards
sustaining the existing culture, it can also be used to promote cultural
change.

In their book Corporate Cultures, Deal and Kennedy describe the
various aspects of the cultural infrastructure. I have modified their list
and added two more. Whereas Deal and Kennedy have taken a generic



The Cultural Infrastructure 89

approach, my focus is on how the cultural infrastructure affects plant reli-
ability. The aspects of the cultural infrastructure that I will discuss are as
follows:

Story Tellers — promoting the culture through war stories
Keepers of the Faith — mentors and protectors of the culture
Whisperers — passers of information behind the scenes
Gossips - the hidden day-to-day communication system

Spies — passers of sensitive information to those who may or may
not need to know

Symbols — mechanisms for conveying what and who is important

Language - terminology that describes what is done and often how

7.3 Story Tellers

Every company has story tellers. These are the people who at a meet-
ing launch into a story of how some important thing was accomplished
and, often very specifically, how it was done. All of these stories have
something in common. They are not neutral — they are stores of success or
failure and always related to specific events in the company’s history as
well as the specific people who performed them. The message that these
story tellers are conveying ties into our discussions in Chapters 4, 5, and
6. The stories show organizational values, the rituals and rites that were
employed, and the role models who accomplished them. The stories try to
perpetuate the organization’s culture.

I have worked with a consultant firm whose members (including the
owners) tell stories all of the time. Many have funny components, but in
each of them the message is clear — “we have a good time doing what we
do, but we always get the job done no matter what it takes.” These sto-
ries serve several ends. First they link the members together with a
shared history. You feel part of the process even if you were not an active
part of the story. Second they convey the value system of the owners.
Because it is a small company, satisfied clients are the foundation of the
business; the firm has built a close, long-lasting relationship with each of
them. Third it is a way to show new members what company and person-
al success mean and what is required to achieve them.

But what if you work in a company whose stores convey the wrong
message? What if your company’s storytellers are preaching the old way



90 Chapter 7

of doing business (e.g., reactive maintenance), but you and your man-
agement team are trying to change to a reliability-focused process. The
problem is that the storytellers are reinforcing something that you want
to change. By the very nature of their stories, they are blocking progress
to a new and better work culture.

The solution to this is to change the stories to reflect what you are
trying to achieve. You need to disconnect the stories from the past and
orient them to the future. There are two ways to do this. First, you need
to be present on occasions when a story is told about how the old way of
working was the best, then refute it. The second solution is to change
the stores that the story tellers tell. This solution is clearly more likely
than the former.

To accomplish it, you must first identify your organization’s story
tellers. They are not hard to find. They are the people who are always
relating war stories about the old way of working to anyone who is will-
ing (or even not willing) to listen. They are found at any level of the
organization and seem to be present at most, if not all, meetings, espe-
cially when the meeting is focused on change.

Once identified, you need them to become a key part of the change
initiative. Depending on their role within the organization, this task
may or may not be an easy one. Nevertheless, it must be done. You need
them to embrace the new order so that their stories reinforce the new
instead of reinforcing the old and blocking progress.

Visualize for a moment a meeting where you are trying to get the
organization to change from a reactive maintenance process to one that
focuses on preventive maintenance strategies. Prior to enlisting the
story tellers in the new process, they would have provided the organiza-
tion with tales of how maintenance quickly reacted to production’s
needs, saving the day. In their new role, their story would be far differ-
ent. It would relate how the PM program would have eliminated the
failure from ever happening in the first place.

Granted this task is not going to be easy, but short of being at every
meeting and personally stopping the stories that reinforce the old way
of working, it must be done.

7.4 Keepers of the Faith

Keepers of the Faith are an entirely different group. They are the
coaches and mentors of the organization. We go to them for guidance
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when we have a question about how to proceed. They may be the firm’s
managers or they simply may be individuals who have been with the
company for a long time and know how things are done. What is impor-
tant is that when we solicit their council, they provide the basics of how
things get done within the context of the organization’s culture.

Several years ago I was involved in a project designed to replace the
various computerized maintenance management systems in our plants
with a single system. Along the way I discovered that to be successful,
you needed first to change the work process, then to support it with the
new computer system. However, my company believed that the work
process would improve if we simply installed the new software.

My presentation to senior management focused on what I knew to be
true — work process changes followed by software implementation. The
first time the senior management team heard my approach was at the
meeting when I asked for funding for the project. Surprisingly to me, I
was thrown out of the meeting; I never got to finish my presentation nor
make my case for change.

My manager at the time (a true keeper of the faith) took me aside.
He explained that although my idea was sound, my approach was
wrong. The company did not make decisions at meetings. Instead, deci-
sions were made in advance through one-to-one contact with each of the
staff. In this way, they had time to ask questions in a non-political
atmosphere and decide in advance if they were going to lend their sup-
port to the effort.

What my manager was explaining was how the culture worked if one
wanted to succeed. This was based on his personal experience with the
organization. In response, I personally met with each of the staff and
presented my ideas. It took a lot longer than doing it one time at a meet-
ing, but I was able to gain acceptance. Amazingly, when I presented the
concept at the next senior staff meeting, what had been rejected out of
hand on the previous occasion was unanimously accepted. The culture
did not allow for major decisions to be handled at staff meetings with-
out time for each member to individually consider the proposal. This
story worked out well because the company was already proactively
focused. My boss simply showed me how to accomplish my project suc-
cessfully within that context.

But what if the Keeper of the Faith is promoting a culture that is not
proactive? What if the organization sees no advantage to changing from
a reactive focus to a reliability focus? In this case, the Keeper of the
Faith is a roadblock to change. Suppose that after my failure in the first
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presentation, I was taken aside and reprimanded for suggesting that we
change to a more proactive work process. I could have been told that the
process was fine as is and that my job was to make the new software
work within it. In this context, any Keepers of the Faith would actually
have being working as a road block to the change process. The question
then is: What can be done to remove this rather subtle roadblock to
progress?

The answer is similar to that taken for the Storytellers. They need to
be enlisted into the ranks of those who believe that a new and proactive
approach to maintenance is what is needed. Convincing them may be
very difficult because, in their role, they act as the caretakers of the old
way of doing things. Nevertheless, if you wish to get behind-the-scenes
support for proactive process change, you need to change the beliefs of
these individuals. In this manner, when it comes to explaining “how
things are done are here,” they will relate the new vs. the old way.

7.5 Whisperers

Whisperers are those members of the organization who have the abil-
ity to whisper in the boss’s ear, hence their name. Whispering is their
source of power because they are not typically leaders of the organiza-
tion. However, they play an important role within the cultural infra-
structure by conveying information upwards that may not otherwise be
communicated within normal channels. Whisperers are most often
trusted subordinates of the management team. They have achieved this
position usually from long years of trusted service. Therefore, managers
feel secure in the information that they provide. There are even circum-
stances where the managers rely on this information as a pulse of the
organization — something they would not be able to obtain through other
methods.

There are numerous examples of whisperers at work. For instance,
how often in casual conversation do you mention something to your
managers’ administrative assistant only to hear about it later from the
managers themselves. You know that there is no other way that the
managers could have obtained this information except from the person
you told — one of the organization’s whisperers.

These people can have a positive or a negative effect on cultural
change, depending on what they pass along and how it is done.

The communication process has several steps between what you
want to communicate and how it is received. These steps include: deter-
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mining what you want to communicate, establishing the means of com-
munication (e.g., verbal, written, visual), transmitting the message to
the receiver, and finally the reception and interpretation of your mes-
sage. This is a rather complex process.

The place where whisperers fit into this process is in the transmis-
sion of the message. You may not even want to send the message at all.
In this case, they are passing along information without permission.
The result may be that the managers get information that you never
wanted them to have. If this is the case, then you have learned a valu-
able lesson. Do not provide information to a whisperer that you don’t
want passed along.

The second communication issue with whisperers arises in that the
message is not always delivered as sent because of the filtering process
that takes place. This filtering can be minor in nature and the message
will be delivered fairly intact. However, the filtering can also be major,
resulting in a delivery of a message that bears little resemblance to the
original message or has an entirely different context.

Suppose you tell a whisperer something that you want the boss to
know, but do not want to communicate directly. If the message is passed
along with minimal filtering, then is no harm is done. Your attempt to
communicate indirectly is successful. Now suppose you make a remark,
just in conversation, about a decision made by your manager. Yet the
whisperer changes the context, delivering the message as if you are per-
sonally questioning your manager’s authority. Or suppose that you and
a co-worker are having an angry disagreement about a decision your
manager has made. You are supportive of the decision, whereas your co-
worker is strongly opposed. However, the whisperer inadvertently
reverses your positions, telling your manager that you are opposed to
the decision and your co-worker is supportive. In both of these cases, you
may be in line for some serious trouble.

How can whisperers help support cultural change? As with the other
two components of the cultural infrastructure (Storytellers and Keepers
of the Faith) you must identify who the whisperers are and then engage
them in the cultural change process. You need their support because
they have something that will help support change — the boss’s ear. By
engaging them in the process, you can get their help in communicating
behind-the-scenes information that may not otherwise be communicat-
ed along normal channels. You can even have a degree of confidence
that the filtering (if any) will be supportive of change.
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7.6 Gossips

Gossips are like whisperers, except they communicate to a different
audience. Whereas the whisperers communicate upwards, the gossips
communicate throughout the entire organization. They spread stories,
rumors, and other sorts of information. They are part of the plant’s
informal communication system.

I was once called into my boss’s office and told of a pending depart-
mental restructuring. I was also told not to say a word about the
changes until they were announced by the company. Being a loyal
employee, I made up my mind to say nothing as requested. Within the
next day and prior to any announcement, I had several of my employees
as well as others in different departments tell me exactly what was to
take place. If everyone had kept quiet, this information could not have
been passed throughout the company. However, people didn’t keep
quiet. The gossips spread the information much faster than any compa-
ny communication ever could have achieved.

Gossips exist everywhere and at every level of the organization. They
can spread rumors that paralyze a company with negative information
such as a pending layoff or plant shutdown. They can create false hope
when none exists by passing false information about areas such as earn-
ings reports or wage increases. Or they can reveal positive information
that preempts a company’s strategy such as acquisition of another com-
pany or release of a new product. Even though this information is posi-
tive, a formal release by the company, not the gossip, may have been a
far better approach with accurate communication.

Unlike whisperers, gossips provide no benefit in support of organiza-
tional change. Although the whisperers can be enlisted to provide
behind-the-scenes upward communication, gossips can not.

There are several reasons why this is the case. First, gossips derive
pleasure and a sense of power by spreading information. If the informa-
tion happens to be accurate, so much the better for those on the receiv-
ing end. However, the information does not have to have any degree of
accuracy for the gossips to achieve the recognition they seek.
Consequently, gossips not only filter information, as do the whisperers,
but they also embellish it to suit the level and type of recognition they
seek.

The second problem with gossips is that there are a great many of
them. As a result, the information they pass will be distorted in many
and different ways, making any use of this communication channel
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worthless. Remember when you played “whispering down the lane?” By
the time the information got from the first person to the other end of the
line, it was so distorted that the difference between the original message
and what came out the other end was comical.

Gossips can not be eliminated. Recognizing that the communication
value of gossips is often distorted, negative in its content, and often dis-
ruptive, what can be done to disrupt or negate the value of the gossip?

I believe the answer is rather simple. You simply don’t give them
anything to gossip about by closely controlling the flow of information —
a difficult but not impossible task. Or you take a different tack and
make the gossip’s information worthless. This second approach can be
accomplished by utilizing the Goal Achievement Model to lay out a long-
term plan. Then provide a continuous stream of information to the
organization related to the plan’s progress. Because gossips thrive on
spreading information to fill a communication void, remove the void.
Provide your own real and timely information about you're the change
effort. This will leave the gossips little to gossip about.

7.7 Spies

A spy is a person who obtains sensitive information by various and
often devious methods, then passes it to people or groups who use it to
gain advantage over their rivals or adversaries. In business, spies typi-
cally pass throughout the organization information that people do not
necessarily want to be communicated. For example, you and your team
fail to complete a portion of your project on time. Through a great deal
of hard work, you are able to correct this problem and get the project
back on track. However, you have a spy in your midst who immediately
tells your manager of your team’s failure.

Spies exist only if there are managers, other rival teams, or depart-
ments willing to accept to information and use it to their advantage. If
we are trying to create a proactive reliability-focused work culture, and
there are those in the organization resisting this change, then spies will
have value. They will be the ones who provide these resisters with infor-
mation that they can use to undermine the effort. They will be the ones
to quickly tell of any failures so that those trying to block the change can
exploit this information.

On the other hand, if we have managerial alignment with everyone
focused on achieving the reliability outcome, the spies will cease to have
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any value for the organization and will most likely cease to exist.
Without someone seeking the information that the spies have acquired,
there is no need for the spies. They can not exist in a vacuum.

Unfortunately, creating an organization without spies and those who
seek the information that they possess is virtually impossible. A solu-
tion is to negate their credibility or, as with the gossips, provide infor-
mation and continuous communication so that nothing is hidden.

We usually know who the spies are in the organization. However, lit-
tle can be done because the information that they provide is often to
managers who will protect them. Therefore, to negate their credibility,
you need to get those on the receiving end to doubt the information’s
validity. This is done through open and honest communication of all of
your work — success and failure alike to the recipients of the spy’s infor-
mation. This communication will eliminate any information that the spy
can pass that the manager doesn’t already know.

A second alternative, although more risky, is to pass disinformation
to the spies and the correct information to the manager. Consequently,
when the spies report, the information they provide is wrong; their cred-
ibility is reduced and eventually eliminated.

If eliminating the credibility of the spy is not a solution you can
adopt, you may want to take the same approach as you have for the gos-
sips. By placing your work within the context of the Goal Achievement
Model and providing continual updates, both positive and negative, you
leave nothing for the spy.

7.8 Symbols

Symbols are that part of the culture that tells us who we are as well
as how important the organization thinks we are in the scheme of
things. Examples include office size and location, special privileges like
a company car and the right to eat in the executive cafeteria, all the way
down to different emblems or hardhat colors that depict which depart-
ment (or sub-culture) we belong to. These symbols clearly state who we
are without ever having to say a word.

Suppose you are walking down a hallway in your corporate office. If
your culture defines people’s importance by their office size and location,
you will immediately know who the senior managers are by the fact that
they sit in the corner offices. Next will be their direct reports, who will
have window offices. They are followed by those lower in the organiza-
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tional structure who will be sitting in the interior offices, often parti-
tioned off from their co-workers as opposed to having a floor-to-ceiling
office.

Other organizations are quite different. In these firms, people all
have the same size offices and there is little discrimination as to what
job permits the window offices. The message sent to the organization in
these firms is one of equality and openness.

Symbols can also indicate the level of importance that a firm places
on reliability. Take two examples of rotating equipment vibration pro-
grams and the people who populate them. In the first, the team does not
have the latest technology and their offices are in a small section of the
machine shop. In the second, the team has access to new equipment and
the latest technology. Their offices are well maintained and situated
close to the supervisor’s office. Think about what the symbols say to the
organization about the importance of the rotating equipment reliability
program. The organization that considers this program an important
part of their business is obvious.

One way to show the importance placed on a change initiative with-
in the cultural infrastructure is to provide symbols to the change team
that you want to differentiate in a positive manner. These symbols
should indicate that support to anyone who takes a moment to look. The
opposite holds true if you want to indicate that a specific activity or
change effort holds little value.

7.9 Language

Part of the cultural infrastructure is composed of the language we
use in our day-to-day communication with one another. This language
is usually loaded with acronyms — initials that mean something to those
who are part of the process being discussed. Understanding these
acronyms clearly identifies who is part of the specific sub-culture. Those
who are not knowledgeable in the sub-culture’s language often do not
understanding what is being said.

Each department has their own set of acronyms. For example the
Reliability Group may refer to PM (preventive maintenance), PAM (pre-
ventive maintenance), RCM (reliability-centered maintenance), MTBF
(mean time between failure), and other terms that describe their phase
of the business. If you are part of the group that uses this terminology,
you don’t even have to take a second to think about what these terms
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mean. If you are not part of this group, you will not fully understand
their meaning s in the context of the conversation, even if you recognize
the term. As a result, you will feel left out.

Language can cause a split between those who are a part of the sub-
culture and those who are not. Efforts that are designed to change the
culture from reactive to reliability-focused require that the entire organ-
ization work together as a team. Therefore, a split caused by language
is important to avoid. This goal can be accomplished by either eliminat-
ing the divisive language barriers or by educating everyone so that even
when specific language is used, it is understood.

Take for example the preventive maintenance (PM) program. When
they hear PM, production immediately thinks they will need to take
equipment off line so that maintenance can perform tasks that, in pro-
duction’s opinion, are often not needed — after all the equipment is still
running. For maintenance, the term PM means something totally differ-
ent. For them, it means that work will be done on the equipment, ulti-
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Figure 7-1 Components of the cultural infrastructure
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mately prolonging equipment life and avoiding costly failure during
operation. Thus, the language and its associated meaning is divisive.
This aspect of the cultural infrastructure can inhibit a change for the
better.

To break down the language barrier, we need to educate everyone so
that the terms have a common meaning. In our new work culture, when
people hear the term PM, regardless of their departmental alignment,
they will associate it with the elimination of failure, not additional and
unwanted work. This adjustment is made through education to promote
common understanding. Sharing a common language also helps people
in those departments not immediately involved believe that they are
part of the program. In our example production being shown how PM
directly benefits their work is a start in the right direction. Following
this step with ongoing communication about the status and value of the
program will further support the effort.

7.10 Why Is the Cultural Infrastructure
so Important?

Each of the cultural infrastructure components that we have dis-
cussed can be used to promote cultural change or, conversely, to disrupt
it. Figure 7-1 identifies each component, providing a brief indication of
what and how you need to use them to successfully support your change
initiatives.

Changing the cultural infrastructure is not an easy task. Great care
and patience must be taken if you are going to make the attempt.
However, you must understand that the cultural infrastructure is a hid-
den force that, if not dealt with, will most assuredly work to undermine
whatever changes you are attempting to implement.
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8.1 The Four Elements of Cultural Change

The Elements of Change

In Chapters 4 through 7 we discussed the four elements of cultural
change. These elements are very important in understanding the orga-
nizational culture within a firm as well as what is needed to change it.
As T pointed out in Chapter 2, these elements are the foundation upon
which we build the soft skills and, above them, the more familiar hard
skills such as planning and scheduling, as well as others that address
reliability.

The next areas to be addressed in this chapter and Chapters 9
through 16 are the soft skills that I refer to as the eight elements of
change. What you shall see in the forthcoming chapters is how the four
elements of culture interact with and support the eight elements of
change. You will also discover that without a full understanding of both

of these sets of elements and how they interact, successful change will
be difficult.

8.2 Examples Where the Elements Were Missed

Let us look at some examples where companies made a change but
missed a critical element in the change process. These change efforts
either failed or, at best, ran into considerable difficulty getting started
and maintaining themselves. The bottom line is that, in each case, value
for the company was lost. I will provide you with the one line scenario
for each and leave the final outcome to your imagination.

Goals are set for a new reliability program without support or buy
in by the site leadership

Planning and scheduling are implemented without anyone
developing a work process to support their use in the plant.

A revised preventive maintenance program is implemented, but
the organizational structure needed to sustain it has not been
installed.
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A change initiative is implemented, but the organization fails to
learn from the mistakes of their past, resulting in one more
failed effort.

A computer system (new technology) is installed which the vendor
promises will drastically improve how work is accomplished.
However, user involvement was neglected.

A company rolls out a change process without the proper level of
communication to the organization

A new initiative changes the structure of the organization without
anyone taking the necessary time to understand the interrela-
tionships being affected.

The plant changes from an individual performance review / reward
process to one that is based on teams, but the teams are not
fully functional and neither is the process.

What I have just described are the potential problems associated with
failing to take into account the eight elements of change - leadership,
work process, structure, group learning, technology, communication,
interrelationships and rewards.

Without due consideration of each of these and how they affect the
change process, you are inadvertently throwing barriers in your own way.
Failure to recognize these barriers sets you up for failure before you even
start the change process, increasing the difficulties inherent to this form
of work.

The eight elements of change are not independent of one another. Yes,
they can and should be addressed as individual topics. But what makes
this whole process even more difficult is the strong interrelationships
these elements have as well.

Let us examine this concept using as our example the implementation
of a planning and scheduling process in a plant site. Assume that you are
promoted and assigned to a new plant. One of the primary reasons for
your promotion is your successful implementation of a planning and
scheduling process in your prior position. Based on your success in the
planning arena, you are moved to a new plant site that does not have a
planning process, but with the intention of establishing one. However, the
personnel in your new plant are not very open to conducting their work
based on a planning process. They would rather react to whatever prob-
lems are identified by production on a day-to-day basis.

Prior to your arrival, the plant operated in a totally reactive manner.
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Although this manner of handling the work was less than efficient, it
was widely accepted by those on site as “how we work around here.”

Nevertheless, senior management recognize that reactive work
processes are less than effective; they have directed you to make the
change. With this directive in hand, the first thing you do is to form a
planning group, then proceed to force the planning process on the reac-
tive organization. You assume that the plant will recognize the value of
your efforts and things will immediately get better.

This unfortunately will not be the case. There are several reasons for
this all directly linked to the eight elements of change. One primary rea-
son for the failure is that you did not get site leadership to buy into your
initiative. Remember that this new site is reactive; the leaders have
been rewarded for this manner of operation.. Next, you did not develop
a work process to support the new planning effort. To make matters
even worse, you never tried to get process input from the plant person-
nel most affected by the change. Furthermore, except for your imple-
mentation of a planning group, you did nothing to alter the rest of the
structure to support the planning initiative. The work teams are still
structured so that the foremen respond to the operator’s daily direction
- certainly not a structure that focuses on planning and scheduling of
the work.

On a more personal level, a revised process focused on planning
would certainly cause problems with the existing interrelationships.
Again this factor was not considered and caused major disruptions in
the plant. Further complicating matters, the planning effort was not
well communicated, leaving everyone totally confused about what to do
and how to do it. The final straw was that you told your new planning
team that their yearly performance review and salary increase would be
based on how well they implemented the new planning effort.

This scenario reads like your worst nightmare and indeed it is.
However, as bad as this seems, it is not far from reality. Every day,
plants experience this level of difficulty in implementing change
because they fail to address the eight elements of change both individu-
ally and collectively.

8.3 The Eight Elements of Change

An essential set of eight elements must be addressed if you wish to
successfully address change within your company. Failure to address
these elements can lead to problems and ultimately failure of what you
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are trying to achieve. These elements are:
Leadership
Work Process
Structure
Group Learning
Technology
Communication
Interrelationships
Rewards

Although the elements are each unique, as a group they must work
interdependently if you want to implement successful change. They
make up what we referred to in Chapter 2 as the soft skills of the change
process (see Figure 8-1).

At the foundation (the first level) is the cultural link. In Section 8.4,
we will discuss how group learning ties in to the four elements of cul-
ture; you will then clearly see how these elements and those of culture
are closely inter-connected.

At the next level are the enablers. These elements, leadership and
technology, build on the foundation of learning. They enable the group
to change successfully. I have seen many thoughtful change initiatives
fail because the leadership either didn’t understand them, didn’t want
change to happen, or were comfortable with the status quo. I have also
seen changes take place because the leadership strongly believed in and

Hard Skills
. Inter- I
Sustainers . . Communication Rewards
relationships
Core Structure Work Process N - Soft Skills
d o (the foundation)
Enablers Leadership Technology
Organizational Culture
Cultural Link Group Learning

Figure 8-1 The four elements of culture as the foundation of change
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led the change.

Technology is also an enabler. With cutbacks and smaller staffs, both
information and ways of completing jobs in less time are important.
These enablers—good leadership and sound technology-based solu-
tions—support other components of the change process.

The next level of the structure, made up of structure and work
process, is the core. Structure defines how you are organized to accom-
plish the work whereas work process defines how the work actually gets
accomplished. When you develop your change initiative, these two ele-
ments are essentially what you are going to change.

Once you have worked through the core elements, the remaining ele-
ments are the sustainers. The long-term success rate of any change is
dependent on communication, interrelationships, and rewards.
Communication focuses on how information is transmitted from those
who have it to those who need it. Interrelationships determine how well
people within the company get along and work cooperatively toward a
common goal. Good relations can not by themselves overcome other
problems and deficiencies. However, bad relations can undermine the
best of plans. The reward system is the last of the sustainers. In many
cases, the reward systems of the past will not sustain change. We need
to create new reward systems based on a work team approach if we wish
to sustain the change we have created.

8.4 Group Learning - The Connection

It is important that we understand the connection between the eight
elements of change and the four elements of culture. To make a change
successfully you must address each of the eight elements with each of
the four elements prominently in your mind. Failure to do so will lead
you to frustration, difficulty beyond what is necessary, and in many
cases failure in the very initiatives you are trying to implement.

Group Learning is the key element that connects these two sets of
elements. If we have in place a learning organization, then we can take
the time to learn about our organization’s culture at the level of values,
rites and rituals, role models, and cultural infrastructure. We can then
properly apply what we have learned to the eight elements of change,
thereby setting ourselves up for success.

Let us take a look at the two types of group learning. These will be
discussed in greater detail in Chapter 13. Figure 8-2 shows Type 1, what
is referred to as single loop learning. In this case we set our goals, con-
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Goals via the
Achievement
Model

Type 1

Activities  —— Mismatch

(negative)

Figure 8-2 Type 1 learning

duct our daily activities, and compare the outcomes with the goals we
have set. Where discrepancies exist, we have a feedback loop into the
activities. We can then adjust the activities to bring ourselves into align-
ment with the goals.

Type 1 learning has an inherent problem. It assumes that the goals
you have set for organization are correct. But suppose they are not.
Suppose the organization’s goals were to respond to the needs of produc-
tion in a timely manner to restore plant operations to normal. This is
reactive maintenance. Unfortunately, Type 1 will never let us improve
this work process. The reason is that our gaps will only show how we are
doing against the goal of better reactive maintenance. Therefore, when
we address the gaps via the feedback loop, we only serve to improve our
reactive processes. For example:

If our response time isn’t fast enough, we will figure out how to
speed it up.

If we don’t have materials on hand, we will increase our stores
levels.

If we have to relocate the workforce from another plant area, we
will realign ourselves so that mechanics will always be in each
area.
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Goals via the
- Achievement
Model

Type 2

Activities t—— Mismatch

(negative)

Figure 8-3 Type 2 learning

Type 1 learning doesn’t always help us improve; it only helps us get
better at what we are already doing. If what we are doing is the wrong
thing, then we get better at doing the wrong thing, and fail to improve.

Type 2 learning, called double loop learning, addresses the problems
of Type 1. In this model we recognize that our goals may often be incor-
rect. Therefore, we provide ourselves with a second feedback loop so that
goals can be changed. This model is shown in Figure 8-3.

By being able to alter our goals once we recognize that they are not
delivering what we require of the organization, we have provided our-
selves with a way to improve. But recognizing that we want the organi-
zation to improve is only scratching the surface of a far more complex
and challenging problem — how to make it happen. In order to be suc-
cessful at making this change, the organization’s culture must be
addressed.

8.5 An Example — Reviewing the
Four Elements of Culture

Let us look again at the earlier example in which you have been pro-
moted and sent to another plant to implement a planning and schedul-
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ing process. In this example, I described how you failed to take into con-
sideration the effects that the eight elements of change would have on
this initiative. As a result, the initiative you were trying to implement
most likely failed.

Suppose you had carefully considered and addressed each of the ele-
ments before proceeding with the rollout of the planning initiative.
What do you think would have happened? My guess is that you would
have seen some initial success. However, in the end the good ideas you
brought to your new assignment would have disappeared. The plant
would have returned to its former manner of operation. This would be
the case especially if you were promoted to a new assignment or given a
major project that lessened your focus on the initiative.

An experience of this sort is very frustrating to those involved. They
feel that for some unknown reason a valuable change for the better has
been lost. What is even more frustrating is that, as the champion of the
effort, you can clearly see the benefits yet have a very difficult time
understanding why those around you can not see the same thing. The
reason behind this frustration is the failure to change the organization’s
culture before the attempt to implement the change.

Let us go back to our example once more, but this time begin the
process by addressing the four elements of culture as a first step to mak-
ing the change. Going about a process change in this manner will take
more time. However, the likelihood of success is well worth the effort
and perseverance needed.

After you arrive at your new assignment and get settled, the first
thing you do is not announce the new planning process. Instead, you
begin an inquiry to determine the culture in the plant. To do this, you
need to carefully consider all that you have learned in Chapters 2
through 7. You need to ask and have answered questions specific to the
four elements of culture. Such questions include:

What are the values that the organization holds relative to main
tenance, reliability, and work planning?

What is the role of each of these activities within the plant?

If the plant is reactive, as you have been led to believe, is the
organization ready to learn using the Type 2 model and change
its goals?

Who are the role models emulated by those in the organization?
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What are the rituals that drive the work processes within the
plant?

What rites exist that reinforce these rituals?
What does the cultural infrastructure look like?

Who are the key players who influence “how things are done
around here” on a daily basis?

These questions are difficult to answer. They will take a lot of
research and time on your part. But without this knowledge, you should
understand that a planning initiative, or any other initiative, has a far
better chance of failure than it does for success.

Let us assume that the plant’s leadership has already engaged in
Type 2 learning and has recognized that they need to change to a relia-
bility-focused work culture, of which planning is a critical part. That
would explain why you were brought into the plant with your skills in
this area. In addition, your research has helped you to identify the orga-
nization’s role models. You also clearly understand the rituals and rites
that support the current process. From observation, you also believe you
have a good understanding of the cultural infrastructure.

Armed with this information you are now ready to proceed and begin
the process that will bring maintenance work planning to your plant.
You are now ready to address the eight elements of change with the
information you have about the four elements of culture. Figure 8-4
recreates Figure 2-5 and depicts the interrelationship of these elements.

Identifying the issues that need to be addressed within all of these
relationships is not as hard as you may think. However, I would suggest
that the exercise not be handled alone. Having a team from the site
working together is preferable to doing this exercise in a vacuum. Not
only will you get the benefit from the team’s experience, but you will
also be helping them recognize their own barriers that have to be over-
come if the effort is to succeed.

Ask the following questions for each of the four elements of culture
as each one relates to the eight elements of change. The questions
should be asked for each block of the matrix in which an “M” indicates
a strong connection between the two. It should also be asked of the
blocks in the matrix represented by “m.” Even though these relation-
ships are not as strong, understanding the connection is important.
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Role Rites & Cultural
Values Models Rituals Infrastructure
Leadership M M M m
Work Process M M M m
Structure M m M m
Group Learning M M m m
Technology M M M m
Communication M M M M
Interrelationships M M m M
Rewards M M m m

M = Major interaction

m = minor interaction

Figure 8-4 Comparison — eight elements of change vs. four

elements of culture

What are the issues within the

(select one of the four elements of culture)

that impacts

(select one of the eight elements of change)

What needs to be changed to bring them into alignment
with what ibeing implemented?

Let us see how this works by taking a few examples from our discus-
sion of implementing a planning process in your plant. For this analy-

sis, we will look at the following four combinations;

* Values as they impact Communication

* Rituals and Rites as they impact Technology
* Role Models as they impact Interrelationships
* Cultural Infrastructure as it impacts Structure

Examining these four combinations should give you an idea of what
is required to analyze and understand the changes that are required for

a successful outcome.
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Values and Communication

What are the issues within the plant’s value system that impacts
communication? What needs to be changed to bring them into align-
ment with what is being implemented?

Currently the value system is supportive of reactive maintenance. As
a result, what gets communicated is not “what are you going to do to
repair the equipment so that it doesn’t fail again,” but rather “when will
you be finished” or “don’t waste time analyzing the failure — just get it
back in service.” If the plant is truly going to support reliability, the
communication from management will need to be changed to support
the new value system. Otherwise, the site personnel never will alter
their maintenance strategy.

Rituals, Rites, and Technology

What are the issues within the plant’s rituals and rites that impact
technology? What needs to be changed to bring them into alignment
with what is being implemented?

In a reactive work environment, technology (e.g., the supporting
computer system) is not often fully utilized in order to get the work
accomplished. There is usually a lot of emergency work and often no
work orders to back up the request. The materials required to do the
work are often not listed or wrong. There is little or no prior work histo-
ry. As a result the system is unable to support the work process. If the
site is planning to change to a reliability focus, the system will need to
play a far more important role. To do this, the site would most likely
need additional training and a review of the available functionality so
that it can be fully utilized.

Role Models and Interrelationships

What are the issues within the plant’s role models that impacts
interrelationships? What needs to be changed to bring them into align-
ment with what is being implemented?

In a reactive work culture, the maintenance foremen and the work
crews typically do whatever is required by production with little or no
planning. These interrelationships work fine in a reactive environment,
but are detrimental to sound reliability work processes. Moving forward
with a reliability initiative, including planning, will require that these
relationships be broken.
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Cultural Infrastructure and Structure

What are the issues within the plant’s cultural infrastructure that
impacts structure? What needs to be changed to bring them into align-
ment with what is being implemented?

Because you will be implementing a new planning structure within
the current organization, you need to address how the cultural infra-
structure can support it and, at the same time, avoid areas where it can
subvert the structure. As part of the change process, you need to utilize
Keepers of the Faith (mentors and protectors of the new culture),
Whisperers, and Gossips so that information supporting the new way of
working will be passed through the informal organizational structure.
You also will need Spies so that you know what is really going on and
can, in turn, take proactive corrective action.

This analysis is time consuming and challenging. It requires a new
way of thinking about change. However, to successfully implement
change, the organization’s culture must be understood and taken into
account during the pre-implementation phase.

8.6 Addressing the Eight Elements of Change

In order to provide an in-depth knowledge of how to undertake this
analysis, each of the eight elements of change will be addressed sepa-
rately in Chapters 9 through 16. Each chapter is dedicated to one of the
elements and will describe the element in detail, addressing each ele-
mental relationship as depicted in Figure 8-4. Armed with this informa-
tion, you will be able to understand and conduct your own analysis of
your situation.

If you have read my book Successfully Managing Change in
Organizations: A Users Guide, you will remember the Web of Change
and the associated survey. This survey was designed to give you an idea
of where the strengths and weaknesses were within your own change
process. For more detail on this subject, see Chapters 10 through 13 of
that text.

In this text I have taken the next step. Chapter 17 introduces a new
web model called the Web of Cultural Change. This model is similar to
that of my previous book. It uses the eight spokes of a radar diagram to
show the change status relative to the eight elements of change and,
within each, to the four elements of culture. Chapter 18 further sup-
ports your effort in that it introduces the concepts of assessment of the
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Web of Change and change root cause failure analysis. These processes
ask you questions related to the eight elements of change and the four
elements of culture. It also provides you with a way to assess your abil-
ity to sustain your initiative over time.
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Leadership

Part 1: The Basics

9.1 Introduction to Leadership

The first of the eight elements to be discussed is Leadership because,
in my opinion, it is the hinge pin of the entire effort of changing an orga-
nization’s culture. It is possible to overcome problems and even outright
deficiencies in the other areas, but not possible in the area of leadership.
Organizations can develop a vision, create goals and initiatives, and
begin processes and projects, but without leaders, change efforts will
fail, even those with the potential to succeed. It is the organization’s
leaders who can see the end state and, through their special set of skills,
help the organization attain its goals.

In Part 1 of this chapter, I will set in place a very general ground-
work of leadership. Then in Part 2, I will discuss how leadership relates
to organizational management and the process of cultural change. From
the topical headings of Part 1’s sections, you can see that my first goal
is to address the more practical side of the subject, showing how proper
leadership can make your effort successful.

9.2 Why Leadership Is the Most Important
Element of Change

You should understand two definitions as we begin this discussion:
leadership and management. As you will see, these terms are not mutu-
ally exclusive. In fact, in the conventional definition, leadership is por-
trayed as a component of management. Although the distinction
between leadership and management is often blurred, it is entirely pos-
sible that the two functions may not be embodied in the same individ-
ual in your company. In short, the differences are significant.

115
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Management has been characterized as “doing things right”. In this
simplified definition, things includes the four traditional functions of
management: planning, organizing, controlling, and leading. Notice
that leadership is one of the components of management. If you think
about how all four components fit into your daily work, you will see that
a conventional manager is expected to:

* plan what is to take place

* organize to accomplish the plan

+ control what is taking place

* lead the group toward the planned goal

In many ways, this definition, although simple, applies for the day-
to-day work effort. Conventional theory believes that, in addition to per-
forming the other three components, you are also expected as a manag-
er to lead your organization towards the accomplishment of its goals.

The second term, leadership, is conventionally defined as “influenc-
ing others to accomplish the goals of the organization.” Even though
leadership is a component of management, it is very different from the
other three components. The key difference is the word influence, which
implies getting people to do things, often without having or using direct
authority over their actions.

The other parts of the management definition are focused more
towards specific tasks that accomplish the goals. Influence, which is not
always task-specific, is very different. This difference has major impli-
cations when trying to understand how the element of leadership fits
into the process of cultural change. Although the definitions are linked,
management’s “doing things right” is not the same as leadership’s
“doing the right things.”

Suppose that your organization was directed to install a new comput-
er system in your office. As the manager, you put a team together
(organizing) to accomplish the task. The group meets, gets a full under-
standing of the scope of the project, and builds a work plan (planning).
They then meet with you, review and upgrade the plan (controlling),
and begin the effort. Because this project is so difficult, you hold week-
ly status meetings to make certain that the team is on track and has
resolved any work-related problems (more controlling). As the manager,
you assigned the team and communicated the expected results. These
steps constituted a form of leadership. Your influence is embodied both
in the consequences of not completing the task and in the rewards asso-
ciated with doing it well.
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This example has a clearly defined set of tasks. Something needs to
be done and the manager takes the correct steps to make it happen by
the required completion date. The steps in this type of project are very
easy to define. In reality, there are very few alternative methods to
accomplishing the end result. Furthermore, if the group is falling
behind, it will be caught at the weekly meeting and corrective action
taken. In this example, the leadership role is overshadowed by the other
roles that the manager uses to address the process. In fact, once the
course has been set, the person appointed as the group leader will be
exerting the majority of the leadership function in the effort.

Now let us look at a different example, one that addresses the
process of cultural change. Suppose that your organization is not oper-
ating profitably. In a closed door meeting, your manager clearly spells
out that if your organization doesn’t improve, it will be closed down. You
have one year to turn the business around. Because we’ve made this is
a simple example, let’s assume that if you can fix the organization inter-
nally (change the work process), then conditions in the marketplace will
allow for profitability.

In this example, the ultimate goal has been set: stay in business. A
leader, your manager, has definitely influenced you. However, there is
not one clear path, nor is there one correct way to accomplish the end
result. In fact, the end result may not be clear either. If you structure
your effort simply to become a profitable firm in the next year (short-
term focus) and don’t plan for the future (long-term focus), you may find
yourself in several years back where you are now.

The question is: Within the context of the conventional definition of
management, what do you do to achieve success for yourself and your
company? The planning, organizing, and controlling components of
management still apply, but in this case they are vastly overshadowed
by the component of leadership. In fact, you don’t have to be the one who
plans, organizes, or controls. However, if you want to have a job at the
end of the year, you had better be the leader.

Based on this example, I see a need to define leadership specifically
to the process of cultural change or change in general. In this scenario,
management has two very distinct parts: managing, which includes
planning, organizing and controlling; and, separately, leadership.

My definition of a change-management leader is a person who can
clearly see and communicate a vision of the future, influence others to
embrace the changes necessary to accomplish that vision, maintain
organizational focus over an extended time period, and support group
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learning as the process evolves. It boils down to “what we conceive and
believe, we can achieve,” The leader is the person who can pull it all
together.

Between our definition of management that is focused on the task
components, and our definition of change management leadership, we
can see that in the arena of change, the manager doesn’t always lead
and the leader doesn’t always manage. This conception sets the stage for
future discussion.

9.3 Some of the Basics

The next step in understanding leadership is to look at what I con-
sider the most pertinent theory on the subject. As your change process
proceeds, there will be times when leadership is an issue and under-
standing some of these basics will help.

Working for many years in an effort to change organizational cul-
ture, I have worked for some great leaders, some average leaders, and
some non-leaders. In each environment, I had some difficulty because
when what seemed to be a natural and correct course of action failed, I
didn’t understand the influence that the leaders had in causing these
outcomes. Knowing some leadership theory will help you ask the right
questions to analyze a situation. This information will help you identify
and get past the leadership issues that can bring your process to its
knees.

Transactional and Transitional Leaders

Essentially, there are two types of leaders. Transactional leaders
motivate groups to perform at expected levels and transitional leaders
motivate groups to perform beyond expected levels. In the case of cultur-
al change management, we need transitional leaders. Change manage-
ment requires its own definition of leadership. In the area of change, the
leadership function overshadows the planning, organizing, and control-
ling components of management. The conventional definition of man-
agement doesn’t fit our needs, but more clearly fits the transactional
leaders.

By reviewing the two definitions, you should be able to see how the
leadership in your company fills the transitional and transactional roles
in the process of change. Transactional leaders may support the change
process, but their leadership ability is limited to getting the day-to-day



Leadership 119

o Quadrant Three Quadrant Four
E
_g People skills are high Ideal situation.
s which could serve to The leader has good skills
o motivate the organization. in both the relationship
-g However, task focusing and task areas.
T skills are low. May not

stay the course.

Quadrant One Quadrant Two
2 The worst of all possible Task skills are high so
2 sitiations. The leader there can be focus on the
2 does not have skills in work. However, people
s either of the critical areas. skills are low and there
o may be motivational or
g credibility issues.
|

Low Task High Task

Figure 9-1 Leadership task and relationship quad diagram

things done. What we require are transitional leaders who have the
ability not only to see a different end state, but also to influence others
to move towards it. This distinction becomes very important when we
discuss management / leadership organizational mismatches.

Tasks and Relationships

Another equally important concept looks at how a leader relates to
tasks and to people. The task component addresses the extent to which
a leader spells out what to do. The relationship aspect focuses on how
well a leader engages others in the process. Figure 9-1 shows the rela-
tionship between tasks and relationships.
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What we really seek is a leader who does both well. The problem is
that this combination of leadership skills doesn’t always exist. Some for-
tunate firms have leaders with both, and if yours is one of them, then
you are extremely lucky. However, the combination doesn’t exist in most
leaders.

You can see from Figure 9-1 that the ideal leader has both a high
task and a high people orientation (quadrant 4). The worst leader (quad-
rant 1) fails to possess either set of skills. Leaders in that position are
unlikely to last very long. Unfortunately, if they do, the change process
won’t. The other two combinations are equally undesirable because the
set of needed skills is out of balance. A leader with more task and less
people skills may fail to provide the proper motivation (quadrant 2), and
a leader with more people and little task skills may be viewed as super-
ficial, always focusing on relationships, but not moving the work process
forward (quadrant 3).

Although this analysis is not in-depth, if you look at your leaders,
you will probably be able to fit them into one of the quadrants. Their
position in this grid may help to explain to you why they do what they
do. More important, their position may help you not only to categorize
their deficiencies, but also to provide them with support needed for their
weaker areas. This support may very well be what will sustain or possi-
bly even save your change process from failure. I can tell you from per-
sonal experience that being able to support your leader’s skill deficien-
cies is a valuable addition that you can bring to your organization.
Suppose that your group leader possesses strong transactional skills.
This will result in a great deal of day-to-day work being accomplished.
However, the transitional component needed for continuous improve-
ment may be lacking. If you can provide this to the group, then both
transactional and transitional work initiatives can be delivered.

Power

We have now talked about the dual orientations of task and people,
and the importance of having both skills. Next, we look at the relation-
ship between the leader and the members of the organization or group
who are engaged in the change process.

Especially in the area of change management, leaders need to make
major changes if they expect to achieve the far-reaching goals usually
associated with this type of effort. The problem is that not all leaders
have the support of the groups that they are trying to lead. There are
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Typical Organization Reaction

Legitimate Power -
Provided to the person
by the organization

Reward Power -
Based on the ability to provide
rewards

Coercive Power -
Ability to punish for inaction

Expert Power -Based on
possession of information

Information Power - Access
to and control over information

Referent Power - Leader is
admired, identified with

Compliance at least on an overt level. How
the person acts and uses the power bestowed
will determine if the compliance turns to
commitment or resistance.

Compliance in order to acquire the reward,
assuming that the reward is something desired.

Resistance is usually the outcome of application of
this form of power. People want to be treated with
dignity and respect.

Commitment so long as this form of power is
not abused. For change to succeed, information
needs to be shared.

Compliance which can turn into resistance if the
needed information is withheld.

Commitment because these individuals are usually
natural leaders.

Figure 9-2 Types of power

many reasons for this, but in my opinion the root is in the way they got
their power and how they used it in pursuing the task.

Power is “the capacity to affect the behavior of others in a desired
direction.” There are different types of power, some good and some not.
Each type, and the way each is used, affects people’s behavior different-
ly. Thus, power and its use directly impact the relationship between
leaders and their groups. The change process is more likely to be suc-
cessful when the relationship is positive than when the relationship is
poor.

Six types of power apply to leadership. Each of these types, summa-
rized in Figure 9-2, has associated with it one of three typical reactions
that could be expected from the group being led. These three reactions
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— commitment, compliance, and resistance — represent different types
of energy (positive, neutral, and negative respectively) that the organi-
zation will expend on making the change process a success.

You can see from the different group reactions that some forms of
leadership are beneficial to the change process whereas others have
minimal or even negative impact. The degree of commitment that a
group has will affect how they handle difficult times in the change
process. A leader with a group’s commitment will be able to lead them
into areas where another group would never venture.

The next type of reaction is compliance. Groups within an organiza-
tion that are functioning in this mode are not really behind the effort.
They may be going through the motions, but belief in the process is sim-
ply not there. I believe that it is possible to lead a compliant group to
function efficiently and move the process forward, but that leadership
takes considerable effort and has a high degree of risk. Such a group
may move forward, but only through the will of the leader. The risk here
is that when the leader leaves, the process crumbles.

Resistance, the third reaction, is altogether different. In Successfully
Managing Change in Organizations: A Users Guide, Chapter 9 dis-
cussed this subject at length. A change process is doomed if the leader
is working from a coercive frame of reference and the organization is
resisting. The only quick way to turn this around is to replace the leader
with someone who is not functioning in this fashion. For many reasons,
this is not always possible. If that change were to happen, however, the
new leader would need to address the issue head-on and resolve any “old
baggage” from past regimes. In these situations, it is often necessary to
let some time pass while the new leader gets acclimated and the former
situation cools down before the new leader can again move forward.

9.4 Why Is Leadership Needed?

If you are one of the people in your organization who handles proj-
ects or work efforts of varying degrees of complexity and have been rea-
sonably successful over your career, you probably ask yourself, “What
leadership do I need? Just give me the project and I know how to get it
done.” Do you really need influence to achieve the group goals? These
are important questions that are often asked by mid-level managers.
You need to understand the answers in order to appreciate fully how
change works, and why change really needs the leaders that we have
discussed thus far.
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If you fit the above description, then you already are, in fact, a
leader. Depending on the type of effort in which you are engaged, you
may be a change leader as well. More likely, you are leading a subset of
the overall effort. The question about the need for leaders is aimed at a
much higher level within the organization, to the need for an overall
leader of the change effort.

There is a need of an overall change leader for several distinct rea-
sons. That leader has the responsibility to unite diverse groups around
a single vision for the firm. Although it is distinctly, even highly, prob-
able that all efforts are aimed at a single overall goal, it is not realistic
to assume that many individuals or groups acting independently will be
able to work together to be successful. Diverse efforts led by many high-
ly skilled individuals need a single contact point, someone who sees not
only the overall vision, but also how the individual components should
fit together to support the whole.

An overall change leader also has the responsibility to initiate the
process of converting vision into company-wide reality. Creating a vision
is not an easy task. Taking that vision and creating a framework with-
in which each of the individual change leaders can align their efforts is
an even more difficult task.

Another role of the overall change leader is to keep people focused
and on course. Change is not an overnight event, but a long, winding
road. With so many people making the journey, it is easy to lose focus
and drift away from the long-term goal. The overall change leader has
the responsibility to prevent this from happening. Because organiza-
tions, groups, and individuals lose their focus from time to time, it is
critical to help them get it back. Loss of focus is like a virus: once it
starts to spread, it spreads quickly, and has the potential to kill the
patient.

The last role is that of cheerleader. The overall change leader can not
do everything; a smart leader knows to resist the urge to try. The urge
to do too much can be a serious problem for the organization if is acted
out because it misrepresents the nature of the work. However, a smart
leader can stay in the background providing encouragement to everyone
along the way. As I have noted, change takes time; people are seldom
patient enough to allow the proper amount of time for the change to be
successful. A good change leader keeps momentum and maintains the
energy, even when it seems to be disappearing.

We have talked about upper level management leadership. Equally
important, there is a need for leaders at all levels of the organization. It
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is insufficient to have a leader at the top and followers in all other lev-
els of the structure. Just as the overall leader has responsibility to the
process of change, so does a leader of a department or a sub-group with-
in the company.

The problem is what if the managers are not the leaders? What if
there is no alignment between the leaders in the organization? A dis-
cussion of these subjects follow.

9.5 Managers Are Not Always Leaders and Leaders
Are Not Always the Managers

There is a myth that the manager is always the leader. This especial-
ly applies to change efforts because, by their very nature, they are more
strategic, and strategy is what a manager / leader is supposed to do. If
you have a situation where the manager is in fact the leader, then you
are very lucky. However, this is not always the case. There are many
combinations of leadership and management that do not fit this ideal
model; some even have the potential to undermine the change process.

Before we begin this discussion, we need to clarify who and what
responsibilities we mean when we refer to the manager. In all organiza-
tions, there are many levels of managers and equally many levels of
leaders.

The management aspect can be understood simply by envisioning
any organization. Embedded within the organizational structure are
various levels of managers. Some organizations actually have too many
levels; in others, the levels are few and the organization is referred to as
being flat. Nevertheless, managers exist at all of the levels.

Suppose we have a four-tier organization. At the top sits the depart-
ment manager followed in level by their superintendents, their foremen,
and, at the bottom level, the workforce. Our conventional definition of
manager applies to any of the three top levels. Managers at each level
are responsible for planning, organizing, controlling, and leading (the
conventional management definition) within the scope of their own job.

At each organizational level, a manager’s job is usually well execut-
ed if they possess these defined management skills. This structure
works well for day-to-day work efforts in which the first three elements
of managing overshadow that of leadership. Recall from Section 9.3 that
such managers were referred to as transactional leaders.

When we look at change management, we are dealing with a process
different from the day-to-day. This type of effort calls for the transition-
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al leader, armed with a different set of skills than the transactional
leader. In this case, leadership overshadows the other elements of man-
agement.

Most managers have the leadership qualities described for transac-
tional leadership. They probably got to the positions they hold because
they were able to get things done. But in the case of change manage-
ment, the qualities and skills of a transitional leader are different and
more difficult. Unfortunately, the organization usually expects their
current mangers to handle that role as well.

What if the manager can be successful in the transactional environ-
ment, but does not have the additional and different skills it takes to
lead the organization through a difficult change process? What will

L2 Quadrant Three Quadrant Four
S=
gP
S8 Leaders have a higher Ideal situation.
g .g level of transactional skills. The leader has good skills
S8 They can do the work, but in both areas.
S5 g leading into a new order of
T = things is less likely.

Quadrant One Quadrant Two
L0
g% The worst of all possible Leaders have a higher
g5 situations, the leader does degree of transitional
25 not have skills in either of skills. These people can
5% the critical areas. conceptualize the change,
=g but have trouble making it
25 happen.
oFT
o

Low Transitional
Skills

High Transitional
Skills

Figure 9-3 Transactional vs. transitional skills in leaders
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happen if the manager can not be the transitional leader that is
required?

There are four possibilities, as shown in Figure 9-3.

The lower left is reserved for people with neither set of skills. They
should not be managers. Although people in this quadrant are man-
agers in many companies, they should be reassigned to positions where
they can be of most value. They do not have the necessary skills to help
us succeed in the change process.

However, removing or reassigning them is sometimes easier said
than done. Those of you reading this may or may not even have the level
of authority to make a change of this sort. One thing is almost certain:
if these individuals are not replaced, they will still be in their jobs long
after the change process has failed.

I once worked for someone who, in my opinion, lacked the skills to
lead our organization to a new way of doing our business. He was an
immovable force because his superior shared the same history and same
work philosophy. We tried and did make some minor changes, but it
wasn’t until he left the company that more significant change was pos-
sible. Change was not an overnight event because we had to wait for
him to retire! The down side was that our competition was moving for-
ward even as we waited for him to leave. The performance gap between
our company and the competition was much harder to close when we
finally could begin.

The upper left quadrant depicts people who are good transactional
leaders, but do not have the skills to lead the company through a change
process. These managers can still be successful and provide real value
to the change process; once the strategic direction has been set, they are
the ones in the company who can “get it done”. They require two things
to be successful in the change management role. First, they need to real-
ize that they are NOT the change management leaders. Second, they
need to empower those who are. If they fail the first requirement, the
likelihood is that the change will never happen. Transactional leaders
cannot make change happen. If they fail in the second requirement, the
real change leaders (who may actually work for them) may not be
allowed to emerge, ultimately hurting the process.

The lower right quadrant is the area for those who have good transi-
tional skills, but may not be as strong in the transactional area. These
are the people who can see the future as depicted by the vision. They are
committed to make the change process a success and may in fact have
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some very good ideas about how to make it work. The problem is that
without the transactional skills, they can not successfully manage the
change process. The conventional wisdom that managers are the lead-
ers we require is not correct.

The people you need to make your change process a success may, and
probably do, exist at many levels in your company. Some may be lower-
tier managers; others may not be managers at all. The trick is to find
these people, then empower them to help you through the change. The
transactional leaders that these individuals work for must let them be
the transitional leaders that they are. If one of your managers stands in
the way of this, you will lose valuable assets to your change effort.

People who are insecure in management roles have the potential to
get in the way of change. They believe that a subordinate with a skill
that they do not have reflects a failure on their part. Your job is to pre-
vent such beliefs from stopping the change process. Task teams, special
assignments, and pulling people out of their regular jobs to complete a
specific task are among the ways you can free up the skills required
without threatening those in the management jobs. These strategies
will work in the development phase. But when you roll out the changes
to the entire organization, the managers need to buy in to the effort.
Having them out of the loop may ultimately create more problems. This
hurdle needs to be addressed, if not now, then later.

The upper right quadrant is the most desirable, but least likely. In
this mode, your current managers have both sets of skills. If you have
managers in this quadrant, you are very lucky. My guess is that most of
your managers are in the other quadrants. Recognize what you need to
accomplish. Then figure out how to mobilize all of your resources to
achieve the change management goals.

9.6 Expectations of Our Leaders

Now that we have looked at leadership functions, discussed why
leaders are needed, and noted that not all managers are the transition-
al leaders we need, we can look at what we expect from our leaders.
(Notice that I am not equating leaders with managers although they
may be one and the same). As your change process moves forward, you
will need to find people to act in the change management roles. A list of
what you should expect from leaders follows.
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What we want from change management is that the leaders are
Inspired, with a strong belief that change is required for success

Visionary

Confident that they have the skills to help the organization
achieve its goals

Committed to stay the course over an extended amount of time
Empowered to act and willing to empower others to do the same
Not threatened by others who have skills that they do not have

Willing to hold others accountable for deviation from the overall

goal
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Figure 9-4 Skills vs. desire to change
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Using this list and adding other characteristics that may be specific
to your company should help in being able to articulate the require-
ments for those who are going to be leading the change effort.

9.7 Leadership Mismatches and Overcoming
Mismatch Problems

What if there is a mismatch between what you require of a leader
and what a person is capable of or willing to deliver as you proceed
through the change process? Figure 9-4 addresses this subject.

In the lower left quadrant are people who do not have either the abil-
ity or the desire to do this type of work. They should not be managers,
but should instead find work where they can contribute; this may not be
within your company. In the upper left quadrant are those who have the
ability, but not the desire. People in this quadrant need to find work for
which they have a desire; again, this may not be in your company. Those
in the lower right quadrant have the desire but not the skill. These peo-
ple may be organizational sleepers and, once trained, may emerge as
valuable company assets for the current change effort and beyond. The
key here is to identify these people and spend the time, and sometimes
money, required for their development. The upper right quadrant
includes those who have both the skills and the desire. They are your
“keepers” and the ones who will ultimately be the change agents.

9.8: What Happens When The Leaders
Don’t Measure Up

This section addresses an issue that is often ignored. It is entirely
possible, even likely, that some people will never embrace the change
concepts that you are trying to introduce. Recall the Machiavelli quote
at the end of chapter one. There are those in your company who did very
well under the old system, as well as a great many who are not sure they
will do well under the new. You may use various communications meth-
ods, coaching, leading, and many other tools you have in your manage-
ment tool kit, but in the end, there will be those who opt out of the new
organization.

There are two ways in which this will happen. The first and simplest
is that they will leave the company. Although this is not something you
want to happen, I guarantee that some will leave. The second and far
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more problematic way involves those who opt out, but stay around. They
are recognized as the ones who are always telling everyone else that
things were better under the old conditions and that the new order will
never work. At first, you and your organization should try to salvage
these employees, if possible. However, you should consider what to do if,
after all of your coaching and leading, they still won’t join the change
effort. As unfortunate as it may be, once you confirm that their resist-
ance is permanent, you need to help them find other work.

Part 2
Leadership and Change Management

9.9 Leadership and the Elements

Now that we have considered leadership basics, we can turn our
attention to how leadership fits into the eight elements of change and
how it plays a primary role with the four elements of culture. Your
understanding of this topic is very important because leadership is
probably the most important requirement for successful change. With-
out this quality inherent in those who manage your organization, any
change program is doomed from the start.

Let us look at some change efforts that failed:

A plant decided to implement a program targeting improved
quality. Those responsible for its success were only interested in
the form: Did the effort appear to meet corporate standards? The
content and actual implementation of a real quality improvement
effort was not important.

A preventive maintenance program was put into place, but the
reactive aspect of the plant maintenance culture continually pulled
the mechanics away from their preventive maintenance tasks; they
never returned. Those leading the maintenance department never
tried to keep the crew focused on the preventive maintenance pro-
gram.

Another plant experienced a high level of rotating equipment
failure. Because of the high number of pumps out of service, the
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plant was actually at risk of shutting down several of its major pro-
duction lines. Management preached reliability, but refused to give
maintenance money to get everything fixed.

One company had a major initiative to increase effectiveness
and efficiency of the overall work effort. People needed training to
be able to make the changes needed to accomplish this goal.
However, training never took place because the management said
there was no money.

These types of examples could go on and on. If you added your own
example, the list would be even longer. A common thread runs through
all of these examples: the lack of leadership. Without leadership any
change effort is doomed from the start. Conversely, good leadership can
develop, communicate, and foster changes that, if asked, one would say
could never be accomplished. Good leadership can move mountains!

There are also examples of leadership at its best. At one point in my
career, I worked in a company that was getting by, but not really achiev-
ing its full potential. The leadership had a vision, but that vision was
not clearly and forcefully articulated. Nor was the management team
really working to make it happen. There were more excuses why we
failed than one could ever imagine. Then we changed management at
the senior level. The people brought into the company were leaders.
They articulated their vision and began systematically to help the team
achieve it. This major change was not easy, but over several years we
evolved from what I had considered a mediocre company to one that was
recognized as a leader in our industry. We all had wanted to achieve this
level of performance, but the leadership made it happen.

The balance of this discussion about leadership will look at it from
the perspective of change management, in relation to the eight elements
of change and the four elements of culture.

9.10 Leadership and Change

Of the eight elements of change, the most important is leadership.
This element has far reaching impact on all of the others. This section
examines this impact so that, as change efforts are being developed and
implemented at your plant, you will have a heightened awareness of the
impact and need for sound leadership.

Three principles are important when addressing the topic of leader-
ship in relationship to change initiatives:
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Using Power

Leaders have power. They can apply this power to affect change more
than anyone else in the organization. This application of power can be
positive or negative.

We have all been in jobs where the leader decided that a change was
in order. The leaders may have been caught up in the most recent man-
agerial fad or simply believed a change was needed. In many situations,
new leaders are brought into the company, recognize that a change is
needed, and then proceed to make it happen. In all of these cases, some
form of change will take place. This change happens because the lead-
ers have the power to make it happen. They set the new expectations for
the business and then go about working with the organization to meet
those expectations.

For example, I worked for a manager who decided that our organiza-
tion needed to change how it approached maintenance work. It was his
opinion that we were too reactive in our approach, did a poor job of work
planning and scheduling, and executed the work at a level far below the
expectations of our customer. By virtue of his position’s power, he creat-
ed a work process redesign team that spent literally hundreds of hours
developing and rolling out a new work process. Someone not in a lead-
ership position could not have set these wheels in motion nor mobilized
the organization to get this type of work completed.

The leaders also have it within their ability to make things worse.
Think about a leader who enters a company where the maintenance
function is based on good planning, scheduling, and field execution.
However, the manager determines that the best way to serve produc-
tion’s needs is to put in place a rapid response force dedicated to correct-
ing problems as they happen. Further assume that the manager imple-
ments this new concept on a very broad scale, thereby eliminating the
former process. A move of this sort would set a proactive organization
back years. Because the leader has the power, this sort of change is
entirely possible.

Incorporating the Eight Elements of Change
With the power to make change, leaders must recognize the need to use
the eight elements of change in a collective and balanced fashion.
Change is multi-faceted, as shown by the eight elements of change.
Even if you can change one or more elements and have change occur in
the organization, you may still face problems if the effort is not bal-



The Results of an Unbalanced Approach to Change

Inter-

(missing) Work Process Structure Learning Technology Communication . . Rewards No direction
relationships

Leadership (missing) Structure Learning Technology Communication 'T“er' . Rewards No method
relationships

Leadership Work Process (missing) Learning Technology Communication 'T“er' . Rewards No framework
relationships

Leadership Work Process Structure (missing) Technology Communication 'T“er' . Rewards No knowledge
relationships

Leadership Work Process Structure Learning (missing) Communication 'T“er' . Rewards No support
relationships

Leadership Work Process Structure Learning Technology (missing) I_nter- . Rewards No understanding
relationships

Leadership Work Process Structure Learning Technology Communication (missing) Rewards No effectiveness

Leadership Work Process Structure Learning Technology Communication Inter- (missing) No incentive

relationships

Figure 9-5 What happens when you miss an element
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anced. For successful change to take place, an organization must use all
eight elements of change in a balanced manner. This approach will pro-
vide the greatest chance of success.

A balanced application of the eight elements of change can become
imbalanced in two ways. The first way occurs when the leader entirely
misses one of the elements. The second way uses all of the elements, but
emphasizes one or more of them in too strong a manner.

Figure 9-5 shows the results of the first type of imbalance — missing
one or more elements. This figure vividly shows what happens when
you are trying to make a change, but have left out one or more of the ele-
ments from your change strategy. For example:

Missing Leadership

Without leadership during and after the change, there is no reason
to begin. Leadership provides the direction and guidance through the
process. Leaders are the only ones who have the power to refocus the
organization away from the day-to-day and toward a more strategic
effort.

Missing Work Process

Without a new work process, the changes cannot be executed.
Furthermore, without this process, the organization will quickly revert
to what it knows best — the old way of working.

Missing Structure

Structure must be in place to support the process. Think of the prob-
lems that would arise if you developed a process focused on planning
and scheduling, but never integrated these positions into the organiza-
tional structure.

Missing Group Learning

Without group learning, any knowledge gained as the changes are
implemented would be lost. Organizations must learn from their suc-
cesses and their failures. Leadership can severely hamper this learning
process in many ways, resulting in the loss of knowledge and continu-
ous improvement.

Missing Technology

Technology is an integral part of how we work in today’s world. Yet
some people still resist it. In our efforts to improve reliability, we need
information and processes that require state-of-the-industry technology.
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Out of Balance Element Potential Result

(too much focus)

Leadership

Work Process

Structure

Group Learning

Technology

Communication

Interrelationships|

Rewards

When overapplied, the organization will feel over controlled and
allow the leader to make all of the decisions. If the desire is to
implement change throughout the organization, the leader must
allow those on the leadership team to develop these skills.

Too much focus on the process delivers a good process — on paper.
However, the process tends to be somewhat impractical and, when

implemented, often unwieldy. It is not simply the process that counts,
but the results of the process.

Too much time spent worrying about the organizational chart’s boxes
and who goes in which box often disables the process. Change is
not about who is in which box as much as it is about what people do
when they get there.

Too much emphasis here makes the work too theoretical. Most
people in maintenance organizations are doers. They want to learn
what it is that they are supposed to do and not have to get deeply
into theory.

Too much focus on this element causes organizations to place the
“cart before the horse.” Although a good computer system is of great
value, it must never be allowed to drive the process.

Communication is an extremely important element. However, groups
that overemphasize this element tend to communicate before plans
are finalized. They want the organization to know what is going on.
However, as the organization develops new ideas and alters the old,
over communication can cause confusion.

Stressing interrelationships above the other elements will cause a
strain if the changes to the work also cause the interrelationships to
be changed.

Too much emphasis on rewards takes people’s attention away from
what is really important — the change initiative itself.

Figure 9-6 Results of being out of balance
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Missing Communication

Lack of communication in a change process will cause it to fail before
it begins. Lack of understanding will cause people to create their own
answers to their questions, leading to misdirection and failure of the
change effort.

Missing Interrelationships

Without interrelationships, the change process will not be effective.
The majority of the work handled by reliability and maintenance organ-
izations can never be accomplished by individuals working alone. This
work always requires multi-functional teams; the glue for these teams
is their interrelationships.

Missing Rewards

Rewards can not be left out of the overall strategy. Without them,
others have no incentive to make the change. The initial thought when
discussing rewards is often to think of money. Yet money is not the real
driver. The rewards that have value are work content, responsibility,
group association, and self-esteem. All of these are missing if rewards
are not in the change equation.

The second type of imbalance, where one or many of the elements are
emphasized too strongly, causes the organization to spend more time on
that element. As a result, other elements suffer from inattention. As a
result, the change put in place is lopsided; the elements that received
only a small amount of attention during the change process will come
back to haunt you. Figure 9-6 shows representative examples for each of
the elements.

Incorporating the Four Elements of Culture
Leaders can use the eight elements to make change. However,
without also addressing the four elements of culture, any changes
they have made will most likely be gone shortly after they leave the
position.

We have seen how leaders have the power to effect change and how
they need to use the eight elements in a collective and balanced fashion.
Yet for leaders to truly succeed, they need to do more. They must also
make changes to the four elements of culture. Otherwise, long lasting
change will never occur. Change that does not include the four elements
of culture will exist only as long as the leaders, through their force of
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will, keep it in place. If they turn their attention elsewhere, retire, get
promoted, or leave their position for any reason, the old process will
emerge from hiding and be back in place before you notice.

9.11 The Four Elements of Culture

Our leaders play a critical role in cultural change. We can work very
hard to change work process, structure, or the other elements of change.
However, if we do not alter the culture at the same time, we will ulti-
mately fail. The elements of change are manifestations of the plant cul-
ture or how things are really done around here. As they promote their
change initiatives, leaders must at the same time change the culture.
Therefore, when you hear one of your leaders speak about cultural
change, you should be encouraged. Although they may not know exact-
ly what is involved, the fact that they have recognized that this level of
change is needed is significant. In this section we will explore how our
leaders impact and ultimately have the power to change the culture.

Organizational Values

The values that an organization employs are set by its leadership. If
an organization values reactive maintenance, then this approach will be
what is communicated. Similarly an organization that desires that the
plant run reliably, always being in a position to deliver its products to
meet market demands, will establish a far different set of values. Any
organization’s leadership has a three-phased responsibility: 1) to set
the values for the firm, 2) to communicate these values throughout the
organization, and 3) to make sure that the communication is understood
and put into practice.

If all that the leadership does is set the values, but it never commu-
nicate them, the organization will not receive the direction it requires.
Checking that the proper level of communication has been made is eas-
ily determined by assessing the value structure of the organization,
then comparing it to that which is espoused by the leadership. If the val-
ues were properly communicated, there should be a perfect alignment
between the two. If not, then the communication chain has problems.

Suppose that at its yearly off site meeting, a leadership team deter-
mines that the plant needs improved planning and scheduling of its
maintenance work in order to improve both its effectiveness and effi-
ciency. This type of change is certainly something that is not solely the
responsibility of maintenance. In fact, in order to have a good mainte-
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nance planning and scheduling process, production (the main customer)
needs to be heavily involved, as do the other support organizations.
Therefore, the leadership needs to communicate this value to everyone
and have them realize that they are all part of the solution.

Now suppose that six months after the off site meeting, no progress
has been made. Maintenance is trying to implement the new way of
working, but production and the other support groups have not partici-
pated. When asked why not, they express their belief that planning and
scheduling are purely the responsibility of maintenance. In this case,
the leadership set the value, but failed to communicate it, thereby set-
ting the new planning process up for failure.

If the leadership sets the values and communicates them, but never
makes certain that their communication was understood, then they
have not fulfilled their entire leadership responsibilities.

A communication can be misunderstood or misinterpreted in many
ways. As a result, employees can do the wrong thing while believing
that what they are doing is exactly what they were asked. It is insuffi-
cient for leaders simply to communicate. They must also insure that the
communication was received, properly interpreted, and acted upon.
They need to undertake periodic independent audits of the process. If
these audits reveal that things are working as expected, then all is well.
However, if there is a mismatch, then the evidence indicates a lack of
understanding that must be corrected.

Role Models

Leaders must be aware of those within their organization who are
role models. The culture emulates these people. If they represent the
values of the business and support the goals and initiatives associated
with change, then all is well. However, quite often when a company is
making a change, the role models represent the old way of doing things.
This conflict can be very detrimental to process change because the
organization, left to its own devices, will continue to follow the role mod-
els and the old ways.

A leader can do many things to alleviate this situation; they will be
discussed in subsequent chapters. However, it is important for leaders
to understand that a failure will occur unless role models who support
the old way of working are taken out of the process and away from their
supporters.

Suppose we are going to implement a process that applies strict plan-
ning principles to the major plant outages. These are the major events
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for which continuous process industries such as power generation,
petrochemical, and others remove production units from service in order
to perform repairs that can not be addressed while the equipment is in
operation. However, those who have been in charge of these efforts in
the past apply more of a “seat of the pants” approach. This approach has
been successful until its total cost in downtime is really examined. An
analysis indicates that this approach is very poor. However, the organ-
1zation never sees these details. All it sees is what appears to be outage
success stories. As a result, those currently in charge become role mod-
els for these efforts. If the leadership wants to implement a significant
change to this process, it needs role models who will support the new
approach. Ideally this support will come by those presently in power
accepting the new process. Otherwise, managers have to be found to be
the new role models for the new way of doing business.

Rites and Rituals

Leaders control rituals by how they implement the changes they
make to the organization and to the process. These changes become the
new rituals by which the organization executes the day-to-day work.
Leaders also control the rites that are associated with these rituals. If
praise is given to those who execute planned work, then the ritual
(planned work) and its supporting rite (the praise for the job well done)
will become embedded in the culture. Failure on the part of the leader-
ship to make these changes will hamper the culture from accepting new
ways and moving forward.

Cultural Infrastructure

The cultural infrastructure exists within every organization; it is
comprised of different types of individuals with various roles. It is diffi-
cult for leaders to control the cultural infrastructure, which will form
and take on a life of its own as it works towards maintaining the status
quo. Although leaders can not control it, they must understand it and,
when possible, use it to foster change. They need to know who are the
story tellers, the keepers of the faith, the whisperers, gossips, and spies,
then act in a way that will convert the people in these roles from advo-
cates of the old to supporters of the new.
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10.1 What is Work Process?

This chapter addresses work process, the second element of the eight
elements of change. When we think about this element, we invariably
think about the flow of work through a system. This flow consists of cre-
ating the work, passing it along to others who do prescribed parts of the
job, and then acting to complete the effort. This concept of work process
can be applied to the complex series of events required to build a car on
an assembly line to the much simpler events required to pay an invoice
from a vendor. In each case, the process has the same three components
— a beginning, a series of steps where things are done, and completion.

This overview of the most common type of work process defines a spe-
cific work flow. Two other types of processes also need to be discussed:
information flow processes (or how information travels through the
work environment) and communication flow processes. Information flow
processes will be discussed in this chapter, communication flow process-
es in Chapter 14, which deals exclusively with the topic of communica-
tion.

In the cases of work flow and information flow, both are important in
how we do our business now and even more if we are going to create a
reliability work culture. The reason is that rites and rituals, which are
part of every work culture, are based on these two flows. Consequently,
if you chose to modify the culture to one that is reliability focused, you
will need to change the rites and rituals, as well as the flows that sup-
port them, in order to be successful.

10.2 What Is a Work Flow Process?

This first type of process describes how work flows through a system
of people who at each step change the state of the work until it is com-
pleted. By change the state I mean that they do something to the work
while they have it in their possession that changes it to something dif-
ferent after they are finished. Often these changes of state are referred

141
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Work Work
—_— Transform o
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Figure 10-1 Basic transformation
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Figure 10-2 Complex transformation

to as a transformations or transforms for short. Figure 10-1 shows a sin-
gle step in a work process.

In this figure, there are three steps: 1) a work input step, 2) a step
when the work is transformed into something else by whatever depart-
ment or group is handling it, and 3) a work output step. For example,
take the performance of a planned maintenance task. The input is the
work plan, the transformation is the execution of the plan, and the out-
put is the completed work. Whatever enters the block marked transform
has something done to it and leaves differently than when it entered.

In the handling of reliability- and maintenance-related tasks, no
work flow processes are as simple as the transform diagram described
in Figure 10-1. Instead, we have to deal with complex transforms in
which work flows along many pathways, some serial and some parallel,
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Input Transform Who Handles Output
Equipment in need Production submits Production Work request
of repair a request for work
Work request Accept and convert to Planning Planned work order
a planned work order
Planned work order Resources allocated Scheduling Scheduled work order

and work scheduled

Scheduled work order Work executed Work Execution Completed work
for production review
Completed work Acceptance Production Job completed

(no further steps)

Figure 10-3 Transformation process of a work order

as shown in Figure 10-2.

Staying with the same example, let’s examine the actual number of
transforms that a work request could go through on its way to becoming
a completed work order. Note that in each case the output of one trans-
form is the input for the next. In order not to complicate the description
too much, I will avoid parallel paths, but be aware that they exist.

As you can see, the work request goes through several steps along its
way to being a completed block of work. It is acted upon by many differ-
ent groups as it progresses through the work flow system.

10. 3 Efficient and Effective Work Flows

Work flows can be both efficient (we do things right) and effective (we
do the right things). Both of these aspects of the work flow are impor-
tant if we want the work to be handled in an optimal manner. In a plant
with a reliability focus, the work will be well planned and scheduled
(efficient) whereas in a plant with a reactive focus, work is based on
managers who want everything fixed now. In this latter case, produc-
tion is continually submitting emergency orders (inefficient), interrupt-
ing the planned work. In the plant with a reliability-based focus, we
would expect that the repairs themselves would be reliability based.
Equipment would be returned to service after failure analysis and
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upgrades to prevent reoccurrence (effective). Otherwise, maintenance
would simply make the quick fix just to get the equipment back on line
(ineffective).

Being able to examine our work flows critically with an eye to effec-
tiveness and efficiency is very important if we want to be successful
making work process changes that will improve the business. We will
address these concepts again in this chapter when we discuss how to
change a work flow and the culture that surrounds it.

10.4 What Is Information Flow?

Have you ever worked on a job where you needed specific informa-
tion, but either it did not exist or you could not get access to it?
Undoubtedly you will answer yes; at some point in their careers every-
one needs information that they can not get. When faced with this prob-
lem, you either waited to get what you needed or, if the work effort
allowed it, you made a decision based on your best knowledge of the sit-
uation. This example shows an information flow process that is broken.
In today’s world of electronic information management, such a scenario
should be considered unacceptable. However, being asked to make deci-
sions without access to the information needed is often the case.

In work flow, physical things move from person to person and are
transformed into their final product. Information flow is different.
Information flow, generated as the result of the work process, is stored
in various systems in ways that make it available to those who need it
for their day-to-day business decisions. Some pieces of information are
needed immediately while other pieces may not be needed for years.

An information flow model needs to exist as an important part of the
overall process. In this way, the proper information is available when
needed for making sound information-driven business decisions. In
other words, the information needs to be in the right place at the right
time. How it does or does not get there is the problem to be solved. Here
is where the information flow and the work flow models overlap because
information is needed to directly support the work flow model.

Several years ago, I was involved with a plant outage during which
many of the pieces of equipment were to undergo repairs. One vessel
that we inspected needed extensive internal repairs. We had been work-
ing on these for several days when one of the engineers asked, “Why are
you spending time fixing this vessel? I condemned it during the last out-
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age.” Needless to say, we then stopped and purchased a new vessel.
These steps delayed start-up. They also cost us more money because the
new vessel needed to be expedited. These errors resulted from a poor
work flow and a poor flow of information. Not having critical informa-
tion in the planning stages of the job (as a result of these two broken
processes) cost us both time and money and also generated a great deal
of frustration.

Suppose you have the following process: During the work order close
out, the area engineer is required to enter comments about the job and
what actions are needed the next time the equipment is taken out of
service. Now suppose that, in making these comments, the engineer
identified a new type of attachment to be installed, why it is being
installed, the order number for the attachment, where it is located in
the warehouse, and a detailed procedure for installation. With this
information, what do you think should be part of the work plan the next
time the equipment is taken out of service? The answer is the installa-
tion of the new attachment because the right information is located at
the right place and the right time, when the repair order is entered into
the system. Had this information not been handled properly, the work
to install the new attachment may not have even been identified. Such
an oversight can be serious if the equipment is taken out of service only
once every three years and the attachment could save $100,000 per
year.

10.5 Integrating Work Flow and Information Flow

Before we move on, it is important to understand the linkage be-
tween work and information flow. Information flow is the result of work
flow, but how do these two types of flows integrate with one another?
The answer is in their touch points, the places in the work flow model
where the information flow provides the essential information for the
types of reliability-based decisions we want to promote.

Take the example created in Figure 10-3. This work flow does not
require a computer system. Everything described can be handled with a
paper system, perhaps using multi-part forms. The touch points to this
type of system are few and far between, mostly consisting of the infor-
mation that is maintained in the planner’s files.

Most systems today, however, are far different. Computer systems
provide us with access to the information we need as long as the infor-
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Figure 10-4 Synchronized work flow and information flow models

mation flow model is closely synchronized with that of the work flow
model. Then when we need the information, we can quickly get it to sup-
port the work flow. An example of a simplified, synchronized mainte-
nance work process is shown in Figure 10-4. The transforms of the work
flow are shown as rectangles and those of the information flow as round-
ed rectangles.

As you can see in this diagram when the work flow and information
flow are working together, the information contained in the system is
accessible; it supports those who have to make decisions concerning the
work. Conversely, it is easy to visualize what happens if the two flows
are not working together. Information needed throughout the process is
not available to the decision makers, resulting in poor or even incorrect
decisions. Therefore, when we look at how to change the work process,
we will include both work and information flow in the discussion.

10.6 What Is Communication Flow?

In addition to the work flow and information flow models, there is
also a much more subtle process that is often overlooked. This process
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deals with how we do or do not communicate across the system. We can
have the best work flow and information flow models, but if we do not
communicate with each other, these models will fail to deliver the
required value to the business that we expect. Without communication,
we end up in what I refer to as a cubicle world. The departments (or
even individuals) each sit in their own cubicle, do work, and then toss
the work over the partition to someone else to handle the next phase.
This lack of communication can cause serious problems. It is such a sig-
nificant subject that it is handled as a separate element of the eight ele-
ments of change in Chapter 14.

10.7 Repair- and Reliability-Based Work Process
Characteristics

It is important to recognize the characteristics of both repair- and
reliability-based processes because they both exist in every company.
We want to get rid of those process that drive us to a repair-based mind
set. To do this, we need to recognize these processes when we see them.
They include:

No process — Everything is done as requested and everything is
requested to be done now.

No long-term focus — Fix it now and worry about the next failure
when and if it happens.

No planning and scheduling of maintenance — This system leads
to sub-optimal performance.

Emotional changes to the work effort — This approach results in
unplanned interruptions and attempts to execute the work
without proper preparation.

These characteristics all have one thing in common. There is a great
deal of focus on making the “quick fix” and returning the equipment to
service. Working in this manner assures inefficiency and in effective-
ness and guarantees that the equipment will fail again — probably soon-
er than desired.

A reliability-based work process is vastly different. It includes:

A process to analyze the reason for failure and address the root-
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cause, thereby eliminating this failure mechanism in the
future.

A detailed work plan to assure that all repairs and upgrades are
handled as part of the work process.

A job schedule so that both production and maintenance can be
ready to do the work. Scheduled work allows overall perform-
ance to be optimized.

A communication process so that all of those involved know what
1s to be done, how it will be done, and when it needs to be
done.

A post-audit process so that the repairs can be evaluated to
assure that everything that was to be done was done and done
correctly.

A process whereby the information about the job is saved and
accessible for others who may need this information at a future
date.

10.8 Work Flow and Information Flow
Processes and Culture

Of the four elements of culture, two (values and role models) are
required if you want to change the work process and a third (rituals and
rites) is integrally linked with it. It will be impossible to implement a
reliability-based process if the values of the organization are not focused
in this direction. If the values are directed toward a reliability-based
process, then performing work using a reactive process will be extreme-
ly uncomfortable for the organization, quickly resulting in a series of
actions to correct the problem. However, if the firm’s value system is
based on the quick-fix mentality of a repair culture, nothing that you
can easily do will change it to one focused on equipment reliability.
Similarly, if the role models for the organization are not focused on reli-
ability and the work needed to promote this behavior throughout the
organization, then there is little you can do to introduce change.

Fortunately these two elements of culture are not mutually exclusive
as they relate to work process. It would be out of place to have reliabil-
ity-based values combined with role models promoting a repair-based
process. It would equally be out of place to see reliability-focused role



Work Process 149

models working successfully with a repair-based set of values. Although
either of these combinations is possible over the short term, a long-term
working relationship is unlikely.

The other element of culture closely involved with work process is
that of rituals and rites. The rituals carried out every day within the
organization are the very work processes we have been describing. The
rites are those events that the culture uses to reinforce the rituals.

For example, responding rapidly to an emotionally-based production
problem in the plant is a ritual fostered by a repair-based work culture.
The “pat on the back” for a “job well done,” even if it may not have been
necessary, is the rite that the culture uses to reinforce the ritual behavior.

Assuming that we have established reliability-based values and have
in place reliability-focused role models, we still need to make changes to
the rituals and supporting rites if we want to change the work flow (and
supporting information flow) models to ones that drive the organization
to improved reliability.

The remaining element of culture, the cultural infrastructure, also
plays a role in the work process, even though it may not be as major as
the other three elements. The cultural infrastructure is made up of peo-
ple within the organization playing the roles of story tellers, keepers of
the faith, and others who comprise this very complex system. Changes
to the work process throw the cultural infrastructure into disarray. The
stories no longer apply, the way things are done are different, and the
information flow about what is going on changes. Once again, you need
to know who occupies the key positions in the cultural infrastructure,
then work toward getting them to support the change. Think of the
value gained from such support!

10.9 Process Analysis

To change a work process, you need four things: 1) a vision, 2) a set
of values that describes what the work process will need to support, 3)
dissatisfaction with the current process, and 4) a plan. Assuming that
your vision for the company is to have reliability-based maintenance,
your values are reliability-based, but your work process is not (therefore
leading to dissatisfaction), you have some serious work to do. The fourth
part of the equation, a plan with the next steps, will be described in sec-
tion 10.11.
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The question now becomes how you analyze the current process to
develop what is often called the new “to be” model. Developing and then
implementing this model will enable your work process to align itself
with your vision and values, overcoming the dissatisfaction with what is
currently in place. This type of model can be developed using one of two
approaches.

The first approach is to create an “as is” model. This model reflects
what exists today. Once it is completed, you can then build the “to be”
model, which shows what you want the process to look like when you
have achieved your goal. Use the vision and the plant goals to develop
the “to be” model. The team can then identify the gaps between the two
models, recommending the changes necessary to bridge them.

The second approach ignores the current process. Instead, you start
with a blank sheet of paper or an empty board. Create a process that
reflects your vision. Do not be confined to the process used before.
Because the starting point is so different, this approach usually leads to
a very different result than the first approach. It allows more creativi-
ty. However, it is more difficult and time-consuming. In the end, you
still need to identify the gaps and make changes to eliminate them. The
difference is that the first approach is anchored in the past, the second
approach in the future. For true improvement, I recommend that you
use the latter approach for the analysis

You also need to be extremely careful in making up the team that
you will charge with the task. All too frequently when the term reliabil-
ity is mentioned, the immediate belief is that this field is the sole prop-
erty of the reliability / maintenance department. This is not true. When
building the team, make certain that production, maintenance, and reli-
ability are all included as equal players. Failure to do this will leave you
with a solution that, by virtue of not including all of the groups, will be
unaccepted and fail.

10.10 How Do You Change the Process?

Once you have completed the design of the new process, there are
essentially two ways to make the change. First you can take the step-
wise approach, changing a little at a time. Some people believe this
approach allows the organization to adapt to the new way of working
and will lead to success over the long haul. I believe that this is incor-
rect. Step-wise change allows the new to be brought in while, at the
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same time, keeping the old in place. It keeps the old process in place as
a sort of crutch. However, this crutch is exactly what the old culture
wants because, if there is a problem, “we can always go back to how
things were done around here in the past.” Such thinking can be very
detrimental to a new process and, with a strongly-resistant cultural
infrastructure, can lead to its ultimate downfall.

I propose a different approach, based on a strategy used by 16th cen-
tury conquistador Hernando Cortez. When Cortez and his army invad-
ed Mexico to extract its wealth, they encountered early problems; many
were ready to abandon the effort. One evening while everyone slept,
Cortez burned all of the ships, making it impossible to go back. I suggest
you take this approach with your change process. Do whatever is neces-
sary to make a return to the old conditions impossible for the organiza-
tion.

A reliability-based example with a similar approach involves a proj-
ect of mine that involved redesigning a maintenance work process. The
old process relied on maintenance foremen in each area reacting to the
day-to-day needs of their production counterparts. The planners were
also assigned to the areas and essentially acted in the role of materials
coordinators.

Our task was to design a process that was planning- and scheduling-
focused. To make this change, we went from an area model to a differ-
ent model in which the foremen were centrally dispatched based on the
weekly maintenance schedule. Because the area foremen were now cen-
trally dispatched, production personnel had to go through the planner to
get their work on the weekly schedule so that it could be executed. By
eliminating the ability of the production personnel to bypass planning,
we effectively made going back to the old way of doing business impos-
sible.

The kinds of steps described thus far represent the short-term aspect
of work process change They illustrate how you make the initial move
away from the old process and implement the new. However, a second
equally important aspect of work process change addresses long-term or
sustainability issues. Unless you have an ongoing effort to maintain
what you have changed, the culture will work very hard to restore the
status quo.

The pitfall we typically encounter in process change is that we treat
it like a work project; too often we assume that once the process change
1s rolled out, we are finished. This mistake is probably one of the biggest
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you can make! The truth is that once the change has been rolled out,
you have just begun. Even if you have burned all of the ships the culture
and those involved will find ways to slowly bring back the old way of
doing things. This response is very detrimental if what you have elimi-
nated 1s a reactive, repair-based maintenance culture because that is
the last thing you want to reinstate.

10.11 Steps in a Process Change

I have been involved in many work process change efforts through-
out my career. Some have been successful to varying degrees, some have
been implemented with no apparent effect, and some have outright
failed. Those reading this book have undoubtedly had similar experi-
ences either being part of the process or being the recipient of a work
process change designed by someone else.

Even those who succeeded probably did not bring about the level of
change that was expected or hoped for by their sponsors. They may have
created various rationalizations for why they did not realize their goals,
yet never looked for the real reason. If they had looked, they would have
discovered that, in every case, the culture is what got in the way of the
successful work process change. The steps I recommend for conducting
a work process redesign may not be as familiar as those that have been
tried in your past. Nevertheless, consider them carefully. When neces-
sary, review the chapters about the four elements of culture. The
description of the steps is aimed at creating a reliability-focused work
culture. However, this process will work on any work flow redesign
effort you may choose.

Step 1 - Recognize that change is needed.

Every effort of this sort requires a recognition that change is needed.
Recall that one of the three requirements for change to be successful
(see Figure 3-1) is dissatisfaction with the old way of doing things. Often
this dissatisfaction exists at the senior levels of the organization, but not
where the rubber meets the road — at the middle- and front-line levels.
Work process change will not be successful unless everyone has the
same level of dissatisfaction. Thus, a profitable company that uses a
reactive form of maintenance may have a more difficult time imple-
menting a reliability process than a company on the verge of going out
of business. Before you move from this step to those that follow, assure
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yourself that the same level of dissatisfaction exists throughout the
organization, not just with those at the top.

Step 2 - Determine who needs to be involved in building the
new process.

Often when a company decides it is going to make a work process
change, the senior managers meet to lay out what the new process will
look like. This approach is a huge mistake. A process designed in this
fashion will fail, if not right away, then certainly over time.

Determining who will help develop the new process is a very impor-
tant step. You will want a cross section of the functions within the main-
tenance department, but do not stop there. Your customer — production
— as well as those who feed into the process need to be included.
Therefore, your team should include representation from other depart-
ments. Finally, think about those who influence the cultural infrastruc-
ture — the “keepers of the faith.” If you can get those who act in the men-
toring role for the organization on board with the new process, then they
will help sell it behind the scenes.

Selecting who will be involved does not necessarily stop when the
team has been formed. You also need a champion at the correct level
within the organization. This person must be someone to whom all of
the groups report. For example, you can use the site manager if the site
is going to implement the process. At a higher level, it could be a senior
vice president if the process is going to be implemented across multiple
sites. The champion can not be the production or maintenance manager
because if one of them champions the effort, but the other does not
agree, the process change will fail. However, if their collective manager
is the champion, they will be aligned through the champion’s influence.

Step 3 — Be clear on the values you are trying to achieve.

The next step is for the team to be clear regarding their organiza-
tion’s values. They must clearly identify what they hope to achieve and
whether everyone involved with the initiative understand it to be the
same thing. This step may seem simple. But each group starts with a
different perspective of the work; time is needed for them to all share
the same view.

Consider the statement “Design a process to keep the equipment
running so that production can fulfill the requirements of the market.”
From production’s perspective, this statement could lead to the develop-
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ment of a repair-based maintenance process. For maintenance, the
process redesign may be somewhat different. Their concept of keeping
equipment running may be tied to reliability efforts that actually keep
equipment from ever breaking down. The appropriate time and effort
must be spent to identify the values that we want the process to instill
in the entire organization, not just one department.

Step 4 — Use the Goal Achievement Model.

Once you reach agreement on the values, your next step is to devel-
op a Goal Achievement Model for the effort. This will allow the team to
take the values (and long term vision) and develop specific goals, initia-
tives, and activities associated with a successful work process redesign.
Developing the model will also vastly improve communication within
the organization because it allows everyone to see how their individual
efforts contribute to the overall success of the change. The Goal
Achievement Model is discussed in Chapter 3.

Step 5 - Understand the current set of rituals and
reinforcing rites.

Earlier in this chapter, I advocated preparing a redesign without
spending an inordinate amount of time worrying about the old process.
Even under this approach, you can not lose sight of either the current
rituals (work processes) or the rites that are in place supporting them.
Recognize that your new process will not only change how things are
done, but will also change the way people are rewarded and their work
within the old process reinforced. The culture does not take this without
a fight. Consequently you must understand it and address it.

For example, consider a repair-based work culture where everything
is an emergency; any work not handled during the day is then complet-
ed on overtime. In this scenario, a maintenance organization could have
overtime as high as 20-to-30 percent. The existing ritual is the repair-
based process; for the mechanics, the rites include large pay checks
based on high overtime. Suppose the new process, designed to be relia-
bility-based, will significantly reduce the overtime. How accepting do
you think the culture will be of this change?

Step 6 — Conduct the work process design meetings.
This step is where the process is designed. Several aspects of this
step need to be recognized at the outset. First, most plants are staffed



Work Process 155

for day-to-day operation. Getting people away from their normal job to
work on this type of effort is difficult. Therefore, the champion needs to
be the manager of all the affected organizations. Only then can the
champion mandate that those on the team will be made available.

Second, this process does not involve only one or two meetings.
Furthermore, the meetings will not be short and, for best results, the
work should not be broken up into many short meetings, but rather a
dedicated continuous process.

Third, the team needs a leader. Every group needs one and care
should be taken in the selection process. The team needs someone who
understands the business, is totally committed to the reliability-focused
outcome, and has listening skills so that everyone can contribute. The
worst possible leaders are ones who bully the team to get what they
want and neither listen nor include the input of the other members.

Fourth, experts in the reliability process are needed. If you are try-
ing to change from a repair-based culture to one focused on reliability,
the expertise for the new process may not reside in-house. A consultant
may be needed. There are many ways that a consultant can be utilized.
Refer to my other book Successfully Managing Change in Organiz-
ations: A Users Guide, Chapter 8, for more details.

Last, the team needs process facilitation. Facilitators are people who
keep the meetings on track and help the team work together to accom-
plish their task. They are not brought into the team to develop the end
product. Nevertheless, their role is very valuable because they allow the
team members to concentrate on the work.

Step 7 — Validate the work.

You can not build a team large enough to get input from everyone
who will be affected by the outcome. However, if you have included indi-
viduals from all of the affected functions, you are certainly on the right
track. This type of team has great value. When you reach milestones in
the design effort, take a break, allowing these people to go back and val-
idate the team’s work with their peers. The input that they bring back
to the group will be valuable and prevent the process from hitting bar-
riers when rolled out.

Step 8 - Communicate.

The entire organization will undoubtedly know what is going on in
your team. After all, many key players in their groups will be away from
their normal jobs while they work on the redesign team. The culture
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needs to know what is going on so that it can take the time to think
about the changes and, in many cases, expand the comfort zone to
accommodate them. Not communicating frequently or with sufficient
detail are serious errors. Without timely, detailed information, the cul-
tural infrastructure — gossips, whisperers, story tellers — will have a
field day spreading its own information. Unfortunately, that informa-
tion is likely be inaccurate and raise concerns throughout the organiza-
tion about the changes. You have a choice: tell the organization what is
going on through constant communication or spend even more time
later on damage control.

Step 9 — Training

As the process redesign becomes finalized, you and your team need
to spend time designing the training program. Many well-developed
work process efforts have failed because the training was poorly
designed, inadequate in content, or poorly delivered. Many firms do not
recognize how difficult and how important to success a truly good train-
ing program 1is; as a result, they do not give training the attention it
requires.

My suggestion is that you hire a firm that specializes in the develop-
ment of training programs. Although there may be employees within
your company with the skills to develop these programs, they probably
don’t have time to dedicate themselves to it.

Two other advantages of hiring a firm to help with this effort are 1)
their output will look professional and 2) the program will be designed
so that it can be upgraded as the process evolves. The former is impor-
tant for promoting the new design, the latter for sustainability.

Step 10 — Care for and feed the process (sustainability).

By the time you have reached this step, you have redesigned your
process and implemented it in your organization. At this point, the team
usually has a group dinner, everyone is recognized for their efforts, and
all return to their regular jobs. The project is complete.

However, this is far from the case. If the change effort is approached
in this manner, I guarantee that the best day for your work process will
be the day it it rolled out. It will go downhill from there.

The reason is that you are working with a process, not a project. A
process needs continuous care and feeding if it is to survive and add
value to your organization. The process can never be allowed to stag-
nate. It must continuously evolve, as we’ll see again in Chapter 12
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where I discuss group learning. In addition, training can never stop.
New employees enter your workforce all of the time and others change
jobs within the organization. They all need training in order to sustain
the new process.

To prevent these problems, you must keep the team intact. Although
you may not need to meet constantly, you should meet periodically to
review the health of the new process. One way to assess this health is to
audit all or part of the process each time you meet. These audits are not
done by sitting in a meeting room, but by actually going into the plant
and examining the process where it is actually being used. In this way,
process gaps can be identified and corrected before they get into serous
problems. This type of audit, if done correctly, puts the audit team into
contact with the cultural infrastructure, allowing you to assess what is
happening behind the scenes.

Production Field
Foreman
Work ) Work
Identification Execution
Planner Production
Planning Work
Phase Completion
Scheduler Reliability
Engineer
Work Documentation
Scheduling

Figure 10-5 Simple Process Showing Roles and Tasks
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10.12 Tools To Help with the Change

A difficult part of any work process change initiative is representing
the new work flow in a way that can easily be understood by those
affected by the change. Three tools will help you represent the work
flow. Each has benefits and detriments. Choose the one that makes
explaining the work flow process easier for you and for those who are
going to implement it. Each tool may work well under different sets of
circumstances.

I will explain each tool using a simplified work planning, scheduling,
and execution process. Granted that a true work flow process will be far
more difficult, but once you see how each of these are created, you will
be able to take the leap from the simplified version to the complex.

Work Flow Diagram

Figure 10-5 shows a simple work flow diagram in which each block
represents a step in the process. As you can see, the process begins with
identifying the work and ends with closing out the work order. Next to
each block I have listed the job that has primary responsibility for that
part of the process.

The positive aspect of this approach is its simplicity. People can eas-
ily see how the work flows though the organization and who needs to act
at each step of the way. What this approach does not show are the inter-
relationships that each block has with other groups that do not have pri-
mary responsibility.

Referring back to Figure 10-5, the work flow diagram is where you
can add in the information flow touch points if they are needed either
for your analysis or to describe how your software systems tie to the
work process. The two remaining types of work flow representations do
not lend themselves very well to showing work and information flow on
the same drawing.

RACI Diagram

The RACI diagram shown in Figure 10-6 addresses the weakness of
the simple work process flow. RACI stands for Responsible, Account-
able, Consulted, and Informed. The definitions of these four terms are
as follows:

R= Responsible: The person participates in the completion of the
task, adds appropriate expertise as required. There can be
more than one “R” for each task.
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Work Process RACI Diagram

Task Production | Planning| Scheduling | Execution | Reliability
Work Identification A R
Planning Phase I A R R
Work Scheduling R I C
Work Execution R I R
Work Completion A I C I
Documentation R A
Figure 10-6 RACI model
. Work Work
Production Identification Bt Completion
Planner
Planning
Phase
—A —
Scheduler
Work
> Scheduling
Field
Foreman Work
orl
> Execution
‘L— _" — —
Reliability Work
Engineer Identification / Work
Planning Execution — Documentation
Phase Input
Input

Figure 10-7 Complex work flow
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A= Accountable: The person has sole accountability for completing
the task; however, the task can be completed by one or more
individuals assigned by the accountable person. Note that
there can be only one “A” for each task.

C= Consulted: This individual(s) must approve or be consulted
prior to the task being completed. There can be more than one
“C” per task.

I= Informed: This individual(s) is informed of the progress in com
pleting the task. There can be more than one “I” per task.

The RACI diagram allows you to identify not only the person who has
sole responsibility for a task, but also those who have ancillary involve-
ment. What it doesn’t provide is the flow of the work, as was depicted in
Figure 10-5.

Work Flow / RACI Combination

Figure 10-7 solves the problems of the simplified work flow diagram
and the RACI diagram.

As you can see in this diagram, we have taken the flow diagram that
describes how the work flows through the organization and added on the
left column the jobs that are involved in the process. In this way, as you
track the flow of work, you can also see who has other forms of involve-
ment with its various stages. This figure shows the involvement of the
reliability engineer. The RACI diagram indicates the others who are
consulted or informed; they can easily be noted on this diagram.

10.13 Process Change Results

Changing a work process from one that is repair-based to one that
focuses on reliability of the plant assets is very difficult and time con-
suming. The change is usually managed incorrectly, leaving in its wake
frustration and little value added for the firm. How it is implemented
and how it takes the organization’s culture into consideration can result
in success.

The element of work process focuses on how the organization func-
tions. A classic statement observes that “form follows function.” We have
just discussed the function. In the next chapter on structure, we will dis-
cuss the form.
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Structure

11.1 Introduction to Structure

Organizations can be structured in many different ways. Each way
can provide value to the organization provided that the structure is the
correct one for what you are trying to accomplish. You have probably
been exposed already to many and varied organizational structures that
exist within the arena of reliability and maintenance. A good structure
can provide valuable support to the process of organizational change
and the underlying culture. Conversely, an incorrect structure can seri-
ously impair the ability of an organization to achieve its reliability
goals.

This chapter will introduce the various types of organizational struc-
tures specific to reliability and maintenance. In addition, this chapter
will show you how each of these structures can support or hinder the
drive to improved reliability, specifically at the work culture level.
Recognize that a good set of goals and initiatives, coupled with the best
thought-out structure, can still fail if the organization’s culture (and
what you wish the culture to become) is not taken into serious consider-
ation during the design phase of the effort. This task will be undertak-
en by relating this element of change to the four elements of culture.

11.2 What Is Organizational Structure?

When you first think about organizational structure, your organiza-
tion chart comes to mind. This is the chart that uses groupings of boxes
connected with lines to indicate where people fit within the organiza-
tion. But structure is far more than boxes and lines on a piece of paper.
It is the skeleton upon which your firm will create its overall work cul-
ture as well as the maintenance and reliability work culture. If the
structure is created correctly and linked with the other seven elements
of change, then change is highly likely to succeed. Conversely, if the
structure is created using an incorrect model, something less than a suc-
cessful cultural shift is far more likely as the outcome.

161
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Structure can be defined as:a framework of roles, responsibilities, and
reporting relationships that characterize how a group of individuals will
work together to achieve a common purpose.

As you can see, this definition extends far beyond just boxes and
lines. Structure is about what people do, how they do it, and how these
efforts interrelate to accomplish a purpose. This definition and what it
implies in the development of the proper structure are even more impor-
tant in the arena of reliability. The reason is that most of us work in
reactive work environments; altering the focus of the business means
altering the structure of the firm as well. At the minimum, this change
needs to occur at the plant level, and very possibly at corporate as well.

For our discussion, we need to understand two additional terms that
apply to maintenance and reliability: repair-based and reliability-based
work strategies. These terms will allow us to continue the discussion of
structure from a reliability standpoint.

Repair-Based Strategy

A repair-based strategy is seen in organizations that have a “fix it
now” attitude. The structure is built around the belief that, when equip-
ment breaks, it is maintenance’s job to restore it to service as soon as
possible. This strategy usually has associated with it a high cost for
maintenance service, a very short-term focus on the work effort, little
planning, maintenance crews working at the direction of the production
department, a high rate of emergency work (real or imagined), and very
little of the failure analysis that could eliminate problems in the future.

Imagine it is a Friday afternoon and a major pump in the manufac-
turing process fails. The first thing production does is call maintenance
to tell them that they have an emergency job requiring work around the
clock throughout the weekend to insure that the pump is returned to
service as soon as possible. The fact that production has a viable spare
in operation is not at issue. What if the spare fails?

As a result of the call, maintenance works around the clock and
repairs the pump by Sunday afternoon. To accomplish this, they had
people working overtime who were not familiar with the equipment.
They had to reuse some parts because new spare parts were not avail-
able until Monday. In addition, they had no time to analyze the failure.
Still, the mission was accomplished.

What do you think management found on Monday? The spare, which
was operating properly on Friday, was still operating on Monday.
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Production did not suffer. In fact, production was reluctant to start up
the primary pump because the spare was performing as required. The
job was well done by maintenance, but neither the job nor the extra
expense was needed.

Reliability-Based Strategy

A reliability-based strategy is far different. With this kind of strate-
gy in place, the organization is structured to support the belief that
things do not fail without warning. The organization also develops reli-
ability-based work plans that proactively take corrective action to pre-
vent failure.

This type of strategy is usually characterized by equipment owner-
ship by production, high levels of performance monitoring to identify
equipment that is beginning to fail, job planning, and the design of reli-
ability into the work.

Let us go back to our previous example. The Friday afternoon call
about the failed pump would not be as serious because, through the
monitoring process, the pump would still be in the early stages of fail-
ure. When contacted, the reliability group would have production put
the spare into service. After checking out the failed pump and determin-
ing that it was in good enough shape to be repaired, a work ticket would
be put into the maintenance system. There would not be any overtime
nor frantic repair efforts. During the following week, the job would be
planned; the new seal designed to improve performance would be
included in the work package. When the work was executed, an engi-
neer would be present to conduct a detailed failure analysis.

Comparing Strategies

These two types of maintenance / reliability strategies have a great
deal of impact on organizational structure. Look at organizational struc-
tures throughout various industries, we see that they have been built in
direct support of the company’s vision and values related to mainte-
nance and reliability. For those operating with a repair-based strategy,
you would find maintenance work crews and even the entire department
working for production, much more reactive work, more emergencies,
and very little planning. In this type of environment, the reliability
engineers (if they exist at all) are there to keep the plant running. They
only have a day-to-day work focus. For those operating with a reliabili-
ty strategy the roles, responsibilities, and work efforts of the mainte-
nance and reliability functions would be very different. When designing
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an organizational structure, keep in mind 1) form (the organizational
structure) follows the function (work process) of the organization that it
is designed to support and 2) the function follows the vision.

11.3 Reliability-Based Structures

Before we begin a discussion of organizational structure focused on
reliability, we need to understand a very important concept about relia-
bility at the plant level.

Reliability is not a department. It is a way of thinking about the plant
equipment — a mind set. As a result, production, maintenance, and reli-
ability engineering have equally important and overlapping roles and
responsibilities, all to ensure that a high level of plant reliability is
maintained.

Furthermore, to be successful, these functions must interact daily in
many different ways. As a result, how you build your structure defines
this interaction and reinforces the overriding work culture that you are
trying to promote.

Let us clearly define the three critical components of a reliability
structure. We can then discuss the types of reliability-based structures
in the next section.

Production

The production group operates and ultimately owns the equipment
that takes raw materials and converts them to salable products.
Consider your car: What is it that you want your car to deliver every
time you turn the key? You want it to start and safely take you to your
destination, in other words, reliable operation. Would you knowingly
run it with the oil light lit or with bald tires? Probably not because you
own that car and need it to operate reliably each time you turn it on.

Maintenance

The maintenance group does proactive repair and, if necessary, fixes
things that break. They change the oil and rotate the tires. In addition,
they identify and repair problems when you bring them to their atten-
tion.

Reliability Engineering
The engineers (also called maintenance engineers) form the group
that identifies longer-term problems and designs ways to correct them.



Structure 165

They typically do not work on day-to-day issues like maintenance.
Instead, they are focused on longer-term repairs. Continuing with our
car analogy, they are the ones who would design an improved suspen-
sion for the next model release. They also are the ones who address
chronic problems and provide solutions. Whereas the maintenance
group would repair defective parts, the reliability engineers would focus
on preparing a new design so that future manufacturing would not have
defects..

Each group has a direct impact on reliability, but in different ways.
In addition, each needs to have interaction with the others to perform
their assigned task properly. You must consider these two factors when
designing a reliability-based work structure.

11.4 Reliability-Based Structural Components

Each of the three functions that we discussed in the last section —
production, maintenance, and reliability — has different roles that
interact and overlap on a daily basis. Although they do interact, you
should not try to combine them into a single function. For example, you
can not successfully give a reliability engineer both reliability and main-
tenance duties. Similarly it is difficult to have a production supervisor
handle maintenance tasks. These are separate skills requiring a differ-
ent focus and way of thinking. Furthermore, each of these jobs has pres-
sures and demands. If they are combined, one or the other ultimately
suffers.

In order to build a structure that permits separate job roles and
responsibilities while still allowing for overlap of the functions, two dif-
ferent types of organizations have emerged. The first, a functional cen-
tric (centered) organization, is designed with the individual job func-
tions as their focus. The second is designed with more focus on the work
process and as result is called the process centric organization.

Functional Centric Organizations

In the functional centric organization, the three functions we have
identified usually work independently of one another while at the same
time working together to keep the plant running. This structure creates
a problem for those who hold the reliability and maintenance positions.
If the managers of the reliability and maintenance functions and the
production manager are not in goal alignment, then those in the func-
tional departments get pulled in two directions. Their functional man-
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ager may want them working on a strategic project that requires a con-
siderable amount of their time. At the same time the production team
may be holding a meeting on a critical production problem that requires
their input. Obviously this creates conflict and disharmony. Not only
does production suffer, but so do those caught up in the pull between
two very different and equally important responsibilities.

Process Centric Organizations

In the process centric organization, the functions usually work in
close proximity with each other. They are very day-to-day focused, with
production often dictating the primary focus. The problem here is exact-
ly the opposite of the functional centric organization. Because the focus
is more day-to-day, reliability and maintenance functional managers
feel cheated, unable to work on the more strategic projects that will ben-
efit their functions and the company over the long term.

As you can see, each type of organization has pros and cons in its
design. Figure 11-1 shows both types and their positive and negative
aspects.

The Hybrid Organization
So what is the answer? Neither of the two organizational focuses

Functional Centric Structure

Process Centric Structure

Focus | e Individual organizational functions o Manufacturing process that the
functions support

Positive | o Ability to work outside of the day-to- o Team approach focusedon getting and

day efforts on more strategic projects. keeping demand of production satisfied.
o Close proximity to others in the function |  Close daily interaction. The team can

to promote interaction and mentoring of quickly andcollectively address issues.
new / less experienced personnel.

Negative | e More attention to function and peers vs. | e More focused on day-to-day production.

process. Process could suffer.

o Interrelationship problems between
functions as group members find it difficult
to of functional skills.allocate their time.

The tactical is addressed at the expense
of the strategic issues.

o Lack or reduced mentoring

o Lack of consistent approach due to a
weaker functional connection.

Figure 11-1 Functional vs. process centric table
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appears to be optimal. Figure 11-2 illustrates a hybrid structure that
serves the combined needs of both organizational designs. In this figure,
the y-axis depicts the percentage of the organization’s focus on strategic
or tactical work from O to 100 percent. The lines labeled Tactical and
Strategic show the approximate percent of the functional and process
models in each. For example, the functional centric organization has a
higher percent of strategic focus and a lower percentage of tactical focus
whereas the process centric model has the opposite balance. Because
neither is optimum, I have shown a new model which is labeled as a
hybrid of the two. Neither wholly tactical nor wholly strategic, it is
designed to address the needs of both. As you can see from Figure 11-2,
the hybrid model addresses the needs of both structures. The use of this
model allows you to gain the positive aspects of both types while at the
same time eliminating, or at least minimizing, the negative impacts.

11.5 Creation of the Hybrid Structure

What we are trying to achieve is a structure that will provide us both
the functional and process benefits, one that will initiate and support
our goal of plant reliability. However, one of our assumptions is that an
individual can not do both well; the structure must take this into con-

100%

% Focus on the Two
Organizational Types

Functional i Process
Centric Hybrid Centric

Figure 11-2 Functional vs. process centric diagram
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sideration. Therefore, it will have functional and process centricity by
creating two separate but interlocked groups.

Understand that the structural model I am offering should be used
only as a starting point for your structural design Every company does
things differently. Therefore, the model may need to be modified to sup-
port your own specific requirements. However, the concept is sound and
should be used as the foundation for the hybrid structure that you create.

The Functional Group

To a large degree, the functional group needs to be removed from the
day-to-day work process. Although they will be working on projects to
improve day-to-day production, they have longer term commitments
that require an almost dedicated focus. Other than interacting with the
tactical group to recommend improvements and to seek input for their
ideas, the functional group works independently. This independence
gives them time to think and plan for the strategic efforts that need to
be implemented to improve reliability and add value to the business.
The people in these groups are usually senior members of their organi-
zations. They have acquired the practical experience needed to work on
these efforts.

The Process Group

The process group is involved in the day-to-day workings of the busi-
ness. Their job is to keep the plant running. As part of this effort, they
own the equipment and must pay careful attention to its reliability. This
part includes monitoring the equipment and repairing it as necessary.
The other part is their connection with the functional side. Because they
are monitoring the equipment, they can predict impending failure well
before it happens. This ability allows planning for the repair event and
including the functional group in deciding how the repairs can add
improved reliability to the asset.

Individuals occupying the process side of the structure are often the
less experienced representatives of their functions. Working in the line
organization, the real-time experience they obtain will make them even
more valuable as they move into the functional area.

Group Interaction
In each of the two groups above, I have referred to both the concept
of independence of the functions, but also the need to interact. This need
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follows from Figure 11-2. Even though each type has a predominant
focus — either tactical or strategic — there is some degree of the other
type present. This interaction provides a communication path so that
functional ideas can be validated by the process and process activities
can be monitored and mentored by those within their functions.

Figure 11-3 graphically shows the functional and process relation-
ships. The functions reside in their own circles labeled P, M, and R.
They are largely independent in nature, working longer-term strategic
initiatives. They have a loose connection as identified by the outer ring
labeled functional groups. Each of these independent rings overlap indi-
cating that none can not exist in a vacuum. I have indicated the over-
lapping functions that are addressed. For example, P-M shows the over-
lapping of the production and maintenance parts of the organization.
The three types of overlap (P-M, M-R, and R-P) are indicated by the
middle circle labeled interaction. Finally, the center shows where the
three functions all overlap with one another. This area, the process part
of the organization, is represented by the circle enclosing P-R-M. A typ-
ical application of this type of structure is the use of area or process-
related business teams.

Functional Groups
Interaction

Process

Key

P = Production

M = Maintenance
R = Reliability

Figure 11-3 Functional vs. process overlap diagram
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11.6 Organizational Geography

Another aspect of organizational structure is your office’s location
relative to your organization. The type of office to which you are
assigned is also important. Office location sets the tone for the work
process; it has the potential to reinforce the type of culture that you are
trying to create. In addition, it can be beneficial or detrimental to the
organizational structure that you are implementing.

Typically people are grouped in functional- or process-centric units.
This grouping is often the result of structural evolution and is not done
by design with a long-term vision in mind. As an organization begins to
grow, the hiring group tends to locate the new employees in close prox-
1mity, often to help them adjust to their new jobs. In addition, the more
senior employees can more easily oversee the work of their juniors.

As time goes by, the group grows and so does the office space they
occupy. This geographical proximity works in favor of perpetuating the
culture. The cultural infrastructure is anchored by the “keepers of the
faith” who work in a mentoring capacity, getting the newer employees
to understand how things are done. The close proximity also allows the
mentors to see deviations and take immediate corrective action. Thus,
the status quo of the culture is maintained, whether the structure is
process or functionally centric. Let us take a look at the pros and cons
of these two location strategies.

Process-Focused Location

Pro: Those located centrally to the process are entirely process
focused. They pay close attention to what it takes day-to-day to keep the
plant running. They feel strong allegiance to the individuals running
the process and work diligently to support them.

Con: With their day-to-day focus, they do not have a large amount
of time for strategic efforts because it takes them away from their pri-
mary function. In addition, they often focus on the process at the
expense of their functional leadership. Because they are isolated from
others in their function, it is difficult to be mentored or to upgrade their
skills.

Functionally-Focused Location
Pro: Those located within their function have the time and ability
to focus their efforts on strategic work initiatives. This focus is support-
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ed because they have peers surrounding them who can act as sounding
boards and provide input. Because functional structures are usually
located away from the day-to-day effort, they can work without inter-
ruption.

Con: Functional experts are often needed to work on day-to-day
problems. The value that they add is that they are usually the most
experienced people in the organization. However, being completely iso-
lated from the line organization leaves them isolated and often not con-
sulted. This can get them angry if they believe they are not valued. In
addition, their isolation creates hostility with those on the process side
if they believe the functional experts do not want to “get their hands
dirty.”

The problem with organizational geography is the same that exists
between the process and functional structures. Each structure has its
benefits, but neither can not work independently. The overlap described
in Figure 11-3 must be a factor of where people sit when you build the
structure. Thus, where people sit has a great deal of importance when
you decide to restructure an organization. This importance is most obvi-
ous when you try to implement a culture that is based on the principles
of reliability.

Years ago I worked in an organization that centrally dispatched the
maintenance crews to the work based on job priority. In this model, each
planner focused on a specific area of the plant. However, the foremen
who were dispatched from a central area could work in one process area
today and an entirely different one tomorrow. This same approach held
for the mechanics as well. At the time, we were still very reactive in how
we conducted our business. In fact, the work process change that creat-
ed central dispatch was designed to break the reactive model, making
us more focused on planning, scheduling, and a reliability-focused work
effort.

What we had created by moving to a central dispatch process was a
functional structure. We coupled it with a functional geography — all of
the foremen sat together in the central area awaiting assignments for
their crews. Although the foremen were able to interact and help each
other, the process side suffered. Because the foremen could wind up
working at any location within the plant, those operating the process
were unable to have continuity for either the supervision or the crafts-
men. In addition, they found it difficult to speak with the foremen
because their offices were not in the process areas. Over time, this prob-
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lem was recognized as being detrimental to the effort. Subsequently, the
foremen were reassigned to the process areas.

In another example, the planners were assigned to the production
areas. In this design, they lost their planning focus. Because the plant
was highly reactive over time, they became nothing more than material
expediters for the work crews in the areas.

The issue of location is important because it can either support what-
ever structure you are trying to create or tear down a structure to which
it runs counterproductive.

11.7 Structural Pitfalls

Thinking about an organization’s structure in terms of a successful
cultural shift is not all that common of an approach when changing the
structure of an organization. Typically organizational structure is based
on other factors.

We want to make improvements in the process, so why not restructure?

Changes take place when we determine that improvements are need-
ed in the process, then decide that one way to accomplish this is to
change the structure. I believe that this is the most frequent type of
organizational shift. The motivation of those rearrangements is usually
well founded. Yet too often we believe that rearranging the boxes, and
often the lines, without anything more than a loose concept of a desired
end state will make a difference. Making changes in this fashion often
makes things worse and harder to correct latter.

Many years ago I worked for a manager who believed that he could
improve reliability of the plant by changing the organizational structure
from one that was decentralized (foremen and work crews assigned to
the specific process areas) to one that was centralized. In this new
model, all of the work crews would be dispatched by priority.
Theoretically the idea was sound and, if approached correctly, could
work. However, all he did was rearrange the boxes without much
thought to the resultant impact. What happened was that, in one mas-
sive change, he broke the culture apart. The values, which were focused
on close relationships between maintenance and production, were bro-
ken. The role models that existed before the change were no longer in
place to advance the company’s reliability concepts. The rituals and
their supporting rites, which were process centric, were broken and the
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cultural infrastructure was disrupted.

The effort met with strong resistance and ultimately failed, return-
ing us to the area concept and providing us with a new manager.
Although the effort eventually worked out in the end, the disruption and
resulting problems caused by the change were not worth the price.

A change in management after which those newly installed in their
positions change the structure to suit what they believe is a better way to
manage.

In this model, new managers are hired to correct plant problems. For
our example, these problems are related to reliability and maintenance.
The new managers were presumably successful in their prior employ-
ment; otherwise, they would not have been hired. They were brought
into the plant to make things better.

The mistake the managers make is believing that they need to reor-
ganize to show everyone that the old way is gone and a new process (and
managers) has arrived. To make matters worse, this reorganization
usually takes place shortly after their arrival — long before they have
had a chance to try to understand the culture and address its idiosyn-
crasies.

The result of implementing change in this manner is the same as in
our previous example. Because the managers have not taken the culture
into account, the culture will work to restore the status quo and ulti-
mately win out. An additional problem in this model is that the new
managers are unlikely to give up easily. After all, the new model that
they are implementing made them successful in prior job assignments.
As a result, conflict will arise between the managers, as they try to
implement a new structure, and the cultural infrastructure working to
maintain the status quo.

Adjustments to a structure to accommodate individuals and their spe-
cific skills.

Years ago I worked for a manager who had superior skills in produc-
tion, maintenance, and reliability. Given his abilities, when we reorgan-
ized the management team, we consolidated the managers of production
and maintenance into one position called production manager. My man-
ager, qualified in both areas, was given the job and he executed it well.
The problem with this form of structural change is that it is based on a
single person’s set of skills. When my manager moved on to another job,
there was no one with the same set of skills to replace him. A very high-
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powered manager was put in the position, but his skills were more pro-
duction focused; over time, maintenance suffered. Several years later,
we went back to separate managers for each of the functions.

Recommendations from a process consultant

The other type of organizational change comes from the work of
process consultants. Many times when we hire consultants to help us
improve our work process, their deliverables include recommendations
to change the organization. This type of structural change has the most
chance of success because consultants understand the global nature of
process change and consider restructuring along with the other ele-
ments. Their recommendations usually include transition planning and
training so that the shift is accomplished with a focus on success.
Although potential pitfalls remain, at least direction is coming from
someone experienced in this type of process improvement.

11.8 The “How To Do It” of Structural Change

Restructuring takes place all of the time in business. We have talked
about the pitfalls of restructuring for the wrong reasons or with the
wrong focus. The real question is how do you do it correctly. My concept
is not the same as what you may have heard about how to restructure.
It takes a different approach and brings organizational culture into the
discussion. You can not restructure without seriously addressing the
cultural issues that already exist or the new cultural dynamics you will
be creating with your new organization.

Only two steps are identified here. If you address these before you
start the restructuring exercise, you will increase your chances for suc-
cess tenfold. Once these steps are addressed, the other steps are the
same that you have used numerous times in the past. For additional
information regarding Structure, see Successfully Managing Change in
Organizations: A Users Guide — Chapter 11.

Know your vision and your values.

Start the restructuring effort by clearly knowing your vision of the
future as well as the value system that you wish to have in place to sup-
port it. Remember: A vision that is reactive (repair-based) will require
a structure far different from one that is reliability-focused. Building an
organizational structure that won’t support the vision will create high
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levels of frustration within your organization as well as with your cus-
tomers.

Address the organization’s culture.

Before you implement the change program, address the organiza-
tion’s culture, specifically the four elements of culture described in ear-
lier chapters. Only then can you prepare the organization for the change
that is coming.

The first element of culture — values — needs to be aligned with the
new structure. If you currently have a reactive culture, but are trying to
switch to one that is reliability-focused, the current cultural values are
not in line with the new way you plan to do your business. In this case,
reread the chapter on organizational values. Then put in place a plan to
communicate; generate buy-in from the organization for the new work
focus. Only when buy-in is achieved can structure be changed.

Rituals and rites are also extremely important to have in alignment
before you alter the structure. You need to fully understand the current
set of rituals and the rites that reinforce them. Suppose that the rituals
are focused on the plant emergencies or problem of the day at the
expense of planning and scheduling. The reinforcement that the main-
tenance people get for quick response (the rite) is a difficult thing to
eliminate for both the maintenance and production personnel. Until you
determine how to alter the rituals and their associated rites, however,
structural change is not ready to take place. For example, think how
frustrated the maintenance foremen and their crew will be if the new
structure eliminates their rapid response and pat-on-the-back work
process.

Role models also need to be addressed prior to the change in struc-
ture. In a reactive work environment, the role models are far different
than those in a reliability focused one. In the current process, those
engaged in the work look to their reactive roles models for guidance and
support. These are the people who are looked up to and used as models
for behavior. They are respected because they support the reactive
process. What will happen if you restructure in a way that removes the
influence of the current role models, replacing them with people who the
current work process does not recognize as major players. Consequently,
you need to have the right role models in place before restructuring
takes place. Doing so can take time, but positioning yourself in this
manner will provide you with a higher likelihood for success.
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In addressing the culture before you change your structure, you must
also carefully consider the cultural infrastructure. The symbols (meas-
ures) that are used to designate success, how you persuade the “keepers
of the faith” to adopt a new way of working, and the communication
structure you put in place to keep the organization informed before the
change — all of these are important to your efforts. Addressing these
aspects of the cultural infrastructure before changing the structure of
your organization reduces the likelihood that the structural change
effort will be derailed before you start.

11.9 Close

Whatever final structure you create to achieve plant reliability —
process, functional, or hybrid — your ultimate goal is to increase the
organization’s focus on plant reliability. To accomplish this goal, you
must focus first and foremost on culture and its primary components:
the four elements of culture. If you fail to focus properly, you run the
risk of a structural — cultural mismatch, creating a structure that will
not be supported by the plant’s culture. Over time, the culture always
wins. Therefore, at the beginning, you need to recognize the importance
of culture, understand it, address it in relationship to structure, and
make your cultural shift before you make your organizational shift.
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Group Learning

12.1 Introduction to Learning

This chapter is about group learning that is specifically related to
organizational change, and even more specifically related to plant relia-
bility. Every organization and its employees learn continuously.
Although you and your organization may not learn the correct things
nor apply what you have learned, nevertheless, learning goes on all of
the time.

The questions we will address in this chapter are

1) What is group learning?

2) What constitutes a learning organization?

3) How do we acquire knowledge?

4) How does group learning apply to reliability?

5) How is learning supported or impaired by the organization’s
culture?

6) What we can do about it?

In our daily lives, we learn something new everyday. It is important
that we consider each of these new things that we learn, and then see
how they are applied to the world in which we work. If we don’t, there
is a significant risk that the world will change and we will be left
behind. Think of the things you have learned over your career—they
have been applied towards making work easier and making you more
productive? Computers are a simple example of learning that has
affected everyone. I can still remember doing things long hand and the
large amount of time and effort it took. I can also remember the difficult
time and extended effort required to justify one PC in our entire organ-
ization. Times change; we must learn and apply what we have learned.

Even more important for the success of our companies, we must
learn as a group, hence group learning. No one individual can easily
make a change for the better. You may have learned something that can
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vastly improve the reliability of your equipment, but if that learning is
not transferred to the entire group, it will never be implemented.
Groups are what make up the organization and, ultimately, the compa-
ny. If the group learns something new that will support their effective-
ness and efficiency, and they are aligned in their approach, the result
will be a powerful and successful change.

Years ago, I learned that reactive maintenance was not nearly as
effective as work that was well planned and executed. However, many
co-workers still embraced the old reactive way of working. At one point
our expenses were extremely high largely as the result of poor reliabili-
ty and our “break it — fix it” mode of operation. We were told that we
would be either sold or shutdown within a matter of six months. With
plant closure looming on the horizon, the organization was open to any
ideas that would improve our performance and make us an attractive
purchase. They were willing to learn new ideas, among which was plan-
ning and scheduling. We implemented these concepts and improved our
performance. I can not say that this was the reason we survived, but our
improved productivity and improved reliability certainly helped. As a
team we learned; the power of implementing the new ideas was a signif-
icant factor in our purchase.

Organization

Figure 12-1 Organizational learning levels
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12.2 Group Learning Defined

For an organization to make a successful change from its current
state to one focused on reliability and proactive maintenance, it must
have group learning as one of its key elements of change.

To better understand the concept of group leaning, we need to define
this term. We then need to break the definition into its component parts,
developing an equally deep understanding of each part.

Group learning is the ability of individuals to acquire new knowl-
edge, then use this knowledge in a group setting that either leads
to aligned alternative courses of action or reinforces that the cur-
rent course of action is correct.

Let us break this definition down so that we can discuss its signifi-
cant parts and better understand what group learning for an organiza-
tion is all about.

12.3 Levels of Learning and Alignment

Organizational learning takes place at three levels: the organiza-
tional level, the work group level and the individual level. Each is a sub-
set of the prior group. The work group is a subset of the organization
and the individual is a subset of the work group. Figure 12-1 illustrates
these relationships.

As you can see, individuals are part of work groups. Although we
learn at an individual level, the learning never fully takes root unless
the idea is embraced by the team of which we are a part. Later we shall
learn how the culture of the organization and the working groups (sub-
cultures) influence learning.

The work group level is where learning can gain a foothold. However,
this is not as simple as we often want it would be. Work groups are
dynamic. People learn in different ways and draw conclusions that may
be different from other members, even though they are presented with
the same basic information. Suppose at a recent seminar you learned
about a new technique for aligning rotating equipment. From this expe-
rience, you recognized that this new procedure could significantly
improve the effectiveness of your plant’s mechanics. However, when you
introduced the concept to your work group, many members resisted the
idea. Some believed that it would diminish their skills, others believed
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that the new process could only be handled by a few experts and ulti-
mately cost them their jobs, and a few liked the idea and could see the
benefits.

Thus, a simple new idea that would improve how work gets done met
with various reactions from the group — most against the idea. This mis-
alignment of what people understand from the information that you
provide them can seriously derail even the best of ideas. It can be over-
come by slowly introducing new ideas and handling them on a pilot
basis. Then everyone has the ability to see the benefits and understand
the impacts. When this approach is taken, successful implementation of
a new 1dea is generally made easier because people have time to learn
more about it and ultimately accept it.

If it is hard to achieve alignment in a group, imagine how hard it will
be to take learning from one group and apply it across an organization.

12.4 How We Acquire Knowledge

We acquire new knowledge from both external and internal sources.
Externally we encounter new information all of the time. We learn from
participating in conferences and seminars, meeting with company rep-
resentatives on industry committees, working with external consult-
ants, attending training classes, and many others. Internally we learn
from our constant interaction with other plant sites, other departments
within our own site, and new hires who have a more objective view of
what we do — at least for the first months of their new careers.

The problem we face is that we continually filter information.
Learning new things is one step towards change. The harder step is
being open enough to allow new ideas past our filters so that we can
analyze the information and determine if it is applicable. We need to be
open to the fact that someone else may have invented a better mouse
trap. If we fail to turn off the filters, we are doing a disservice to our
company by potentially missing out on new ways to improve the work.
Filters of this type look and sound like:

* That is not how we have done this work before.

* We have been successful with the old method — why change?

* We tried that before and it was a waste of time.

* Our way of doing is better.

* That is a different industry — it won’t work in ours.

* That can’t be right; our information says something different.
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Many others could be added to the list. Each in its own right is a
destructive force that can render the best new idea useless. Rather than
dismissing new ideas, analyze their value. When there is value, use the
idea to improve the business. When there is no value, dismiss the idea,
but at least you will know that its potential was evaluated first. The
learning organization can recognize the gaps within their own sphere of
knowledge then create or acquire new knowledge to fill these gaps. Keep
in mind that filters can also provide a useful purpose. If used construc-
tively, they can provide a framework that will enable you to pre-screen
information so that your efforts are focused. In that way, they help you
to keep too many low-value ideas from overpowering the good ones.

12.5 How We Employ This Knowledge

In Chapter 8, I discussed feedback loops as a part of the learning
process. Figure 12-2 shows a single loop where we set goals, act on the
goals, and compare the results of our actions. Where there is a gap
between our goal and the experienced outcome from the work, we iden-
tify it and feed it back into the work system. This causes us to readjust
our work activities so that our next outcome more closely matches the
desired goal.

Goals via the
Achievement
Model

Activities — Mismatch
(negative)

Feedback causing adjustment
to the work activites

Figure 12-2 Type 1 learning
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Goal
100
Goal achieved 100%
1 at the 4th
iteration of the
80 PM process
| Level ofj
performance
| fromeach
60 iteration
40 —
20 —
Iteration #1 Iteration #2 Iteration #3 Iteration #4

Time
Figure 12-3 Type 1 — achieving the goal through repetitive iterations

Through continual application of the learning loop, we eventually
close the gap and reach the goal.

At this point, we may want to readjust the goal. New goals that are
more challenging that the previous ones raise the bar. Suppose we want
100 percent compliance with the preventive maintenance program (PM)
so that PM tasks are completed as scheduled. After conducting our pro-
gram, we measure the results. Assume that the first time we do this; our
compliance is at 80 percent. This result is then fed back into the work
process; changes are made that will affect the rate of compliance.
Assume that the outcome of the second iteration is now 90 percent. Once
again we review the work outcome and adjust the process until, at the
fourth iteration, we reach the goal. Figure 12-3 demonstrates this
process graphically.

The above single loop learning process is relatively simple to apply to
single activities such as a PM program, but think how much more diffi-
cult it becomes when applied to the many and inter-related goals of the
business.

Furthermore, the single loop learning process has a flaw. What if the
goal against which you are comparing your activity outcomes is wrong?
Not possible, you say! Consider organizations that have rapid repair or
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Goals via the
—» Achi it
Model
- Mismatch
Activities - (negative)
Goal is OK. Work
towards achieving it
Re-examine the goal and make necessary changes.

Figure 12-4 Type 2 learning

“break it — fix it’ as their mode of operation. Their goals are centered on
improvement to the repair process. These organizations have feedback
loops telling them to strive to fix things faster.

We already know that in most instances this goal is expensive and
inefficient. Therefore, what can be done to break this flawed feedback
process? The answer is the employment of double loop learning as
shown in Figure 12-4

In this model there is an additional process. Not only do we examine
the outcome of our activities versus our goal and make needed adjust-
ments, but periodically we also re-examine the goal and make adjust-
ments here as well.

Let us go back to our PM example. Suppose that when reached the
90 percent compliance level, we noticed that the benefits from attempt-
ing to reach 100 percent were minimal when compared to the amount of
effort, time, and money that would be required to achieve full compli-
ance. Do we want to continue chasing this goal? In some circumstances,
the answer may be no. Instead we need to re-examine the goal and make
adjustments at a higher level. Our goal may need to be changed to 90
percent PM compliance (for example, not worrying about PM on some
equipment) and 10 percent predictive maintenance. This brings into
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play a different feedback loop — not working to alter our activities, but
to alter our goal.

Understanding and employing this process is often new, different,
and difficult for an organization. However, as you learn you evolve; the
goals that you set at the beginning need to be altered based on your
learning. We will talk more about how this works when I address learn-
ing spirals. Realize, though, that if you always conduct business in the
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same way, you can never expect to get anything other than the same
results of the past.

The next question that needs to be addressed concerns when to re-
examine the goals. The rule of thumb is that goals should be re-exam-
ined when the current level of activity is no longer generating incremen-
tal benefit. This level varies for different organizations. It is not usual-
ly tied to a calendar, even though companies seem to believe that goal
setting is an annual event.

Goals, their review, and often their readjustment fit an S-curve
model. Figure 12-5 shows how this model works. The x-axis represents
time and the y-axis represents the level of performance from low to high.
The activity that we are tracking against our goal starts off slowly. As
time progresses, it is accepted. Then, as performance feedback is fed
back into the process, performance begins to rapidly improve. The ini-
tiative reaches maturity, after which progress slows, often reaching a
plateau where addition improvement is non-existent.

At this point, the second loop of the double loop learning model needs
to be employed. As the existing goal is reviewed, we recognize that it is
time to make a transition to a new goal that once again will add signif-
icant value to the company.

Figure 12-6 shows an S-curve for maintenance in some companies. In
this model, the company begins in a reactive mode of operation. Over
time it learns that this way of working is both inefficient and ineffective.
It then shifts to a PM focus. After a while, this program also fails to
deliver the value that the organization wants. Next, they shift to predic-
tive maintenance and so on through continued feedback loops that alter
the organization’s goals.

12.6 Spiral Learning

The single and double loop learning models provide us with a valu-
able insight into the process of learning. Most important, the process of
learning and using new ideas and tools is not linear. Learning does not
proceed as a work project would in which we know what the outcome
will be before we start the work. Learning is far different. As shown in
Figure 12-7, it takes place in spirals that are similar to the single and
double loop models.

In spiral learning, we identify a new concept or idea, plan our
actions, execute according to our plan, and then review the outcome
using the feedback loop models. Through the feedback loops, the review
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Original
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Review
Redefine

Revised
Concept
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Execution

Figure 12-7 Spiral learning Planning

will direct us to alter our activities or even our goals. When we start any
loop, we often do not know what the second, third and future loops will
look like until we get closer and have learned from our actions. This
point is especially important for engineers and their managers who
have been trained to think linearly. However, linear thinking does not
work well in the world of change where activities, results, and future
activities are non-linear. For a more detailed review of this subject, see
Chapter 3 of Successfully Managing Change in Organizations: A Users
Guide.

12.7 Learning and Blame

As we perform various activities in an attempt to achieve our goals,
things often go wrong. The wrong procedure is applied to the work, the
wrong part is installed, and the equipment is started up incorrectly, a
whole host of other things that affect production and performance may
also go wrong. A learning organization will approach these failures far
differently then another type of organization, which I will call a blam-
ing organization. In the learning organization, the leadership will ask
“What can we learn about this problem so that we can avoid it ever hap-
pening again?” A blaming organization will search for the guilty, and
then assign blame and punishment. In the learning organization,
improvement is a definite possibility; in the blaming organization, a
repeat of the problem is a certainty.

A learning organization will work hard to search out the root cause
of the problem and, in turn by correcting the root cause, eliminate the
potential for reoccurrence. This goal can never be accomplished if blame
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and punishment are part of the equation. The reason is that people will
not tell the truth about the incident for fear of being blamed and pun-
ished. Why would mechanics or production operators in a blaming
organization admit to making a mistake if the consequences could be
avoided by playing dumb? Therefore, they say nothing and the real
problem—that the wrong part was in the warehouse or that the proce-
dure for start up was wrong—goes unnoticed. As a result, we do not
learn from our failures.

A learning organization addresses each of the above problems differ-
ently. It provides amnesty for these individuals, guaranteeing that
there will be no punishment if they reveal what happened during the
investigation. In this way, learning organizations can get at the root
cause of the problem and prevent reoccurrence. However, an amnesty
policy sets up a conflict. How do we provide amnesty and still hold peo-
ple accountable for their actions?

Two types of actions need to be considered if we are to address the
question about amnesty: inadvertent actions and willful actions.

Inadvertent Actions

Inadvertent actions are steps that we did because we believed that
they were correct. When inadvertent action causes failure, blaming the
individual that caused the actual failure is useless. They are the last
link in a long chain of failures that led up to the event. Take, for exam-
ple, the wrong part in the warehouse. Is the person who installed it after
taking the number from the bill of material to be blamed? No. The cause
of the failure needs to be spread far across the organization. Part of the
cause was the engineer who wrote down the wrong part, the purchasing
agent who bought it, the vendor who should not have supplied it but did,
the rotating equipment engineer who told the mechanic to install it, and
finally the mechanic. Learning and, ultimately, corrective action are far
better served by making certain that everyone understands that there
1s no blame and punishment for this type of failure. In this way, through
amnesty we will learn the root cause of the problem and the wrong part
will never be installed again.

Willful Actions

Willful actions are steps that we did even though we know at the
time that what we were doing was wrong. This type of action is far dif-
ferent from inadvertent actions. In these cases people, are breaking
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what are referred to as the Laws of the Land. These actions do and
should bring blame and punishment. For example, mechanics who
bypass a plant safety rule, thereby exposing themselves and their co-
workers to serious injury, have broken a Law of the Land; they deserve
the blame and punishment that accompanies it.

The important thing for a learning organization to provide at the
work site is a clear understanding of what the Laws of the Land are. In
this way, people will easily be able to differentiate between inadvertent
action and willful action. The amnesty rules can be applied to improve
our learning from our failures.

12.8 Learning and the Eight Elements of Change

It is easy to see how learning can be applied to the other seven ele-
ments of change. All of these elements, along with the actions we take
related to them, are tied to single loop and, quite often, double loop
learning as we develop and improve upon our goals. When learning is
not an active element of change, we are doomed to repeat our mistakes,
never really understanding their cause. A quotation that immediately
comes to mind: “If you do the same old things in the same old way, you
will always get the same old results.” Isn’t this exactly what happens
when we fail to learn and apply what we have learned?

All workers need to keep their eyes and minds open to new ideas and
think about how these new ideas can be applied. The eight elements of
change provide a framework in which to conduct this learning examina-
tion. For example:

Leadership - Identifying the lack of leadership skills in key indi-
viduals who you need to champion the change initiative, and then
providing them with the training they require to be successful.

Work Process — Recognizing that a reactive maintenance work
process is both inefficient and ineffective, then developing a proac-
tive process to improve equipment reliability.

Structure - Identifying the fact that the current work structure
may not support your longer-term reliability goals, then changing it.

Technology — Determining that the systems being used in sup-
port of the business may be antiquated, then finding and imple-
menting new ones.
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Communication — Understanding why communications with-
in your plant never seems to get the message across to the work-
force, then changing the process.

Interrelationships — Learning how the various interrelation-
ships within your business either support of fail to support the new
change initiatives, then doing something about the problems.

Rewards — Recognizing that the old reward structure may not
serve to promote change, then altering it to one that does.

12. 9 Learning and Culture

As we learn and make changes to improve, there is another aspect of
learning going on within the organization’s culture. Throughout our dis-
cussion, we have talked about changing the culture from one focused on
reactive equipment repair to a new culture where equipment failure is
not accepted as the norm. As we bring in new managers, change the
work processes and structure, implement new computer systems, and
work through other initiatives designed to accomplish this cultural
shift, the organization is watching and measuring the effort. The exist-
ing culture, whether good or bad for the business, is one that has been
around for a long time. Many of the managers and others who have had
lasting careers have achieved their success by working within the cur-
rent work culture. As a result, the culture and those within it are going
to be very skeptical of any new way of doing things. However, new ways
can be learned and new processes adapted if the culture can be con-
vinced it is within their best interest.

Everyone of us has been exposed to change programs throughout our
career. Most of these could be described as the “program of the day.”
Over time or because of managerial changes, these programs have come
and gone. If we are to be successful with our change programs, we must
first change expectations about the program itself. We accomplish this
goal by paying careful attention to what we are doing and how it affects
the four elements of culture. Figure 12-8 shows how the four elements
actually work as part of a system. Failure to address these elements and
their interrelationship can spell disaster for change initiatives. Yet if we
address them properly, the organization will learn that we are serious
and we can more easily shift the culture.
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Organizational
Values

Cultural
Infrastructure

Role Models

Rituals and their
supporting Rites

Figure 12-8 Cultural infrastructure model

Organizational Values

The values of the organization are paramount. These values are
often expressed as a mission statement, written down, and widely dis-
tributed to the organization. If you do only this, you fall far short of the
expectations of the culture and what they need to embrace the new way
of working. They want to see management “walk the talk.” They want
to see action in support of the written values, and they want to see it
both continuously and consistently. A great deal of effort is needed to
establish this level of cultural credibility, but through this effort, the

organization learns that you are serious. Examples include:

* Proving that preventive maintenance is truly important by not

reassigning the PM crew — ever!

* Learning from failure by trying to understand how to prevent it,

not through punishment.

*Telling people training is important and then providing it.

* Praising proactive work efforts far in excess of those who work

reactively.

* Hiring people with skills that support the new process.
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*Investing properly in better reliability. Cutting costs may look
good in the short term, but spells long-term problems while
undermining the organization’s confidence.

Role Models

Once the value system is in place, the next step in the learning
process is to provide the role models who demonstrate the way you want
to work. This step can be painful at times as those who had been the role
models for the old way of working get moved aside. However, if this
transition is not made, the organization will quickly learn that, even
though the new values have been established, the new message has no
teeth simply because the old role models are still running the show in
the old way.

Rite and Rituals

With the values in place along with the role models to support them,
the next step in the learning process is to alter the rituals and their sup-
porting rites. These alterations must be made or there will be major dis-
connects between expected performance and what is actually taking
place.

The Cultural Infrastructure

Last but not least is the cultural infrastructure. The infrastructure
is anchored in the old way of working. However, if the first three steps
are handled properly, those who have primary roles within the cultural
infrastructure will learn new things and change over time.

12.10 Learning — A Keystone of
The Process of Change

Every organization learns something new every day. The important
thing is not just that they learn, but also that they think about what
they have learned and then apply it to the process of continuous
improvement. If the organization does this, then it will thrive. This
applies equally to individuals at every level within the organization.
Failure to take advantage of what we learn can be disastrous because
we will make the same mistakes over and over. That is why I believe
that group (and individual) learning is the keystone of change. Just as
the element of leadership drives the process to a vision of the future,
group learning is the fuel that gets it there.
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Technology

13.1 Introduction to Technology

When someone hears the term technology in the context of change
management and organizational culture, it brings to mind many mean-
ings. In our context, the term is very specific; it refers to the software
applications, and the information they provide, in support of the relia-
bility and maintenance work processes in place within your company.

But how does technology, as defined here, involve itself in the study
of organizational change at a cultural level? Before answering this ques-
tion, let’s look at some examples. Think about the repair-based method
of working. In that process, things broke down and we repaired them,
initially using paper work orders and storing the results of our efforts,
again on paper. Having detailed information to analyze our problems
was not nearly as important as getting the equipment back on line. In
this mode of operation, paper was certainly good enough for tracking
information.

Now consider a close analogy — unit mechanics. In their most simpli-
fied form, unit mechanics are assigned to an operating process simply to
fix what breaks down as quickly as possible at the direction of produc-
tion. Most often these positions are justified in order to keep the small,
easy repairs out of the system and to have the simple repairs made
quickly. If you look closely, most of these unit mechanics work from a
paper system with little or no information retained to indicate what was
accomplished. This example shows a low technology / paper system at
work.

In today’s reliability-focused world of maintenance, our work orders
are generated by a computerized maintenance management system
(CMMS). The information we obtain to support our efforts is also stored
and retrieved when needed from computers. Today we are focused on
equipment reliability and the concept that things are not supposed to
fail. If they do fail, we don’t want only to make a repair, but also to
understand why it failed, then make repairs that eliminate the root
cause problems so that unplanned failure will not reoccur.

We can now answer the question asked early in this section about

193
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technology’s involvement with change. Working effectively and efficient-
ly in our new reliability-focused work environment requires timely and
accurate information. Meeting this requirement is where technology fits
into the picture, both in the systems we employ and the information
that they deliver. As used in our discussion, technology is the enabler of
change. It supports the other seven elements of change as well as pro-
viding a reinforcing foundation for the four elements of culture.

In this chapter, we shall discuss how technology supports change and
the elements of change. We will also look at how the proper use of tech-
nology can support a reliability-focused culture shift for your organiza-
tion.

Any discussion of technology must also recognize a “dark side” in the
incorrect use of technology and poor information. Either not having or
having but not using the technology, then generating incorrect or inac-
curate information, will undermine your change processes, also disrupt-
ing the new work culture that you are trying to create.

13.2 Technology — The Systems That We Use

Types of Technology Systems

Two types of technology systems support change in a reliability-
based work culture. These are administrative software tools and specif-
ic functional tools.

Administrative Tools

These are software applications that handle information about the
work process. They also provide the user with the ability to work with
the information as the work process progresses. Examples include your
computerized maintenance management system, a system for control-
ling supplemental workers (contractors), financial, materials manage-
ment or financial systems, and programs that provide reports for analy-
sis and action.

Functional Tools

These are software applications that work specifically with a func-
tional part of the business. These tools provide a place to store the infor-
mation you gather and directly help you conduct problem analysis. They
also help you convert the information into data that is analytical and
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predictive in nature. Examples include vibration analysis, thermogra-
phy, stationary equipment thickness and remaining life information,
operator driven reliability software (usually part of a handheld electron-
ic process), and others.

Reasons for Using Technology

Administrative and functional tools are equally important if we want
to change from a repair-based work environment to one focused on reli-
ability. However, many people still believe that state-of-the-industry
technology is not necessary. Instead, they believe that doing things the
old way, manually or with antiquated software, is good enough. We will
discuss this concern further in the section on role models. For now, I
want to explain why the old way is simply insufficient if a company
wants to survive in today’s marketplace.

These older processes worked when all we wanted to do was to fix
what had broken down and return it to service as quickly as possible.
They do not work in a reliability-focused environment because they can
not deliver the essential and required information. What we require are
modern systems with information that is accurate, timely, controlled,
widely accessible, consistently logical, and integrated. Otherwise, a reli-
ability-focused culture is difficult or even impossible to achieve. Let’s
look at the key factors required.

Accurate Information

The information within our systems needs to be accurate. Older sys-
tems or manual efforts do not always live up to this requirement. Older
systems are difficult to manage and information doesn’t always get
entered. Both manual systems and older computer systems that require
extensive manual intervention are subject to human error.

Timely Information

The information needed to make sound decisions may be available,
but older systems and manual processes have extreme difficulty getting
it to the right person in a timely fashion. Reliability-based decisions
require information to be at people’s finger tips when needed

Controlled Information
The information within our systems needs to be available, but it also
needs to be controlled. The majority of people who need information
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really only need to see it; they should not be able to remove, alter, or
delete it. Newer databases provide this level of information security.
Older systems are much more difficult to control, manual processes are
even worse.

Widely Accessible Information

The majority of older systems are functional in nature. As a result,
they are only accessible to the function and the members of the function
that they support. Many people liked this because it was their system
and others needed to come to them for their information. If we want the
work to have a reliability focus, everyone involved must have access to
the information that will lead them to quality decisions.

Consistently Logical Information

Information has a logic to it, especially if it is being analyzed by the
system. Software provides consistently logical results. Older software is
limited. Human systems are subject to human error or logical processes
being incorrectly applied as different people perform the required tasks.

Integrated Information

Older systems and manual processes were fit into functional silos —
those in the function were the only ones who had access to the informa-
tion. Consequently people had to seek out this information from other
departments — a time consuming effort — or make decisions without
the information.. If you want people to make quality decisions, then you
need systems that allow them to gain access to all of the information
required to make those decisions. You need to establish a way to bring
all of the information together for access by those who require it. This
can be a manual process, but preferably you can work within your com-
pany to develop an electronically integrated solution — one that links
the systems and the information that these systems contain.

Technology tools that provide these basics are not easy to obtain and
can be extremely expensive. Some companies have purchased multi-
functional software to try to achieve these requirements. The expense is
large and the software often fails to deliver one tool for all needs. The
problem is that our administrative and functional needs are just too
diverse and complex. Other firms simply employ multiple technological
tools. They trust that the users of these tools can obtain what they need
by knowing how to navigate more than one system or simply by getting
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the information from someone who does. Each of these approaches is
time consuming and difficult. Finally, using new technology solutions,
many companies have worked to integrate their systems so that infor-
mation can be obtained from a single source without having to know the
systems from where it came — systems / information integration.

The best use of the technology is obtained by the integration solution.
It certainly is less expensive, it can provide a way to link all systems
(and the information that they contain), and it delivers what is needed
to run a reliability-focused work process.

13.3 Technology — The Information That We Create

Technology in the form of computer systems is only half of the story.
When we need to make decisions about how we are going to repair a
failed pump, we need more than software. We also need the information
that the software can deliver. This information includes:

* pump basics

* Dill of material

* what was done the last time the pump failed
* any upgrades planned for this equipment

* the repair history

* safety requirements that need to be included in the work plan

All this information must be accurate if we are to perform our jobs
properly. It’s the job of the software to make this information accessible
and integrated. But that goal will fail unless we have processes in place
to make certain that the information entered into our databases is accu-
rate and timely.

Important Rules for Information

Several rules apply to this type of information. If these are followed,
the resulting information that becomes available for the decision-mak-
ing process is likely to be what is required. Without these rules, the
information will be suspect by the organization, which will foster a cul-
ture that will always be checking its accuracy with the experts. These
checks are time consuming and inefficient, and add a layer of skepticism
that undermines success. Therefore, you need to apply these rules.
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1. Never have the same information in more than one system.

When you have various functions entering information into function-
ally-specific software databases, you always run the risk of having the
same data fields in two places, often with two different values. This con-
flict needs to be avoided at all costs. First, you run the risk of someone
using the incorrect information to make a critical decision. Second, peo-
ple will learn to distrust the information. The former is dangerous; the
latter breeds ineffectiveness and inefficiency. The solution is to analyze
the information in each of the databases and remove those that are
redundant. There should be only one data set. If the information is
required in other databases, create interfaces to get it there on a regu-
lar basis from the primary source.

2. Make information accessible in a read-only mode and an easy to
obtain format. (Integrate, if possible.)

People need information, but they seldom need the ability to alter it.
Therefore, make the majority of the information available in a read-only
mode. Most systems today allow this level of security to be placed on the
information.

3. Tightly control who can add, change, or delete information.

Engineers maintain the philosophy that people who find inaccuracies
in information should be the ones to change it. This line of thinking
believes that we are professionals who should have system access to
make changes. People probably would not make destructive changes to
the information, but it is still possible. More likely, those with good
intentions may make incorrect changes.

The problem is that the people we want empowered with the ability
to change information do so infrequently. When they do, they are prone
to error or to entering the information incorrectly. In addition, the infor-
mation may need to go into one or more systems; only a data integrity
expert familiar with the databases would know the other places the
information i1s needed. In sort, restrict who can make additions to or
change your database.

4.  Have a detailed process in place for new information, informa-
tion changes, and information removal.

Along with rule #3 is the need to have detailed processes in place for
information handling. If we are going to severely limit who can make
additions or changes to the databases, we need to provide a detailed



Technology 199

process to enable people to get their updates to those handling the
entries. We also need to provide training for entering the information
correctly.

5. Make certain that the information handling process is followed.

Limiting access and having a process to update information is worth-
less if the process is not followed. You need to assign a specific person or
group from your organization the responsibility and accountability, not
only to make changes, but also to make certain that the process is fol-
lowed. This can be accomplished by contacting the managers of the proj-
ects affecting the information and auditing it on an on-going basis.

6. Evaluate new approaches to information handling and access.

Finally you need to continually evaluate better ways of handling and
accessing the information required for reliability-based decision mak-
ing. Years ago I was involved with the installation of a new maintenance
management system. This system had the capability of storing asset-
related details such as pressure settings, weights, metallurgy, and other
significant design information. In an effort to make this a value-added
tool for the user community, we spent considerable time and money
gathering and inputting this asset-related information into the system.
Ten years ago that was the best available solution.

Today these fields are no longer utilized for the asset-specific infor-
mation. Our new approach is to scan the data sheets into an electronic
document management system and index the system based on the asset
numbering used by the plant. In this way, users who need information
can easily obtain the entire data sheet instead of searching for a specif-
ic piece of information buried deep within the maintenance software.
The ability to update this information through the control of the most
recent version of the data sheet is also achieved so that the user knows
that the information is accurate.

13.4 Technology in Support of the Elements of
Change

As I stated in my prior book Successfully Managing Change in
Organizations: A Users Guide, technology is an enabler of the change
process. Whether it is through the systems we employ or how we man-
age information for the user community, technology does nothing more
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than enable the change process to proceed. Conversely, lack of technol-
ogy disables change early in the process. In this section, we will exam-
ine how technology impacts the change process by discussing its relation
to the remaining elements of change.

Leadership

As we have learned, leadership is the key element of successful
change efforts. However, for those in leadership positions to promote
change in their respective organizations, they need technology in the
form of software applications to assure the workforce is given the neces-
sary tools to accomplish the task. They also need to be certain that the
information to support these decisions is accurate and timely.

Suppose that as a leader of your organization you want to alter how
your firm conducts maintenance. You want to move from a repair-based
strategy to one focused on preventive and predictive maintenance. To do
this without the proper technology and related information would be a
monumental task. As a result, you make sure that not only do you have
your work processes in order before you start, but also that systems are
in place to support or enable these processes.

Work Process

Work process and technology go hand-in-hand. However, installing
technology solutions and then trying to force the process to work with
these solutions is placing the cart before the horse. To achieve success-
ful change, you must have your work processes in place first. It is then
far easier to find technology that supports the process. Installing tech-
nology first limits your options because you are trying to fit a process
into a pre-existing frame work.

Another aspect of this discussion is equally important. Software is an
enabler of the change process. It is not change. To be successful, you
need a process in place that has buy-in from the organization. This holds
true even if the process you put in place is manual or uses the current
(and possibly flawed) software. In either case, once the organization has
embraced the process in its own right, you can more easily bring in the
technology that helps the process function.

The same idea applies to the information stored within the systems.
First, the process must be in place to capture it and, second, the organ-
ization must believe in its validity. With these two conditions met, the
organization will be much more open to using the information that the



Technology 201

technology presents. Otherwise, it may dismiss the information as inac-
curate, then return to the prior manual process for obtaining the infor-
mation.

Structure

In the past, we often built our organizations around the function that
it was to serve. Departments were located near those with whom they
interfaced on a daily basis. Members of work groups or functions were
all housed in the same building. Other methods were used so that the
rule of “form follows function” could be maintained.

With the proper use of technology, these restrictions can be relaxed.
Groups can have different structures simply because the work process-
es are automated by business systems; information is widely accessible.
You no longer need to be near those whose information you need to
access.

Group Learning

Groups simply can not learn without information. The technology
used within your company has the potential to provide this information
as well as make it accessible to the group learning process. Without the
necessary information, groups will flounder during their learning
process. In most instances group learning is about doing something,
analyzing the results, and then developing alternate and improved
processes and action plans for the future. Without technology to provide
the groups with this timely information, they will most likely be unsuc-
cessful. For example:

How can you plan the execution of a maintenance job better for
the future if you can’t access the planning and resulting execu
tion information from past jobs?

How can you accurately predict failure if you don’t have a process
and system in place to analyze information collected from past
failures?

How can you properly and safely execute a job if you don’t have
access to the information in the form of design specifications,
hazards, etc.?

How can you predict future problems if you don’t have the tools to
handle the complex analysis required? Examples of this type
of technology include machinery vibration analysis, infrared
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thermography, pipeline thickness monitoring and calculation
of remaining life, and many others.

Communication

Technology also helps with the communication of critical work infor-
mation. Having this information at our finger tips improves our per-
formance and the effectiveness and efficiency of the work. E-mail is a
prime example of how technology supports change through communica-
tion. If not overdone, this system allows people to exchange information
instantly and enables improved decision making across the entire oper-
ation.

Technology in the form of information also supports communication.
Consider how information related to a maintenance job was handled in
the past. You recognized that you needed information in order to plan a
job. Next you needed to figure out where it could be obtained. You then
contacted the people who had it in their office, went to see them, found
the information, made a copy, and then returned to your planning effort.
Not a pleasant picture. This type of effort was often required several
times with several different people in the course of a job. In today’s
world of technology, this communication of critical job information is far
easier. If we handle our information and the integrity of the information
correctly, we can gather information and answer our questions almost
instantly.

Interrelationships

Interrelationships are also supported by technology. The applica-
tions that we use are, in many cases, multi-functional. As a result,
groups of diverse individuals from different organizations must work
together to provide technology — either new applications or upgrades to
those that are already in place. In this way, we are able to leave our
rigidly-defined functional department boundaries and work with others
to deliver a product for the benefit of everyone.

Because technology is always being improved, your company can rea-
sonably expect that any technological applications it installs will even-
tually need either upgrades or replacement. Software vendors regularly
upgrade their products; it often pays to take advantage of these
upgrades. Some vendors add additional functionality whereas others
address problems with the existing application. In either case, your
organization should pay for vendor support — usually a small yearly
fee—and take advantage of these upgrades.
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When the technology in use is multi-functional, you often need all of
the affected functions to agree to any upgrades. This process can be han-
dled on an as-needed basis, but I would like to recommend an alternate
approach. Interrelationships are built over time. Similarly, software
applications become an integral part of a business over this same
extended time period. Therefore, an internal users group should be
assembled to address the optimum use of the technology and develop
the interrelationships needed to move the technology use forward. This
group should have representatives from all sites (one spokesperson per
site). All of the affected corporate functional areas such as materials
management, accounting, and reliability should also be represented.
Meeting on a frequent basis, this group can support optimal use of the
tool and build relationships so that they can collectively position the
company to stay current with the software.

Rewards

When one thinks of rewards, one usually thinks of a promotion, a pay
raise, or even a bonus. The rewards that technology delivers are of a dif-
ferent sort: 1) software applications that support our work and 2) accu-
rate information that, in the end, enables us to deliver quality reliabili-
ty-focused decisions for the business. In the world of maintenance and
reliability, these things are truly rewards, especially when you think
about how work was accomplished in the past and the problems that
arose from not having timely access to accurate information.

13.5 Technology and the Four Elements of Culture

At this point we have discussed how the element of technology fits in
with the other seven elements of change. At broad view, everything
would appear to be fine. You could assume that with the installation of
the right technology, along with the entry and management of the infor-
mation needed by maintenance and reliability, will provide a great deal
of value for the user community. However, that is not always the case.
All four elements of culture play a critical role in whether the broad
view is reality when we get closer to the actual action. For this to occur,
technology must enable and support the culture.

Organizational Values
New technology provides direct support for an organization’s value
system. It contains the information that those working within the sys-
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tem require to make the correct decisions, based on the values. In the
world of reactive maintenance, when confronted with a repair, the value
system is clear — fix the problem, fix it quickly, and get the equipment
back on line. In this scenario, technology does not often play a critical
role.

However, let us look at the proactive reliability-focused model. In
this case, when faced with a repair decision, the value system requires
a much different set of decisions, many of which require timely and
accurate repair information. This information comes from the techno-
logical systems in place. The value system requires that decisions be
made with this information.

Rites and Rituals

As we learned in Chapter 6, rituals are rules that guide our day-to-
day behaviors in our jobs and rites are the events or ceremonies that
reinforce the rituals. Technology has the ability to drastically change
both the rituals and the rites.

For example, consider the implementation of a new computerized
maintenance management system — the ultimate technological change
for a maintenance organization. When this type of change takes place,
the rituals that were in place to support the old process are replaced by
new ones that support and are enhanced by the technology. This
replacement has a serious impact on the organization and the culture,
at both the technology level and within the maintenance process.

On the technology front, the software and the work processes (ritu-
als) associated with it are new. Change brings a level of discomfort and,
in turn, resistance. For these reasons, user involvement with the devel-
opment of new rituals is always part of a successful change of technolo-
gy. In addition, users are almost always involved in the selection process
so that they have a level of buy-in with the final outcome. Further
process and software training are always integrated with the effort and
rollout of the new system. In these ways, the people whose rituals are
being changed are connected to the development of the new set of ritu-
als; they are given the opportunity to adapt to the new rituals by being
involved during the entire process.

Because rites are directly reinforcing the rituals, they need to change
as well with the installation of a new technology. For example:

A new maintenance system will most likely use improved planning
and scheduling techniques. The former process of daily meetings with
production to find out what work they wanted done during the day is no
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longer required. The same is true for the pat-on-the-back rite used for
reactively responding to the crisis of the day.

The new system handles bills for equipment and material and also
provides the needed parts. It will replace the need to seek out the store-
keeper for the things we need to do our jobs (rituals) as well as the
praise provided to the storekeeper (rite) for helping us get what we
need.

A system provides reliability information about a piece of equipment
on which we are working. The system replaces the need to ask reliabil-
ity engineers to take time from their busy schedules to get it (ritual). It
also replaces the process of requesting the information and the time it
previously took to get it (rite).

The rituals are changed by virtue of the new technology being put in
place. The rites are not so easily altered. They affect how we interact at
a very personal level. Often, as in the case of the pat-on-the-back for a
job well done, they change how we are recognized for the work that we
do. Nevertheless, when you implement new technology, is it unsatisfac-
tory simply to be content with the changes to the rituals and not address
the rites. If you fail to take them into consideration, the culture will seek
to re-establish a status quo at the level of rites and, even possibly, with
the rituals themselves. If you think about this, the culture has its own
power to undermine even the best implementation of technology.

Often these problems can be overcome at the ritual level by involv-
ing those who will be using the new technology. The rites can be han-
dled in the same manner. We need to include “rite modification” as part
of the work process redesign effort. This is something that is most often
not even considered when we enter into projects designed to upgrade or
replace technology. Using our examples above, we need to consider:

Establishing a daily planning meeting to replace the daily meeting
with production to find out what broke down over night. At this plan-
ning meeting, production can provide recognition for following the plan
versus reacting to emergencies.

Train the storekeepers to be systems experts in the area of bills of
material. In this way, they will still provide significant value to the
organization. However, the rite will be different; the reinforcement they
get will be from using and training others in the technology versus
knowing where the parts are on the shelf.

The same approach to the rites of the storekeepers can be applied to
the reliability engineers. Instead of being the keeper of the information,
they become the technology experts, training others in how to acquire
the information they seek.
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Roles Models
The individuals in your organization who are the role models play a
critical part in the use of technology. There are three types:

The Promoters
These individuals believe strongly in the use of technology to
enhance the work process and the reliability of their organization
or plant. They are the strong supporters of technology solutions and
improved processes.

The Inhibitors

These individuals do not fully support the use of technology to
drive improved maintenance and reliability. They are the individu-
als who believe that what we have is good enough — even if it is
highly manual in nature and user intensive. They continually put
up roadblocks to delay the delay use of tools that, when coupled
with improved process, would otherwise drastically improve per-
formance.

The Statue
These individuals believe that change in the form of new tech-
nology is not a priority and that the status quo is sufficient. I call
them statues because they do not ever want to change. In many
ways, they are similar to the inhibitors because they delay

progress.

Role models who fit the definition of Inhibitor or Statue are difficult
to change. It may be possible to win their support with a convincing
business case, but getting them to see the value of the new technology
will not be easy.

In those cases where you can get them to support the acquisition of
new technology, great care is needed with regard to the culture. Recall
the prior discussions about role models: The organization and the cul-
ture existing within the organization take their work cues from their
role models. If these individuals are promoters, technology will be
acquired and its use mandated. However, if the role models fall into the
other categories, the technology — although acquired — may never be
used.

Lack of use of the technology you acquire causes several problems.
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First, the project fails, costing the organization money and time. Second,
there is no progress. Third, the damage done as a result of bad imple-
mentation usually creates a situation in which the organization is not
capable of additional change for a considerable time.

Cultural Infrastructure

Implementation of technology is a double-edged sword. If the tech-
nology is implemented correctly and provides what the users need to
properly execute their jobs, it is truly an enabler of the change process.
However, the technology could be implemented poorly, it may not serve
the users’ needs, or, worse, it may make their lives more difficult. In this
case, the technology becomes fuel for opponents within the infrastruc-
ture not only to undermine the technology, but also to undermine the
work process that the technology was designed to support.

Therefore, the members of the cultural infrastructure and the vari-
ous roles that they play within it are important in successfully imple-
menting new technology or technology upgrades.

Story Tellers

These individuals promote the current culture through war stores
about how the culture supported the business. New technology often
works with the process changes to support the business in far different
ways — for example, the switch from reactive maintenance to planning
and scheduling of the work. Story tellers need new stories that focus on
the new technology and how it vastly improves the status quo. Because
they will not seek these stories on their own, you must provide them. In
efforts such as technology rollouts, you must rely on frequent communi-
cation showing how the new technology is an improvement. But be care-
ful! New stories must be based on fact; otherwise, the story tellers will
see through the ruse and you will be worse off than before you started.

Keepers of the Faith

Because keepers of the faith have the specific task of maintaining the
old way, you need to help them recognize the improvements of the new.
One way is to include them as a part of the project team. They can then
clearly see the value of the change as well as being able to represent
that value to the rest of the organization. Because these individuals are
viewed as mentors, their support should go a long way to promoting the
change.
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Whisperers and Gossips

Bad planning and execution of a technology effort, or any change
effort for that matter, is food for the whisperers and gossips. If mishan-
dled, they will work behind the scenes to undermine the efforts of the
project team. However, if the effort is well planned and well executed,
the members of these two groups will have little to whisper or gossip
about.

Spies

Spies disrupt technology efforts by taking information out of context,
passing it along to their contacts in power, and causing problems as the
information is misinterpreted and acted upon. Examples include telling
managers that the project is behind schedule without telling them that
a recovery plan has been implemented or telling someone the consultant
has not developed the training when, in reality, it has already been
developed by another firm.

In each of these cases, the work is slowed down. The project team has
to stop and conduct damage control when, in fact, there was no damage in
the first place. Each interruption is a problem and is further exacerbated
when the false or partial information is spread through the organization
by the gossips and whisperers. Upfront and complete communication,
including the status of the work plan, can often solve this problem

13.6 Conclusion

Technology is an important component of the change process. It
enables change and many of the other elements of the change process.
However, as you have seen, careful attention is needed in addressing
how it impacts the other change elements as well as how it impacts the
organization’s culture. If handled correctly, technology will provide
great value. What hasn’t been considered in the past, and must be if we
are to be successful in the future, is the way that technology affects the
culture.
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Communication

14.1 How Does Communication Affect Change?

Communication is an essential part of getting things accomplished in
the workplace. Rarely can human beings accomplish anything without
the help or support from others. The way we explain what needs to be
done is by communicating with those individuals. In turn, they receive
and act on our message based on our communication skills. When com-
pleted, they communicate this fact to us.

This sounds simple, yet miscommunication takes place every day,
both in and out of our business environment. For example,

A mechanic is directed to clean a strainer on a pump that is not
shut down.

A production worker sets up a batch process incorrectly because
the numbers on the production sheet were hard to read.

An employee returns from vacation and, not being informed about
a critical process change, thereby makes a mistake and causes
production loss.

A foreman does not tell his crew about a pump upgrade that the
reliability group has planned. As a result, they do not include
it in the work scope of the repair.

A manager poorly communicates a new procedure aimed at
improving work in the plant. As a result, everyone is angered
over the change.

A work group explains a simple need to engineering. Not only is
the result not what they wanted, but it is very expensive and
not usable.

This list can go on and on. One thing that all such lists have in com-

mon is that the problems they describe are all the result of poor commu-
nication.

209
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Communication plays a crucial role in our day-to-day activities, but
it is even more important in the world of change. In any company,
change is a major and very significant event. It carries with it a lot of
organizational and personal disruption to the status quo; it must be
handled correctly. Often with change initiatives there is only one chance
to do it right. If you falter during the beginning of a change process, it
is often impossible to retrace your steps and make the needed correc-
tions. Furthermore, even if you are able to undo the problem, you often
leave the organization very skeptical, making your work and that of
your change team even more difficult than it was in the first place.

At the heart of all successful change efforts is good sound communi-
cation on many levels. Not only do you want the organization to under-
stand the “why” of the change, but you also need them to understand
and implement the various and often complicated parts of the change.
Furthermore, you need an open line of communication from them so
that you can answer questions and adjust the process to avoid the major
pitfalls along the way.

This is further complicated when you consider that change is not
always as simple as altering a work process. Quite often there are sig-
nificant cultural issues that come into play. Again communication is a
key enabler of successfully altering a culture. Remember, cultural
change involves not only changing values, rituals, and their associated
rites, but also having a positive impact on the cultural infrastructure.
As a role model for this type of change, you must master the element of
communication if you are to be successful. Even if you are not the role
model, but are on the receiving end, you still need communication skills
to make the change successful.

14.2 The Communication Diagram

Figure 14-1 illustrates the many facets of communication. They must
all work together to ensure good communication, whether you are send-
ing or receiving information. Essentially any communication has six
components: developing the thought that you want to communicate;
converting that thought into a message; sending the message through
various media; translating the message by the receiver; receiving the
message; and feedback. Each has its own set of pitfalls, places where
communication can get fouled up and the wrong result emerge.
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Transmission .
Message Medium

Translate

Sender Receiver

Message Medium

Feedback

Figure 14-1 Communication model

The Sender

The sender is any person or group who needs to communicate with
someone else. The communication could be complex strategic informa-
tion or an assignment of a simple task. You send information a thousand
times a day. This is certainly true in business, especially when you are
trying to make a change within the organization. Thus, communication
begins when, as the sender, you have a thought that you wish to com-
municate.

Conversion

You must now take your thought and convert it into a message that
you can send to the person or group you want to receive it. Converting
a thought into a clear and concise message is often difficult. Think about
any time you had to organize your thoughts for a presentation to a
group. The process was probably difficult. Even after it seemed you had
completed the process successfully, you found that some people in the
audience still didn’t understand what you meant. The key to successful-
ly converting thoughts into a message is to take the necessary time to
make the message as clear as possible. The better that you prepare your
message, the more likely is that it will be properly received and nothing
will be lost in the translation.
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Transmission

Once your thought has been converted into a message, you need to
send it. This may sound easy, but it isn’t. There are many ways to send
the message. How you choose to send it can be as important as the mes-
sage itself. Media run the whole gamut including oral transmission—
speaking your message face to face in a one-on-one setting, speaking in
a group setting, talking over a telephone—to written transmission—per-
sonal letters, group memorandum, and computer e-mail. Transmission
can be in real-time, such as a telephone or instant messages—or delayed
time, such as voice mail or letters. If you select the correct medium, you
have a higher chance that your communication will be successful.

Translation

When the message reaches the receiver, potential problems can still
exist. The message at this point needs to be translated into something
that the receiver can and will understand. Unfortunately, the message
isn’t always translated into the actual information that you wanted to
convey. The receiver’s frame of reference can cause the mistranslation.
Certain phrases may mean one thing to the sender, something else to
the receiver. Spoken words can be emphasized in a different way than
written words. The feedback stage provides an important way of deter-
mining that the translation was clear and accurate.

Receipt

The last part of the trip for the initial communication is its final
receipt. This is the step when the receiver processes the message into
action. If everything has gone according to plan, then the receiver has
received what was sent and acts accordingly. However, if the process is
anything like many communication processes, the message is incorrect-
ly received and inappropriate action is taken.

Feedback

The receiver has a responsibility to assure that what was sent was
received. This check is done through the process of feedback. Simply
restating the message to the sender usually provides this check. The
sender can then either confirm that the message was received or provide
the receiver with clarification.

Noise
The last component of the communication process is not a direct part
of the sequence. Instead, it exists around the process itself and is
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referred to as noise. Noise refers to everything that is external to the
actual communication process, but interrupts or disrupts it. Noise can
be simply sound, whether static during a phone call or people talking
during a presentation. It can also include office gossip that disrupts the
message that people receive or routine interruptions as you do your
work. All of these make communication more difficult.

14.3 Important Things to Remember from the Model

When you think about communicating, you probably think either
about telling someone to do something or about holding a meeting or
group discussion. Yet these uses only scratches the surface of true com-
munication.

Three aspects of communication are important. Depending on the
type of communication, each plays a different role.

Sender and Conversion

The content of the communication can run the whole gamut from sim-
ple (“install that part in pump P-1”) to very complex (“redesign the plan-
ning and scheduling process to include more preventive maintenance
activities”). Both of these, along with each type of communication in
between, bring a different level of complexity to the communication
process.

When communicating simple content, a single task is usually
required by the sender. The receiver does not have to spend much time
interpreting what needs to be accomplished. As the content becomes
more complex, the level of difficulty increases throughout the entire
communication process. As a result, much feedback and discussion are
needed to assure not only that the content was well understood, but also
that the actions taken support it.

Transmission

Two basic approaches are available to deliver a verbal communica-
tion — oral and written. These two approaches can be conducted in
many ways. For example, oral communication can be one-on-one, a
group presentation such as a training class or meeting, or a phone call.
Similarly, written communications include a personal letter, a depart-
mental memo, and an e-mail. Recognize that the delivery must be the
correct one to successfully deliver the content. As the content becomes
more complex, the oral or written communication itself can cause a
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problem because the receiver can interpret the information in many dif-
ferent ways.

Receipt

The last aspect of communication is how it is interpreted — not what
you do with it, because that was handled by seeking feedback to clarify
content, but how you reacted to it. This aspect is very important because
people’s reaction to communication, especially about change, can have a
major impact on the success or failure of the initiative. For example:

How do you react to people telling you something if you perceive
that they are doing it in a hostile or accusing manner?

How do you react to a memo about change when you believe that
it doesn’t make sense or makes things even more difficult?

How do you react to an e-mail that reads as if the writer is
blaming you for something that didn’t work correctly?

All of these examples are about how you as the receiver interpret
either the content or delivery of a communication. Maybe the accusing
demeanor was a result of the person being upset, which had nothing to
do with you. Maybe the memo was sent prematurely, before everyone
was told why the change was taking place. Maybe the e-mail writer just
didn’t think about the content before hitting “send”.

In each of these cases, no harm was meant by the communication,
yet harm was done. If you had the opportunity to seek content feedback,
you may have been able to quickly clear up the problem, although
maybe not. In either case, behind-the-scenes issues have been created
that can pose a significant barrier when expanded over an entire organ-
ization trying to go through a change process. As we shall see later in
this chapter, receipt of communication also has a significant impact on
the cultural infrastructure.

95%

1 2 3 4 5
Figure 14-2 Whispering Down the Lane
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14.4 The Compounding Problems
of Miscommunication

When we were young, we often played a party game called “whisper-
ing down the lane.” Everyone sat in a line and the leader whispered a
message in the ear of the first person. That person repeated the message
to the second one in line and so on. The last person in line then repeat-
ed the information to the group who, in turn, were amused by the fact
that the original message had virtually no resemblance to what was
delivered at the end. Why does this happen?

Assume that each player delivers only 95 percent of the message’s
content given to them by the preceding player. As shown in Figure 14-
2, the first person in line gets 100 percent of the message, but it goes
downhill from there. The second person receives only 95 percent; by the
time the fifth person repeats the message to the group, the content is
only 77 percent accurate.

We play this game every day at work in our communication process-
es. It 1s bad enough when the wrong equipment part is installed, the
wrong amount of additive is injected into the process, or the wrong item
1s delivered to the customer. However, it is even more devastating when
this error happens in a change initiative because the results can cause
far greater problems for the organization. The reason is that change ini-
tiatives are not communicated in a simple chain as shown in Figure 14-
2, but in a more complex pattern of multiple chains. This complexity
makes miscommunication even more of a concern, one that requires
even more care when we consider what we communicate and how to our
organizations.

Let’s apply our “whispering down the lane” example to the context of
a change initiative gone bad. The maintenance organization of Company
X has decided to move from work crews assigned to specific areas with-
in the plant to a single crew centrally dispatched to work on planned
and scheduled jobs throughout the entire site. This change has been
decided by the maintenance manager in response to reliability problems
that have increased throughout the production department. The manag-
er believed this change would allow the correct resources to be applied
to the most important jobs.

As before, let us assume that communications effectiveness is 95 per-
cent. Therefore, as it passes through the steps of the communication
chain, the new process will be understood by the receiver at only a 95
percent level. Figure 14-3 shows how this communication will be trans-
mitted through the organization and the resulting level of effectiveness
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Maintenance
Manager

100% v

Maintenance

Staff
95% (a) 95% (b)+

100% y
Planning Execution Production
(planners) (foremen) Manager
90% (b)Y 95% () y
Execution Unit / Area
(mechanics) Supervisors
90% () y
Operators
90% (a)y 85% (o) 85% () y
What the What the What the
planners mechanics operators
tell others tell others tell others

a, b, c each depict the original message but as it progressed
through the different chains it ceased to be the same.

Figure 14-3 A communication example

based on the method of delivery.

As you can see, the maintenance manager delivers the message
regarding the change in the organization. This message is communicat-
ed to the maintenance staff at 100 percent. However, the staff passes it
along to the field organization and the maintenance planners at only 95
effectiveness. The planners then relate the message to others at 90 per-
cent. The foremen also pass it along to the mechanics at 90 percent, but
in turn they pass the message along at an 85 percent effectiveness level.
A similar path takes place in production so that by the time the message
reaches the operators it is at 90 percent effectiveness and they pass it
along at 85 percent. To complicate matters, the message that has been
transmitted is not the same because it has traveled down three differ-
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ent pathways. Consider what you would hear at the end of the three
pathways if you compared them to the message that the maintenance
manager sent. Then think about how confused a change initiative can
become through miscommunication. If you understand the potential
problems, you can communicate in a way that assures these problems
are avoided.

14.5 How to Increase Effectiveness

The effectiveness of our communication can be improved in many
ways. Most take longer than simply telling the staff, who in turn com-
municate down their respective chains. However, these ways do not
allow miscommunication to destroy or otherwise derail a sound change
initiative.

To achieve the goal of consistent communication, you need to deliver
the same message to everyone. Furthermore, you need to provide a feed-
back mechanism so that questions can be raised and clarified. The goal
is to have everyone at the end of the communication leave with the same
understanding of what needs to be changed. Only in that way will
change happen as planned.

The Communication Model

Effective communication needs to address each phase of the commu-
nication model shown in Figure 14-1. There are many creative ways to
accomplish this goal.

Sender

As the sender of the communication, you must be very clear about
what you want to communicate. Creating communications in a vacuum
1s generally self defeating. No doubt you worked in a team to develop the
change. With that being the case, you need to develop the communica-
tion content with the same team. They (or others) can be the sounding
board, bringing in communication-related ideas that you may not have
considered.

Conversion

Once you are clear about what you want to communication, you need
to convert it into something everyone will understand. This step is often
difficult because those working on a change initiative are very close to
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the action. People this close to the change may understood concepts may
not be clear to the masses. You need to be very thorough so that your
content is properly converted.

Transmission

How the communication is delivered is critical. The more complex
that communication is, the less it needs to be verbalized, and the more
it needs to be delivered via a written document with an oral review and
feedback session. Figure 14-4 describes how the oral and written parts
of communication are balanced based on the type of communication —
from simple to complex content. The x-axis in the diagram is content,
the y-axis on the left represents the percent that is oral and the y-axis
on the right represents the percent that is written. Notice that the axis
for oral communication runs from 0 percent to 100 percent, whereas the
axis for written communication is the opposite.

A lot of simple content, such as mechanics telling their co-workers
“go to the warehouse and pick up the pump seal,” is transmitted orally.
The written component may be an order form or a piece of paper with
the seal stock number. However, in the case of complex content, such as
the installation of a new piece of equipment or a detailed preventive
maintenance process, the content will be largely written. The oral com-

Oral Written
100%— -+ 0%

Simple - more oral, less written

("get me the wrench")
8
—_ qual amounts oral and written b=
g £
o B
- -
c c
[T} [T}
< g
[ [
o o
Complex - more written, le:

(a detailed procedure or policy) !

0% : 100%

.

Simple »  Complex

Type of Communication Content

Figure 14-4 Oral vs. written communication
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ponent will be the discussion about how to do the work or an actual
detailed review of the procedure.

Some communication falls in the middle. These are communications
that we wish to convey to the workforce. In these cases, unlike the
example of Figure 14-3, we want everyone to leave the discussion with
the same information transmitted. In this case, the delivery should be
both oral and written. An oral presentation can provide the overview
(Powerpoint works well in these circumstances) and a written document
can fill in the details. The written document can then be referred to later
when some of the meeting content has been forgotten.

Translation

This phase is critical because the communication is now translated
into understanding and action by the receiver. Each of us has the poten-
tial for translating the communication differently and, in turn, acting
differently. Therefore, those communicating must make sure that what
they transmit is understood properly to promote action.

Unless an opportunity is provided for those on the receiving end to
ask questions, there is no way to assure that the communication is
translated as intended. Failure to assure proper communication can
lead to disaster in the world of change. Suppose a foreman tells his crew
that they are going to increase the level of sophisticated vibration mon-
itoring on the rotating equipment in their area. Possible translations of
this could be:

* I will have an opportunity to learn a new skill.
+ I will have my job taken by others with this new skill.

+ Why do we need to waste our time on this? Our equipment
runs fine!

+ This is a great idea because it will improve reliability of the
plant.

+ So what? These new ideas have been tried before and always
failed.

+ As you can see, translation can lead to many false conclusions
about the intent of a change initiative.

Feedback
Feedback is very important to assure that complete and accurate
communication is made. Questions, the simplest form of feedback, allow
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the receivers to restate what they have heard and clarify the areas they
do not understand. Questions also allow the communication process to
take place again so that those delivering the message can strive to
improve clarity and understanding. In our previous example, if the fore-
man had asked for questions, he would have been able to explain that
the new vibration program was being made available to all of the
mechanics on the team to improve their diagnostic skills.

14.6 Moments of High Influence (MoHi)

Communications influence, but do not control people. At best we con-
trol only ourselves and our actions. We have no real control over others
— people make their own decisions and, in turn, live with the result. We
can tell workers to be at work by 7:00 or they will lose their job. On the
surface this looks like we control their actions, but this is not the case.
We influence their actions by telling them that if they don’t show up
they no longer will be employed, but the ultimate control resides solely
with the individuals. The important thing to remember is that we can
influence behavior, but not actually control it.

Consultant Paul Balmert has written that in everyday life “there are
times and places where people are in a high state of readiness to be
influenced.” This concept is very important in the realm of communica-
tion as well as in the area of change management. Balmert refers to it
as a moment of high influence or MoHi for short. At these times, people
are very open to be influenced and this usually is handled by communi-
cation. Examples include:

* Right after a plant incident
* Upon announcement of a major change
* When something goes wrong

* When something goes right

Recognize that at MoHi, people are ready to be influenced; the com-
munication provided them is critical because it will set up their future
behavior.

Suppose a plant has been operating unprofitably and is on the verge
of closing down. The management assembles a workforce and explains
in detail the plant problems so that everyone understands the outcome
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if serious change is not made immediately. This is a moment of high
influence. People will either agree to change or be out of work. There are
numerous examples of how companies have used communication and a
MoHi to radically change the business from one that was losing money
to one that was an industry leader.

Many years ago I encountered a MoHi. The plant I worked for was
told that we would be shut down or sold over the next six months. I
brought the entire workforce together and explained the situation. I
explained further that the preferred outcome was a sale so that we all
would be employed. This was the MoHi. In my communication, I
explained to the group what needed to be done to make us an attractive
firm for a buyer. We needed to plan and execute our work far better that
what we had done in the past. This meeting lasted a long time. There
were a great many questions and answers attempting to clear up com-
munications. After it was over, I noticed a major change in behavior and
work performance. In the end, we were sold and continued to operate.

As we move through the change process, the important thing to rec-
ognize is that there are many MoHi events that will be encountered
along the way. When you see one of these moments of high influence,
take advantage of them, but make sure that your communications get
the message across to everyone as intended.

14.7 Communications and its Impact as One of the
Eight Elements of Change

In Chapter 11 of Successfully Managing Change in Organizations: A
Users Guide, 1 pointed out that communication was a sustainer of the
change effort by being the glue that ties the other elements together.
This is accomplished through the transmission of information and feed-
back for clarification, as expressed in the Communication model shown
in Figure 14-1. Let us look at how this affects the other seven elements
of the change process.

Leadership

As we have discussed, one of the key attributes of leadership is get-
ting things accomplished through others. The way that others under-
stand what it is that we want them to do is via the communication
model. Communication is also the mechanism that they use to seek clar-
ification.
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Work Process

When a new work process is established, communication plays a key
role. As a change team works their way through the details of the new
process, each hand-off of information, data, or tasks assignments, as
well as feedback of the results, are critical communications and must be
managed as such. Failure to manage this communication leads to con-
fusion about what to do before the new process is even put in place. If
this isn’t corrected, then the level of confusion is further compounded
when the process is actually put into practice.

Structure

As change initiatives are developed, they often require structural
changes to the organization. To promote a successful change initiative,
you need to consider how the work process will enable or disable the
existing communication system. Failure to take structural communica-
tion into account can make a simple process unworkable.

Group Learning

In Chapter 12, it was clear from the discussion of single- and double-
loop learning that without communication through feedback, neither of
these learning mechanisms can work. It is the feedback process in each
of these models that enable the organization to communicate with itself
and learn from its prior actions. Without the single and double loop
processes, there is no feedback and hence no learning.

Technology

This element of the change process is all communication-related.
Communication, together with having the correct information at the
right time in an easily accessible manner, promotes successful reliabili-
ty-focused decision making. Otherwise, the communication of needed
information breaks down and the benefits that could be achieved are
lost.

Interrelationships

Without communication, there can be little or no successful interre-
lationships. Communication is how we interact with our managers,
peers, and those who work for us. However, this aspect is not all oral.
Interrelationships are often created or destroyed based on delivery and
interpretation of what was delivered. For interrelationships to thrive,
you need to pay attention not only to what you say, but also how, when,
where and why it is said.
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Rewards

Part of the change process is based on rewarding the behavior you
seek and not rewarding behavior you want to eliminate. Obviously com-
munication — both positive and negative — plays an important role in
this effort. It runs the entire gamut from one-on-one corrective commu-
nications to those involving large groups.

14.8 The Impact of Communication
on Cultural Change

Communication plays a vital role in the process of change and an
equally vital role in changing organizational culture. Communication is
the mechanism by which we influence others to change — you cannot
make a change successful and long lasting without altering the culture
at some level.

Organizational Values

In Chapter 4, we defined organizational values as a company’s basic,
collectively understood, universally applied, and wholly accepted set of
beliefs about how to behave. These values are internalized by everyone
in the company and are the standard for excepted behavior. The ques-
tion is: How do you get an entire workforce to understand and act to
accomplish the espoused values of a company? The answer is through
proper and continuous communication. If the values are not clearly com-
municated with an opportunity for feedback and clarification, there is
no reason to expect that they will be embraced and acted upon by the
organization. To further complicate the problem, the values we are dis-
cussing are those associated with changing from a prior way of behavior
to one that is new and often alien to the organization.

Suppose that a company has been operating in a reactive mode of
maintenance. When equipment breaks down, the organization responds
quickly to correct the problem. This company’s values are clear to those
working in the plant: Fix what breaks and keep production happy.
Everything that the company does (both in communication and action)
promotes these values.

Now a new manager enters the picture and proceeds to orchestrate a
change from reactive to proactive maintenance — where equipment does
not break down. This set of values is new and not easily embraced by an
organization that had not worked in this manner. A critical success fac-
tor in this new direction is communication. The manager and those
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involved with the change effort must clearly communicate what needs
to be done differently. They must include a communication feedback
loop so that those impacted by the change can ask questions and get
clarification. Failure to communicate the new set of values properly
leaves room for misunderstanding, misinterpretation, and counterpro-
ductive activity. Without proper communication, the culture will strive
to maintain the status quo, resulting in failure of the change effort.

Role Models

The role models in our company are an integral part of the commu-
nication process. Role models exhibit traits that we can identify with
and use in how we conduct our business. Companies that are making a
change in how things are done typically bring in people who exhibit the
traits and behaviors they want the employees to emulate, These role
models are usually new to a specific plant or company. The old role mod-
els — those who exhibited the traits of the former process — are usually
gone or moved.

Many firms believe that if you want to make a significant change you
need to provide new role models. But these individuals are faced with a
difficult problem. They have a process to change and are faced with a
culture that is comfortable with the status quo. In addition, even though
the company has designated them as role models for the change effort,
there is no reason to expect that the culture will accept them as such.
Their ability to communicate effectively will be one of their most signif-
icant change tools.

Whenever we make changes, the first thing we typically do is hold a
large meeting or training session at which we communicate the change
and the resulting process. Most organizations believe that, once the
process is communicated, they are finished and the process will change
as if by magic. This is not so! Making these changes effective is one of
the primary tasks of a good role model. Change is accomplished through
the process of communication and continual reinforcement of the new
process. For our new managers, communication provides a way for them
to have the organization associate them with the process change. In this
way, as the new process becomes successful, the organizational culture
will link the new managers with it, establishing them as a new role
model.

Suppose you are promoted to a new plant to change the culture from
one that is highly reactive to one that is reliability focused. Your prede-
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cessor was considered a role model for the reactive culture. Now you are
promoting something far different — proactive maintenance. Over time
and through a great deal of work, including a continuous stream of com-
munication from you, the plant begins to change and reliability
improves. Because you have been the champion and the process has
been successful, the organization will look to you are their new role
model. However, this recognition can only be achieved through your
communication to promote the effort.

Rituals and their Reinforcing Rites

In any change initiative, the rituals and their reinforcing rites will
change. Communication plays a vital role in this process. It is essential
that we tell people why things are changing, not once, but numerous
times until, through the feedback loop of the communication model,
understanding is achieved. Remember: if you don’t tell people why
something is being done, they will make up their own reasons. Most
often those reasons will not be what you wanted communicated. The
organizational culture is very good at providing its own reasons, espe-
cially if they help preserve the status quo.

The Cultural Infrastructure

Communication is also an important tool of those who hold positions
within the cultural infrastructure. As we discussed in Chapter 7, indi-
viduals can play many roles including Story Tellers, Keepers of the
Faith, Whisperers, Gossips, and Spies. The people who play these roles
all use communication either to support the former culture or to support
the change. Their importance validates the need for the organization’s
role models to continually communicate the changes and the reasons for
change, especially to those who hold these primary positions in the cul-
tural infrastructure. If the communication is successful, they will pass
the information along the hidden communication chains of the culture.
If they understand the reasoning behind the change efforts, the message
they pass will more likely support than hinder the effort.
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15.1 Introduction to Interrelationships

Interrelationship

What do these events within our organizations have in common?

A project is initiated that will add significant profit to the bottom
line. However, it needs to be accomplished within a very short
time frame. To handle this effort, management brings together
representatives from the disciplines involved. There is no time
for a sophisticated team-building effort, but a well-functioning
team is essential to the success of the effort. Fortunately there
1s no need for team building. These people have worked togeth
er before, they respect each other’s skills, and they effectively
complete the job.

A multi-functional group works together day in and day out in
support of the manufacturing process. At times they all
appeared to be doing different things. However, at the end of
each day, the process has produced the target quota. As with
other teams, they have been assigned to work together even
though their areas of expertise are different. They get along,
respect each other’s abilities and skills, and will gladly step in
to support or help the group — whatever the problem.

A staff group working within the reliability and maintenance
arena always accomplishes their goals. They share the tasks
and stress, while supporting one another at all times.

A group of mechanics work together as an effective unit with far
superior collective performance than they would have had if
they each worked alone. After work they socialize with one
another; it is obvious that not only do they work well together,
but they like each other as well.

What these groups and work teams have in common beyond the well-
defined traits of a work team is that they have solid, positive interrela-
tionships with each other. This enables them to share the work. They
believe that for one of them to succeed, they must all succeed; further-
more, they care enough about each other to work in this manner.

227
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A group can exist as a team and fulfill the definition and require-
ments of a team, but still not have positive interrelationships. If this is
the case, the team will exist, but it will be less than effective and effi-
cient in accomplishing its tasks and achieving its goals. This chapter
will address these interrelationships and see how they fit within the
four elements of culture.

15.2 Definition — Positive Interrelationships

Breaking a single stick is in most cases a simple task that you can
accomplish very quickly. Now bind twenty five of the same sticks into a
bundle and try to break them. Most likely you will not be successful. We
are like those sticks. As individuals we may be strong, but collectively
as a focused team or organization we are unbreakable. What binds us
together in these cases are the interrelationships that exist between us.
This strength is what positive interrelationships bring to an organiza-
tion. However, the opposite is also true. Poor interrelationships essen-
tially sever the binding on our bundle of sticks, until each can be broken
in two.

Interrelationships, the seventh of the eight elements of change, is
defined as:

Mutual and reciprocal positive feelings about the members of
our organization, department, work team, or colleagues. A strong
belief that other individuals with whom we interact are trustwor-
thy and hold the goals of the group above their own.

Think about the people you work with on a day-to-day basis — on
work teams, various projects, and other initiatives. Many of these peo-
ple probably fit the definition above. When you think of your working
relationships with them, you know that you can collectively accomplish
the tasks that the organization assigns.

Other individuals with whom you interact do not exhibit the traits
that make for productive work and positive interrelationships. When
you come 1n contact with these people, your guard immediately goes up
because you know that they are not trustworthy. Negative interrelation-
ships make successfully completing work projects very difficult and
completing change initiatives impossible.

Many years ago when I worked in the line organization, we decided
that we needed a matrix structure for our reliability and maintenance
process if we were to be successful. To do this, we created an organiza-
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Figure 15-1 Matrix example

tional structure that had both strategic and tactical purposes. We had
several functional leads — responsible for the success of their particular
function (mechanical, machinery, and instrument / electrical). We also
had area work leads responsible for the execution of the planned work
in the field. This is shown in Figure 15-1.

In this model, a foreman (shown as an “X” in Figure 15-1) working in
maintenance area Al would report to the area lead and also have a
reporting relationship to their functional lead. Each foreman and crew
had two supervisors — a true matrix organization. This process could
never have been successfully implemented without solid interrelation-
ships among the individuals on my staff. However, I was fortunate to
have some of the best people in the organization in these key positions.
As a result of their positive relationships, we were successful.

On the other hand, I once worked in a maintenance team with a peer
who was known to be untrustworthy and clearly had his next promotion,
not the good of the business, as his number one priority. Needless to say,
our interrelationships were extremely poor. When this happens at the
top of the organization, it always permeates down through the subordi-
nate levels. The result was that little progress was made until he
departed.

15.3 Interrelationships and Reciprocity

There is an emotional response between people referred to as reci-
procity. When someone gives us something or does something for us, it
sets in motion the feeling that we need to respond with something in
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return. This technique is often used by people trying to get us to do
something or buy something that, under normal circumstances, we
would never consider. Take, for example, the salesperson who came to
my home to conduct a free security and alarm system survey. He spent
an hour discussing security and my lack of an alarm system without
ever offering a service or a product. What he was providing me was a
free assessment, but was it really free? The gift of the assessment set
up the reciprocity scenario — my feeling that I needed to give something
in return. Then at the very end of the discussion, the salesperson
switched from the free assessment mode to the explanation of their serv-
ices which included a free installation (more reciprocity feelings being
established) and a low monthly fee. Whether I succumbed is not rele-
vant. What is relevant is that, in sales of this nature, reciprocity is a
powerful force motivating you to “pay the person back” for the service
that they have given you. There is no doubt that everyone reading this
book has been in a similar situation.

However, reciprocity is not always designed to get you to purchase a
service or to do something that you would not do under normal circum-
stances. Reciprocity can be used to strengthen the interrelationships we
establish within the organization or the work group. Here are some
important questions about reciprocity.

Why Would You Want To Set Up Positive Reciprocity Bonds?

One of the key aspects of good interrelationships is that people need to
perceive you as someone who is trustworthy, a person who places the good
of the group above personal gain. Assuming that you are that person, those
with whom you work will easily recognize this characteristic through con-
tinual day-to-day interaction. However, we are continually placed into
work groups that are not composed of our day-to-day associates.

Change projects and other initiatives need diverse resources. At the
first meeting, you may or may not know your teammates. Collectively
no one knows how they are going to work together to get the project com-
pleted. Positive interrelationships are needed from the outset so that
productive work can get started. One way to address this problem is
through the use of reciprocity. When people feel emotionally compelled
to serve the group, the foundation for positive interrelationships is
established. The work follows.

How Can You Go About Doing It?
Setting up a reciprocity scenario within a team is easy. All you need
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to do is to break the ice and encourage others to join in. Offer to lead (or
support the leader), take notes, make suggestions that support the
effort of the group. Your efforts can even run to the mundane such as
making sure lunch is provided. By doing this, you serve the group
which, in turn, encourages others to do the same. If they don’t volunteer,
ask them to participate in various roles. Most people won’t refuse. For
example, in a team meeting, the leader can ask for someone to take
notes, someone to write key points on the flip charts, and someone else
to keep track of time. Over time, this involvement builds interrelation-
ships at the basic level, enabling them for the more difficult tasks that
the work team will address.

What Is n It for You?

Separate from having successful group work initiatives, there are
very powerful benefits for you as an individual by building reciprocity
relationships.

People who serve the group are viewed as leaders; they have the
ability to add significant value to work efforts because they will
be continually asked to participate. Furthermore, by being
involved in these groups, you learn significantly more about the
overall working of the business.

Successful groups are viewed as doers and achievers. They are
often called upon to take on the more difficult tasks. This
exposure leads to opportunities for promotion.

The people with whom you work build strong interrelationships
that are carried over not only to the next work project but also
to day-to-day interaction. You are able to build a network of
those to whom you can go for help and support.

You learn from your experiences which, in turn, makes you even
more valuable for the next assignment.

15.4 Types of Interrelationships

Everyday we interact with those around us. We develop relation-
ships with people in our organization and those in other organizations.
The collective set of positive interrelationships enables us to get things
accomplished because no one, except in rare cases, can accomplish much
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in a vacuum. However, each interrelationship is different. Close atten-
tion must be paid to each to make certain that, when we need to call
them into play, we have built the positive connections. This attention to
detail is even more important when dealing with change. There are two
types of interrelationships: vertical and horizontal. Within each are
specific sub-types. These types are shown in Figure 15-2.

Vertical Interrelationships

Two types of vertical interrelationships are related to the organiza-
tional structure in which we reside. These are upward interrelation-
ships with your managers and their peers, and downward interrelation-
ships with your subordinates and those of your co-workers. In either
case, when it comes to change initiatives, you need their support.

Manager Approval and Support

From your manager, you need first to get approval for your ideas,
and then support to put them into practice. In this context, approval and
support are vastly different. Approval is a one-time thing that allows
you to move forward. Support is long term. It tells you that your man-
ager will not treat the effort as the program of the day, but will provide
long-term support. There are few things worse than a reliability-focused
change initiative that has initial support, gets rolling, but then encoun-
ters barriers when the longer term support is not there.
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Senior Staff Support

Support from the senior staff of which your manager is most likely a
peer is a difficult thing to attain over the long haul. One way to accom-
plish both is to present a compelling business case from which they all
will realize value. Then keep them up to date on your progress. If this
approach doesn’t work, asking for help along the way (even if you may
not need it) can help keep their support active.

Subordinates

The same pattern applies to those downward in the vertical relation-
ship hierarchy. Many think that upward interrelationships and down-
ward interrelationships are different. After all, all that you need to do is
to tell subordinates what needs to be done and they will do it. Not so! If
we have learned anything from our discussion of culture, it is that the
cultural infrastructure is extremely powerful; you need the support
from all who are its members. Just as with your superiors, subordinates
need to buy in to change initiatives. More than those at the top, you
need support from those at the bottom over the long run. You may even-
tually lose your managers’ long-term support and still be able to achieve
success with change initiatives. However, if you lose support from the
bottom, any initiative you are putting into place will flounder and fail.

Horizontal Interrelationships

Two types of horizontal relationships are of concern to you: your
peers inside the company and those individuals outside of your compa-
ny who hold similar positions. This can also include consultants who
provide external support as needed.

Peers

The first group of horizontal relationships are peers. These individu-
als have the same relative position as you within the company, but work
in different functional areas. Peers have knowledge in functional areas
where you do not. When you consider that nothing in a company can be
accomplished in a vacuum, you invariably need your peers if a change
effort is to succeed.

For example, take the implementation of a computerized mainte-
nance management system (CMMS). If you are going to implement a
new system along with the work process changes that accompany it,
then a strong set of horizontal interrelationships will be needed. You
will need representatives from systems, materials management,
finance, maintenance, reliability, and production deeply involved to
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achieve a successful outcome. Positive horizontal interrelationships
enable all of these functions to pull together into a strong team with pos-
itive results.

Those Outside of Your Company

The second set of horizontal interrelationships that are needed are
those with organizations, companies, and consultants outside of your
company. Just as with peers inside the firm, these people know things
and have skills that you don’t have and you probably need. Continuing
our CMMS example, you will need support from consultants to help
with the process change and the software vendor with the system,
implementation, and training.

15.5 Trust — Interrelationship Cement

Trust is the cement of interrelationships. It binds groups, teams, and
even entire organizations into effective and efficient work groups.
Although trust can be established between groups and organizations, it
is really the individuals from that organization whom we trust . If the
bond is strong, we find it easier to work together because we do not sus-
pect the intentions of those in our work group. We assume that their
intentions are honorable, focused on the good of the collective effort.
This is a state of group harmony and balance. The exact opposite is true
when we are placed in work situations with those whom we do not trust.
In these cases, everyone’s intentions are suspect. We spend a great deal
of time trying to protect ourselves from real or imagined problems.

I have worked with both those I trusted and those I did not. The work
interrelationships and the work product were very different. Because
we want to have positive work outcomes and successful change initia-
tives, we must review why we trust some people and not others. We also
need to look at how we can build trust with those where it does not exist.

First, we need to make the general assumption that those with whom
we interact are trustworthy. This is not always the case as there are
people who can not be trusted. In the end. we hope these people will not
be those given responsible change tasks. Although this is not always the
case, those who are not trustworthy do not make good work group mem-
bers. They create negativism and seldom deliver long-lasting value-
added work. As a result, you are more likely to be on teams with those
who are trustworthy individuals.
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On the surface, you would think that working with those in whom we
have a high level of trust would always be a positive experience, yield-
ing excellent results. This is not always the case, however, because trust
is a very fragile bond. It can take a long time to build, but it can be
destroyed in an instant and then be difficult, if not impossible, to recre-
ate. One thing that can break trust is when we assume something about
someone, then act on it without validation. It may be something that the
person said, something that you heard from a second-hand source, or
possible even something that was done. In any event, by assuming the
worst and then drawing unsupported conclusions from that assumption,
the trust bond can be broken.

The corrective action is to not assume anything! Get the facts first
before you draw erroneous conclusions. Invariably you will discover that
your assumptions were wrong as were the conclusions that broke down
your interrelationships.

Years ago I worked with someone who was my peer. We were respon-
sible for the maintenance function in our plant. He ran the execution
side of the business and I ran planning and scheduling. We worked well
together based on a trusting interrelationship. Then I noticed that he
was coming in late and falling asleep at meetings. He was also failing to
deliver on work assignments for which we shared responsibility. If I
made an assumption about his work performance, as many in our organ-
ization did, I would have lost confidence; my trust in his ability would
have evaporated. This would have influenced all of our future work and
permeated throughout our organizations.

Fortunately I did not follow this route. In order to try to preserve our
relationship and our trust bond, I simply asked him about the problem.
His work wasn’t slipping; he needed help with a family matter.
Fortunately the matter got resolved. By not drawing and acting on
incorrect assumptions, our relationship was preserved.

15.6 Allies

Recognizing the various type of interrelationships and understand-
ing that trust is the cornerstone, how do we create strong positive con-
nections? We need to build interrelationships, not just for projects, but
also for our everyday work. We need people who are allies — those with
whom we have personal trusting relationships and who will support our
work. These are the people you can count on to help achieve change and,
ultimately, cultural shift. There are two types of allies — the ones that
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are created over time and those that are built over the short term.

As you work in different positions throughout your career, you inter-
act with a great many people. Those with shared values and with whom
you have built positive interrelationships based on trust and respect
become allies for the future. Some may be in the background, available
to come to your support if needed. This relationship is reciprocal; it also
applies to you supporting them if they are in need as well. Although you
can’t expect them to “take a bullet” for you, you can count on them for
support and advice. I have had the opportunity of working with many
fine people over my career. As a result, I have built strong alliances.
Those that have stayed in the company now hold positions of responsi-
bility. Having allies of this sort has paid off in getting things done far
more efficiently than otherwise possible.

Although it often takes years to create long-lasting alliances (usual-
ly done over the course of our careers), expecting that this longer-term
approach is the only solution to building alliances is flawed. Not every-
one has the time to work at a slower-paced fashion; many do not stay
within a company long enough for alliances to take hold. Therefore,
allies must be developed over a much shorter time period. They are
often created based on common need. For instance, two people may be
working on a project for which they have joint accountability. Obviously
a possible short-term alliance could result. This scenario also applies to
change initiatives and the associated cultural shift. In these cases, we
need the alliances, but don’t have the time for long-term interrelation-
ships to develop.

Because shared values, a common goal, and mutual trust are the cor-
nerstone for a good alliance, and because you need to establish allies
over a short-time period, I recommend that you take the initiative to
create your allies. The common goals are already established as you
most likely are working together on a project or a management-directed
initiative. Shared values will emerge as you work with others. I am not
saying that you need to have exactly the same values. But you will need
to share common beliefs about work and how things get accomplished.
Two people working together, who both believe in involving multiple
layers of the organization, share values about involvement and can
build on this value. However, if you believe in involvement and a person
with whom you are working believes you can mandate change, a set of
shared values may not exist, making an alliance difficult.

Building alliances is much easier than it appears. You can use the
following five practices to help you. Although I have recommended that
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you take the initiative and start things rolling, realize that for alliances
to form they must be two-way. If they are not reciprocated by your
potential allies, they will never take root.

Act Professionally at All Times.

A person who is judged to be a professional in word and deed is usu-
ally someone who is consistent in their work. The last thing someone
would want in an ally is someone who is unpredictable and unprofes-
sional in approach.

Keep Your Promises.

Trust is built on saying what you will do and then doing what you
say. This reliability promotes consistent behavior, clearly telling those
with whom you are allied that what you tell them will be delivered as
promised.

Treat People as Equals.

There is no easier way to ruin potential alliances than to violate this
rule. Alliances are built on perceived equality. People do not like to be
made to feel inferior; they will not want to ally themselves with those
who treat others in this manner.

Go the Extra Mile.

Not only should you be counted on to complete the work you prom-
ised, but people with whom you create alliances should reasonably
expect that you will devote nothing less than 100 percent to the effort.

Communicate

This rule is the most important one for building and maintaining
solid alliances. Not only should you communicate, but also you should
make sure through the communication model’s feedback loop that your
allies have received the message as you intended it to be received.

15.7 Interrelationship Forces and the Other
Elements of Change

Interrelationships are an important element of the eight elements of
change. They need to be carefully considered when working with any of
the other elements. Suppose you are working in a plant with a very reac-
tive maintenance work philosophy. The plant’s best practices are tied to
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how quickly the maintenance organization can fix equipment that
breaks down. There is very little room for proactive maintenance
because everyone is focused on the “break it — fix it” process. Then the
plant is sold; the new management team does not share the same beliefs
as the former owners. They believe that things should never break.
Processes need to be in place to identify potential failure and provide
time for the organization to make the repair proactively, thereby mini-
mizing production downtime.

For the new management team to make a successful change from
reactive to proactive maintenance, interrelationships are critical for
each of the elements.

Leadership

As leaders of the organization and agents of change, the new leader-
ship team needs to establish good interrelationships both horizontally
and vertically. They need buy-in from the organization (vertical) as well
as support from those in other departments (horizontal). Without these
interrelationships existing, any change effort is doomed.

Work Process

Most certainly the work process will change. Processes associated
with reactive and proactive maintenance are not the same. However,
changing the process is not as simple as redrawing the work flow. Work
flows are built on interrelationships; for a new process to take hold, they
must be addressed.

Structure

Just as the work process will need to change, so will the structure in
all likelihood. Once again, interrelationships play an important part in
this effort. If the interrelationships are not addressed, along with a new
set of roles and responsibilities, the new structure will prove ineffective.
A new structure coupled with a new process will drastically alter the old
interrelationships.

Group Learning

This element is based on learning as teams. Interrelationships again
play an important part. Teams learn as they progress; positive working
relationships support this process.
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Technology

In today’s world, most change is supported by technology — applica-
tions that are designed to support the effort. For this element, positive
interrelationships need to exist with the various systems organizations
that deliver this support.

Communication

As we have seen, communication is closely tied with interrelation-
ships. With good communication, interrelationships are strong and both
short-term and long-term alliances can be built. Without good commu-
nication, these alliances can not properly be built.

Rewards

As we shall see in the next chapter, rewards are not all about money.
Positive working interrelationships deliver a different type of reward —
mutual support and successful work initiatives.

15.8 Interrelationships and the
Four Elements of Culture

Our goal in Chapters 9 through 16 has been to describe in detail each
of the eight elements of change as well as tie them into the four ele-
ments of culture so that the relationship is clear. Just as interrelation-
ships play a key role in the eight elements of change, they play an equal-
ly important role in the four elements of culture.

Values

Shared values drive cultural change. Values can be established by
senior management. However, only through good interrelationships and
trust will they be accepted, agreed upon, enhanced, and disseminated by
the culture within the organization. The easiest way to appreciate this
is to consider our prior example of changing a reactive maintenance
process into one that is proactive. Suppose that the interrelationships
between senior management (the change driver) and the rest of the
organization are poor. Suppose too that the new management team runs
the business by mandating changes, then punishing those who are per-
ceived not in compliance.

Needless to say the interrelationships in this case will be poor. In
this scenario, how successful do you think the management team will be
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in delivering and having accepted a set of values that is essentially alien
to the organization? Without good interrelationships, the new value sys-
tem will never be adopted. Change may take place on the surface, but
the culture will maintain the status quo behind the scenes. There is lit-
tle doubt that the management team will eventually see this because
reliability will not improve. The “break it — fix it” mentality and work
practices will remain and their efforts at positive change will fail. A cul-
ture thrives on good interrelationships. Without them, change will not
take hold.

Role Models

The organization’s role models are those who support the value sys-
tem. In doing so, they will be successful. The message they send to the
culture is that rewards are the result of achieving the company’s goals
and these goals are driven by the organization’s values. Over the short
term, some role models do not support the value system, especially
when it is new, such as switching to a proactive maintenance process.
However, once their lack of support is discovered, senior management
will remove them from positions that enable them to be role models for
the wrong things.

Role models can’t be effective without good interrelationships both
horizontally and vertically. The relationships and trust that role models
have with others is an important part of their function. These positive
relationships and the success of the individuals sets them up within the
culture as role models.

Continuing with our example, suppose that, in order to promote their
change initiative, the new management team places new individuals in
the leadership positions within the maintenance and production depart-
ments. These individuals are between “a rock and a hard place.” They
need to deliver on management’s new vision of proactive maintenance,
but certainly they can never accomplish this task alone. They need the
organization and the work culture that supports it to embrace the
change. That support can only be accomplished by building positive
interrelationships. In building those interrelationships, they promote
the goals. Through a successful outcomes, they have the potential to
establish themselves as the new role models for the organization.

You might wonder what happens to those who previously occupied
the role model position. Many of them will align themselves with the
new process and thereby continue to hold their role model status. This
transition is very beneficial for the success of the new process because
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existing role models are easier to follow than new ones who you are try-
ing to create. The culture will view the old role models’ switch of
approach as necessary; the transition will be easier. Those who can not
align themselves with the new process will cease to be organizational
role models.

Rituals and Their Supporting Rites

Rituals and their supporting rites are what make up a work process.
Positive interrelationships are required for successful completion of any
one of the work process steps (the rituals); they are also what binds the
various parts of the process together into a successful whole. Consider
how well a proactive work process would work if those involved in each
of the sub-parts could not get along and did not support the work of the
group. In this case, the rituals would break down and the results would
be far less than satisfactory. This also applies to the supporting rites. If
there are poor interrelationships, the rites that reinforce the rituals
may never take place. This lack of reinforcement tends to diminish the
effectiveness of the process as well.

Cultural Infrastructure

Four groups within the cultural infrastructure must be addressed in
our discussion of interrelationships. Those who play a primary role in
the cultural infrastructure all have strong interrelationships through-
out the organization. These interrelationships partially explain how
they have attained their positions within the informal organizational
structure. Because they hold positions of high influence, they can affect
the beliefs of others. Their interrelationships can be used in a positive
manner to communicate and support the change process. Let us look at
how the interrelationships that exist between these people and the bal-
ance of the organization can support our efforts.

Story Tellers

By telling their war stories, such as how maintenance stepped in to
save the day when a critical piece of operating equipment failed, these
individuals are promoting the status quo. We need to create our own sto-
ries that significantly overshadow those that promote the old ways of
doing business. For instance, communicating stories about reliability
and the fact that improved reliability helped the company to make a
record profit can help people to recognize the value of this new type of
work culture. These stores will then be viewed as more significant than
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those about failure. Over time, the story tellers will adopt the new ones.

On the surface, this may seem simple, but it is not. Remember the
story tellers are working with a great deal of history whereas you are
trying to make a change to a new way of working with no history. To
accomplish this switch in the stories, you need many new ones that
reflect the value of the change. At first, you may even have to become a
story teller yourself. The message that there is more value in the new
way of working needs to get out to the organization.

Keepers of the Faith

These individuals, who protect the existing culture, educate those
new to the organization in the old ways. This contact builds strong inter-
relationships that place these individuals in positions of cultural influ-
ence. If you want them to become keepers of the new faith, you must
involve them in the new process so that there is a feeling of ownership
from the outset. The first step in this process is to identify who they are
and then get them involved. Because their primary role is to protect the
old, this change will be difficult for them. As they come to grip with the
new way of working, they may still prove difficult for you because there
will be resistance. This resistance can develop from their own fears
about losing their position.

Whisperers

Whisperers have power within the infrastructure because they have
access to the managers’ ear. We can only hope that they whisper the
truth, but often they do not. Nevertheless, whisperers are part of an
underground communication system. They draw power because they
have high-level access and maintain their interrelationships so that
their power can continue. If managers are focused on changing the cul-
ture, then information from the whisperer community can be of value; it
can be used as a barometer for measuring the progress of the change ini-
tiative. However, if you are on the receiving end of this information it
must be distilled. You need to be able to sort fact from fiction.

Gossips

Gossips make up the hidden day-to-day communication system of the
firm. Just as with whisperers, much of what they pass may not be fac-
tual, but they will give you a sense of what is really going on within the
organization. There are ways to tap into this communication system by
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building good interrelationships with the people involved. A good man-
ager will walk through the plant and talk to the people. Once the formal
process has been made public, people will talk and tell you what is real-
ly on their mind. Although this may not happen immediately, it can
happen if you listen and demonstrate concern for the issues of others.
Knowing the gossips and linking into their communication system
through positive interrelationships with them can give you another view
into what is really going on in the plant.

15.9 One Last Thought

Organizations are nothing more than groups of people focused on
common goals. They share values and work together through positive
interrelationships. The interrelationships within the workforce and
those between management and the balance of the organization are of
critical importance. They are the glue that holds the organization
together, allowing us to move forward, make changes, and successfully
achieve our vision.
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Rewards

16.1 Why Consider Rewards?

When people initially think about rewards in a work context, they
often think about money or a job promotion that then leads them to
think once again about money. Rewards, however, are far more signifi-
cant than simply how much money someone gives you for a job well
done. As we shall see, monetary rewards are short-lived and do not
always add the value that we perceive. The rewards we will discuss
address successful organizational change, reliability-focused culture
shift, and work process improvement.

But why are rewards one of the eight elements of change? The
answer to this is that we can use rewards to reinforce the things that we
want to get accomplished. Similarly, we can withhold rewards for those
things that we want to eliminate.

For example, take a reactive maintenance work process in a contin-
uous process industry. The first thing that the maintenance group does
when they arrive at work is to check what equipment broke down dur-
ing the night shift, then determine which of these failures threatens
safety, environmental conditions, or plant production. Next, the mainte-
nance organization mobilizes itself to rapidly fix those critical things
that are broken. At the end of the day, if this process has worked
smoothly, the emergencies have been corrected.

As a result of these efforts, what does the organization do?
Invariably it praises and rewards those who have reacted to and
resolved the problem-of-the-day. This praise carries great value for the
planners, foremen, and work crews who have saved-the-day and kept
the plant in operation. Although the reward may show up later as a bet-
ter salary increase at the end of the year, at the moment it is the praise
that carries the value.

I know from experience, when I was a field execution superintend-
ent, I was one of the best reactive maintenance supervisors around.
Then I recognized the error of my ways. At first, I followed the exact
process I have described above. As a result, I received the praise I
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sought and went home, ready to repeat the same activities the next day.
My reward was the praise from our customers. In fact one of my reac-
tive work mentors came into work on weekends so that he could handle
maintenance-related emergencies and get praised on Monday. He was
not even paid for the weekends he spent in the plant. In our culture,
management rewarded the reactive work process and those who per-
formed it well. They reinforced the behavior and “what got rewarded got
done.”

What do you think would have happened to me if, being presented
with that day’s set of problems, I told production, “I am sorry we are not
working those jobs today. They do not appear to be emergencies. We are
sticking to the work scheduled.” In that case, management would have
applied negative reinforcement to remove me from my position, hiring
someone else in my place who fit their expectations of a reactive super-
visor. The negative reinforcement would also have been a message to
the rest of the organization.

By contrast, consider proactive maintenance. Now we perform work
so that equipment does not fail. We conduct preventive and predictive
maintenance tasks and are able to identify failure before it happens.
The reward for this type of work is more subtle and not as rapid as
under reactive maintenance. Over time, equipment fails to breakdown.
Those who understand proactive maintenance recognize that the work
that has been done to prevent failure has paid off. When equipment reli-
ability improves, the maintenance group receives some praise, but it is
not as timely as the praise received by the repair-based culture. At
times it may even seem as if high levels of reliability are simply expect-
ed as the norm. This expectation can make driving reliability-based
work processes difficult. The challenge becomes even greater because
when a failure occurs, the praise often goes out to the crew who saves
the day rather than the crew who repeatedly prevented failure on other
assets, and delayed the failure on the equipment in question.

Thus, rewards are one of the eight elements of change. We need to
understand how to reward proactive behavior over repair behavior so
that we can successfully drive change.

The four elements of culture further compound this challenge. The
values we establish support how we run our business and what we do or
do not reward. The role models within our work processes are those who
do or do not deliver the rewards and drive the process changes. The rit-
uals and their supporting rites are also an integral part of the work and
reward process because the established rituals are what management
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rewards through the reinforcing rites. Last but not least, the cultural
infrastructure applies subtle behind-the-scenes pressure by rewarding
compliance to “how things are done around here.”

16.2 Short-Term and Long-Term Rewards

The previous section described reward scenarios for both reactive
and proactive maintenance. Because rewards are dispensed for work
accomplished according to expectations set by your organization or man-
ager, you need to understand the inherent problem of proactive work
rewards.

Figure 16-1 describes our repair-based work scenario. First, some-
thing breaks down (block 1); then the problem is identified, a mainte-
nance crew dashes in, makes the save and order is restored (block 2). As
a result, the crew receives praise from production for a job well done
(block 3). The praise is most often immediate and the reactive behavior
is, therefore, immediately reinforced. Maintenance is now ready for the
next emergency (block 4). This process is made possible because the
time delay between the work and the reinforcement is minimal. This

An event that is
considered a plant
emergency takes
place
1
Mamter)ance gets Maintenance rapidly
rapid reinforcement
. 4 2 | responds and corrects
and is ready for the
the problem
next emergency
3
Production
immediately praises
the action

Figure 16-1 Reactive rewards
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close coupling of the action and the reward is an optimal way if you wish
to reinforce behavior.

Now consider the preventive work scenario shown in Figure 16-2. In
this case, the preventive maintenance efforts can go on for years (block
1). The result is no equipment failure (block 2). When this success of the
efforts is recognized (block 3) because the amount of planned or emer-
gency repairs has decreased, some praise may be given (block 4). The
problem here is that at two places in this cycle there is a long lapse
between the work and the praise (if it is given at all). First, there is a
time delay between when things actually stop breaking and production
recognizes the improvement. Second, there is another time delay
between when the improvement is recognized and praise is provided.
These time delays make the praise and the reinforcement it is supposed
to provide less than effective.

These time delays also make reinforcing proactive maintenance
behavior very difficult. This challenge is also true for any change you
wish to make which has a disconnect in time between the actual work
and the reward.

Reliability develops
preventive / predictive
maintenance
strategies

1

Maintenance and
Reliability get
reinforcement

supporting the work

Time \ 3 Time

Delay / Delay
\ Production and others

recognize the reliability
of the equipment has
improved

Maintenance
4 2 implements and
“things stop breaking”

Figure 16-2 Proactive rewards
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Think about the performance review process. Most companies hold
these events on a yearly basis. At this time, you are called into your man-
ager’s office and told how you performed over the past year. Often this
review is accompanied with a salary increase. The problem here is the
same as that described in Figure 16-2. The time delay between the actu-
al work that you did and the praise for the effort is so far disconnected in
time that whatever praise you receive has little or no meaning.

Even for long-term work efforts, short-term rewards and praise are
needed. They let people know where they stand in shorter time incre-
ments. If employees have done well, they receive the rapid feedback
they need to re-energize their work. On the other hand, if they have not
done well, they have sufficient time to take corrective action and modi-
fy their work behavior.

16.3 Rewards and the Hierarchy of Needs

What types of rewards motivate people to do the things that they do?
Although your initial thought may be that money is the main driver,
time has proven that this is not the case. This insight is important, espe-
cially if you provide salary increases or bonuses hoping to implement
successful change, but are surprised that nothing different happens.

/ Self Actualization \
/ Esteem ESelf esteem :I \
2. Esteem from peers
/ Love (group acceptance) \
/ Safety (establishing stability and consistency) \
/ Physiological (air, water, food, etc.) \

Figure 16-3 Hierarchy of needs
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Maslow’s Hierarchy of Needs
To understand the real process of human motivation, we need to con-
sider Maslow’s Hierarchy of Needs. Abraham Maslow believed that
“human beings are motivated by unsatisfied needs, and that certain
lower needs need to be satisfied before higher needs can be satisfied.”
Maslow established five distinct levels of need, as shown in Figure 16-3.
These levels are described (from bottom to top) as:

Physiological
This level covers basic needs such as air, water, food, and sleep.

Safety
At this level, people need to establish stability in a very chaotic
world. They meet these needs through home and family.

Love (non romantic)

This level of needs describes our requirement for belonging and being
accepted. We fulfill this need by joining groups, clubs, and other organ-
izations.

Esteem

There are two types of esteem needs. The first addresses our need for
competency or mastery of a task or skill. This need is for self-esteem.
The second addresses our need for recognition of these competencies by
others, especially our peers.

Self actualization
This level addresses our need to achieve our potential. Each of us
wants to live up to and exceed our own expectations for ourselves.

Satisfying the Hierarchy of Needs

The Hierarchy of Needs theory states that you must first satisfy your
lower level needs before you can move up the pyramid. For example:

How much effort would you put into becoming an accepted member
of a work group (non-romantic Love) if you were constantly worried
about losing your job (Safety)? The answer is very little because you
would be preoccupied with satisfying your need for Safety — a lower-level
need on the hierarchy.

How much effort do you think you would expend learning to be an
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excellent planner (Esteem) if you could not get recognized as an integral
part of the planning team (non-romantic Love)? Once again, not much
because you would first need to become a member of the team before
putting out the effort to become an expert.

These are but two examples of the need to satisfy lower level needs
before moving on to satisfy needs that are placed higher on the hierarchy.

Applying the Hierarchy of Needs

The Hierarchy of Needs directly relates to how money is used as a
motivation tool for work improvement and, more specifically, for
change. The majority of us who have a job and a reasonable salary do
not expect to lose these safety-related items. Consequently, a salary
increase rewarding yearly performance is not by itself a motivator of
change. It sits somewhere at the Safety level of the hierarchy. To com-
plicate matters, the salary increases are usually given once per year.
Using Figure 16-2 as the model, we can recognize the significant time
delay between the actual performance and the salary increase. Because
our safety requirements are already met and our work group satisfies
those needs of non-romantic love (belonging to a group), salary increas-
es have little motivational effect on change.

For change to be successful, we need to motivate our workforce by
providing rewards that are at the levels of non-romantic love and, ulti-
mately, esteem. This goal can be accomplished through work group
assignments and work content assignments. The former gets the indi-
viduals into a group where they and their skills can be accepted. From
there, they can then further develop those skills and achieve the esteem
— both externally and internally — that will support the change initia-
tive. Work content assignments give the individuals the ability to learn
new things and excel in their performance. As we have learned, this
achievement satisfies both self esteem and esteem from one’s peers.

Let us assume that we work in a plant that does not have a planning
and scheduling function. Figure 16-4 depicts the process that a team
would go through in the development and rollout. In block 1, the site
determines that a planning and scheduling function is needed. In block
2, selected key people are assigned to the work group responsible for the
development of this new process. These individuals are motivated by the
self-esteem factor. If their assignment is handled properly by manage-
ment, they will feel that they have been selected because of their expert-
ise and ability to work on new and innovative projects. In block 3, the
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A change initiative is
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Figure 16-4 An example of how the hierarchy works

team works and develops the new process. As teams of this nature work
together, they build bonds that usually last long beyond the end of the
work initiative. Furthermore, being an accepted member of an impor-
tant group working on a key management initiative directly addresses
the need for Love (group belonging).

In block 4, the group delivers and rolls out the process, which is suc-
cessful and immediately provides significant value to the plant. Seeing
the success and knowing that they were each a part of it provides a
great deal of self esteem to the team members. Finally in block 5, the
work effort is recognized by plant management and one’s peers, provid-
ing the second part of the esteem need shown in the hierarchy.

Another aspect of this model overcomes the problem of time delay
seen in our prior example: At each phase of the effort, starting with
block 2, a reward is provided — although the reward is different at each
level. Therefore, even the time delays that occur between conception of
the idea, its development, its rollout, and the recognition by manage-
ment do not cause a problem for those involved in the process.
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16.4 Negative and Neutral Rewards

Not all rewards are positive. Some have a negative effect while oth-
ers have no effect at all. Because the reward system is built to motivate
organizations and people, these types of rewards are not desirable in
any context. Every one of us has been involved with rewards to this
type. Negative rewards include:

You work long hours on a project, getting home late and having lit-
tle time to spend with your family. At the end of the project, manage-
ment decides that the reward for the long hours away from home is to
go to a long dinner after work.

You are recognized as an expert in a certain area and management
has made no effort to develop any back up. As a result, you are assigned
to every new initiative that addresses your area of expertise. Each time
you are assigned, you are praised as someone who is critical to the
effort’s success.

At the end of a very productive year, you receive the standard raise
and are told it is the fault of the salary system that you can not receive
more.

You are one of the best mechanics in your plant. In a typical year,
you work 25 percent overtime. The extra money has really helped you
financially, especially because your child is starting college next year.
Now because of your expertise, you are assigned to a project that will
virtually eliminate overtime.

Neutral rewards include:

You have been with your company for many years and are earn-
ing a very good salary. Your yearly raise is 2.5 percent.

The company decides to send the key employees to a training pro-
gram. The plant population is told it is a reward for select
employees to learn a new skill. You are sent, but you have been
doing the work covered in the training program for several years
and there 1s nothing new.

The reward for completing your project on time is baseball tickets.
You hate baseball.

If you consider the rewards listed above and also consider that the
goal is motivation, you can easily see how these rewards fall short of the
mark — many of them very short. Motivating people to implement new
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initiatives and change how things are done requires careful thought
before the rewards are determined. For each of the negative and neutral
rewards listed, there is a way for those creating the reward to turn
something that is negative or neutral into something that is positive. If
this isn’t the case, then the reward may be entirely wrong for the goal
you are trying to accomplish.

16.5 How We Reward

Rewards should motivate people to performance in a way that pro-
motes the success of the business, the work group, and even the work
process that the group is using. Larger rewards most often go to those
who add more value than those who simply perform their jobs. Negative
rewards often go to those who do not measure up and fail to perform as
required. We want to model behavior and we plan to reward people for
following the model. Therefore, we need a process that makes the per-
formance indicators very clear to those who are being asked to comply.
We also need a process that continually provides feedback to people so
that they know if they are on track. This feedback is even more impor-
tant if the measures are addressing change initiatives and simply per-
forming the existing processes well is no longer satisfactory.

Chapter 3’s discussion of the Goal Achievement Model suggested the
process for establishing clear measures of performance. Management, or
those wishing to make the change, set the vision, the goals, and the ini-
tiatives. Through a set of discussions with the work team or individuals
engaged in the initiative, specific activities are then established along
with the measures that ascertain completion of the activities.

The activities are often represented as milestones along a more
involved process; they almost always have dates associated with them.
The manager and work team or individual can periodically review both
the Goal Achievement Model and the measures associated with the
activities to determine if satisfactory progress is being made. If not,
timely corrective action can be taken. However, if the effort is on track,
new activities and related milestones can be established. In addition,
this is the opportunity for the manager to provide rewards in the form
of recognition.

Referring to Chapter 12 on group learning, you will quickly see that
this process is a form of single loop learning. Individuals can determine
how they and their team are doing in accomplishing the initiative and
its related goal. If conducted correctly, this process clearly communi-
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cates the desired outcome of the initiative, directly holding those
involved responsible and accountable. Furthermore the process provides
timely feedback about the effort’s success.

16.6 Rewards and the Other Seven Elements
of Change

Rewards are the eighth element of change. As we have learned, it is
very important in its own right; however, it plays a key support role for
the other seven elements. The thought of reward (or the potential lack
thereof) is a constant force when we are involved with any of the other
seven elements. Total failure to accomplish the assigned task almost
always brings with it the type of negative rewards we never want to
receive — demotion, reassignment, or job loss. On the other hand, great
successes most often bring with them promotion, recognition, and
salary. Consequently, we are always aware of what we are doing and the
potential outcome of our effort. Rewards impact each of the elements as
follows.

Leadership

Because plant leadership not only sets the goals and initiatives, but
also provides rewards for those who accomplish them, rewards are an
important part of the leadership’s tool kit. The key part of the process
that must be well managed, especially if leadership is championing
change, is the clear communication of these goals and initiatives. In
addition, an on-going process must be in place to help those who are try-
ing to achieve them to understand their progress and also to receive
redirection if needed. This continual feedback is a part of the reward
process. When my manager tells me that my work team is on track and
that we have done very well, that information feeds into several ele-
ments of the Hierarchy of Needs — non-romantic love and esteem.
However if there is no reinforcement, we will not be clear if we are deliv-
ering a work product that meets management’s expectation; our ability
to deliver a successful change initiative will be impaired.

Work Process

Change initiatives usually include changes to the work process.
Because change is such a significant event, the proper application of
rewards is important. One area of rewards that requires specific atten-
tion is that of time delay. Those leading the change effort must recog-
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nize that any excessive time delay between change events and reinforc-
ing rewards must be minimized. As changes are put into place, the work
team and even the entire organization are looking for reinforcement. If
reinforcement is not provided, assumptions will be made about the level
of success. These assumptions most often lead to the wrong conclusions
and, ultimately, wrong actions.

Structure

An important component of any change effort is how the new process
often requires the structure to be altered. As with changes to the work
process, this effort is often significant, with a great deal of stress.
Timely reward for small successful changes will allow you to send a
clear message to the organization that things are going well.

Group Learning

Rewards are very closely tied to Group Learning. Groups take action,
review the outcomes, and learn from what they have accomplished.
Rewards, in the form of recognition by management, send the message
that the learning has been accomplished. In addition, group belonging
is strengthened; both self esteem and peer esteem are built. Think about
a successful team effort in which you were involved. When completed,
you received praise from your management team — that made you feel
good. However, what probably made you feel even better was the mutu-
al recognition from your team and your peers as well as your belief that
you had accomplished something significant.

Technology

This element is not significantly impacted by rewards. In a way,
technology is similar to rewards in that it provides support to other ele-
ments. However, technology has enabled companies to implement on-
line measurement processes that provide a significant level of support
towards making the measurement and reward consistent. Many compa-
nies now have a process like the Goal Achievement Model computerized
so that key measures of success can be tracked consistently across large
plant and company populations.

Communication
Rewards require communication if they are to have any chance of
being successful motivators of change. Not only does management need
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to clearly communicate the goals and initiatives. but they also need to
communicate the level of success that teams and individuals are having
achieving them.

Interrelationships

Establishing sound interrelationships across work teams and organ-
1zations directly supports the Reward element. It is these interrelation-
ships that support strong group membership (non-romantic love on the
hierarchy) as well as peer esteem for a job well done. Without sound
interrelationships, both of these levels of the Hierarchy of Needs may
never be satisfied.

16.7 Rewards and the Four Elements of Culture

As we have seen, rewards can have a real impact on how well change
is implemented and, ultimately, succeeds. Group memberships, selec-
tion for change project teams, and praise that builds self- or peer-level
esteem are all very powerful forces. Similarly, rewards that are used to
help successful change initiatives carry the same level of power into the
organizational culture.

Organizational Values

Values are at the very heart of any organization’s change process. If
an organization values and rewards reactive maintenance, then it is dif-
ficult to believe that a proactive initiative such as preventive or predic-
tive maintenance will have much chance of success. In fact, those in the
organization working on proactive initiatives will feel punished because
they will be out of the mainstream, not receiving the rewards for reac-
tivity being given their peers. However, if an organization and its lead-
ership clearly articulate a new set of values — ones focusing on proactive
maintenance — and use rewards to reinforce their implementation, then
success 1s far more attainable.

In order to show clearly how the new values are being rewarded, you
can use the Goal Achievement Model. Using this tool, you can provide
the vision along with the new value system and goals needed to achieve
it. The organization then is able to develop the initiatives and activities
needed to reach the goals. This coupling of a new set of values with a
clear set of goals via the Goal Achievement Model sets up a measure-
ment system to track and reward successful change. If the Goal
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Achievement Model is used correctly, those within the organization will
quickly recognize the requirements for success and reward.

Role Models

Two aspects of role models need to be discussed. The first addresses
when our leaders are also our role models. In this case, having the peo-
ple who set the direction for the business also be the ones we wish to
emulate provides a tremendous benefit as the leaders work to promote
change. As long as they practice what they preach — and what they
preach is the strategic direction for the organization — the leaders will
be followed. In turn, the organization and its supporting culture will
change.

Leaders are the ones who reward performance and, given their sta-
tus as role models, we try to copy their performance. Therefore, it should
be easier for us to obtain rewards. Having this duality reduces the
amount of deviation from the plan. In general, the culture will follow its
role models faster than it follows its leadership, causing possible mis-
alignment. However, when the role models and the leaders are one, the
potential for this deviation is eliminated.

The second aspect addresses when our leaders are not our role mod-
els. Problems arise when these two positions are not aligned. In this
case, the leaders set the direction for the business and reward perform-
ance for attaining the business goals that they have set. These rewards
are most often in the form of job security and money. The other things
that they can use as rewards are promotion and job content, both of
which fit the esteem level of the Hierarchy of Needs. However, these
rewards for change are undermined by the rewards provided by the cul-
ture and any role models who are not aligned with the leaders. The role
models’ rewards fit the level of non-romantic love within the hierarchy.
Remember that before you can be concerned about esteem-level
rewards, you need to satisfy those at the non-romantic love level. These
are provided by the culture and the role models, not by the leadership.

People in the organization can not simply abandon their leaders and
the direction they set. If they do, they may find themselves without
employment. Yet they also can not abandon the rewards provided by the
role models and the culture in which they have membership. What are
people to do? The most prevalent answer is that they walk a tight rope
between the two. They comply with the new business direction set by
the leadership, but most often only enough to get by. Their real alle-
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giance is to their role models and the culture. Their hope is that the cur-
rent leadership will move on. They are then replaced with new leaders
and a new program; the cycle begins again.

Those embedded within the culture clearly recognize that most often
the role models, the rewards they provide, and the culture will last
while the leaders are “here today and gone tomorrow.” We have all
experienced this when a new leader and a new program are introduced.
Do we work to seek the rewards that this program du jour offers? Or do
we stay with the rewards anchored in the culture and promoted by the
role models? The answer is obvious — we give lip service to the leader-
sponsored change and stay with the culture.

Yet waiting for leaders to leave doesn’t help the organization
improve. There is a problem in the model in which the leaders are pro-
moting change and the culture is promoting status quo. Suppose that
you are a leader promoting a reliability approach to the work. However
the organization is reactive and led by individuals (everyone’s role
model) who are extremely reactive in their approach. The once-per-year
salary increase and promotion to reliability-related positions that the
organization views as inferior will not be a sufficient reward to drive
change. The rewards provided by the reactive role model are far superi-
or and very closely tied to the work of the organization.

Therefore, what can you as a leader do using rewards to promote
change? The solution lies in the area of negative rewards. To accom-
plish the necessary changes in this example, you need to remove the role
models from their position of power. At the same time, you must make
cultural alignment with this individual unattractive to the organization.

I saw this approach achieve remarkable results. In a prior job, I
worked for an individual who was reactive, who was the role model for
the organization, and who was clearly not aligned with the maintenance
leadership. The problem was that our equipment reliability was poor
and reactive maintenance was not the answer. The manager knew he
needed to make a change and refocus the organization on equipment
reliability. To accomplish this, he promoted the role model to a new
assignment called “special projects” outside of and away from the day-
to-day work. He then filled the vacated position with a manager who
was aligned with his reliability vision.

The interesting aspect of this plan was that the special projects posi-
tion had no projects. The role model was essentially in a position with-
out work. It was immediately clear to the organization that the former
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manager was being punished for his reactive approach and that their
failure to embrace the proactive way of working could result in the same
reward. This plan had an impact on the organization because years later
people still joked that the last thing you wanted was for your manager
to assign you to a special project.

Rites and Rituals

We know that rituals are the things that we do as part of our day-to-
day work. If we are promoting a reliability-focused change, then these
things we do will be altered. Rewards reinforce performance, showing
themselves as rites performed by the organization. For example, in a
reactive work environment, the reward for a quick response may be
praise from production at the morning meeting. To promote change, we
need to change the rituals as part of the work process redesign.
However, if we are to use rewards to support change, a more important
aspect than changing the process is changing the rites and the rewards
for performance. We need to establish new rites to reward the new
behaviors.

In the reactive mode, things break and maintenance rushes in to
make the repair (ritual). At the morning production meeting, those
involved receive praise for saving the day (rite). To make a successful
switch to a proactive model, these rituals and their supporting rites must
be changed. A reliability-based work environment will have fewer fail-
ures requiring less emergency response (remove the ritual). However,
when emergencies occur, the organization needs to recognize, but not
praise the response (change the rite). Instead, they need to treat the fail-
ure as a negative event (change the ritual) and use it to drive a failure
analysis process (a new ritual). Once the analysis has been completed
and corrective action taken to prevent future failure, praise should be
given to those who solved the problem (new and redirected rite).

This is only one example of how rituals, their supporting rites, and
the rewards can be altered to promote a new way of working. In your
work processes, you need to do the analysis and make these changes.
Old rituals and their rites, along with rewards for the wrong things, can
certainly hamper your chances for success.

Cultural Infrastructure
Storytellers, gossips, whisperers, and keepers of the faith all have
great pride regarding their sacred positions within the cultural infra-
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structure. The reward they receive is their feeling of importance as they
carry out their cultural duties. As we have discussed in other chapters,
you need their support in order to implement successful change.
However, you need them to provide, in a negative context,information
about how things were done, thereby dissuading the organization from
continuing. You also need them to provide the “new way things are done
around here.”

The reward that you provide them is allowing them to remain in
their cultural infrastructure roles. As a manager, moving people out of
their current roles through reassignment or, if necessary, more drastic
means is within your power. Yet this is not really what is needed. You
need these people as allies, not as disgruntled employees in someone
else’s department.

To accomplish this task you need to identify the members of the cul-
tural infrastructure, have them recognize the reward you are providing,
and then establish them as allies in your change effort.

Next you need to provide them with ammunition. They need infor-
mation first about the positives of change and second about the nega-
tives of not changing. In a sense, they are going to be your sales force in
this area. Using the cultural infrastructure, they can reach people in the
organization far more easily than you can as manager. You also need to
give them something to promote throughout the cultural infrastructure
underground. Visible evidence of a new way of working and the poten-
tial rewards for success should provide this material.

I once worked on a project whose success was very important for the
success of the business. To accomplish the project, we divided the work
into smaller units, handling the pieces with sub-teams. It was suggest-
ed that these teams be composed of a cross section of the entire organi-
zation, including members of the workforce. Someone suggested that we
select some of the best hourly workers to fill these roles. We didn’t do
that. Instead we identified the key members of the cultural infrastruc-
ture, then placed them on the sub-teams. We recognized that once they
were convinced of the importance of success, they would be a major force
within the workforce to promote the idea. It worked.

16.8 Onward to the Web of Cultural Change

So far in this book, we have discussed the four elements of culture
and the eight elements of change. We have also addressed how these
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two sets of change elements relate with one another. In the following
chapters, we take this one step further with the introduction of the Web
of Cultural Change in Chapter 17 and how to analyze the web’s infor-
mation in Chapter 18. This web diagram, the accompanying survey, and
the process of analysis should provide you with great insight into your
cultural strengths as well as area where you can improve.
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The Web of Cultural Change

17.1 Introduction to the Web

The purpose of this chapter is to introduce the Web of Cultural
Change. In my prior book Successfully Managing Change in Organiz-
ations: A Users Guide, I created an eight-spoke web model that readers
can use to determine change readiness within their company. It is
essentially a radar diagram with eight spokes. Each of these spokes is
one of the eight elements of change. In the appendix of Successfully
Managing Change in Organizations: A Users Guide and on a disk that
comes with the book, there is a survey of four questions for each of the
eight elements. Each question, when answered, adds from 0 to 5 points
to the score for that element. Therefore, for each element, you can con-
ceivably obtain a score of 20 points, assuming that your firm receives
the maximum score for each question. A completed Web of Change dia-
gram for a typical company looks like Figure 17-1.

2(_, Leadership

16
Rewards Work Process
12
4
Interrelati i 9 Structure
Communication Group Learning

Technology

Figure 17-1 A Web of Change diagram
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A score of 20 for any element places it on the outer ring. This is the
best score possible for any element. Lesser scores are relegated to the
inner rings with the lowest score being a 0, placing that element’s score
in the center. The value of this effort is to show the readiness of your
company for change.

Two important aspects are associated with the scoring. First, you
want to see high scores for the elements individually. High scores indi-
cate that the things that need to be done to prepare for change are in
place. Second, you do not want to see one element score much higher or
much lower than the others. Otherwise, the elements are out of align-
ment — either positively or negatively. It is far preferable that all of the
elements are relatively equal. In this way, you can be assured that your
progress is being made uniformly across all of the eight elements of
change.

Another benefit to the web is that elements with low scores can be
analyzed in detail, then actions can be implemented to correct the defi-
ciency. This is not to say that the web is statistically accurate — it is not.
However, it certainly is an indicator whether something is not right in
your company’s world of change management. In addition, by reviewing
the questions and their respective scores, you can perform an analysis
to find out why.

The web model in this book is somewhat different. In the Web of
Cultural Change, we are not seeking to understand readiness for
change. Presumably you are already involved or planning to soon be
involved in a change effort within you company. My purpose with the
Web of Cultural Change is to assess each of the eight elements of change
relative to the four elements of culture that we have been discussing
throughout this text. If you fail to change the organization’s culture,
then over time any change initiative you put in place will fail. The Web
of Cultural Change will help you identify the areas of weakness with
cultural change just as the Web of Change helps you identify areas
where your change readiness needs improvement.

How the Web of Cultural Change Was Built

When creating the Web of Cultural Change, I was confronted with a
multi-faceted problem. First, I wanted to show all of the relationships
on a radar diagram. Doing this allows the users to see the connections
among the eight elements. Second, I wanted to show the relationships
of the eight elements of change to each of the four elements of culture
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Figure 17-2 Web of Cultural Change — question set up

separately. Although I saw value in a single web diagram — so that you
could see each of the eight element’s scores in a composite — 1 also
wanted to show the relationship of each of the four elements of culture
separately compared to the eight elements on the diagram’s spokes.

I accomplished this multi-faceted goal by creating sixteen questions
for each of the eight elements of change. These sixteen questions are
divided up into four sets of questions, one set for each of the four ele-
ments of culture. The first four questions relate to organizational val-
ues, the second set to role models, the next set to rites and rituals, and
the last set of four questions to the cultural infrastructure. In this man-
ner, by looking at any group of four questions across the eight elements,
we can create a web diagram for just that element of culture related to
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the eight elements of change. Figure 17-2 shows the way that the web
of cultural change questions were developed.

With the questions set up in this fashion, we can obtain either an
overall web diagram or individual web diagrams for each element of cul-
ture as it relates to the eight elements of change. These web diagrams
will provide a multi-faceted view. The analysis of these views will be dis-
cussed in Chapter 18.

Rather than have everyone create their own webs, I have included a
CD with this text. The CD has a number of beneficial tools in addition
to the web model. The key item on the CD is an Excel spreadsheet that
includes a separate tab for each of the eight elements of change, includ-
ing all of that element’s questions and a place for you to enter your
scores for each.

As you go through this process of answering the questions, a sepa-
rate tab within the spreadsheet is creating your overall web of cultural
change diagram as well as a separate diagram for each of the four ele-
ments of culture. This tab is labeled Baseline because it is your starting
point for the process. There is another tab that is labeled Reassessment;
this tab will be used for future survey scores. By having both a baseline
and a set of scores after you have had a chance to do some cultural
change work, you will be able to see where you improved as well as those
continuing or new areas for improvement.

Within the baseline tab, there is a good deal of information. All of the
scores from the individual tabs are summarized and an average is cre-
ated for use in several of the charts. There is also a section where the
groups of scores related to the four elements of culture are summarized
so that these individual charts can be created as well. This tab has been
password protected so that it can not be altered. Each of the sub tabs
has also been password protected in order to preserve the web model
and allow it to work as designed.

17.3 The Charts

The charts are also represented in both the baseline and the
reassessment tabs. The baseline shows your original scores. The
reassessment shows both the original scores and the scores that you
obtain when you retake the survey after undertaking some cultural
change corrective action.

The baseline tab has the following eight charts:
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Cultural Web of Change

Figure 17-3 shows a representative chart in which the total score for
each element 1s provided. These scores are based on the answers to the
sixteen questions provided for that element. Because each question can
receive a maximum of 5 points, the maximum score for any element is
80. If every answer is scored as “strongly disagree,” then that element
will have the lowest score of 16. I have made it extremely difficult, if not
1mpossible, to have a very poor score — the inner circle on the web. My
reasoning is that I do not believe that any firm is that poor. Yet any
scores that received a strongly disagree score of 1 will stand out for
future analysis.

Actual Score vs Average Scores

Figure 17-4 shows how the scores for each element compare with the
average total score. The process of cultural change needs to proceed uni-
formly; any score with significant deviation from the average is either
changing too fast or too slow when compared to the others.
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Figure 17-3 The baseline Web of Cultural Change
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Actual Scores vs. Average Score
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Figure 17-4 Actual scores vs. the average

40 1

Eelement Scores

Figure 17-5 Actual scores — bar chart view

Actual Score vs Maximum (80 Points)

This chart gives the users a different look at the data. It simply rep-
resents the scores as bars with the maximum being the score of 80
points per element.

Actual Scores — Deviation from Average

This chart provides another way to look at how the scores for each of
the elements deviate from the average. In this case, the chart shows
both plus and minus deviation because it uses the average score as the
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baseline. This chart will give you a clear indication if any of the ele-
ments is out of alignment with the others.

Additional Charts

The other four charts are individual web diagrams for each of the
four elements of culture. The only difference between these four charts
and Figure 17-3 is that each of these is for a separate element of the cul-
ture — organizational values, role models, rites and rituals and the cul-
tural infrastructure.

How the Web of Cultural Change Works

The web diagram works either of two ways. You can use the CD to
answer the survey questions, then allow the Excel spreadsheet to create
your web. Or you can copy the survey questions from Appendix 1, along
with a blank web diagram provided in Appendix 2, and make your own.
The former is obviously easier, but for those who want to go through the
process the latter is offered.

The web model works very simply. You answer the questions by scor-
ing from 5 points for strongly agree with the statement down to 1 point
for strongly disagree. Answer all of the questions so that the score is not
biased when the element’s values are added and portrayed on the web
and the other charts.

In Chapter 14 on communication, we discussed the need not only to
send the message, but also to make sure that it was understood. There

Element Scores

Figure 17-6 Deviation from the average
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is no easy feedback mechanism with a book, yet it is my desire that
there be clarity when answering the questions. Therefore, you will find
in Appendix 3 a list of all of the survey questions that I thought could
use some additional clarity along with my thoughts about each. In this
way, if you are unclear about a question, you can look it up in the appen-
dix to see what point I am trying to make.

17.5 An Example

In order to assure a clear understanding of the survey, how it gets
assembled within the Excel spreadsheet, and what it looks like when
shown as the web of cultural change, I offer the following example. In this
example, I do not show the three bar or line charts that are represented
on the baseline or reassessment pages, only the primary web diagram.

Suppose that your plant is going through a change process designed
to convert the site to a reliability-focused work culture. The initiative
seems to be having problems. Barriers to change are being encountered

Summary Baseline Data and Charts

Max Score Baseline Baseline vs

Score Average
Leadership 80 39 9.38
Work Process 80 39 9.38
Structure 80 35 5.38
Group Learning 80 17 -12.63
Technology 80 32 2.38
Communication 80 23 —-6.63
Interrelationships 80 31 1.38
Rewards 80 21 —8.63
Average 29.63

Figure 17-7 Example — tabular results
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and the organization often finds itself unable to clear these hurdles. The
site conducts a web of cultural change survey in an attempt to pinpoint
the problems. The survey results are shown on Figure 17-7 and the
resultant web diagram is shown in Figure 17-8.

In Figure 17-7 we see the tabular results of the cultural change sur-
vey and in Figure 17-8 the web diagram. Remember, these are based on
the total scores of the sixteen questions from each section. The questions
are divided into sets of four so that individual web diagrams can be
developed for each of the four elements of culture. In addition, the rings
of the web have significance. The inner ring (0 to 16) is a very poor score,
the next ring (17 to 32) is poor, the next (33 to 48) is average, the next
(49 to 64) is good and the outer ring (65 to 80) is very good. From our
example, we see that we have five scores within the average ring and
three in the poor ring. This information and the sub web diagrams will
be very important for the analysis phase in Chapter 18.

80 _ Leadership

64

Rewards Work Process
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Communication Group Learning
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Figure 17-8 Example — Web of Cultural Change
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17.6 Introduction to Reassessment

Just as it 1s important to get a good baseline score so that you can
focus your analysis, it is also important to reassess your progress after
a time period — usually six months — in order to see what progress has
been made. The reassessment is handled with a separate tab within the
Excel diagram. The charts provided are similar to the ones in the base-
line; however, they show both the baseline and the reassessment scores.
In this way, you can truly focus your attention on areas that have not
improved, areas that you thought would improve but didn’t, and in some
cases areas that may have gotten worse as a result of actions that you
have taken.

17.7 Large Group or Small Group Surveys

A question often comes up regarding how you should conduct the web
of cultural change survey. Unlike Successfully Managing Change in
Organizations: A Users Guide where the web questions were generic
and could be answered without an understanding of the material in the
text, this does not hold true for the web of cultural change. As you know
from reading the text, there are concepts, terms, and definitions that
must be clearly understood before one can take the survey and return
accurate results. Therefore, the first step to approaching the web survey
is to provide participants with the survey information contained in the
text, making certain that they understand the material before proceed-
ing. The group participating can be as small as one person (you) or as
many as you wish. Certainly a broader population of people answering
the questions will provide you with a better web diagram, but getting
everyone to allocate the time to understand the material prior to the
web survey may prove somewhat difficult.

In order to support your effort in this area, the CD that comes with
this book also contains a Power Point presentation, with voice giving you
an oversight into the content of the text. Although it does not provide all
of the information contained in this book, it will give you a mechanism to
educate your team and position them to conduct the survey.

There is also a spin-off benefit if you and your team are able to allo-
cate the time required. When people in the future speak about the need
to change the organizational culture, those who have participated in the
learning process will understand what this truly means and how diffi-
cult the effort will be for the organization.
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18.1 Assessment

In Chapter 17, I discussed the Web of Cultural Change, the accom-
panying survey, and the charts the survey produces. The survey pro-
vides both a baseline and a set of reassessment charts and score tables.
Thus, you can clearly see where you started (baseline) where your
progress has taken you over time (reassessment). Each of these assess-
ment tools has value.

Baseline

These charts show you a glimpse into the way things are at present.
The areas of most concern are those elements that score in the poor (17
to 32 points) and very poor (0-16 points) range; these are the areas
where you are having the biggest problems. Although each element tells
a story independently, they are also closely interrelated. Therefore, an
average score in one of the elements may be the result of a poor scores
in another.

Another important aspect of the baseline information is to see if one
or more of the elements has a large deviation from the average — either
negatively or positively. In either case, this information tells you that
one of your elements is out of synchronization with the others. Due to
the interrelationship between all of the elements, large deviations from
the average should not occur. Determining the reason for them is part
of the analysis.

Reassessment

These charts show you how things have or have not improved over
time. The reassessment process enables you to identify your issues in
the baseline analysis, develop corrective action plans, implement the
plans, and then, at some time in the future (usually about six months),
to reassess yourself and see what has happened. In some cases, things
will get better. Others may get worse and a few may remain neutral
without changing. If you are truly working to improve, knowing this
information is extremely important because it will enable you to refocus
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your efforts — possibly in a different direction based on the new informa-
tion.

The Web of Cultural Change has an additional benefit that applies
in both the baseline and reassessment modes. Because each of the ele-
ments has sixteen questions and the questions have each been sub-
divided into blocks of four for each of the four elements of culture, you
can fine tune your analysis and examine the effects of one or more of the
four elements of culture on the eight elements of change.

For example, a low score in the Leadership element is composed of
the sum of the scores from all sixteen questions. Upon a more detailed
examination, you may determine that the lowest set of scores is coming
from questions one through four, which focus on organizational values.
This knowledge will enable you to focus your attention on this element
of culture in order to try to improve the leadership element. This drill-
down capability provided by the Web of Cultural Change further
enhances your analysis and potential improvement capability. A
detailed example of this will be shown in Section 18-4.

In order to improve, you need to conduct the assessments and do the
work necessary to carry out a complete analysis. Once completed, you
still need to put your findings into action and closely monitor the
process. Remember: there is no magic pill which corrects all of the
issues. You and your firm will need hard work and commitment to see
the entire process successfully through to the end.

18.2 The Technique for Analysis

There are many ways to analyze the information that is provided by
the Web of Cultural Change. The one that I will describe seems to be the
best and most complete method for attacking a very complex issue —
changing organizational culture.

The majority of those in the reliability or maintenance business have
heard of or utilized the various forms of root cause failure analysis, or
RCFA for short. In this model, you identify the problem. Then by asking
why the problem exists, you drill down through several layers to reach
the root of your problem. Once you get to this point, you identify and
implement solutions to solve the root cause. Taking these steps ulti-
mately helps you solve the problem. A single root cause is often an over-
simplified answer; most of our issues have more than one root. However,
if you know the methodology associated with a simple solution, you’ll
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find it only takes a little more work to extrapolate the process to a prob-
lem with more than one root.

In the reliability and maintenance world, RCFA is applied to deter-
mine why mechanical things fail. The purpose is to remove the failure
mechanism and eliminate future failures.

Suppose that you and your organization are rolling out a work
process that refocuses the plant away from the former day-to-day reac-
tive maintenance to a new way of working. This new process involves
detailed work plans, with production scheduling the work that is ready
to be performed one week prior to execution. In this process, the work
crews will work only on jobs that are ready to work, have been prepared
in advance, and are on the schedule. The training and rollout of the
process appear to go very well and everyone seems to be working in
accordance with the new process.

Then the process is audited by a group of objective in-plant
observers. The results are not what were expected. The process that had
been rolled out is nowhere to be found. Yes, production is selecting ready
to work jobs for the next week. But when the next week comes, the
maintenance crews are diverted to whatever production believes is most
important, even if the work is not planned and not on the weekly sched-
ule. The audit team discovers not only that this is not a random event,
but also that disregard of the new process is actually the norm.

This problem needs to be corrected if your new planning and sched-
uling process is going to be successful. You need to search out the root
causes of the problems that your new process is encountering. Just as
maintenance and reliability professional conduct root cause failure
analysis (RCFA) to prevent the reoccurrence of mechanical equipment
failure, we need to conduct a change - root cause failure analysis (C-
RCFA) for our analogous work process failure.

Step 1 - The Question and Level 1 Answers

The C-RCFA process begins by asking the question, “Why has the
planning and scheduling work process failed?” It is important to make
this question rather specific so that we can frame valid answers. Several
answers at level 1 are identified as follows and shown in Figure 18-1:

Production believes that whatever fails needs to be fixed right away
in order to minimize any chance of production loss.

The process has never really been supported by production line man-
agement. They had no involvement in its design.



Level 1

Why has the planning
and scheduling work
process failed?

Production believes that
whatever fails needs to be
fixed right away in order to

minimize any chance of

production loss.

Figure 18-1 Example — Level 1 answers shown diagrammatically

The process have never
really been supported by
production line
management. They had no
involvement in its design.

Communication and
training are poorly handled
by the maintenance
organization.

The role models have never
understood the need to
change. They keep the

plant running and are
rewarded for their behavior.
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Communication and training are poorly handled by the maintenance
organization.

The role models have never understood the need to change. They
keep the plant running and are rewarded for their behavior.

Step 2 — Level 2 Answers

Once the primary question has been answered, you need to select each
answer and ask why that response has caused the planning and schedul-
ing process to fail. For each of the level 1 answers, there may be several
more answers at the next level. The analysis can start to become compli-
cated because if we receive four answers for each of the level 1 responses,
we will be faced with sixteen answers to analyze. You can imagine how
cumbersome this analysis can get if we go through four levels.

However, there is a mitigating process that keeps some of this in
check. When examined, many of the answers can be eliminated as pos-
sible causes, thereby making further answers for those questions unnec-
essary.

When we ask why for each of the answers at level 1, we arrive at the
following set of level 2 answers. These are identified by the lettered
items under each level 1 answer.

* Production believes that whatever fails needs to be fixed right
away in order to minimize any chance of production loss.

* There are negative rewards associated with failing to meet
production quotas.

* There is a fear that the spares are not good back-ups.

+ If things are not made into emergencies, maintenance will
never get to them.

* The process has never really been supported by production line
management. They had no involvement in its design.

* They were not involved. However, their lack of commitment is
addressed in item #1 above. No further analysis required here.

* Communication and training are poorly handled by the
maintenance organization.

* Maintenance does not have resources for training.

* Maintenance assumes what is best for all departments.
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Production believes that The process have never Communication and The role models have never
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Maintenance assumes that
the reason is clear and
training is not required for
anyone.

Maintenance does not have Maintenance assumes what
resources for training. is best for all departments.
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Maintenance assumes that the reason is clear and training is
not required for anyone.

The role models have never understood the need to change.

They keep the plant running and are rewarded for their
behavior.

The lack of understanding is due to poor communication and
training is covered in item #3. No further analysis is required
here.

As a result of asking why a second time, as well as analyzing the
validity or duplication of responses, we have identified three reasons for
item #1 and three more for item #3, for a total of six responses. We also
have been able to drop Items #2 and #4. This is depicted in Figure 18-2.

Step 3 — Level 3 Answers

Let us go to one further level of detail to demonstrate the process
fully. Your own example may have four or even five levels to your analy-
sis. You need to drill down to whatever level provides you with what
appears to be the end of possible questions. In our example, and for sim-
plicity’s sake, we will work only on item #1 at level 3. The third level of
why questions and their answers follow:

Production believes that whatever fails needs to be fixed right
away in order to minimize any chance of production loss.

There are negative rewards associated with failing to meet
production quotas.

When discussed, there is no evidence that this is the case.
There is a fear that the spares are not good back-ups.

The PM program does not work and the spares are not
maintained.

The production department will not release equipment for PM.

The PM crew is often moved to emergency work and has a
large backlog of uncompleted work.

If things are not made into emergencies, maintenance will
never get to them.
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Level 3

Why has the planning
and scheduling work
process failed?
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Production believes that
whatever fails needs to be
fixed right away in order to

minimize any chance of

production loss.

The process have never
really been supported by
production line
management. They had no
involvement in its design.

Communication and
training are poorly handled
by the maintenance
organization.

The role models have never
understood the need to
change. They keep the

plant running and are
rewarded for their behavior.

Analysis shows they were
involved. No further
analysis required

Details not shown
due to space
considerations
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There are negative rewards
associated with failing to
meet production quotas.

There is a fear that the
spares are not
good back ups.

If things are not made into
emergencies, maintenance
will never get to them.

Analysis shows that there
is no evidence to support
this belief.

Details not shown
due to space
considerations
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1.b.iii I

The PM program does not
work and spares are not
maintained.

The Production department
will not release equipment
for PM.

The PM crew is often
moved to emergency work
and has a large backlog of

uncompleted work.

The lack of understanding
is due to poor
communication which is
already covered. No further
analysis required

Figure 18-3 Example —
Level 3 answers shown
diagrammatically
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* Because the planning process is not well designed.
* Conflicting production priorities.

* The C-RCFA diagram where three levels are shown in Fig18-3.

Step 4 — Analysis

Once all of the possibilities have been identified, it is time to conduct
the detailed analysis of the answers that have been generated by asking
why. This analysis is done at the lowest level of the answers, in our case
level 3. At this lowest level, some of the answers may be eliminated. In
addition, one or many will jump out as the root cause. However, it is
equally possible that several answers could be the real reasons for the
problem. In the case of multiple possibilities, you will need to prioritize
the potential impact, then work on those where reducing the impact will
have the most benefit.

In our example, we start the analysis with item #1 on level 1 and the
answers we obtained at level 2 for this item. There is no evidence of dire
consequences for failure to meet quota. Therefore, item 1a needs no fur-
ther analysis. Furthermore, item 1c from level 2 can also be eliminated
from the analysis because the evidence is that the process was well
designed and based on industry best practices. Production does not need
to create emergencies to get things done.

The analysis leaves us then with item 1b — there is a fear that the
spares are not good back ups. Further analysis indicates that there may
be something wrong with the PM program that has created a fear in pro-
duction that the spare pumps are not good back-up equipment. Given this
belief and the desire to maintain production, it is understandable why
production does not want to wait for the planning and scheduling process
when rotating equipment fails. They want it fixed now because they have
no confidence in the spare equipment.

Step 5 — Fix the Root / Fix the Problem.

Our analysis seems to indicate that the PM program needs first to
work and second to work correctly. If these adjustments are made, then
you will have corrected a root problem.

* The PM program would be functional and the spares main-
tained.

* Production would release equipment for PM because they
would know that the crew would not be pulled to other work.
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* An effective PM program and the assurance that the mainte-
nance crews would not be diverted to other work would
increase production’s confidence. They would then rely on their
spares which, in turn, would reduce the need for their require-
ment to fix the failure now. They would now be willing to wait
for the planning and scheduling process.

The entire C-RCFA diagram is graphically represented in Fig. 18-3.
The pathway from level 3 corrective actions to how these actions ad-
dress the problem are shown with bold connecting lines on the diagram.

18.3 How is C-RCFA Accomplished?

Change Root Cause Failure Analysis (C-RCFA) requires detailed
analysis and the bringing together of various ideas about the problem
and its root causes. Although it is true that the analysis could be done
by a single individual, there is a risk in this approach. First, conducting
the analysis alone will result in a one-dimensional set of answers. It is
possible that individually you could identify the problem and work down
to the roots, but it is highly unlikely. You have a built-in bias based on
your background and your current position. If you were a maintenance
professional in our example, there is little likelihood you would have
been able to recognize the root problems from production’s view point.

The second risk is that, even if you do correctly identify the optimal
solution, the organization may not believe you. People resist new ideas
when they have not been part of the analysis that generated the ideas,
especially if they believe that they have something of value to offer.
Even if you have the right answer, it may not be accepted and the prob-
lem will remain.

These types of analysis are usually conducted with a group of experts
in the individual areas that appear either to affect or to be affected by
the problem being analyzed. These experts provide multiple views and
opinions about the problem as well as the high likelihood of buy-in and
support of the corrective actions once the root cause is identified.

Another valuable approach to C-RCFA is to have the work team
work with a facilitator. This is different from having someone lead the
team. Leaders can be part of the effort. Facilitators are not. Their job is
to remain outside the detailed analysis and help the team stay in track.
They manage the meeting, the work process, the time, the interactions
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of the members, and the action items. Their role serves two purposes.
They keep the group focused on the problem and they free up the team
from having to handle the logistical issues of these events.

Many times when these efforts are conducted, the analysis shows
that the root causes are people and what people have done. This is espe-
cially true when analyzing cultural change initiatives where we are
dealing with role models, rites and rituals, and the cultural infrastruc-
ture. These problems will never be solved if the organization is one that
seeks out the guilty and punishes them for their apparent misdeeds.
Unless someone has broken the laws of the land, as discussed in
Chapter 12 on Group Learning, punishment will not get you anywhere.
People will not offer information needed to solve C-RCFA issues if they
fear that they will be punished.

18.4 An Example Using the Web of Cultural Change

The Web of Cultural Change survey provides a great deal of informa-
tion. If the analysis of this information is handled correctly, you will get
root cause information about both the eight elements of change and the
four elements of culture. Several rules if followed will provide you with
a greater degree of success. These are:

Rules for Analysis

* You can not address everything at once. You need to select the
area where things appear to be most in need of correction. In
doing this, you will be addressing the biggest problem area and
helping the associated problems in other areas. Remember: the
elements are linked so that fixing a problem is one area has a
high likelihood that you will be fixing other problems with
other elements.

* The elements of change that have the poorer scores are usually
driving others down as well.

* You need to conduct the analysis with a team. You need the
team to bring their different views to the table for the best
results.

¢ Take the time to do the C-RCFA analysis. It will provide you
with a detailed understanding of what is going on at your
plant as well as insight on how to fix the problems.
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* Never assume anything. Always get hard evidence before the
final solution.

* Remember that the survey is a trend, not a statistically accu-
rate test. It gives you idea about where to look for the root
problems. If someone is debating whether the score is 21 or 24,
they have missed the boat. They do not understand the value
the survey offers.

When you are working your way though the Web of Cultural Change
and attempting to get at the details, you will need to conduct extensive
interviews of the organization.

An Example of C-RCFA Analysis

Suppose that you are the reliability/maintenance manager in a plant
that has implemented a proactive maintenance process. The process
was designed to reduce reactivity of the workforce and to put into place
reliability-focused initiatives. The change process started well with a

Summary Baseline Data and Charts

Max Score Baseline Baseline vs

Score Average
Leadership 80 38 9.00
Work Process 80 30 1.00
Structure 80 33 4.00
Group Learning 80 33 —4.00
Technology 80 31 2.00
Communication 80 26 -3.00
Interrelationships 80 20 -9.00
Rewards 80 21 -8.00
Average 29.00

Figure 18-4 Web of Cultural Change example — table of baseline data



Organizational Values Role Models
Q1 Q2 Q3 Q4 Total Q5 Q6 Q7 Q8 Role Model
Values Total
Leadership 3 3 2 2 10 3 3 2 2 10
Work Process 4 2 2 3 1 3 3 2 2 10
Structure 3 2 2 1 8 2 4 4 3 13
Group Learning 4 1 2 2 9 3 4 3 4 14
Technology 3 4 2 2 11 3 2 2 3 10
Communication 3 2 2 2 9 3 2 2 2 9
Interrelationships ) 1 1 2 6 2 2 2 1 7
Rewards 2 2 2 1 7 1 2 2 1 6
Rites and Rituals Cultural Infrastructure
Q9 Q10 Q11 Q12 Total Q13 Q14 Q15 Q16 Total CI
R&R
Leadership ) 2 2 3 9 2 2 2 3 9
Work Process 2 2 2 3 9 3 2 2 2 9
Structure 4 2 3 3 12 2 2 2 2 8
Group Learning 3 2 2 3 10 1 2 3 2 8
Technology 3 3 2 2 10 2 3 2 3 10
Communication 2 2 2 2 8 2 2 1 1 6
Interrelationships 2 1 2 2 7 2 3 2 2 9
Rewards 2 2 2 2 8 1 1 1 2 5

Figure 18-5 Example table of data by cultural element
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Figure 18-6 Example — Web of Cultural Change

great deal of enthusiasm and apparent buy-in. However, after six
months you have been seeing more and more visible evidence that
things are not well. Many of the reactive processes that you believed
were eliminated appear to be present still. You desire to find out what
is wrong and, more important, to put corrective actions into place to fix
the problems.

To accomplish this goal, you form a cross-functional team with a
team facilitator to keep the effort focused and on track. After some
training in the concepts of organizational culture, your team conducts
the survey across a wide population of the plant. The tabular results are
shown in Figure 18-4 for the eight elements of change and in Figure 18-
5 for the four elements of culture within each of the elements of change.
The individual scores from this example’s survey are provided in
Appendix 4.

The web diagrams are displayed in figures 18-6 through 18-10.

Figure 18-6 represents the composite baseline score. Each element’s
score are the sum of the answers to all 16 questions in that section.

Figure 18-7 represents only the scores for organizational values. This
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Figure 18-7 Example — Web of Cultural Change
(organizational values)

data is obtained from questions 1 through 4 in each of the survey ele-
ments.

Figure 18-8 represents only the scores for role models. This data is
obtained from questions 5 through 8 in each of the survey elements.

Figure 18-9 represents only the scores for rites and rituals. This data
is obtained from questions 9 through 12 in each of the survey elements

Figure 18-10 represents only the scores for cultural infrastructure.
This data is obtained from questions 13 through 16 in each of the sur-
vey elements

Analysis Step 1

The first step is to rank the baseline scores for the eight elements
from low to high. We want to start our analysis with those that score the
lowest because here is the indication of the biggest problems. Figure 18-
11 shows this ranking

At this point we could single out interrelationships (20), rewards
(21), or communication (26) as the elements with the worst score and
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Figure 18-8 Example — Web of Cultural Change (role models)

2(_. Leadership

16
Rewards Work Process
12
4
Interrelationshi 0 Structure
Communication Group Learning
Technology

Figure 18-9 Example - Web of Cultural Change (rites and rituals)
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Figure 18-10 Example — Web of Cultural Change
(cultural infrastructure)

launch into our analysis by asking, “Why is the element of SO
poor?” Because interrelationships has the lowest score, let us select this
one for the detailed analysis. Interrelationships score for the four ele-
ments of culture are:

Organizational Values 6 points (poor range)
Role Models 7 points (poor range)
Rites and Rituals 7 points (poor range)
Cultural Infrastructure 9 points (average range)

Analysis Step 2

Now that we have this information, we need to go back to the sixteen
questions in the interrelationships section, then make statements about
what we have learned from the scores and the analysis to this point.
Here is where the team can conduct blame-free interviews to get a firm
grip on the reasons why the scores are so low. The reasons obtained in
this example follow:
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Organizational Values 6 points (poor range)

Organizational values may exist, but they are not shared across
the plant’s departments. As a result, people are not always mak-
ing decisions based on the same set of values. These decisions
have caused confusion and resulted in poor interrelationships
among these groups.

People are not open to change. Poor interrelationships with a lack
of common values support this behavior.

One set of values clearly does not apply across the organization.
Role Models 7 points (poor range)

The four scores (three questions with a score of 2 and one with a
score of 1), indicate that there are poor interrelationships between
the role models and that the role models are not trusted. Change
can not be built on this poor foundation.

Rites and Rituals 7 points (poor range)

Horizontal and vertical interrelationships are poor. This would
result from groups and role models that can’t work together.

Cultural Infrastructure 9 points (average range)

Although this score is a 9 (average), it is right on the border.
When examining the scores, it is apparent that good interrelation-
ships are not promoted with those in the cultural infrastructure.

At the end of step 2, you can launch into the C-RCFA for the element
of interrelationships. There is enough information to analyze and reach
some root causes to the problems in this area. If you choose this direc-
tion, then you would follow it through until you reached the roots for
this element. Once that route is complete, you would move on to
rewards, which was the next lowest scored element.

Analysis — Step Three

Another step that can be added to your analysis may prove far more
valuable in correcting cultural problems within the plant. This step
takes the lowest score of the four elements of culture within the element
of interrelationships — organizational values — and examines it within
each of the eight elements of change. The value that results from this
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Summary Baseline Data and Charts

Max Score Baseline Baseline vs

Score Average
Leadership 80 38 9.00
Work Process 80 30 1.00
Structure 80 33 4.00
Group Learning 80 33 —4.00
Technology 80 31 2.00
Communication 80 26 -3.00
Interrelationships 80 20 -9.00
Rewards 80 21 -8.00
Average 29.00

Figure 18-11 Example — survey Eight Elements of Change

(low to high)

Pri Why are
rimary organizational values
Question not widely understood
or employed in the
change effort?
- Structure when Values not well
—_ Management built did not Reliability is not Process and N
[ N . . . . communicated
> doesn't walk the include the viewed as a functional issues .
o R . N and there is no
= talk. organizational process. are still in conflict. follow-u
values. P

Rewards have no
linkage to the
value system.

There is no Goal
Achievement
Model in use to
align values to
change initiatives.

There is no
negative reward
for non-
compliance.

Group learning is
not a high priority.

Figure 18-12 Example - C-RCFA at level 1
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step 1s that you work on correcting a single cultural element across the
entire group of the eight element of change. To continue this line of
analysis, let us look at the organizational value score for each of the
eight elements. They are as follows

Leadership 12 points (average)
Work Process 11 points (average)
Structure 8 points (poor)
Group learning 9 points (average)
Technology 11 points (average)
Communication 9 points (average)
Interrelationships 6 points (poor)
Rewards 7 points (poor)

Next go back and look at the questions and how they were answered.
Once again, interviews with plant personnel will increase your insight.
What is learned from the answers about organizational values within
each of the elements of change follows:

Leadership 12 points (average)

The values exist, but there has been no follow through. The prac-
tice of the values has not been demonstrated nor have they been
audited.

Work Process 11 points (average)

No auditing process

Data integrity is not part of the process
Structure 8 points (poor)

Not clear that the values are built into the structural design. It
appears that all the organization did was to move the boxes.

The process vs. functional issues have not been addressed.

The structure believes that reliability is a department. This
makes it difficult to promote reliability-based values across all
departments.
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Group Learning 9 points (average)
Type 1 learning is active, but not Type 2.
The organization is not very supportive of group learning.

There is not a significant effort being put forth to close perform-
ance gaps once they have been identified.

Technology 11 points (average)

There is support for the values within the functionality of the
site’s technology.

The technology is not part of any improvement plan, so over time
it may fail to support future processes.

Communication 9 points (average)

Values have not been well communicated. There is no process to
assure understanding or receive feedback.

There is no process to keep the organization informed.

Interrelationships 6 points (poor)

Organizational values may exist, but they are not shared across
the plant’s departments. As a result, people are not always mak-
ing decisions based on the same set of values. This has resulted in
poor interrelationships among these groups.

People are not open to change. Poor interrelationships with a lack
of common values would support this unwillingness to alter the
status quo.

One set of values clearly does not apply across the organization.

Rewards 7 points (poor)

There does not appear to be a connection between values and the
reward process.

The reward process is not understood, there are no ties to the
Goal Achievement Model, and there are no negative rewards for
not following the values.



Primary
Question

Level 1

Level 2

Level 3

Why are
organizational values
not widely understood

or employed in the
change effort?

Structure when
Management built did not Reliability is not
doesn't walk the include the viewed as a
talk. organizational process.
values.

Process and
functional issues
are still in conflict.

Values not well

communicated

and there is no
follow-up.

Rewards have no
linkage to the
value system.

There is no Goal
Achievement
Model in use to
align values to
change initiatives.

There is no
negative reward
for non-
compliance.

Group learning is
not a high priority.

Mgt. believed that the
communication of the values
would take hold without a
detailed comprehensive
communication plan.

It was believed that rolling out
the values was sufficient.

It was believed that there was
no need for a follow up to
validate that everyone
understood the organizational
values.

There was no understanding
of the need to communicate
the values.

Management believed that
mandating the values would
make them take hold.

Figure 18-13 Example - C-RCFA all three levels
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Analysis — Step 4

A great deal of information is provided from step 3 of the analysis
process. We can now use this information to begin the C-RCFA process.
Some of the details from step 3 can be eliminated because they are not
of significance; some of this information could even actually apply to the
second level of the C-RCFA. Figure 18-12 shows the first level of the C-
RCFA for the element of organizational values across the eight elements
of change.

To continue the example (on a limited scale), let’s look at the level 1
reasons for our organizational value problems. Let’s also focus on one of
these reasons, shown with a bold outline in Figure 18-12, “Values were
not well communicated and there was no follow up.” Using this reason,
we can go on to the next level of the C-RCFA. Through our analysis at
this level, we discover that the reason the values were not well commu-
nicated were:

* Management believed that the communication of the values
would take hold without a detailed and comprehensive com-
munication plan.

* It was believed that rolling out the values was sufficient.

* It was believed that there was no need for a follow up to
validate that everyone understood the organizational values.

At level 3, singling out the reason that “Management believed that
the communication of the values would take hold without a detailed and
comprehensive communication plan,” we discover the following details:

There was no understanding of the need to communicate the values

Management believed that mandating the values would make them
take hold.

The entire C-RCFA diagram for this example is shown in Fig.18-13.

With these answers at level 3, the organization can recognize that a
sound communication process is required. This process would in turn
convince people that values don’t take root on their own (level 2) which
would explain why the values were not well communicated (level 1)
which would provide a sound business reason why the values were not
understood and why they never were integrated into the change effort.

As a result of the C-RCFA, training would then be put into place that
would be a start in correcting this problem.

This example is a very simplified one for a very complex process, but
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shows that using the Web of Cultural Change and the C-RCFA process,
we can identify root causes of problems that exist with the eight ele-
ments of change (steps 1 and 2) or with any one of the four elements of
culture (steps 3 and 4). The results of either of these levels of analysis
provides the organization with corrective actions that, when completed,
will solve many of the issues identified in the survey.

18.5 Reassessment

The Web of Cultural Change also has a section for reassessment. The
web diagrams in this section show the baseline and the reassessment
webs both on the same chart. In this manner, you can see your improve-
ments, the areas that may have gotten worse, and those that remained
neutral. The reassessment has two parts. In the first, you can examine
just the reassessment data and conduct the C-RCFA. The second type of
analysis is to review the changes from the baseline. For those areas that
have improved, what you really need to understand is why. This infor-
mation may help you in the other areas where there has been no
improvement or where the scores have slipped. There are reasons for all
of these changes and that is the purpose of the C-RCFA.

I am often asked how soon after the baseline survey one needs to
wait before conducting a reassessment. Although there is no specific
timeline, I recommend conducting the reassessment between six and
twelve months. If you don’t wait long enough, things will not have
changed significantly to provide you with anything to analyze. On the
other hand, if you wait too long, some of the things that you would wish
to fix will have integrated themselves into the process and be hard to
root out.

The Web of Cultural Change, the baseline, and reassessment data
that it provides coupled with the C-RCFA process can go a long way to
helping you to solve problems associated with cultural change. In a
sense, these tools help you identify when you are getting “off track” and
provide a way to get back on.



Copyrighted Materials

Copyright © 2005 Industrial Press Retrieved from www.knovel.com

R
SN

19.1 Change Is Not Really a Project

Moving Forward

The process of change is similar, yet very different, when compared
to a work project. The thing that is similar at the outset of a change
effort and a project is that you and your organization MUST be ready to
embark. If this is not the case, the effort will fail before it ever starts.
We will discuss readiness further in Section 19.2. The other similarity
is the intensity of the effort required to implement the change initiative.
This book and my previous book Successfully Managing Change in
Organizations: A Users Guide have been focused on this topic.

The ending is certainly different. All too often when engineers and
others in the maintenance and reliability arena get involved in these
efforts, they treat change initiatives as if they are projects. The impact
of this approach is minimal at the outset or during the work, but signif-
icant by the apparent end. At this point, we assume the work is complet-
ed; we pay less or even no further attention to the initiative on which we
have spent so much time and effort. Then when we revisit the initiative
in six months, we are astounded to find little or no evidence that the ini-
tiative ever existed. If we are lucky, we may still find remnants of the
effort, but it will not look like it did when we stopped paying attention
to it.

When you are working in the arena of change management, never
assume the work is finished because it is never finished. This fact does-
n’t mean that you need to give change management your full-time atten-
tion, but rather you need to put into place procedures and processes that
will sustain it and allow it to grow over time

We will discuss sustainability further in Section 19.3.

19.2 You Can’t Start Unless You Are Ready

Change readiness is about being able to alter “how things are done
around here.” Conducting an effort of this sort will have an impact on
the business, the work processes, and the culture of the business. Doing
this is far from easy, but being totally ready before you begin is a criti-
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cal success factor in any change effort. It also is a part of the foundation
that will allow you and your team to sustain the initiative into the

future.

The Forces Against Change

If you fail to provide a significant readiness component, you run the
risk of enabling forces within the culture that will disrupt the process.
These forces, as we have seen in prior discussions, come out of the cul-
tural infrastructure as well as people’s fear of change and the unknown.
Examples include:

Why change? Things are working fine using the present
process.

People don’t know or understand the details. They have little
confidence they can succeed.

People are not convinced that leadership (including the role
models) are in support of the initiative. This is especially the
case if there have been programs of this nature (here today
and gone tomorrow) in the past.

The support in money and resources may not be apparent.
Most process changes require people being detached from the
regular job to work full-time on the initiative. People may
question management’s commitment to this approach.

If the initiative is mandated after being designed by a select
group behind closed doors, people will not feel involved and
may resist.

People will fear of losing control over the work.

A change always destabilizes interrelationships. This will
certainly be of concern because it often takes years to build
them and now they are being disrupted.

People will be concerned for their job stability and salary.

There most likely will be a low level of compatibility with the
current culture.

These fears of the unknown fit right into the processes that exist in
the cultural infrastructure. As a result, the storytellers, keepers of the
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faith, gossips, whisperers, and spies flourish. Unfortunately they are
not flourishing as we would like them to. Instead they are passing infor-
mation that adds to the fear and increases resistance. Then if any one
of the forces listed above actually comes true, it becomes even more pow-
erful, ultimately causing total disruption and possible failure. I am not
suggesting that the cultural infrastructure is what causes failure.
However, by failing to promote readiness, those in leadership positions
have set the organization up at the outset for failure. The cultural infra-
structure is only behaving naturally.

A Readiness Process

Nevertheless, the majority of these problems can be avoided by
developing and executing a readiness process. Then when the change
takes place, the organization is ready for the change, not surprised. This
process is addressed by having a clear picture of the vision you wish to
achieve, communicating your vision and high level plans very early in
the process before the details are set, getting people involved with the
details so that they have ownership, and providing training in the new
skills needed for change. Then when the actual change takes place, peo-
ple already feel invested. They will work hard to make the initiative suc-
cessful. Involving members of the cultural infrastructure can help bring
about the level of pre-change buy-in that you want.

Let’s break this process down into its component parts.

Develop a clear vision of the future.

Having a vision that paints a crystal clear picture of a not-as-yet
attained future state of the business is the cornerstone of any change
initiative. You need to have a clear vision of your future, not only for
those who you want to commit to it, but also for yourself and the man-
agement team. This clear picture allows everyone on the team to convey
the same message throughout all phases of the effort. Without a vision,
confusion will reign because those who are leading the effort each will
be conveying a different message. Hearing many different explanations
of what the vision looks like leads to this confusion.

Communicate the vision.
Once the vision is set, it needs to be communicated throughout the
organization. This communication should be handled by the manage-
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ment team so that everyone can see their initial level of commitment.
Additionally, everyone will hear the same message, further convincing
them that all parties are aligned.

However, the vision alone is insufficient. The organization most like-
ly believes that they are doing fine with the current set of work process-
es, structure, and other aspects of how the business is operated. If we
really want them to embrace a new vision, they need to understand why.
The “why” factor is critical! Even if people understand the vision and
the next steps, but are not convinced that change is needed, obtaining
their buy-in will be challenging.

Involvement

Because the detailed plans are not yet determined, a great deal of
organizational readiness can be promoted by getting the involvement of
people within the organization who have line-level experience. If they
understand the vision and believe they are involved with developing the
details of the change, the value they can add to the effort is significant.
This involvement also applies to those who have key positions within
the cultural infrastructure and how they interact with the process.
Their involvement and buy-in will save a great deal of work later on.

Training

When we think of training associated with work process change, we
invariably think about training in the work process as it is rolled out.
After all, the process is new. People will need to work successfully with-
in it. However, that type of training is not the focus here.

Instead, the training that the organization needs to support the
vision covers the soft skills discussed in earlier chapters. These skills
include leadership, work process concepts, structure, group learning,
technology, communication, interrelationships, and rewards — the
eight elements of change. This type of training provides the organiza-
tion with the basic skills needed to make the actual change process suc-
cessful. It is not difficult to present and, in fact, I have already devel-
oped materials for this purpose. Other training companies also have
courses that address these elements.

Two things are very important if you follow the recommendation to
conduct “soft skill” training. First, you must train everyone. Having only
part of the organization trained will create significant confusion when
decisions need to be made and action taken in the normal course of busi-
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ness. Those who are not trained will not understand what is being done.

Second, management itself must follow what has been taught to the
letter. This is not a one-time requirement, but one that must be followed
all of the time. If not, the organization will immediately draw the con-
clusion that management is not serious. As a result, they will not take
the effort serious. Part of this requirement comes from the sense that
when new values and rules of behavior are set, everyone must be held
accountable.

19.3 You Can’t Progress Without Sustainability

After readiness, sustainability is the second important requirement
for long-lasting change. Without a sustainability process, the new work
culture that is being implemented will most certainly fail. Leaders get
promoted, new leaders arrive with different ideas about how work is
accomplished, people move between sites, people retire or leave the
firm, new hires continually arrive who have no knowledge of the culture,
and other changes take place continuously. Without a sustainability
plan, these events have the potential to unravel the process.

Sustainability is the ability to integrate the process changes into the
organization’s culture so that it will not be easily changed due to
changes in the organization. The change, once implemented, needs to be
viewed not as additional work, but rather how we work!

Suppose your process is built around centralized maintenance. The
planners reside in the production work areas; they work with produc-
tion to plan the work and assemble the coming week’s schedule. The
foremen on the other hand are centralized and dispatched to perform
work in any area based on the work schedule. In this manner, the organ-
1zation can allocate their resources to the areas with the greatest need.
This process has been in place for several years and the organization’s
level of equipment reliability has steadily improved. The maintenance
manager retires and is replaced by someone from another plant where
decentralized maintenance is the norm.

If there has not been a sustainability process in place, what typical-
ly happens is that the new manager attempts to alter the work process
to one that is decentralized. Often by the combination of the new man-
ager’s force and the fact that the existing process is not ingrained in the
culture — it is just how we do our jobs — the organization will shift to
one that is decentralized. This is very disruptive to the organization.
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Many of the current initiatives and value that they deliver will be lost.
When this type of change occurs, the progress of the organization can be
set back months or even years.

With a sustainability plan, this constant recycle can be avoided. In
fact, the site most likely would not even consider hiring someone who
has even the remotest intention of changing what was in place. Why?

The entire management team would be bought into the existing
process and would have no interest in altering what was working
and working well.

The work process would be fine tuned through continuous assess-
ment of its health and corrective action to keep it healthy.

The structure would be aligned with the process and those
involved would be working within it to achieve success.
Furthermore, the interrelations established by the culture and
supported by the cultural infrastructure would be very strong.

Group learning would be a key part of the effort and would sup-
port continuous improvement in the other areas of the process.

The technology would be in place to support the current process.

The site would have a reward structure that supported the exist-
ing process.

In other words the existing process would be so ingrained in the site’s
work culture that one person, even the manager, would not be able to
change it.

19.4 Sustainability Tools

Sustainability is not as hard to promote as many believe. Specific
actions can be taken to help the organization and its culture accept the
new process and integrate it.

Communicate the vision, work status, and other things of importance.
At the heart of any sustainability plan is communication. People
need to know what is going on, especially if the changes are going to
have a direct effect on them. As we have seen, accurate and timely com-
munication also minimizes the potential of negative actions by the cul-
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tural infrastructure. Therefore, communication needs to be ongoing as
the change initiative is developed, rolled out, and eventually becomes
part of how the work is done. There is never a shortage of things for you
to communicate, so there is never a reason to miss the opportunity.
Remember: the cultural infrastructure is always waiting to get into the
act. If you wait for this group to handle your communication process,
you may find that they may not communicate what you want communi-
cated.

Use the Goal Achievement Model

The Goal Achievement Model is another important part of sustain-
ability. Through this model we set in place the vision, goals, initiatives,
activities, and measures that will lead to our success. Although the
vision seldom changes, the other components do. This model takes these
changes into consideration, providing a tool to link everything together.
The model is also an excellent and easy process to understand; it makes
a great communication tool.

Use the Roadmap of Change

There is little worse that a good initiative gone bad. It is hard to inte-
grate an initiative into the organization if parts of it have a negative
impact on other groups. This misalignment causes problems that the
Roadmap of Change addresses. This subject is discussed in detail in
Successfully Managing Change in Organizations, A Users Guide. Elim-
Iinating misalignment problems caused by conflicting goals and initia-
tives will allow for sustainability.

Specific roles and responsibilities

Everyone needs to know exactly what they are required to do as part
of their jobs. The ability to sustain a process is always compromised if
work is not getting done because it is not clearly assigned nor under-
stood. Another problem area is if work is being completed by two or
more people, all of whom think it is their own job. The discussion of
RACI charts in chapter 10 addresses this issue.

Use of the Web of Change and Web of Cultural Change

The Web of Change as described and the Web of Cultural Change are
both very important sustainability tools. The former gives you an idea
of the organization’s readiness for change, the latter how the four ele-
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ments of culture affect the eight elements of change. Although these
charts provide insight, they are not of great value without assessing the
information, then developing and following up on the action items that
result. Taking corrective action promotes sustainability by showing the
organization that the work is not a one-time event and that areas for
improvement will be addressed into the future.

Ongoing audits with action items

One of the best ways to sustain any effort is to audit it on a periodic
basis. You can either audit the entire process each time or audit specif-
ic components. The former gives you a good idea of the overall status,
but takes a lot longer to complete whereas the latter gives you more
detailed information about a specific part, takes less time, and requires
fewer resources. Each has value. You should employ both based on your
needs.

These audits are most often conducted by people who are outside the
part of the process being audited. In this manner, they can provide
objective opinions about what they hear in the interviews and what they
see as they examine the process at work. Many audits use only the inter-
view process, assuming that if you talk with a large enough cross sec-
tion, you will get at the truth. This is not entirely accurate.

I have conducted audits that were focused only on interviews as well
as those that had a visual examination of the work process in action. I
can say without a doubt that you will get the majority of the informa-
tion you seek from the interviews, but the actual examination of the
process at work often provides insight that can not be gleaned from
interviews.

The audit process can also be conducted by third party consultants.
However, I recommend against this course of action. Although I have
nothing against consultants, if they were not a part of the design, they
may develop findings from the audit that support work for their firm as
opposed to gaps with the existing process and recommendations for
improvement.

Finally, the audit process requires that the audit team provide a
final report with recommended action items. Simply reviewing a process
and identifying gaps is worthless if corrective action is not taken to cor-
rect the identified problems. Sustainability is provided because contin-
uous improvement is achieved. The organization can clearly see that the
management team is serious about making the process work. Once
again, this is an excellent communication tool.
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An aligned reward system

Another important aspect of sustainability is to have a reward sys-
tem that supports the process that is being put in place. A reward sys-
tem of this nature reinforces the new process on a continuous basis,
allowing everyone to see clearly how working and supporting the new
process will be rewarded. It also provides negative reinforcement for
attempting to revert to the former processes.

Training for new employees and follow up

As new employees arrive, training is critical. Many companies han-
dle training very well, providing new employees with orientation train-
ing specific to their needs. Many do not provide this training or, even
when they do, seriously mis-train in “how things are done around here.”
One of the most important parts of a sustainability process is to indoc-
trinate new employees into the work process, their roles and responsi-
bilities within it, and the culture.

Refresher training for the organization

Not only is training required for new employees, but also refresher
training is needed for those within the organization. This tool works
well as a way to revitalize the organization. Often it is tied to communi-
cation of how the company is doing and shows how the change process
has supported the improvements.

Continuous improvement process using group learning principles

The last component of a sustainability plan is to foster group learn-
ing — both Type 1 and Type -2. Organizations that are allowed to learn
from both what they have done well and what they have done poorly will
improve the process, improve themselves, and sustain the effort.

These tools should be carefully crafted into a sustainability program
long before the actual change is put into place. They need to be ready
because rollout, in the context of an organization’s timeline, is short, but
sustaining what you have put in place is a continuous process.

19.5 Recap

This text has four interlocking themes. First is the concept of vision
and the use of the Goal Achievement Model to develop a process to
accomplish the vision through goals, initiatives, and activities. The sec-
ond is a detailed description of organizational culture in the context of
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reliability. The concept of cultural change is covered by the four ele-
ments of culture — organizational values, roles models, rites and rituals,
and the cultural infrastructure. Understanding these concepts has prob-
ably been new for most readers; although we speak about changing the
culture, most of us (until now) haven’t really understood the difficulty
associated with such a simple statement. The third theme provided a
detailed description of the eight elements of change — leadership, work
process, structure, group learning, technology, communication, interre-
lationships, and rewards. In addition to the detailed discussion about
each of these elements, we also explored how each is affected by and
affects the four elements of culture.

The last part of the book introduced the fourth theme: the web of cul-
tural change. It provided a detailed survey and method of analysis so
that the reader could determine how the topics discussed in this book fit
together and develop an action plan to correct the problem areas.

I hope that as a result of reading this text, you have a better under-
standing of organizational culture and how difficult it is to change. If
that is the case, then the next time you hear people say, “to improve we
need to change the culture,” you will be able to help them and your
organization make this difficult transition.

19.6 Final Thoughts

As T close, I would like to leave you with these final thoughts. You
might want to copy them and post them in a spot where you can refer to
them each time you feel as if you would like to give up.

* Cultural change is an essential part of what we do and who we
are.

* Without change we stagnate and die — as companies and as
individuals.

* With change, we are able to constantly renew ourselves and
continuously improve.

* Change is not easy, but it is always the right thing to do.

* Change takes persistence, commitment, and a good sense of
timing.

* Change requires an overriding desire to do what is right, often
in the face of seemingly insurmountable odds.
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* Your motto needs to be “never give up trying” because, once
you do, all is lost.

* Then one day you will find you have reached the mountain top
and successfully achieved the changes you sought to

implement.

* And on the horizon I guarantee you will find another mountain
because the journey of the change agent never ends.

Good luck in your efforts at changing your organizational culture and
helping your organization to improve.

Steve Thomas
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A. Leadership

. Leadership has established a reliability-focused value system.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

. Leadership has communicated this value system throughout the
plant.

A. Strongly agree 5

B. Agree 4

C. Neutral 3

D. Disagree 2

E. Strongly disagree 1

. The value system at the site has been audited to assure that it is
understood at all levels of the organization.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

. The site leadership demonstrates through their behavior and actions
that they believe and are following the established values.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

309



310 Appendix 1

5. Role models within the organization are recognized by those in
leadership positions.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

6. The site role models support the change and new ways for conducting
the work.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

7. Leadership clearly understands the impact that role models have on
the work process, specifically a process that is undergoing change.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. Role models who do not support the change effort are reassigned or
removed from their area of influence.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

9. The site’s rituals and their supporting rites are clearly understood.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

10. The rites and rituals that are out of sync with the new process are
being altered.
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A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

Old rites and rituals are not being reinforced.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

New rites and rituals are being reinforced by the site leadership and
others.

A. Strongly agree 5

B. Agree 4

C. Neutral 3

D. Disagree 2

E. Strongly disagree 1

Leadership understands the importance of addressing the cultural
infrastructure as part of any change effort.

A. Strongly agree 5

B. Agree 4

C. Neutral 3

D. Disagree 2

E. Strongly disagree 1

The Keepers of the Faith have been involved with the development
of the change initiative.

A. Strongly agree 5

B. Agree 4

C. Neutral 3

D. Disagree 2

E. Strongly disagree 1

Gossips, whisperers, and spies are identified and have been part of
the change process to some extent.

A. Strongly agree 5

B. Agree 4
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C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

16. Language and symbols have been developed to support the change
effort.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

B. Work Process

1.The work process has been designed to support the organizational values.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

2. The work process is periodically audited to assure alignment, detect
issues, and address corrective action.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

3. The work process includes the ability to accurately capture information
about the plant assets in such a way that the information can be utilized
in support of the process and related values.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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4. The work process has clearly delineated how the work flow and
information flow models align with each other.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

5. The role models have actively supported the work process design
efforts that focus the organization on improved plant reliability..
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

6. The role models have actively supported new and improved work
processes when they are rolled out and implemented within the plant.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

7. The role model’s behavior follows the work process as designed and
implemented. They “walk the talk.”

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. Role models who are not in support of the work process are identified
and corrective actions are taken. These actions could be coaching or
other forms.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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9. The rituals that existed in the former work process have been altered
or removed by those who support the new process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

10. The supporting rites (for the rituals referenced in item #9) have been
altered or removed to support the new process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

11. Field review of the process has shown that the former rites and rit
uals have been removed from the process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

12. When a rite or ritual that supports the old process (you can’t always
identify them all at the outset) is identified, corrective action is
taken to alter or remove them.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

13. The cultural infrastructure’s language and symbols have evolved to
incorporate the new process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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14. The key members of the cultural infrastructure have been identified
and their support elicited in developing and rolling out the new
process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

15. A sincere effort has been made to focus stories towards success of the
new process vs. how well things were done under the old. The Story
Tellers have been used to support this effort.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

16. An effective process is in place to assure that the cultural infrastruc-
ture’s communication channels (used by the whisperers, gossips, and
spies) are focused in support of the new process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

C. Structure

1. The structure has been designed to reflect the organizational values.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

2. Reliability and maintenance are understood to be a responsibility of
multiple organizations and not just a business function. This shared
responsibility is clearly reflected in the values.
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A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

3. Line and staff work issues are adequately handled by the structure.
The structure was designed to make this possible.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

4. When the structure was redesigned for the new process, the effort
involved more than simply rearranging the organizational boxes.
Serious thought was put into the effort.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

5. The structural changes were made with involvement from the leader-
ship team and role models. It was not a case of “here is how it is
going to be done,”— another mandate from management.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

6. People in leadership positions within the structure are now or are
becoming the role models for the organization.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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7. The current role models within the structure promote the new way
things are to be done.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. Structural vacancies are filled with the objective of hiring individuals
who will ultimately become role models and promote the new process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

9. The structure supports the rites and rituals as dictated by the work
process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

10. Roles and responsibilities are clear for everyone within the
structure, specifically how they support the rites and rituals
associated with the process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

11. The former set of rites and rituals (those being replaced with the
new process) have been removed from how things are done around
here and audits are conducted to assure this fact.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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12. The work locations of those in the organizational structure support
the rites and rituals of the process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

13. The members of the cultural infrastructure whose roles have been
altered by the change have been identified, and efforts have been
made to smooth this transition.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

14. A structural change plan was coupled with effective and efficient
communication and used to minimize the effect of the gossips.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

15. A structural change plan was coupled with effective and efficient
communication and used to minimize the effect of the whisperers.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

16. The Keepers of the Faith have been included in the structural
change process and enlisted to support it by their cultural
infrastructure involvement.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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D. Group Learning

1. Type 1 (single loop) learning is used to support current goals.

A. Strongly agree

B. Agree

C. Neutral

D. Disagree

E. Strongly disagree

5

4
3
2
1

2. The company or site is open to Type 2 (double loop) learning even
though employing it may identify that its goals are incorrect.

A. Strongly agree

B. Agree

C. Neutral

D. Disagree

E. Strongly disagree

5

4
3
2
1

3. Gaps identified in either of the two types of learning processes are
handled by developing corrective action items and follow up to

completion.
A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

5
4
3
2
1

4. One of the organizational values is the need to learn. The process is
in place to assure that learning is continuously taking place.

A. Strongly agree

B. Agree

C. Neutral

D. Disagree

E. Strongly disagree

5

4
3
2
1

5. Role models are in place who understand the organization’s need to

learn.
A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

5
4
3
2
1
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6. The role models actively support the learning process and, where it is
not working, they encourage it.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

7. Role models recognize the need to use the Goal Achievement Model
(or similar tool) to promote learning while at the same time
accomplishing the vision, goals, and initiatives.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. When new things are learned that could have a positive affect on the
business of reliability and maintenance, role models are open to
trying them out instead of . throwing up barriers that block new ideas.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

9. Rites and rituals are in place and support the learning spiral.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

10. Rites and rituals are focused on supporting a learning organization,
not a blaming one.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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11. Rites and rituals have embedded within them processes to identify
gaps, learn from those gaps, and take the necessary corrective action.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

12. Rites are used as a learning and reinforcing process for the rituals.
When necessary, rituals are modified based on what was learned.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

13. The cultural infrastructure is monitored to remove learning
barriers.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

14. Active efforts are in place to promote group learning within the
organization, especially within in the cultural infrastructure.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

15. Language and symbols are being learned that represent the new
process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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16. The Keepers of the Faith are being enlisted to mentor the learning
process within the site.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

E. Technology

1. The technology has functionality that supports the organizational
values.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

2. When decisions need to be made, the technology readily provides the
needed data to the users.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

3. There is a close tie between the continuous improvement plan for the
organization and the needed technology to support it.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

4. When the organizational values are upgraded (or changed), the
technology, a critical component, is also upgraded.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1



Appendix 1 323

5. When role models require information to support the work, the
technology makes it available.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

6. The technology provides reports related to the health of the work
process; they are easily obtained and can be customized to the needs
of the users.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

7. Role models actively support technology solutions in support of
business needs.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. Role models promote data integration — (a single pathway to all
required information available to those who need it) instead of
functional / technological information silos.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

9. Technology supports the rituals of the site (process).

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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10. Technology supports the rites that in turn support the rituals.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

11. Rituals exist within the process to permit acquisition and use of new
software without having to go through large amounts of red tape.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

12. Rituals exist to permit continuous upgrading of software products in
order to stay current with the vendor’s releases.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

13. Storytellers promote technology through their stories of successful
implementations and the benefits delivered.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

14. Keepers of the Faith (mentors) promote the use of technology for
sound reliability-based business decisions.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

15. Software and hardware issues are widely communicated to diminish
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the potential negatives that could be conveyed by the whisperers,
gossips, and spies.

A. Strongly agree 5

B. Agree 4

C. Neutral 3

D. Disagree 2

E. Strongly disagree 1

16. There is a good communication plan to promote new technology
through language and symbols.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

F. Communication

1. The organizational values are widely communicated.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

2. There are on-going processes in place to assure that the organization-
al values are understood.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

3. Where questions exist about the organizational values and their
interpretation, feedback is provided for clarification.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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4. There is a continuous process in place to keep the workforce informed
about the organizational values and how they should be applied in the
day-to-day work.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

5. Role models are good communicators of the organizational values.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

6. Role models are good listeners. They receive feedback that could
either validate that the new process is understood or establish the
need for clarification.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

7. Role models provide continuous communication, not just one time or
with minimal frequency.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. Role models make themselves available to the organization to be good
communicators. They view it as a key component of their work
responsibilities.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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9. Rites are clearly communicated and there is a process to check under
standing.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

10. Rituals are clearly communicated and there is a process to check
understanding.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

11. The communications regarding rites and rituals have a lot of “why
we are doing this and what the benefits are” content.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

12. Communication is widely used to reinforce the work process - the
rituals, and their supporting rites.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

13. Storytellers’ communications support the process instead of how it
was done around here before the change.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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14. Keepers of the Faith (mentors) focus their communication more on
the new process instead of trying to show how the old way was better.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

15. A large amount of communication keeps everyone informed,
diminishing the values of the gossips.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

16. A large amount of communication keeps everyone informed,
diminishing the values of the whisperers.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

G. Interrelationships

1. Organizational values are widely shared by the leadership team to
promote buy-in and positive interrelationships.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

2. People at all levels work well together and are open to change.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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3. There is a single set of organizational values that is applied across all
functions. There are no functional silos where the values apply
differently dependent on your function.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

4. If audited, the site would show clear evidence that one set of values
existed and was in fact being applied.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

5. Role models build organizational trust via positive interrelationships.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

6. Role models employ the concept of reciprocity in a positive manner.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

7. Role models create and support their allies in an effort to support the
change process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. Role models maintain both horizontal and vertical positive
interrelationships.
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A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

9. Horizontal interrelationships are a very important aspect of the site
rituals.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

10. Vertical interrelationships are a very important aspect of the site
rituals.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

11. Rituals that exist were built so that positive interrelationships are a
result.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

12. Rites that exist (in support of rituals) were built so that positive
interrelationships are promoted as a result.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

13. Storytellers promote positive interrelationships across the system by
the stories that they relate.
A. Strongly agree 5
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B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

14. Keepers of the Faith (mentors) promote positive interrelationships
as one of the best ways to get things done around here.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

15. Role models and other members of the management team promote
positive interrelationships with the whisperers to enable themselves
to get the real story about what is going on with the process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

16. Role models and other members of the management team promote
positive interrelationships with the gossips. This helps them find
out what is going on with the process and, where necessary, correct
miscommunication.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

H. Rewards

1. The organizational values include a reward process that supports its
success.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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2. The organization clearly understands the reward process as well
as how it is linked to the organizational values.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

3. The Goal Achievement Model (or a similar process) is used to promote
the values through the vision—goals—initiative—activity process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

4. The system provides negative or neutral rewards for courses of action
that do not support the value system being utilized.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

5. The management team recognizes that money is not a long-term
motivational reward for work well done. Alternative rewards are
provided.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

6. The time delay between successful action and its reward is minimized
wherever possible.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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7. Role models who promote the work process and other change efforts
are visibly rewarded by the organization so that others can see what
success looks like.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

8. Role models who do not promote the change (or may even work
against it) visibly receive neutral or negative rewards so that the
workforce can see what failure looks like.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

9. Rituals (where appropriate) carry timely rewards that reinforce the
change effort.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

10. Rites are designed to provide rewards that reinforce the rituals and
the process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

11. When rewards do not reinforce the change effort, they are adjusted.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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12. When there is a time delay that will diminish the value of a reward,
an active effort is made to eliminate the delay or make it as small
as possible.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

13. Members of the cultural infrastructure recognize that one reward if
they remain in roles that are key to the infrastructure is their
support for the change effort.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

14. Management actively engages and rewards cultural infrastructure
members for their help in promoting the change.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

15. Negative and / or neutral rewards are provided to those members of
the cultural infrastructure who use their roles to disrupt the change
process.

A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1

16. Spies are not rewarded for passing sensitive information. At the
minimum, they are informed that they are disrupting the process.
A. Strongly agree 5
B. Agree 4
C. Neutral 3
D. Disagree 2
E. Strongly disagree 1
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