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Lecture — 13
Diagnosing Organizational Change (Contd.)

Welcome back to this third week session and the last session we talked about various
models and frame works to diagnose change, and we are going to continue that in this
session also. So, in the last session if you remember, we talked about two different types
of models that is component model and holistic models right. Now we discussed about
some of these models in the last session and now we are going to discuss some more
models. Some of them may be related to component model or some of the maybe related

to holistic models.

Now what we are going to discuss today is some of these models which could be used in
relation to other models are they could also even supplement those models which you
have studied earlier. So, the objective here is to see that whether we can use more than
one models or frame works to diagnose the change in a better and more comprehensive a
or not. So, continuing our discussion, we move further here to discuss another important

model which is very very comprehensive and exhaustive actually.
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It is known as four framework models. If you look at this four framework model, it also
talks about similar things like the areas are scope of change like it is talks about whether
you are going for a structural changes or you want to go for changes in the HR systems
and practices or whether you want to go for some kind of political changes and symbolic

which is related to the culture all right.

So, it actually defines the scope for change in to 4 different frameworks that is structural
human resources political and symbolical or what you call cultural framework. Now if
you look at these frameworks and some of the parameters against which these
frameworks have been analyzed with these four frames have been analyzed include like
metaphor for the organization. Metaphor means that how you are going to consider the
organization right. However, going to identify an identity provided an identity to the

organization right.

So, in a structural model, what happens? You are considering it as a machinery factory.
And basically which is having some input, you are going to processes using machines
and then you are going to have certain outputs right. So, you are basically talking about a
structure of the organization and then how this is structure is being used to produce

something.

The next frame is human resources. Now how are going to consider and treat people in
the organization right. Whether you are going to consider them as a part of a family
which is related to the client or whether you going to consider them as a factor of
production right or something else? So, it depends upon that how you are going to
consider people in the context of the organization. Do you consider the major factor of
production or do you consider that they are acids their part of the family? So, we need to
see that how we can have a better family or how we can see that how this factor of

production can be optimized to provide better performance.

Then there certain political issues like in this, you are going to consider organizations as
a political identity where people are going to identify the supremacy that that is what
happens actually when you are going to consider organization as a jungle because that is
where you are trying to establish of supremacy. You are trying to dominate others, you
trying to go for some kind of manuring to get certain say favors right are you going to

with hold certain things. So, all these frameworks are actually related to what you call



the metaphor of jungle which is basically related to the political framework and finally,

we have symbolic or cultural frameworks right.

And this whether you are going to consider organization as a temple, as a place where
are going to act in a particular role the theatre or a carnival where you are going to
perform your role depending upon the requirement right. So, these are the symbolic
identities which is being created for the organizations. For example, if you consider
organization has a temple, then you think about work as a worship right. So, this kind of

symbolic identity is created if you are considering organization as a temple.

Now coming to the next part of this discussion; so what are the various concepts?
Basically if you are going for say structural framework so, you follow rules and
regulations, you have goals and objectives, you have systems and processes, you have
technology right. So, you need to analyze this thing and see whether it is working well or

not and if it is not then you go for certain changes.

Similarly also see if you are considering people, then you are need to focuses upon they
needs and expectations how the relationship is being build, what is to be done to improve
them. If you are going looking at the political considerations, then you have to say that
what is the power dynamics, how are going to manage conflict with the kind of
competition that may exists within the group right or intergroup and what kind of

policies are going to develop in order to manage these kind of things.

Coming to the symbolic framework here, you are going to see the kind of culture that
exists right; whether people derive meaning out of it or not right what kind of ritual,
ceremonies right stories which is a spread about the organization. The basic idea of
creating this kind of culture is to see that people share similar norms and values which
will help organization to be more productive, because if people share similar norms and
values, then what happens? People identify better with the organizations and it create a
better identity in the mind of the people. Coming to the leadership, basically you create a
rural architecture where roles are defined reporting relationship is defined, who is going
to do, what is defined. So, this you kind of what you call a architecture right a social
architecture and then we are going to talk about the people are, you going to empower

people.



So, that they can decide what to do how to do right and political framework you basically
talk about advocacy, you are going to advocate are going to see that how things are going
to move more positively and for that, you need to advocate about what need to be done
and how we are going to manage power conflict and this kind of things. And finally, and
when you are talking about the symbolic framework, how the culture is going to inspired
people to go for innovation risk taking ability and this kind of things. And the kind of
challenges that takes place in this kind of situation like yes, you need to see that how
structure is going to be aligned with other factors. We all in talked about that that you

need to go for some kind of refinement between say structure, technology environment.

Then this kind of things and here we are going to need align the need of the people with
the organization and if you look the political framework, you have to clear very clearly
defined the power base of the people. And here you need to create a culture where you
are able to create some kind of good relationship trust faith right and the meaning that is

going to be derived out of the work.

Coming to the ethics and values definitely, if you have things which is very very
structured which basically relates to what you call in the better coordination and
integration, then it is going to be excellent and you if you considering people. Then and
if you have a very positive approach, then you talk about clearing of the people, and here
you need to ensure that equity is maintained you are able to create justice for everybody.
It means that we are going to fair and just and you are dealing with the people and this
culture is going to create some kind of a (Refer Time: 08:37) people. So, that they were
for the organization now how leadership is going to contribute. You can see here that yes
leaders become some kind of say authors whether they are going to 12 people what is to

be done and what not to be done.

So, basically in a structure you talk about command and compliance right. So, down the
line, you see the if you look at the vertical relationship yes in a reporting relationship,
you expect this kind of authorship where people are going to be guided controlled and let
by the seniors and the managers and if you look at the HR yes you need to ensure that
you have lot of action and love for the people who are going to work for you. And here
in political, it is basically driven by the power dynamics what kind of dynamics is there.
And finally, significance is basically relates to culture here you are going to see that how

this cultural going to contribute to the goals and objectives of organization.



Now, if you look at this, four framework of model of change, you will find that you are
going to analyze all these 4 areas based on certain parameters and then see where the
problem is. So, the basic objective of diagnosing, these 4 frames is to identify where the

problem is and then accordingly take necessary actions. So, that it could be done

(Refer Slide Time: 09:59)

Selecting a frame

Question _|Frame fanswerlisYes | Frameif answeris No |
Are individual Human Resource, Symbolic Structural, Political

commitment and
motivation essential to
success?

Is the technical quality  Structural Human Resource,
of the decision Political, Symbolic
important?

Are there high levels of  Political, Symbolic Structural, Human
ambiguity and Resource
uncertainty?

Are conflict and scarce  Political, Symbolic Structural, Human
resources significant? Resource

Areyou working from  Political Structural, Human
the bottom up? Resource, Symbolic

So, the most important thing that; however, to select a framework which framework has
a which frame has a problem whether it is a HR or whether it is a structure or whether it
is a politics or whether it is a symbolic right. So, the most important thing that you need
to look at it that yes, you need to identify which framework is to used right. Then second
question is that what is the quality of decision right whether if it is related to structure or
HR or political systems or the symbolic systems or are the culture right and what kind of

ambiguity exists.

If ambiguity is there, then you are going for looking in to the political base, the power
dynamics and the cultural issues. If it is not, then you are look at this the structure h r
issues, then whether the conflict and resource sorry a scare resources significant. Then
again you are going to look at the political issues right; however, going to manage the
power balance power dynamics and these kinds of things. And if it is not there, then we

are going to look at the structural human resources.



So, you can say that if there is more objectivity, then you look into HR sorry structure
and h r issues or otherwise if this less ambiguity sorry more ambiguity, then in that case

we are going to look at symbolic and political issues right.

(Refer Slide Time: 11:23)
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Now, moving further once you have selected a framework, then you go for reframing the

processes. So, suppose you look into the structural process. So, how going to re frame
them? Are you going to bring about a change in the structure right? Are you going to take
right kind of decisions? Are you going to redefine roles and responsibilities so, that it

better fits to this task then environment? Are you going to link with the performance?

So the idea is that, if you are going to reframe any of these processes which is related to
structure, HR, politics or symbolic then, you need to decide what kind of actions you are
going to take related to that particular framework. For example, if you are going for
structural changes so, whether this structural changes are going to define the roles and
responsibilities of the people or there going to be changed in the reward and performance

control systems or if the goals or objectives are going to be different right.

So, accordingly if you look at the HR issues that how if you are going to re frame the HR
processes, then you are going to see that the whether you allow everybody to participate
in the decision making process right, whether you want to see that people are committed
to the organization right and then whether you are going to maintain a good balance

between the needs of the peoples and the roles which are their performing and then you



are in a structural form you are going to see whether there is a better person environment
with. And in this form human resource reframing, you are going to see whether there is a

better person job fit.

So, that the person needs are fulfilled by what he is going to do especially related to the
role and how you can invest in people to ensure that they grow and develop. So, that they
contribute to the performance of the organization. Coming to the political framework: if
you find that political framework is not working is not effective, then you have to see
that how you can see that people are able to here the conflicts, and then whether there is
a need to go for real aligning the power and that can also be done by changing the
structural aspects. For example, if you move from say centralization to decentralization
of decision making, what happens? It is going to bring about a change in the way the

power is being balanced and managed all right.

So, it will also provide the opportunity to see that who is going to gain or excise power in
the process in the structural change process right. So, what actually happens? The power
gets redistributed right and more and more people are being empowered so, that they can
use their power. And if you look at the cultural changes, if you want to bring about the,
then you have to see what kind of rituals and symbols which you can relate with the

responsibilities right.

So, you have to see whether these rituals are going to confirm the value system of the
organization right and whether it is related to better bonding among the people right,
because if you look at a strong cultures in the one of the objectives of having a strong
culture in the organization is that people share intensely the value system of the
organization and also the norms of the organization. And it is possible only when people

the culture is created in such a way so, that people create better bounds right.

Then similarly you also need to see that we are going to create a culture where people are
able to take risk whether they are moving to a more countable more responsible and
responsible right and they also respond to the requirements of the organization. So, it is
very very important is that let them allow to play these those kind of roles where they are
going to better fit and see that how they are going to follow the norms of the organization

and share the rituals of the organizations. So, basically when we are talking about re



framing the processes based on what you what your intended is relate to decision making

planning or whether we are go for re organizing them, what needs to be done ?

So, you look at this frame you decide about which frame is not effective, whether it is
structural frame, HR frame, political frame or symbolic frame and then accordingly you

are going to decide about how are going to assess them, right.
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Reframing organizational process

[Tl Vaai aprisionl Deecpretonships Devio ower by brgaiy, Deelohurd ks ad e
ol by hairg bybaving indniduals  foring, of manipulating others confict o negotiate meaning
wihoiesracke  confronteonfiet  towin
wefict

[ and shared

PG

headedinAght directin and communicabien  indidak and grous o male alues

o et known
Trammitfitsand  Exchangeinformation, Influene or manipulate others Tellstores
nkrmatin nted, and feelnps

o ot € i towin o oeshrate

mking dics om Invlvimint, shuring  paints d trnidom the ki
feddrgs
Gowhandsell  Coercion, manipuation, and  Symbol and celebotions
R wiain

Moving further, you also need to ensure that how the conflict is being managed in a
structural framework, how the goal is being set, what form of communication is being
used, how the meetings are held and what is going to motivate employees, whether it is
the economic incentives or something else right. This is related to what we call the
structural framework. Now coming to the HR frame work, how you develop relationship
right, how you get involvement of the people, and whether you go for open come open
and transparent communication when you are setting the goals right. And whether you
are able to exchange information which is going to fulfill the needs of the employees and

they also feel a part of the organization.

And when it comes to meeting, are you going to them meet them formally are also
informally and; however, going to share information with them and what is the
motivation. The motivation here is not the economic incentives, but when you are
looking for the HR and you want to make certain investments for the growth and

development. The good thing is that you need to ensure that there is a growth and self



actualization. So, that people are able to realize their potential which they could use for

the growth and development of the organization.

Income in terms of power dynamics or the political framework, you have to see that how
you are going to balance the power right. So, which would create a better say bargaining
and also create a win situation for all the parties concerned who are into some kind of
power dynamics are related to each other. So, we also need to provide say opportunity to
everyone to show their interest. And similarly you see that how the things are being

manipulated in such a way so, that this power is balanced and maintained.

And then you also need to create win situation. So, any kind of competition the idea here
is are not going to create either loose or win loose situation, but you need to create win
situations. And however, going to manage this power, you can sometimes because

manipulation sometimes you (Refer Time: 17:50) sometimes when you use threat also.

Then moving to the cultural part, you have to see that what needs to be done and to
ensure that people follow us similar values and norms and then what kind of symbols and
values you have developed for the organization which is going to be followed by the
people and whether the directions from the top management or not. And then, you can
use rituals, symbols, stories all kind of things to ensure that this culture is being
transmitted through the employees among the organizations, and then you also celebrate
right. So, that the celebrations basically provide better bonding among the people to

ensure that they so, more identity and commitment to the organizations.

Now, the idea here is that based on these kind of I am say the parameters like planning,
decision making, organizing, evaluating and then how you are going to manage conflicts
goal setting communication meetings and motivation, you are going to reframe. And
when you are going to reframe, you are going to make a bring lot of changes in that
particular frame. And if you bring a change in one particular frame that you also need to
ensure that this is also aligned with the other frames. Otherwise, if this is not a good
realignment across these frameworks, then it is not going to be effective and it is not

going to work.
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Reframing Change
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Also then it would create lot of barriers to the change right because if there is you are not
being able to implement it successfully. Then, there is going to be there is going to be
less clarity, instability people will have anxiety and a stress right they do not feel that
there been empowered and people loose sense that whether their working and where they

are working.

So, these kinds of things are there and that is why it is very very important. If you look at
the strategies when going to reframe certain things need to ensure that it is being re
aligned it is communicated right people are given opportunity to develop themselves into
some of the knowledge skill. They are allowed to participate right. For example, if you
go for re alignment of a structure with HR then you need to ensure that how people are

going to develop and higher participation involvement in the organizational activates.

For example, if you say go for re structuring. So, whether the re structuring also require
some kind of training, some king of say communication to the employees that in the re
strutted environment and the re structured as a organization, how they are going to work,
what would be there participation, how they are going to involvement, what kind of
support would be provided by the organization. All these issues will be coming up. And
then in this political frame work, you also need to see that. However, going to re
negotiate the new collisions that you have form because if you go for structural changes

and suppose you go for reducing the layers in the hierarchy, then what will happen? You



are need to re negotiate the new collision that has been formed because there has been

some structural changes right.

For example, suppose you have four 5 levels of managers, then you reduce to 2, then you
also need to manage the power dynamics because you have reduce the number of levels
in the hierarchy. So, you need to go for a negotiation right and the new kind of
organizational forms that have been formed how they are going to collaborate with each
other right. And then you also need to create certain rituals light all right so, that you can
celebrate the future.

So, if you look at this reframe reframing size, you go for identifying which frame is to be
used, because that these are the 4 frame works then, select a particular framework, and
then analyze that particular framework make the necessary changes in that particular
framework. And then you move to other frame work and go for alignment of that
particular framework with other frameworks and then only it is going to be implemented

successfully.

(Refer Slide Time: 21:51)
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The most important thing here is the leadership and if you called the leadership issues in
all aspects whether you are going for this change or HR change or political changes
symbolic changes or the role of the leadership is very very important; how the leader is
going to act in any kind of framework, if you are going for a change right. So, if you

look at the leadership here is going to act as a architect, here is going to act as a several



leadership, here is going to act as a negotiator, here is going to act a profit right. Then the
process is identified there like you need to analyze go for re designing, here you need to
provide empowerment to the people, you go for coalition building here need to inspire.

Then if you are not able to do this, this is what will happen.

It will not be good for the organization right. And finally, what would happen? It is going
to fail, people will not be happy, power dynamics will change, people go for
manipulations for certain all kind of things and here symbols would lose is existence that
is why which is written as smoke and mirrors things would be not be clear that what is
what are the norms and values that they need to follow right. There could be lot of un
clarity about what kind of value system the organization is fall actually say identified and
for which they want to go for. So, the role of leadership if you go for a bringing about

any kind of change in the framework is very very important.

(Refer Slide Time: 23:29)

Four Frame Model

How do you see the four frames in your organization/institution?

What are the problems and the situation in which it is
embedded?

Which frames are in play?
&
Which frames is most likely to leads to the desired change?

How can the concepts, metaphors and values be used of that
reframe be used to reframe the situation to resolve the problem?

Now, if look at this four framework model, these are some of the questions that need to
be looked in to right. You have to see that how these 4 frames are going to fit in your
organizations right. Whether you have analyze this 4 frameworks and see are able to
identify which frame is important for your organization and accordingly you are able to
identify whether the problem is with the structural frame work, HR frame work,
symbolic framework or the political framework right. Because if you are not able to

identify which framework, you need to analyze and go for some kind of restructuring; I



change this in that particular framework. You are not going to succeed or lead the desired
changes right. So, you need to use those us concepts metaphors that we talked about and

values to reframe the situation so, that you are able to resolve the problem.

For example, you find that the reward and performance system is not link properly and it
is not effective a it is not to able to motivate people. So, it could be because of too related
issues. One is HR systems and polices that has been designed by the organization and it
could also be related to the structural aspects right. The movement you think that you
want to bring about a change in the HR policies where you want to ensure there is a
better alignment between reward and performance system. You also need to ensure that
how this is going to change the structural aspects of the organization right, and whether

we are going to create a culture of this kind where performance is being rewarded.

So, that people know that if you perform well you are going to be rewarded and that is
where people are going to show the kind of value system to work hard and see that how
this Harvard sorry hard work is going to lead them to better performance which is lend
with reward out come. Because, in value system basically we talk about what are the

values are, which you are going to work right.

So, if you want to work for better reward so, definitely you need to work hard right. But
for that the management has to the leadership has to communicate this to the employees
and develop a policy related to human resource management that how performance is
being linked to the reward, what kind of mechanism is followed to link reward with the
performance, and then it is going to work. Otherwise you will not be able to resolve the

issue and it will fail.

So, the leadership is the very important analyzing the framework is very very important
and then moving to the next part, you have to see that how this change in a particular

framework is going to be aligned with other frameworks other frames.
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Now, the next model of framework that we are going to discuss is known as PESTEL

framework. PESTEL framework basically talks about 4 different factors which are going
to influence the organization. And then you need to identify that what are those factors
from all these 4 factors which is going to influence the organization and which one needs

to for a change.

So, whether it is political frame factors or that is economic factors or that is technical
factors or it is a social cultural factors right. For example, if you look at the economic
rates, you see that who are a compotators, who are a suppliers whether you need to go for
a change in that, what is your ways rates, what is the employment rates right. So, what
kind of government policies are there whether there is a need to go for a change in the

economic factors or whether there is a need to go for technical factors.

For example, whether you need to bring a new it systems right, new production process
right or whether go for whether you want go for computerization of the process right.
These are some of the examples or whether you need to go for a change in the
transportation technology. For example, you want you want to truck certain things you
are using GPS. So, it could be one of the changes that you want to bring in the

transportation technology, it to better try becomes assignments right.

So, the idea here is that whenever you are using this PESTEL framework. It is stands for

political economic socio cultural and technical factors. So, this basically talks about



where the problem is whether it is related to the political factors, social cultural factors,
the economic factors or technical factors where the problem is and then you need to
identify that how you are going to handle that particular factor to bring about a effective

change.

So, if you are going to implement the change using this framework, you need to analyze

your organization with respect to these factors and then identify what needs to be done.

(Refer Slide Time: 28:23)
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What from this you also do some other kind of analysis and one of the very popular
method that is used to identify what kind of changes you need to bring in the future is
scenario analysis right. So, scenarios are created about the future and you are going to
construct these kind of scenarios about the future by identify the kind of environment in
which we are going to operate tomorrow; what kind of technology would be there, what

kind of environment is going to be their right.

So, the basic object of scenario planning is see that how the different forces both the
environmental forces, external environmental forces and internal environmental forces,
how they need to be manipulated to create a scenario of the future in which you as a
organization is going to leave tomorrow right. So, you need to identity a future scenario
for your organization right. And if are able to identify a future scenario and then,
accordingly you bring about a change in your culture, your structure, your technology,

your people related issues right, your a strategy. And then you see that whether there is a



better alignment between the kind of scenario that you have been thinking about the
future and what the kind of changed that you want to bring focusing on a structural

system technology and HR right.

So, if you look at the various stages. So, you need to first identify those critical factors
both related to the internal factors and external environmental factors, then you need to
create scenarios. And scenario could be alternate like scenario 1 where is you think about
yes, you find that there is going to be a change in the technology. scenario 2 where there
1s no going not going to any change in technology say scenario 3 where the think about
in future there is going to more economic recession more inflation. Scenario 4, whether
is going to be no recession right the less inflation right better GDP, better economic

growth.

So, you based on these economic, social, cultural, technical factors and combined them
together, you create a scenario for the organization. And then you try to align your
organization to ensure that what kind of changes you need to bring in those forces are;
those areas which you can say whether it is want to bring about a change in a structure,
system, technology or HR policies or culture which is going to have a better fit with

different kind of scenario.

So, scenario we are not going to create just the one alternative, but you can create more
than one alternatives and then for each of the scenarios, you create a strategy for a
change by bringing about a change you know structure systems technology and other

things.
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First identify whether a gap exists between a company’s current and
future state, then cutline what constitutes the gap and the factors that
contribute to it

Bridging the gap: This final column of a gap analysis report should list all
the possible solutions that can be implemented to fill the gap between the
current and future states

¢

So, what actually happens? You see that where you stand currently what kind of scenario

you are going to face tomorrow based on those factors and then what is the gap.

So, you try to identity the current and future states future states which related to
particular scenario, what kind of characteristics with this future scenario will have right
and then what is your current status and based on that is you can identify the gap right.
So, you have a current state and a future state and the gap is to be full filled and for that
gap you are going to create a strategy, how you are going to do that gap by identifying

those factors which are important and then taking action some them.

So, it means that you need to look in to some solution. So, that if this particular scenario
is there tomorrow, your organization is going to better fit that with that particular

scenario. So, that your computing a more effective.
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Five Elements of Strategy

A strategy consists of an B S
integrated set of choices. L N

These choices relate to five A5
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Now we will discuss another impotent issue where you where you are talking about a
strategic changes right. So, some the authors are talked about 5 elements of this strategy
and this is nothing else, but the choices that you have as a manager in an organization
when you are going to take decisions right and these choices could are identified as
arenas differentiators. So, vehicles through which are going to achieve them, and finally

the staging and placing and how we are going about it and finally, the economic logic.

Now if you look at this, you can see this is the arena right arena means we talk about
how you are going to sell your products and services and who will your customers right.
In case how you are going to capture the market, differentiators how your products and
services their going to be different from others. And finally, how fast you can move and

how and, but the basic the important thing here is the economic logic.

So, you go by utility prospective to ensure that the organization maximizes your profit by
developing certain strategies, and for that you need to do some kind of analysis to

identify these 5 elements of the strategy right.
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Five Elements of Strategy
Arenas indicate where the business will be active, and how much emphasis will be A
placed on each area, It encompass choices made about where to compete; the  mwemme 4087
external environment such as product or service markets, geographic markets or £
channels !

Differentiators refer to attributes that enable a company to d:stinquish itself from wuss,..
its rivals and gain market share. It can include image, price, reliability, and other
key inputs

Vehicles are the means for attaining the needed presence in a particular product
category, market segment, geographic area, or value creation stage.

Staging and pacing refer to the sequence and speed of strategic moves, This
element helps identify decision points since strategic moves don’t have a single
possible pathway.

Economic logic refers to how the firm will generate profits above its cost of
capital.

Here these strategy are mentioned and if you look at the 5 important elements like arenas
for example, you need to identify what kind of business is going to be more important
right, what kind of choices you have in order to compete in the market ; the given the
external environment right. What product and services you are going to offer right, the
how you are going to differentiate your product and services compare to others, then
vehicles how we are going to achieve them that strategy that you have been right for
market segmentation as a graphical segmentation or you are going to create value at
certain stage of the production and services which differentiate you from other. For
example, for a new product or adding new features for a product, are you providing new

kind of service?

So, these are the vehicles through which you are able to maximize your profit. And then
how would you go about it? The speed of the changes very very important; how fast you
can take decisions for example, you say that you want to go for a new product, how fast
you can launch your product right, how fast you can implement a new service in your

organization.

So, the staging and placing is very very important right, because if you do not go for this
probably will not be able to understand that when you are going to offer a product or
service which is going to differentiate you. So, that this economic logic is achieve it

means that you are able to make or maximize your profit right because ultimately in the



in the objective of any organization. If it are not nonprofit organization, any kind of
organization is to generate more revenue for the organization, because that is how you

are going to satisfy your stake holders.
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Other models and Frameworks

Newsflash exercise:
This is an exercise that encourages managers to be very specific and succinct about change
and clearer about the intended outcomes.

Cultural web:

This provides a way of mapping the organizational culture through seven elements -
paradigm, rituals and routines, stories, symbols, control systems, power structures and
organizational structure

Structural dilemmas:

Six possible structural dilemmas that can be encountered during change are diagnosed so
areas that have been “traded-off* during the change process can be identified

The Boundaryless Organization:

Success is arguably achieved only if four types of organizational boundaries are diagnosed
and reduced. These are vertical, horizontal, external and geographical boundaries,

Now, there are various other models about which I will not discuss much, but just give a
very brief overview about it like news flash excises where you are going to conduct a
specific changed right. I have a specific excise to encourage managers. So, think about
the change and what could be the intended the outcome and you create a cultural web is.
It 1s basically related to bringing about a cultural change in the organizations. So, you
identify what kind of ritual, routines, story, symbols; you need to prorogate right what
kind of power structure or what kind of structure you want to bring about, then you also

create a structural dilemmas.

So, you identify a different kind of a structure and see which is structure is going to be
more important which is structure is going to facilitate effect performance and you can
also move to become a boundary less organization. Boundary less organization basically
are those kind of organizations where these structure issues are not their right. Because a
boundary less organization is something which is neither vertical nor horizontal right nor

it does not have any kind of physiological boundaries also right.

So, boundary less organizations could be say networked organizations which could be

spread across regions across geographies across products and services. So, this is a new



form of organizations which could be thought of, but for that what you need to you is
that you need to identify whether you can go for it or not right and how this is going to

reduce your problems right.
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Clarifying information requirements
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and models, you need to identify where the problem is right. So, whether for example, if
you look at this is related to the MAC is 7 framework right. These are the soft and these
are the hard aspects of that so, whether the problem is related to structure a strategy as
something like that. So, once you are able to do identify that then you have to see that

how this is going to be aligned with each other.

So, you need information about that particular system and how the system is being go
going into be coordinated with other systems right. So, clarifying information is very

very important.
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Information gathering and Analysis

: : # Qualitative techniques
1. interviews

\

2. questionnaires - # Quantitative techniques

- ——— -

3. projective methods

4. Observation

5. unobtrusive measures
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And then you collect the information both qualitative and quantitative through various
methods of collecting information like interviews, questionnaires, observations, other
measures, unobtrusive measures where there is no say obstruction. So, using these

methods you try to collect information about these components our systems to find out

where the fault is. And ultimately you are able to interrupt what is happening.
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Interpretation

Change managers using the McKinsey 75 model can construct a 75 matrix to aid interpretation
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So, one example that I have taken here is that how change managers are using McKinsey

is 7 is framework say. So, the relative strategy, structures, system, staff style shared



values and a skill. So, this in this information is actually coming from where from the
analysis and interpretation of the data that you have collected through various sources.

For example, a staff see whether the whether staff is aligned with strategy are not right.

So, you need to describe each and every thing and then you think about the alignment. If
you are not thinking about the alignment, then you cannot think about say when you are
going to talk about the coordination right. So, what is more important is not only
identifying which component is not working properly whether there is a need to go for a
change, but also see that how we are going to ensure that this is going to be aligned with

other systems and processes right.
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Outcome
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So, this interpretation is very very important because once you have collected data also
you need to look at outcome because outcome is very very important for productive
behavior. If the outcome is not good, then it mightily to certain counterproductive
behavior which is not good, it means that then you are not going to implement change
successfully, right. So, it depends upon; however, the data is need to be used and whether
this data is able to successfully lead to better alignment between those factors are not,
right. And then it all depends upon the kind of the data and experience their managers

have in handling, then in order to produce the desired behavior right.

So with this, we are going to conclude decision.



Thank you very much.



