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THE STRATEGIC PILOTING OF CHANGE
IN THE COMPANY

The extremely rapid and highly complex evolution in compa~
nies ‘environments has inevitable spin-off effects on their sty-
le of management. The idea of "change" is at the very heart of
this problem. This change needs tc be "strategically" managed so
as to account not only for external, but also for internal evo-
iution. If not, then the company runs the risk of being subject
to its environmental fluctuations and of not being able to han-
dle the various traps and pitfalls it encounters.,. New lines of
thoughf, and of action, then, need to be sought out for the stra-
tegic piloting of company change.

A. Change and What is at Stake

Just think back... A few years back now, thc Managing Di-
rector of Matsushita Electro Co., in his speech to the Manage-
ment of Western Copmpanies, declared: “We are going to win, and
the Western world will lese...".

Mo easy task! Western firms, according to the Matsushita Ma-
naging Director, in just the same way as the faces of their exe-
cutive staff, are too “"Taylor-like" in appearance. Consequently,
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their downfall is highly likely unless they show themselves ca-
pahle of setting up internal processes of change to prevent
structures and behavior hecoming rigid.

In 1985, the Managing Director of Ziegler S. A., in a speech
to his counterparts, announced: "The company you are managing at
present will no longer exist in the year 2000. It will either
have disappeared, or else have radically changed..."

These two direct announcements to European, and in particu-
lar to French, companies bring to light what is basically at sta-
ke with change.

Moreover, the facts seem to considerably back up such a ref-
lection. .. The analysis carried out by P, de Woot and X. Des-
clee de Maredsous on ten major French, Belgian and fFrenco-fel-
gian industrial groups showed that those with the best performan-
ce had a high internal capacity for change, and thus they could
update in good time their structure and their management methods,
The worst-performing companies, on the other hand, apply a "dis-
continuous” and “crisis-stimulsted" spproach to the management
of change, with no overall strategy.

Companies are, in fact, at grips with the everyday reality
of change. If they want to operate correctly they cannot afford
to ignore the necessity of being aware of its fluctuations, and
the analysls of these fluctuations, both with respect to the com-
pany ‘s surroundings and within the company.

These fluctuations are of yarious types, and ere comolex in
nature. A simgle observation of mnodern-day living condxttons.
however, enables them to be listed, based on a "pedagogical"” and,
of course, arbitrary breakdown.

1. Economic fluctuations, resulting from movements of con-
centration, of fusion, and of the accentuating of internatieonal
imbalances, :

2. Technological fluctuations, with the introduction of com-
puting, of robotics, and of computer assisted design and  manu-
facture.

3. Sociological fluctuations, which show themselves through
an evolution in norms and lifestyles, and the splitting open of
the traditional frontiers of activity (increase in exchanges,
multinationalization of lifestyles etc.).
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4. Cultural influences, linked to dgevelopment in the fields
of knowledge and communications, and which show themselves by a
decline in the velues of “duty® in favour of a search for plea-
sure.

$. Psychalogical influences, lastly, which: correspond to
man's new expectations, e.g. with respect to the quality of li-
fe, and which often show themselves via a develepment of indivi-
dualistic ideclogies. g

faced with such complexity all of these influences seem to
have one common factar which spans @ver them - the rising up of
the human dimension st all levels. For example: = psychological
expectations and cultural evelution denensirate an ancreasing
quest for personal fulfilment, ' '

1. As far as sociological evolution is concerned, the in-
creasing role occupied by the notion of social responsibility
with pespect to the surrounding community is to be noted.

2. In technolagical fluctuaticens, the search for adequacy
between technanlogical choices and human resources is being deve-
loped.

"In the econowic field, lastly, are sppearing the notions
of social cesis, hidden costs, external costs, etc.

Sooner or later, then, companies are affected by such evolu-
tions. But two types of behaviour can be observed:

- traditional company management based on the "laisser fai-
re* and "jidentical reproduction” principles: as long as every-
thing seems to be working, daa’t chlngo anything... untill the
“eceisis® situation ocecurs; ;

- ptrategic company management !oundcd on a vision of the
future, end on the practice of "permanent change". as v

Just wanting change, though, is not enough. The implementing
of a certain "savoir-faire" as concerns tbc'honulipg of the chan-
ge (ptocess/cnnient) couple Is reguired.

ihe process of change corresponds, in toct 1o the action it-
self, to the mathod used. 1t is the "fora” of the change, 1too
often aeglected in favour of the "substance” of the change. Ihis
iatter is to be found in the content of the change, the second
glement 1o the couple to be plloted~ 1t inciudes the conponents
of change, the figlds of action, etc.
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Close analysis of cases wherg compenies have not had total
success in theic process of change ensbles a certain number of
constants to be highlighted with respect to performance devia~
tions as compared with the original project. Our research then,
leads to the following observations:

Peviations in the process:

- deadline,

- cost of the action,

- coordination of actions,

- compliance to the “rules of the game” by the actors.

Deviations in the content:
type and breadth of the action,
gegree of integration in the overall policy,
fields af analysis and action,

- quality of production,

These observations are obviously only of use if the factors
restraining or obstructing the succesful accomplishment of the
project can be tracked down.

-1 '

B. Restraints to Be Qvercome

" The restraints encountered seem generally to fall under one
of following headlings:

1) Restraints intrinsic to' the company, these are:

&) either characteristics of the "milieu" concerning physical
or technralogical structures (e.g. heavy equipment acting as an
gbstacle to ragical change), organizetional structures {e.g.
"rigid” Vaylor type organizations), or olse socigl structures
(e.g. the case of sectors with @ low initial level of training);

5) or characteristics specific to the company. Deviations due
to the importance of internal scvementis (change in key actors,
s*aff cut-backs, etc.), to the style of management (badly defi-
ned or phorly knoen strategy, lsck of commitment by the OGenersl
Ngnagemenf. etc.), ar due 1o the external eavironment (which may
create a feeling of impotence if a certain “turbulence”  thres-
hould is exceeded);
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2) Restraints linked to the degree of integration of the pro-
cess in the operating of the company; two types of obstacles to
change fall under this heading:

a) defects in strategic analysis of change (lack of clear
decision with respect to change, lack of explicit commjtment by
management, or else problems with coherence between the company's
different decisions and actions, etc.);

b) low implication of the actors (unawareness of the process '
and of what is at stake, absence of “negotiation” of the game by
the actors, or poor approprietion of the process by the actors
concerned. ..); :

3) Restraints arising from the piloting method; analysed pro-
cesses of change frequently show up the following dysfunctions:

a) "dosage” errors, i.e. the tendency to go te the extreme
(e.g. too-high a participation ar too many directives);

b) inflexibility of methods during the process with regard
to the risks encountered by the company;

¢) defect with regards to the use of a3 common language base
between the different actors concerned;

d) lack of anticipetion and prevention; this should have
shown itself, in particular, by a watchful and forecasting atti-
tude with respect to certain internal and external sigas.

As this third category of restraints is the easiest one to
act upon, it seems all the more important to know of it. ,
_ The piloting method of the change (process/content) couple
seems, in fact, to be an essential factor for efficiency in the
approach to change. :

Obviously, no miraculous solution exists. Especially since
the economic and social reality which exerts an influence on
companies operations cannot be totally controlled.

However if the processes of change can probably not be truly
contralled, they can, and must be biluted. In ather words, mani-
~ pulated in full awsreness of the rules, limits, and  possibili-
ties. from this point of view, the above information resulting
from the analysis of deviations is extremely useful. More speci-
fically, they mean that piloting “by the seat of the pants™ can
be rejected, and that the field of vision can be extended, and a
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strategic piloting approach of the change (process/content) co-
uple adopted.

C. The Strategic Piloting of Change

The strategic approach method to change presupposes:

- integration of the dimension "time" so as to respect the
organization's “chronobiology" (life rhythms) and svoid the en-
tropy phenamenon (energy dissipation),

- integration of the different categories of staff se as to
avoid divergences of thought, and of action and so that as many
possible become “actors".

The construction and use of coherent, rigorous, programmed
and shared management tools and methodologies of action thus be-
come possible.

The process is not any the less flexible and adaptable. The
objective, in fact, is that it should offer both coherence and
a stable reference in approach and content, and flexibility ar
new openings with regards to methods of application,

The systemic conception of change, then, becomes, necessary
if an attempt to pilot the process is to be made, aspecially it
it is complex. If seems essential to pinpoint the "key  points”
of these relatively complex processes so as to draw up a pilo-
ting control psnel. These key, points can be classed into three
stages: 2 !

1) during the initiation stage; must be jdentified:

a) the original idea which needs to be lested by confreniing
it with the realities of the organization; ,

b) the pilot of the process (and his passible co-pilets), very
special attention must be paid when making this choice;

?) during the launch and sctualizaetion stage, attention will
be paid to: _

a) the context of the company concerned (eccnomic, cultursl,
social, ete.); z

b) the objectives of the process, as well as its legitimacy
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in relation to overall company policy and its realism with re-
gard to the company s capabilities;

c) the making aveilable of means (human and financial means,
equipment, etc.);

d) the energy required to transform what exists;

3) during the management and activation stage certain ' ele-
ments become even mure essential:

a) time and the respecting of a certain progresstveness whilst
at the same time avoiding drift; :

b) the fields of analysis and action to be integrated con-
cerning overall company operation (management style, work met-
hods, work organization and working conditions, internal infor-
mation and communicatian, job (equipment appropriateness, tra-
ining, etc);

¢) the pileting tools, both for introducing change and for
monitoring and appraisal of it, and to maintain individual moti-
vation;

d) lastly, the effects, i.e.: the direct or indirect, planned
or unexpected, fipal or intermediary censequences on the field
of action ar its environment, '

The above checklist of the key points enablas us to  tackle
the (process-content) problem of change in an overall manner, and
thus to manage complexity. ' 3

So as not to be dissuasive, though, the actors piloting the
process may seek to demansirate @ certain simplicity of action
despite the fact that thay themselves are aware of the cantingen-
cies and coaplexity of the real world.

The search {or the dosage (lipplzctty—co-plnxxty) is, in
fact, essential, and the same applies to the fifteen other “doso-
logy model” ceuples put forward for the piloting of change.

D. The Models for the Piloting of Change

1, Dosology Model

In any strategically piloted process af change any 'lnstlng
_"extremes"” need to be eliminated. A “"dosing" procedure, then, is
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preferable, i.e. seeking out optimisation and adequate propor-
tions.

The notion of dosing should be understood in the general sm-
pivalent sense, with three cumponenis:

- arbitration or the art of finding 3 "happy medium";

. simultaneousness or achieving, over the same time period,
two phenomens or two sctions;

- alternation or the succesion of elements which, in  turn,
kecp recurring, on a more or less regular basis.

The following diagram (page 103) shows,in a synthetic form,
all sixteen of the couples requiring a timely dosage throughout
the change process. Amongst these sixteen couples is the couple
(analysis-action). This couple underiines the necessity for a
certain alterngtion between, on the one hand, the "taking one ‘s
distance" attitude - the search for what is at stake or the a-
nalysis - and, on the ather hand, solid application by actien “in
the field". This leads us to consider the different figlds of
analysis and actioen.

These are DASIs (Domaine d Analyse et d“Action Strategi-
ques Internes) Ffields of Internal Strategic Analysis and  Ac-
tion (FISA) wlich may be examined and put into play so as to
inplement and pilot change. : ’

2. FISA Medel

the FISA can be accounted for by using the following list.
This list is not necessarily complete:

- work organizatian and working conditions,

- wark methods,

- intra and inter departmental cooparation,

- jobs/equipment apprepriatioa,

~ preduct design and manufacture,

- gompetences/jobs sppropristion,

- training-action,

- ioternal information and communicatien,

- reward for contribution.

- management style.
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The peneral strategy of change may also be made up as a com-
pination of the analyses ard actions in these different fields,
centerea alonp a untang axis. lhe cohereace of the approach is,
in fact, another important principle to be raespected in the stra-
tegic prloting of change.

It is also worth neting that the strategic piloting of per-
panent changes leads us to reconsider the traditional view of
the operating of the company and of strateqy.

Practitioners and theorists traditionally consider that stra-
tegy 1s basically an external factar (Products/Market) and that
it 1s based on an analysis approach.

On the other hand, an updated definiytion of strategy brings
together external ang internal strategy and puts implementation
on the same leve! as analysis. The aim, then, is the competiti-
veness of the company, and i1ts cantinued existance in the midst
of surreungding evolution, in particular, by making best use of
human resources.

Company strategy and permanent chango sirategy, then, cannot
be separated. Two new vectors of permaunent change which are en-
countered more and more frequently in French companies serve (o
demonstrate this point: the Company Project and the search for
fotal Quality.

£. Recent Examples of Vectors of Change

vy

The Company Project and lotal fuality are two of the wmajor
tnemes of action in french Companies which seem to have clearly
exprerienced significant gdevelopment, and which seen to illustra-
te the jdea of "process of change" particularly well.

1., The Company Project

This ran be defined as a company 5 overall scheme, aimed at
poR1l1zing human res0Urces In @ way comman ta, and known ad ac-
cepted by all concerned. '
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It 1s worth pointing out at this point that if the Company
Project hes been much adopted in France, then it is probably be-
cause it enables three requirements to be met:

- the necessity for greater company efficiency and competi-
tiveness,

- the need for high capacity for change in a mutsting ~envi-
ronment |

- the expectations of the “social body" as far @s communica-
tion, expression, and participation are concerned.

2. Total Quality

Ihis "strategic” idea of quality stems largely from the ever-
-mare “Europeanized", Japanese and American Total UQuality appro-
aches.

Ihare are four wain principles behind these approaches:

- a widening of the concept of quality to cover all aspects
of the company s life (no longer limited to the product);

- an extrspolation of the "customer/supplier  relationship
to cover all internal and extermsl relatioaships for each indi-
vidual in the company; consequently the employee is copsidered
as both "gustomer" and "suppliecr" to the company;

- integration of all of the customers’ needs;

- the permanent installation of teols for monitoering and ap-
praisal of activity throughout the company.

Total quality, then, is both “"external” quality (products,
services, contacts with the invlronaent). and "internal" quality
(conception and realization of all the acts of all the men and
women within the company, and in all fuactions). It is a search
for “overall company operating quality" using a process of action
and permanent change which implies all of the staff.

fF. Conclusion

-t If the Company Project and Total Quality concepts serve as
good illustrations of the process of change, they are not the
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only types of permanent change in existence, Another example is
that of socio-organizatienal innovation in all its forms.

Change in the company, in all cases, seems to call for ge-
nuine strategic piloting based on a methodology which is both
flexible and rigorous.

Given this, certain traditional ideas on mansgement and stra-
tegy call for a certain amount of updating in order to give in-
ternal strategy an important status, and so that implementation
may be recognised as being @ strategic factor.

In fact, in tis:, management know-how could well be assimi-
lated to the capacity to pilot company change in all its forms.

Annie Bartoli

STRATEGICZNE STEROWANIE ZMIANAMI
W PRZEDSIEBIORSTWIE

Gwaltowne zmiany w otaczeniu wspiélczesnych przedsigbiarstw
zmuszajq Je Jo zmian wewngtrzoych, ktére powinny byé prowadzone
w sposéb "strategiczny”. Zmiany te majg charakter  ekonomicray,
techniczny, spoteczny, kulturawy i psychologiczny, a reakcja. na
nie przybiers postat polityki albo utrwalania stanu istnie)gcego
lub permaneatnych zmian nakierowanych na przysziosé. W realize-
cjt tych zmiasn nepotyka sig liczne hamulce, ktdre winny byé 2li-
kwidowane, m, in. przez wladciwg strategif. Obejmuje ona  trzy
kluczowe stadia postgpowania: poczatkowe (konfrontacj)a idei zmian
7 realiasi organizacji 1 prowsdzenie procesu zmian), stadius u-
ruchomienia 1 aktualizowania, gdzie uwaga powinna byl zwrécona
na cele i kontekst zmian - ekengmiczny, spoleczng ita., oraz
stadium zsrzgdzania, aktywowania i integracji wszystkich czynni-
k6w funkcionowania prredsigbiorstwa. Na zakofczenie przedstawiono
modele sterowania zmianami, ich elementy skladouws, ilustrowane
dwome przykiacdami modeli dzialah w kierunku zmian we francuskich
przegsigbiorsiwach.



