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Definitions:

Management vs. Leadership

Management is a set of processes that can keep a complicated system of people and technology running smoothly.  Most important aspects of management include PLANNING, BUDGETING, ORGANIZING, STAFFING, CONTROLLING & PROBLEM SOLVING.

Leadership is a set of processes that creates organizations in the first place or adapts them to significantly changing circumstances.  Leadership defines what the future should look like, aligns people with that vision and inspires them to make it happen despite the obstacles.

	Management
	Leadership

	· Planning & Budgeting

· Organizing & Staffing

· Controlling & Problem Solving
	· Establishing Direction

· Aligning People

· Motivating & Inspiring

	· Produces a degree of PREDICTABILITY & ORDER

· Potential to produce short-term results expected by various stakeholders
	· Produces CHANGE often to a dramatic degree and has potential to produces extremely useful change




Often change has resulted in less than desirable results.

Most common errors made while making change:

1. Allowing Too Much Complacency

2. Failing to Create a Sufficiently Powerful Guiding Coalition

3. Underestimating the Power of Vision

4. Under communicating the Vision by a Factor of 10 (or 100 or 1000)

5. Permitting Obstacles to Block the New Vision

6. Failing to create Short-Term Wins

7. Declaring Victory Too Soon

8. Neglecting to Anchor Change Firmly in the Corporate Culture

Eight Stage Process of Creating Major Change

1. Establish a sense of urgency

2. Create the guiding coalition

3. Developing a vision strategy

4. Communicating the change vision

5. Empowering broad-based action

6. Generating short-term wins

7. Consolidating gains and producing more change

8. Anchoring new approaches in the culture

Establish a sense of urgency

This is crucial to gaining needed cooperation.  If complacency is high, transformation usually goes nowhere because few people are even interested in working on change.  If urgency is low, it is difficult to put together a group with enough power and credibility to guide the change effort or to convince key individuals to append the time necessary to create and communicate a change vision.

People will find a thousand ingenious ways to withhold cooperation from a process that they sincerely think is unnecessary or wrongheaded.

Create the guiding coalition

The first step in putting together the kind of team that can direct change effort is to find the right membership. Four key characteristics seem to be essential to effective guiding coalitions.  They are:

1. Position power:  Are enough key players on board, especially the main line managers, so that those left out cannot easily block progress?

2. Expertise: Various points of view in terms of discipline, work experience etc. must be represented so that informed, and intelligent decisions will be made.

3. Credibility: The group must have enough people with good reputations so that other employees will take pronouncements seriously.

4. Leadership: The group must include enough proven leaders to be able to drive the change process.

Developing a vision strategy

Clarifying the direction of change is important because, more often than not, people disagree on direction, or are confused, or wonder whether significant change is really necessary.  An effective vision and back-up strategies help resolve these issues.  With clarity of direction, the inability to make decisions can disappear.

A good vision can help clear the decks of expensive and time-consuming clutter.

Creating an Effective Vision:

· First Draft: The process often starts with an initial statement from an individual reflecting both dreams and real needs.

· Role of Guiding Coalition: The first draft is molded over time by the guiding coalition

· Importance of Teamwork: The group process never works well without a minimum of effective teamwork.

· Role of the Head and the Heart: Both analytical thinking and a lot of dreaming are essential throughout the activity.

· Messiness of the Process: Vision creation is usually a process of two steps forward and one step back, movement to the left and to the right.

· Time Frame: Vision is never created in a single meeting.  The activity takes months, sometimes years.

· End Product: The process results in a direction for the future that is desirable, feasible, focused, flexible, and I conveyable in five minutes or less.

Communicating the change vision

The real power of a vision is unleashed ONLY when most of those involved have a common understanding of its goals and direction.  That shared sense of a desirable future can help motivate and coordinate the kinds of actions that create transformations.

Key elements effecting Communication of Vision:

· Simplicity: 

· Metaphor, analogy and example (a picture is worth a thousand words)

· Multiple forums: Big meetings, small meetings, memos, emails, formal and informal interaction.

· Repetition: Ideas sink in deeply only after they have been heard many times.

· Leadership by Example: Behaviour from important people must be consistent with the vision.

· Explanation of seeming inconsistencies: Unaddressed inconsistencies undermine the credibility of all communication.

· Give-and-take: Two-way communications always more powerful than one-way communication.

Empowering broad-based action

Allow people to think outside the box.  Don’t let rigid structure box people in and prevent them from achieving goals.

Generating short-term wins

The role of short-term wins:

· Provide evidence that sacrifices are worth it.

· Reward change agents with a pat on the back

· Help fine-tune vision and strategies

· Undermine cynics and self-serving resisters

· Keep bosses on board

· Build momentum

Consolidating gains and producing more change

A synergy produced by consolidating the gains produced by the interdependent factions to produce an even greater change.

Anchoring new approaches in the culture

· Comes last, not first: Most alterations in norms and shared values come at the end of the transformation process.

· Depends on results: New approaches sink into a culture only after it’s very clear that they work and are superior to old methods.

· Requires a lot of talk: without verbal instruction and support, people are often reluctant to admit the validity of new practices.

· May involve turnover: Sometimes the only way to change a culture is to change key people.

· Makes decisions on succession crucial: If promotion processes are not changed to be compatible with the new practices, the old culture will reassert itself.

