Designed Not to Change

change in the external environment and the fastest
ply never designed to change proactively and possible pace of change at most organizations. If it
deeply—they were built for discipline and efficiency, were otherwise, we wouldn’t see so many incum-
enforced through hierarchy and routinization. As bents struggling to intercept the future.

a result, there’s a mismatch between the pace of Seiiece: Hamel and Zanin 2016,

The reality is that today’s organizations were sim-

EXERCISE As you read the following account, consider the following questions:

4.1 1. The “built-to-change” model has been promoted as desirable for most if not all orga-
The Capital nizations. However, from a corporate management perspective, what are potential
One Finan- disadvantages of developing a built-to-change organization?

cial Story 2. From the perspective of an individual employee, what are the benefits of working in a

built-to-change organization?
3. For the individual employee, what are the potential disadvantages of working in a
built-to-change organization?
. Capital One Financial operates in a fast-moving sector. To what extent will built-to-
change design principles apply to organizations in other industries, with different

environments?

Capital One Einancial was one of America’s largest financial services companies, with
annual revenues of more than $20 billion, 45 million customer accounts, and around
40,000 employees. Worley and Lawler (2009) tell the story of how Capital One became
a “built-to-change” organization by developing an “enterprise-wide change capabil-
ity.” Like all financial services organizations, Capital One had to respond, frequently and
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rapidly, to regulatory changes and shifting market and economic conditions, T, remai
competitive, change had to be routine.

In an era when environments are changing faster and faster, the rhetoric on Organ;.

zational effectiveness is clear: successful organizations must be more agile anq adapy.

able. Redesigning work processes, integrating acquired businesses, implemeny,

large-scale information technology systems, and entering foreign markets are , fow
of the challenging changes companies are implementing. Any one of them can prg,,
very difficult to accomplish—most estimates put the success rate for‘a large-scale
organizational change at about 25-30 percent. Successfully implementing severa o
them in a short time period is virtually impossible. (Worley and Lawler, 2009, p, 245)

How did the company develop its change capability? Worley and Lawler (2009) ider,.
tify four elements in Capital One’s approach, summarized in table 4.7.

TABLE 4.7

Capital One: Built-to-Change Elements
Element In Practice at Capital One Sinda
Focus on the future  Analysts’ time spent on exploring future trends and implications
Momentary “Test and learn” approach to developing new income streams
advantages
Organizational Hire people who like change, flat structures, vague job descrip-
flexibility tions, decentralized decision making, pay for results, flexible

performance management process, frequent reorganizations
Change capability ~Competencies related to change, and ability to change routinely

Recognizing the need for constant change, a small number of “high potential” staff
were given training in leadership and change management. This was successful in gen-
erating valuable change initiatives. However, this approach could not provide the enter-
prise-wide change capability that the company believed was necessary. Management did
not want to set up either a central corporate resource or a group whose members could
be assigned to help business units implement change as needed. The solution was the
"Bui.lding a Change Capability” (BCC) project, which had three components.

_Flrst, create “versatilist” line managers with the knowledge and skills to lead change;
neither generalists nor specialists, these versatilists were able to accelerate the change
process on their own initiative, without asking for help.

Second, to achieve simplicity and speed, Capital One decided to use a standard
change mgthodglogy across the organization, replacing the 17 different models tha
Xg&srewously in use, along with 160 different tools. The chosen approach was ¢
srd the"}&‘:ﬂ; V\Q:‘lghnsgmg: for creating Awareness, i)aving the Desire, the KnOW\t_‘d"’:t
and use, and was consistent :;me{;: (Hiatt, 2006). This was easy for staff to underst"

2 € previous change ining.

Third, two change courses were off S BHIROETHeI koo i

the ADKAR mode! and ideninr v ered by the company’s corporate university, 0 €3

: |dentlfy Change management behavi | d other /s

evant materials were also disseminated RITIC S SSS. THRIROCR 2 > (O
pany intranet, with case studies d‘e thro‘ugh a change management por{a i ml, (;«
change and communication plane lagnostic tools, and templates with which to de
plans. The BCC project also meant that there would be 10
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in the human resource management function with full
agement, as the aim was to distribute those capabiliti

BCC implemented several initiatives, including a
ect, a human resources reengineering project, a sys

Mmanagement competencies, and a workplace redes
The outcome for Capital One was:

-time jobs dedicated

es throughout the contw?ag:T s
large-scale systems conversion proj-

tem to measure and reward change
'gn project called “Future of Work ”

It does not “manage change” as if it were some unwanted intruder; it does not view
chaPnge managerpent as an afterthought to improve the chances of getting some key
resistors to “buy into” a new initiative. Change is integrated into the way Capital One

formulates strategy, structures itself, and measures and rewards performance. (Worley
and Lawler, 2009, p. 245)

Success with this approach to change gave Capital One staff the confidence and desire
to take on even more initiatives. Worley and Lawler (2009) argue that Capital One had
effectively integrated change capabilities with business knowledge, creating a climate of
continuous change. They offer three key learning points for other organizations. First,
signal the commitment to developing change capability by providing training opportu-
nities, and by rewarding the acquisition of change-related skills. Second, develop sup-
portive organization structures and systems (table 4.6). Third, be prepared to learn from
experience in the process of developing the organization’s capacity for change. Change
capability, they conclude, is the “missing ingredient” in organizational effectiveness.

EXERCISE
4.2

Scenario
Planning

5. Finally, outline th

Here is one structured methodology for scenario planning, for your own organization or
for one with which you are familiar:

1. “Brainstorm” the range of environmental factors that have the potential to impact on
the performance of your organization. In the spirit of brainstorming, accept all sugges-
tions at this point, and suspend judgement as to the significance of any suggested factor.

2. Ask individuals to identify which factors from this list they believe to be the “key driv-
ers” of the organization’s performance over a specified time period—say, five years.

3. Aggregating these individual responses, identify the five most commonly cited key driv-
ers; these could be, for example, exchange rates, new technologies, entry by new com-
petitors, mergers, competition for key staff, costs and/or shortages of raw materials.

4. Using these key drivers as the core elements, construct three fgtgrg scenarios for the
organization: the most likely, an optimistic scenario, and a pessimistic one. The “most
likely” scenario is constructed on the basis of the ”.best guess” as to what will happen
to each of the five key drivers over the specified time frame. Note that. “best guess”
does not imply a casual approach; best ggefs can”be bgsgd -o,r) soph|§t|cated market
intelligence and forecasting. The “optimistic” and “pessimistic” scenarios focus atten-
tion on how the organization might respoqd to each of those outcomes. Thg con-
struction of the scenarios requires skill, anq it is n9t uncommon for organlzatlons'to
employ external consultants who are experlgnced in scenario development. Scenarios
need to be compelling and plausible narrat.wes, even |f. they are un_hkely to happen.
This is necessary if they are to form the basis of discussion concerning the organiza-

i ible futures.
tion’s response to those three possi | |
: e different organizational change agendas that will be required to

deal with each of those three possible futures.



