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OBJETIVOS DE LA PRESENTACION

° Conocemos

• Visualizar las herramientas
y alternativas de
transformación

• Compartir inquietudes y
percepciones preliminares

• Iniciar el programa de
transformación
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METODOLOGÍA DE TRABAJO

A. ESTRATEGIA GRADUAL Y
SISTEMATICA:

PREPAREN
DISPAREN
APUNTEN

B. DESARROLLO GERENCIAL:
COMPARTIR CONCEPTOS Y
HERRRAMIENTAS

C. CONSULTORIA Y APOYO AL CAMBIO

E. EXPERIENCIAS PILOTO

F. SEMINARIOS DE REFLEXION

G. EXPANSION

H. SEGUIMIENTO



CÓMO PROTEGE LA
NATURALEZA A LOS

PRODUCTOS
DÉBILES

LUEGO, £L VICEPRESIDENTE
ABULTA EL PROGRAMA PARA
NO QUEDAR MAL CON EL
PRESIDENTE.

PRIMERO, EL INGENIERO
ABULTA SU PROGRAMA.

MIENTRAS TANTO. LOS DE
VENTAS EMPIEZAN A HACER
NÚMEROS PORQUE NADIE

LES DICE NADA.

LUEGO, EL DIRECTOR ABULTA EL I

PROGRAMA COMO INTELIGENTE |
FORMA DE NEGOCIAR.

•pNAÑO..., MENOS SI AÑA-~)

ESO HACE QUE LOS CLIENTES
DESARROLLEN UN DESEO
IRRACIONAL POR EL PRODUCTO.

ASÍ, LA NATURALEZA DISFRAZALOS

MALOS PRODUCTOS COMO «BETA».

ACABAMOS DE TENER UNA g
REUNIÓN Y HEMOS DECIDIDO 3
CAMBIAR SUSTANCIALMENTE ?

r ¿CUÁLES SON LOS

CAMBIOS?

TE LO COMUNICARÉ POR
TELÉFONOENCUANTO

TIENE POCO PRESUPUESTO Y
ESTÁ CONDENADO,PERO HE
LOGRADO UNA BUENA INERCIA,
Y ME PREPARO PARA DESVIAR
LA CULPA HACIA LOS DE
MARKETING. '

CREOQUEYO
TENDRÍA QUE
HACERALGO
EN ESTE
CASO.

LE TENGO PROGRA­
MADO PARA QUE
TOME UNA DECI­
SIÓN DESINFOR-
MADALA SEMANA
QUE VIENE.
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Nuevos Factores de
Exito

Tradicionales
❖ Dimensión
❖ Roles fijos
❖ Especializaron
❖ Control
❖ Liderazgo

Unificador

Nuevos
❖ Velocidad
❖ Flexibilidad
❖ Integración
❖ Innovación
❖ Trabajo en

Equipo

IBM
General Motors
Pan American

Microsoft
Saturn
SAS/Swissair

Dónde nos reconocemos ?
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CAMBIO O TRANSFORMACION ?

CAMBIOS

• Procesos puntuales

° Hechos frecuentes

• Asociados a personas
o elementos de la orga
nización

• Basados en “‘métodos”
o “tecnologías” per se:
(Ej: Reingenieria,
Downsizing, MBO, OD5
TQM, etc.)

• Los RRHH como
“medios” del cambio

• Adaptaciones al medio

• Reactivos (van después
de los hechos)

TRANSFORMACION 

° Procesos sistemicos

° Procesos graduales

° Basados en estrategias
y en ver a la organiza»
ción como un solo
sistema

° Diseñados a medida y
con múltiples herramien
tas y tecnologías como
MEDIOS

° Los RRHH como
“agentes” del cambio

• Creación del futuro

• Proactivos (provocan y
aprenden de los hechos)
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LA MALA NOTICIA ES QUE LAS GRAN­
DES EMPRESAS COMO LA NUESTRA
NOPUEDENCOMPETIRCONLAS
EMPRESAS PEQUEÑAS YÁGILES,
LA SUENA NOTICIA ES QUE AL PASO
QUE VAMOS, NOSOTROS ACABARE­

MOS SIENDO LA EM­
PRESA MÁS

PEQUEÑA.

"1
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MODELOS DE ORGANIZACIÓN

LA “BALSA”

LOS “BOTES INDIVIDUALES”

LA “GALERA”

LAS CANOAS DE MAR
POLINESIAS
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REACCIONES HUMANAS EN LA
TRANSFORMACION

AÑO 1 AÑO 2

PROACTIVOS
10% iNDECISOS

FACILITADORES
MENTORES

GUIAS

FACILITADORES
MENTORES

GUIAS

REMISOS
10 %

DESARROLLO GERENCIAL
MANDOS MEDIOS

SEGUIMIENTO Y
MEJORA CONTINUA

DE CONDUCCION

WORK ÓUTS
ENCUESTA ENCUESTA
DE CLWJA 'l DE CLIMA 2

iVJS JORAS MEJORAS



NO HAY DINERO EXTRA. SÓLO CREÍA QUE LOS

ESO ES OTRA
FORMA DE
IDENTIFICAR­

ES LA ABREVIATURA DE «EL
PROYECTO EFE». LE DI EL
NOMBRE YO MISMO.

PREFERI­
RÍA SERTU
ARCHI-
ENEMIGO.

COMO SABEN, SE ME
HA ASCENDIDO A

(¿DECIDIRÁS LOS AUMENTOS? J

No jC_
(~¿APROBARÁS LOS GASTOS?

NO ~)C
(¿PODRÁS DESPEDIR A LAG ENTE?)

NO ]¡

COMOLÍ
QUEDES
VENTAJZ
ESTATUE

DER DE EQUIPO,
ERÍA TENER ALG
\S PROPIAS DEN

CREO
UNAS o

11 ?

<

C. u

5E ROCIARÁN LAS PAREDES
DE TU CUBÍCULO CON UN
AGENTE ESPESANTE ESPE­
CIAL. PUEDE QUE NO NOTES LA

! DIFERENCIA, PERO LOS DEMÁS
j SE DARÁN CUENTA DE LO
i ESPESO z'' '

QUE ERES. K.

SOY COMO TÚ, WALLY,
PERO MÁS ESPESO.
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paiíada caco da adali sis
DA PAPAD AMANDA

Piense en una persona de su equipo
que necesite mejorar su
performance en el ira bajo.

Alija de las siguiente 7 áreas
aquellas 4 que usted piensa serían
más incluyentes © efectivas
para que esa persona hiciese mejor
su trabajo
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i. Saber clarara ania qué standares de performance
33 95p 3f'3H

2. Dada Beed Back ral eran te sobre su p arforman c a
actual

3> Apoyo a su performance tal como definición dé
tareas, programa de trabajo, herramientas,
materiales, recursos y equipamiento

4> Incentivos significativos (económicos o no
económicos), ligados a la performance

o. Capacitación sistemática disonada para brindar
los conocimientos y habilidades específicas
requeridas por los requerí mientes de sus funciones

o. Coherencia entre su perfii y los raquerímlentos de
la función encomendada

Z Seguridad laboral y buena inserción social y
familiar



1 2

SSQUNDO CAS O D£ ANALISIS
DL ALNAÓNMANCL

7 ár&á

su trab^o,



'h Sílós/ claramente qué standares de performance
se esperan de Ud> 

2. Darle Beed Back relevante sobre su performance
actual

3. Apoyo a su performance tal como
definición dé tareas, programa da trabajo,
herramientas, materiales, recursos
y equipamiento

4 Incentivos significativos (economices o no
economices), ligados a la performance 

6, Capacitación sistemática diseñada para brindar
los conocimientos y habilidades especificas
requeridas por los requerimientos de sus funciones 

m Coherencia entra su perfil y los requerimientos de
la función encomendada

Z Seguridad laboral y buena Inserción social y
familiar



SJ-3TEMA DS. PPñF'OPMANCS HUMANA
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PERFORMANCE HUMADA■SISTEMA DE



1. STANDARES DE
PERFORMANCE

• Están definidos los
standares ?

• Conocen los
ejecutantes los
standares y el producto

final deseados ?

• Los standares son
percibidos como
ALCANZABLES por los

ejecutantes ?

2. FEED-BACK
• Reciben los
ejecutantes
•nformación
sobre su

performance ?

• Es este feed-Back:

• Oportuno ?
• Relevante ?
• Preciso ?
• Constructivo ?
• Fácil de entender ?
• Específico ?

3. APOYO A LA TAREA
• Pueden reconocer los

ejecutantesel INPUT que
requiere actuar ?

• No hay interferencia de
otras tareas

■?

• El flujo de trabajo y

procedimientos
son lógicos y normales ?

• Hay recursos adecuados
?
(tiempo, info,herramientas,
staff)

4. INCENTIVOS

• Están las
consecuencias alineadas
para estimular la
performance deseada ?

• Son SIGNIFICATIVAS
para los ejectutantes ?

• Son OPORTUNAS ?

OUTPUT

6. CAPACITACION5. CAPACIDAD
INDIVIDUAL

Las exigencias laborales
y familiares están
balanceadas ?

• Está el ejecutante
física, mental y
emocionalmente en

condiciones
de lograr los standares

de performance
deseados ?

• Tienen los ejecutantes
los conocimientos,
habilidades y actitudes
para alcanzar los
standares de performance
deseados ?

El sistema de beneficios
es adecuado y no
contraproducente ?

• Saben los ejecutantes
PORQUE ES IMPORTANTE
lograr esos standares
/cumplir esa tarea ?

7.
AMBIENTE/CONDICION
ES
La gente se siente
razonablemente
segura en su puesto de
trabajo
como para pensar en
contribuciones a largo
plazo ?

INPUT
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PERFORMANCE: FACTORES CLAVE

• Clarificar futuro
• Conocer visión global
• Comunicación

EXPECTATIVAS

INCENTIVOS CAPACIDAD

TECNOLOGIA

LIDERAZGO FORMACION

ORGANIZACION
FEED-8ACK

Incentivos a la
Performance
• Cuantitativos
• Cualitativos

Flexibilidad
Agilidad

Actualización
Facilidad de uso

1 Eficiencia
1 (nhreertteD sm I
cliente

ALTA
PERFORMANCE

3ERENCLAM ENTO

• Trabajo en equipo
• Comunicación
• Integración • Estimulante

• Uso del tiempo

• Selección
•IQ
•EQ
• AQ
• Valores

■k<fí
• Técnica
• Humanística
• En el puesto
• Coaching
• Mentoring

Dean Spizter, 1987. Actualizado en 1996 con Mariano Bernárdez
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MODELO DE CAPACIDADES DE
GERENCIAMIENTO

Dave Ulrich, 1996
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CALIDAD

DEL

PROCESO

PERFIL de capacidades a desarrollar para el cambio

Muy bien 100 j

50

Muy Pobre

Liderar el Crear la
Cambio Necesidad

Dar forma a
una Visión

Movilizar el
Compromiso

Cambiar
sistemas y
estructuras

Supervisar
el progreso

Hacer que
perdure el

cambio

En qué mecíCa

remos esta&eciOo

hitos para venficar

nuestro progreso

en e' esfuerzo

decamcic 7

En aué meada

tenemos un Plan

de Acción cara

conseguir que

e> campio se

concrete ’

terneza ¿a carneo
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C H A N G E

You can create change—
even when support is

¿caree—by starting small.

Start small,

by Mariano L. Bernárdez

t is never easy to insciente change in an
organización. It’s obviously easier when
there is strong support within che organi­
zación. Buc one oí che most difficult
chings to actempc—and one oí che chings
chat chey done teach at Han-ard Business
School or ac che Universidad de Buenos
Aires—is how to create change when 
there is limiced support.

In many orgar.izations, change is frequent,
anempts rail and che organización suffers. In
such cases, although the need for change may
be acknowledged, it orcen encounters rierce re-
sistance in the form of skepticism. defensive-

ness, and to new change proposals.
The technology gap between compecitors

in a global market tends co cióse very quickly,
but each time it does, the human abilities gap
between the current and the newly required
skills widens. Also, there is orcen an attitude
gap. Sometimes chis is because of a lack of ap-

Mariano L. Bernárdez has been a consultan: :n
Argentina for 20 years. He holds a Ph.D. in educa­
cional Sciences from che Universidad de Buenos
Aires. He was a consultan: unr/i Arthur Andersen
for many years and has leccured widely in the
United Stares and other counrries.
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small piece—:i pwn, ••icjí a qaee.:-i.
propriate training. and often ir is because the
change negatively impacts che survivors* mo-
tivation. This survfvor’s syndrome has been
seen many times before in large-scale down-
sizing or reengineering efforts. Sustainable,

scenario. Strategy is not merely about creating
vast plans that use existing power and re-
sources. Like chess, strategic thinking is about
creating power and resources from simple and
already existing elements.

iong-term performance improvement means
increasing and maintaining ability and moti­
varon. Unfortunately, plans for large-scale
change tend to underestimate or even ignore
this crucial point. resuiting in failure and
skepticism.

Business change planners do often talk
about the human factor in the eariy stages of
their proiects, but in practice, their plans dedi-

Therefore, change need not always be done
on a grand scale. Alternativa new approaches
show that a small project can actually create far
more positive change than a larger, company-
wide one. A small effort can reach more em-
ployees at all levels and silently break down
barriers between managers, employees and the
organization. The same skeptical managers

who ridicule pompous announce-
cate very little effort to large-scale communi- . - - ments of “Big Change” will often
cations and conceptual, abstract training. A be more willing to support
This creares more confusión and small change that expands.
skepticism. Very often, the With this strategic
cause is that human -í approach in mind,
performance is a ...^ y consider three power-
subtle but strategic tactics that every
issue, and manager can use to fa-
change experts con- cilitate organizational
fuse strategic think- • ' change. These tactics
ing in HR with can be used separately,
“thinking big”—launching ” but their real impact is
large-scale, highly complex, ’ in their underlying strategic
long-term plans instead of smarter, safer ones. thinking. First, begin small and gain power by

Think about one of the most competitive improving performance in small groups and
games, chess. If you take a superficial look at
what the chess players are doing, it seems the
same. They move one piece at a time, apparent-
ly without clear reasons or differences. The
champions win, however, because they have an
underlying strategy, studying the next move
and creating tactics to benefit from the small

workplaces. I cali this Guerrilla Warfare.
Second, expand the project by gradually
spreading the successful experiences from the
top down; this is known as the Waterfall Effect.
Finally, create a continuous improvement-rein-
forcing Circuit: Afterburner Follow-up. Let’s
have a closer look at each tactic:

changes introduced with each move.
Like chess, change always

begins by moving a srjiall piece (a
pawn, not a queen, as beginners
do), and good change makers, as
good chess players, apply strate­
gic thinking step-by-step. They
shape a global visión in their
minds, implement small, Creative
tactics in the workplace and sur-
pass expectations instead of
falling behind them. Each step—
be it training, planning or Con­
sulting— is known as an inter-
vention. And like chess, each
intervention, or move if you will,
has its own effect on the global

BRIEFCASE |I

When deep- orgoiturtioflaH
change is neaded bot: sup­
port is scarce, íbera are stilí
strcrtegies to implement it
effectivefyu- Followinj a
gradual methodology; you
can buiíd change on solid
ground, gainioj and in­
creasing the needed spon-
sorship by starting smaH.

TACTIC#!:
Guerrilla Warfare
Guerrilla Warfare on change resembles Greco-
Román wrestling since, like that technique, it
starts from the ground up. It begins a long
process, starting with something small and ac-
ceptable — training. From that firm footing,
you, like a good wrestler, can expand into a
large-scale victory of performance improve­
ment. Here are your key Guerrilla Warfare ma-
neuvers:

Cali it “training.” The training effort is usu-
ally seen as low-risk and will be an effective mo-
tivation even for the most skeptical and die-hard
enemies of change. Learning new techniques

22 AMERICAN MANAGEMENT ASSOCIATION/JUNE 1997
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C H A N G E

tunity to make at least two positive
changes—on themselves and within the work­
place they control.

Allow supervisors to express and resolve
doubts and fears during training. Inelude su­
pervisors in dialogues with higher levels of
management since at the beginning not all the
managers will be won over. Start with groups
that are concemed with front-line reactions to 

voking fear or resistance.
This is really setting the
bait to obtain support
from top management for
a larger ’ performance-
improvement process later 
on without alerting premature
fears or building expectations.

Executives communicate their enthusiasm

and enhancing Communications are seen as pos­
itive and stimuladng acnvities; it doesn’t require
a great effort to obtain sponsorship for training
from the organization. Management won’t see
training as rocking the boat and won’t be threat-
ened by it.

Teach supervisors to be facilitators.
Supervisors play key roles in any change be-
cause they usually control the daily routine in
the workplace, interact directly with the em­
ployees, filter the Communications through
their own paradigms and rules, and form opin-
ions and reactions. Adapting workplace leaders’
attitudes toward change is essential for its suc-
cess—that’s why Guerrilla Warfare begins at
that level.

The training should be directed to enable
supervisors to enhance the performance of the
small groups they direct. It should provide
them a sense of real meaning through success-
ful experiences of teaching, coaching and com-
municating. It is also essential that the
performance-oriented training give supervi­
sors self-assessment opportunities through
tests, peer-to-peer feedback and professional
counseling sessions with the trainer which will
allow the supervisors to discover their own
gaps.

Training will give the supervisors a direct
and personal experience, reinforcing that suc-
cessful change is really about changing behav-
iors. It will demónstrate that there is an oppor- 

plans that can be applied in a few days without
formal approval from any authority.

From the start, make it clear that there will
be follow-up and that the results will be com-
municated to sénior management. This will
fuel group interest and instill meaning in the
improvement challenge. Choose recognized
leaders within the company to report the re-
sults. This will reinforce the groups positive ex­
pectations.

It is important to follow up and publicize
the performance-improvement results. Collect
statistics and testimoniáis and pass them on to
upper echelons of the organization. Sending
the good news upward will make people feel as
if they play a relevant part in the change.

Keep sending data to sénior manage­
ment. Performance improvement is a major
concern for sénior management. As they have
a broader and longer-term visión of the orga­
nization, they perceive clearly how difficult it
is to sustain the improvements and how easi-
ly large-scale improvement programs deterió­
rate because of employees’ low morale and
compromise.

Showing management economic results,
cost reductions, process improvements, new
initiatives and improved motivation generated
from training small groups will gain
the attention and support of top
management for your “train­
ing project” without pro- 

Sendirtg the good news upward will
mzke people feel as ifthey play a relevant

their producís or ideas, including managers of
quality, safety or customer Service. You will
find them very willing to assist you because this
exercise allows for them to learn more about
stakeholders’ reactions.

Get all supervisors to create a plan for per­
formance improvement Discuss and redeñne the
groups new mission and roles as a team in order
to create a real compromise with performance
goals and changes. Try to design improvement 

to middle management and generate an inter­
est in change primarily because people experi­
ence change as fun. Being able to change some-
thing with a good joke changes our mood
intensely and will transform bored employees
into energetic people. Having fun is invigorat-
ing: Attention grows, fatigue vanishes and the
mind awakens.

Fun also changes the meaning of our every-
day work—-taking it from perfunctory to chal-

MANAGEMENT REVIEW / JUNE 1997 23
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CHANCE’

When Guerrilla Warfare begins,

lenging. Routine tasks are meaninglessly per-
formed between nine and ñve. But the potential
to be Creative opens new doors. The combination
of teamwork and caring, the ability to achieve
shared goals and the changes in workplace rules
to reñect these new altitudes allows employees to
recoven They get to reinvent their jobs.

This positive attitude is motivating.
Solving problems and questions, rediscovering
the importance of the employee’s performance
and making even the most simple plans fill the
change process with fun and interest. Getting
to this point only requires that the group work

together and simultaneously experi-
ence success that produces eco-

nomic results. With failure and
defeat so common in today’s
workplace, even the tiniest suc­
cess can be a powerful motiva­

ron And it has paid off in some
companies. We’ve seen skepti-
cal workers and supervisors
who formerly complained reli-

giously about their companies
and jobs show up early and

stay late to help with the
project once the “training
process” got startecL

Performance-ori-
ented training makes
supervisors rediscover

their power to obtain and

[supervisors] feel as if they are
leading their own battle units.

FOR PERMtSSJOH TO INCLUM

THIS ART1CLÉ OH YOUR
WEB SITE, CALL AMA AT:

212-903*8283

sustain good performance in the workplace.
Supervisors’ jobs have been losing their appeal,
transforming the leaders into mere administra-
tors of status quo. But when Guerrilla Warfare
begins, they feel as if they are leading their own
battle units, recovering their power and influ-
ence with their groups, and achieving small
victories against such standard performance
obstacles as bureaucracy, ill-designed work and
the dread status quo.

Moreover the employees will respond
because they feel a sense of ownership created
by their ability to choose and implement
micro-changes. When Guerrilla Warfare is
applied in bigger and more bureaucratic orga-
nizations, there are greater opportunities for
these groups to make micro-changes in their
own environment.

Even modérate failure is not as frustrating 

if it is followed up with an attempt to learn
from the mistake. Obviously, the project will
not be without failure, but it will become a
stimulus, a challenge to overeóme the difficulty
by themselves. A well-managed Guerrilla
Warfare effort can actually go so far as to create
an experimental spirit within the group, akin to
Thomas Edison’s “Menlo Park,” his original
laboratories where collaborators slept under
their desks so they could start the experiments
earlier the next day.

TACTIC #2:
Waterfall Effect
At this point, management should support the
initiatives, and the initial group should be mo-
tivated. The next step is to permeate the change
through the organization, from the top to the
bottom—a Waterfall Effect. Each time the mea-
sured results of a successful, low-budget micro-
experience of real performance improvement
reach sénior management, a waterfall of conta-
gious interest is put into motion, empowering
further projeets.

The right moment for this comes when
performance improvement has been achieved
and measured on a small but reliable scale and
top management expresses its concern about
employees’ low motivation. If you have com-
municated efnciently the results obtained at
this point, organizational leaders will want you
to tell them how to clone the successes. This
gives you the opportunity to discuss the possi-
bility of gradually expanding the “training
project” and offering others a chance to more
operily endorse the process.

Start the Cascade. In order to stimulate a
Waterfall Effect, you should informally publicize
the performance results achieved by disseminat-
ing real-life testimonies (video, small meetings,
visits, and so forth). Your purpose is to work
from the top of the organization down, dissemi-
nating new role models and experiences.

Keep these rules in mind as you work
your way down the organization in order to at-
tract lower-level employees into the change:

“^•Make the performance-improvement
process look easy, reféVant and motivating.

■^•Bring other middle managers in to
spread and lead the experience. (By now, many
might be asking for training on how to lead
their own performance-improvement pro­
jeets.)

"^Continué recruiting new middle man­
agers and make them lead diffusion activities as
well as offer testimoniáis.

These efforts will be successful because once

24 AMERICAN MANAGEMENTASSOCIATION/ JUNE 1997



In this age full of big-plan pushers overselling change,
the reality is that success usually tiptoes in and is
received better in small doses.
put into motion, the Waterfali Eftect comes alive
by itself with enormous strength, expanding and
pushing all the way down the r.ew models. One
of the reasons the Waterfali Effect works is that it
is positive; it is based upon the power of emulat-
ing success rather than the fear of not following
an enforced change.

Finally, workable, viable, down-to-earth
performance-improvement processes allow top
and middle managers to suri the wave of
change, taking advantage of the learning curve
created by previously successful experiences,
instead of swimming against resistant currents.

Managers are pracucal people eager to use
proven and reliable ways to solve problems, and
the Waterfali Effect will occur whenever they
discover some performance-improvement
process that meets these criteria.

TACTIC #3:
Afterburner Follow-up
Large-scale change (which-at this point is being
silently created) requires time, but over time
new approaches left alone tend to deteriórate.
Even when everything is running smoothly,
you need to re-energize your project in order
for it to take off to a higher leveL Performance
improvement requires not only energy but con-
stant upgrading, following—even anticipat-
ing—the demands of change (many of which
are more evident to those at the lower levels

The last but crucial step of the Afterburner
Follow-up tactic is to provide top managers
with additional seminars on how to monitor
and take the helm of the entire change process.

The results of this third tack have been
amazing. Publicizing results of performance,
proñt, productivity and motivation gets man­
agers excited and keeps them interested in per­
formance issues. A plant maintenance manager,
with his engineer associates, developed an eval-
uation model based on shared valúes and used
it to determine compensation. Supervisors in a
large bank obtained a 102 percent performance
increase in their cashiers’ performance over
more than one year using both on-the-job
training and coaching methods. Workers and
supervisors obtained a S3.5 million cost reduc-
tion in a petrochemical plant after six seminars
were presented under the guise of “training”
and the ideas implemented by the employees.

The diffusion of such successes brought
wider and stronger management support. (All
of the bank’s branches adopted the new ideas,
and the other petrochemical plant—and even
oil fields and refineries of the industrial con-

working daily with clients). Then it’s time to
start the Afterburner Follow-up.

There’s actually a management lesson to be
learned by watching aircraft carriers. In order
to take off on shorter runways, airplanes em-
ployed afterbuming, a re-use of combustión
gases, to increase their momentum.We can take
this example as a way to re-energize our already
expanded change project.

The Afterburner Follow-up can be applied
to the change project by publicizing successes,
stimulating internal benchmarking among
middle management, exchanging successful
models, which triggers friendly competition
wíthin the organization, using change makers
(supervisors) as co-instructors in seminars for
other middle managers and supervisors, and
keeping track records visible throughout the
company.

glomerate—did the same with seminars.)
The success of this tactic for sustaining

high performance reveáis some forces that dri-
ve the changes on the long run but are fre-
quently underused: Success energizes and rein-
forces change processes, making them
self-sustaining because instead of feeling men-
aced by unknown risks, managers find a pow-
erful tool to reach their goals. As a result, the
entire organization raised its minimum stan-
dards and created an environment of excellence
without actually calling it that.

In this age full of big-plan pushers over­
selling change, the reality is that success usually
tiptoes in and is received better in small doses. ÍHR

To order reprintx cali 800-644-2464 or 717-560-2001

- (reí. number 8137). For phococopy permisión, se* page 4.

CHANGE

MANAGEMENT REVIEW / JUNE 1997 25


