OpraHu3aunoHe NpoMeHe U pa3Boj
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Teopwuje opraHM3aLMOHMX NPOMEHA U pa3Boja

* Teopuje opraHnsaumnje Kao OTBOPEHOr cUcTema
* Teopuje KUBOTHOTI LLMK/YCA
* Teopunje opraHM3aUMOHOT UOEHTUTETA

* Teopunja opraHn3auUMOHe Ky/ITYypHe eBonyuuje



Teopuje opraHMsaLMje Kao OTBOPEHOr CUCTEMA

(1) OpraHu3auuje cy Aeo BenuKor cuctema mehysaBUCHUX yTULLAja Y NOKAIHOM U
rnob6aiHOM OKPYIKekby.

- Makponpouecu: rnobanmsaumja npmspesne, TPaH3ULUMja, Pa3BOj TPHKULLTA,
TEeXHO/I0LWKEe NPOMEHE, Heycnex TMMa Uan opraHusaguje

(1) NMpomeHe y 6UNO KoM Aeny cuctema Ha nocpeaaH Unm HenocpeaaH HauynH YyTUYY Ha
CBe e/IeMeHTe cucTema.

(2) OpraHu3saumje mame nam BuLLe afianTUBHO pearyjy Ha NpomMeHe.
(3) Oarosopu opraHm3aumje cTBapajy HoBY KOHOUTypaLmMjy oaHOCa UAN BPEAHOCTW.
[MHamn4yKe cnocobHOCTM opraHu3aUmje: cTBapake, MHTerpauuja u ekcnaoaTaumja 3Hamba.

Moryhu oarosopu opraHmsaumje: 1. aaanTMBHO, 2. UHOBATUBHO; 3. 6e3 oarosopa.



Teopuje KMBOTHOT LIMKAYCA

e AHanornja ca /byACKUM XUBOTHUM LIMKJYCOM: HAaCTaHakK, pacT, 3pe/ioCT, Kpaj,
MOHOBHMW NOYETaK.

* YTBphHUBatbe aKTyeslHe ,)KMBOTHE" No3nuuje opraHusauuje.
* MpBa ¢a3za npmnpeme pPa3BojHOr NAaHUpPaHA.
* NaeHTUPMKoBatbe KPUTUYHUX Npobaema.

* Lln/b opraHM3aUMOHMX NPOMEHA: eKBUANDOPUjym Yy cBaKoj dasu.

NMRANUNTHE NPETNOCTaBKe O MPOMEHN?



Teopuje KMBOTHOT LIMKNYCA




Teopuje opraHM3auMoOHOr NAEHTUTETA

e OpraHM3auUMoHa KynTypa Kao LUeHTpaiHM NojamM: CKyn 3ajeAHNYKMNX BPeaAHOCTU U
yBepema.

e OpraH13aunMoHN NAEHTUTET U NnocseheHocCT.

 Moaen AuHaMM4YKe OpraHnU3aLNOHE CTPYKType:
- MaHudecTaumja (npeTnocraBke)
- peanusaumja (BpeaHocTn)
- cumbonmsaumja (cumbonn).



Teopuja opraHM3laumMoHe KyATypHe eBoayLuje

e OpraHM3aLMOHa KY/ITypa eBoaymnpa y CKiaay ca opraHM3auMoHUM pPa3BojeMm.




Ctyauja cnyydaja: Finnair

[IpucTyn opraHu3alOHOM pa3BOJy

[Iporpam paszBoja aujaepcTBa 3a pPyKOBoAchM THM; YKOIMKO IporpaM Oyre
yCIelaH, npomupeme Ha cBux 120 muaepa

360 ¢punbex — 3amro? KomabopaTuBHA aHaiaW3a IMojgaTaka y TMMoBMMa of mo 10
4JIaHOBA.

* IBOAHECBHA paJUWOHHMIIA — JW3aJHUpaHa M OAOOpeHa OJi CTpaHE U3BPIIHOT
TUPEKTOPaA U JUPEKTOPA JbYACKHX pecypca.

,,Picture the scene: in the woods of Finland, near a lake, midsummer, in a wooden cottage, cramped space. Each team member has talked though
the headlines of their feedback, made the understandable explanations and agreements — and then came one of those silent moments. Out of the
stillness, one voice haltingly apologizes to the team for failing in his view to deliver what was needed and for putting the airline in this situation!
What is interesting about such situations in a team is that the relationship between team members moves in an instant. As a coach there are no
real techniques, plans or methods to ensure that the real emotions, concerns and fears get voiced, yet they do — if the right enabling conditions
have been established. It was delightful to be able to show to the team that the way they responded was more in line with their leadership
attributes than anything we had seen to date. So they could do it, just perhaps, without thinking — something about the leaders’ ‘being” and using
their humanity, not brains.
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“Another seminal moment was when we showed the team the change
curve (@ model new to some) and asked them to come up to the
flipchart and say where they were themselves at that moment. The
highest impact was made by one team member saying that he was not

even on the page but way below, off the bottom of the flipc
felt so concerned about how people were not taking the
seriously. He put this big issue on the table: ‘This is how | fee

hart, as

ne

cost issue

about t

ne

team... you are not taking the cost problem seriously at all — it will kill
us and yet | feel | am the only one acting as if it matters.” This simple
model produced a moment of high emotion from one of the least
expressive members of the team, which changed the tone of the

event”.
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The approach worked and they later reported that the discussions
had proceeded much better than expected, with a better rapport
and understanding of each other’s views. In this short day the
leadership team had proven to themselves that ‘leadership
development” would help them specifically, that their changes
would allow wider change to occur. ‘So what is the shift in me,
which will shift this team, shift our managers and therefore
move the whole business?” sums up the evening discussion.
Table 8.1 lists the specific behaviours they wanted to try to do
more of as a team. To explain the Feedback approach: this was
to build a new habit at the end of each meeting or process to ask
just two questions — What Went Well (WWW) and Even Better
If (EBI).

TABLE 8.1 Finnair leadership habits

Know your business:
e Start with your numbers
e Define the target

e Show the outcome/profit

Demand delivery of results — celebrate
when you get them

Feedback habit -WWW and EBI

Take decisions — take responsibility to:
® give us more profit
® add value to the customer

® help us beat the competitors

Delegate:
e Enforce decision making at the lowest
level

® Encourage risk taking — it's ok to fail!

® More team decisions — share, involve,
openly discuss and develop new
solutions together!

Listen:
® Practise active listening
® Ask morel!

® How do you feel?

Encourage:
® foster positive conflict

® Encourage creative ideas and
experiments
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The culture of the organization was rather focused on the leader FIGURE B3 o iiband speke toledm asian Hteamted vilicel

as expert. Decisions would go up to the most experienced

person, who would demonstrate their value by making the right ol i il e e

together and apart

call really quickly and telling the others exactly what to do. As a
customer of Finnair, that has a degree of comfort to it. As a
coach of leaders, it is a frightening prospect.

We worked with the team on the live dynamics in the meetings,
in particular to help them disrupt the silos, non-delegation,
‘same-old’ solutions (see new behaviours in Table 8.1). The
CEO does need to provide the hub (Figure 8.3), the spokes do
need to be connected to that person — what makes the wheel go
round is the way the team joins up, outside; when the CEO is
not there, if you like. What we did was simply to call the
moments when the hub or spoke was taking more airtime and to
substitute it for discussions about how we are feeling and what
IS going on between us, and then asking ‘why is this issue one
for the CEO to decide’?
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While the leadership team was continuing its development
directly in its meetings and one-to-ones, the next 120 leaders
were invited to participate in a similar leadership
development process. This was designed to create a common
leadership approach and to shift the overall leadership
culture, with the leadership team members sponsoring and
actively attending. Over 100 leaders were involved in the
process, including 360° feedback, a twoday workshop and
learning group coaching sessions. In March 2012, the process
completed with 120 people meeting with the leadership team
at a leadership summit event, designed to share new
leadership experiences, successes and learning.

What is the discomforting change the leadership team needs to experience, that will trigger the leaders to
hold the discomforting conversations with their teams, that will create the change needed to deliver the

strategy?

TABLE 8.2 Two-day programme

Day 1 Flow

Why is leadership so important

— especially now?

But it is not easy — adaptive, personal
change

Let’s help each other — coaching,
learning group set up, share 360°
feedback and development needs

Changing my leadership interventions

Apply to your real situations — learning
group session, what am | deciding to do
differently?

Day 2 Flow

How to lead performance - feedback
Changing my leadership 2 - |learning
group

Leading a high-performing team
Changing my leadership 3 - learning
group

Inspiring — rehearse messages and

vision, apply storytelling techniques to
communicate to our people
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“Leadership team coaching is a key element of organizational development and
transformation. It seems implausible to think that the leadership team can
remain the same when an organization is undertaking a major organizational
transformation”.



