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Too much change
J  f  h a n g e  is m o r e  c o m p l e x  th a n  o p t i -  

I  m is t ic  m a n a g e r s  th i n k '  —  R o s a b e th  
M o s s  K a n te r  1 9 9 2 .

R e m e m b e r  A l i c e  in  W o n d e r l a n d ' s  c r o 
q u e t  g a m e  —  th e  o n e  w h i c h  d e g e n e r a te s  in to  
c h a o s  b e c a u s e  th e  Q u e e n  kee ps  c h a n g i n g  th e  
rules? M a n y  e m p l o y e e s  p r o b a b l y  feel  l ik e  th e  
p la y e r s  as th e i r  o r g a n is a t io n s  c o n t i n u e  to  i m 
p o s e  u p h e a v a l  a f te r  u p h e a v a l .

C h a n g e  u s u a l l y  n e e d s  to  h a p p e n .  B u t  
th e r e  a re  g o o d  a n d  b a d  a p p r o a c h e s  to  it. T h is  
is a g a i n  e m p h a s i s e d  in a n e w  s tu d y ,  W h e n  

to o  m u c h  c h a n g e  is n e v e r  en o u g h , W o o d  la n e  
1 9 9 7 ,  I S B N  1 8 7 5 6 8 0  4 5  5 .  A u t h o r s  B o d i ,  
M a g g s  a n d  Edgar ,  f r o m  th e  C e n t r e  fo r  W o r k 
p l a c e  C u l t u r e  C h a n g e ,  say  th a t  m a n y  A u s t r a l 
ia n  o r g a n i s a t i o n s  a r e  c a u g h t  in a p e r p e t u a l  
c y c l e  o f  n e w  m a n a g e m e n t  fads  as th e y  t ry  to  
k e e p  p a c e  w i t h  c o m p e t i t o r s .  But th e i r  p e o p l e  
b e c o m e  i n c r e a s i n g l y  c y n i c a l  a n d  d i s i l l u 
s i o n e d  as fa d s  a re  a p p l i e d  l i k e  r e c ip e s  f r o m  
a n  e n d le s s  c o o k b o o k .  L i t t le  usefu l  c h a n g e  is 
a c h i e v e d .

T h e  a u th o r s  say  th e r e  is a m a r k e d  b ia s  in 
th e  l i t e r a t u r e  o f  c h a n g e  m a n a g e m e n t  t o w a r d  
w h a t  P ro fe s s o r  F re d  E l i l m e r  has d u b b e d  i n 
s t a n t - c o f f e e  s o l u t i o n s .  So th a t ,  w h i l e  m o s t  
g o o d  b o o k s h o p s  c a r r y  a host o f  ti tles o f f e r in g  
m o d e l s  fo r  c h a n g e ,  t h e i r  c o n te n t s  r e v e a l  an  
a l a r m i n g  a b s e n c e  o f  d iv e rs i ty .  M o s t  a re  o f f e r 
ing  t h e  s a m e  f a d - b a s e d  a p p r o a c h .  A n d  th e y  
a re  o v e r w h e l m i n g l y  fo c u s s e d  on  la rge  A m e r i 
c a n  m u l t i n a t i o n a l  c o m p a n i e s .  S m a l l  w o n d e r  
th a t  w h e n  t r a n s p l a n t e d  to  a v e r y  d i f f e r e n t  e n 
v i r o n m e n t  t h e i r  m o d e l s  r a r e l y  s u c c e e d .  As  
a n o t h e r  c o m m e n t a t o r  has  m e m o r a b l y  c o n 
c l u d e d :  ' t h e y  h a v e  as m u c h  i m p a c t  on  o p e r a 
t i o n a l  a n d  f i n a n c i a l  resu l ts  as a c e r e m o n i a l  
ra in  d a n c e  has o n  th e  w e a t h e r ' .

T h e  a u th o r s  o f  th is  b o o k  h a v e  set o u t  d e 
l ib e r a t e l y  to  redress th e  i m b a l a n c e .  T h e y  seek  
n o t  o n l y  to  go  b e y o n d  t h e  b u z z w o r d s ,  b u t  
a ls o  to  b r i n g  A u s t r a l i a n  e x p e r i e n c e s  to  th e  
fo r e .  O n  th a t  bas is  a l o n e ,  th e  b o o k  is w o r t h  
th e  a t t e n t i o n  o f  A u s t r a l i a n  m a n a g e r s .  It is re 
a s s u r in g  to  h e a r  t h a t  s o m e  o f  o u r  s m a l l  to  
m e d i u m  e n t e r p r i s e s  a r e  u s in g  r a t h e r  m o r e  
th a n  in s ta n t  c o f fe e  in th e i r  re c ip e s  fo r  o r g a n i 
s a t i o n a l  r e v i v a l .  T h e  r e s e a r c h  u n e a r t h s  a 
n u m b e r  w h i c h  h a v e  a c h i e v e d  rea l  c h a n g e  
u s in g  ' f a d - f r e e '  p r o g r a m s .

T h e  s tu d y  o ffers  n o  p r e s c r ip t io n  for  e f f e c 
t i v e  c h a n g e  m a n a g e m e n t .  E v e r y  c o n t e x t  is 
d i f fe r e n t  th e  a u th o rs  say. But  th e y  c o n te n d  th e  
s u c c e s s e s  t h e y  h a v e  f o u n d  a l l  d e m o n s t r a t e  
t h r e e  i m p o r t a n t  t h e m e s .  First, t h e y  h a v e  
a v o i d e d  t h e  t ra p  o f  fa d  sur f ing:  ' th e  p r a c t i c e  
o f  r i d i n g  t h e  c re s t  o f  t h e  la test m a n a g e m e n t  
p a n a c e a  a n d  th e n  p a d d l i n g  o u t  a g a in  jus t  in 
t i m e  to  r id e  th e  n e x t  o n e ' .  Th is  d o e s  no t  m e a n  
n o n e  has a d o p t e d  p o p u l a r  m a n a g e m e n t  t e c h 
n iq u e s .  M a n y  h a v e ,  b u t  th e y  h a v e  used  t h e m  
as to o ls  to  b e  a d a p t e d  to  th e i r  o w n  s p e c i f ic

n e e d s  in t h e i r  o w n  p a r t i c u l a r  c o n t e x t ,  r a th e r  
t h a n  as in s ta n t  p l u g - i n  s o lu t io n s .  C h a n g e  has  
b e e n  c a r e f u l l y  c o n s i d e r e d ,  p l a n n e d  a n d  i m 
p l e m e n t e d  in a w a y  w h i c h  has p r o d u c e d  t a n 
g i b l e  o u t c o m e s  a n d  b e n e f i ts  fo r  t h e m .

S e c o n d l y ,  t h e y  h a v e  a d o p t e d  th e  d i c t u m  
tha t  m a n a g e m e n t  is th e  art  o f  th e  p i lo t  a n d  n o t  
th e  a u t o p i l o t .  T h is ,  th e  a u t h o r s  say ,  i n v o l v e s  
h a v i n g  t h e  c o u r a g e  to  m a n a g e  in a n  a g e  o f  
ins tant  a n s w e rs .  T h e y  say t h e  c r i t ic a l  m a n a g e 
rial tasks a re  s e l e c t in g  a c o u r s e  f r o m  a m o n g  
t h e  m a n y  o p t i o n s  a v a i l a b l e ,  e n s u r i n g  t h e i r  
c h o i c e s  m a k e  u p  a c o h e r e n t  w h o l e  a n d  m a k 
ing  a d a p t a t i o n s  a n d  c h a n g e s  in c o u r s e  w h e n  
t h e y  a r e  n e e d e d  —  a n d  t h e n  l e a r n i n g  f r o m  
th e i r  e x p e r i e n c e s .

T h i r d l y ,  t h e  s u c c e s s fu l  c o m p a n i e s  h a v e  
a c c e p t e d  t h a t  o r g a n i s a t i o n s  w h i c h  a s p i r e  to  
f u n d a m e n t a l  c h a n g e  m u s t  c h a n g e  th e  f u n d a 
m e n ta ls .  M a n a g e r s  in th e s e  e n te r p r is e s  s h a re  
a p r e p a r e d n e s s  to  r e v i e w  c o n t i n u a l l y  t h e  b a 
sic f e a tu r e s  o f  t h e i r  b u s in e s s e s .  T h e y  h a v e  
c o n s i s t e n t l y  a d a p t e d  t h e m  to  c h a n g i n g  c i r 
c u m s t a n c e s .  B u t  t h e y  h a v e  d o n e  so b y  b a l 
a n c i n g  th e  n e e d  fo r  c h a n g e  w i t h  th e  n e e d  fo r  
c o n t i n u i t y .  In o t h e r  w o r d s ,  t h e y  h a v e  r e c o g 
n is e d  th a t  a p r e r e q u i s i t e  fo r  a d d i n g  v a l u e  is 
m a i n t e n a n c e  o f  t h e  e x i s t i n g  s t re n g th s  o f  th e  
e n te r p r is e .

W h i l e  a p p l i c a t i o n  o f  th e s e  g e n e r i c  c o n 
c e p ts  is a y a r d s t ic k  fo r  success,  th e  s tu d y  is at  
p a in s  to  e m p h a s i s e  th a t  t h e y  m u s t  b e  c o m 
b i n e d  w i t h  d e t a i l e d  a t te n t io n  to  th e  o r g a n i s a 
t io n a l  a n d  in d u s t ry  c o n t e x t  in w h i c h  th e  m a n 
a g e r  is o p e r a t i n g .

T h e r e  is g r e a t  p re s s u re  o n  m a n y  s e n io r  l i 
b r a r i a n s  to  f o c u s  m o r e  c l o s e l y  o n  m a n a g e 
m e n t  c o n c e p t s .  A t  o n e  e n d  o f  t h e  s p e c t r u m ,  
th is  c a n  i n v o l v e  s u p e r f i c i a l  u r g in g s  t h a t  t h e  
l i b r a r y  m a n a g e r  a d o p t  m a n y  o f  t h e  a l l e g e d  
p a n a c e a s  w h i c h  d o m i n a t e  t h e  c u r r e n t  m a n 
a g e m e n t  l i te r a tu re .  A t  a m o r e  p r o f o u n d  le v e l ,  
a re  m o r e  r a t i o n a l  p r o p o s a l s  fo r  d e v e l o p m e n t  
o f  f r e s h  a t t i t u d e s ,  k n o w l e d g e  a n d  s k i l ls  to  
c r e a t e  l i b r a r y - s p e c i f i c  m a n a g e m e n t  p r i n c i 
p le s  w h i c h  c a n  d r i v e  n e w  i d e a s  a n d  i m 
p r o v e m e n t  in  l i b r a r y  s e rv ic e s .  A  f i n e  e x a m 
p l e  o f  th is  la t te r  a p p r o a c h  c a n  b e  f o u n d  in 
P ro fe s s o r  M a r g a r e t  K i n n e l l ' s  p a p e r  o n  m a n 
a g e m e n t  t r a i n i n g  f o r  l i b r a r i a n s ,  p r e s e n t e d  to  
t h e  1 9 9 7  B r i t is h  P u b l i c  L i b r a r y  A u t h o r i t i e s  
C o n f e r e n c e  (s e e  P u b lic  L ib ra ry  J o u rn a l  1 3 /1  
1 9 9 8 ,  p p  1 1 - 1  6 ) .  S h e  a r g u e s  s t r o n g ly  t h a t  if 
p u b l i c  l i b r a r i e s  a r e  to  b e  w i n n e r s ,  a n d  n o t  
los e rs ,  in a r a p i d l y  c h a n g i n g  e n v i r o n m e n t ,  
t h e i r  le a d e r s  m u s t  b e  e q u i p p e d  w i t h  a p p r o 
p r i a t e  m a n a g e m e n t  sk i l ls  a n d  k n o w l e d g e  to  
d e v e l o p  p r a c t i c a l  v i s i o n s  f o r  t h e  f u t u r e  o f  
t h e i r  s e r v i c e s .  A  p r e - o c c u p a t i o n  w i t h  fa d s  
a n d  fa s h io n s  w i l l  n o t  p r o v i d e  th o s e  ski l ls .  But  
t h e  t h o u g h t f u l ,  m o r e  s u b s t a n t i a l  a p p r o a c h  
a d v o c a t e d  in  W h e n  to o  m u c h  c h a n g e  is 

n e v e r  e n o u g h  jus t  m i g h t .  ■
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