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Executive Summary 
This document presents the narrative of the Organizational Effectiveness (OE) 
Movement for a large, corporate organization from June 2012 through July 2013.  
This story is based on document reviews, individual interviews, and an Adaptive 
Action Laboratory event.  It describes the challenges, outlines the history, identifies 
accomplishments, explores risks, and presents an adaptive action plan to strengthen 
and sustain the work of OE over time.  

The OE Movement was initiated to find and resolve issues that plagued 
performance, quality, and productivity of employees across the organization. The 
OE Team realized that change management was a long-term and complex concern.  
They also recognized that employee engagement had historically been a barrier to 
effective change efforts at their organization. The OE Movement was created to 
overcome these limitations and to support adaptive change for people and processes 
across the organization.  

The approach chosen by the OE Team acknowledged the complex nature of change 
and employee engagement, as well as the dynamical and unpredictable nature of a 
system that is as diverse and interdependent as this organization is. Over the course 
of the year, and informed by an emerging understanding of complex human systems 
dynamics, the OE Team: 

• Established clear principles that functioned as a short list of simple rules to 
generate coherent action, even among diverse and ad hoc groups.  

• Created activities bounded in scope and time to manage expectations and 
resources in a series of programs and projects. 

• Invited diverse skills and interests into cross-functional teams.  
• Encouraged collaborative relationships among many different groups of 

stakeholders across vertical lines of management and horizontal lines of 
functional silos. 

• Engaged multiple levels of management at the same time and across the 
organization to build resilience, sustainability, and coherence. 

• Applied adaptable project management methods to help individuals and groups 
respond to changes as they emerged. 

• Responded to individual and group concerns to recognize and overcome 
resistance as it developed. 

• Told the OE story and encouraged others to tell their stories about the methods 
and outcomes of the change processes. 

Some OE projects produced tangible and immediate results.  Other projects’ results 
were unclear, intangible, or long-term. To have continuing success, the OE 
Movement must respond to multiple risks and challenges, including: 

• Ensure that OE products and processes have sufficient ownership by 
management, organizational support, and institutional structures to sustain them 
over time.  
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• Continue to establish an environment that is conducive to employee engagement 
and maintains individual energy and creativity to encourage volunteer 
participation.   

• Align the work of the OE projects with corporate strategy and priorities. 
• Coordinate with other organizational groups and other change efforts across the 

organization to ensure mutual support and to deliver the right support at the 
right time and place.  

• Keep everyone, especially middle managers, informed about OE activities and 
results to ensure that individuals, projects, and the movement receive the support 
they need to continue to be productive.  

A specific action plan is defined to sustain the patterns of success for the OE 
Movement, communicate its successes, overcome anticipated risks, and continue the 
learning. This action plan includes the learning, adaptive, iterative problem-solving 
patterns that are hallmarks of the OE Movement.   

Appreciation is due to members of the OE Team, for their insight and support in 
this action research process.   
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Emergent Patterns for Change: 
Organizational Effectiveness 

Two complex issues challenge productivity and quality in organizations around the 
world, and this corporation is no exception. Every organization is required to 
manage complex change in uncertain political, economic, and technical 
environments (2013 CEO Study, Duke Corporate Education).  An equally significant 
and related concern, employee engagement, has emerged as a major challenge as well 
(Van Allen, 2013).   

In October 2011, the Corporate Management Committee (CMC) recognized both 
change management and employee engagement as critical challenges.  At that time, 
two leaders imagined an approach that could turn these two challenges into one 
opportunity. The approach has come to be known as the Organizational 
Effectiveness (OE) Movement. This report is the product of an adaptive action 
research project.  It tells the story of the opportunity these two workers defined, how 
it emerged, its successes and challenges, and an action plan for sustaining its 
momentum and impact. The purpose of this action research project is to document 
the evolution of the movement and to inform future decision making and action that 
may build on the current foundation. We include the following sections: 

• What?   

• The Challenge summarizes and critiques current state-of-the-art change 
theory and practice. An alternative, based on complex adaptive systems, is 
introduced and related to the assets and challenges of change for this 
organization. 

• History of this organization’s OE Movement outlines major stages of 
development between June 2012 and August 2013. 

• So What? 

• Goals and Accomplishments describes what interviewees cited as the 
reasons for and accomplishments of the OE Movement from their diverse 
perspectives. 

• Barriers and Bridges explores various challenges to implementation, 
execution, and sustainability of the OE Movement.  

• Now What? 

• Recommendations outline possible actions that will continue and build on 
the productive processes of the OE Movement.  

• Plan of Action defines the Adaptive Action Plan that will inform the work 
of the OE Movement through the end of 2013 and beyond.   

The appendices to this document include: 
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• Method describes the data collection and analysis methods used in the project, 
including document review, interviews, and an Adaptive Action Lab event. 

• Interviewees provides the names and titles for all persons who were interviewed 
for the study (the names have been redacted to protect the indiduals’ privacy) 

• OE Projects to August, 2013 provides a brief description of each of the 
projects that have been undertaken as part of the OE Movement. 

• References connect the findings to the larger context of research and practice in 
organizational change and innovation.   
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What? 
This international organization depends on complex relationships with its 
organizational partners, customers, vendors, and regulatory agencies within a 
changing economic and political landscape. Any successful effort at change 
management or employee engagement will acknowledge and adapt to rapidly 
changing and unpredictable circumstances.  The OE Team recognized that this 
organization’s challenges were reflected in other organizations and industries.  Our 
action research project identified core challenges and best practices as they are 
practiced in other contexts.  We also explored the history of the OE Movement to 
document how its strategies built adaptive capacity to respond to the challenges of 
change and engagement.   

The Challenge 
Two factors influence the adaptive capacity and the competitive advantage of this 
organization today and into the future.  

The first is the imperative to keep up with the changing nature of change. More than 
ever before, unpredictable change is affecting all aspects of life and work:  
Workplaces in general, many industries, business practices, technology, and employee 
and customer demographics. The competitive landscape is changing globally. 
Technologies and the regulatory landscape are becoming more complex and diverse, 
demanding faster and more nimble responses to change.  

The second challenge, shared by many US companies, is to ensure productivity, 
improve margins, and manage turnover by supporting acceptable levels of employee 
engagement. The contracting future workforce and expanding demand for 
knowledge workers make it imperative that any organization build positive 
relationships with employees. The rigid quality demands and high information 
content of this company’s products make employee engagement an even more 
urgent concern.   

While many other issues vie for strategic attention, these two challenges have far-
reaching implications for the future success of the organization. This section 
presents an overview of change management and employee engagement and 
discusses current best practices for management and leadership to deal with each.   

Change Management 
Change is a constant in today’s business climate. Technology, politics, economics, 
demographics, and the regulatory climate all drive perpetual and sometimes drastic 
change across organizations. This organization is particularly affected by shifts in the 
industry market, reform of health care around the world, and changing demographics 
of customers as well as employees. Not only are the forces of change multiplying and 
accelerating, but they are also becoming more complex and unpredictable.  

Duke Corporate Education identified four key facets of the new context that leaders 
face (2013 CEO Study: Leading in Context): 
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• Problems and complexity leaders face have moved from 
being uni- to multi-dimensional 

• Authority in leadership has shifted from being based in 
control to being centered on influence 

• Change that leaders need to effect has moved from first order 
in its nature to second order 

• Challenges have moved from being “known” to being more 
“emergent,” or less foreseeable 

Kiechel, in Lords of Strategy (Keichel, 2010), describes the current dilemma faced by 
strategic management consultants and their clients. Since its inception in the 1960s, 
strategy has emerged as a largely data driven, scenario planning process focused on 
predicting and controlling the unknown. Over the past decade, this approach has 
failed to support the kind of adaptive decision making required to respond in today’s 
fast-paced, global, unknowable marketplace. The new horizon in strategy capability 
will be the ability to tap "organizational intuition" by developing the "human 
element.”  The secret of success will be to collect data from, and to share it with, a 
broader network of employees. From their unique and diverse perspectives, these 
players apply their experience and knowledge to engage in creative problem solving 
and action.  

But not all change is 
created equal.  In some 
circumstances, change 
and effective 
organizational response 
are simple and 
predictable. When 
agreement is high among 
all players, and outcomes 
are certain, then change 
is stable.  Prediction and 
control are the most 
effective strategies as 
illustrated in the lower 
left corner of Figure 1. 
Landscape Diagram.  Best 
practices in such cases 

involve clear strategic direction, 
rigorous project management, 

setting milestones, managing resources, and producing deliverables on time and 
within budget. In these situations, change can be planned, implemented, and 
sustained. Planned change works when conditions are stable, resources are sufficient, 
and power and information are available.  

The challenge is that these conditions for planned change are increasingly absent 
from the organizational landscape. Economic and technological conditions change 
quickly, often, and unpredictably. Resources for change and change management are 
often restricted. Power and information required to design and drive change are 

Figure 1. Landscape Diagram 
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often scarce or distributed across individuals and groups who may or may not be in 
contact with each other. Finally, individuals who have information about needed 
improvements (and how to implement them) often feel too alienated or powerless to 
initiate change. In the most extreme cases, where players are far from agreement, and 
outcomes are far from certain, change is unstable.  The best tactic is to stay curious 
and look for patterns.  Under these conditions, traditional methods of planning and 
managing change are very expensive and not very effective.  

A third kind of change appears in the middle of the landscape—where you have 
some agreement and certainty, but not total control. In this emergent space, the best 
option is Adaptive Action.  In this approach, you cycle through three simple, but 
powerful questions:  What?  So what? and Now what?  You see change as it happens, 
understand its implications, and take action to respond in a timely and effective way.  
Every action shifts something in the environment, so you begin again: What?  So 
what?  Now what? 

Today’s complex 
environments involve all 
three kinds of change: 
totally predictable, 
unpredictable, and 
emergent.  To maximize 
benefit and minimize risk 
in such complex 
environments you must 
recognize each kind of 
change, have the capacity 
to work in them all, and 
be  able to tell which one 
is appropriate in a given    
situation.  

 

New leadership and management paradigms are emerging to support action in 
complex and emerging environments.  They appear under a variety of names: 
Complexity (Allen, et al.), adaptive leadership (Heifetz, et al., 2009), chaos 
management (Hazy, et al., 2007), black swan (Taleb, 2007), blue ocean (Kim & 
Mauborgne, 2005), long tail (Anderson, 2006), human systems dynamics (Eoyang, 
2003), and adaptive action (Eoyang & Holladay, 2013) to name but a few.  

All of these approaches are drawn from developments in mathematics and physical 
sciences, and they fall into a general category of nonlinear dynamics. While they 
differ in details, all of these models for change hold some of the same assumptions 
about the conditions for change and how to make decisions that increase power and 
reduce risk.   

The most complex kind of change—emergent and unpredictable—is called 
dynamical change (Eoyang & Holladay, 2013, p 62-64). It is neither a static picture of 
“before” and “after.” Neither is it a smooth path of change to a predictable 
endpoint.  Rather it is change that results when tensions accumulate over time and 

Figure 2. Adaptive Action 



Emergent Patterns for Change 6 27 December, 2013 

break through at unpredictable places and in unpredictable ways.  Many different 
physical systems exhibit dynamical change, including earthquakes, chronic illness, 
ecological evolution, and climate change. Social systems have also proven to exhibit 
dynamical change. Examples in human systems include breakthrough learning, falling 
in love, eruption of violence, emotional crisis, innovation, and building or loss of 
trust.  

Traditional planning and management approaches are not effective in response to 
dynamical change.  New leadership capacities and practices are needed to respond to 
the surprise and power of breakthrough performance. To be successful, individuals 
and organizations must build a new set of sense-abilities (Drake, 2013).      

Reliable Sources of Knowledge and Insight: Organizations must cultivate wide and 
diverse networks of relationships to collect and disseminate relevant information and 
meaningful perspectives.   

Ability to Grapple and Grok: Organizations that are successful in dynamical change 
are able to hold the tension of ambiguity.  They recognize and navigate through 
paradoxes of partial agreement and bounded certainty.   

Successive Approximation: Dynamical changes do not admit to perfect and complete 
solution.  Rather they demand on-going negotiation and management to continually 
mitigate risk and optimize opportunity.    

Collective Influence: Complex environments engage multiple variables and changing 
relationships that cannot be seen from a single point of view.  These most sticky 
issues must be approached from multiple perspectives at the same time, and that is 
only possible when diverse collectives are brought together in shared problem 
solving and action.  

Systemic Self-Awareness:  Parts of complex systems are highly interdependent.  A 
small change in one part can result in unintended consequences in unexpected 
places.  Organizations dealing with dynamical change are able to engage across 
barriers and make sense of systemic patterns of performance.   

The New Rational: Instead of avoiding risk and following the rules, successful 
organizations seize opportunities to break through traditional boundaries and find 
innovative solutions to persistent problems (Drake, 2013). 

These change strategies have been demonstrated in crowd sourcing, design thinking, 
social media, product customization, and some movements in international 
development. They are strategies that support adaptive action to implement change 
in situations where planned change is not feasible or effective. Not every 
organizational challenge requires these revolutionary approaches, but some of the 
most complex and emergent problems certainly do.  The OE Movement’s decisions, 
actions, and results have been designed to meet the challenge of such complex and 
dynamical change.       

Employee Engagement 
Employee disengagement is epidemic in the US. Across the country, staff at all levels 
in all industries report being disenchanted and disconnected from their jobs. Lost 
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Environmental Stimulants to Creativity 
 
Organizational encouragement:  An organizational 
culture that encourages creativity through the fair, 
constructive judgment of ideas, reward and recognition for 
creative work, mechanisms for developing new ideas, an 
active flow of ideas, and a shared vision of what the 
organization is trying to do. 
 
Supervisory encouragement: A supervisor who serves as 
a good work model, sets goals appropriately, supports the 
work group, values individual contributions, and shows 
confidence in the work group.  
 
Work group supports: A diversely skilled work group in 
which people communicate well, are open to new ideas, 
constructively challenge each other’s work, trust and help 
each other, and feel committed to the work they are doing.  
 
Sufficient resources: Access to appropriate resources, 
including funds, materials, facilities, and information.  
 
Challenging work: A sense of having to work hard on 
challenging tasks and important projects.  
 
Freedom: Freedom in deciding what work to do or how to 
do it; a sense of control over one’s work.    

(Amabile, et al, 1996) 

 

productivity and quality, not simply employee dissatisfaction, are the most important 
consequence of this trend. Employees who are not engaged are not attentive, they 
have higher rates of absenteeism and turnover. They fail to perform to their 
potential, and they disrupt the performance of others (Van Allen, 2013).   

Disengagement has solid, economic consequences. In a shrinking workforce, high 
performers are able to choose where and how they will work. Levels of reliable 
quality and consistent performance influence customer value and brand loyalty. Peer 
and supervisors invest time, energy, and good will into managing a dissatisfied 
employee. All in all, employee disengagement is a drag on productivity and 
performance. The benefits of employee engagement can reach beyond operations 
and into strategy.   When the process of strategy development is open to employees 
an organization is more prepared to push boundaries on the competitive edge of 
today’s environment (Keichel, 2010).    

Recent studies indicate that employee engagement is not a function of compensation, 
extraneous rewards, or even working environment. The greatest indicator of 
employee engagement is connected to efficacy. When people feel they are making a 
positive difference, they are engaged with their work, their employers, and their team 
mates. This pattern of commitment through meaningful work holds true across 
industries, age groups, geographical areas, and cultures.  When people contribute, 
they feel engaged (Amabile, 2011).     

The most successful 
organizations, ones that 
inspire innovation and 
high productivity, see 
engagement as a systemic, 
rather than a personal, 
phenomenon.   They 
realize the importance of a 
supportive environment in 
employees’ perceptions of 
themselves and their work.  
An environment of 
creativity and engagement 
sets conditions in which 
any employee can make a 
positive difference, and all 
employees can be engaged 
(Amabile, 1997).  

Efforts to improve 
engagement, then, can be 
focused on environmental, 
procedural, policy, and 

community factors, rather than individual relationships or personal characteristics.  
Environmental elements that contribute to creativity and engagement include 
organizational encouragement, supervisory encouragement, work group supports, 
sufficient resources, challenging work, and freedom (Amabile, et al, 1996).  When 
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these conditions are present, employees are more likely to be creative, productive, 
and engaged.  When they are not, employees can disengage. 

Employee satisfaction surveys have revealed levels of disengagement among BI 
employees across the organization. From this study, some additional systemic factors 
emerged that might contribute to ineffective attitudes and behaviors of employees.  

• Organizational and functional silos interfere with effective integration of 
processes and services. 

• Diverse organizational cultures in the US and across BI globally introduce 
tensions that are not always productive. 

• Traditional decision-making and resource allocation structures constrain 
individuals’ and teams’ abilities to respond with flexibility to emerging 
opportunities or challenges 

• Compensation and reward systems recognize technical expertise more than 
robust networks, collaboration, or innovation.  

These two challenges, complex change management and employee engagement, are 
tightly entwined (Reissner, 2010), and both affect the future of BI.  The CMC 
recognized these challenges in 2012, and began the process of exploring and then 
implementing an innovative program to address both.  That program evolved into 
the current Organizational Effectiveness (OE) Movement in BI US.  

History of This Company’s OE Movement 
The OE Movement was prompted by data indicating increasing complex change and 
decreasing employee engagement across the organization. The OE Team recognized 
that simple, linear, and predictable change processes were managed strategically 
across the company. They also saw data from employee surveys that those efforts 
were not touching issues of dynamical change encountered by employees in every 
functional area. In response, the OE Movement set conditions to cope effectively 
with all kinds of change, and to engage employees in meaningful projects. At the 
same time, the Movement endeavored to build capacity for the organization to 
identify, assess, and respond to complex change.  A brief history of the Movement 
reveals the strategy. It includes four phases: Initiation, Projects, Current Structure, 
and Strategy Overview.  

Initiation  
In June, 2012, the CMC met to identify strategies to drive profitability and 
productivity in the business. During that meeting, the CMC outlined barriers to 
organizational change, which included the following:  

• Lack of agility and pragmatism 
• Lack of transparent, consistent, and crisp communication  
• Complexity in processes (too detailed, cumbersome)  
• Unwillingness to challenge the status quo and lack of tolerance for conflict  
• Lack of clear accountability 
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At that time, the Organizational Engagement (OE) team was formed to help 
accelerate the company’s ability to build resilience (Duit, et al., 2010) to overcome 
these barriers to change. Its overall goal was to impact productivity and profitability 
positively by improving organizational effectiveness through the engagement of 
employees. The expected outcomes were described as: 

• Improved organizational agility; willingness to experiment, challenge the         
status quo, and take risks 

• Increased capability to manage projects in ways that drive efficiency and 
accountability  

• Enhanced ability to work cross-functionally  
• Greater appreciation and recognition of the value of diversity   
• A shift in mindset regarding how to develop and engage employees  
• The OE approach becomes part of the DNA - “the way we work at this 

company” 

The team chose an approach that leveraged the self-organizing power of complex 
adaptive systems. As a result, they identified a set of principles, or simple rules, to 
influence the behavior of every individual or team involved in the OE Movement. 
The principles1 were and continue to be: 

• Contribute to our mission of More Health 
• Seek speed and simplicity – but not at the expense of compliance and quality 
• Leverage diversity to power innovation  
• Strive for impact, not perfection  
• Use employee involvement to lead to employee engagement  
• Accelerate the growth of individual and organizational capability – We want to 

develop a “growth mindset”   

In August 2012, an internal employee led an effort to identify issues to be addressed 
through the OE effort. Members of the Corporate Management Committee (CMC) 
were asked to answer the following question: 

What are the systemic processes that are getting in the way of agility, flexibility 
and quick decision making across the organization? 

The CMC identified both systemic and non-systemic issues. Thematic analysis of the 
data identified clusters of concerns related to Learning One Source (LOS), policy, 
global interaction, technical systems, onboarding, and people systems. Non-systemic 
issues included continuous improvement, meeting effectiveness, and cost savings.  

Based on these responses the OE Movement began to set the stage for projects that 
could respond in an agile way to these persistent issues. In order to be most agile and 
responsive, the projects were designed to: 

• Engage employees who volunteered. 
• Invite cross-functional and cross-organizational membership. 
                                                
1 These principles were stated originally as noun phrases. They were used as simple rules, and have 
been edited here to be verb phrases, which is standard practice in human systems dynamics 
implementations of short lists of simple rules.  
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• Keep project focus clear and relatively limited in scope. 
• Plan for quick and effective response. 
• Measure results in both blue dollars (cost savings) and green dollars (efficiencies).  
• Provide access to relevant expertise. 
• Involve a project sponsor from the CMC.  

Projects 
In October, 2012, the first three OE Projects were launched.  

• Learning One Source (LOS) Project focused on the organization-wide 
learning management system, which managed course requirements and 
registrations. Organizational frustration regarding LOS had surfaced through 
a variety of avenues. The primary objective of the project was to investigate 
the problems and to make initial inroads into alleviating some of these 
frustrations as quickly as possible.  

• The first Onboarding Project (the second is currently underway) focused on 
the orientation process for new employees. The purpose was to assess the 
process to identify urgent issues and to make recommendations for 
improvements. 

• The purpose of the Technical Systems Project was to identify and alleviate 
problems that delay or constrain efficiency of processes. In December, 2012, 
over 200 employees completed a systems-wide survey to identify and begin 
to resolve specific wicked issues.  

An OE Survey was completed in May, 2013 to gauge the reach and impact of the OE 
Movement. 54% of those approached responded to the survey, and 60% of 
responders had heard of OE. In April and May, 2013, seven new projects were 
initiated, and they continue to progress. Three other projects have been identified, 
but have not initiated significant action as of this date. The Change Agents Team 
drew interest from more than 27 self-nominated participants who will support a 
global HR system implementation. For information about all OE projects, refer to 
Appendix C: OE Projects as of August, 2013. 

Current Structure	  

To date, 227 employees have been engaged directly in OE Projects, and a formal 
(though loose) network structure has been created to support the work.  

The current OE effort is structured to be lean and responsive. It includes a small OE 
Team (Organizational Engagement Leader, OE Director, Senior Associate Director) 
that operates as a catalyst to engage and involve employees. They serve as stewards 
of the OE portfolio and creators and implementers of a process to evaluate impact. 
The OE team provides direction, makes decisions, removes roadblocks, sets 
priorities, and provides coaching to OE Projects as they progress. The Core Team 
includes the OE Team, and others, as needed. Core Team members are drawn from 
Finance, HR/TM, and Communications to provide subject matter expertise, 
technical support, and process owner input for specific projects.  
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Project Teams, made up of volunteers or nominated subject-matter experts (SMEs), 
devote their time to high priority organizational problems. The Project Teams form 
an agile network-like structure that forms, expands, contracts and disbands based on 
the priorities of the business and the demands of their projects. The purpose for 
both the Core Team and the Project Teams is to enable effective and efficient work 
to resolve urgent business issues. Finally, the OE Team builds capacity for change 
across the organization through projects that bring OE innovations to scale, identify 
and manage priority projects, grow and activate the OE Network, enhance CMC 
impact, increase organizational capability, and engage others in the OE activities.  
Refer to Appendix C for information about these infrastructure-building work 
streams.    

Strategy Overview 
In its structure and strategies, the OE Movement has set conditions to respond to 
complex change and to support employee engagement.  They addressed the sense-
abilities identified in the 2013 CEO Study: Leading in Context (Drake, 2013) by 
establishing reliable sources of knowledge and insight; building the ability to grapple 
and grok; depending on a process of successive approximation rather than 
perfection; drawing on collective influence; and encouraging systemic self-awareness 
for individuals, teams, and organizational groups; and moving projects into the new 
rational of Adaptive Action.  

Through their relationships, principles, and projects, the Team also set 
environmental conditions that support creativity and engagement for employees.  
They provided organizational encouragement by asking for and responding to 
employees’ voices.  They supported supervisory encouragement by engaging 
managers and supervisors in the work and in releasing employees to support the 
work. They provided coaching and training and other forms of work group supports. 
Project sponsors helped provide sufficient resources. The fact that the issues were 
sticky and persistent ensured that the work was challenging.  Finally, the 
volunteerism of the program reinforced freedom for individuals and groups 
(Amabile, 2011).    

The OE Team has intentionally drawn on theory and practice related to dynamical 
change in complex adaptive systems (Olson & Eoyang, 2001; Mowles, et al., 2010). 
This theoretical and practical approach has informed a variety of effective strategies. 
Over the course of their work, the OE Team has: 

• Established clear principles to function as a short list of simple rules (Eoyang & 
Holladay, 2013) to generate coherent action, even among diverse and ad hoc 
groups.  

• Created activities that were bounded in scope and time to manage expectations 
and resources in a series of programs and projects (Harpham, 2005). 

• Invited diverse skills and interests into cross-functional teams (Emerald Group 
Publishing, 2009).  

• Encouraged collaborative relationships among many different groups of 
stakeholders across vertical lines of management and horizontal lines of 
functional silos (Halal, 2005). 
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• Engaged multiple levels of management at the same time and across the 
organization to build resilience, sustainability, and coherence (Marion & Uhlbien, 
2001). 

• Applied adaptable project management methods to help individuals and groups 
respond to changes as they emerged (Saynisch, 2010). 

• Responded to individual and group concerns to recognize and overcome 
resistance as it developed (Erwin & Garman, 2010; Val & Fuentes, 2003). 

• Told the OE story and encouraged others to tell their stories about the methods 
and outcomes of the change processes (Adamson, et al., 2006). 

An open and vibrant network structure has been created by these creative and 
adaptive supports. The fact that the OE Team is outside of the usual organizational 
structures gives them additional freedom to establish innovative conditions for 
dynamical change because they can reach across organizational lines and build 
multiple partnerships simultaneously. Because the group focuses on how change 
happens as well as what change happens, it consciously influences culture change at 
the individual, group, and organizational levels.  

A variety of practical strategies has emerged to support the sustainability of the OE 
Team and the projects it includes. For example: 

• A variety of technical and virtual communications have been integrated to 
support cross-functional networking, as well as social media to support 
communications. 

• OE Team is engaging directly with managers to identify their high-priority issues 
to incorporate them with employee input into project definition and design.  

• Specific efforts, such as the Change Agents’ Project, have been initiated to 
encourage and/or strengthen cross-functional networks.  

• Regular communications in writing and presentations serve to keep the work of 
OE visible to management and to employees across the organization.  
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So What? 
Theory and practice have come together in the work of the OE Movement to date.  
Projects were identified, people volunteered, work was done, products were created, 
and results have been realized.  Two questions are necessary now to shape the future 
of the Movement. What are the real accomplishments so far? What lessons have 
been learned?  These answers will set the stage for considering options for action in 
the Now What? stage of adaptive action.     

Goals and Accomplishments 
Employees from diverse roles and levels of involvement in OE Projects were 
interviewed in the course of this study. For details about the design of the study, 
refer to Appendix A: Method and Appendix B: Interviewees. They recognized 
learning as one of the key benefits of participation in the OE Projects. Other 
benefits were realized by individuals, projects, the emerging OE Movement, and the 
whole organization. Those benefits clustered into four categories: Learning, 
Individual Benefits, Project Benefits, and Organization Benefits. 

Learning  
Team members learned about other parts of the company, about change and change 
leadership, as well as about the functions that were the substance of the project 
work. They also developed skills in teamwork and grew or strengthened their 
networks and relationships with colleagues across the organization.  

Interviewees consistently referred to improved employee engagement as another 
benefit to participants in the OE Projects. Employees “raised their hands” and were 
assigned to projects. They moved into leadership roles and built relationships across 
hierarchical levels. Perhaps most importantly, they felt the satisfaction of helping to 
solve a real problem that plagued themselves and their colleagues. They felt more 
engaged because they were engaged in meaningful work toward common goals.  

Cross-silo integration was recognized as another consequence of OE Projects. The 
wicked issues and the membership of teams frequently reached across organizational 
boundaries to bring people together to do shared and systemic work.  

Finally, each project focused on issues that required teams to explore innovative 
solutions and to apply process improvement methods. These challenges set 
conditions for team members to discover or enhance skills that will make them more 
valuable and productive team members and employees long after their OE 
involvement is complete.  

Individual Benefits 
The pool of interviewees for this study represented a wide range of levels of 
engagement with OE and the OE Movement. Some were directly involved in 
projects, others served in subject matter or sponsor roles, and still others were only 
peripherally engaged with OE Projects. Regardless of their involvement, interviewees 
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acknowledged that OE Projects recognized employees as underutilized resources of 
energy and expertise in solving complex cross-functional issues. Individual team 
members contributed in meaningful ways to reach shared goals. They learned new 
things and felt more engaged. They were encouraged about their own ability to make 
things better for themselves and their peers. Last but not least, membership on an 
OE Team helped individuals build personal relationships with the company’s 
leadership and increase their visibility at all levels and across many functions in the 
organization.  

Project Benefits 
OE Projects were unusual for a variety of reasons. They emerged largely from 
employee concerns and priorities, rather than the majority of projects originating 
from strategic conversations among senior leaders. They focused on complex 
issues—many of which had been unsuccessfully addressed in the past. Each project 
charter named measureable outcomes and set a clear and relatively short time box 
for project activities. Many expanded employee engagement by reaching outside the 
project team to gather data or solicit advice from a wider audience. The focus on 
action resulted in concrete improvements in relatively short timeframes.  

Organization Benefits 
The structure of the OE Movement, as well as the specific OE Projects, contributes 
many benefits to the compacy as an organization. First, they build functional ties 
across traditional organizational silos. Over time, these new patterns can improve 
communication, collaboration, performance, and innovation – and is something we 
understand the OE team is looking to quantify and systematize. Second, the OE 
Movement offers an alternate and more adaptive approach to change than other, 
more traditional, change management disciplines. Traditional, top-down project 
planning and change management methods can be useful for large-scale and 
infrastructure change, but they are not agile enough to respond to fast-changing, 
localized, or particularly complex issues. Those conditions require a more adaptive 
and responsive approach, which is provided by the principles and practices of the 
OE Movement. To respond most effectively, an organization must have the capacity 
for traditional and adaptive change, as well as the ability to choose which approach is 
a best fit for a specific challenge.  OE provides this complementary approach to 
change.  

Another potential benefit that OE brings to the company appears as culture change. 
Interviewees acknowledged that the current culture is siloed, slow to change, rather 
insular, and dominated by employees who have been with the company a long time 
and have spent relatively little time in other organizational settings. OE engages 
employees in a very different experience:  one in which innovation, teamwork, and 
engagement are fostered and rewarded.  

These benefits of the OE activities have not come without challenges.  Many factors 
contributed to make the OE journey a complicated and interesting one: 

• Unconventional practices and policies of OE projects 
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• Willingness to work across boundaries 
• Cross-functional nature of the efforts 
• Informality of networked relationships 
• Extra-organizational structure of the team  
• Propensity to choose controversial projects 

While these characteristics have been instrumental in the success of the OE 
Movement, they also bring barriers that must be acknowledged and, when possible, 
bridged.     

Challenges and Responses 
The OE Movement has emerged through an opportunistic process—using existing 
resources to respond to acknowledged needs.  This approach has been sufficient to 
get it to its current state, but other and more intentional strategies will be required to 
sustain it into the future.  This section explores one particular challenge—
relationships between OE and its organizational partners.  It also lists a range of 
barriers identified by study participants along with possible bridges to mitigate the 
barriers.     

Integration with Existing Efforts 
The OE approach to problem solving can offer many improvements for individuals, 
groups, processes, and the organization as a whole. On the other hand, it cannot take 
the place of other efforts that are already in place to deal with change management 
and/or employee engagement.   

For example, large strategic change initiatives begin in the CMC and move down 
through the organization following traditional hierarchical paths for change. Human 
Resources and Organization Development functions support a variety of capacity 
development and organizational design efforts. Business Process Engineering 
supports Lean Management and process improvement across the organization.  All 
of these efforts serve their own purposes.   

OE represents a viable and powerful complementary process to these existing 
efforts.  OE can generate information about needs and potential solutions to inform 
more traditional, top-down change processes. It can experiment with problems that 
seem insoluble and solutions that might seem risky. It can invite and encourage 
individual commitment to shared goals.  In short, it can address the needs of 
dynamical change and respond to problems that appear when the conditions are far 
from agreement and certainty.   

There are two challenges to building a robust and complementary system of change 
processes.  The first challenge is to define the differences among them. The second 
is to define productive relationships among them.  Toward that end, throughout the 
interviews we collected what we call interdependent pairs.  They are dichotomies that 
describe the range of problems and the range of possible solutions. Unrecognized, 
these differences generate tensions and misunderstandings.  When they are made 
explicit, however, they help decide what change solution fits best for a particular 
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change problem.  The dichotomies that emerged from our data are listed below.  
Some of them speak to the change management aspect of the OE work, others 
speak to the employee engagement, many influence both at the same time.         

Stable Change  Unstable Change 
Top down (hierarchical) <> Bottom up (grassroots) 

Strategic (priorities) <> Tactical (responsiveness) 
Corporate wide  <> Local 

Focused (silo) <> Cross-functional (integrate) 
Long cycle time (slow) <> Short cycle time (fast) 

Sustainable <> Immediate 
Spoken (theory, intention) <> Acted (practice, results) 

Line responsibility <> Staff responsibility 
Expert (knowledge and skills) <> Interested party (passion) 

Assigned <> Volunteered 
Structured (controlled) <> Open (emergent) 

Continuous <> Episodic 
Consistency <> Adaptation 

Whole scale change <> Experiments 
Perfection <> Simplicity 

Complicated <> Complex 

These categories can be used to diagnose a particular situation to design the change 
project that will be a best fit. For example, traditional change processes would be 
more likely to succeed when a change involves corporate-wide implications, when 
strategic intent, deep technical expertise, and structural and systemic changes are 
required. On the other hand, local, tactical, adaptive, and complex change require a 
responsive, grass-roots approach like the one offered by the OE Movement.  Neither 
of the approaches is better or worse, but one is usually better fit to a particular 
purpose than another.     
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Barriers and Bridges 
Interviewees were quite helpful in identifying risks to continued success of the OE 
Movement. They also offered many tactics that might mitigate those risks. The table 
below summarizes the responses from the interviews, as well as some 
recommendations from our own experiences with adaptive change processes.  

 

Barrier Bridge 

Communicate and manage change 

Lack of sustainability Connect to/complement corporate strategy 

Build infrastructure as part of project 

Assign owner 

Wasting time on smaller incremental 
issues when larger, strategic issues exist 

Work as complementary part of continuum of 
change projects across the organization 

Selecting low priority projects Connect to corporate strategy 

Losing focus Select projects carefully 

Focus on a few, visible projects 

Not setting appropriate priorities Structure our process as a funnel, taking in, 
assessing priorities, and selecting projects that fit 
our approach and respond to real needs 

Opening individuals and groups to risk 
without offering a “safe haven” 

Create conversations before a group gets to 
conflict; build a way to know safety when 
taking an organizational risk or delivering 
difficult messages; continue to support people 
who are delivering the tough messages. 

Management Communication (Lack of 
tailored appeal and what’s in it for me?) 

Management Communication Plan 

Outgrowing its reasonable boundaries:  
How big does it get? 

OE can collect, cluster, coordinate (but not 
generate) projects; as big as it needs to be to 
meet the organizational demand 
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Incentivize 

Not demonstrating value Track savings and returns 

Report ROI 

Managing personal time inappropriately Set Standards or processes to help team 
members manage their time and coordinate with 
their supervisors 

Middle managers not giving permission 
for people to be on projects 

Figure out and share “what’s in it for them” 

People losing interest and the volunteer 
army dries up 

Communicate benefits 

Reinforce/recognize volunteers 

Build Capacity 

Lack of sufficient expertise on projects Select some team members for relevant expertise 

Lack of connection to existing 
knowledge 

Build connections with experts 

Lack of follow through Assign owner 

Complete feedback loop 

Include project retrospectives 

Lack of systems thinking Call out examples, stories that demonstrate 
systems thinking 

Siloed headcount Allocation cross functionally, build trust 

Discomfort with dynamical change Find a way to talk about it, add clarity and 
comfort; demonstrate and point out the 
legitimacy of the dance among the three (static, 
dynamic, dynamical) 

Inconsistency across projects and silos Build a framework to nurture consistency 
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Now What? 
This section outlines recommendations for action from the research team, based on 
our analysis of the data.  It also outlines the action plan that has been adopted by the 
OE Team in response to the findings of this study and on-going conversations with 
their partners, sponsors, and stakeholders.   

Recommendations 
The history of the OE Movement has been exciting, productive, and emergent, but it 
has also been localized, relatively informal, narrowly focused, and not tied to 
sustainable organizational structures. The intention of the team is to continue the 
positive patterns into the future, and to build frameworks that support sustainability 
and alleviate unnecessary risk.  Toward that end, we make the following 
recommendations. 

Set Conditions for Sustainability 
One set of conditions sparks change in a complex landscape, and those factors have 
been outlined above. A different set of conditions are required to sustain the process 
of innovation, and yet other conditions sustain the project-level innovations when 
they emerge. All types of sustainability depend on infrastructure to continually 
reinforce patterns of behavior.  

To sustain project-level impact, we recommend: 

• Identify a process owner, in addition to the project sponsor, for each OE 
Project. The process owner should be in a management position that is directly 
responsible for the business function supported by the innovation. Their role 
would be to integrate the innovation into existing business processes and to 
provide resources to communicate about and maintain the innovation.  

• Include in each Project Team subject matter experts from current processes and 
functions that are stakeholders of or in any other way related to the process 
under examination to ensure that the innovation fits appropriately with current 
processes and practices.   

• Define a standard, simple set of project management tools to be used in every 
project. Establish means for projects to report on their progress at regular 
intervals to management, other employees, and the OE Team as a whole.  

To sustain the OE Movement’s approach to change and innovation, we recommend: 

• Engage an OE Steering Committee of employees drawn from various levels and 
functional units of the organization. This group would meet quarterly to review 
accomplishments, provide feedback, and dialogue about strategic questions as 
they arise. Membership of the group should change often to ensure diversity of 
opinions and to spread engagement as widely as possible. They will form a 
feedback loop to ensure that OE practices and focus continue to resonate with 
employees. 
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• Create a logo stamp that will appear on any OE-related document. The logo, 
which should be small and simple, will serve to remind people of the intention 
and influence of OE without distracting them from the work at hand.  

• Provide capacity development for employees to prepare them in a systemic way 
for engaging with OE Projects. Topics of interest might include project 
management, adaptive action, communications, leadership, influencing skills. 
These should not become a standardized curriculum, but should introduce one-
time-only courses (possibly repeated) to inspire excitement and commitment.  

• Convene OE participants in a dialogue to identify a short list of simple rules that 
can guide coherent action in a complex system without over-constraining the 
ability for individuals and groups to adapt to their local situations (Eoyang & 
Holladay, 2013). 

Communicate 
Communicating about OE is a tricky business. Too few messages and too limited 
distribution restricts the pool of possible team members and the visibility of the 
Movement. On the other hand, too many or too widely-distributed messages become 
boring or irritating and, therefore, counterproductive. To support effective 
communication about OE Movement, we recommend: 

• Focus communications on project activities and outcomes, rather than news 
about OE or the OE team. Use the logo stamp (above) to brand activities 
without distracting from less obviously self-serving communications. 

• Provide a wide variety of communication media and messages and embed them 
in others’ messages as often as possible. Include training (as above), social media, 
flyers, posters, graphic images, surveys, updates, and headlines. Also use a mix of 
broadcast and personal communications.  

• Continue the “strategic ambiguity” of the current OE identity. Include all the 
company’s improvement efforts in the network without claiming responsibility 
or ownership for them. Be clear about the processes and methods that are core 
OE practice, and be explicit about where they do and do not fit to purpose.  

• In communications, focus on benefits of OE Projects and impacts rather than 
on the features of the OE Movement and its approach.  

• Provide support for effective communications as part of the project completion 
process to inform employees about the innovation, how it might benefit them, 
and lessons learned from the project process.  

Continue to Learn 
All aspects of OE Movement focus on learning. Individual contributors develop 
skills and insights; the organization learns new ways to recognize and solve technical 
challenges; teams and working groups learn to understand and appreciate other 
functions and functional groups. This adaptive nature of the OE Movement is its 
unique characteristic and greatest strength. Continue to reinforce this approach with 
formal and informal learning in the OE Movement itself. To continue OE as an 
adaptive action, we recommend: 
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• Complete a formal retrospective following each OE Project. Protocols for 
retrospectives are available from Agile Software practices. These structured 
conversations allow teams to reflect on process, product, and impact; plan for 
future action; and capture individual and collective lessons. 

• Continue exploring cross-disciplinary literature about complexity, change, self-
organizing systems, and adaptive action. These topics are currently the focus of 
research in a variety of fields, and new theory and practice emerge quickly. 

• Initiate an OE lecture series and invite external experts in change, change 
management, and particular business process issues to speak in open meetings. 
Not only will the series introduce new ideas into the OE landscape, they will also 
provide visibility and opportunities for staff to meet, mingle, and share ideas.  

• Become an adaptive action laboratory as you design formal research projects to 
address hypotheses about the OE approach to change and employee 
empowerment. Engage employees in design, data collection, analysis, and 
documentation of findings.  

We believe that the OE Team has set conditions to support effective self-organizing 
processes in service of change and employee engagement at this company. 
Furthermore, we recognize that any organization as large and complex as this one 
requires multiple change methodologies. Effective change management must 
respond to diverse contexts that include traditional, top-down dynamics that are 
driven by senior management, as well as emergent, bottom-up initiatives that are 
designed and driven by employees themselves. The OE Movement can provide 
robust and sustainable support for grass roots efforts that resolve wicked issues 
while engaging employees in meaningful, useful, and satisfying initiatives. 
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Plan of Action 
   

Long-Term Outcome:  System Transformation 
  

Levers/ 
Workstreams 

 
Influencing 

 
Deliverables 

 
Partners 

 
Timing 

Build Clarity 
• Extrinsic Motivator 

(link to Business 
outcomes) 

• Intrinsic Motivator 
(link to desire, 
passion, making a 
difference, 
development)  

Stakeholder 
Management (To 
Whom, What Message, 
Vehicles) 
• Manager WIIFM 
• Employee WIIFM 

People 
engagement in 
OE 

• Elevator Speech 
 
• WIIFM for management, 

employees, and the organization – 
to be shared through a concerted 
communication effort to 
complement the 2014 development 
planning cycle, and to appeal to 
intrinsic motivators 

• Plan to engage & activate OE 
alumni base for advocacy 

Adaptive Action 
Lab Participants 
HR/Talent 
Mgmt./OD & 
PAC 

On or before 
9/6 
 
December  
 
Into 2014 

Recognize and 
Reinforce 
• Money 
• Time 
• Recognition 
• Visibility 

Integrate OE development opportunities 
into HR discussions and development 
planning for 2014 

HR/Talent 
Mgmt./OD 

      December 

Build Capacity 
• Coaching 
• Tools/guidelines 
• Training & 

Education 
• Role Clarity 
• Measurement 

 

Success in OE 
Projects & 
Capacity for 
Sustainable 
Dynamical 
Change (alongside 
static, dynamic) 
 

• OE Logic Model:   OE Activity 
linkage to Outputs (Leading 
Indicators) and Outcomes (Long term 
impact) and associated metrics 

• Impact Assessment to determine 2014 
objectives and success measures 

• Build OE Project Support Plan: 
• Define project roles and 

accountabilities 
• Outline coaching expectations 
• Recruiting/Matching process 
• Online Project  Resource 

Repository 
• Create network directory to highlight 

formal, adaptive and prior project 
experience of volunteers 

• Rationalize this dynamical change 
approach with existing BI change 
model and approaches  

Adaptive Action  
Lab Participants 
BPE USA 
HR/Talent 
Mgmt./OD 

October 
 
December 
 
 
December 
 
 
 
September 

       
      Into 2014 
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Conclusion 
The Organizational Effectiveness Movement in this company has accomplished a great deal already.  
It is poised to continue its work into the future as it implements change to improve processes, 
policies, and practices, while actively engaging employees across the organization.   

This report is a step in the on-going action research and learning process that is the foundation for 
the OE Movement.  In group conversations, this information will be used to support management 
decisions, OE Team planning and action, and OE Project design and execution. It will inform 
action to set conditions that support effective and innovative emerging patterns of collaborative 
action. We expect that this report will provide a foundation for an on-going discussion about the 
intentions, processes, and results of the OE Movement at this company.     

Respectfully submitted,  

Glenda Eoyang & Brenda Fake 
6 October, 2013 
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Appendix A: Method 
The purpose of this study was to gather and communicate lessons learned about setting conditions 
for organizational culture change from recent experience of this company. In collaboration with the 
OE Team, the following steps were completed in data collection. 

Literature Review. Explored current research regarding self-organizing process and change 
management methods.  

Document Review. Reviewed relevant documents related to the purpose, structure, and history of 
the OE Movement. OE Team members provided access to the documents, shared background 
information, and answered questions as the document reviews progressed. Documents included: 

• Stakeholder status memos from January through July, 2013 
• Slide decks and overview papers presented by OE Team members to management and other 

stakeholder groups 
• OE Project Charters and status reports 
• Employee survey data and analytical reports of survey findings 
• Various documents that supported the Value through Innovation Day, 2013 
• OE Team notes regarding the portfolio and OE Project activities, outcomes, and impacts 

Interviews. Invited sixteen, and interviewed twelve of this company’s employees. Interviewees 
represented a variety of relationships with and perspectives on the OE Movement activities, 
outcomes, and impacts. Refer to Appendix B for the list of roles of those interviewed. Interviews 
were conducted by three members of the research team, and detailed notes were taken of all 
interviews. The interviewers had no relationships with interviewees prior to the initiation of this 
study, and all were involved in analyzing data to identify themes and topics of interest. 

All interviews included the following questions: 

Tell us a little bit about yourself 
What was your major contribution to the OE Movement? 
How have you been involved in change processes at this company in the past?   
Describe the environment before and after OE. How has it changed? 
How was this process the same as and different from change processes you have 

experienced? 
How did you see the guiding principles at play in the project? 

• Everything we do contributes to our mission of Better Health 
• We seek speed and simplicity – but not at the expense of compliance and quality 
• Diversity powers innovation  
• We strive for impact, not perfection  
• Employee involvement leads to employee engagement  
• Our intention is to accelerate the growth of individual and organizational capability – 

We want to develop a “growth mindset”   
What do you see as the three most important results of the project? 
What were the impacts of each of these changes on cost savings, efficiency, employee 

engagement, and increased capability? 
What was your expectation?  What is your expectation now?  
Describe a challenge encountered during the project and how it was resolved. 
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What was a highlight of the project for you, personally? 
What did you learn in the course of the project? 
What advice would you give for future? 
Is there anything we missed?  Is there anything else you’d like to share? 

Data analysis involved coding interview data for relevant themes by all three persons who 
participated in collecting the interview data. Themes were merged and summarized. The summary of 
themes was reviewed by the OE Team, who provided further detail and additional questions to 
inform a final round of data analysis.  

Adaptive Action Lab. Interviewees were invited to a one-day Adaptive Action Lab to provide 
feedback on this report and to inform future options for action. The goal of the Adaptive Action 
Lab was to develop shared understanding and action regarding the OE Movement’s intention, 
design, activities, outcomes, lessons learned, and future prospects. Feedback from interviewees 
during that meeting were incorporated into the final draft of this document.  
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Appendix B: Interviewees 
The following persons were invited for interviews to provide information for this study. Titles 
reflect the interviewees’ roles at the time of the interviews.   
+ Invited but not interviewed. 

  Role at this company Role w/ OE 

 Sr. Assoc. Director, OE OE Team 

 SVP Human Resources OE Stakeholder 

 Sr. AD Regulatory Compliance 
Training QRM 

Learning One Source Project 

 Specialist, Learning and 
Development 

Learning One Source 

 QM M&R, Quality Management 
Medicine & Regulatory 

Onboarding PL 

 Org. President & CEO Sponsor of OE overall 

 VP, Public Affairs and 
Communications 

Organizational Effectiveness Leader 

 Research and Development  

 R&D Project Management  

 President & CEO, Global 
Company 

Global Systems PL 

 Drug Regulatory Affairs in 
Medicine 

Employee Value Proposition team 
member 

 US CIO and global head of 
innovation mgmt. 

Sponsor, member of CMC (Corporate 
Management Committee) 

 US CFO Sponsor, member of CMC (Corporate 
Management Committee) 

 VP and General Manager of CHC 
USA 

Sponsor, member of CMC (Corporate 
Management Committee) 

 Director, OE OE Team 

 Brand Business Operations  Enabling functions OE project 
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Appendix C:  OE Projects as of August, 2013 
Project Name Objective Results Start 

Date 
End 
Date 

Learning One 
Source (LOS) 

Organizational frustration at all levels 
regarding LOS surfaced through a 
variety of avenues, our primary 
objective is to investigate, make initial 
inroads into alleviating some of these 
frustrations and to do this as quickly 
as possible. 

Reduce unnecessary 
training for an estimated 
savings of 10K hours 
and $500K  

10/12 12/12 

Onboarding Assess the current onboarding 
process and alleviate the 'pain points' 
and provide recommendations for 
improvements 

Improvements to New 
Employee Form and to 
processes 

10/12 12/12 

Technical 
Systems 

Research, identify, capture and rank 
system(s) at this company, where end 
users report pain points that slow and 
or prohibit working efficiency. Our 
goal is to identify the need(s) quickly 
and work to alleviate some of these 
frustrations as quickly as possible. 

Increased frequency of 
training 
Direct improvements to 
customer experience 
Pre-implementation 
usability testing 

12/12 5/13 

Manage 
Customer 
Contact 

To extend this company’s brand as 
an industry leader by providing 
customers with a clearly defined way 
to contact and obtain the information 
they need, when they need it. To 
deliver recommendations for 
improvement to our current contact 
management process and system, 
improving the dissemination of 
information across customer contact 
sites, reducing compliance risk, and 
reducing the complexity and cost of 
delivering customer contact services 
by June 7, 2013. 

Analysis of the call 
center complete. 
Recommendations from 
Analysis Phase presented 
June 4 

4/13 6/13 

VTI Day 2013 To design and execute an engaging 
and useful VTI Day experience to 
support and explore the Your View 
On Our Culture (YVOOC) survey 
findings, and to further populate the 
Organizational Effectiveness (OE) 
portfolio of activities. 

Almost 1900 computers 
connected for the VITI 
webcasts; 4500 blog 
views were tracked; and 
1300 people filled out 
feedback cards. 
Opportunity for 
employees to understand 
the OE change process, 
engage with senior 
leaders, build networks, 
employee development 
resources and processes, 
and celebrate 
accomplishments 

4/13 5/13 

Employee 
Value 
Proposition 

Define what and how this company 
will differentiate itself from external 
competition for talent to ensure it is 
considered an employer of choice 
and retains high performers within 

Recommendations to 
the CMC regarding 
culture, career 
development & learning, 
meaningful work, and 

2/13 6/13 
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the Company.  total rewards. 

Onboarding II The on-boarding process does not 
currently get the employee acclimated 
and productive effectively (either fast 
enough or thoroughly). It is 
disconnected, and new employees 
don’t always have the tools or 
information they need when they 
start work. 

Project chartering and 
initiation currently 
underway. 

7/13 11/13* 

Enabling 
Functions 
Alignment and 
Efficiency 

Develop and deploy a common 
framework that allows the Enabling 
Functions to intelligently group and 
align upon cross-functional initiatives 
and understand the resources and 
interdependencies that will impact 
successful execution and delivery 
business value. This work to be 
executed in two streams: (1) 
Alignment (2) Efficiency 

Active exercise in 
Adaptive Leadership. 
Focusing on Alignment 
and Efficiency. Initiated 
Onboarding II Project. 
Completed root cause 
analysis in May. Three 
improvements have 
been recommended and 
await response.  

5/13 9/13* 

Tuition 
Reimbursement 

1) Identify areas for improvement in 
adherence to procedure and 
suggest process changes to facilitate 
these improvements. 2) Make 
recommendations that could allow 
this company to effectively use 
Tuition Reimbursement as a Talent 
Management tool 

Data collected and under 
analysis. 

5/13 8/13* 

Change Agents 
Team 

Co led by two employees. In 
preparation for a global HR system 
implementation, the Change Agents 
team will provide feedback and input 
into the communication and change 
management process as well as 
test/provide feedback for the training 
materials 

Kick-off complete. 
Initial meetings and 
identification of two 
communication and two 
training teams. 

  

Policy  US-wide communication 
published on intranet 

1/13 4/13 

Global 
interactions 

Explore tensions and opportunities 
across the global company 

Messages framed and 
delivered at an 
international meeting.  

  

Contract 
Signatures 
Policy 

    

Visual Voice 
Mail 

    

* Proposed completion dates.   
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In addition to external projects, the OE Team engages in workstreams to build capacity for 
improving effectiveness across the organization.  Names of those responsible have been deleted 
to ensure privacy in this publication. 

 
OE Workstream Description 

Build the OE Team 

Build activities started in collaboration with the CMC. Provide 
additional structure and devoted resources to bring to “scale” 
based on organizational need 

Identify and Manage 
Priority Project 

Ensure that the efforts of the volunteer network are focused 
on initiatives tied to critical strategic issues 

Grow and Activate the 
OE Network 

Engage a network of “volunteers.” We will source from 
existing pools of talent. 

Enhance CMC Impact  
Build adaptive leadership and change capability among the 
CMC members  

Increase 
Organizational 
Capability 

Build and share sustainable processes and structures to ensure 
the success of innovations recommended by the volunteer 
network. Link leadership, management and individual 
development to OE activities 

Engage Stakeholders 

Ensure information flow and engagement with key 
stakeholders including the CMC, HR with a focus on Talent 
Management, Finance, BPE, and Employees (distinct from 
communication on specific projects) 
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