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Synopsis

The Indian Cement Industry is in the grip of a wideeeping environmental change. Success and even
survival depends on how nimbly organizations chamgernally to cope with this phenomenon.
Management of change is consequently an issuent®ats deliberate focus. Responsibility allocatfon,

this process, must therefore be clear. The autimotkis paper have identified certain roles thapha
making the change management process successfige Toles are:

e Analyst : the person(s) who would collate and analyze datvant to the particular change initiative
and develop action-oriented recommendations thereof

» Seller: the person(s) who would sell the initiative to tempany at large and the Change Agents in
particular.

« Change Agent:the person(s) who would propagate the action stéfisted by the Seller.

» Project Leader: the person(s) who, on a project-to project bagijld be leading the various projects
emanating out of the particular initiative.

Based on their change-related consulting experjetice authors have developed novice-friendly
Computer Based Tool{CBTSs) to assess the attributes of prospectiveidates to fit the different change
management profiles.

Change Management Basics

The world today is changing faster than ever bef@exhnological developments, financial constraints
discerning markets, industry restructuring, goveentregislation, philosophy extinction and so oe all
putting pressures on organizations to change and bestate of perpetual dynamism. Yet, given tlik o
adage of resistance to change, the process of ehanfgr from easy, and implementing it succesgfull
places considerable demands on the managers inlvdlte approach, described in this paper, of dapct
the Change Team is targeted at helping organisatomanaging change in an effective and sustanabl
way.

The categories of assets that should be placedr widsge control are broad and include, but are not
limited to, systems and processes, technologys roésponsibilities, and documentation that areveeit to

the running, support, and maintenance of systentseérmanaged environment. In other words, any asset
that exists in the environment and is necessaryrieeting the service level requirements of thetgoiu
should be placed under change control.

The Change Team is expected to encompass and se#rg roles discussed earlier, viz., Analyst|eBel
Change Agent and Project Leader is responsiblenfanaging change in terms of its impact on the
categories of assets described earlier. A key gbtlle change management process is thereforestoeen
that relevant organisational constituents are awéwend understand the impact of the impending ghan
Since most systems are heavily inter-dependantchagge made in one part of a system normally has a
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significant impact on another. Change managemésinats to identify all affected systems and proegss
before the change is implemented in order to nti¢tiga eliminate any adverse consequences.

Change is a constant in business, and survivaépendent upon the ability to adapt to and to affelst
manage it. Change may be imposed or initiated rélselt of a company merger, of a new information
technology installation, or of a new company di@ttHowever it is presented, change is a challenge

The Emerging Scenario

The Indian Cement Industry is expected to beconeesticond largest in the world with an estimated
capacity of 135 mio t by the year 2003-04.

In the last two budgets, the government, througbafi incentives has provided a discernible thraghé
housing and the infrastructure sectors. These mesadave provided the necessary impetus to cement
consumption with a 15% growth reported for FY99-G@@mnsumption, during the period, witnessed an
increase of 12 mio t over 1998-99. This, couplethilimited capacity addition of only 0.75 miourthg

the period, has led to an improvement in the capautilization of the Indian cement plants (90%)igih

till now had been severely constrained by pooratfft Even though the current Financial Year has see
comparative deceleration in demand growth, mostisthg experts are of the opinion that the overall
growth rate in consumption, over the next threergjeia likely to be of the order of 8% per annurhisT
implies an increase in consumption by nearly 24 tower the period. Over 20 mio t of new/ expanded
capacity is expected in the next three years. 3temario could make the Indian cement industrpeétiire

for new entrants. Lower valuations of cement congmhave made them attractive targets for takeovers
This has led to a spate of takeovers by financithgng groups.

Consolidation within the industry is well underwayth the share of the top seven groups in overall
national capacity having increased from 45% to @R®&4r the period 1995-96 to 1999-00.

Another factor that is changing the structure afidgm cement industry is the entry of internatiocainent
players. Saturation in the developed markets obp®irhas led the international cement companies to
venture in developing markets of Asia (India, Chiaad South East Asian countries). Lafarge, Cemex,
Blue Circle and Italcementi, among others, arevabti scouting for possible acquisition targets. Séhe
players have been operating in a ‘cartelised’ ntaded therefore likely to create a similar market
environment in India. This would be enabled by abidsition of Indian players, which is currently
happening.

The challenges faced by the World today can be seanup by the 3 C€£Lompetition, Customerisation
and Change Intensifying competition and the comparativeligbor inability of a company to handle the
same, is leading to a shakeout of the weaker paykhis is being manifested in the escalating tsend
visible in Mergers & Acquisitions. Customers, wihcess to increasing choices, are more discermdg a
demanding. Their loyalty can no longer be takergfanted. The pace of change, in virtually everyfof
business activity, is indeed mind-boggling. Theyomay to counter the external change is to bringualan
internal change to meet the challenges of the eat@nvironment.

Core Components of Change Management

* Requests For Change (RFC)Change requests are formalized descriptionseo€kiange, components
affected, business need, cost estimates, risksameses, resource requirements, and approval status.

 Change DatabaseRequests for change are registered and trackedcan@al repository called the
change database. The concerned function/ departmenefiting most from the proposed change,
generally maintains this database.

» Change Advisory Board (CAB} The change advisory board is a group of individwett® evaluate
change requests and make recommendations. Thisl boainly consists of the top management,
whose job is to approve the resource requiremennitiate the change process, in terms of Men,
Machines, Materials, Methods or Money.
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» Change ProcessesChange processes facilitate change implementafisrappropriate, changes are
managed along a spectrum of control points ran@iog automated approval to full project-level
review. In addition, the process is designed tovipl®a mechanism for performing occasional urgent
changes when necessary.

» Change Management RolesAt the outset of launching a Change Initiative tair roles, other than
overall management support, need to be identifind ascribed in order to make the process
sustainably successful. These roles are descritlesvb

= Analyst: the person(s) who would collate and persisteatiglyze data relevant to the particular
initiative and develop the necessary action-ori@ngeommendations thereof.

= Seller. the person(s) who would sell the initiative te tompany at large and the Change Agents
in particular.

= Change Agent the person(s) who would propagate the actiorsst@pated by the Seller.
=

Project Leader. the person(s) who, on a itemised basis, woullbaeing the various sub-projects
relevant to the particular initiative.

While some of the above roles could be clubbedthéncase of small Change Initiatives, the experience
of the authors has shown that these roles would teede explicitly recognised for the larger ones.
Not only would it be necessary to nominate peopledrform these roles, it would be, perhaps, even
more important to ensure that the nominees possessharacteristics required of these roles.

Role Characteristics

Each of the four roles, described above, requirgaite essential characteristics to be possessethédy
incumbents. These, along with prescriptive weigbtagre described in the sections below:

* Analyst:

An Analyst is principally expected to
possess well developed analytical and
perceptive skills so that he/ she is able to
structure and diagnose available data 40%
manifestations relevant to a change process

and recommend appropriate change

measures. Since change often gets mired in

historical inertia viz an attitude of “we have Perception

been always doing it this way”, an analyst 40%

must also bring to the table a high

complement of perseverance. Figure 1.1

illustrates the characteristics required of an

Analyst and the relative importance of each  Fig 1.1 Characteristics and Weightages for the
characteristic in terms of the weightages Analyst

assigned to these.

Perseverance Analytical
20% Skills

o Seller

Once a change initiative has been identified, drd Analyst has put together the relevant change
recommendations, these need to be effectigeld to the concerned people. Apart from possessing
Legitimate, Referent & Expert Power, effective isgllwould be considerably facilitated if sellersreve

to possess the key characteristics depicted il Rig

1. Ability to influence others The Seller must have the ability to influenceesthso that people and

especially the Change Agents feel convinced abmiititiative and take the change initiative to
its logical conclusion.
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2. Perception The Seller’s perceptive skills should be well eleped so that he can perceive the
change requirements clearly and accordingly forteuaspecific approach.

3. Communication skills:  The

Seller needs to be effective in the Commitm.-  Confidence
formulation and presentation of ent 10% Ability to
ideas researched by the Analyst. 10% inﬂuencg others
He/ she must therefore possess 25%
very good verbal, meta-verbal Acceptable
and written communication skills through expert (>

influence

4. Concern for product, customer 10%

and organisation A Seller must Perception
not only have a high concern for Concgm for 20%
the idea he/ she is trying to sell Cug{(?micrt;ind Communicati-
but also for the benefits it will organisation on skills
bring to the change customer, in 10% 15%

particular and the organisation at
large. Any idea that can clearly
answer the question “What is in it for me?” for gl@dy involved has, naturally, a higher
probability of acceptance.

Fig 1.2 Characteristics and Weightages for the Seit

5. Acceptable through expert influenceThe Seller should be clear on what he is seltmgl
therefore should be recognized as an expert onltarge area suggested. Clarity on the proposed
change area also gives the Seller a convictiorltdhe concept more forcefully.

6. Commitment The Seller should have a commitment to the pregashange. Once the Seller is
convinced about the change initiative proposedmiist demonstrate a sense of commitment to
the cause and convince, through personal examipler, people in the process.

7. Confidence The ability to influence others depends to adaggtent on the pride that a person has
in himself and the work that he does. This, in tupnomotes self-confidence that permits
exponents to be more convincing in their articolatiThis is a very important characteristic for a
Seller.

Change Agent

A Change Agent is one who carries out the chanitjatied by the Analyst and sold by the Seller. Such
people are generally much closer to the scene tolabaction. The key characteristics required of
Change Agents and the weightages accorded to dnesepicted in Fig 1.3:

1. Acceptable through expert influence/ extension/ denstrated care A Change Agent must have
the subject knowledge

to actually implement Express feelings Commitment Long-term

the change initiative. and sentiments  to action and perspective Acceptable
In addition, he/ she freely research 5% through expert
should be frank and 5% 5% influence,

i extension and
dgvelopment oriented, Concern for care
with people at Iarge people 50
generally viewing developme,
hwg{ réer as an 10%
unblase person, Belief in .

; ; Highly charged
szrln% | for hthe'r democratisation ar?d riotiva?ed
individual growth.

9 of poower Big are¥ o 20%
15% influence
15%

Fig 1.3 Characteristics and Weightages for the Chage Agent
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Highly charged and motivatedA Change Agent must have a high level of energyenthusiasm
in order to keep the environment charged and livielg/ she should be a self-motivated person,
with an internal locus of control being very high.

Belief in democratization of poweWhile a Change Agent may have expert and refgrenter,

he must believe in the dissemination of that powiginin the people he/ she works with. There has
to be a personal and demonstrated belief in détegand taking people together in the attainment
of goals.

Big circle of influence The circle of influence of an aspiring Change Ageust be higher than
that of average people. The influence should nbt span people under direct influence/ control
with but must also extend to people in other acdasperation. This would enable mobilisation of
expert influence from other people to implementng®initiatives. Multi-skilling could be an
added advantage for the Change Agent.

Concern for people developmem Change Agent must have the development of geaplone
of the most important issues in mind. They showddable to link and influence the growth of
individuals to the change initiatives being attesapt

Express feelings and sentiments freely Change Agent has to be feedback oriented. They
should be able to provide and receive both posdive negative feedback and be proficient in the
handling of feelings and sentiments.

Commitment to both action and researchA Change Agent should be committed to both
analyzing information and taking actions on the sawhile essentially being an influencer and a
doer, a Change Agent should also have an analydarmat of mind to correctly assess and resolve
problems that occur while implementing change.

Long-term perspective A Change Agent must have a long-term perspeciivenind. The
approach towards solving problems should not betirgabut proactive in nature with an innate
ability to visualise and examine implications of thctions initiated, in the long-term.

Project Leader

A Project Leader in a change process has the retplity of implementing a project or a sub-project
emanating out of a Change Initiative. As descrilredrigure 1.4, a Project Leader must have the
following characteristics in its order of importanc

1.

Acceptable through expert influencet is imperative for the Project Leader to beexpert in his
area of specialty viz.

Project Management. Commitment to

People must additionally Long-term goals

view him as an authority in perspective 5%

terms of making things 5%

happen. N Acceptable
- _ through expert

Ability to _mﬂuence others Fedback oriented influence

The Project Leader must 15% 30%

have the ability to

influence others so that the Ability to

members of the project Concern for .

team assist him whole- people mﬂueggi/omers

heartedly in implementing development ’

the change initiative, even 20%

while harbouring
individual reservations.

Fig 1.4 Characteristics and Weightages for the Prejct Leader
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3. Concern for people developmenthe Project Leader should have a genuine confmrihe
development of people. While the change initiatmencipally, has the organisation’s and change
areas’ goals in mind, individual learning and there the growth of individuals must be an
advantage sought after.

4. Feedback orientedlt is important for the Project Leader to be gparent in his dealings with
people and issues. Therefore, the Project Leadst give and receive feedback to and from the
people working with him/ her. A feedback would mate people to stretch to their potential and
also help them in making course corrections tocéiffely implement the change initiatives.

5. Long-term perspectiveThe Project Leader should not focus on short-tgains or methods.
Rather, his focus should be on long-term initiagivend instituting changes to bring about
improvements in the long-term for the organisation.

6. Commitment to goalsThe Project Leader should be a visionary and mussess Completer-
Finisher skills in order to accomplish the set gaaid targets for the organisation.

Role Allocation

» Preconditions to Role Allocation It would be worthwhile to mention at the outsétat roles in a
Change Management process can very rarely be woaglly allocated by senior management. The
principal spirit to be captured is Voluntarism. Tieguirement to participate in the process mustecom
from an inner conviction about the need for chadjstory is replete with change initiatives thawk
failed on account of a lack of this inner conviatiovhere the emissaries of change, just about, go
through the motions. The assumption, therefor¢has an ample choice is available in terms of the
number of persons willing to actively contributeithenergy to the change process. Should this @ot b
so, the intervention of senior management is nacgss invoke this spirit of Voluntarism. It museé b
remembered that this is an essential precondittiothhe absence of which, the change initiative sthou
not even be launched. It is only af@@rcore group of volunteers is available, that ek tof their
respective allocation to the four roles identifesattlier, can be undertaken.

» Choosing People to perform RolesOnce a core group of volunteers are availablefilprmatching
to suit the roles is done through a combinatiosendferal behavioral and analytical tests. Questions
the test address the key characteristics of thélggomentioned earlier. The tests used to address
different characteristics of the profiles are gilmtow in Figure 1.5:

Fig 1.5 Tests used to choose Change Management Flimcaries

Tests Analyst | Seller| Change Agent| Project Leade
v v

MAO (B) ({Motivational analysis in
organizations, related to behaviour}

Belbin’s Model 4 4 4
MBTI {Myers Brigg's Type of Indicator) v v v
v v

SalesTroika

Analytical Skills

Legend : Tests used
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Description of Tests

Mao(B) {Motivational Analysis in Organizations, rated to Behaviour} This test helps in
understanding an individual’s behaviour in an oigation. It is meant to provide a profile of
motivational aspects of role behaviour. A persbelkaviour is the result of several factors or negiv
A knowledge of typical, primary motivators of bel@w in a work setting can help individuals to deal
more effectively with people.

Belbin’s Model The instrument can be used in selection and plang and in understanding peoples'
inclinations and proclivities. Based on the profilepeople, this instrument can help in developing
best-fit teams for various jobs that an organisatimy have to perform.

MBTI {Myers Brigg’'s Type of Indicato}: This instrument helps in providing various dimens of
personality, such as, Extraversion/ Intraversiansig/ Intuition, Thinking/ Feeling and Judgement/
Perception. Additionally, it helps in discoveringetoverall personality as well as career suitahilit
based on possible combinations of the above diropssi

Sales Troika This instrument helps in understanding the rbé &n individual plays as a salesperson.
It evaluates the concern of the people in the daieson three aspects - concern for the customer,
product and the organisation.

Analytical Skills This test helps in estimating the analyticallskiff the individual by putting across
questions related to his logical/ reasoning abilityathematical ability, etc. This is a time-bouedtt
carrying a finite number of questions to be attexdph a finite time.

CBT {Computer Based Testing }

Holtec has developed a computer-based testing that enables the above tests to be administered
conveniently. These tests address the key chaistterof the various roles in a change processaand
score is given to each characteristic of each lgroffhe number of questions addressing each
characteristic may not be the same in each caserefdre, while computing the total score, a
normalization is done based on the number of questaddressing each characteristic. These scores
are then multiplied by the respective weightageartove at a weighted score for each characteristic
and thus the profile. An example of how a particglzore is arrived at is given below in Fig 1.6.

Fig 1.6 Profile of the individual as a Change Agent

Characteristics of the Change Agent Score as |Weight| Weighted | Max Possible
derived from Score Score
the tests, on &
scale of 0-1(Q

Acceptable through Expert influence / Extensi 4,52 25 113 250
Demonstrated care

Highly Charged and Motivated 4,95 20 99 200
Belief in Democratization of power 4.26 15 64 150
Big Area of Influence 4.66 15 67 150
Concern for People Development 5.40 1D 54 100
Express Feelings and Sentiments Freely 4.80 5 24 50
Commitment to both Action & Research 4.00 5 20 50
Long-term Perspective 5.80 5 29 50
Total Weighted Score 469 1000
Total Effectiveness as a change agent (Out of 1 0.469 1
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Similarly, the scores of the individual being Change
tested, on the other roles is also computed. Based Agent
on these, suitable roles to match the innate

profile of the individual can be identified and

assigned.

A typical combinatorial profile is depicted in

Figure 1.7. In this example, the individual Seller
appears more suited to take up the role of a

Project Leader than the other roles. His suitabilit

as an Analyst appears to be particularly low.

Analyst

Project
Leader

Fig 1.7 Overall profile of the individual

Core Change Management Process

Change management ensures that all changes amat@tyuepresented in the database. It is necessary
follow an ordered process to validate and accepihgbs. The change management process therefore
involves the following sequence of actions:

1. Submit the RFC and register in the change database.
Assess, plan, and schedule the change.

Develop the change and back-out plans.

Test the change and back-out plans using an indepétester.
Implement the change.

Review the impact or results of the change.

Close the RFC.

N o o~ Db

Conclusion

Change management as described in the paper neexfal ¢hinking-through. Not only is it necessaoy t
establish a well planned process along with the components, it is extremely vital to carefullytoathe
profiles of the volunteers to the roles requiredthg change initiative. The authors have identifiedr
specific roles — those of an Analyst, a Seller,hargje Agent and a Project Leader. Combinatoridileso
are matched for each volunteering incumbent anddas the areas of strength, specific roles actted.
In their experience spanning a variety of companjearating in the global environment, the autheed f
that such a role selection, considerably enharfoesgptobability of success of the change initiatiVe.
facilitate this selection process, the authors.kimgy under the aegis of Holtec Consulting, haveettgyed
a novice-friendly computer based tool.
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