
EOWA Employers of Choice hove long demonstrcrted the link l-rctrarocn rnrsitiys work/life bolcu-rce cmd
business success, but reforming yotu workploce culh-ue requires o pollshed strcrtegry cu-rd steody leoders6p.
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OpeD lhe brielcase on business
constJtcu-rt buzzwords cn'rd whcrt do you
find? ]hrqses like "chcrrge or perish",
"mov<or lose" crrd "evolve or evoporcrte"
for q Scu-t. In the opinion of fignrres such
as Chsles Dcuwin, or more locql
Iuminuies like Federql Sex
Discrilrincrtion Commissioner Pru
Gowod, odcpting to chcurrge is
imperrtive to survivcrl \Mhether it's
pusumg q new gocl, executing
cn exbting strcrtegry or oltering
workfloce ctfture, os Hcrvcnd Bwiness
Schod professor John Kotter puts it,
novigutrng chcnge is the most importcu-rt
chollerrge for businesses competing in cr
turbubnt world

Letl toke the mcgnilying glcss to just
one o1 these scencrios, chcu-rging
workploce culfure, o tend gcining pqce
ctrnorg mcu-ry lorwcrdJooking
mcmogers. Though o grecrt smottering of
fums still fail to see the positve side ot
these policies, posiilve, fcrnily{riendly
workploces cre serious bcrit lor
competitive indusbies seekrrg to
reqruit cs-rd mcdntcdn talented stcdJ.
Ccrvedwelling, inoccessible CEOs cne
out, os cue inllexible hours crrd voluing
'fcrce time" over perlormcrnce, As Anno
McPhee, director ol the Equcrl
Opportunity for Women in the Workploce
Agenry (EOWA), observes, "Women
Iecrveq compcny becquse of fcrnily,
but don't come bock beccruse of culhrre."
The other key benefit in chcrrgnng cr:ltr.ue
lies inbolstering the bottom line, notes
Bcnbqrq Holmes, director of consultcn-rcy
firm Mcmoging Work/Liie Bqlcnce.
"Effective work/life strctegries cse vitql to
mcrintqin cr competitive edge. They
i.ncreqse productivity by better
mcmcging stess, heqlth culd wellbeing
issues, reducing sick Iecrve crrd
obsenteeism, increosing motivcrtion, culd
mcrintaining corporcrte memory," she
soys, Among other stcrte ogencies,
Q,ueenslcnd's Depcrtment of Industrial
Relcrtions (aDIR) ag[ees. Its website
points out thot supportive workploce
culhues foster higher Ievels of job
scrtjsfqction, not to mention grrecrter
overcrll commitment to orgcnisqlions

But fol c principle so rich in benefits,
why is chcu-rgdng workploce culture so
hcsd to qchieve? Chcu-ige, it hqs been
scrid, is one of lile's constcu-rts - suely it
comes os ncrturolly os lecrning to wqlk
cnnd tqlk? Think ogain. According to
Anne Riches, chcnrge strcrtegist cu-rd

executive director of constrlting firm The
Riches Group, only one in five chcu-rge
projects succeed. Thcrt's beccruse mcmy
topdown crpprocches - diligence only os
Icu os ticking boxes cu-rd instolling
policies is concerned - Jctil to understcnrd
the importcu-rce of peopie.
cornmuniccrtion cnd lecdership in
engendering chmrge. 'Drink up, this is
good for you'toctics cse destined to
slump cmd sink, she believes.

"l wottld divide the bcrriers to chculge
os being both structwol cr-id crftitudinoi,"
soys Russell Lcnsbury, hofessor of Work
crnd Orgcu'riscrtionql Studies crt ihe
University of Sydney. "Mcrrogers olten
blcrme governments cs-rd unions ior
impeding chcrrge by imposing struchuol
bcrriers. But the key impedrments tend to
be crttitudinol." Eflective chctnge relies
upon mcnqgement's willingness cu-rd
obility to engqge employees in the
process, in other words, seekjng their
idecs cn'rd involvement, he scrys. "Those
wcmting to qchieve chcu-rge olso need
q vision culd must be wiJling to lollow
this ttuough in colloborcrlion with
others crrd with q view to buildino
support for chcu-rge."

Side stepping into the domain of
heqlthccre, o recent excrnple from the
United Stctes illustcrtes his point.
Addressing the issue ot chcu'rging
crttihrdes, Fo:,t Compty mcgcuine cites
q report on the behcrviour of hecnt
diseqse pcrlients crt the Jotris Hopkins
University. This shrdy fourrd thcrt, when
irstructed to chcu-rge their behcrviour or
Iace pcdnlul repecrt surgery, 90 percent
of pctients were uncdcle to do so.
However, when the hospital produced cr
yecr{ong consultcrlive prog[crn
involving twice-weekly support sessions
cnd instruction in heolth cu-rd relco<crtion
pursuits, 77 percent hod sfuck to lilestyle
chcnges two yecus cdter the progrcrm
ended. In explcrrction, triol director
Professor Decm Ornish wos quoted:
"Providing heotth informcrtion is
importcmt but not qlwcrys suJficient
We olso need to bring in the
psychologricol, emotonql, cmd spirifuol
dimensions thcrt cre so olten igrnored."

Psychologi'y ccu-r also help mcu-rcgers
understcmd the vcrious stqges
employees experience when foced with
chctnge. The odcrptcrtion process
normolly involves lour moin "leveis ol
reqdiness". scrys Riches. Stoge one is
"comfortqlcle oblivion" where peopte
deny the need to chcu-rge. In the ccrse of
work/life bolcu'rce s-uateg,ies, this could
crppecn qs fcrilure to see beneJits - mole
stcdf, for excrnple, mcry view the chcn-rge

Shqon Pqket, hofessor of
Orgcu-riscrlionol Behcnriour crt the

Aushqlicn'r Groduate School
of Mcmqqement

"Successful
chcrnge in
orgtCIniscrtions
hcrppens
where there
is trust
between
senror
mCInCIgement
CInd
employees."
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CHAMPIONING CHANGE: How ro MAKE CHANGE woRK FROM THE Top DowN
How ccrn CEOs or senior mqnogement bring qbout new woys of doing business? Chclnge speciolist, ond
executive duector of consultng firm The Riches Group, Anne Riches, offers the following tips:

communicote the business'reqsons for chonge ond why chonge is necessory
Crecrte the urgency: explcrin the externol pressures to chcn-rge (for exqmple, remoining competitive)
Explain the impcct of not chcr-rgnng
Volidcrte the woy the orgonisotion hos been to dcrte; don't blome people or ihe pcst

Describe the new vision ond scope: "whot will the orgcu-riscrtion be like ofter chcn-rge?"
Identily whcrt is not chcu-rging
Exploin the chonge process, including initiotives ond trmelines
Let stcdf know whot con be expected qnd when
OuUine the problems stcdf might experience
Answer the WIFM question: "whcrt is in it for me?" Also oddress questions like "how wilt this cdfect me?" cmd"whct cnn I expected to do"?

qs q *women'sonly" issue. "Mild
contemplcrtion' is stoge two. Here,
employees begnn to voguely consider the
proposol, but procrostincrte rcrther thcu-r
qct. For stoge ttuee, 'prepcucrtion" tcrkes
over - people reqlse thcrt chcu-rge is
necesscry ond begrin to contemplcrte
solutiors. This csr often be triggered by
cnt event, scrys Riches, such os someone
quitting when cqrer or pcrentol lecrve is
refused, or hcrving q ccr qccident due to
work-induced fcrtignre.'Action" comprises
the finol stcrge: proctice kicks in cu-rd
chcnge stcs-ts to filter ttuough. "People
chcnge to the degree to which they cue
motivated by the T ccu-r do it'factor,"
explains Riches, "CEOs cn-rd mcmctgers
need to think qbout how they cre
going to move people through these
stoges oI recrdiness "

In crpprooching this aim, the QDIR
qdvises orgcniscrtiors keep three mcdn
strcrtegdes in mind: providing educqtion
culd promoting communiccrtion; getting
mcmogement behind the culture
chctr-rge; cnd chongring key volues cu-rd
norms. "Build consensus for culture
chcmge lrom the top down qs weU crs the
boitom up," the depcu-tment soys.

To kick-stcrt the first ol these strcrtegies
(offering educcrtion) begin by teoching
stcdf the importcnce of work,/Iile bolcu-rce
policies crrd o supportive work/Iife
bcrlcmce culture. Discirssion is criticql:
tolking through the issues ttuown up by
chcnge increoses empioyees'
understcmding of muhrol expectcrtions,
provides q forum for brcrinstorming
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solutions, crrd gives stcdf c feeling oI
ownerslrip over the problem-solving
process. As Shcnon Pcnker, Professor of
Orgcu-riscrtioncrl Behcrviour crt the
Austolictn Grqducte School of
Mcnncrgement, qsserts, "Successful
chcnge in orgconiscrtions hcrppens where
there is trust between senior
mcu-rcgement cu-rd employees, cnd
where there is open communiccrtion
between qll levels of the orgcu-riscrtion."

Educcrtion olso plcrys q role in securing
mqnqgement's support.'Attihrdes cu-rd
resistcu-ice of middle mcrnogement ccrn
crecrte significcu-rt bcnriers to employees
use cnd effectiveness oI policies,'the
Q,DIR scrys. "A gctp mcry exist between
whcrt heod office believe is hcppening
ctnd whcri's talcing ploce on the ground,"
Pcrker crdds. "Mcrrogers need to be
tcined cu'rd given the conlidence cs-)d
skills to support these policies. They mcry
not be used to mctnqgtng stcdf who work
on c pcs"t-time or iob shcue bc6is, Ior
excrnple, cn-rd mcry not know how to
provide employees with the support
they need."

Then there's the issue of mcnogers cs
role models. As Gowcrd scrys.
"LecrdersNp lrom the top cqd middle
Ievels is very importcnrt. Bosses need to
not only totk crlcout the importonce of
tliese policies, but should demonstrcrte it,
rcrther thcu-r repiying to emcrils crt tfuee in
the morning." Bcrbanq Holmes, of
Mcmcgnng Work/Lile Bolcrrce, conlirms
this point. Her compony's cnnuol study
into the volues cond proctices oI 377
Austrolicn orgcrriscrtions, Ihe Work /LiIe
Initiatives: The Way Aheold Reprt on the

yeu 2005 Swvey. reports thcrt more
senior executives ctre showing crr
increcsed commitrnent to improving
c\rlture, though generoliy cren't "good
role models for work/Iife bolcrrce",

"In some cqses, their inobiUty to
chcmge their own crttihrdes cdcout
work/liie issues cnd flexible work
cu-rcrngements hinders progress within
the orgcor-riscrtion," Holmes scrys.

One excrnple is monogement's use oJ
lecrve entitlements. The federot
Workploce Relcrtions Act 1999 deems
thcrt employees mcry use up to 40 hours
per yecrr to ccre lor ill fcrnily or
household members - this is clqssified qs
"personol lecrve" cu-rd olso encompcrsses
sick cmd berecrvement lecrve If q
mctnctger tcrlces crrnuql rcrther tlrcu-r
personol lecrve to look cdter crn ilI child.
for irstcslce, this behoviour sends the
messcrge thcrt ccuing responsibilities
should come qt the cost of recrecrtionol
time. "lMhen Ieqders don't'practice whcrt
they preoch'or "wolk their tolk", peopie
don't trust them," scrys Riches. "\Alhen thcr
hcrppens people become cymcol,
uruesponsive to chcnge, cu-rd qt worse,
silent sctboteurs."

Finolly, there's the issue of chcn'rging
vqlues cu-rd norms, or qs some
consultcrnts lcdcel them.'cuftwol
cutefcrcts'. The most endruing cn-tefocts
revolve cround rewcnds systems. wtrich
os you'd expect. often tcril to complemen
work/life bolcmce strcrtegries.



-Ensure 
stcdl ctre judged on their

oubomes rcrther thcm how mcu-ry hours
they spend on the job," odvises Gowqrd.

Qne wcry to mqke this hcppen, the
QltR believes, rs to introduce qwcsds Ior
sulervisors nominoted by empioyees lor
prcviding cm environment wNch
qdilresses cnd enhcu-rces both
prcduciivity cu-rd personol needs.

-d,nother key cultr.uol cu-tefqct is the
id€o thot work cor-rd personol tives should
rencttn sepcucrte. This notion ccn-r
sernusly undermine work/life bqlcu-rce
polcies crnd creote urueolistrc
exlectcrtions upon employees.
Encouroge people to rethink the
relrtionship between work ctrrd personql
IiIeby inviting employees, fcrnily
mqnbers to sociol functions (scheduled
qt nritoble times lor children). ctrrd qs crr
extq mecrsure, allow stcdf to hcrve
piclues or other personal objects in their
wcrk cueqs. "Illtren chcnlging workploce
cultrrre, chcn-rge the existing cr:lhuol
cn-tefocts qs well - new culh:rql crtefocts
ccn enhctnce the chcmge process,, the
depcu-tment observes.

'Chonge or perish: tuth or fiction? As is
crttributed to Chcrles Dcu-win. .It.s not the
suongest species thqt survive, nor the
mot intelligent, but the most resporsive
to chcrrge." Itiches, for one, qgnees.
"Mcrrogers who invest time cu-rd
resour@s in tninking through the humcnr
fqctor in chcu-rge initicrtives recognise thcrt
people cse the only key difference they
hcrve. ltrey cu'rd their orgcnrisotions will
notonly survive, they'll tfuive." o

LEGAL EAGLES
Find out more inlormqtion crlcout
Indushiol Relcrtions leg:islation in
your stcte:

NSW
w-ww indusbiolrelcrtions.nsw.gov.cru
vrc
w"ww.irv,vic.gov.cu
AI.D
www.dir qld.gov.cru
TAS
www.dpoc.tos. gov.cru,/divisions/irssm
NT
ww-w. nt gov.cru/nig/indrels.shtml
SA
ww-w.eric sq.gov qu
ACT
ww'w.psm.act.gov.clu
WA
ww-w. wcojc.wcr. gov.qu

THE FOUR STAGES OF CHANGE
The mciority of employees progress through
the following stqges of reqdiness when fqced
with chcnge. Anne Riches suggests
mqnqgers develop q plqn to best nqvigqte
stqff through this process:

Comfortcble oblivion
Employees deny the need to chcnge. They
don't see the point ond resist ottempts or
overtures relCIting to chcrngre.

Mild contemplction
Employees qre lcngely qmbivqlent qbout
whcrt is hoppening, They begin to recognise
the need to CIct, but insteCId procrCIstinqte,

Prepcrrction
The fqct thot CI problem exists becomes
CIpporent to stqff crnd they stort to focus on
solutions, A criticol event often triggers this
(for exqmple, CIn over-worked pcrrent suffers
CI ccrr qccident ccrused by extreme fcrtigue),

Action
Motivation levels reCIch cr peqk cmd employees
take oction. Chonge begins to filter through.
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