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	EcoRecycle Victoria’s Waste Wise Industry Advisor 

Tool Kit 




Changing organisational culture 

Changing the way we do things around here

Summary

An organisation’s ‘culture’ is the way it operates and the ways in which staff members interact. Culture is typically complex and, having become established over time, can be very resistant to change.  The effectiveness of waste and environmental management plans can be reduced if it does not suit an organisation’s culture.  Although the development of such plans should try to be compatible with existing culture, sometimes the culture will need to be changed.  The rate of change can be accelerated through the development of a change strategy. 

Such a strategy needs to influence an organisation’s culture by:

· opening up strong two-way communication channels;

· broadcasting clear messages;

· aligning people around a common purpose; and

· involving everyone in taking action.
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Introduction

Culture permeates an organisation and encompasses the following:

· the way things are done in an organisation;

· the values of the people in the organisation and their relationships with each other;

· the history of the organisation that shaped the way it is now; and

· hopes for the future.

Culture can be extremely complex and there is no single prescriptive approach to achieving change.  However, the three stages outlined below help us to understand the process of change.

Stage 1
Initiating change: - beginning to work in unfamiliar ways

Stage 2
Sustaining momentum as early successes are achieved and linking with the larger organisational culture.

Stage 3
Rethinking and redesigning systems to incorporate changed practice.

The introduction of changes to an organisation’s procedures will meet many barriers as personal beliefs are confronted, power structures are reordered and new behaviours are required. A manager’s role is to guide, support and enable change. 

Objectives

The objectives of this organisational change tool are to:

· engage your organisation in creating a vision of its sustainable future;

· create and support project teams to initiate and lead change;

· encourage organisational learning and participation in change initiatives; and

· integrate waste minimisation and sustainable resource use within your organisation’s culture.

Organisation Benefits

Some of the likely outcomes of any program entailing organisational culture change are:

· Increased value of the human resource within your organisation as workers become more knowledgable, acquire new skills and develop greater leadership capacity;

· Increased productivity of your organisation through increased motivation and greater satisfaction in the workplace; and

· Greater flexibility within the organisation as people adapt to change and strive for continual improvement.

Description of the tool

The tool consists of a number of steps (not necessarily sequential) to bringing about a change in your organisational culture.  These include:

· creating a shared vision;

· building a project team;

· providing information and sharing ideas;

· involving everyone;

· collecting data and planning for improvement; and

· integrating within core business.

Worksheets and further information are provided in Appendices to support implementation of the strategy. 

How to use the tool


A shared vision is not an idea. … It is, rather, a force in  people’s hearts, a force of impressive power.


[Senge, P. (1990)]

Shared vision is the answer to the question “What do we want to create?” It is shared pictures or images people carry in their heads and hearts that connect and bind them together to achieve a common purpose. Engaging the organisation in building a shared vision will help to create motivation and readiness to change.

Peter Senge and others (1994) describe strategy for building shared vision in organisations that acknowledges the five development stages below:

· telling – the organisation follows the boss’s vision;

· selling – the organisation buys into the boss’s vision before proceeding;

· testing - the organisation reacts to one or more of the boss’s ideas before proceeding;

· consulting - the organisation provides creative input into the development of the boss’s vision before proceeding; and

· co-creating – the members of the organisation and the boss build a shared vision together using a collaborative process.

The stages build the listening capacity of top leadership and the leadership capacities of the rest of the organisation. Organisations tend to be predisposed to one of the stages. Assessment of the current stage may help with planning.

In taking up the challenge of waste prevention, guiding principles need to be developed to align people around a shared purpose and destiny. The core of guiding principles is the organisation’s vision, values, purpose or mission and goals. These need to address not only the economic aspirations but encompass social and environmental aspects of the organisation’s activities. 


Core of guiding principles

· Vision: an image of our desired future

· Values: how we expect to travel to where we want to go

· Purpose or mission: what the organisation is here to do

· Goals: milestones we expect to achieve before too long

Managers with a sense of vision communicate in such a way as others are encouraged to share their visions. Shared vision emerges from personal vision and is spread through personal contact, dialogue and networking, therefore, managers need to listen to people and channel their enthusiastic initiative without stifling it. Appendix 1 describes an activity to help begin creating a vision for the organisation and Appendix 2 provides information on core guiding principles adopted by other organisations. 


The organisational model based on hierarchy and conformity is proving less able to meet competitive challenges. A new ‘team’ model environment has evolved. A ‘top down’, ‘stay in control’ management approach is being replaced by a learner role open to broader participation by all staff members.

The advantages of the team model are:

· the acquisition of knowledge through the 

        generation of new ideas;

· improved relationships through the establishment of new connections between departments;

· momentum for change as individual ownership and commitment develop; and

· increased productivity as people think for themselves and accept responsibility for their actions.

When establishing project teams:

· gain senior management commitment and support by spelling out the business case for sound environmental practice (see Appendix 3);
· create a diverse working group that involves representatives from different levels of the organisation and relevant sections of the business/organisation to ensure that the work will get done;

· ensure that the team is neither too large nor too small (minimum of three and maximum of twelve);

· appoint a team leader to manage group processes and facilitate the achievement of goals;

· clearly map out the responsibilities of the team and define the relationship between the team and other parts of the organisation; and

· specify realistic goals to be achieved.

Support the team by providing:

· time for the team to meet and for actions arising from meetings to be implemented;

· training to develop skills required to work effectively in teams and to develop, implement and evaluate projects, for example: 

· communication skills for dialogue;

· self-management;

· planning;

· decision making;

· data collection and analysis; and

· resources such as information, money and mentoring.

Ensure there are outcomes by:

· fostering a positive, safe team environment where a high level of trust exists;

· creating a framework for tasks to be completed for example agendas, minutes and action sheets specifying responsible people and time frames; 

· providing feedback on team performance and rewards; and

· maintaining links between the team and the rest of the organisation.

Communication is the key to transforming organisational culture. The provision of information builds understanding, allows people to engage in respectful conversation to build commitment, aligns people to work toward a common purpose and contributes to continual improvement.

Provide clear and memorable messages that:

· demonstrate the environmental impacts of your business/organisation’s activities and the environmental issues associated with these impacts;  

· highlight the benefits to be gained from implementing new initiatives to improve environmental performance;
· contain information about new organisational initiatives outlining the  ‘who, what, where, when, how and why’;
· suggest personal actions to be taken to reduce environmental impacts; and

· challenge people to participate to meet goals.

Encourage respectful conversation and the exchange of ideas by:

· providing time in meetings for people to share their endeavours, promote successes and explore difficulties;

· organising forums for the discussion of new ideas and their applicability to the organisation;

· fostering the practice of listening; and

· valuing individual contributions and promoting broad participation.

Feed information back to the organisation:

· present information in a variety of formats such as pictures, charts and lists;
· provide feedback on outcomes and recognition of participation and achievement; and

· establish clear lines of communication to disseminate information from the top down and the bottom up and to spread knowledge from one part of an organisation to another.


If you do what you have always done you are likely to get what you always got.

Establishing and maintaining individual commitment is the key to the success of your program.  Many environmental initiatives are actively dependent upon staff involvement, for example, paper recycling schemes and energy efficiency campaigns. Stakeholder involvement is also important to the success of initiatives such as working with suppliers to reduce packaging.

Put systems in place to facilitate change by:

· analysing the factors that contribute to current behaviours 

· identifying systems that will support desired behaviours and outcomes

· introducing systems to assist improved environmental performance for example

· materials substitution

· technology change

· process change or equipment and layout changes 

Provide clear guidance to help individuals participate by:

· briefing people on any changes to their daily work and the benefits of the changes;

· displaying clear instructions for new procedures;

· listing people who are available for further explanation and help; and

· outlining personal action to reduce environmental impact that individuals may take during their daily work.

Encourage participation by:

· promoting the environment in engaging, relevant and creative ways;

· developing understanding of the connection between personal action and outcomes;

· consulting, collaborating and providing mechanisms for suggested improvements to be considered;

· taking a light hearted approach so that people may enjoy participating and striving for improved performance;

· acknowledging, rewarding and celebrating individual, team and organisation achievements;

· integrating targets within key performance indicators; and

· introducing disincentives for non-participation.

It is useful to review and evaluate progress on a regular basis.  These processes can provide a valuable confirmation of progress and give an organisation the opportunity to identify and highlight strengths or weaknesses.  Data available from monitoring provides feedback on system performance, allowing for corrective measures to be implemented. For example technical advice from specialists is much more effective when coupled with  educational programs for personnel at all levels.
Decide on measurements of success and collect data to:

· examine a variety of measurement tools for example, $ saved, audits, surveys, shipping dockets, absentee rates, number of people participating, observations and stories told;

· select several measurement tools and match them with established targets; and

· document a process for collecting data, establish time lines and allocate responsibility.

Compare data before and after a change initiative, for instance:

· audits can be very useful in establishing baseline data and give a snap shot of the current state of play;

· photographs taken before and after help to map the changes that occur; and

· recording peoples’ perceptions of the organisation’s environmental performance at the beginning and the end of a project or a set period of time.

Review process and recommend improvements that:

· include feedback and input from staff, suppliers and contractors;

· answer questions such as:

· What worked well?

· If we were to do it again, how would we do differently?

· What do we feel proud of?

· What has remained undone? 

· Now that we have a better understanding, what are the next most important targets?

It may be useful to write a report documenting what happened, achievements and recommended future actions.  This report should be tabled with senior management.


Although early initiatives to improve environmental performance will be the responsibility of a particular person or project team(s), sound environmental practices need to become in grained within the organisation and become part of the way work is done as has become the case for Occupational Health and Safety.

It is essential that environmental issues are integrated into all departments, including:

· finance (eg include an environmental impact assessment for major investment decisions, reporting cost of managing environmental issues), 

· purchasing (eg purchasing policy could specify environmental requirements for all suppliers, require reusable packaging, source materials with recycled content)

· maintenance (eg ensure oil spills are contained and cleaned up, ensure equipment meets any licence operating requirements)

· operations (eg minimise offcuts at end of production runs, monitor quantity of off-specification product, optimise use of resources and energy during processing, include environmental issues at meetings)

· marketing (eg look for opportunities to promote environmental benefits of the products/services offered, educate customers about how to minimise environmental impact during product use/end of life

· training and development (eg include environmental competencies for all staff, build environmental responsibilities into all position descriptions, include individual contribution towards implementation of the environment policy in personal appraisals

Potential pitfalls

It is easy to become discouraged when trying to change culture. People and systems resist change for many reasons. Introducing different ways of doing things confronts peoples’ prior learning and their assumptions about themselves and their workplace. Working in teams can reorder power and give rise to fears about loss of power and anxiety about whether new power can be managed. Try to understand why the system responds as it does and your own attitude toward it and look upon your experience of change as an opportunity to improve.

Listen for the comments in the table below. They indicate challenges that may thwart the change process. Understanding the real problem or concern that people have will help you to develop strategies to overcome them.

Stage 1
Initiating change: - beginning to work in unfamiliar ways

	Comment
	Challenge

	We don’t have time for this stuff
	Control over time and having the flexibility to devote time to reflection and practice.

	We have no help
	Inadequate coaching, guidance and support for innovating groups and of ultimately developing internal resources for building capacity

	This stuff isn’t relevant
	The case for change, articulating an appropriate business focus and showing why new efforts are relevant for business goals

	They’re not walking the talk


	Leadership clarity and consistency. The mismatch between behaviour and espoused values.


Stage 2
Sustaining momentum as early successes are achieved and linking with the larger organisational culture.

	Comment
	Challenge

	“This is a waste of time”

“Interesting” and “Out of control”.
	Fear and anxiety - Underneath people have deep concerns about exposure, vulnerability and inadequacy triggered by the conflict between increasing levels of candour and openness and low levels of trust among project group members

	This stuff isn’t working
	The negative assessment of progress represents the lack of connection between the organisations traditional ways of measuring success, both metrics and time horizon and the achievements of a project group.

	“We have the way” say the people in the project team; ‘They’re acting like a cult” say the people around them.
	Isolation and arrogance occurs when the true believers in the project group confront their non-believer counterparts outside the group. The project group and the rest of the organisation system consistently misinterpret one another


Stage 3
Rethinking and redesigning systems to incorporate changed practice.

	Comment
	Challenge

	Who’s in charge of this stuff?
	The prevailing governance structure and conflict between project groups seeking greater autonomy and managers concerned about autonomy leading to chaos and internal, fragmentation

	We keep reinventing the wheel say people through out the organisation.
	Lack of diffusion occurs when people can’t easily transfer knowledge across organisational boundaries making it difficult to build upon each other’s successes around the system.

	Where are we going and what are we here for
	Inconsistency of strategy and purpose where the organisation as a whole must get involved in revitalising and rethinking it’s business focus, its contribution to it’s community and it’s identity.


Useful information and resources

Books

Anderson, R. C. (1998). Toward a sustainable enterprise: The Interface Model> Mid-course correction. The Peregrinzilla Press, Atlanta GA.

Dunphy, D. (2000), Sustainability, The Corporate Challenge of the 21st Centry, Allen & Unwin, NSW.

Hirschhorn, L. (1991). Managing in the new team environment: Skills tools and methods. Addison-Wesley, Reading MA

Richardson, T, Macneish, J & Lane, A. (1996). Teams: the first twelve weeks. Don’t Press, Warrandyte, Vic Australia.

Senge, P., Kleiner, A., Roberts, C., Ross, R., Smith, B. (1994).The fifth discipline fieldbook. Nicholas Brealey Publishing, London.

Morgan, G. (1993). Imaginization: the art of creative management. Sage, Newbury Park.

Audio tapes

Senge, P., Kleiner, A., Roberts, C., Ross, R., Roth, G., Smith, B. (1999). The Dance of change. Bantom Doubleday Dell. New York

Disclaimer

The contents of this document are provided as a community service to increase awareness and consideration of environmental management issues only.  While EcoRecycle Victoria believes that informed decision-making on environmental management issues by organisations generally will be in the public benefit, it makes no claim as to the accuracy or authenticity of the content of this publication and, to the fullest extent permitted by law, does not accept liability to any person for the information or advice provided in this document or incorporated into it by reference.

EcoRecycle Victoria advises you to evaluate and make your own judgement of the information in this document and, to the fullest extent permitted by law, it will not be liable for any loss or damage incurred as a result of reliance placed upon the content of or use made of this document.  The document is provided on the condition that all persons accessing it, or seeking to make use of the information contained in it, undertake responsibility for assessing the relevance, completeness and accuracy of its content.

The liability of EcoRecycle Victoria for breach of any implied warranty or condition relating to this document which cannot be excluded is limited at EcoRecycle Victoria’s option to either: 

(a) the supply of the document (or an equivalent document) or services again; or

(b) the payment of the cost of having the document (or an equivalent document) or services supplied again.
Appendix 1 - Benefits of participating in EcoRecycle’s Waste Wise Business Program

Managing the environment is of growing importance and will become inevitable because natural resources are finite and companies need a social license to operate. This is evident in the increased use of triple bottom line accounting.

The following benefits may be realised from the introduction of waste minimisation initiatives:

· cost savings through reduced inputs and less waste;

· easier access to finance as the demand for green investment increases;

· less negative environmental impact;

· development of human resource base and better staff morale;

· marketing tool to gain a competitive edge; and

· public recognition through EcoRecycle’s Waste Wise Business Program.
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Appendix 2 - Creating a vision

Introduce the purpose of the activity (to begin to create a vision of the organisation five years from now) and explain what will be happening.

Ask the participants in the group to relax, close their eyes and imagine the organisation five years from now. Slowly read the following statements to help create a mental picture. 

· the physical environment is now …

· the sorts of products and services produced are

· the clients we now have are …

· I am working with others …

· I am contributing by …

· The things that are important around here are …

· We have become a leader in environmental management by …

Ask people to hold on to their images of the future as they come back to the present, sitting in their seats in this room.

Provide each person with butchers paper and coloured markers and ask them to draw a picture of the organisation five years from now.

When the drawings are complete stick them on the walls around the room for everyone to see.

Ask for several volunteers to talk about their vision.

Complete the activity by drawing together common ideas, recurring themes and issues for further discussion in a future forum.

Appendix 3 - Guiding principles

Globally, organisations such as the Institute for Sustainable Development and the United Nations have developed principles and challenge organisations to embrace and enact them, for example:

· Support a precautionary approach to environmental challenges;

· Undertake initiatives to promote greater environmental responsibility; and

· Encourage the development and diffusion of environmentally friendly technologies.

Ethical investment funds have also been active in developing sustainability principles including:

· Reduction and progress toward eliminating the release of substances that may cause environmental damage to Earth or its inhabitants. Protecting open spaces and preserving biodiversity;

· Sustainable use of renewable natural resources and conservation of non-renewable natural resources through efficient use and careful planning; and

· Reduction or elimination of waste through source reduction and recycling.


[Dunphy, 2000)

The Natural Step adopts a systems approach and has defined four system conditions for us to live sustainability on this planet (refer to Tool # 6, Business Sustainability for more information).

An increasing number of organisations including the carpet manufacturer Interface are using these principles to guide sustainable development (Anderson, 1998).

Step 5 Collect data and plan for improvement





Decide on measurements of success and collect data


Compare data before and after a change initiative


Review progress 








Step 1 Create a shared vision





Select a strategy for building shared vision


Engage the organisation in defining what they want to create


Establish core guiding principles for waste prevention and sustainable use of resources





Step 2 Build the project team(s)





Establish project team/s


Define the operating parameters and the goals to be achieved


Ensure the team has adequate time, resources and support 





Step 3 Provide information and share ideas





Provide clear messages


Opportunities to share ideas


Feedback to the organisation





Step 4 Involve everyone





Put systems in place to facilitate change


Provide guidance


Encourage participation








Step 6 Integrating within core business





Ensure waste minimisation and sustainable use of resources are fundamental to your organisation
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