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Successful organisations can and do change to adapt to the needs of fluctuating markets, changes in government and the increasing demands of stakeholders.  Very successful organisations anticipate such demands and manage change in their organisation in advance of market trends.  Companies operate more effectively if each of the teams within the company are focussed on the same mission or purpose and are working co-operatively towards it.  This aligned state can be best achieved if change is introduced at a number of levels.

Robert Dilts developed a model, the Logical Levels of Change, based on the work of Gregory Bateson the anthropologist.  This model provides a useful framework for deciding at what level it is appropriate to work to achieve the desired outcome and to manage the change.  Learning and change can take place at different levels.







     Mission       Who Else?






     Identity            Who?






 Beliefs/Values          Why?






  Capabilities                 How?






    Behaviour                       What?

Environment                         Where?


1.
MISSION / PURPOSE - refers to the larger system of which you are part.  Successful companies pay attention, to the bigger system.
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2.
IDENTITY - how you think of yourself as a person or how a company defines the identity of its business or the unique value of its business.

3.
BELIEFS - emotionally held views.  Beliefs in a company are viable only if supported by the behaviour of the company’s entire workforce.

VALUES - criteria or qualities you and the company hold to be important and are used as a basis for daily action.  Company values are only valid if covert and overt values are the same.  Agreed values can be a code of company practice if they are genuinely shared.

4.
CAPABILITIES - becoming increasingly known as competencies, these are the skills, qualities and strategies, such as flexibility and adaptability, which we use in our life.  These are increasingly recognised as necessary for proactive change management.  Competency based training recognises this area of need for change but it is one level of six in the model.

5.
BEHAVIOUR - what you do and say, the external expression of the self.  Behaviour is not identity; an individual is not their behaviour.  This is a useful distinction to make.

6.
ENVIRONMENT- refers to what is outside yourself such as the place where you work, the people around you, your friends, the company customers.  This is what we react to.

Bateson’s work suggests a natural hierarchy.  Change at a lower level will not necessarily affect higher levels.  Change at a higher level always changes things on lower levels.

Painting the bedroom will not solve a marriage problem where the couple no longer believes in its viability.  

Buying new office furniture will not change an individual’s belief about her capabilities unless her manager indicates such.

In order to bring about change it is necessary to work at the level above the one you want to influence.
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Exercise 1

Generate some statements reflecting different levels.  Here are some examples:

Environment

This is a good region for my work in sales.





This region is a good place to be a manager.

Behaviour

I made that sale today.





I was able to solve that problem.

Capability

I can sell this product to people.





I can manage my people well.

Beliefs


If I do well at sales, I will be promoted.





When that sale closes, my cheque will be great.

Identity


I am a good salesman.  I am a good manager.

Mission/Purpose
          Our company’s mission is to sell the right product 



                     in the right way to the right customer.
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Exercise 2

Environment:



Where do you work?  What are the external influences in your life and on you?  Where do you not work that you would like to work?
Behaviour:

What do you do?  What behaviour do you have that you prefer not to have?   How do your behaviours reflect you?
Capabilities:

What are your key capabilities?  What skills do you not have that you would like to have that would enable you to be who you are or want to be?
Values:

What is important to you about what you do?  What factors influence your decisions?

Beliefs:

What do you believe is true about you and those around you that enables you to do what you do?  What beliefs do you hold about yourself?  What beliefs would you like to hold that are not currently present?
Identity:

Who are you?  What is your purpose in business/life?  Who are you not that you would like to be?

