CQ Net(C

Organizational Outlook Change

CQ Dossier | Evidence-based Change Management



Dr. Erika Price

Erika Price is a social psychologist, writer, and statistical and methodological consultant based in Chicago,
Ilinois, USA. Erika's research has focused on the psychology of political tolerance and open-mindedness.
In addition to conducting experimental and survey-based research on these topics, Erika helps clients use
methodological and data analytic tools to answer pressing guestions that challenge their organization.

CQ Net(C

CQ Net is the evidence-based management (EBM) team learning platform. Learn strategies &
interventions that have been supported by scientific research. This CQ Dossier is part of the Evidence-
Based Management Learning Team "Managing for change: how to embrace challenges and transform
your organization?”



Is it time to reorient your organization’s outlook? Are you company’s goals too short-
term and reactive, rather than far-reaching and proactive? Does it feel as though people
are always scrambling to deal with emergencies and “put out fires”, when ideally your
organization would be taking carefully planned steps? For these, or many other reasons,
it may be time for you to shift how your organization sets goals, and how members of

your organization consider the future.

Whether your organization is changing in its goals, responding to seismic shifts in the
industry, or working to take a more long-term approach, it may be time for you, as a
manager, to work to shift the future orientation in a useful way. The term future
orientation refers to how employees of an organization, management, and the
organization as a whole considers its long-term prospects, goals, and future. When an
organization takes on an empowered, expansive future orientation, innovation tends to
blossom and growth is easier to accomplish (Seijts, 1998). Below is a review of the latest
scientific research on changing — or improving — the future orientation of your

organization.

Often, an organization’s future orientation arises organically, as a result of how business
is done on a day-to-day basis. However, this can result in an excessive focus on
temporary outcomes rather than big ideas (Aroles & McLean, 2016). If an organization is
always “fighting to survive” in a challenging economic landscape, members of the
organization may develop an outlook that is short-term and survivalist in nature. Such
an approach is typically resistant to risk and change, with very little support for mold-
breaking innovation or challenging ideas. This can, paradoxically, keep the organization

functioning in a mediocre way, always fighting to survive.

As a manager, you must work to help define your goals, and broadcast those goals to
the team. The first step is consulting with management and leadership within the
organization, and working to come to an agreement about what your ideals and long-

term focus should be (Linder & Foss, 2018). Do you want your organization to lead its
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field, in terms of invention and disruption? How much growth do you expect to
experience in the next five or ten years? In which ways will your organization distinguish
itself from competitors? What sectors will your organization have a competitive

presence in, ten years in the future?

Such discussions may take months before you arrive at a consensus. At the end of the
process, you and others in leadership should be in agreement regarding what makes
your organization distinctive, what aspects of the organization should grow and thrive in
the coming years, and what your organizations long-term plans are (Cameron & Green,
2015). These plans should be framed positively, in terms of what your organization will
gain, and how it will improve. Once a dynamic, encouraging, future-focused plan has

been developed, it is time to share it with your team.

The lower an employee is in the hierarchy, the less likely they are to be invested in their
organization’s future. From the perspective of the employees, this is rational — if you're
not sure you will be with a company for the long haul, it is hard to prioritize the
organization'’s success. This outlook can quash productivity and result in a workforce
that is self-protective and self-interested. However, inspirational, effective managers can
reach these employees and give them a sense of personal involvement in their
company's future, helping to boost motivation, innovation, and collaboration in the

process (Strauss & Parker, 2018).

Psychological safety. One way to boost employees’ involvement in the organizations
future is by helping them to feel more secure and safe within the workplace. In
organizational research, psychological safety refers to how secure an employee feels in
their job (Barrick et al, 2015). A psychologically safe employee trusts that they will not be
fired for airing opinions or for taking reasonable risks. Psychological safety is a strong

predictor of attachment and commitment to an organization.
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As a manager, you can improve employees’ psychological safety by showing individuals
that they are valued and seen as indispensable (Carmeli et al, 2014). Make sure that
regular employee reviews highlight the contributions people have made — and consider
using formal recognition of accomplishments, such as financial bonuses or company-
wide awards. Work with employees who challenge you in an appropriate way — and
encourage respectful dissent and guestioning. The more trusted and secure employees
feel in the workplace, the more likely they are to see the organization as a place they

have a future with.

Make goals inspiring. To make your organization more future-focused and energized,
you will need to evaluate in terms of long-term progress rather than short-term goals.
Employees often assess their own performance in terms of short-term benchmarks and
quarterly figures, fearing that if they do not meet the mark at all times, they will be let
go. However, if your organization is going to truly look forward, you as a manager must
cast your gaze farther ahead. If employees are streamlining processes, creating new
ideas, growing their skills, and helping the organization have long-term success, missing
a few short-term quotas or productivity benchmarks should be tolerated (Chadwick &
Raver, 2015).

When articulating goals to employees in your organization, frame things inspirationally
(Edmonds, 2014). As you discuss the organization’s progress, talk about it in terms of
what the group will achieve together, not what is needed from employees. Help
employees to feel that they are part of a larger movement — share your long term
vision, use encouraging, florid language, and make sure to always describe progress as
a team effort. Present your new, future-focused outlook as a source of growth and
motivation, and make it clear to employees how they will stand to benefit from the

organization’'s improvement over time.

When a new process or system is introduced at work, there is typically a period of
improved outcomes, followed by a period of backsliding. It can be easy to meet new

goals and adhere to new processes for a while, but as people get acclimated, they tend
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to slip into their old habits. This can happen with a future orientation, too — a team may
begin with a positive, long-term-focused outlook, but then slide back into old patterns

of working on short-term goals and putting out “fires”, as time wears on.

Reorient employees. When an organization is adapting to change, management must
take steps to keep everyone focused and re-energize people who have lost their
motivation and positivity (Kotlar et al, 2018). One way to do this is by re-orienting
employees on a regular basis. Meetings about long-term goals should occur on a semi-
reqular basis, and should remind employees of where your organization is headed, and
all it has accomplished so far. Again, the key is to frame these reminders positively, so

team members do not feel reprimanded.

Evaluate the process, not the product. When monitoring your organization’'s progress,
make sure to use a blend of process and outcome measures. Employees are resistant
to perceived quotas— they can feel like a threat of punishment. Instead, discuss how
you'd like to see the organization doing business, and how you'd like processes to
change and become more future-focused. Evaluate teams and employees in terms of
their processes and their meticulousness — not in terms of delivering temporary results
(Benson et al, 2015). Place just as much energy into expressing gratitude and
encouragement for achievements as you do into correcting behavior that needs to be
improved. As employees acclimate to this way of being evaluated, they will come to see
themselves as vital members of a vibrant organization with a promising future — and

they will become more and more personally invested in making that future a reality.



Focusing on long-term goals can boost motivation and help make an
organization more distinctive and innovative.

Future goals should be articulated and agreed upon by an organization's
leadership, then broadcasted to all employees.

When employees feel secure and valued within their organization, they have an
easier time involving themselves in long-term goals.

To keep your team focused on the future, hold regular re-orientations where
achievements are celebrated and your long-term outlook is reaffirmed.
Evaluate employees in terms of their work processes, not their short-term

outcomes
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