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Whole Scale Change at Engineering-Stamicarbon

(Excerpt from the Management Executive Letter by Eric Jan de Widt, Director
DSM Engineering-Stamicarbon)

Engineering-Stamicarbon is on the move. On the move to deliver value. As
are our clients, Engineering-Stamicarbon faces a fast changing business envi-
ronment. Furthermore, there are changes in society, on the labor market and
in technology. In response to these developments, we want to transform En-
gineering-Stamicarbon (ES) to an organization which is able to constantly
adapt itself and which is focused on delivering value to our clients. From the
start of 2000, the entire organization has been involved in a change process,
which focuses both on strategy as well as behavior and work processes.

Whole Scale Change

As model to facilitate the change process, we decided to embrace the Whole
Scale Change (WSC) methodology. WSC provides a mechanism for system-
wide organizational change and for creating a paradigm shift. Four basic
principles of WSC are:

Wisdom is in all people. By connecting people, jointly we have all the
wisdom we need to find the answers;

People only support change when they have made a contribution to it;
Sharing experiences and knowledge in a cross-functional and cross-
hierarchical way helps to obtain new views and enables organizations
to make a paradigm shift;

Solutions must be focused on the interconnectedness of people, pro-
cesses and technology. Solutions leave one of these out will probably
not work long time because they will not be system solutions.

People of Rijnconsult were selected as process consultants, based on their
experience with WSC.

The Management Team of ES is the sponsor of the change process and de-
fines the issues to be addressed, such as professionalism and client-
orientation, coaching style of management, ICT opportunities and know-
ledge management. Furthermore, we requested a Core Team to come to a
new and widely supported mission, vision, strate gic objectives and values &
principles for ES. We gave this Core Team the lead in the process and the
team has taken responsibility from kick-off until implementation of the action
plans. The Core Team is, as many other teams who were involved, a diago-
nal slice of the whole organization (microcosm)
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Accelerating change.

An important accelerator in Whole Scale Change proved to be the so-called
Large Scale Event (LSE). At such an event, all co-workers, or at least a critical
mass, meet with the purpose to share each other's reality and, based on that,
create a common picture of their preferred future and reach agreement on
strategic goals and e.g. action plans to reach that preferred future.

The first Large Scale Event (LSE)

On 18-20 September, ES held its first Large Scale Event, (see also last page).
The purpose was to first connect external trends, customer views and the
multiple realities living in the organization. Thereafter, based on these inputs,
to jointly formulate the new, widely supported, mission, vision, strategic ob-
jectives and values & principles for ES. The idea behind this event was that
first the complete organization should understand and support the new strate-
gic direction of ES. From there, with the energy uncovered at the event, the
co-workers will jointly work on the realization of the objectives.

Communication

From day one in the process, communication has been given a lot of atte n-
tion. First of all, to manage the expectations around the whole process and in
particular the LSE. And secondly, to exchange opinions and discuss important
topics between co-workers. Tools applied include a dedicated web site with
open forum, numerous interactive communication sessions in small groups
and visual presentations.

Keeping the flame of change burning

The Large Scale Event turned out to be a big success and although ES is in
fact only just starting the Whole Scale Change, the event has already contri-
buted to new dynamics in the organization. Firstly, bringing together co-
workers from different hierarchical levels and functional departments gene-
rates new insights. People tend now to be more open to colleagues, also from
other departments. Also people could practice with both giving short and clear
presentations to make their ideas clear to others and by real listening. Fur-
thermore, after the Large Scale Event, the attitude towards change is positive.

Competencies

At present several task teams are setting up action plans to realize the strate-
gic objectives, with clear, ambitious milestones for the end of this year, These
objectives include reviewing and re-selecting the competencies of ES based on
added value for DSM Business Groups and utilizing these competencies max-
mally. Other objectives deal with the organizational concept in order to pro-
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People do what they help create

vide integral services and obtain a client-focused attitude.

The challenge now is to keep the flame of change burning and to really deliver
value as a challenging partner for DSM business groups, by transforming busi-
ness needs into manufacturing solutions and by licensing of technology.

Keep the flame of change burning
by Douwe Minkema

People in all organizations undergoing change are very concerned about how
to keep the momentum of change going. How do organizations sustain the
high level of fire and commitment that they experience during a Large Scale
Event?

Meaning x Hope x Power = Energy

Meaning comes from embracing the purpose, direction and plans for the or-
ganization; it is achieved when everyone in the organization owns the stra-
tegy, understands the structure of the change process, and, as part of a mi-
crocosm, engages in the change work of the organization.

Hope comes from knowing that the organization is being successful in its
change efforts. People can nurture hope when they see the organization can
learn and apply its learning as it goes forward and see demonstrable results.
Hope stays alive through having metrics that measure the outcomes of the
change efforts, monitoring results by those metrics, and keeping the system
whole.

Power comes from having a critical mass of the organization actively engaged
in the change efforts. Empowering more people supports the power in each
individual to sustain the change process. Power comes from exercising the
ability to influence. Sustaining momentum becomes easy when people feel
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