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1. What is CAS?

This booklet is designed to help you understand your results on the CAS Survey and
their application personally and to your organizational setting. The CAS System is a
roadmap of activities that successful leaders use to lead significant change initiatives.

CAS is comprised of three major phases and nine interrelated factors. Awareness,
understanding and utilization of the factors increase the likelihood of successfully
managing strategic change personally and organizationally.

CAS is different than virtually every other change management survey because it
measures your firm’s progress on a specific change. Climate surveys are good at
assessing the overall attitude of employees. They tend to ask general questions about
items such the company’s identity, its benefits, its physical infrastructure and its
management practices. CAS asks targeted questions about your firm’'s change
leadership practices regarding a particular change initiative or group of initiatives. It is a
precise, focused assessment versus a broad-spectrum impression.

The CAS Phases

Phase A: Creating — to produce or bring about a desired course of strategic
action.

Phase B: Accelerating —to hasten the development and progress of the strategic
change.

Phase C: Sustaining —to prolong, institutionalize and nourish the strategic
change.
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The Three CAS Phases and the Nine Interrelated Factors

Accelerating

Factor 1. Implementation History. It is imperative to understand objectively the
organization’s history of change management activities to create strategic change,
openness, experience, skills and culture. Many organizations lack awareness of their
change management history, causing them to repeat mistakes.

Factor 2. Clear, Shared Direction. Having a clear, shared mindset regarding the
objectives and outcomes of the strategic initiative across key internal and external
stakeholder groups provides a clearly focused and understood target and coordinated
action. The objectives and outcomes of the change initiative should be both positive and
inspiring, worthy of the activity needed to reach them if they are to mobilize the energy
of employees.

Factor 3. Sense of Urgency. In addition to creating a clear, shared Direction, leaders
must clearly spell out the need for a heightened sense of personal Urgency around
certain, critical priorities. We live in a time when everything seems urgent. However,
when everything is urgent, there are no clear priorities. Strategy means making tough
choices. Urgency also involves providing stretch goals to organizational units and
individuals and illustrating the painful consequences of not changing for the organization
and for individuals.

Factor 4. Capacity. Increasing the organization’s capacity to change necessitates
defining important roles and responsibilities in the process, involving the right people
and equipping them with the skills needed to manage the change. Increasing capacity
also involves clarifying priorities, allocating enough financial and human resources to the
change process and removing barriers to change.

Factor 5. Commitment. Commitment (as opposed to compliance or apathy) is
participating in the change process because one wants to not because one has to. Itis a
choice. Key executives, implementers and employees must believe that the change is
the right thing to do. Having open dialogue about the change and maximizing
involvement enhances the commitment of employees that elevates their productivity and
determination. Too many firms assume that dramatic changes can be made merely
through compliant-based behavior.

Factor 6. Value Confluence. A simple truth is that we are more comfortable with change
if that which we seek and how we seek it are congruent with our personal and
organizational values. Sometimes, however, we need to change the values of our
organizations to keep up with new demands. Knowing how a change initiative will affect
or be affected by individual and organizational values helps one to plan for and trouble
shoot issues that are likely to arise that can slow down implementation.

Factor 7. Aligned Systems. Organizational structures and business systems such as
information technology, manufacturing, promotion and compensation need to reinforce
the changes in a positive manner. Roles and responsibilities need to be reviewed and
sometimes reconfigured. And, new business systems may need to be created to support
emerging activities. In some organizations, changes are not sustained over time
because the current organizational reality is stronger than the vision and promise.

Factor 8. Aligned Behavior. Clear expectations must be set for employees. The new
behaviors associated with these expectations must be monitored. Positive behaviors
must be rewarded and those behaviors that are impeding the change process need to
be addressed. Change processes fail in some firms because employees are allowed to
block change.

Factor 9. Metrics/Monitoring/Learning. Organizations with successful change practices
develop and utilize three to six critical success factors (outcome measures) to gauge
their success. Each success factor (e.qg., financial performance) may include more than
one metric (e.g., ROI, cash flow, EVA). Their success factors and metrics are based on
their statements of strategic Direction (vision, objectives, guiding principles, etc.) The
factors and metrics derived from this practice need to be used to improve the change
management practices of the organization to ensure that change practices become a
core competency of the firm.
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Factors and Purposes

The following chart describes why each of the nine factors is an important element of
successful change leadership practices for you and for your organization.

Creating Change

Factor Purpose

1. Explore Implementation History Build awareness of historical problems to mend
and best practices to incorporate in change
activities.

2. Create Clear, Shared Direction Develop a common strategic intent across
stakeholders to the change.

3. Focus Urgency Mobilize the key stakeholders in the change
process.

Accelerating Change

4. Garner Commitment Ensure that employees are working toward
goals at a high level of energy and productivity.

5. Determine Value Confluence Minimize value conflict and resistance to the
change process. Changes go more smoothly
when the values of key individuals and those of
the change process are complementary.

6. Create Capacity Remove blockages to change progress and
provide resources and support to enable
individuals to work toward change goals.

Sustaining Change

7. Align Systems Make sure your organizational systems and
rewards support the change initiative.
8. Align Behavior Ensure that the behavior of key individuals
support and nurture the change process.
9. Create Metrics/Monitoring/ Having both hard and soft measures of change
Learning Systems & Actions in place helps individuals and groups track

progress. Monitoring and improving metrics
promotes goal-oriented behavior learning and
improvement.
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The Human Factors Continuum

These phases and elements are represented in a continuum with the positive effect of
leadership paired with its negative effect in the following Human Factors Continuum.
Where is your firm on each factor? Where should it be?

Unaware of
Implementation History

Lack of Clear, Shared
Direction

Complacency

Apathy

Value Conflict

Lack of Capacity

Mis-aligned Systems

Mis-aligned Behavior

Lack of Metrics/
Monitoring/Learning

CAS is used as atool that helps

Creating

Accelerating

Sustaining

Aware of
Implementation History

Clear, Shared Direction

Sense of Urgency

Commitment

Value Confluence

Capacity

Aligned Systems

Aligned Behavior

Metrics/
Monitoring/Learning

CAS has been used as a
change tool in the USA,
Germany and

Hungary by:

Small businesses and
multinational
corporations.

Local, state and
national government.

Privately and publicly
held firms.

Educational
institutions.

Manufacturing,
healthcare,
consulting, and other
industries.

¢ Individuals better understand and improve their personal orientation to a specific

change.

e Organizations assess where they are in a change process and take targeted steps
to improve performance.

Specifically, organizations use CAS

e As a basis for asking a client questions about a change they face.

e As the heart of a workshop about being a greater contributor to a change initiative.

e As an organizational readiness assessment survey.

e For aretrospective analysis of a particular change in a firm’s history.

e To follow-up on the implementation of a strategic plan.

e In a pre-test post-test methodology to assess where a change is not working, to plan
and implement actions to improve the likelihood of success and to measure the

effectiveness of the actions taken.

e As a part of a personal coaching relationship.
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e Inasmall group or department to cause a deeper conversation to happen about a
change.

e To assess broadly a change that is not perceived to be doing well.

To compare how different stakeholders to a particular change view the change (e.qg.,

different manufacturing plants’ experience with a technology initiative).

To train a group of managers how to be more effective leaders of change.

To train internal consultants in a common methodology and language of change.

To collect data for scholarly research.

For cross-cultural comparisons and insights.

To get personal feedback on a change that you initiated.

To train a large segment of a firm in a common methodology and language of

change to improve the firm’s capacity to change by saturating the company culture.

Scoring

CAS questions are scored on a seven-point scale (1 — 7), where one can mean either
low or disagree and seven high or agree. Your scores are presented as averages.
Average scores for each phase and factor are made up of a few to several questions. It
is helpful to think about your scores as being low, medium or high on the scales since
they are average scores. The midpoint is four. Generally scores above four are
considered stronger or higher and scores below four are considered weaker or lower.

LOW MEDIUM HIGH
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Descriptive Phrases

Individuals have used phrases to describe their scores for each category. The following
phrases have been taken from their statements. It may be helpful to check or circle

those phrases that apply to you as you think about your change. And, look for patterns
across LOW, MEDIUM and HIGH scores.

Creating

1. Implementation History

LOW

MEDIUM

HIGH

We seem to make the
same mistakes again
and again.

We don’t seem to
want to talk about
change initiatives that
we completed in the
past.

The scale of the
changes we are facing
is huge and we
haven’t had to work
through anything as
big before.

We are doing a better
job of understanding
how we contribute to
the problems of
change.

There is more
openness to talking
about what works and
what doesn’t work
regarding change
management.

We have had more
experience with
managing change.

We have overcome
our implementation
history problems and
have trained
employees in the art of
change.

We review our
implementation history
before we start a new
change.

We define the
principle by which our
change initiative will
be lead before we
start.

2. Clear, Shared Directio

n

We don’t know where
we are going.

I'm not sure of what to
do.

There are conflicting
views of the future.

The future is a little
foggy but clearer than
it has been.

| have some clarity as
to what my priorities
are.

Many people agree
with our Direction.

Our vision of the future
is crystal clear.

| understand what my
priorities are.

The agreement on our
Direction goes deeply
into the organization.

3. Sense of Urgency

| don't really care.

| don’t see what is in it
for me.

Nothing ever changes
here.

This is pretty important
to me.

| could benefit from
this change if it goes
well.

I am hopeful this will
work.

| have a lot riding on
the success or failure
of this.

| see a lot of positive
energy.

| have confidence in
our ability to succeed.
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Accelerating

4. Capacity

LOW

MEDIUM

HIGH

There are so many
changes going on that
| am overwhelmed.
Everything is an A
priority.

We don’t have the
skills to do this.

My plate is full and
barely manageable.
My priorities could be
clearer.

Our skills in change
management are
growing.

I work only on the
most important
priorities we have.
We discuss our
priorities frequently
and reorder them as
needed.

We are very adept at
leading and managing
change.

. Commitment

e | don't think this is the
right thing to do.

e Leaders don't have
much respect or
credibility here.

e | don't see how this
will help the company
or me.

I'm not sure that this is
the best action for the
company to take.

I don’t have complete
trust in the actions of
leaders in my firm.
We will see if this will
work.

| believe that this is
the right thing to do.
| support this
leadership initiative.
The business will
benefit greatly as a
result of this change.

. Value Confluence

e This might be good for
the company but it
sure isn’'t good for me.

e | don't appreciate how
the change is being
managed.

e This change effort is
causing conflict.

I’'m not certain yet how
this change will affect
me.

The change process is
being managed okay.
Some of the conflicts
that the change effort
is causing are being
surfaced.

This change effort will
benefit me greatly.
The change is being
managed to deal
appropriately with
conflicts.

My values and in
alignment with the
values represented in
the change effort.
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Sustaining

7. Aligned Systems

LOW

MEDIUM

HIGH

Management hasn’t
aligned our systems
against the need of
the change.

We are rewarding the
wrong things.

Our roles and
responsibilities don't
make sense.

Some of our systems
don’'t make sense
since the change.
Management is aware
of the need to realign
our systems and
structure.

We are working to
realign our systems.

We have realigned our
systems to better
support our change
effort.

The right behaviors
are being rewarded.
We have clarified roles
and responsibilities.

8. Aligned Behavior

Leaders are not role
modeling the correct
behavior.

The behavior of some
key people is not in
synch with the plan.
Management is not
doing anything to
confront mis-aligned
behavior.

Some leaders are
inconsistent in their
behavior.

Many followers’
behavior is not always
consistent with the
change.
Management seems
reluctant to manage
inconsistent behavior
of important people.

Leaders consistently
model the right
behavior.

Followers’ behavior is
in alignment with the
change.

Mis-aligned behavior,
on core premises, is
managed.

9. Metrics/Monitoring/Learning

No metrics are in
place to measure the
change process.

We have measures
but we don’t use them.
We only measure hard
factors like financials.

We have some
measures in place but
I’'m not sure they
measure the right
things.

We use information
we collect
inconsistently.

We are attempting to
put in place some
metrics on the human
aspects of change.

We have developed
measure to chart our
progress on the
change.

We use the
information we collect
to improve our
performance against
the change’s
objectives.

We measure both
hard and human
factors.
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2. Survey Interpretation

The best way to interpret an individual survey is to approach it in a systematic way using
the following sequence of questions.

Individual Interpretation Steps

1.

The Three Phases. Begin by reviewing each of the three phases in the order of
creating, accelerating and sustaining. Review the definitions to clarify their
descriptions as needed.

Average Scores for Three Phases. Notice whether the average scores for the three
phases are above, below or at the 4.0 mid-point. Do the averages truly represent
your view of how the change initiative is being led?

The Nine Factors. Review the scores for each of the nine factors. Note which scores
are high, medium and low. Now try to see relationships between the factor scores
and general patterns as you view your results as a whole.

Quadrant/Phase Comparison. Review each of the phases in more depth and in
relation to one another - creating, accelerating and sustaining. Are they high,
medium or low? Is the average related to the lifetime of the change process? For
example, sometimes creating is above average and accelerating and sustaining are
lower because the change process has just begun.

Archetypes: The Four Basic Types of Shapes. There are four basic shapes that CAS
shows. While there are many shapes possible, these four represent the most basic
patterns. (See next page.). Gaining a better understanding of the four base
archetypes will help you better understand your scores and shape. Review the
following examples. Try to find the shape that is most like your shape. How is your
shape similar to or different than the examples shown? Which aspects of the
description do you agree with? Disagree with? What else would you add for your
specific shape?
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The Four Shapes

A. The Compressed Shape. A Tiniseaaition tiskery
compressed shape is identified by
most or all of the averages being less
than 3.0 one full point below the
midpoint of 4.0.These are all low
scores signaling that you might have a
low opinion of how human aspects of Aligned Behavior
the change process are being
managed. Or, you may be very critical
or angry about change in general
based on past experiences you have
had. Begin by asking yourself if the
shape represents your view
accurately. What does this shape say
about your view of change? Note that
this shape has the lowest score in
metrics/monitoring/learning and the highest score in aligned systems.

Sense of Urgency

Implementation History

B. The Expanded Shape. The expanded
Clear, Shared Direction shape is recognized by all average
scores being at 4.8 or higher signaling
that the individual has a high opinion of
the change leadership practices they
are experiencing, or are naive or
idealistic, or are happy about the
change and/or how it is being led. Does
the shape represent your view
accurately? Notice that this example’s
lowest score is in commitment. What do
you think is making the change process
so successful?

Metrics/Monitoring/ Learhrt

Aligned Behavior Sense of Urgency

Aligned Systems o Capacity

C. The Average Shape. All scores

hovering near and above the midpoint Implementation History
(average) of 4.0 identify the average
shape. An average shape suggests
that the individual believes that the
change process they are experiencing
is moderately successful, or they are a
cautious evaluator or they are not very  aignea sehavior
familiar with the change process.
Sometimes individuals feel the change
process but do not know very much
about it because managers above
them in the organization don’t readily
share information. Does the shape
represent your view accurately?
Notice that this example’s highest
scores are in capacity and aligned
systems.

Metrics/Monitering fLearning Clear, Shared Direction

Sense of Urgency

Aligned Systems Capacity

Value Confluence Commitment
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D. *The Diverse Shape. The diverse
shape is recognized by having factors
with strong differences between the
scores. This shape usually means that
the individual is experiencing a change
process characterized by significant
positive change in leadership practices
sensectioens g5 well as problematic change
leadership practices from their point of
view. It can also mean that the individual
has very strong opinions. In this
example, clear, shared direction,
commitment, aligned behavior and
metrics are significantly lower than
implementation history, value
Value Confluence Commitment confluence and aligned behavior. Is
there a pattern present that means
something to you?

Implementation History

Metrics/Monitoring/Learning Clear, Shared Direction

Aligned Behavior

Aligned Systems Capacity

*A Note on Punctuation. The diverse shape is the most prevalent CAS shape. Some diverse
shapes are extremely diverse as in the example above. Other diverse shapes show less inflection
(punctuation) between and among the nine factors. There are two types of punctuation. The first
is called a positive punctuation and looks like an outward spike. It signals a strong positive score
as in the shape above. Other shapes may show a more moderate punctuation. The second type
of punctuation is called a negative punctuation and it is seen as a dent in the shape signaling a
lower score in comparison to the other scores. Again, many diverse shapes show negative
punctuations that are more moderate than in the example above.

What do the punctuations in your diverse shape suggest?

6. Comparison. If your CAS information includes graphs of the firm’s high (blue), low (blue) and
average (green) scores, compare those shapes to your individual graph (red). Note whether your
scores are higher or lower than the average. How do you see this change process working in
comparison to your colleagues? Why?

Implementation History

Metrics/ Monitoring/Learning T Clear, Shared Direction

Aligned Behavior Sense of Urgency

Aligned Systems Capacity

Value Confluence Commitment
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7. Final Interpretation. Finalize the individual interpretation by asking yourself the following
guestions:

e What have you learned about your observations of how this change initiative is being
managed?

e What skills need to be maintained or enhanced?

e What new skills need to be developed?

e How can you help your organization manage this change process?
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