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Change is a constant in institutional development. Just as the political landscape and the business
community are undergoing significant transitions, we see corresponding, equally challenging times ahead
for not-for-profit organizations, as donors and "customers" become more discerning and analytical; as
funders' interests become more narrowly focused; and as competition for resources becomes increasingly
intense. Change is very much on the minds of all intelligent professionals, as we look toward the
millennium.

At one of our periodic Roundtable Breakfasts in November of 1994, Stephanie Perrin, Head of
Walnut Hill School and a brilliant speaker and thinker on a variety of topics, addressed the group of
approximately 30 Wayland Group clients and friends on the subject of "Managing Institutions Through
Change." She gave the following advice relative to managing institutional change.

1. Although an organization's mission statement is critically important, resist the
temptation to focus a great deal of time and energy on the specifics of the
mission statement; such an exercise will bog down management and the Board
on semantics rather than getting on with the real business of planning the work
that needs to be done.

2. Document your plan for change -- and its implementation -- carefully.
Processes that may be good and valid in themselves but are not captured on
paper cannot remain touchstones for future discussion and judgments about
progress.

3. Take time to really understand the roots of institutional problems and challenges
-- don't leap quickly to the obvious or conventional drift of diagnoses. Time
spent on diagnosis and definition is directly related to a positive outcome.

4. Emphasize collaboration rather than consensus. While breadth of participation
is extremely desirable -- indeed, essential -- to the process, authority to act
needs to be reserved to the leadership of the institution, so as not to have good
ideas compromised or strategies adopted for the wrong reasons.

5. Don't be afraid to talk about change to your constituency. They know it's
happening anyway, and having change recognized lessens anxiety and allows
people to put positive energy into managing it, instead of resisting. You need
their support, they will need to hear your message more than once, and you can
only tell what's important to them by telling them what you truly intend to do.

6. The leadership of an organization, including most especially a chief executive,
has two principal functions:
- monitoring and nurturing relationships, and creating linkages among the
various stakeholders within an institution; and
articulating the meaning of the institution and its change process through
words, stories, ceremonies, and symbols.



7. Celebrate all the benchmarks of change. Progress may be slow or even oblique.
However, the documented plan, and celebration of progress against that plan,
creates a sense of movement and momentum (and, not incidentally, has the
effect of continually "hauling you back" to your real priorities).

In closing, Stephanie observed that "change requires, finally, a leap of faith,"
and reminded the group of a favorite quotation of the late actress Ruth Gordon,
who during her career nurtured modest natural gifts to into an extraordinary
professional life which included an academy award: "Never give up; work harder
than anybody else; and above all, never face the facts."

Lynne M. Cavanaugh Elizabeth S. Gross Susan E. Kinney
James G. Kitendaugh Ann B. Peterson Melissa F. von Stade
Rachel H. Fagone Phyllis E. Boot

© 2001 The Wayland Group, Inc.

Permission granted to reproduce for internal use only.



