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Navisys Transformation is a change consultancy that helps organisations to align their business strategy to the needs
of their customers and other stakeholders and facilitates their employees to create an aligned work environment and
climate that enables them to do their best work.

Our unique consensus-building tools and processes enable all employees to participate in and contribute to change in
a structured and creative way that ensures they have a real sense of involvement and ownership in the process and
the outcomes.

Since 1993 we have helped many organisations to achieve transformational change leading to significant
improvements in operational performance, increases in bottom line results and more committed, confident and happy
people.

Transformational Storytelling is one of a number of tools that we use to engage people in the transformation of their
organisation.
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The Four Colleagues Win!
Tanaka san, Kobayashi san, David Thompson and Peter Grey

makura — The Prelude

Kobayashi san and Tanaka san were making their first
business trip outside of Japan. They were going to visit a
subsidiary company in India. It was an important trip for
their company and consequently for their future positions
in the company. Kobayashi san and Tanaka san had both
worked in their company for 15 years.

They had met during their three-month induction period
and valued each other’s support and friendship.

They each maintained the network of colleagues that they
had met during induction and through other company
training and events they had attended since induction. They
were top members of the company judo team and were
good friends.

Tanaka san had been a little worried before they left, that his wife and new child
might need him at home. The birth of their first child had been difficult and his
wife was still a little weak. However, Tanaka san knew that his company needed
him to go to India and so he arranged for his mother to be with his wife and he
was now focused on the success of the trip.

David Thompson and Peter Grey were making their first
business trip outside of the UK. They were going to visit a
subsidiary company in India. They both knew that it was
important to their company and that it would look good on
their personal profiles when they decided to look for a
better job. They had met at the company dance a few
i years earlier and they and their families had been good
: friends ever since.

Tanaka san, Kobayashi san, David Thompson and Peter Grey all worked for
Takahashi Electronics, the highly respected Japanese company that had grown
over many years from a small family business to a major global corporation with
subsidiaries in many countries around the world.

Tanaka san and Kobayashi san were proud to be part of the Takahashi family.
They had worked hard at school and then at Tokyo University so that they would
be chosen to work at Takahashi. Their parents had guided them well and had
chosen their education with great care.

Tanaka san and Kobayashi san had worked hard and
diligently for their company, had been careful to avoid making
mistakes and had been promoted to a good level of authority
while still young men. They both expected that if they
continued to work hard, maintained the respect of their co-
workers and did not make mistakes, they would one day
become senior managers at Takahashi Electronics.




David Thompson’s father left his mother when David was 3
years old. Relying on a government grant, David went to
Newcastle University and studied the History of Art before
working for a few years in the marketing department of a
small retail company in Bradford.
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He completed a postgraduate qualification in marketing and had recently joined
Takahashi Electronics at the age of 28 as a junior manager in the UK sales
department.

Peter Grey left school at 18 years of age having completed his
A level qualifications. He spent the next 3 years travelling
around the world, working in hotels and bars in many
countries. At 21 years of age Peter returned to the UK and
enrolled at City of London College where he obtained a BTEC
qualification and then a degree in business studies.

Peter joined the Takahashi UK sales team at the age of 25 and was quickly
recognised as someone with excellent social skills. Now, at the age of 31, Peter
was the head of a specialist sales team of which David Thompson was a part.

hondai - The main story

The two aircraft bringing Tanaka san and Kobayashi san
from Tokyo and David Thompson and Peter Grey from
London arrived at Mumbai airport at around 13.00 within
two hours of each other. Although the four had not met
before, they had spoken on the telephone and had
agreed to meet at the airport.

Tanaka san and Kobayashi san both spoke very good
English and David Thompson and Peter Grey spoke only
a little Japanese so they decided to always talk in
English, which was also the international business
language of the company.

Although they were all tired following their long journeys, David and Peter were
keen to look around Mumbai and invited their two Japanese colleagues to join
them. They were not due to report to the local office until the following morning.
Tanaka san and Kobayashi san were keen to report in straight away, to update
themselves on the negotiations with the client the four colleagues had come to
India to visit. They decided they would all go to the office - Peter and David
reluctantly - and telephoned ahead to announce their arrival.

Twenty minutes later, Akshay Shahnaz and Malti Humayun were waiting in the
foyer of the Takahashi Electronics (India) office when the four colleagues arrived.

Akshay was the first to greet them. He was the local
Takahashi Electronics CEO and had joined the business only
three months earlier from one of its local competitors. Malti
was the local marketing manager. She had been with the
¥ company since it was established 11 vyears earlier.
-1 Takahashi Electronics had acquired the company a little less
than one year ago.

They all went to Akshay’s office where the four colleagues were briefed on the
latest stage of negotiations with the client.



Akshay told them that negotiations had become very difficult
because the client wanted a discount that he did not think the
company should give. He said that he had already offered a
discount that was more than Tokyo had authorised in the belief
that he could get it back by offering a slightly higher quality
specification later in the negotiations.

Tanaka san and Kobayashi san were surprised by this news and worried that
Akshay and his team had gone outside company policy.

David and Peter asked if the client had been offered
better discounts for agreeing to higher volumes than
were originally shown in the Takahashi plan. Akshay
said that they had not but that it could be a useful
idea. Tanaka san and Kobayashi san were not so sure
about this idea and thought that it should be discussed
with Tokyo before it was offered to the client.

They agreed to meet again in the morning to further discuss their tactics with the
client. Tanaka san and Kobayashi san suggested 07.00 for the meeting. Peter
suggested that 09.30 would be “more civilised” as he put it. Akshay said that the
office opened at 08.30 and that they should meet then and this was agreed.

Akshay invited the others to join him at a local
restaurant for a meal. David said that he had promised
to telephone his wife and declined and Peter said that he
was very tired and needed to sleep. Both Tanaka san
and Kobayashi san said that they would be honoured
and left immediately with Akshay and Malti to dine at
the Indigo Restaurant on Mandlik Road in Colaba.

They ate and drank a great deal and all appeared to enjoy themselves but never
once talked about the client or the negotiations.

David telephoned his wife Rebecca in Surrey in the UK.
He told her about his flight and the people he had met in
Mumbai. He said that the Indian people were very lively
and animated and the Japanese pair were more subdued
and thoughtful. Rebecca talked about her mother and
said that they really needed to make a decision about a
care home as her aging mother’s behaviour was
becoming more erratic.

Rebecca suggested that when he got
back they should go down to Poole to be
by the sea. It was one of their favourite
places, a place where they had spent
much time when they had first met.
David said this was a great idea and that
they could visit the Indian restaurant (&
where they went on their first date. |

Rebecca laughed because it seemed odd
that he was in India talking about going
to an Indian restaurant in England!




David asked about their children, particularly Amy who was a
problem at school. Rebecca asked that David deal with this
when he came home as she said that she didn’t have the time
now that her new job had started. David felt that he should
be at home to support his wife and finished the call feeling
guilty about not being there.

David and Peter met in the bar of their hotel later that evening and shared some
ideas about how to move forward the negotiations with the troublesome client.
They thought that the company needed more information about this client and
that it didn’t really understand the local market. Peter said that he had some
worries about Kobayashi san because of the little he had said at the meeting
earlier that day. David said that he thought Akshay seemed like a fun guy but he
said that he wondered about how strong he would be in a tough negotiation.

At 04.30 Mumbai time, Tanaka san telephoned his wife Akemi in
Meguro, Tokyo. She said that she hoped that his trip was going
well. She said that she was feeling much better and that their
baby was now very well.

They talked about their visit to the Ichariba Restaurant last g
year when they had celebrated his birthday. He said that he |4
had particularly liked the Okinawan food, especially the
goya champuru (bitter gourd stir fry) and the tonkatsu
(breaded deep-fried pork cutlets).

They talked about the times
that they had walked together
in the gardens of the Imperial
Palace and how wonderful the
flowers were in the spring,
when it was warmer and the
birds were singing again and
the market stalls were once
again full. Everyone seemed
happy in the spring she said.

Tanaka san finished his call to Akemi feeling at peace with the
world. He knew that Akemi was still finding motherhood difficult
but he admired her for the way she kept this to herself. He felt a
great fondness for his wife.

At 08.15 Kobayashi san and Tanaka san were sitting in the foyer
of the offices of Takahashi Electronics (India). They wore dark
blue suits, white shirts and dark blue ties showing the Takahashi
Electronics logo. They had with them the notes of a
teleconference they had made with their manager in Tokyo at
06.00 that morning. They had wanted to obtain his advice and
direction on how they should approach the negotiations with the
client now that the local manager in Mumbai had gone outside of
the original brief.




David Thompson and Peter Grey left their taxi at the o
entrance to Takahashi Electronics - Mumbai at precisely S
08.29 and walked into the office at 08.30. They were
wearing light coloured casual suits and blue open necked
shirts. The four colleagues greeted each other and David
and Peter sat next to Kobayashi san and Tanaka san to
wait for Akshay and Malti to arrive.

During their journey from the hotel, David and Peter had
discussed the negotiation with the client and had agreed
that this client was so important to the development of the
Mumbai subsidiary that they should find a deal whatever it
took and would not be “hung up on company rules” as they
put it. They agreed that when they returned home, they
would be able to explain their approach to their boss back in
the UK and help her to explain things to Tokyo.

Malti arrived at 08.32. By 09.15 there was still no sign of Akshay.

ochi — The outcome

Akshay dashed into the office at 09.35, apologised for his lateness and invited the
four colleagues and Malti into his office.

Peter immediately started to tell Akshay of the conversation he and David had in
the taxi and how they thought the negotiation should be handled. Tanaka san
waited quietly while Peter made his impassioned speech and when he had
finished asked if he might speak.

He then described the conversation that
he and Kobayashi san had earlier that
morning with their manager in Tokyo. He
described the boundaries for the
negotiation that Tokyo would prefer. He
finished by saying that Tokyo wanted
Mumbai to consider the global pricing
policy of the company and to not do
anything that could jeopardise pricing in
the region.

Akshay smiled and leaned back in his chair. He said that the reason he had been
late was that the client had telephoned him early that morning and invited him to
breakfast. The client had said that he had matter of some urgency to discuss.

Akshay said that he had met the client at the Taj President
Hotel on Cuffe Parade at 06.30 and after a light breakfast,
during which they discussed the latest India versus Australia
cricket match, the client began to talk about his negotiations
with Takahashi Electronics. He had said that he was under a lot
of pressure from his board to make the deal on terms
favourable to his company but that he knew that Takahashi
Electronics were very strong and important to the future of his
company. He asked Akshay for help by giving him “a little
more” as he put it.




= Akshay told the four colleagues how he had thought about their
discussions the previous day and how he knew that to do a deal
with this client he might have to be creative, which might mean
breaking company rules. However, he was worried that he
might agree to a deal that would jeopardise the strategic
position of Takahashi Electronics and this was something he did
not want to do.

He said that he also knew that the senior managers at
Takahashi Electronics were very wise and took a long-term
view of every transaction. He said that this approach was
part of the reason for the global success of the company.

Akshay told the four colleagues that after more discussion
about the client’'s needs and the impossibility of Akshay’s
position, the client had said, “Please give me something. If I
commit to a bigger monthly order, could you give me a slightly
higher discount on the additional amount?”

Akshay told the client that he believed that this would fall inside
the principles of Takahashi Electronics policy, as it would be
seen as additional marginal revenue for only limited additional
overhead cost. He agreed the deal over a final cup of coffee. He
and the client smiled, shook hands and left the restaurant going
in different directions.

The four colleagues were amazed by the speed, simplicity and elegance of the
deal.

Kobayashi san and Tanaka san agreed that the deal was ’ =
in fact within company policy as described by their "
manager in the teleconference earlier that day.

Peter and David congratulated Akshay on his creative J
approach and firm negotiation. -

The four colleagues were, however, personally disappointed that they had not
been involved in the negotiations. Akshay, who noticed their disappointment said,

"I you four had not come here, I would not have known what to do for the best. I
knew that I would have to find some clever way to reach a deal but I also knew
that I might do something locally that could upset things globally.

“David and Peter, you reminded me of the need to use my
imagination. Kobayashi san and Tanaka san, you reminded me that
whatever I did must be within company policy.

“Your help made me firm with the client but flexible when he made
a suggestion that I could accept. Thank you all for your invaluable
help.

“In the short time we have known each other, I have learned many things from
you four. I think that you have learned some things too?” asked Akshay.

The End



The use of Story Telling in Organisational Change - "Mukashi mukashi wa..."
The Art of Storytelling

Organisations can be seen to "learn" and change as the
collective patterns of behaviour amongst organisational
members change and adapt to their environment.
Individuals act as learning agents for the organisation by
detecting and correcting errors in the organisation’s
behavioural patterns which in turn become embedded in
the "culture" of the organisation.

Learning is seen to have occurred when organisations perform
in improved and better ways wusually as a result of
requirements to adapt and improve efficiency in times of
change.

Using stories to understand organisational complexity is
convenient because they are easy to collect and they reduce
complexity; rather than discussing directly people’s attitudes
and beliefs, stories embody them. Stories get to the heart of
people’s meaning by explaining the nature of reality. As well
as exposing individual meaning, story telling is a symbolic
form through which organisational groups and members
construct the shared meaning of an "organisational reality".

Transformational Storytelling in an
organisation is able to catalyse action by
sparking thoughts among the managers and
employees about a different kind of future both
for the organisation and themselves as
individuals. By stimulating the listeners to think
actively about the real implications, they can
understand what it will be like to be doing
things in a different way.

A Transformational Story has an impact not so
much through transferring large amounts of
information, but through catalysing understanding. It
can enable readers to visualize from a story in one
context what is involved in a large-scale
transformation in an analogous context. It can enable
them to grasp the idea as a whole not only very simply
and quickly, but also in a non-threatening way. In
effect, it invites them to see analogies from their own
backgrounds, their own contexts, their own fields of
expertise; it enables the listeners themselves to fill in
the blanks as the change process proceeds.

The black and white illustrations shown here were especially commissioned for a
Navisys Transformational Story written for another client. They describe the
building and navigation of a change programme through the story of VASYNIS
THE NAVIGATOR
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