Change Management
Characteristics of effective managers of change
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What lies behind us and what lies before us are tiny matters compared with what lies within us. 
–Oliver Wendell Holmes

Whether managers are asked to carry out a change program initiated by senior management or create a change program within their unit or group, successful managers of change share these common characteristics:

· Are accepted by others as trustworthy and competent

· Have a big-picture perspective—they understand the long-range strategy for their organization and unit

· Have a clear, compelling vision of the change they want

· Can articulate what the change is, why it is necessary, and how it will benefit both employees and the organization

· Can identify the people who can make the change a reality and determine how to get their support and cooperation

· Are able to align and engage team members and stakeholders

· Can motivate others to achieve the change vision

· Can see opportunities and diagnose problems from their audience's perspective

· Are able to eliminate barriers that interfere with the change initiative

Although it is impossible to anticipate every change effort, the likelihood of change is something managers can count on—and plan for. Managers who know how to anticipate, catalyze, and manage it will find their careers, and their experience in their companies, more satisfying and successful.
The change-ready organization

Key Idea
For an organization to successfully implement change, it must be change-ready—meaning that the people and structure of the organization are prepared for and capable of change. How do you know when an organization is change-ready? Typically, three conditions are present:

· First, effective leadership is in place at all levels in the organization. Inept leaders are deterrents to organizational performance and ability to change. A company may have excellent pay, benefits, and employee-friendly policies, but if incompetent leaders are in place, its employees will not be motivated to change.

· Second, employees are personally motivated to change. Change happens when people are sufficiently dissatisfied with the status quo and are willing to make the effort and accept the risks involved in doing something new.

· Third, the organization is accustomed to working collaboratively. Effective change demands collaboration between willing and motivated parties.
Prepare your group for change
If you manage a business unit or group, there are certain steps you can take to help your organization become change-ready:

1. Encourage participative work within your unit.
Develop more participative approaches to how everyday business is handled. Specifically:

· Push decision making down to lowest levels possible. Allowing others to make informed decisions, rather than imposing your own, increases the group's perception of their own effectiveness—and yours.

· Share information freely. Information is the lifeblood of any organization. During times of change, getting and disseminating information is critical to operating effectively, flexibly, and quickly.

· Make communication a two-way process—talk but also listen, especially to people who are resistant to change.

· Get into the trenches with frontline employees to better understand the day-to-day issues that they face.

· Give people practice in collaborative work between functions by tackling problems and assigning projects through cross-functional teams.

· Help people see the "why" of change.

2. Give your employees a voice.
Employees who can freely express their ideas will feel more empowered to act. Encourage people to openly discuss their thoughts and feelings about the change program. Work to understand resistance by exploring their concerns and by taking their feelings seriously. When people believe their voice counts, they are more apt to mobilize for change.

3. Drive fear out of your group.
An organizational culture dominated by fear is incapable of serious change. Fear encourages everyone to avoid risks, become internally focused, and stop communicating. In addition, fear costs organizations real money in the form of increased absenteeism, reduced productivity, and diminished quality of products and services.

While managers should aim to reduce fear, they should not deny the challenging aspects of the change itself—nor should they minimize the intensity of employees' reactions to it. Managers should openly acknowledge employees' concerns and work with them to support and embrace the change initiative.

Once an organization is primed for transition, a change initiative can be rolled out.

Address resistance
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If you want to make enemies, try to change something. [image: image3.png]



–Woodrow Wilson

If you encounter resisters, try to gain their support by:

· Encouraging them to openly express their thoughts and feelings about the change program

· Listening carefully to their concerns, exploring their fears and taking their comments seriously

· Engaging them in the planning and implementation processes—making them a part of the solution

· Identifying those who have something to lose and anticipating how they might respond

· Helping them find new roles either in your group or somewhere else in the organization—roles that represent genuine contributions and mitigate their losses

Also, as you consider resisters, be sure to evaluate what part you may be playing in causing their resistance. It's possible that your approach to managing change or your leadership style may be threatening to others, thereby causing unnecessary friction and conflict.

Tips for avoiding common change mistakes

· Don't move forward with a change program unless strong leadership is in place at all levels in an organization. If you have lots of mediocre managers running a company, your change program won't get very far.

· Don't underestimate the power of a vision. Without a sound vision, a change effort can easily dissolve into a list of confusing, incompatible, and time-consuming projects that go in the wrong direction or nowhere at all.

· Don't undercommunicate the purpose of the change and actions planned. Without credible information, and a lot of it, employees won't be motivated to change.

· Don't ignore the importance of generating short-term wins. If employees do not see compelling evidence that the change program is producing results, they will lose enthusiasm and momentum.

· Don't impose solutions that have been suggested or developed by someone else. Instead, develop solutions with the people in the unit(s) who will be most affected by the change.

· Don't attempt to change everything at once. Often, managers try to do too much too fast. Unless the organization is in a major crisis, roll out change initiatives on a smaller-scale—for example, in a unit that has strong leadership and a collaborative team of employees. Once the change program takes hold, launch similar initiatives in other units, letting change spread slowly throughout the organization.

