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Introduction






	
In this chapter you will learn:


[image: image]  About change from the worker’s point of view


[image: image]  About the importance of managing change well


[image: image]  About stress and wellbeing










 


Everyone thinks of changing the world, but no one thinks of changing himself.


Leo Tolstoy


One of the situations that most of us face on a regular basis at work is coping with change. There are many books that exist to help managers deal with this issue, in order to create strategies to get ‘buy in’ and commitment from their employees. However, there are fewer books that focus on the issue from the perspective of the ‘worker’ i.e. the one who is experiencing the change being done ‘to them’. Very often in this situation, employees can feel helpless, as they perceive they have little choice but to go along with what is happening because someone much higher up the pecking order is orchestrating the changes.


This book turns its attention to this issue so that workers do not have to feel they are helpless with few choices, but instead have the resources to be able to cope and adapt. Furthermore, by reviewing actions taken and learning some coping techniques, they can be prepared and ready to anticipate future situations at work where individuals are required to undertake some type of change. After all, the reality is that in life, the only person you can change is yourself.


As you read through this book, there are likely to be a number of questions that come to your mind, in order for you to evaluate if it will be of benefit to you. If you read the questions and answers below they will help you decide if the book can help you to address the type of changes you may face at work now and in the future.





[image: image] Self-assessment



    1  What will this book give you?


    2  What type of changes are you currently facing at work?


    3  How have you coped with change before?


    4  How does this book help you to learn about change?


    5  Is this about business change or life change?


    6  Is this book just for managers?


    7  How does this book help you to understand how change impacts on others?


    8  Will this book help you manage the interface between work and life?


    9  How can this book help you to anticipate change in future?


  10  You have limited time – will you have to read it from cover to cover to learn the key concepts?


Answers


    1  This book will give you practical advice and ideas on how to cope with change at work. Through a number of work-based scenarios, the book explains the change process in each situation from the perspective of the change being ‘done to you’.


    2  Different change situations will raise different issues for you as an employee. Each chapter highlights a particular work-based situation you may encounter: from redundancy and getting a new job, to change caused by others, or management-imposed changes, as well as the introduction of new systems and procedures and what happens when teams merge in an organization.


    3  Think back to changes that you have experienced at work so far in your career. How did you deal with them? Maybe some you coped with successfully and others caused you to feel resistant, uncertain or anxious. You will learn practical tips to deal with a variety of situations which will help you to be more prepared and anticipate what may happen if you encounter these situations in the future.


    4  It helps you learn about change by framing each chapter around a simple four-stage model of change, so that there is consistency between one section and another which makes it easier for you to cross refer.


    5  This book mainly discusses coping with change at work. However, there is one chapter that relates the learning from work to coping with change in your personal life too. Also many of the techniques discussed will be relevant in a wider context than purely a work setting.


    6  This book will be ideal for workers, particularly at junior and mid level, as well as first line managers or others who find themselves having to cope with change, rather than being responsible for implementing it.


    7  One of the key points about coping with change is being able to step into the shoes of others and have some empathy and understanding. In the chapter scenarios, there are questions and ideas to help you consider the situation from a wider perspective.


    8  Often when people find themselves under pressure at work due to changes being undertaken in the organization, it can spill into their personal lives when they find it difficult to ‘switch off’ and relax, and they become irritable and short tempered. The book provides methods of coping so that you can leave the stresses of work behind when you go home and get on with your life in a more relaxed manner.


    9  By reviewing situations that you have experienced and learning new behaviours, you will be able to not only cope with existing change, but get prepared for likely future scenarios too.


  10  The structure of the book enables you to read each chapter as a stand-alone guide to the particular situation that it refers to; you won’t necessarily have to read through the entire book.
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There are plenty of examples of workers who have to cope with a myriad of changes these days. Take the experience of two brothers, James and Bryan, who had both finished their education and entered the world of employment. James had studied tourism at university for three years, before getting a job in a global travel firm based in London. Bryan, on the other hand, was not sure what direction his career should take and had been working in a public sector organization since leaving university.


During the Christmas holidays they caught up over a beer at home. James commented that his year at work had been particularly hectic. The travel company had been taken over by a competitor, which meant his office had merged with another. It had been chaotic whilst the management decided which jobs were to remain and which ones made redundant. In the end James kept his job, but had to learn how to use a new computer system and was now working from a different office location in London, which gave him an extra 45-minute commute from home. And now the culture seemed far more about making profit and achieving targets than delivering any form of customer service.


Whilst Bryan empathized, he also had experienced his fair share of change. With the economic downturn, the public sector organization had made major cutbacks, and 8 per cent of the workforce had been made redundant. Bryan was one of the youngest employees, so was lucky that his specialist knowledge of a particular type of technology had enabled him to keep his job.


However, there was pretty low morale in the office. Even at meetings, no one was given free tea and coffee any more, not even when external clients visited, and every cost was monitored closely. His manager had taken to checking his work to a minute level of detail and constantly changing the objectives, which was driving Bryan mad. If he complained, he was told that he was ‘lucky to have a job at all’ and should stop moaning. It appeared that both had experienced a number of changes in their organizations, and were not entirely sure that they had coped very well.





[image: image] Remember this



Everyone experiences change at work and people often develop short term ways of coping with it. When you begin to feel that you have no control of the situation, or are entering the unknown, this can increase your stress levels and therefore potentially affect your ability to perform well at work. Knowing how to cope with change will help you to reduce stress, feel more in control and be able to perform more effectively at work.
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The essence of this book lies in the concepts, tools and examples, which will help you to navigate through changes that you may be facing now or will face in the future. They may also help you to understand previous changes you’ve experienced and then be able to put them into a better perspective.


Chapter 2 outlines what happens during change and introduces the four-stage change process that is used in every subsequent chapter. Chapter 3 describes some change management successes and demonstrates the application of the behaviours used to cope with change.


Chapters 4 to 12 tackle different workplace change scenarios and provide ideas and techniques to help you to manage in those situations. These scenarios are: change caused by others, external changes forced on an organization, management-imposed change, merging teams, new systems and procedures, redundancy, starting a new job, job challenges and too many changes all at once.


Chapter 13 is focused on the future, and enables you to use the learning from previous chapters in order to be ready to anticipate future change. Chapter 14 takes the change concepts and demonstrates how they can be also applied to broader life situations.
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Typically a SWOT analysis is used to identify strengths, weaknesses, opportunities and threats to an organization. Then a plan is created to minimize areas of weakness and limit threats, whilst maximizing opportunities and strengths.


[image: image]


Figure 1.1 highlights which chapters in the book tackle situations that are, on the whole, internally or externally driven. For example, it is likely to be your personal choice to start a new job, whereas being made redundant is something that happens to you and therefore externally driven. It is likely to be a matter of your personal perspective as to whether you agree that the situations identified as ‘externally driven’ are either opportunities or threats!


[image: image]  Internal Factors – where the individual is in control


Strengths – Chapters 9, 13 and 14 (Starting a new job; Anticipating change and Applying change principles in life) generally focus on maximizing personal strengths and ideas on how to be proactive to achieve what you want.


Weaknesses – Chapters 11 and 12 (Job challenges and Too many changes all at once) explore stressful situations at work that may highlight weaknesses which should be addressed or minimized.


[image: image]  External Factors – mainly instigated by others


Opportunities – Chapters 7, 8 and 10 (Merging teams; New systems and procedures and Redundancy) explain how changes brought about by external factors can create opportunities for development to be maximized.


Threats – Chapters 4, 5 and 6 (Change caused by others; External changes on organization and Management-imposed change) highlight external situations that can appear threatening when there is an element of unknown. By minimizing the risks and gaining more certainty, this can turn threats into opportunities.
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Figure 1.1 Internal and external factors
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Use this book to create your own change navigation tool kit. As you read through each chapter, keep notes and think about things that you could do to help you take control, minimize the unknown factors and move through the change process more quickly.
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Being able to cope with change at work effectively is not just another activity to add to the ‘to do’ list because if people are unable to change, it costs their organization, and the UK as a whole, a lot of money. According to Health and Safety Executive (HSE) reports, in 2005/6 work-related stress, depression and anxiety cost the UK in excess of £530 million. The number of workers who had sought medical advice for what they believed to be work-related stress increased by 110,000 to an estimated 530,000.


The HSE has created some good practice ‘Stress Management Standards’ which are designed to address areas that, if not managed well, can lead to health and productivity issues at work. The five areas are:


[image: image]  Change – e.g. how change is managed and communicated in an organization


[image: image]  Demands – e.g. workload, work patterns and the work environment


[image: image]  Control – e.g. how much say the person has in the way they do their work


[image: image]  Support – e.g. encouragement and resources provided by the organization


[image: image]  Role – e.g. the degree of clarity that people have about their role within the organization
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The inability to cope with change can impact on health, productivity, well being and motivation at work. Figure 1.2 illustrates how performance is affected. As individual stress or arousal increases from low to medium, performance increases. If this continues from medium to high, performance then decreases.
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Figure 1.2 The effects of stress on performance at work


Each person will have their own definition of what is low, medium and high stress. In times of change if the level of stress is too low, an individual may react rather than anticipate what action is required to be taken. However at the other end of the curve, when there is high stress individuals:


[image: image]  may get tunnel vision and only focus on a narrow view of the situation


[image: image]  use past experience to behave in a similar manner regardless of whether that behaviour is appropriate


[image: image]  don’t want to discuss options or alternatives but become fixed in their thinking.


There is an optimal amount of stress that everyone requires to perform effectively, and being able to manage stress effectively is an important factor.


According to the US Coast Guard (http://www.uscg.mil), when people face high stress situations, they can adopt five hazardous thinking patterns that have a major effect on their ability to adapt to a changing situation. The thought patterns are:


[image: image]  Anti-authority


[image: image]  Impulsiveness


[image: image]  Invincibility


[image: image]  Macho


[image: image]  Resignation


[image: image]  Pattern 1: Anti-authority ‘no one tells me what to do’


People at work who resent being told what to do or ‘controlled’ in a change situation are likely to behave in a way that is different even from their own better judgement. This is purely because they just don’t want to do what an authority figure tells them to do.


Solution: If this is a pattern you use, or recognize, remember that there are always policies, procedures and rules in organizations that you will be held accountable to.


[image: image]  Pattern 2: Impulsiveness ‘do something, now – anything’


This is behaviour under stress where a person feels they have to just take any action, without thinking through what the implications may be.


Solution: Stop, take a breath, and think. Slowing down and noticing breathing will give your brain the chance to catch up and not go into automatic action.


[image: image]  Pattern 3: Invincibility – ‘It will never happen to me’


This pattern shows when someone is in denial and believes that any change situation will never impact on them. It is not about their overestimated capabilities but a lack of awareness of the implications of the change about to happen.


Solution: Think about previous change experiences and review what ACTUALLY happened to get a better view of reality.


[image: image]  Pattern 4: Macho – ‘I can do it’


This pattern is about those that want to prove they are better than others and are driven to step out of their comfort zone as a result. They often take unnecessary risks, and overestimate their own capabilities.


Solution: There is not always a need to prove your brilliance to others, and put yourself and maybe other colleagues into risky situations. Become aware of what is really driving you and accept that others are likely to already be aware of your capabilities.


[image: image]  Pattern 5: Resignation – ‘What’s the point?’


In a stressful situation, a person who adopts this thinking pattern does not believe that their contribution will be of value, so prefer to take no action and wait for others to do something. They don’t want to take responsibility.


Solution: Ask yourself the question, ‘what difference could I make here?’ and begin to notice that even a small action could help and bring a different perspective to a change situation.
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Review your thinking patterns and observe if you tend to adopt any of the five hazardous thinking patterns when you encounter a high stress situation. Consider a different type of behaviour that you could adopt the next time it happens.


[image: image]
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The upcoming chapter will take you through the change process in detail, which will be referred to in each subsequent chapter. This process will be the framework to help increase understanding.
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What happens during change?






	
In this chapter you will learn:


[image: image]  About the framework for change


[image: image]  About the change curve and the four phases of change
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Think of your current work situation and answer the following questions:


    1  Which aspects of work do you think may require some change?


    2  What has stopped you addressing them so far?


    3  What is likely to change?


    4  How urgent is the change?


    5  Who is likely to be involved?


    6  How does it affect you?


    7  What might cause resistance?


    8  What will success look like?


    9  How do you expect to make the changes that are needed?


  10  How will you measure and pace progress?


Answers


    1  It is important for you to take a wider view of issues at work that may have an impact on your job. Often people get caught up focusing on their particular area and miss or ignore a major change that is going on elsewhere in the business which may have implications for them and their team.


    2  Understanding resistance helps to pinpoint where the real issues are that need to be tackled in any change situation.


    3  This helps to translate a broad description into a greater level of detail. For example, if the business is moving to a new location, this question helps you to think about issues like travel time, parking, type of office etc.


    4  Putting boundary limits or levels of priority on a likely change helps to identify what actions may need to be taken immediately and those that can be phased in at a later stage. This enables you to focus on the critical issues knowing that others are being monitored to ensure they are within the set boundary.


    5  Resistance to change can be caused by others not getting involved at an early enough stage in decisions, or not being given clear communication about how the change will affect them. Consider who is likely to be needed in discussing the change, and who will be impacted by the change. Then create a plan to get them involved as soon as possible.


    6  Make sure you understand how any changes will affect you personally because if you are not committed to a change, it is extremely difficult to inspire others to be committed to it.


    7  Think ahead to what might be the areas of resistance from others. By ‘stepping into their shoes’ you can view the issue from a different perspective. Avoid delegating if you have limited enthusiasm or interest, as resistance can be caused when the recipient of a task senses that they are being ‘dumped upon’.


    8  By creating a vision of what the successful change will result in, can help you get committed and also be convincing to others when explaining what is going on. For example, you might imagine what you will see, hear and feel like when you are inside the new office. Then you can describe it to others and you know what you are aiming for as a result of making the changes.


    9  Create an action plan with timescales. By taking action during change helps to keep others on board and enables you to maintain momentum. The most frustrating situations can be when people know a change is about to happen, but nothing is actually happening. The feeling of being in suspended animation can cause a lot of stress for those involved.


  10  By measuring progress and pace against your plan, it gives you a sense of taking action, it can be communicated to others and can increase motivation and commitment from others as they see the change taking shape. Getting acceptance, or ‘buy in’, from others is paramount.


[image: image]


This chapter will help you understand what actually happens during change. Whether it’s moving to a new desk in the office or merging two teams together as part of the company restructure, the process is similar. By understanding what is going on, it can help you to cope better next time you have to either deal with a change yourself or manage others through a changing situation.





[image: image] Case study



Claire managed a team of three employees who were based alongside her at the company HQ in London. Each was responsible for looking after a region of the UK, which meant a lot of travel to visit their clients in the regions. The structure had been in place for a number of years and her team had just got used to working long hours and clocking up the miles in their cars. However, the senior management decided that it would be more efficient to have ‘field based staff’ who would be located in the regions. Claire did not have any involvement in the decision but it meant that she had to manage the implications within her team.


She would have to amend their job descriptions and then discuss with each person if they were interested in moving out to the region. For one, whose region was the London area, it would mean no change – would they be disappointed? Claire would have to get used to working with a virtual team, and regular communication would be much more important. It took her a few days to see the benefits and begin to like the idea of a managing a field based team.


Claire then thought about each person and how they were likely to react. She considered what would motivate them to move and how the change might benefit each one. She also thought about what might cause resistance and how to overcome those issues. It was a stressful time for her. However, when she spoke to her team, Claire was surprised at their reactions. Two of them were pleased to move out of London as it meant lower living costs and being closer to their families, and the other decided it was a good time to leave and study for a postgraduate qualification. That left Claire with the task of recruiting a new team member. She was pleased with the outcome and put in place a plan of regular conference calls and quarterly team meetings to make sure the team communicated together.


[image: image]


This story illustrates how important it was for the manager to be committed to the change and to think through the implications prior to communicating with her team. How often have you been told about a change by someone and you know from the way they speak and their body language that they do not believe in it themselves? It is so much harder to want to conform and agree to something when you know the leader themselves is not behind it.





[image: image] Remember this



As a manager it is vital that you are committed to the change before you try to convince others to follow you. If it’s really something you don’t agree with then reflect on what specifically you are resisting, and ask yourself what would need to happen to make you committed to the change. Your actions will always speak louder than your words.


[image: image]


So whether it’s the manager or an individual, everyone will experience the same process whilst undergoing change. Some will react quicker than others but everyone will experience it.


The best-known framework for change is the ‘five stages of grief’ cycle, pioneered in 1969 by Elisabeth Kübler-Ross in the support and counselling of personal trauma, grief and grieving, associated with death and dying. Her ideas (denial, anger, bargaining, depression and acceptance) are also relevant to personal change and conflict resolution.


This model has been adapted for this book to simplify it and make it more relevant for business. The undulations in the change curve denote what happens to your level of motivation during change.





[image: image] Key idea



There are four stages on the change curve: Denial, Resistance, Acceptance and Commitment. Typical words and feelings you may hear and experience as you negotiate these stages are shown in Figure 2.1.
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Figure 2.1 The change curve – a framework for change


So using this model, consider changes that you have experienced in the past. It’s useful to reflect on how quickly you moved through the framework and gained commitment to the change. Or did you get stuck in resistance for a while before eventually the cajoling and encouragement of others helped you move on? Think about the impact you may have experienced when more than one change programme was going on at the same time, which is more common in large organizations these days.


So let’s consider each stage in more detail as this framework will be used in each subsequent chapter to explain how to tackle specific work issues that you may encounter.


 


[image: image]  Denial


What a wonderful place to be! Denial is like being on your favourite Caribbean island. As you soak up the rays whilst sprawled on the sunbed, you feel the warmth of the sun on your skin and the coolness of the breeze blowing across your body. You hear the sound of the water lapping on the shore and as you stretch across to enjoy a cool drink you just don’t want to be anywhere else. Your friend sitting beside you mentions casually that they have seen a few clouds on the horizon, but you ignore them as you don’t really want to think about anything spoiling your relaxation time.


When you are in denial nothing can spoil the current situation. No matter what information you hear, or signs that you may observe, you resist thinking about what the implications might be. In the world of denial, you feel safe and secure.


Look around your workplace and notice who might be currently in the land of denial. The manager who consistently refuses to listen to feedback about their behaviour, or the colleague who has been told on many occasions to tidy up their desk yet does nothing. They are focused on the present and what is, not on what if or what might be. They are in their ‘comfort zone’ and quite happy as they are and see no need to change. For the individual, there is no problem.





[image: image] Case study



John had worked in the bank for 20 years. He left school at 16 and joined the business eager to build a career and develop his knowledge. Once in the organization, John realized that there were a lot of opportunities available to him. He liked working on the banking counter, getting to know the regular customers and delivering fantastic customer service. When they told him how friendly and helpful he was, it made his day. As time went by, John saw that in order to progress at work, a promotion often meant a move to a different branch, which meant more travel time and longer hours at work. And he liked what he did and did not want to move. So John decided to stay put.


As the years went by, John gained a reputation for being an outstanding clerk, and he even had managed to gain a promotion within his branch. When new employees started at work, they always spent a few days with John because he had such a good rapport with customers.


However, things were about to change in the banking environment. Pressure on costs and a drive to deliver greater profit meant that the front line retail bank’s goals were changing. Service was no longer so important, and the new buzzword that replaced it was sales targets. Everything related to sales was measured and reported on and John noticed that his fellow counter staff always seemed to be trying to sell insurance or a loan to a customer when they clearly did not need it. John ignored them, and felt that if he did a good job and made the customers happy when they came in, they would continue to come in and surely that was enough? One day, shortly afterwards, John was called into the manager’s office. He was asked why he was consistently falling short on sales targets and not upselling other products. His manager informed him that if he did not improve his performance he would be dismissed. It was at that moment, that John realized he had been in denial.


Denial is one of the most common defence mechanisms that everyone can use, pretending that an uncomfortable thing did not or is not happening. Often the only way to spot you are in denial is when someone else tells you. For John he saw that changes were impending but ignored them until it was almost too late.
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[image: image] Remember this



When in denial, you are oblivious to reality. It can be positive because it stops us being overwhelmed by multiple changes at one time. However, being in denial for too long can have disastrous consequences for both you and others. The key to change is being willing to listen and consider feedback and information from others. Be open and ask yourself what is it that they are really trying to tell me?
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