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Introduction


If an organization does not change in response to the environment in which it is operating, it will ultimately fail. Just as people have to change and adapt according to their circumstances, so do organizations. No one can deny that managing change is a difficult and sometimes painful task. It is complex and can be emotionally draining, involving a range of skills from project planning through to influencing those likely to be affected and ensuring that the appropriate actions happen. Difficult though it is, the ability to manage change is one of the critical skills needed by a manager. Anyone who wants to progress up the career ladder must be adept at instigating and managing change.


So what does managing change involve? Put simply, the four elements in the change process are:


1  Analysing the need for change and deciding what that change should be, based on your analysis


2  Planning and managing the change as a project or series of projects


3  Implementing the change and managing people through it


4  Ensuring that the change becomes well rooted so that it will continue to grow.


This book concentrates on the last two elements – implementing change and ensuring that it happens. It is designed to help managers overseeing the whole change and those who are managing part of the process and trying to keep it on track. It will also interest people caught up in the change process, helping them to understand why certain things are happening to them.


First, however, it is worth taking a quick look at why organizational change so often fails. John Kotter of Harvard Business School found eight common mistakes from his experience with change initiatives in over 100 different companies:


1  Not creating enough sense of urgency at the outset: if people do not know why change is required, they will not be committed to it


2  Failing to ‘take people with you’: you need commitment from powerful people


3  Underestimating the power of vision: create as tangible a picture of the future as you can so people see what you are trying to achieve


4  Being inconsistent in the way you act and thus undermining your own position


5  Permitting obstacles to remain and block progress: you must identify these and be seen to be overcoming them


6  Failing to create short-term wins to demonstrate success and to give people a chance to celebrate


7  Claiming success too soon: while it is tempting to announce the change is complete, if you do this too soon you may find it never becomes truly embedded


8  Neglecting to anchor the change securely in the corporate culture: to make it stick, it has to become ‘the way we do things around here’.


Each day we will examine one aspect of managing change and at the end of each chapter you will find a set of questions to enable you to check what you have learned.


At the end of the book you will find a ‘Checklist for change’, which will provide a useful summary of the ideas presented in this book.
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The phrase ‘managing change’ can sound vague. It is not like managing the implementation of a new IT system, where you can physically see different hardware and software, although that may in itself be part of a change management initiative. Managing change usually boils down to persuading people to operate in a different way, whether that is working with new equipment, within a new structure or with a different set of processes. It helps to think through what you are doing and why you are doing it in as concrete a way as possible. If you do that, you will be better able to avoid the pitfalls. More positively, the clearer the picture you have of what you are trying to achieve and what that will involve, the more you will be able to gain the commitment of others to your plans.


In today’s chapter we will try to make the management of change more tangible to help you to ‘get a handle on it’. We will look first at why change is necessary, then we will examine different types of change and a number of approaches to managing it. Finally, we will introduce you to the stages of the change process.





Must there be change?


Most people have experienced change at some stage in their working lives. This might be anything from the type of major change much reported in the media – downsizing, restructuring – to changes in job role resulting from the introduction of new technology. But is all this change really necessary?


There are some who say that change is important for change’s sake. Without it, organizations and individuals become complacent and stale. At the other end of the spectrum, too much rapid and constant change brings its own problems, such as lack of loyalty among the workforce and loss of important skills and knowledge from the business when people leave. So why is change necessary? Of course, there are many reasons.


Increased competition means that if you do not continually analyse what is happening in your market, and change and improve what you are doing, then you will probably be put out of business.


Customers are demanding higher standards. In most cases customers have a choice about where they buy products or services and this leads to greater expectations of both. If they do not like what you offer, they can go elsewhere. This is the case even in instances where choice is not always so evident, such as in the UK’s National Health Service, where people are demanding new drugs or treatments that they have read about and they are looking for the very best care.


Success and growth inevitably bring about the need for change. The profitable micro-business starts to employ more people; these people bring new ideas and experience that they want to use; communication becomes more complex as more people join the business; new machinery has to be brought in to cope with demand; and so it goes on.


Market decline nearly always heralds major change. This is not just downsizing and restructuring. It is also about the search for new and better markets, new and better ways of doing things.


Environmental factors beyond one’s control can also force change. Wide variation in exchange rates can cause significant upheaval. New legislation on working hours, health and safety, and even the introduction of new tax regimes, bring change in their wake.


All this means that dramatic speedy change is bound to be necessary at some stage. In fact, it is often a single blow that acts as a driver for change – such as the loss of a very big customer.


‘It is not the strongest species that survive, nor the most intelligent: it is the one most adaptable to change.’


Charles Darwin


The same is true of organizations.
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Types of change


Changes come in all shapes and sizes but it is worth considering change along the following dimensions:


•  Incremental change or radical change


•  Continuous improvements or step change


•  Participative or directed change.


Incremental versus radical change


Incremental change is the type of change you see occurring through continuous improvement. The steps are small but over time they become cumulative and the change can be significant.


Radical change, however, is very visible. This type of change often results from benchmarking or business process re-engineering exercises and involves a single significant step change.


Continuous improvement versus step change


Continuous improvement is used in many industries to develop the business. It has the advantage of breaking down changes into myriad smaller steps, each in itself easily achievable and delivering better performance. It is a low-risk strategy, which has the advantage of making change a constant process, thus eliminating the disruptive elements associated with many larger (or step) changes.


Continuous improvement is not a utopia. With the speed of change in industries, it is becoming more important to make step changes in performance improvements, which a continuous change approach often cannot deliver in the time available. Furthermore, breakthrough improvements in performance cannot always be developed from the existing methods of working; occasionally, a totally fresh approach is required.






	 

	Benefits

	Weaknesses






	Continuous improvement

	

•  Many small steps


•  Makes change habitual


•  Less disruptive


•  Lower risk


•  Creates cumulative gains



	

•  Slow


•  May create tunnel vision and missed opportunities








	Step change

	

•  Stimulates radical thinking


•  Potentially quick gains



	

•  Greater risk


•  Disrupts performance during the change









Consequently, continuous improvement is a good habit to foster in your business, but the rapidly changing business environment means that the ability to make step changes is an important technique to master and to apply effectively.


Participative versus directed change


There is much written these days about participative change, where those directly affected by the change are at least consulted on, if not fully involved in, formulating and managing the change themselves. Participative change relies on the goodwill of those involved in the change to work through the change process.


However, much change is still directed. When a car manufacturer decides to close a manufacturing plant, the workers may be consulted but rarely is the decision reversed. Directed change relies on those making the change having the power to order others and to make the change happen.


Participative change has caught the attention of many change agents because it fits well with our values and builds on employees’ commitment and loyalty to the organization. However, there are circumstances, such as on a battlefield, where it is inappropriate and where more decisive action is needed.


Hard systems approach to change


This is the logical approach to change that is often adopted. The approach starts with decision making by asking the questions:


•  What is the problem?


•  What are the alternatives?


•  Which alternative gives the best solution?


Once the decision has been made and the best alternative selected, the task is then one of implementation using standard project management techniques. This is illustrated by an example below:


Example: Developing new production capacity






	Problem definition






	Current situation

	
•  Market demand will outstrip capacity by next year






	Constraints

	

•  The new capacity has to fit within the existing building


•  The new capacity has to be available 1 January


•  Capital expenditure must have a two-year payback


•  Quality and availability must not be compromised








	Objectives

	

•  30% increased capacity


•  10% cost reduction








	Option evaluation






	Options available

	

•  Buy new machines


•  Upgrade existing line


•  Implement a night shift


•  Buy in the required capacity








	Options discarded

	

•  Buy new machines as two-year payback not possible


•  Night shift as local labour shortage








	Preferred option

	
•  Upgrade existing line






	Decision

	

•  Upgrade of existing line approved


•  Implementation








	Project plan

	
•  Timescales, resources, people






	Resources

	

•  Capital allocation agreed


•  External contractors appointed








	Responsibilities

	

•  Project manager appointed


•  Service teams agreed timescales


•  Production manager agreed implementation








	Project manage

	
•  Review progress against plan







This approach is widely used in managing change, but it makes certain assumptions:


•  The nature of the problem is clear and unambiguous.


•  The objectives and constraints can be clearly identified and stated.


•  The alternatives can be generated by those involved.


•  The selection can be made rationally against the criteria identified.


•  Others agree with the assessment and will go along with the decisions made.


The TROPICS test


McCalman & Paton (1992) in their book, Change Management: A Guide to Effective Implementation, developed a test to assess changes into hard and soft complexity. Hard changes can be managed using the framework above (although you should always be on the lookout for the possibility of the situation developing into a more complex problem), while soft changes are more difficult to manage because of the social and emotional consequences of the change.


In practice, major change usually includes a mixture of hard and soft changes and the statements in the table below are at either end of a continuum. However, they do provide a useful framework against which to consider various stages of your change project.


Situations that are predominantly classified as hard are much easier to manage. Soft changes are more messy. They require much more recycling between the problem, its definition and the proposed solutions. The questions move from ‘What should be done?’ to ‘Who should be involved?’ The stages are no longer connected to making the decisions related to the change, but focus on making the change happen in the organization.






	Test

	Hard

	Soft






	
Timescales

	Clearly defined, short to medium term

	Difficult to define, medium to longer term






	
Resources

	Clearly identified

	Unclear






	
Objectives

	Clearly identified and stated

	Subjective and ambiguous






	
Perception

	The problem is perceived in the same way by all

	The problem is seen differently by different people and groups, possible conflicts of interest






	
Interest

	Interest in the problem known to be limited to a defined group

	Interest in the problem is widespread or ill-defined






	
Control

	Control of the problem can be kept to a managing group

	Control of the problem is shared because of the influence of others






	
Source

	The source of the problem originates within the organization

	The source of the problem is external to the organization







Most changes fail because the soft aspects of change are not properly managed. It is these softer aspects which are now the focus of the rest of this book.


Stages in the change process


Half a century ago Kurt Lewin identified three major stages of change: ‘unfreezing, moving and refreezing’. Although more complex models have been developed since, the three stages are still appropriate today.


Unfreezing


Unfreezing is the stage in which the organization prepares for change. A recognition of the need for change has to occur, alternatives are identified and a proposed course of action is selected. In addition to these planning activities, action must be taken to ‘unfreeze’ existing attitudes and behaviours in order to allow the change to occur. This stage is essential to generate support for the change initiative and to minimize resistance.


Moving


Moving occurs during the stage in which the new systems and procedures are implemented. Usually, this requires changes in organizational structures and processes, as well as the development of new behaviours, values and attitudes.


Achieving this during a short period, when all the focus is on the change, is relatively simple compared with trying to sustain the changes in the longer term, hence the need for the third stage – refreezing.


Refreezing


During refreezing, action has to be taken to reinforce the changes that have occurred and to ensure that the new ways of doing things become habitualized or, as Kotter would put it, embedded in the organization’s culture. Recently, critics have claimed that refreezing is inappropriate; in today’s volatile markets, change needs to be ongoing. But most change efforts fail because people revert to their old ways rather than because they are stuck in the new ones.


[image: image]


•  Logical analysis of the situation and the approach to managing change is vital but remember the social and emotional consequences that will throw plans into chaos and affect the outcome significantly.
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