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FASSET

“CHANGE MANAGEMENT” 

FEBRUARY 2006
AGENDA 

08:30      Introductions & Welcome

09:00      Pre-Workshop Questionnaire 


(How ready am I for change?)
09:30       Presentation: The Drivers for change in South African organisations


(What is driving my company?)
10:00        Presentation: How Does Change Affect individuals? 

· The change process

10:30         Tea Break
11:00 
Video Viewing
11:45
Change in organisations

· Self-esteem

· Productivity
12:00
Case Study Discussion
· Change at Wainer’s Accounting

12:30
The Role of the SD in Driving Change

12:45
Question Time
13:00
Conclusion & Workshop Evaluation
HOW READY AM I FOR CHANGE?
People vary their comfort with change. By answering the following questions you can get insight on one aspect of your readiness for change.

Instructions: Circle the number after each question that represents your response. Key: 7=strongly agree (SA); 6=moderately agree;5=agree; 4=neither agree nor disagree; 3=slightly disagree; 2=moderately disagree; 1=strongly disagree (SD)
	
	STRONGLY AGREE


	STRONGLY DISAGREE



	1. An expert who doesn’t come up with a definite answer probably doesn’t know too much
	7
	6
	5
	4
	3
	2
	1

	2. I would like to live and work in a foreign country for a while
	7
	6
	5
	4
	3
	2
	1

	3. There is really no such thing as a problem that can’t be solved
	7
	6
	5
	4
	3
	2
	1

	4. People who fit their lives to a schedule probably miss most of the job of living
	7
	6
	5
	4
	3
	2
	1

	5. A good job is one where what is to be done  are always clear
	7
	6
	5
	4
	3
	2
	1

	6. It is more fun to tackle a complicated problem than to solve a simple one
	7
	6
	5
	4
	3
	2
	1

	7. In the long run it is possible to get more done by tackling small, simple problems rather than large and complicated ones.
	7
	6
	5
	4
	3
	2
	1

	8. Often the most interesting and stimulating people are those who don’t mind being different and original
	7
	6
	5
	4
	3
	2
	1

	9. What we are used to is always preferable to what is unfamiliar
	7
	6
	5
	4
	3
	2
	1

	10. People who insist on a yes or no answer just don’t know how complicated things really are.
	7
	6
	5
	4
	3
	2
	1

	11. A person who leads an even, regular life in which few surprises or unexpected happenings arise really has a lot to be grateful for
	7
	6
	5
	4
	3
	2
	1


	12. Many of our most important decisions are based on insufficient information
	7
	6
	5
	4
	3
	2
	1

	13. I like parties where I know most of the people more than ones where all or most of the people are complete  strangers
	7
	6
	5
	4
	3
	2
	1

	14. Teachers or supervisors who hand out vague assignments give one a chance to show initiative and originality
	7
	6
	5
	4
	3
	2
	1

	15. The sooner we all acquire similar values and ideals the better
	7
	6
	5
	4
	3
	2
	1

	16. A good teacher is the one who makes you wonder about your way of looking at things
	7
	6
	5
	4
	3
	2
	1


Interpretation: The instrument you have just completed assess your tolerance of ambiguity, which is the ability to cope with uncertain, conflicting, or complex situations. People who feel comfortable with sudden change, novelty and uncertainty have high tolerance for ambiguity, and those who feel uncomfortable have a low tolerance for ambiguity. The questions on the previous page measure three dimensions:

· One is your tolerance for novelty, new and unexpected situations

· The second is your tolerance for complexity, lots of information that may not all be relevant and organized, and which may be conflicting or incomplete

· The third dimension is your tolerance of insoluble problem-solving situations in which answers are not readily discovered

People with a high tolerance of ambiguity are better able to cope with unstructured and dynamic situations characterized by uncertainty and ambiguity. It is not surprising that effective managers usually have a high tolerance for ambiguity. The level of an individual’s tolerance for ambiguity is a fairly fixed personality trait, but it can be modified and changed with conscious effort by those who want to make such change. Becoming more accepting of ambiguity as a natural condition in the world today facilitates coping with the change and uncertainty that inevitably faces of us.

Scoring Instructions for Tolerance and Ambiguity:

1. Reverse the scores for even numbered items. This means for even numbered items only, 7=1, 6=2, 5=3, 4=4, 3=5, 2=6, and 1=7.

2. Sum the scores for all 16 items (using the reverse scores from step1) to get your total score.

3. Compute your sub-scores using the following:

(N) Novelty Score (2, 8, 11, 13)

(C) Complexity Score (4, 5, 6, 7, 8, 10, 14, 15)

(I)  Insolubility Score (1, 3, 12)

Total Score: The average range is 44 to 48. Scores below 44 indicate high tolerance for ambiguity. Scores above 48 indicate high intolerance for ambiguity.

(Source: From Stanley Budner, “Tolerance for Ambiguity Scale,” Journal of Personality 30 (1962), pp. 29-50. Reprinted with permission of Blackwell Publishers.)

DRIVERS FOR CHANGE IN SOUTH AFRICA
· Broad Based Black Economic Empowerment

· Employment Equity

· Skills Development

What is my company doing? 

· BBBEE?
______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

· EE?

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

· SD?

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

THE CHANGE PROCESS
	Stages of coping with change
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Stage 2

Anger

Stage 3

Bargaining

Stage 4

Depression

Stage 5

Acceptance

Think of a change you have had to negotiate……

· How did you behave at each stage?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
· What was helpful?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

· What was not helpful?
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
· How can you help your own company to cope with change?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
(Source:  Elizabeth Kubler Ross)




CHANGE AS A PERSONAL JOURNEY
Dealing with personal change

	ENDING WHAT WAS 

You need to recognise that something has ended, allow yourself to grieve for the loss, preserve the good bits in your mind
	· Why did it end?

· What was your immediate response?

· How did feelings change?

	TRANSITION

You need time to hypothesise (think about) a change, allow yourself to imagine what it might be like before you are forced into the new situation
	· Are you giving yourself enough time to adjust to the change?

· How was the change communicated to you?

· Where are you at with the process of change?

	BEGINNING OF THE FUTURE

Consciously manage the “in between” state as a transition, know that sometimes you will move forward and sometimes you will regress and regret the past
	· How did things work out?

· How long did the process take?


What “good” parts of the past would you like to preserve into the future?

How individuals typically respond to change

	( Positives
	( Negatives

	· Enthusiasm

· Opportunity

· Challenge

· Excitement

· New Skills

· New Knowledge

· Reward

· Fulfilment

· Survival

· New Start

· Creates Options

· Learning Experience

· Motivation


	· Fear 

· Anxiety

· Shock

· Distrust

· Anger

· Stress

· Resentment

· Confusion / Disorientation

· Uncertainty

· Demotivation

· Depression

· Loss of Self Esteem

· Loss of Identity

· Loss of Peer Group Network

· Letting Go

· Saying Goodbye

· Poor Health

· Distraction

· Family Disruption

· Insomnia

· Conflict

· Politics

· Stubbornness

· Critical Reactions

· Mutiny

· High Risk

· Disown / Block Out

· Resistance

· Misunderstanding

· Personality Change


Do you recognise any of the above reactions in your own response to change?
(Source: Liz Clarke, “The Essence of Change”)

How is your company handling change?
	CHE  CHECKING YOUR CULTURE

This exercise gives you some headings against which to do a spot check of your company to assess whether the climate is likely to encourage willingness for change. It will help you identify danger signals and action points later on.

Spot Check: dangers signals

	Does your culture (the way you do things around here) exhibit any of the following characteristics? 
	Yes
	No

	1. Previous negative experience of change
	
	

	2. High levels of insecurity
	
	

	3. Too much security / inertia
	
	

	4. Low risk-taking
	
	

	5. Mistakes remembered / punished
	
	

	6. Strong demarcation across functions
	
	

	7. Closed, not open communications
	
	

	8. Entirely output-oriented
	
	

	9. Setting people up for failure, non- achievable targets 
	
	


	         Creating a culture for change

	Do any of the following need attention in order to sensitize people for change?
	OK
OK
	Needs attention

	           1. Is there an internal readiness for change?

-    Dissatisfaction encouraged

· Regular internal attitude / opinion surveys

· Joint diagnosis of business problems
	
	

	 2. Do employees attending training willingly?
	 
	

	      3. How closely in touch is everyone with the business    environment?

· Everyone has some customer contact?

· Autonomy is encouraged
	
	

	           4. Is there a shared vision of where the company is     going?
	
	

	           5. Do you have a “people matter” culture
	
	

	 6. Are successful change experiences identified and publicized?
	
	

	     7. Do careers paths encourage the development of change leaders? Are “heroes” rewarded?
	
	

	         8. How is willingness for change institutionalized in formal systems of business planning, recruitment, appraisal and career development?
	
	

	How does your company score?
	
	


SELF ESTEEM CHANGES DURING TIMES OF CHANGE

ORGANISATIONAL PRODUCTIVITY IN TIMES OF CHANGE

ORGANISATIONAL CHANGE PROCESS

 DEALING WITH RESISTANCE TO CHANGE
Key skills and attributes of guiding team members



Skills and attributes                    Consideration

Power and influence                               Which senior resources need to be part of the guiding teams for the change to succeed?



Are representatives from each of the major stakeholder group affected by the change included on the guiding teams?



Can they sufficiently influence others in the organisation?

Leadership
Do the teams include enough good leaders   to be able to drive the change process?

_____________________________________________________________________
Diversity
Do team members represent a sufficiently wide range of perspectives and disciplines to be able to make good decisions?

Expertise                                                 Do the potential members of the teams have the required expertise? 



If not, do they have access to others with the needed subject matter expertise?

Credibility
Are there people who should be on the teams by virtue of the respect and credibility they garner in the organisation?

Source: The Heart of Change, Dan S. Cohen with foreword by John P. Kotter

Tactics to guide effective communication of the vision

Develop a compelling story

· Provide a context for the change

· Focus on why, why now, what and how

· Develop high-level messages that capture the gist of the comprehensive vision

Keep it simple

· Use short statements

· Avoid jargon specific to a profession

Use metaphors and analogies 

· Use images to depict the future state of the organisation

· Use an analogy to explain the different phrases in the process of change

Repeat, repeat, repeat

· Use every opportunity to link day-to day business activities and decisions with the vision

· Continue to reinforce the messages throughout the entire change process

Use many different forums to spread the message

· Make it a habit to refer to elements of the vision in every communication, formal and informal

· Have all levels of the organisation seek

Make it multidirectional

· The vision will live through the interactions with people. Encourage as many people as possible to talk about it – peer to peer, front line managers to staff, staff to customers etc.

Build linkages to initiatives

· Explain how all the change initiatives contribute to the achievement of the vision.

Align leadership actions to communications

· Ensure that leadership actions and decisions are consistent with the new direction

· Explicitly address all inconsistencies

· Shape and reinforce existing congruent behaviours

· Have the guiding teams model the expected behaviours

Integrate communication initiatives

· Build a common set of key messages that can be integrated into all communications

Source: Adapted from John P. Kotter, Leading Change (Boston: Harvard Business School Press, 1996); John P. Kotter and Dan S. Cohen, The Heart of Change: Real Life Stories of How People Change Their Organisations (Boston: Harvard Business School Press, 2002)

THE ROLE OF THE SDF
Tools Required by the SDF to effectively Manage Change

The skills required by the SDF will be complex and varied. You may already have acquired some of these skills and may be interested in acquiring others. Essentially, they fall into 3 groups or clusters which are:

· Political skills

Organisations are social systems. Without people, there would be no organisation. Organisations are therefore intensely political. As a change agent the SDF must beware of getting trapped in the politics, don’t take sides but be the neutral place where others can come for advice.

· Analytical Skills

An SDF needs to have excellent analytical skills to be effective as a change agent. In a change situation, you cannot rely on guesswork. You therefore need to have a thorough understanding of both your organisation and the process of change

· People Skills

People are the sine qua non of any organisation. They are also a very diverse group, especially in modern organisations in South Africa representing many races, cultures, genders, religions, languages etc. You therefore need to be on top of diversity if you want to be a successful change agent

	Skills Required
	Appropriate Methodology
	Have/Do not have?

	Listening and enquiry
	Effective Communication

Active Listening
	

	Defining objectives

Creating a Vision
	Strategic planning

Visioning
	

	Shifting perspectives


	Effective Communication
	

	Solution focus
	Appreciative enquiry
	

	Dealing with complexity
	Systems thinking

Chaos theory
	

	Learning from mistakes
	Receiving Feedback

Effective communication
	

	Coaching
	Coaching/ mentoring


	

	Assessment


	Evaluation and assessment
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