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Source: The Essence of Change: Liz Clarke

Stages of coping with change

Stage 1

Denial

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)



	


Five Fundamentals for Coping with Change

1. Look after your resources

Like an army that does not get too far ahead of its supply train, like a family who stays out of debt an organisation that does  not waste resources is better positioned to cope in times of threat

2. Look after your relationships

Relationships too can become strained in times of change. Look after your workplace relationships and they should be able to survive the stresses and strains that change will bring

3. Give Plenty of Information

The more people know, the better equipped they will be to cope with change in the company. Do not keep the change vision a secret. People require plenty of information and plenty of time to think things over.

4. Share the power

Let employees have a say in decisions that affect them. Also, allow them to fail. We learn most effectively by failing

5. Create a common understanding

Make sure that everyone has the same understanding of the change process and what it might mean to them and their role in the organisation. You are more likely to get support when all employees understand the change vision and mission 

Source: Adapted from “The Five Fundamentals of Dealing with Change”

Joe Flower 1996

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?

The paradox of personal change

(I am waiting for …………..)
· Inspiration                                                 

· Reassurance

· My turn

· The rest of the rules

· Revenge

· More time

· The right person to appear

· Time almost to run out

· Mutual consent

· A more favourable horoscope

· The minute warning

· Age to grant me the right of eccentricity

· My annual check up

· Someone to discover me

· A lower capital gains rate

· The thing I do not understand or approve of to go away

· Someone to be watching

· An end to poverty, injustice, cruelty, deceit, incompetence, pestilence and offensive suggestions from peers

· My subordinates to mature

· The pot to boil

· My self esteem to be restored

· The gems of brilliance buried within my applauded and substantially rewarded so that I can work on the second draft in comfort

· The wind to freshen

· My current life to be declared a dress rehearsal, with some script changes permitted before the opening night

· The coffee to be ready

· Someone else to change


· A significant relationship to

i. improve 

ii. terminate

iii. happen

· A disaster

· An obvious scapegoat

· The lion to lay down with the lamb

· A better time

· My youth to return

· The legal profession to reform

· Tomorrow

· A better circle of friends

· The Japanese to leave town

· More adequate safeguards

· A cure for herpes

· A clearly written set of instructions

· My new credit card

· My suit to come back from the cleaners

· A signal from heaven

· Various aches and pains to subside

· Someone else screw up

· My children to be thoughtful, neat, obedient and self supporting

· Logic to prevail

· A sharp pencil

· My wife to come back

· My smoking urges to subside

· The rates to go up

· My grandmother’s estate to be settled

· You to stand out of my flight

· A better deodorant

· The cheque to clear

· Permission

· Someone to smooth the way

· The stakes to be lower

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?

	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
	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?
	
	


How do you grapple with change in your organisation?

· Jump in, seize the nettle. You cannot do anything from the outside!
· Have a clear statement of mission. Keep it simple “We are changing so that we can remain the best!”. 

· Build a team to support you. Lone wolves don’t manage change. It is a team effort.

· Try to maintain a flat organizational structure, rely on minimal reporting lines

· Pick your team of people with high energy and relevant skills. You will need both!

· Throw away the rulebook. Change by its very nature will demand flexibility.

· Constantly assess the impact. Go for short term wins

· Set flexible priorities. You must be able to drop what you are doing and do something, which is more important at that moment.

· Treat everything as a temporary measure. Insist on the right to change your mind!

· Ask for volunteers. You might be very surprised at those who offer.

· Try to give your team the resources they need to do their job.

· If things look chaotic initially, it’s because they are! Remember the task of change management is to bring order to a messy situation, not pretend it is already well organized and disciplined

Source:  Change Management. (A Primer). Fred Nickols 2004

Eight step process for leading successful change



                                                               


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

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)

Seven Major Factors in Resistance to organisational change

· Loss of control

· Why are you doing it?

· Uncertainty and ambiguity

· Springing surprises

· Loss of face

· Can I cope?

· More work

Source: The Essence of change, Liz Clarke

Organisational and Individual inertia

	Resistance stems from
	Is this me?

	
	Yes
	No

	Fear of the unknown
	
	

	Lack of information
	
	

	Threats to status
	
	

	Threats to established skills
	
	

	Fear of failure
	
	

	Reluctance to let go
	
	

	Lack of perceived benefits
	
	

	Threats of powerbase
	
	

	Low-trust organisational climate
	
	

	History of previous custom
	
	

	Fear of looking stupid
	
	

	Feeling vulnerable and exposed
	
	

	Threat to self-esteem
	
	

	Lack of control of one’s destiny
	
	

	Lack of team relationships
	
	

	High anxiety
	
	

	Stress
	
	


Source: The Essence of Change, Liz Clarke

Thirteen Tips for Managing Change
1. Educate the leaders. (Managers, supervisors)

2. Use a “systems” approach. Consider all aspects of the organisation when planning and implementing change

3. Use a team strategy. Involve as many people as possible even the “resistors”

4. Share your power with others through education and communication

5. Make plans but know they might have to change

6. Realize there is a tension between establishing readiness for change and the need to get on with the change process. There will never be a “perfect time”.

7. Provide plenty of training and staff development. Make provision for change training in your Workplace Skills Plan

8. Do your own research so that you can help others to understand

9. Remember change only happens through people. “Things do not change, we do!” Thoreau. Consider the emotional impact of change; understand resistance.

10. Be prepared for the “productivity dip”. Remembers things get worse before they get better 

11. Help all employees to develop an “intellectual understanding” of the change process. While outcomes are important to assess, people also need to understand the underlying meanings and functions of the practices

12. Seek out the “opinion makers” and “paradigm shifters” who will help to support the change initiative

13. Take the long view! Remember change takes time and cannot be forced.

Source: Adapted from “Thirteen Tips for Managing Change”. Dennis Sparks 1993

Signs of Enablement

To gauge your success at enabling people for change, routinely ask yourself the following questions, using your group as a test:

· Am I doing what it takes to motivate my people to do the work of change?

· Am I giving my people the necessary knowledge, skills and abilities?

· Am I providing the resources necessary to tackle challenges and problems that emerge in the change effort?

· Have I given the right people enough authority to make sound decisions?

· Am I ensuring that all involved in the change initiative are receiving adequate support from their managers and peers?

· Have I set up the right systems to measure and reward people for their change efforts?

A primary goal of the guiding teams in this step, and critical element in enabling action, is to ensure that rewards, performance, training and other human capital processes and systems are aligned with the change effort. If they have been effective, you will see the following changes:

· The level of activity relating to the change increases as more people get involved.

· Participation in change related activities becomes routine

· The quality and quantity of feedback increases

· Attendance at related training is high

· Resources are freed up

· Open, honest discussions to address conflicts and problems happen more frequently

· Issues and problems are identified and acted upon rapidly

· Feedback and suggestions are offered spontaneously

· New ideas are proposed and tested

· More informal talk about the initiative occurs

· The change initiative becomes a regular topic on management agendas

Alternatively, here are some warning signs that indicate you’re not doing enough to identify and eliminate the barriers to change

· There is high level of scepticism about the change effort

· Employees show a reluctance and / or a lack of motivation to participate

· Instead of dealing with problems as they arise people avoid them

· Progress on the change initiative is too slow

· Change teams are working long hours

· Many ideas are generated but few are acted upon

· Decisions are recycled long after being approved

· The decision making process is long and involves multiple levels of approval

· Leaders are reluctant to free up resources

· Change efforts are given low priority

· The dissatisfaction with performance appraisals is high

· People give up even after being successful

If you do not address the barriers that are impending progress, the energy needed to move the change effort forward will disappear

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

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
	


Ten Commandments for getting it wrong

Here is a list of some of the things to avoid if you want your communication channels to stay open:

1. Criticise your predecessor: he or she screwed up.

2. Don’t tell anyone anything until you’ve spelt out the last detail

3. Tell lies

4. Impose a communication blackout

5. Announce a change, then try to get it to work

6. Time major changes for the Friday afternoon before Christmas

7. Be autocratic: Genghis Khan didn’t consult

8. Discourage people from criticising the status quo and saying what they think, you might not like the answers

9. Rely on memos: talking is a waste of time

10. Don’t forget it’s your change not theirs

Source: The Essence of Change, Liz Clarke

The Change Star
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Source: The Essence of Change, Liz Clarke
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Other reasons? Why you are waiting to change?


_______________________________________________________________________________________________________________________________________________________________________________________


Source: Ashridge Management College











Reinforce


the change





Prepare a change plan





Mobilise


Commitment





Develop


Shared vision





Anticipate resistance





Research


External


And internal market for change





Tune into the external environment.


Build an internal market for change.


Test perceptions through internal attitude surveys and external customer satisfaction audits and feedback to key players.


Create channels for articulating dissent and diagnosing problems





Key players collect data on likely resistance levels in their areas.


Use techniques like force-field analysis and commitment charting to assess the risks of change and organizational readiness.


“Scope” the change. How big is it and what is the likely impact on people and customers? Should you still go ahead?





Communicate corporate vision with passion.


Explicitly link this change with vision


Encourage teams to do “what if-ing” and hypothesizing in order to get comfortable with the future.





Spread change beyond the key players to create critical mass.


Appoint change agents, project teams, etc.


Hold functional and cross-functional workshops and meetings.


Carry out communication and counselling to individuals and groups.





Build and incremental plan phased over time.


Break the change into manageable bits


Establish formal communication channels





“Follow-up” surveys to monitor and adjust plans Institutionalise by 


adapting procedures/systems to “fit”.


Identify and reward heroes.


Persist and persevere!





Why change?





Jointly diagnose the business case for change (external as well as internal factors)


Get people to ask why for themselves and to criticize the status quo


Communicate the benefits of the change


Ensure that key players are involved in creating the change early on





A shared approach





If you are only involving people at this stage, it will be too late. Create shared ownership early on shaping the change


Open, face-to-face communication is the backbone of successful change


It can be risky to announce intended change too early. It is generally better to announce a developing  change, one that has confident, committed participants





Creating a climate for change





Make it manageable





Anticipate the impact of the change on your people and customers


Change takes longer than you think; build in time and a breathing space


Break the change down into digestible, bite-sized chunks


Be visible and supportive, create change winners





 








Reinforce team


 and individuals


People will only take the risk of moving from the unknown f they have confidence. Build self-esteem through a “people matter”” style


Create a positive, confident climate for change


Reinforce the perception of winners rather than loser


Help maintain a sense of 


team identity








OUR BUSINESS IS CHANGE








ASSESSING YOUR CHANGE PROBLEMS





Please use this worksheet to anticipate some of the major sources of resistance you are likely to meet in engineering a specific change you have in mind. What action can you take to convert the perception of negatives into positives?








Change problems�



Action options�
�



Loss of control


�
�
�



Why change?�
�
�



Too much uncertainty�
�
�



Surprise, surprise�
�
�



Loss of face�
�
�



Can I cope?�
�
�



Extra work�
�
�






Engaging and enabling the whole organization
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     8. Make it stick





�





     7. Don’t let up





      6. Create short-term wins





      5. Enable action





    4. Communicate for buy-in





     3. Get the vision right





      2. Build guiding teams





1. Increase urgency






































Implementing and sustaining the change
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