Change Management handouts – 12/07/05

How do you rate as a change agent?

What are your own strengths and weaknesses in trying to implement change within your organisation? To be a successful agent of change you will need to be able to say yes to as many as possible of the first set of questions and no to as many as possible of the second set.

	Advantages
	Yes
	No

	Do you understand your organisation - who has the power, how the networks operate, where the barriers are?
	(
	(

	Do you speak the organisation’s language - its special jargon, in-jokes, etc.? 
	(
	(

	Do you understand the local ways of doing things and behaving and can you act in accordance with the organisation’s unwritten rules.
	(
	(

	Are you a familiar and non-threatening figure to your colleagues.
	(
	(

	Do you  feel that your personal and professional satisfaction is dependent on the organisation prospering?
	(
	(

	Do you believe that change usually brings more gains than losses?
	(
	(

	Do you actively look for ways of improving things? 
	(
	(

	Disadvantages
	 
	 

	Are you too involved with what you see as your own work to see the organisation as a whole and without bias?
	(
	(

	Might people’s expectations of you in your role conflict with your efforts to work with them towards implementing change?
	(
	(

	Do you have prior experience of implementing changes?
	(
	(

	Do your other duties leave you insufficient time and energy to think about the change?
	(
	(

	Do you feel you are too insecure to guard against challenges from other members of staff?
	(
	(

	Might your past successes or failures prejudice people against you?
	(
	(

	Do you really believe that change brings more losses than gains?
	(
	(

	Are you inclined to be suspicious of new practices?
	(
	(


Evaluating Proposed changes

Sometimes change will be urged on you by other people. In such cases, you may need to evaluate the proposal, suggest amendments or perhaps even oppose it. Here are some useful questions to ask:

	
	Yes
	No

	Are we already doing it?
	(
	(

	Has it been tried unsuccessfully in the past?
	(
	(

	Could it work?
	(
	(

	Is it practical?
	(
	(

	Is it ethical?
	(
	(

	Is it based on empire building and/or self interest?
	(
	(

	Is it based on untested theory or speculation?
	(
	(

	Is it based on fashion or someone’s whim?
	(
	(

	Will it solve the problem(s)?
	(
	(

	Might it create more problems than it solves?
	(
	(

	Are the risks acceptable?
	(
	(

	Is it likely to be cost effective?
	(
	(

	Is it within the existing budget?
	(
	(

	Will it antagonise staff/customers/unions etc.?
	(
	(

	Are the projected improvements in productivity and/or the quality of working life sufficiently specific for us to be able to agree on the extent to which they do get attained?
	(
	(

	On balance, shall I support the proposed change (with or without suggesting amendments)?
	(
	(

	Or shall I oppose it?
	(
	(

	If I feel I must oppose it, how and with whose support shall I prepare and present the case against it?
	(
	(


N.B. You will, of course, be just as critical in applying such questions to changes you think up your self as to those proposed by other people.

Fostering a “Change” Mentality

Assuming that you personally are ready to foster change within the organisation, here are some important questions to ask:

	How can I keep my team members alert to the possible needs for change within the organisation?

	How can I promote a positive attitude towards change among my team members?

	How can I best explain the basic problem or opportunity that seems to call for change to be made?

	How specifically can I outline the improvements in productivity, competitiveness and/or the quality of working life that we can expect?

	How can Ideal with anxieties that the benefits of the change may not outweigh the costs, e.g. in time, money, effort, disruption, etc. ?

	How can I make sure my section gets the best possible results form a change that I am not 100% convinced about myself?

	How can I change things as little as possible in order to bring about the desired improvement?

	 What are the forces and factors that seem to make change necessary or will help to get it established?

	What are the forces and factors that may make the change difficult to implement?

	What problems and side effects are likely to be produced in trying to change?


Planning a change

	With whom do I need to liaise in planning the change?
	

	Who else is likely to be affected by the change?
	

	Can they work with me in planning the change?
	

	Will they actively work against me in introducing the change (overtly or covertly)?
	

	How much freedom do we have to decide

· What needs to be done?

· in what order?

· By what target dates?

· By whom?
	

	How much time and resources are needed (allowing for any temporarily reduced productivity) in order:

· to introduce the change, and 

· to maintain it?
	

	How can I draw up a realistic timetable for imple-menting the change - from planning to routine operation?
	

	How much support will I need to give personally?
	

	How shall I monitor whether the change is getting established satisfactorily, e.g. formal reports and/or informal observations?
	

	What early warning system shall I set up to detect:

· difficulties

· discontent

· shortages

· delays

· confusions

· unexpected snags and so on?
	

	How much of a ‘ fire fighting’ reserve of time and resources to deal with problems whose nature and timing I cannot anticipate?
	

	Am I alert to modify the change where experience suggests improvements are necessary?
	


Overcoming Resistance

	Who is likely to be resistant to the change and why?

	Are there any potential resisters within my own team or department?

	Is the change likely to have repercussions for the work of other departments and so create resisters elsewhere? e.g. Sub-contractors etc.

	Are the potential resisters clear about what are expected to be the benefits of the change?

	Am I being honest with them about any benefits that I might personally stand to gain from the change?

	Do the potential resisters understand how their opposition would affect the people expected to benefit from the change?

	Do they realise the strength of my own personal disappointment(and hopefully feel uncomfortable about it)?

	Who are the opinion leaders among the resisters?

	What are the reasons for their resistance?

	Is there any ‘hidden agenda’ of objections which the resisters are unwilling to discuss openly or even admit to?

	If so, how can I best make clear that I am taking such unstated objections into account?

	Are there any aspects of the change about which I and the resisters can agree?

	Do I accept that the change may have some drawbacks which I have not yet recognised?

	Are the resisters willing to contribute to the change by suggesting modifications?

	Can I persuade them to convert emotional opposition into practical suggestions?

	Can I convince them of my willingness to make justifiable modifications in line with their suggestions?

	Shall I manage to be even tempered at all times and avoid getting into slanging matches with the resisters.

	Can I ensure that respected supporters of the change are present at any important discussion where resisters are likely to be expressing dissent?

	Can I get such respected supporters to lobby the dissenters individually and in private?

	If all else fails, can I :

a) buy off the resisters by giving them something they want; or

b) coerce them by threatening them with the loss of something they already have?


Suggestion: Resistance may develop AFTER the change has been introduced even though it was not evident beforehand.

What Changes have you seen


What are the three biggest changes that have happened to your organisation 
in  the last 12 months?


What caused these changes?


Did these changes affect your job or the jobs of people you have to work with?


Did you have to adopt any new ways of working?


If so have you done so satisfactorily?


Were there problems in learning new ways?


How much advance warning did you have that the change was coming?


Would longer advance warning have made learning the new ways any 
easier?


Can you predict the next three important changes that are likely to affect your 
organisation ( or your section)?


Can you see how you may have to change your ways as a result?


Do you think you are doing enough already to anticipate and prepare for 
change? (If YES, are you quite, quite sure!?)

Preparing yourself for change

Here are some questions to ask yourself, to check that you really are doing all you can to prepare for change.

	
	Yes
	No

	Using published information
	
	

	Do you read a ‘quality’ daily newspaper?
	(
	(

	Do you regularly read the technical/professional journals in your field?
	(
	(

	Have you read any book on management in the last 12 months?
	(
	(

	Have you read a recently published book on management in the last 12 months?
	(
	(

	Could you mention the key works that have been published in your field in the last 12 months?
	(
	(

	If not, would you know how to find out?
	(
	(

	Do you know what published information is stored within your own organisation and how to get access to it?
	(
	(

	Do you know of any computer databases that contain information relevant to your field?
	(
	(

	Do you know where and how to use them?
	(
	(

	Have you within the last 12 months requested information on technical or management matters from government departments, professional associations, etc.?
	(
	(

	Could you, without preparation, give one of your junior colleagues a run-down on current professional issues?
	(
	(

	Do you regularly watch TV programmes or listen to radio programmes about current affairs, social trends and technological developments?
	(
	(

	
	
	

	Training and Education
	
	

	Do you regularly obtain details of forthcoming courses, workshops, conferences, seminars etc. that might be helpful to you in updating your technical or professional competence?
	(
	(

	Have you thought in the last six months about what training or development opportunities you might particularly welcome to help you update yourself?
	(
	(

	If so, have you made any attempts to obtain such opportunities?
	(
	(

	Have you attended an updating course, workshop, seminar etc. within the last six months?
	(
	(

	Have you worked through any open/distance-learning materials in the last six months (e.g. the Open University’s Effective Manager Course?
	(
	(
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Preparing yourself for change

	
	Yes
	No

	Exchanging Information 
	
	

	Do you seek to obtain new ideas from your own staff?
	(
	(

	Do you encourage your staff to keep themselves up to date?
	(
	(

	Do you regularly exchange updating information with colleagues elsewhere in the organisation?
	(
	(

	Do you study the activities of other organisations in your field
	(
	(

	Have you recently visited any other organisations in your field or a related field?
	(
	(

	Are you an active member of a professional body?
	(
	(

	Have you sough the advice of any experts in your field in the last 12 months?
	(
	(

	Do you know of universities or other research bodies carrying out research relevant to you field?
	(
	(

	Do you know how to obtain information about the findings of such research?
	(
	(

	Are you aware of any relevant advisory services offered by government departments or independent organisations?
	(
	(

	Are you the kind of person that colleagues would look to for reliable information about what’s new?
	(
	(


If your answer to many of the above questions is NO, then its doubtful if you are doing all you should to keep reasonably up to date. You may like to consider which of the above steps you might take in order to be able to rate yourself as more up to date next time you read through this checklist.


	Task Summary sheet
	

	Project Name
	Ref:

	No.
	Task
	Description
	By Whom
	Person days effort
	Duration
	Preceding task(s) & relationship

	
	
	
	
	
	
	


Milestone Summary sheet
	Project Name
	Ref:
	

	No.
	Date
	Description/Deliverables
	Dependent on Task(s)
	Responsibility
	Type

	
	
	
	
	
	


External Dependencies Summary sheet
	Project Name
	Ref:
	
	

	No.
	Description/Deliverables
	Dependent on Task(s)
	Responsibility
	Date
	Comment

	
	
	
	
	
	


Motivate changes

Bring resistance to the surface and continually gauge readiness for change.

Create and maintain dissatisfaction with the status quo

Generate new training for new skills

Encourage participation in planning and implementing change

Reward the behaviour you need in the transition and future states.

Provide time for people to disengage from the current state.

Use pilots and reposition the remainder.

Burn bridges and build up ambassadors.

Actively manage in/out placement in a firm, clear and sympathetic way.

Scenarios

1 a new person joins your team and you're asked to help them through the first few days.  You sit them in front of a PC, show them a pile of invoices that need to be processed today, and push off to a meeting.  They're at level D1, and you've adopted S4.  Everyone loses because the new person feels helpless and demotivated, and you don't get the invoices processed. 
2 On the other hand, you're handing over to an experienced colleague before you leave for a holiday.  You've listed all the tasks that need to be done, and a set of instructions on how to carry out each one.  They're at level D4, and you've adopted S1.  The work will probably get done, but not the way you expected, and your colleague despises you for treating him like an idiot.

3 A fire breaks out. Concern for the task of emptying a building in a safe and orderly fashion is of prime importance. Asking people to get into small groups, and to reflect on how they feel about the prospect of being consumed by flames is clearly unhelpful. At other times, greater concern for people over task is called for..
	Style
	Typical statements
	When 
	Reason

	Authoritative
	Let's do this together.
	
	

	Coaching
	Try this
	
	

	Coercive
	Do what I tell you
	
	

	Affiliative
	How do you feel
	
	

	Pacesetting
	Do as I do, now
	
	

	Democratic
	What do you think
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