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Leading Change – Guidelines for Managers
This guide is designed as a working reference. It describes a generic approach to change that can be adapted and used in many situations, from small changes to major re-alignments.  

The guide is designed to support the drive to achieve a consistent approach to change by:
· Raising awareness of the importance of effective leadership of change 
· Highlighting the use of change management processes in general 

· Highlighting the critical success factors for effective implementation 

 

The guide draws on material from a number of sources, the main ones being listed in Appendix A.  
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A. Executive Summary  

What do we actually mean by “change”? The word has become commonplace in organizational language, but it means different things to different people, and depends hugely on the perception of the person in question. To someone who has never been involved in change, a minor shift in work pattern may seem like the end of the world; but to an experienced and enlightened change champion, even large changes can seem like routine events.  

In change situations, perception and attitude are everything. It is critical to address the so-called “soft issues”, as they are really the hard issues when it comes to successful change. The biggest single part of this is involvement – taking the time and effort to discuss why change may be needed, the overall environment and strategic position that is driving such change, and to give people the opportunity to discuss and share their views. To a large degree, preparation is everything in change situations; there is no substitute for developing and maintaining an environment and approach that will enable change to take place effectively. That means people involvement, effective and consistent communication and taking the time to explain the situation – even if not everyone likes the changes being proposed.     

As a starting point 3 questions have to be answered that underpin the change process: 

1. Where are we now? 

2. Where do we want to be? 

3. How are we going to get there?  
Answering these questions provides the basic scope that lays out the case for change, the benefits to be gained and a basic risk assessment that addresses the major unknowns.  

An assessment of stakeholder perception is critical. This process defines all the stakeholders in the change process, and establishes their position and attitude with regard to the potential change. Without this there is no effective starting point to assess how significant the change is perceived – you may think one thing, but others may feel very differently!  

This guide uses a simple 6-step process for effective change: 

1. Establish a compelling case for change, involving employees in the discussion 
2. Create clear ownership and leadership  

3. Communicate the case for change and progress early and often  

4. Create and maintain a workable change plan  

5. Empower broad-based action and maintain momentum  

6. Anchor new approaches in the culture 

Effective leadership is critical during change, at every one of the 6 stages listed above. Leadership during change cannot be overstated – it is pivotal to success. But this means much more than “leading from the front” – it means personal involvement and engagement with the “soft issues”, involving people at each stage both to discuss changes and to get feedback about not only how people feel but also how to improve the overall chance of success.  

The very best change programs will strike the right balance between quality leadership (employees look to leaders for guidance during change situations) and employee involvement. This is sometimes stated as leaders setting the framework for change (“top down”) with employees helping to establish both workable detail and effective implementation (“bottom up”).  

Why does change so often fail to capture the intended results?  

· Lack of a compelling case – often far too little effort is put into developing the “case for change”, particularly the effective involvement of employees 

· Failing to understand what change really is – far too often change is still seen as a “single event”, effectively moving from one steady state condition to another. But this is rarely the reality today; change is nearly always a journey, and it can take several iterations to get to the right structure / alignment 

· Failing to engage with employees – although the vision and case for change are normally developed by senior managers, involvement of employees or groups of employees is vital to effective implementation and also solutions that will actually work! An effective balance between “top-down” and “bottom-up” is critical 

· Ineffective implementation – so often implementation is seen, erroneously, as the “easy part”. However in reality it is the most difficult part to get right. The real test of implementation is how robust the organization is to deal with the challenges and to re-adjust as necessary – flexibility is critical   
B. Introduction  

This guide has been developed to meet the specific needs of RGU, particularly with regard to consistent guidance around leading and managing change. It is not a comprehensive review of the subject, and nor does it aim to compete with the many good books written on the subject (see bibliography for some of these).  

It is a reference guide that can help build understanding with regard to the many complex issues involved. It is a working document, built for regular use - a day-to-day road map. 

We need to start with a basic understanding - what does change actually mean in an institutional context? The word “change” has become commonly used in recent years, but the first challenge is that it means different things to different people, and depends hugely on the perception of the person in question.  

In some instances it is used to signify a single event, a move from one state to a new state, and is conducted with relative ease and minimal disruption. But more commonly it is used to mean a major shift in the organization affecting both people and processes, and taking weeks or months to complete.   

This brings us to the first key point – balancing the significance of the change and its potential impact with the way it is perceived by the people involved. How people see change depends entirely on their past experience and degree of flexibility and adaptability. To someone who has never been involved in change, a minor shift in work pattern may seem like the end of the world; but to an experienced and enlightened change champion, even large changes can seem like routine events.  

In change situations, perception and attitude are everything. We shall see later how important it is to address the so-called “soft issues”, as they are really the hard issues when it comes to successful change.  

Equally important is the need to make a distinction between organizational change and running the business effectively. Some business decisions need to be made as a routine part of “running the business” and ensuring sustainability. Such events often need to be dealt with quickly, and employee involvement can follow. (You will get no thanks for letting the business fail because you felt it was necessary to wait 6 months to gather the opinions of every employee!)  

So what does all this mean for someone leading change? For a start, if you are a manager in any kind of organization, the likelihood is that you will implement change at some point – and probably quickly. Much recent leading edge writing thinking about the role of leaders tends to agree that leading change is in effect the same thing as leading – i.e. leadership without effective change management skills is becoming ineffective as a core skill.  

Not only that, but the ability to understand, believe in and role model effective leadership behaviors is crucial. During change situations people will only really believe and buy into what credible leaders tell them – and the reality is that many people in lead positions are not able to do this effectively? Why is this? It is simply because they have not put in the effort to develop their own leadership capability, particularly around key leadership behaviors. 
The values that an organization adheres to in support of its mission and vision, and the leadership behaviors that evolve from them simply have to be evident and visible if effective and lasting change is going to take place.    

Against this backdrop it is hardly surprising that “leading change” has been identified by the RGU Executive Group as a key organizational capability for all managers and one where significant development effort will need to be focused.   

This guide does not go into detail about the legislative aspects of change – in particular regarding situations where changes in employment status may occur. This information is available from your HR Client Partner. It is critical that, in any change situation, the HR Client Partner is involved as early as possible in the process. Not only does this ensure the most effective advice and collective forward planning, but it also allows early planning for any legislative aspects of potential change situations.  

C. Setting the context 

 What do we mean by change? Looking at some dimensions will help: 

· In the 1990’s, nearly 50% of all US organizations were restructured  

· In the 2000 – 2010 decade, it is predicted that: 

· Working from home will increase 20-fold 

· 25% of all knowledge will become obsolete 

· Dual career families will make up over 60% of all families 

What are the main sources of change?  

· Societal / behavioral – e.g. life-style changes 

· Technical 

· Economic  

So change comes from a variety of sources, and affects us all. People may tend to think of change as something that only affects them at work, but the reality is very different – just look at the life-style and economic changes that have affected everyone over the past 20 years.  

Change is here to stay – and it going to affect us all. If we look back rationally at the last 200 years, this should be no surprise of course, but its how we see change at a personal level that really matters, and maybe more importantly how “in control” we feel.  

When asked, over 80% of people will generally see change as a good thing, but this drops to 20% or less when it gets personal, and looks like it might in any way adversely affect someone, even if it won’t! In change situations, perception and reality definitely are not the same things! 

The paradox of change 
There is a major paradox about change, and it is that the best change programs are successful because they do things in a way that most people wouldn’t define as “change” at all!  

In the words of Glenn Tilton, CEO of UAL (United Airlines) 

“At least 70% of major corporate changes fail to capture the benefits ascribed to them. A big factor is that the soft issues are not understood to truly be the hard issues. Not enough attention is dedicated to the hearts and minds of the people in the organizations” 

And to quote William Bridges (from Managing Transitions): 

“It isn’t the changes that do you in, it’s the transition” 

These two quotes are effectively saying the same thing – change is not really about the structural changes that are made to organizations, but about the way that people are guided and treated during the change process. But this is itself a challenge if the enduring culture within the organization is not aligned to good people management in the first place!  

No wonder, then, that it is so often said that effective change is 20% structural change and 80% good people management.  

Success is not assured  
A very high percentage (roughly 70%) of change programs fail to meet their objectives.  

For quality management initiatives it’s even worse – something like 80% don’t meet initial expectations.  

This provides a very rich source of information about how not to do it, and there is a growing sense of organizations wanting to learn from best practice in order to minimize the chance of failure. What does best practice and the lessons of so many failures tell us? The key success factors are: 

· A compelling vision of why change is needed 

· Effective and consistent communication 

· Adequate preparation and conditioning 

· A thorough and lasting implementation process that deals effectively with peoples’ concerns and needs as they adapt to the new situation  
The rest of this guide is focused on what best practice looks like, and how it can be applied effectively.   

D. The human dimension 
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