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                                           Managing Change

Overview



___________________________________________________________

Introduction
This chapter describes a model for accelerating organizational change.



___________________________________________________________

Learning Objectives
Without references participants will:

· List correctly at least 6 of 10 steps in change management

· Briefly describe the roles of the 4 stakeholders of change in the CAST model

· Briefly explain how change management can be used in organizational and job design

________________________________________________________________

Importance of Change Management
Change management is important because organizational and job design are inherently change processes.  To be effective in organizational or job design, one must be effective in managing change.  The 10-step model developed by IMA provides a context for organizational and job design activities. 

__________________________________________________



In this Chapter  This chapter includes the topics listed below.
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_________________________________________________________________

Reference
You may contact Implementation Management Associates, Inc. at (800) 752-9254 for more information about their change model.  They developed the 10-step model described in this chapter.  You may also wish to consult Changing the Way We Change by Jeannenne La Marsh (Reading, MA: Addison-Wesley, 1995) or Managing at the Speed of Change by Daryl Conner (New York: Villard Books, 1992).

___________________________________________________________

 Change Management Model



_________________________________________________________________

Introduction
This map summarizes IMA’s 10-step model for accelerating change.



____________________________________________________________

Overview
The 10 steps in accelerating change are listed in the table below.
   Step
                                     Action

      1
Define the change.

      2
Assess the climate.

      3
Identify the change approach.

      4
Generate sponsorship.

      5
Develop target readiness

      6
Create cultural fit.

      7
Build agent capacity.

      8
Motivation planning.

      9
Communication planning.

     10
Integrate planning.



_________________________________________________________________

Define the Change
Clarify at the outset the specific changes that all stakeholders must make.  This means elaborating a vision of the organization’s end-state, describing what will be stopped (old behavior), and describing what will be started (new behavior).  Changes are NOT intuitively obvious.  They must be spelled out for each stakeholder.

___________________________________________________________

Assess the Climate
Once the stakeholders are apprised of the changes, assess whether the organization has the capacity to successfully implement them.  If not, build organizational capability.  Organizational assessment is usually accomplished with commercial instruments, climate surveys, focus group meetings, e-mail bulletin boards, or other tools.  Two key factors are:

1. the history of success or failure in implementing change, and

2. the magnitude of the change.

________________________________________________________________

Identify the Change Approach
There are two broad strategies for implementing change.  The directive or hammer approach obtains initial compliance but creates resistance later because there is little buy-in by stakeholders.  The proactive and supportive approach recommended by Kurt Lewin and others identifies resistance first and encourages dialogue among stakeholders.  It builds consensus and buy-in, thereby reducing resistance.  

___________________________________________________________









      Continued on the next page
Change Management Model (continued)


_________________________________________________________________

Generate Sponsorship
The four roles in change management are:

1. sponsor, 

2. champion, 

3. change agent, and 

4. target.  

Sponsors have the clout to provide resources needed to manage, implement, and reinforce change efforts.  When selecting sponsors, only go as far up the chain-of-command as you need to obtain necessary resources and support.  Otherwise, intervening management layers may feel threatened and sabotage or resist the change.

___________________________________________________________

Develop Target Readiness
Targets are the people who need to change--everyone in the organization.  Call them “members” if you dislike the term “target”.  Targets or members need to be oriented, trained, and coached before they are able to accomplish necessary behavioral changes.  (See step 1).

___________________________________________________________

Create Cultural Fit
Changes in organizational structure aren’t sufficient.  It is also necessary to change the organizational culture, reward system, HR policies, and measurement systems.  The social system supports the technical system.

___________________________________________________________

Build Agent Capacity
A few change agents aren’t enough; they’ll burn out quickly.   Provide for the development of additional change agents.

___________________________________________________________

Motivation Planning
It is not enough to describe behavioral changes which managers and employees must make.  It is also necessary to reward new behaviors and to eliminate rewards for old behaviors.

___________________________________________________________

Communica-tion Planning
Organizational transformation requires multiple communication strategies.  Cheap strategies like memos aren’t enough.  Invest the time and money in town-hall meetings, focus groups, or other face-to-face strategies.

___________________________________________________________

Integrate Planning
The final step is a continuing one—integrate each of the other steps and approaches.  Revisit and reemphasize prior stages whenever needed.

___________________________________________________________

Cast of Stakeholders



_________________________________________________________________

Introduction
This map explains the four types of stakeholders in the CAST model.



____________________________________________________________

CAST Model
The four roles in change management are:

· Champion

· Change Agent

· Sponsor

· Target

The bold letters create the mnemonic CAST.

________________________________________________________________



Definitions
The four CAST roles are defined in the table below.

        Role
                                Definition

Champion
Markets the organizational change.  Gives recognition when new behaviors are demonstrated.

Change Agent
Has the technical know-how to plan and implement the organizational change.  Skilled in training or consulting.  Has the “tool kit” needed for the change.

Sponsor
Provides the resources, authority, or reinforcement needed to accomplish the change.  Has the authority to modify reward systems or other aspects of the organizational culture.

Target
The person who needs to change.  All members of the organization fall into this category at one time or another.  Often the organization’s customers and suppliers are targets, too!



_________________________________________________________________

Relationship to Organizational Design



_________________________________________________________________

Introduction
This map explains how change management relates to organizational 

                        design.



____________________________________________________________

Design Means Change
Organizational design is inherently a process of creating change.  Changes include:

· position structures/career ladders

· physical locations (work sites)

· reporting relationships

· interpersonal relationships

· position descriptions

· performance standards

· measurement systems

· work flow

· knowledge, skill, and ability required to perform the work




Organizational design is more likely to be effective when it is carried out within the context of change management.  This means that stakeholders must understand what is happening to them.  They must share a vision for the organization’s end state.  They must be given a compelling business case for the change.  They must see that new behaviors are properly rewarded.  They may require extensive training on new jobs, careers, or work technologies.

Organizational design changes will not be effective unless sponsors, champions, and change agents are available and willing to assist targets and each other.

___________________________________________________________

Relationship to Job Design



_________________________________________________________________

Introduction
This map explains the relationship of change management to job design.

___________________________________________________________

Job Design Means Change
Even after organizational structures have been fully designed, many issues will arise at the level of an employee’s job.  It is at the job level that organizational change becomes personal.  Employees who have distanced themselves from the broader structural changes may feel extremely uncomfortable when their own job has changed.


Effective job design requires consideration of the steps of change management.  This includes assessing target readiness, motivation planning, and communication planning.   By assessing employee readiness for change early in the design process, you can identify resistance and take appropriate action.  To capitalize on employee buy-in, you may encourage employees to design their own jobs.  (This is essential if team structures are being introduced.)  Also, many job changes require formal or on-the-job training so that employees can acquire and practice new knowledge, skills, and abilities (KSAs).

The bottom line is that even the reclassification of just one job changes the way in which work is assigned or communicated within the organization.  Whenever a single job changes, the entire work system is affected.    Whenever the work system is altered, change management principles and techniques are valuable in enhancing organizational effectiveness.

___________________________________________________________
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