MANAGING CHANGE

People everywhere constantly and consistently continue to look for the secret to becoming a better leader. Thousands of books and articles have been published on the challenges of becoming a better one. However, instead of focusing on the viewpoint that leadership being a challenge, why not view it as an opportunity for growth and change?

When change is imposed as a result of it becoming necessary, clearly the most important determinant of ushering it in is the ability of leadership to lead. You have to not only have all staff members buying into whatever changes are proposed, but you have to have everyone have trust in leadership on every level. The actual nature of the changes proposed is secondary to the perceptions that employees have regarding the ability, competence and trustworthiness of their leadership. So how do you build that core trust?  

The Role of Leadership

In any organization where there is an undisputed amount of faith in the leadership in place, employees will look towards them for a number of things. During drastic times of upheaval, employees will expect hands-on, sensible and effective measures that are timely. Also during these crucial times of change, employees will view leadership as supportive, committed and concerned about their individual and collective wellbeing while recognizing that tough decisions will have to be made.

The best way to achieve this is to realize that all situations start from a place of trust. A climate of trust is crucial to set things off on a successful level between leadership and staff. After all, what’s the point of having the best possible strategic plan if there is no trust built up towards leadership in the first place? It would be an exercise in futility.

There are seven phases to almost all directions in instituting change:

• Shock and Surprise

Unexpected situations that create confrontations; these are situations that make people that their old patterns of doing things have outlived their usefulness.

• Denial and Refusal

People attaching values as support for their conviction that change is not necessary; that is, when they believe that change is not necessary, their perceived productivity increases.

• Rational Understanding

When people realize the need for change, their perceived competency rises again. Since most people focus on finding short term solutions, they only cure symptoms. There is real willingness to accept their patterns of conduct and attempt to change them. 

• Emotional Acceptance

This is perhaps the most important phase. Also referred to as the “crisis” stage because leadership has to embrace changing values, beliefs and strategies wholeheartedly before anyone else can. Acceptance comes through example.
• Learning

Once the new acceptance to change is in place, it creates a new willingness to learn. People start to learn and try out new processes. 

• Realization

The greatest way to learn is by gathering more information and exercising. This knowledge creates a ripple effect. People begin to understand what is most effective.

• Integration

Last, but not least, people integrate their newly acquired patterns of thinking and acting until these new approaches become routine.    

Trust Breeds a Healthy Organization
It is a well-known fact that in organizations characterized by poor leadership, employees inevitably become accustomed to not expecting much. In a climate of distrust where nothing positive happens, this is not unusual. Employees learn that leadership will act in ways that are hard to decipher or in ways that do not seem to be in anyone’s best interest.

The organization must deal with the practical impact and challenges of change. One of the ways to accomplish that is through building trust on every level.

Once that trust is in place and leadership has the unfailing respect of all members of the whole, the next challenge becomes sustaining that for both short-term gain and as well as, long-term growth and development. Let’s examine ways to create a healthy organization.

Creating a Healthy Organization

Good health is good leadership is a phrase that’s thrown around a lot lately. An equally apt description would be that a healthy organization is one that has achieved a healthy balance between organizational health and workforce health. An organization whose leadership, management, culture, working climate and other business practices create an environment that promotes the health, effectiveness and performance of its employees.
Another way to describe a healthy organization is: “a productive environment where trust, respect and service flourish and grow”. Here are ways this has been accomplished.

1. Recognize that we are in this together

The important element here is to remember it is not about “them” or “us”. Differentiations and comparisons serve no real useful purpose in this context. A healthy organization is the sum of its individual components; this needs to begin at the top.

2. Celebrate what was good in the past

What are the best qualities from organizations past and present that can be successfully modeled into your circumstances today? We don’t switch from old to new style organizations or old to new ways of thinking overnight. 

3. Embrace diversity

Diversity adds additional perspectives and flexibility. This can only add depth and dimension to an organization and foster a more dynamic workforce.

4. Empower ourselves and others

It is an inescapable fact; people that are doing what they love doing can’t help but sparkle on a multitude of levels. Rather than making individuals fit a set pattern or box, if you will, allow them the creativity to utilize their individual gifts for the collective good.

5. Develop new criteria for success

Actively seek out and develop new criteria that will foster initiatives that will enable individuals to contribute meaningfully to the organization’s overall success. One question to ask could be: “Does your organization help make this world a better place?”

6. Working in your own sphere of influence

Instead of using our life energy to rail against the things that are not working or right, why not utilize that energy to improve that which is already working? You must support life changing and life enhancing values that can make that positive change.

7. Sharing freely

There is no room for a scarcity mentality in positive organizations. The fear of scarcity – that there is not enough money, energy or resources to guard against others is an old paradigm. The best way to overcome a scarcity mentality is to do the opposite. For example, instead of hoarding information, we could share that knowledge with others in a manner that will invariably lead to greater returns when they bring in more information.

This is why it is important to examine all phases and stages of these processes in order to manage change. All managers need to know at which specific and targeted phase they have to expect what kinds of challenges and results. Most successful organizations are those that are able to adjust themselves to new situations quickly. This requires planned learning processes that lead to improved organizational processes. 

Successful change entails the creation of ownership of the proposed and planned changes. There are many tried and proven approaches or models from which to manage a change effort. Some of the approaches have been around for years – we just haven’t thought of them as such. Although many organizations embark on strategic planning, the implementation of strategic plans needs to be done in a systematic way. Strategic management is one approach for ensuring the success of such a change effort. 

Leaders need to create a plan, a vision to effect that change. Creating ownership for that change is not only necessary, it is to be expected. Change and organizational growth is all about discovering the inevitability for change. And the requirements for that change are:
■ Trust among team members to ensure that there is motivation behind efforts for change.

■ Shared visions and goals are crucial for shared effort and shared motivation.

■ Overcoming the difficulties and obstacles in effecting change.

■ Addressing issues of cost and performance.

Some Common Mistakes and How to Avoid Them 
1. Not realizing or understanding the importance of people.

Organizations don’t really change, people do. If employees don’t trust leadership, don’t share the organization’s vision; don’t buy into the reasons – there will be no change.

2. Treating change as an event, rather than a mental, physical and emotional process.

Wide-spread organizational changes can invariably trigger emotional reactions. Leadership should seek out ways to facilitate this emotional process.

3. Not being fully open and candid.

Under the rationale of “protecting” people, change is sometimes presented with a sugar-coated version created to put staff at ease instead of communicating honestly and openly.
4. Not objectively setting up and preparing for the proposed changes.

To prepare employees for success, we must give them pertinent information about demographic, global, local, economic, technological, and competitive industry trends.

5. Not fully appreciating your human resources. 

It is very important to trust and believe in the intelligence, capability and creativity of your people. They are there for legitimate reasons – and people will astound you. In today’s business world, no organization can afford to ignore or waste the invaluable human capital so rashly. It is extremely wise to appreciate your human talent when managing change in any shape or form.

