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Managing Change Is Managing People

• Employee skills. In what ways will your employees
need to upgrade their skills? How many will need to
learn new skills?

The successful implementation of change
requires a carefully designed strategy
implemented with a thorough understanding
of the organization's culture and its key
players writes CIO Update guest columnist
Ron Dewitt, Associate Principal at Intellilink
Solutions.

Once you've assessed the specific points of resistance, identify which of them are the main impediments to change. Then develop specific initiatives to
remove each point of resistance -- detailed discussions with one stakeholder group, tweaking a business process to satisfy a particular business unit, etc.
When planning these initiatives it is important to consider that they can be tightly integrated and very complex.

Technologies may change, but organizations usually
stay the same. If you want to change the way your
organization works, you have to make it happen. The
right way to manage change begins with a simple
model but involves a process that can be complex and
delicate. It entails careful planning, detailed design,
and thorough implementation.

Design, Implement, and Sell

The design and implementation of organizational
change are separate stages, but they are best seen
as one continuous process, broken out into three
streams: the communication side, the training side,
and the incentives side.

The Plan

Defining change. Your first step is defining the
change you want to implement. Most important is
defining the operational model: What do you want
your organization's structure to look like? What roles
need to be performed? How should future business
processes look? What technology is needed?

"People are naturally
resistant to change, so
you've got to sell them
on the benefits of it."

The first requirement for success is keeping your
goals realistic. Whatever the nature of the changes
you're seeking, you need to know your organization's limits.
You also need to understand how change can be
affected within your organization -- can the change be
enacted at a business unit level and pushed down? Or
should the change start with smaller groups (like project teams) and work its way up the organization?
Assessing readiness.

Communication. Effective communication is a lot
more than just giving people regular updates. People
are naturally resistant to change, and you've got to
sell them on the benefits of it. To communicate (i.e.,
sell) the change, do what any good marketing manager would do. Define segments and then develop key
messages for each segment.

The next stop is to assess how ready your organization is for change by analyzing three key factors:

The key to communicating with stakeholders is to
understand their pain-points. Addressing these painpoints should be a common thread throughout your
communications.

•Stakeholders. Who stands to gain or lose the most
through the changes you're planning, and who among
the "losers" will present an obstacle? Who are the key
change agents -- that is, who are the people that
everyone else follows?

Develop a strategy around the best medium for reaching everyone -- newsletters, e-mail, workshops,
brownbag lunches, etc. -- and how often people will
need to be reached. To reach larger audiences consider setting up monthly presentations with a forum
for questions and answers.

• Business processes. How radically will you change
the way you conduct business? And what will it take to
make that change?
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No matter which media you choose, it is critical to communicate regularly but be sure to establish a schedule
that you can keep. Also, for those people who are on
the front lines driving the change, provide talking points
on a weekly basis. This will allow them to provide consistent messaging and to speak with one voice.

organization's culture. What do your employees value,
and how can that guide you in designing incentives?
Maybe try tying the incentive to a bigger objective. For
instance, if you are rolling out a new project manage-

"Doing it right means you only
have to do it once. Doing it
wrong? Well...we all know the
answer to that one."

As you implement your strategy, be aware that communicating is a two-way street. Once your information goes
out, it becomes just as important to collect, analyze, and
synthesize what comes back. Interviewing people and
encouraging feedback must be a part of your rollout.
Only by getting thorough and candid feedback will you
identify problems and learn where to adjust the process.

ment application, look into having the training classes
apply toward PMI certification. This not only provides
additional incentive, but also clearly ties the change to
career development goals.

Training. It is critical to give people the skills they will
require through effective training. Training requirements
should be planned around the specific skills employees
will need and how quickly they can learn them. Take
care in determining the best medium of instruction -- is it
in a traditional face to face classroom setting? Or learn-

Success

While successfully implementing change is difficult and
requires careful planning and rigorous activity, and most
of all, an understanding of people and how to change
the way they do things, it can be done. Doing it right
means you only have to do it once. Doing it wrong?
Well…we all know the answer to that one.

"As you implement your strategy
be aware that communicating is
a two-way street. Interviewing
people and encouraging feedback
must be a part of your rollout."

Ron DeWitt is an Associate Principal at Intellilink
Solutions, a boutique management consulting firm
that specializes in automating knowledge-worker
organizations. DeWitt's areas of expertise include
change management, process redesign, and large
scale systems implementations.

ing from a manual or computer tutorial? Or through a
virtual seminar?
Maybe your needs are less complicated? If all you require
is a low-level program for a simple change in a process,
you might be able to deliver the training through a single
group presentation or even send it out by e-mail. For any
complex change, however, a pilot of the training program is crucial. You don't want to run a costly and time
consuming training program only to find it did not deliver
the goods.
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Incentives. Change can be greatly aided with the use
of incentives, but designing the most appropriate incentives can be tricky. Incentives can be of the "carrot" or
"stick" variety. Sticks can be very effective and certainly
do not need to be that painful. For example, if taking a
training class is part of the required change, present a
list of people who have and have not attended training
during a company meeting. The public dis-recognition
might be just enough to get people to act.
Carrots, though, are better, positive incentives. It's
important your incentive strategy be consistent with your
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