MANAGEMENT GUIDELINES

How to effectively
manage change

Once driving forces have been
recognized and employee trust has
been established, managers can
successfully implement change

D. M. Woodruff, Management
Method, Inc., Decatur, Alabama

T he change process enables us to
more effectively manage
change. What makes change
successful? It is necessary for
management to: 1) plan the changes
carefully; 2) clearly communicate with
employees; 3) analyze the entire
process; 4) overcome resistance; and 5)
provide real leadership. The entire
process rests on the foundation of trust
that is built by the way managers
perform daily.

DRIVING FORCES OF CHANGE

“Our own times have, no doubt,
experienced the greatest transforma-
tion in industrial methods than man
has experienced in any age.” That
quote describes the HPI of the 1990s,
yet it was written in 1915. Long before
that, Heraclitus said, “There is nothing
permanent except change.” Change is
a constant and if change accelerates
as society approaches a new century,
managers in the HPI must effectively
manage the change process. Change
is a way of life in the fast paced, hi-
tech world of the HPI; yet change still
causes tension for managers and
employees alike. In fact, if not man-
aged effectively, change is disruptive
to an organization.

Why is change such a factor
today? There are two main driving
forces for change: cost and competi-
tion. While internal, external and tech-
nological factors affect businesses, the
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Once the driving
forces are recog-
nized, the manager is in a position to
begin the change process. To avoid
chaos, change must be planned and
implemented in an organized manner.
Treating change as a process enables
managers to proceed in an orderly and
systematic way.

Also, managers should recognize
the first rule of change, “Somebody
ain’t gonna like it.” The second rule is,
“Somebody else ain’t gonna like it.”
When managers and employees under-
stand these two rules, the change pro-
cess becomes easier. Why? Because we
will: 1) avoid change for the sake of
change; 2) seek to understand why
employees resist change; and 3) use a
change process that seeks to achieve
employee “buy-in.” Remember, man-
agers manage change and employees
implement change. You cannot make
anyone implement changes. You lead
them through the process.

DEFINING THE CHANGE
PROCESS

Fig. 1 depicts a flow diagram of how
to effectively manage change.
Although this methodology doesn’t
guarantee success, it increases the
probability of successfully managing
and sustaining change.

Change is often considered a nega-
tive when in fact it can be positive,

Fig. 1. Flow chart for managing change.

negative or neutral. Yet, change is usu-
ally resisted. Remember the first two
rules mentioned earlier. People gen-
erally resist change because of: 1) fear
of the unknown; 2) fear that it will
break up a work group; 3) economic
concerns; 4) being comfortable with
the present way; and 5) personal
inconveniences.

When defining changes within an
organization, it is important to know
what should and what should not
change. A recent article, “Change is
good—but first, know what should
never change,”! discussed the impor-
tance of knowing core values and prin-
ciples of the business before embark-
ing on a major change process. It is
important to identify areas of business
that should never change. For exam-
ple, a commitment to certain moral or
ethical principles, a commitment to
quality or a culture built on customer
service. Even a small change in one of
these core areas can cause major con-
cerns throughout the organization.

Often changes in the HPI are the
result of technological advances over
the past few years, organizational
changes caused by mergers and acqui-
sitions or changing customer require-
ments. These are all driven by cost and
competitive pressures. Major changes
are usually accomplished because of




process requires listening to employ-
ees and patiently coaching them
through the rough spots. Managers
must guide and lead people through
the process. Change cannot be imple-
mented effectively by trying to push
people through the process.

LOCK-IN THE CHANGE

Sustaining change requires that
organizations “lock-in” the change,
evaluate the results over time and
practice continuous improvement. The
major steps required for “locking-in”
change are: 1) documenting the work
processes; 2) not accepting a return to
the “old way;” 3) recognizing and rein-
forcing employees who are trying to
make the changes work; 4) dealing
with those who are resisting changes;
and 5) measuring results.

An example from one of our clients
illustrates the importance of this
phase of the change process. In one
plant of a multiple location company,
many electrical and process control
changes were made in the processing
units to reduce operating costs—note
the driving force of change. Mainte-
nance personnel were trained in trou-
bleshooting and repairing the new sys-
tems. Operations personnel were
trained in the new operating methods
and the unit operating procedures
were revised. A breakdown in the pro-
cess occurred when engineers failed
to update the maintenance drawings
and procedures. When new mainte-
nance people came into the organiza-
tion, it was difficult for them to trou-
bleshoot problems. This is one
example of the importance of docu-
menting changed processes in every
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area that is affected.

After the process documentation
is completed, it is time to clearly
define and communicate expectations
to employees. Next, managers must
assume the leadership role in the pro-
cess. This means not accepting a
return to the old ways and using one-
on-one leadership and communica-
tion skills to deal with the human side
of the change process. Employees
need to be recognized for what they
are doing and those who are are not
performing should be given an oppor-

tunity to correct their problems.

Finally, results should be moni-
tored and measured over time. These
measures may involve variables like
waste reduction, productivity improve-
ment, costs, employee morale, cus-
tomer feedback or competitive issues.
Communicate results to employees
and solicit their ideas for improving
on the results to increase the level of
“lock-in” for the changes.
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