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The CIC Change Leadership Framework

The CIC Change Leadership Framework is a learning product aimed at providing managers with information, techniques and a set of practical tools that promote strategic, integrated change management. The CIC’s Strategic Learning and Change Unit proposes an integrated three–phase approach to change management which includes:

1. The Change Preparation Phase 

2. The Change Management Phase 

3. The Change Reinforcement Phase 
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1. The Change Preparation Phase 

 1.1 Set the context to build the case for the change you want to make
· 1.1.1 – What are the drivers of the organizational change? 

· 1.1.2 – How urgent is the change implementation? 

 1.2 Define and clarify the vision of your change
· 1.2.1 – What is the type of change you have to lead and what are its characteristics? 

· 1.2.2 – What is the scope of the change? 

· 1.2.3 – What outcomes do you want to achieve through the change and how do they tie in with the organization’s business strategy? 

· 1.2.4 – What other change initiatives occurring within your organization at large can have an impact on your own change initiative or be impacted by it? 

· 1.2.5 – What does the future state of your change initiative look like? 

· 1.2.6 – What is the pace of change? 

 1.3 Define your integrated change strategy
· 1.3.1 – What guiding principles will shape your integrated change strategy? 

· 1.3.2 – What are your governance structure and decision making processes? 

· 1.3.3 – What resources will be needed in order to implement your integrated change strategy? 

· 1.3.4 – How will progress be measured?
(including the stages, time lines, success indicators and lessons learned) 

· 1.3.5 – What are the objectives of your integrated change strategy? 

 1.4 Define and create your organizational commitment, capacity and capabilities to succeed
· 1.4.1 – Is the organization ready to implement the change? 

· 1.4.2 – Do you have the appropriate organizational structure and infrastructure to support the change? 

· 1.4.3 – Do you have a proactive and visible executive sponsorship to lead this change? 

· 1.4.4 – Do you have the leadership skills, emotional commitment and the right qualifications to effectively lead the change? 

· 1.4.5 – Which stakeholders can you rely on to manage the change and which ones could undermine your efforts? 



2. The Change Management Phase

 2.1 Understand and manage human implications: implement your integrated change strategy
· 2.1.1 – Elaboration and implementation of the resistance management plan. 

· 2.1.2 – Elaboration and implementation of the communication plan. 

· 2.1.3 – Elaboration and implementation of the learning plan. 

· 2.1.4 – Elaboration and implementation of the mobilization plan. 



3. The Change Reinforcement Phase 

 3.1 Assess change management effectiveness and manage the gaps
· 3.1.1 – What are the perceptions of the key stakeholders towards the change initiative implementation? 

· 3.1.2 – What is the key stakeholders’ level of resilience towards the change initiative implementation? 

· 3.1.3 - What are the results produced by the change from a business perspective? 

 3.2 Actions to reinforce and integrate new behaviours and mindsets
· 3.2.1 – What are you doing to celebrate and reward the achievement of your desired outcomes? 

· 3.2.2 – How will you reinforce and permanently integrate the change into the organization? 

 3.3 Staying proactive for anticipating future changes
· 3.3.1 – How will you look at the potential environment that might emerge in the future? 

· 3.3.2 – Will you take the time to think about possible scenarios in order to deal effectively with future environmental drivers? 

· 3.3.3 – How will you influence the organizational culture in order to be ready to manage future changes? 

1.1.1 – What are the drivers of the organizational change?

Drivers are the variables prompting the organization to change. The drivers that characterize your organizational change must be identified by analysing the organization's internal and external environment, and they must be explained so that all employees understand them. Identifying these drivers helps explain the current organizational environment that is behind the change. It also provides information on what needs to be changed in the current situation so that you can manage the change appropriately. Thus, the environment creates limitations to and opportunities for achieving change, and has a direct impact on the organization’s performance. 

Identify the drivers in your organizational change by doing the following: 

· Perform an analysis of the internal and external environment to identify the drivers significantly affecting the organization. 

· Answer this question: “How will the drivers that characterize the organizational environment affect my organization?” 

· Establish a clear link between the drivers identified and the change you must make. 

· Through tangible and measurable means (e.g. statistics, correlations, reports, analyses), explain to the entire staff how these drivers affect the organization. 

	External Drivers
	Internal Drivers

	· Demographic 

· Economic 

· Political 

· Social 

· Technological 

· Legal 

· Governmental 

· Environmental 
	· Related to client service 

· Organizational strategies 

· Organizational culture 

· Organizational structure 

· Organizational resources 

· Employee behaviours 

· Employee attitudes 


The information on the drivers will help you answer the question:

“Why do we need to change?”

Changes in the environment create new requirements for your organization’s continued effectiveness. To fulfil these requirements, you must adapt your integrated change management strategy to this changing environment. Changes to your integrated strategy will prompt other changes in terms of organizational structure, systems, processes and technology in order be appropriately established. If this information is clearly explained to all employees, they will be able to make the connection between the change they are experiencing and the objectives in the integrated change management strategy.

This information is useful in developing the messages that will be conveyed to all employees to explain the need for the change. Without an explanation that integrates all of the information or a clear understanding of the drivers prompting the organization to change, employees will perceive the change initiative as unwarranted. Employees embrace change more fully when they have an overall picture of what is needed for the organization’s continued effectiveness.

1.1.2 – How urgent is the change?



The sense of urgency relates to the amount of time available before you have to implement the change. The advantage of creating a sense of urgency is that if the organization's employees perceive the change as vital and related to the organization's needs, they will accept it more quickly than if they perceived it as an arbitrary initiative of the organization. The sense of urgency helps create a source of dissatisfaction with the current situation, which will mean that employees will be more motivated to want a new, satisfying situation.

Employees will be more involved in implementing the change if they feel a sense of urgency. Organizational change must be justified by something meaningful for employees. If the sense of urgency is not properly communicated in a meaningful way, employees will find it hard to understand why the change is important and how it can help them go from an unsatisfactory situation to a satisfactory one. Therefore, when introducing a new way of operating in the organization, employees must be told why the organization needs to do things differently.

In order to create a sense of urgency, it may be useful to relate the message to a real threat that the organization might have to face if it fails to change (e.g. “If managers do not complete their required training, they will not be subdelegated to manage their financial resources, which will paralyze the organization's operations.”). The sense of urgency will confirm among employees that the change is irreversible. However, although the sense of urgency can be communicated directly, you will have to explain the change more thoroughly before action is taken.

There are many risks involved in failing to convey the sense of urgency. Employees may not understand that the organization must change, they may resist change, or they may even want to maintain the status quo, seeing it as more comfortable than the desired situation.

Questions to help you determine the urgency of implementing an organizational change: 
· What is the cost of not changing (i.e. of maintaining the status quo)? 

· How well is the change understood by all stakeholders in the organization? 

· Based on your answers to the first two questions, do the factors identified outweigh the benefits of maintaining the status quo? 

1.2.1 – What type of change do you want and what are its characteristics?



When implementing change, you must develop an integrated change management strategy to achieve the desired results. However, to develop the appropriate strategy, you must identify the type of change you need to implement. This step allows you to develop a strategy suited to and integrated with the type of change needed. Different types of change require different strategies. If you develop a strategy that is not suited to the change you want to implement, you will likely create resistance and your change will fail from the outset. There are essentially three types of organizational change.

Developmental change
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A developmental change occurs when the organization makes an improvement in its routine activities. When an organization decides to improve its processes, work methods or performance standards, it is considered a developmental change. Organizations are continually making some sort of developmental changes in order to adapt to the needs of their clients. This type of change should not be very stressful for employees, as long as the reason for change is explained to them and as long as they are adequately trained in the new methods they must use.

Transitional change
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Transitional change is more intrusive than developmental change, because it aims to replace existing processes and procedures with something completely new to the organization. The period during which the old process is being dismantled and the new one is being implemented is called the transition phase. Corporate reorganizations, mergers, acquisitions, the development of a new product or service development, and the implementation of new technology are all examples of transitional change. Transitional change may not require a significant shift in organizational culture or behaviours, but it is more challenging to implement than developmental change.

Transformational change
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During transformational change, the old situation and perceptions held within the organization must be eliminated. The new situation is unknown, so you must begin the change process before the destination is even fully understand or defined. This type of change will emerge from visioning and learning, and from trial and error. The new situation requires fundamental changes in ways of thinking and organizing and in behaviours and culture that support the organization’s new direction. A critical mass of the organization’s staff must adopt new ways of thinking and behaving in order for transformational change to succeed.

1.2.2 – What is the scope of the change?



The scope of the change depends on all of the organizational elements that are influenced or affected by the change. These elements relate to the activities and the organization, as well as to people and culture. If you do not properly evaluate the scope of the change, you could miss important opportunities to achieve your change, or you could focus your efforts and resources on the wrong areas. This analysis helps identify what aspects of the organization will be affected by the desired outcomes or the actions required to implement the change. An evaluation of the scope of the change is a key component of your integrated change management strategy.

The following checklist includes the main organizational elements that can be affected by change:
	Activities/Organization
	People/Culture

	· Mission, vision 

· Business strategy 

· Market demands 

· Organizational structure 

· Management systems 

· Technology and equipment 

· Work descriptions, employment groups and levels 

· Products and services 

· Staff: size, skills, system 

· Organizational policies and procedures 

· Resources required/available 

· Office space and moves 

· Corporate image 

· Identity 

· Client service 

· Working relationships 

· Accountability to the government 

· Acquisitions and mergers 

· Departures 

· Workforce reduction 

· Growth/expansion 

· Knowledge management 

· Knowledge transfer 

· Workload 

· Governance and decision making 

· Structure and work team requirements 

· Technical skills and expertise 

· Professional skills and expertise 

· Communication and networking 
	· Leaders’ attitudes and ways of thinking 

· Cultural norms and ways of working 

· Politics and power games 

· Employees’ attitudes and ways of thinking 

· Resistance and anxiety 

· Sadness in letting go of old ways 

· Motivation and commitment 

· Employee recognition 

· Inclusion and exclusion 

· Perception of organizational fairness 

· Personal problems 

· Values and ethics 

· Expectations 

· Need for learning and adjustment 

· Employees’ skills 

· Changes in interpersonal relationships 

· Leadership styles and organizational behaviours 

· Work team effectiveness 

· Other: 


Organizational tools to help evaluate the scope of change: 
· Detailed organizational chart 

· Integrated Corporate Plan 

· Sectoral activity planning 

· Report on Plans and Priorities 

· Program Activity Architecture 

· Work descriptions 

· Organizational databases 

· Management dashboards 

· Management Accountability Framework indicators 

· Information technologies (Intranet) 

· Internal policies 

1.2.3 - What outcomes do you want to achieve through the change and how do they tie in with the organization’s business strategy? 



Once you have identified the drivers and evaluated the sense of urgency and scope the change, you need to define the outcomes that your organizational change must produce. Employees need to know where the change is headed and what it will look like in the end. When developing the desired outcomes, you must clearly identify the outcomes to be achieved, not the activities required to achieve them. 

It may be difficult to define clear outcomes during a transformational change. In fact, the final result is typically unknown or vague during a transformational change. However, even if you cannot clearly identify how the organization will look after the change, you can still identify the outcomes to be achieved, which will be more general. This may be enough to begin. 

For a change that affects the entire organization, the outcomes to be achieved must be clearly stated to demonstrate what the organization will have had to accomplish by the time the change has been implemented. This way, your outcomes can be integrated into the organization’s business strategy. In the case of a more specific change within the organization, the desired outcomes must describe what will be achieved, including the financial, technical, organizational, cultural and personal results. Whatever the case may be, the outcomes of change must be achievable and must be presented in tangible terms. 

Relate the desired outcomes to the organization’s strategic direction 
When you define the desired outcomes of the change, keep the organization’s strategic direction in mind. Identify its business strategies, priorities and activities, and relate them to the outcomes you want to achieve. By completing this exercise, your organizational change will support and be perceived as supporting the organization’s mandate. 

The following resources will help you link the desired outcomes to the organization’s strategic direction: 
· Detailed organizational chart 

· Integrated Corporate Plan 

· Sectoral activity planning 

· Report on Plans and Priorities 

· Program Activity Architecture 

· Work descriptions 

· Organizational databases 

· Management dashboards 

· Management Accountability Framework indicators 

· Information technologies (Intranet) 

· Internal policies 

· The organization’s vision document 
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How do you determine the desired outcomes of the change?
1. To define the desired outcomes, you and your team must consolidate all of the information gathered through the analysis of the drivers of organizational change, the sense of urgency, the scope and type of change, as well as the corporate documents available. 

2. Form focus groups and try to answer the following questions: 

· What will we have accomplished once the change is complete? 

· How will the organization’s business strategy be followed? 

· What will be achieved as a result of this change? 

· What will be implemented and work successfully as a result of this change? 

· How will this change help the organization meet internal and client needs? 

· What could happen if this change effort is not successful? 

· How will the following components help achieve the outcomes? 

· The organization’s operations and business processes 

· The organizational culture 

· People’s behaviour 

· People’s ways of thinking 

3. Once the desired outcomes of the change you want to achieve have been defined, consult the stakeholders in the organization for feedback. 

While preparing for change, it is important to define the outcomes clearly and to inform all stakeholders. Many changes have failed because the planning was done too quickly. The targeted outcomes will serve as performance indicators to assess how successfully the change was implemented. So, take your time when analysing your needs and expectations, and involve the stakeholders in the process. Also, make sure that the organizational change is consistent with your organization’s strategic objectives. Looking for common objectives will engage all of the stakeholders and give meaning to the action.

1.2.4 - What other change initiatives occurring within your organization at large can have an impact on your own change initiative or be impacted by it? 



Some initiatives in your organization are interdependent, and others are independent. If you work to implement a change initiative, and at the end of your project you realize that another unit in the organization was working at the same time to solve the same problem, time and resources have been wasted. 

When various change initiatives in the organization depend on one another or overlap, you must develop an integrated change management strategy. This strategy allows you to develop an overview of the situation and provide guidelines and direction for the various initiatives. Developing an integrated strategy helps consolidate projects, reduce redundancy, align the various projects for more effective sharing of resources, decrease costs, increase organizational effectiveness and accelerate the pace of change. 

The purpose of integrating activities is to improve the efficiency and effectiveness of the processes supporting your change. This approach cannot be carried out by working in silos and without an integrated change management strategy. Therefore, it is important to analyse the organizational environment in order to identify current change initiatives and determine whether they are aiming for the same outcomes as your change effort. 

Organizations pressured by numerous changes usually find themselves considerably weakened. There is less cohesion among stakeholders and less consistency in action. The number of conflicts grows, and there is no time to resolve them. The more pressing issues are addressed but some functions are neglected, resulting in a somewhat disorganized environment. Unresolved problems increase, which affects day-to-day operations. Decisions are made hastily and sometimes without an overall perspective. People lose sight of the changes, and the organization seems to be falling apart. Action must therefore be taken to manage the areas of vulnerability created by simultaneous changes: 

	Vulnerability 
	Action 

	Crisis situation in organization 
	· Increase formal and informal means of communication and opportunities for discussion between reporting levels and between units. 

· Take a relatively direct and quick approach in defining priorities and settling disputes. 

· Hold several short meetings to coordinate actions and adjust the operation of activities. 

	Competition between the various changes in progress 
	· Identify the changes that make the organization more vulnerable and focus on them. 

· Try to address several aspects at the same time by grouping together actions that be merged. 

· Accept that some goals will not be addressed. 

	Confusion in the operation of activities 
	· Regularly distribute information on how things are going and on the adjustments made to adapt to the changes. 

· Provide regular reminders of the objectives. 

· Regularly review people’s responsibilities to ensure that they continue to adapt to the situation. 

	Organization’s members running out of steam 
	· Regularly highlight the successes. 

· Address the main irritants. 

· Plan for several short-term resourcing activities. 

· Have regular contact and direct discussions with the people affected by the change. 

	Pressure from clients, peers and partners 
	· Arrange brief meetings to discuss how things are going and what adjustments need to be made to improve the situation. 


1.2.5 - What does the future state of your change initiative look like?



A vision is the base that supports the organization’s strategies and operational action plans. In addition, the vision and strategies allow the leaders to implement different types of changes in the organization. Using a vision helps leaders inspire employees and give meaning to their work. The vision therefore facilitates the management of changes in the organizational culture and climate. 

What is a vision? 
· "A mental image a leader evokes to portray an idealized future for the organization." 

· "A view of the future that is realistic, credible, attractive to the organization, and a better situation in many regards than the current situation." 

· "An image of the future that includes implicit and explicit comments as to the reasons for striving for this future." 

These definitions seem to share the idea that the vision represents a view that is attractive, motivating, meaningful and widely shared by members of an organization or team. 

Developing a well-conceived and well-communicated vision provides several benefits in implementing a change: 
· The vision specifies the direction, goal and characteristics of the change. 

· The vision organizes the action around the objectives, strategies and challenges. 

· The vision proposes a common framework that allows individuals at every level of the organization to coordinate and integrate their activities. 

· The vision gives meaning to what people are doing. 

· A shared vision promotes employee participation. 

· The vision provides employees with a challenge that, in the end, also benefits the organization. 

What is a sound vision? 
A sound vision. 

· Establishes standards for excellence and reflects an ideal 

· Clarifies the goals and the direction of the change 

· Inspires enthusiasm and encourages everyone to get involved 

· Is well worded and easy to understand 

· Reflects the characteristics of the organizational change, what it represents, and its purpose 

· Is ambitious 

· Reflects the organization’s value system 

· Proposes a frame of reference that reflects an interpretation of the future environment, while at the same time remaining flexible 

· Symbolizes the change toward which the leaders are trying to redirect the behaviour of the organization’s members 
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Steps for developing a vision when implementing organizational change:
1. Understand the change. To develop the vision of an organizational change, you must first understand what the change is. You must ask yourself the following questions: What are the outcomes to be achieved and the scope of the change? What value will the organizational change add to the organization? What does the organization need for the change to be successful? Who are the stakeholders inside and outside the organization? What interests and expectations do these stakeholders have? 

2. Conduct a vision audit. This step involves an evaluation of the current direction and the momentum characterizing the change. Ask yourself the following critical questions: In what direction is the organization currently headed? Do the key leaders in the organization know and approve of the organization’s direction? Do the organization’s structures, processes, workforce, recognition measures and information systems support the organization’s direction? 

3. Target the vision. This step involves starting to summarize the information gathered in the form of a vision. You need to ask yourself the following questions: What constraints and obstacles are standing in the way of the vision? What must the vision accomplish? What are the main problems to be addressed through the vision? 

4. Establish the context for the vision. This step is where the visioning process becomes difficult. Your vision is the desired future state of the organization. To develop this vision, you must first think about what the organization might look like in the future. This does not mean that you have to predict the future; you only need an approximate picture of what the future organizational environment will be like. First, categorize the future developments in the organizational environment that might affect the vision. Second, list your expectations for each of these developments. Third, identify which expectations are most likely to materialize. Fourth, for each expectation, determine how likely it is to materialize. 

5. Develop some future scenarios. This step flows directly from Step 4. After you determine, as best you can, the expectations that are most likely to come true and those that have the greatest impact on your vision, combine these expectations into a few scenarios depicting situations that could materialize in the organization. 

6. Develop some alternate visions. Just as there are different possible environmental situations for the organization’s future, there are also different possible directions that the organization could take. The purpose of this step is to come up with various visions reflecting the different directions the organization could take. Do not develop your most realistic vision during this stage. Instead, use a creative and unconstrained approach. 

7. Choose the final vision. In this step, you must choose the vision that is the most realistic for your organization. To do this, keep in mind what makes a sound vision and what it takes for a vision to succeed, while remaining consistent with the organization’s culture and values. Next, compare the various visions you have developed to the future scenarios, and determine which visions are most likely to apply to the broadest range of possible scenarios. The final vision should be the one that best characterizes a sound vision, that is the most suited to your change and to the organization’s culture and values, and that applies to the broadest range of possible future scenarios. 
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How do you communicate the vision effectively? 
Before introducing the vision, the organization’s leaders need to communicate it to all employees who will be affected by the change. Responsibility for developing and communicating the vision through activities and discussion lies mainly with leaders and with senior management. Visionary roles are less appropriate for middle managers and supervisors who, for the most part, do not hold positions that allow them to communicate visions. Middle managers can, however, communicate the vision through other means such as setting a daily example, encouraging the development of a collective identity within work teams and units, delegating authority and resources to junior employees, and supporting and encouraging them. 

How should a vision be communicated in a large and diversified organization? The key is to communicate the vision in a number of ways. Organizations use several tools to communicate their vision, including the following: 

· Written information (Intranet, e-mail, postings, etc.) 

· Audiovisual materials 

· Speeches 

· News releases 

· Retreats 

The individual designated as the "change champion" can also sign off on the new vision to show his or her commitment to comply with it. In order to make the vision credible, leaders must not only say that they believe in the vision, but they must demonstrate it through their decisions and actions. 

The following actions can be used to communicate a vision: 

· Develop a vivid and powerful description of the vision: A striking and dynamic vision not only relies on broad ambitious objectives, but also on a clear, concrete and visual description of what the organization will look like once these objectives are achieved and once realization of the vision is well under way. 

· Set an example: A convincing way for leaders to communicate a vision is to embody it in their day-to-day actions and decisions. 

· Act out the vision: Leaders’ daily actions must illustrate the behaviours, attitudes and values associated with the vision. 

· Spend time on the important things: How leaders spend their time teaches those around them what they consider really important. 

· Ask specific questions: More effective than official statements, the daily questions that leaders ask the people around them about things such as client satisfaction, integrity, trust, quality, innovation and personal responsibility make it possible to assess how serious the leaders are about the values stated in the vision. These questions are very useful tools for change. 
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Implementing your vision for change 
Is the work finished once you have developed the vision statement? No. Developing a vision is only the first step; implementing it is much more difficult. While implementing the vision, you must follow up to assess whether it is producing the expected outcomes. Three critical tasks for leaders are to develop the vision, communicate it, and ensure that it is properly implemented. Many organizations think that they simply need to develop a vision. If you fail to plan its implementation, however, the time and resources spent developing the vision may be seen as a waste. Even worse, a vision that is not implemented may have an adverse effect in the organization because it initially created some expectations that will lead to cynicism if they are not met. 

Once you have communicated your vision, how will you implement it? Strategic planning becomes important at this point. What is the relationship between strategic visioning and strategic planning? Strategic visioning is the formulation of the desired future state of the organization. Strategic planning determines how to bring the organization from the current situation to that future state. Strategic planning links the present to the future, and shows how you plan to achieve your vision. One of the strategic planning processes typically used involves developing an integrated change management strategy to help achieve the vision. Next, you develop action plans that will help the organization reach its goals. 

1.2.6 – What is the pace of change? 



When an organizational change is implemented, one of three paces can be adopted: slow, fast, or step–by–step. 

Slow

	Description

	You proceed slowly and gradually. This is a rather low-profile approach that requires perseverance and consistency. The desired situation is broken down into small objectives over a long period.

	Pros
	Cons

	· This approach has the advantage of limiting turmoil and facilitating adjustments during implementation. 
	· The disadvantage is that this approach can be easily offset and put on the back burner whenever an emergency arises. 

	When to Use It

	This approach is appropriate when trying to change attitudes and when the change is consistent with current practices.


Fast

	Description

	You proceed fairly quickly. You simultaneously aim to meet the main goals and introduce most of the changes quickly, even if you have to deal with subsequent confusion. This approach is often used for changes that break from current practices.

	Pros
	Cons

	· This approach increases the chances of reaching a point of no return, which reduces the risk of the change being cancelled out by another emergency. 

· A fast pace can create a heightened energy level, which can be harnessed to promote innovation and add new vitality. 
	· This approach is often considered too fast by employees. 

· By proceeding quickly, you increase the risk of confusion, because many things become unstable at the same time and the organization could be thrust into a state of crisis that is difficult to get under control. 

· Without substantial support, management could easily be inundated with problems. 

	When to Use It

	This approach is appropriate when you have to react to major rapid changes in the organization. It is also suitable for situations where the various sub-systems are highly interdependent; in these cases, changing one component affects a number of others.
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Step-by-step 

	Description

	You break the change down into steps, in terms of both content and rollout. The purpose is to avoid destabilizing everything and to focus on certain specific aspects of the change instead. This implies that the desired outcomes can be broken down into relatively independent parts. This pace follows a linear logic.

	Pros
	Cons

	· This approach has the advantage of not disrupting everything in the organization. 

· Through this approach, you can solve problems that arise at the beginning of the process. 

· If this approach is going well, it can alleviate staff apprehensions about the next steps in the change. 
	· The final steps can be sabotaged by other changes that occur before the process is complete. 

· If the last stages of the change are disregarded, it can jeopardize the entire process and negatively affect the outcome. 

	When to Use It

	This method is particularly well suited to introducing innovations, particularly if there is little interdependence between work units. It is also appropriate for changes affecting several work units that are scattered over an area and do not have to interact with each other.


1.3.1 – What guiding principles will shape your integrated change management strategy? 



The integrated change management strategy defines the approach you need to manage the change. In order for it to be supported by a solid foundation, certain principles must be adhered to while it is being developed.

1– Your integrated change management strategy must translate your vision into action  
To have an effective integrated change management strategy, you must develop and implement the following:

· A resistance management plan 

· A communication plan 

· An organizational training plan 

· A mobilization plan 

· Your organizational change (the targeted outcomes) 

2– Your integrated change management strategy must be tailored to your type of change 
A one–size–fits–all approach is not effective in managing change. You must develop an integrated change management strategy that suits the type of change you have to manage. Different types of change require different strategies. Developing an integrated change management strategy that is not tailored to your type of change will create resistance and undermine your change efforts from the start.

3– Your integrated change management strategy must be integrated into the organization’s activities 
You may find some interdependence and overlap between the sub–initiatives related to your change or among other related projects within the organization. In such cases, you need an integrated change management strategy that can provide an overview of the situation and align the various initiatives in the organization. Such a strategy helps decrease redundancy and competition among the various change initiatives in the organization. The alignment promotes sharing of available resources, cost reduction and increased effectiveness in implementing the various initiatives.
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4– You must develop indicators to measure the effectiveness of your integrated change management strategy 
In order to monitor the rollout of your integrated change management strategy, you need to develop and measure quantitative and qualitative indicators. These indicators must be integrated into your change management dashboard. They will enable you to identify problems that could arise while managing the change and to intervene quickly to deal with them. For more information on performance measurement, refer to the section entitled "How will progress, including the stages, deadlines, success indicators and lessons learned, be measured?" 

5– You must minimize redundancy 
Redundancy is rarely planned, but it happens over time and causes a waste of considerable resources during the change management process. It increases costs and makes processes more complex. Your integrated change management strategy should therefore target specific outcomes. The key to developing a strategy is to be specific and to make informed decisions when assigning responsibilities and allocating resources.

6– You must review your integrated change management strategy during the transition 
By tracking your integrated change management strategy with a dashboard, you will be able to adjust and redirect your strategy if needed. These adjustments give you flexibility in managing the change and adapting to the unexpected.

1.3.2 – What governance structure and decision–making processes will you use?



Change usually begins with the introduction of new ideas. These ideas can be implemented anywhere in the organization, and a governance structure is essential in order to give them direction. In the context of change management, governance can be defined as a set of processes, policies and relationships within a formal structure that oversees the organizational change. As the organization becomes increasingly complex and sophisticated, it becomes crucial to apply principles to the organizational changes in order to ensure an effective and well–structured implementation process and support development, flexibility and integration among several changes.

Ideas on how to implement a change management governance structure effectively:
· You need to set out and define the roles of the individuals managing the change (the sponsor, change agents, project team, steering committee, etc.). The roles can be very different, but they are interdependent and can provide leverage across the organization. At the outset, it is vital to specify and negotiate stakeholder roles and responsibilities to help all of the stakeholders perform their duties and achieve their objectives. 

· You must provide the change agents and sponsor with a set of systems, processes and best practices to manage the change, which will help reduce resistance from the recipients of the change – the people who will be most impacted by the change and whose acceptance is crucial to its success. 

· You need to clarify the connections and relationships between the various changes happening in the organization, because changes rarely occur in isolation. Effective governance must therefore orchestrate the connections and relationships between the various changes and their respective governance structures. 

· Governance processes must not only be clearly defined, but must also be practical and reflect the organization’s culture. Governance must be communicated in a way that everyone easily understands. Objectives must be clearly linked to the organization’s business strategy, without which a successful change would be even more challenging. 

· The stakeholders participating in the change process will have an impact on the outcomes, whether positive or negative. Some of them may not provide active support or assume their responsibilities appropriately, which could delay or derail the change initiative. The governance structure must allow for active supervision and positive participation, and must provide support to help the organization avoid this type of problem. 
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Although there is no one governance structure that works well for all types of organizations, there are common aspects that each organization should look at when developing its structure:
· Strategic alignment: Do the governance processes support decisions and priorities that are consistent with the organization’s business strategy? 

· Clarity regarding approvals: Does the governance process allow for a clear understanding of who can approve changes? 

· Responsibilities: Does the process identify the individuals responsible for decisions and implementation of the change initiative? 

· Implementation methodology: Is there a well–defined methodology for implementing the change? 

· Reviews and adjustments: Does the governance process require regular and post–implementation reviews? Is the process suitable for allowing lessons to be learned from the reviews? 

Basically, a proper governance structure should ultimately result in creating an efficient process that enhances the return on investment in the change and opens the door to future change initiatives, if needed.

1.3.3 – What resources will be needed in order to implement your integrated change strategy?



In terms of resources, an organization’s ability to respond to environmental pressures can have a significant impact on the rollout of the organizational change. In fact, an organization that has the necessary resources to implement change will get through it much more easily than an organization with very limited resources. You can measure the quantity and quality of organizational resources available using this continuum:

	Capacity
	Description of Resource Levels

	High
	The organization has the resources needed to adapt to environmental forces, and these resources are appropriate and of high quality.

	Adequate
	The organization is somewhat lacking in terms of available resources, either because the resources are not completely sufficient or because they are not fully appropriate or of good quality.

	Fair
	The organization’s assets and liabilities are of equal importance and tend to balance out.

	Limited
	The organization must expend considerable effort and make many compromises to mobilize the insufficient resources available.

	Poor
	Resources are poor and are negatively affecting the organization’s operations and survival.


In order to find out where you fall on the continuum, determine which of the following resources will have a significant impact on the change implementation. Next, determine whether the organization has these resources and whether or not they are accessible.
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Resources are linked to several aspects of the organization:

· Range of products and services 

· Diversity of the organization’s products and services 

· Quality of the products and services 

· Consistency between the type of products/services and client needs 

· Distinctiveness of products and services compared with those of competitors 

· Price of the products and services 

· Other 

· Organizational culture 

· Development of client relations 

· Tendency toward excellence/mediocrity 

· Importance placed on content as opposed to organizational processes 

· Decision–making style 

· Problem–solving style 

· Communication style 

· Amount of independence given to the staff 

· Work atmosphere 

· Other 

· Human resources 

· Level of workforce qualifications 

· Workforce experience and productivity 

· Staffing costs 

· Human resources mobilization 

· Nature of job categories 

· Other 

· Financial resources 

· Funds available 

· Scope of anticipated budget cuts 

· The organization’s ability to generate other sources of revenue 

· Fiscal flexibility 

· Other 

· Production 

· Ability to meet the service demand 

· Production costs 

· Quality of the operational procedures (operational planning, quality control, etc.) 

· Other 

· Information 

· Nature and quality of the information available on characteristics of the environment 

· Nature and quality of the information available on organizational operations 

· Quality of information management 

· Other 
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· Organizational structure 

· Nature and relevance of the degree of centralization/decentralization 

· Nature and relevance of the coordination mechanisms 

· Quality of the relationships between various parts of the organization 

· Nature and relevance of the degree of regionalization 

· Nature and quality of the support services 

· Other 

· Organizational processes 

· Nature and quality of the planning processes 

· Nature and quality of the processes for gathering and disseminating information 

· Nature and quality of the monitoring processes 

· Nature and quality of the supervisory and coaching processes 

· Nature and quality of the information processes 

· Nature and quality of the training processes 

· Other 

· Technology within the organization 

· Quality of technology available in the organization 

· Nature and quality of measures to protect the organization’s technology 

· Organization’s real property 

· Nature and adaptability of the organization’s real property resources 

· Use of the organization’s real property resources 

· Nature and quality of measures designed to protect the organization’s real property resources 

· Organizational boundaries 

· Clarity of the mandate 

· Suitability of the mandate to the current circumstances 

· Compliance with the mandate 

· Nature and quality of the marketing efforts 

· Nature and quality of vigilance measures (monitoring, control, analysis of external trends) 

· The organization’s vulnerability to external pressures 

The information from this analysis will help you develop tactics to create the capacity needed and to assess whether the organization has the necessary resources to implement the change and continue operations. You will also have to adjust your integrated change management strategy based on the resources available in your organization.

1.3.4 – How will progress be measured?

(including the stages, deadlines, success indicators and lessons learned)


One way to measure the progress made in the framework of organizational change is to develop and keep a management dashboard.

A management dashboard has six main functions: 
1. Ongoing monitoring and observation of discrepancies and alerts: The dashboard helps you identify trends and significant or exceptional discrepancies, and enables you to warn managers of any undesirable outcomes or discrepancies, acting as an alarm system 

2. Triggering investigation and guiding analysis: The dashboard can signal to the manager that a more thorough analysis of the information management system is needed. 

3. Reporting and accounting: Consolidating and presenting information in the form of a dashboard meets reporting needs in particular, improving performance measurement and making the resulting evaluations more credible. 

4. Communication and motivation: By facilitating both measurement of its own results and consolidating the results of the entire organization, as well comparing them with a significant number of similar units or agencies, the management dashboard promotes communication and information sharing among managers, and stimulates discussion by helping participants keep the dialogue focused on performance. 

5. Helping develop objectives and expectations: Identifying measurement indicators must be an integral part of planning for change. The desired outcomes and the objectives are established and change activities are organized using a reference framework to measure achievement and monitor progress. 

6. Contributing to ad hoc studies: The development of indicators complements the usual ad hoc studies, which are based on the one–time collection of information through a study or survey and on the analysis of the results at a specific point in time. 

Developing performance indicators 
An indicator is "an element or set of elements of meaningful information, a representative indication, a statistic targeted and contextualized for measurement purposes, resulting from the collection of information on a state, on the observable manifestation of a phenomenon, or on a component of the organization’s operations." 

Characteristics of a good indicator 
Relevance: The indicator must reflect a concern, an objective or an expectation related to the change.

Quality and accuracy of the measurement: The indicator must be adaptable to sectoral particularities; it must be specific; the measurement method must be valid and reliable; the indicator must be strong enough to be used during the anticipated transition period.

Feasibility: Enough information must be available to produce the indicator through stringent measurement and processing mechanisms, providing reliable data in a timely and cost–effective manner.

Ease of interpretation and use: The indicator must be easy to obtain and comprehend, and must be presented and interpreted effectively so that all users can understand it.
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Change management dashboard 
	Strategic action tracking

	Strategic actions
	Overall results
	Targets
	Overall indicators
	Comments

	Division’s mission
	Division’s mission statement so that it will be in line with the organizational vision for change
	 
	 
	 

	Vision for change
	Vision of your organizational change
	 
	 
	 

	Integrated strategy for change management allowing the vision to be achieved
	Strategy
	 
	 
	 

	
	
	 
	 
	 

	
	
	 
	 
	 

	
	
	 
	 
	 


	Tracking operational approaches

	Operational approach
	Objectives
	Action plans
	Indicators
	Targets
	Corrective measures

	Strategy 1
e.g. communication strategy
	Objective 1
	 
	 
	 
	 

	
	Objective 2
	 
	 
	 
	 

	
	Objective 3
	 
	 
	 
	 

	Strategy 2
e.g. learning strategy
	Objective 1
	 
	 
	 
	 

	Strategy 3
e.g. resistance management strategy
	Objective 1
	 
	 
	 
	 

	
	Objective 2
	 
	 
	 
	 

	Strategy 4
	Objective 1
	 
	 
	 
	 

	
	Objective 2
	 
	 
	 
	 


1.3.5 – What are the objectives for each part of your integrated change management strategy?



Your integrated change management strategy must be developed in a way that the desired outcomes can be achieved. The integrated change management strategy defines the approach for managing the change. Typically, such a strategy sets out three components of change:

· The content of what needs to be changed in the organization 

· People–related issues that need to be managed so that the change is successful 

· The process by which the change will take place 

Your integrated change management strategy must integrate the content of your change initiative with the various aspects affecting members of the organization, and this must be done through a unified process. All of the changes taking place in the organization must be incorporated into this strategy. All of the change efforts under way should fit into an overall picture of the organization, and they should be planned, developed and implemented in an integrated fashion. If you try to transform the organization without developing an integrated change management strategy, your efforts are doomed to fail because changes that are not integrated in your organization will undermine your efforts and sap your resources.

The statement of your integrated change management strategy should include the following elements:
· Characteristics of the change 

· Characteristics of the organization (culture, history, etc.) 

· Stakeholders affected by the change 

· Governance structure 

· Roles and responsibilities of stakeholder groups 

· Assessment of the risks* 

· Potential areas of resistance 

A well–constructed integrated change management strategy helps make the change initiative a tangible reality and describes how the change will affect the organization. Moreover, the various change management plans you develop will flow directly from the integrated change management strategy.

*For further information on risk management, consult the following CIC document: CIC Integrated Risk Management – Reference Guide. 

1.4.1 – Is the organization ready to implement the change?



"Readiness" is how cognitively receptive the organization’s employees are to change in terms of attitudes, beliefs and intentions. An organization’s willingness or unwillingness to change can be a precursor to both support and resistance in implementing the change. People avoid situations that are beyond their capacity to adapt, yet they tend to cope with situations they perceive as surmountable. So, an employee who is ready to change is less likely to resist change.

Employees who are prepared to change can have a positive influence on other employees who are less prepared. Readiness is also present in the organizational structure, through its mandate, vision, means of communication, allocation of resources and commitment of management. Readiness can vary over the entire change process.

Why assess the organization’s readiness?
· A low level of readiness is one of the main causes of failure in organizational change. 

· An organization’s readiness is closely linked to effective change management. 

· A high level of readiness tends to reduce the staff’s resistance and increase its commitment to change. 

· By assessing the organization’s readiness level, problems can be identified and dealt with so that the change is implemented effectively. 

The assessment of an organization’s readiness can be broad and include employees at all levels. It can also be specific and focus on the staff of a specific branch of the organization.

How do you assess an organization’s readiness?
This assessment involves checking the psychological state of the employees who will be affected by the change, and the internal and external environment of the organization in which the change will be taking place. There are four main aspects of the organization that can be evaluated to measure ’s level of readiness.
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Organizational support
· The organization’s vision is clearly defined. 

· The organization considers its employees’ input. 

· The quality of communications has been considered. 

· Learning and professional development are well defined. 

· The organization takes responsibility for setting clearly defined organizational performance objectives so that employees know the outcomes that they are expected to achieve. 

Organizational culture
· There is a high level of receptiveness in the organization to new ideas and innovation. 

· There is good team spirit within teams and among the various work teams. 

· The level of trust between leaders and employees is good. 

· Employees support each other during stressful periods rather than create conflict. 

· Employees see themselves as being responsible for their own success within the organization. 

· Employee participation and commitment were strong during past changes. 

· An ongoing key message enhancing the change is part of the organizational culture. 

Environment surrounding the change
· Employees across the organization know and understand the drivers prompting the organizational change. 

· The vision for change and the expected outcomes are clearly defined. 

· Performance indicators have been developed and established to measure how well the expected outcomes are achieved by the change. 

· The change has more advantages than disadvantages. 

· Past organizational changes have been analysed. 

Employee attitudes and behaviours
· Employees feel a sense of urgency for change. 

· Employees are motivated and engaged in their work. 

· Employee autonomy has been evaluated. 

· Employees feel that they can have an impact on the change. 

· Employees are receptive to the change. 

· Employees trust management to be able to guide them through the change process. 
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How to interpret measurement of the four dimensions

The above indicators are the main organizational aspects that should be considered before implementing a change initiative. The organization’s level of readiness (low, fair, good, excellent) will help determine the actions required to implement the change. For each aspect where the organization is not ready to support the change, you must develop 

Levels of readiness
· Low 

· Few key elements are in place in the organization to support the change. 

· A great deal of improvement and preparation is required to address several key elements of the organization. 

· When most of the organization’s weak points are addressed, the chances of success will increase. 

· There is little or no chance that the change will succeed. 

· Fair 

· Some key elements are in place in the organization to support the change. 

· Significant improvement is required to address some key elements of the organization. 

· Some key elements can be improved while the change is being implemented. 

· It is unlikely that the change will succeed. 

· Good 

· A number of key elements are in place in the organization to support the change. 

· Preparation and updating are required only for certain aspects of the organization. 

· The key aspects can be improved while implementing the change. 

· The change will likely succeed. 

· Excellent 

· All or almost all key elements are in place in the organization to support the change. 

· Minimal preparation is required to ensure the organization’s capacity to change. 

· The change is ready to be implemented. 

· The change initiative is quite likely to succeed. 

Techniques for evaluating the organization’s readiness

There are several ways to evaluate the organization’s readiness. Choose a method based on the resources available. Several evaluation techniques can be combined to enhance the validity of the results. The following are some techniques.

· Questionnaire (allows for gathering a large amount of information) 

· Interview (allows for the gathering of in–depth information) 

· Observation (provides a first hand impression) 

· Focus group (allows for clarification of trends from a preliminary survey and for the collection of opinions and perceptions of certain stakeholder groups) 

Develop an action plan
Once you have assessed the organization’s ability to deal with the change, you must develop an action plan to address the problem areas identified. In order to develop an effective action plan, two factors must be taken into consideration: the organization’s readiness and the sense of urgency to change (the time available before the change must be implemented). The combination of these two factors will determine 

Limited capacity to change / Low sense of urgency–Aggressive 
An aggressive action plan is appropriate when employees are not ready for organizational change and when you have enough time to create a capacity to change among employees. This plan must include several change factors that foster a sense of urgency. You must make sure that your employees are psychologically ready to change. One factor that can help create this situation is to have some credible change agents in the organization. For example, employees with leadership skills can talk about their experience with change. While the staff’s capacity to change must be developed, a low sense of urgency for the change means that your plan can be developed even before the change begins.

· Presentations on experiences involving change 

· Use of external resources (workshop on change by experts) 

· Building the credibility of change agents in the organization 

· Use of persuasive communication 
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Limited capacity to change / High sense of urgency–Crisis action plan
A crisis action plan is needed when employees are not ready to change and when you have little time to implement the organizational change. Since the organization is in a state of crisis, you must act quickly to avoid disastrous consequences. The organization needs a shock, which may mean that some employees will have to be replaced by key individuals who are more credible for leading the change. For example, by bringing on board change management experts or individuals who have undergone a similar change, you increase the credibility of these change agents and the employees will trust them more because of their expertise. During such a crisis, you should give formal presentations to inform employees, because there is not enough time to give them the opportunity to actively participate in the change. The goal in this instance is to enhance the staff’s capacity to change.

· Personnel changes for key positions, if needed 

· Use of quick and persuasive communication 

· Limited employee involvement because of lack of time 

High capacity to change / Low sense of urgency–Maintenance action plan
The maintenance action plan is an effective solution when the employees are ready to change but when the sense of urgency for organizational change is low. The staff’s readiness must be maintained in order to prevent this capacity from diminishing before the change initiative is implemented. Information promoting the future organizational change must be continually communicated to staff. The goal in this action plan is to maintain the staff’s capacity to change.

· Continual messages regarding the need to change and enhancing the visibility of the organizational change are important. 

· When time is available prior to the change, employees can play a more active role in the process, if needed. 

High capacity to change / High sense of urgency–Rapid response action plan
A rapid response action plan is appropriate when the staff’s capacity to change is high and when the change must be implemented quickly. Since employees already have the capacity to change, the challenge is to maintain this capacity throughout the implementation of the change. Information promoting the organizational change must be continually conveyed to employees.

· Maintain staff energy during the transition. 

· Use persuasive communication methods. 

· The lack of time does not allow for the employees to really be involved in planning the change. 
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Analysis of capacity to change 

The matrix "Capacity to change / Sense of urgency" is used for the purpose of identifying the most appropriate type of action plan to implement to achieve the desired capacity to change within the organization. This analysis consists of four steps: 
Step 1– Select an evaluation technique for determining your organization’s capacity to change. Your evaluation technique must be achievable based on the resources you have available. It must allow the following indicators to be measured: organizational support, organizational culture, the environmental variables surrounding the change, and employee attitudes and behaviours.

Step 2– By using the data collected for each indicator using the selected evaluation technique, determine your organization’s capacity to change on a scale ranging from weak to very high. This step can be performed in consultation with stakeholders.

Step 3– Once you have established your organization’s capacity to change, determine the sense of urgency for implementing the change. To help you measure the sense of urgency, answer these three questions:

· What is the cost of not changing (status quo)? 

· How well is the change understood by all stakeholders in the organization? 

· If you consider the answers to the first two questions, do the factors identified exceed the benefits of maintaining the status quo? 

On a scale ranging from low to very high, determine the sense of urgency in your organization’s need to change.

Step 4– Place the outcomes from steps 2 and 3 on the matrix "Capacity to change/Sense of Urgency." On the basis of the placement of your outcomes on this matrix, the quadrant will indicate what type of action plan is most appropriate for achieving the state of readiness to change desired within the organization.

	High
	Rapid Response
Action Plan
	Crisis 
Action Plan

	Urgency
	 

	Low
	Maintenance 
Action Plan
	Aggressive
Action Plan

	 
	Low
	Capacity to 
change
	High


Adapted from Armenakis et al. (1993)
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Aggressive action plan
An "aggressive" action plan is appropriate when the employees are not ready for organizational change and you have enough time to create a capacity to change among employees. This plan must include several change factors that promote and develop a sense of urgency. You must make sure that your employees are psychologically ready to change. One factor that can help create this situation is to have some credible change agents in the organization. For example, employees with leadership skills can talk about their past experience involving change. While the staff’s capacity to change must be developed, a low sense of urgency for the change means that your plan can be developed even before the change begins.

· Presentations on past experiences involving change 

· Use of external resources (workshop on change by experts) 

· Building the credibility of the change agents in the organization 

· Use of persuasive communication 

Crisis action plan
The "crisis" action plan is needed when employees are not ready to change and you have little time to implement the organizational change. Since the organization is in a state of crisis, you must act quickly to avoid disastrous consequences. The organization needs a shock, which may mean that some employees will have to be replaced by key individuals who are more credible for leading the change. For example, by having change management experts or individuals who have undergone a similar change, you increase the credibility of these change agents and the employees will trust them more because of their expertise. During such a crisis, you should give formal presentations to inform employees, because there is not enough time to provide them the opportunity to actively participate in the change. The goal in this instance is to enhance the staff’s capacity to change.

· Changes for key positions, if needed 

· Use of quick and persuasive communication 

· Limited employee involvement because of lack of time 
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Maintenance action plan
The "maintenance" plan is an effective solution when the employees are ready to change but the sense of urgency for organizational change is low. It is important to maintain the staff’s readiness to prevent this capacity from diminishing before the change initiative is implemented. Information promoting the future organizational change must be continually communicated to the staff. The goal in this action plan is to maintain the staff’s capacity to change.

· Continual messages regarding the need to change and enhancing the visibility of the organizational change are important. 

· When time is available prior to the change, employees can play a more active role in the process, if needed. 

The rapid response action plan
A "rapid response" action plan is appropriate when the staff’s capacity to change is high and the change must be implemented quickly. Since the employees already have the capacity to change, the challenge is to maintain this capacity throughout the change implementation. Information promoting the organizational change must be continually conveyed to employees.

· Maintain staff energy during the transition. 

· Use persuasive communication methods. 

· The lack of time does not allow for the employees to really be involved in planning the change. 

1.4.2 – Do you have the appropriate structure and infrastructure to support the change?



The infrastructure to support your change has several components. Some of them will remain throughout the transition, whereas others will have a shorter life and will have to change over time. The following are some of the possible components of your change infrastructure:

· The definition of stakeholder roles and responsibilities 

· The change management governance structure 

· Temporary groups such as ad hoc committees 

· Temporary systems and policies 

· Permanent and temporary technologies such as an intranet system or an ad hoc communication network 

· All formal and informal interactions between the various stakeholders in the organization 

1.4.3 – Do you have proactive visible sponsorship to lead the change?



Active, visible sponsorship by senior management is the number one contributor to the success of a change initiative. The sponsor group includes leaders and managers who must be involved in the change in order for the expected outcomes to be achieved. The primary sponsor is typically the individual who approved and funded the change. The change characteristics will determine who should be part of the sponsor group. Each group member is responsible for fostering support and for communicating the change to those affected directly or indirectly by the change.

To maximize success, the sponsor and change project manager must become partners to do the following:
· Share their responsibilities to identify the most appropriate outcomes to pursue 

· Maintain active and ongoing communication 

· Coach each other on how their ways of thinking, behaviours and styles affect the change 

· Provide honest and helpful feedback 

· Active, visible sponsorship by senior management involves the following: 

· Proactively identifying the stakeholders who will form the sponsor group 

· Remaining visible and approachable throughout the change initiative 

· Allocating the necessary resources to carry out the change initiative 

· Setting clear expectations and objectives 

· Communicating directly with employees to explain the need to change, and sharing the vision and objectives 

· Taking responsibility for achieving the outcomes 

· Building the support and enthusiasm required to carry out the change initiative 

· Exemplifying the change initiative through behaviours and active participation 

Support and firm commitment by the organization’s senior management must be at the heart of any organizational change. If the change is not supported by the organization’s top officials, the project is usually doomed to failure. Senior management support is represented by the organization’s decision–making authority, whether it be the deputy minister, assistant deputy minister, a director general or a director. The larger the organizational change, the bigger the budget, and the more important it is for the person spearheading the change to hold a senior position in the organization. This type of support, often called “political support,” is vital in obtaining the budget that the organizational change will require.

After gaining political support, management support must be sought. One sceptical director is all it takes to hinder the desired change throughout the implementation. Bear in mind that in any organization, all issues requiring an investment have a “political” component: some projects start once pressure has been exerted or once power has become an issue.

1.4.4 – Do you have the leadership skills, emotional commitment and qualifications to effectively manage the change?



Since committed and well–organized sponsorship and management are success factors in managing change, it is important to take the time to look at the various leadership styles and at the distribution of power in your organization. You must know where the real leadership lies, where decisions are made and where directions are given in the organization. Without this understanding, activities may not be assigned to, or directed by, the right individuals. Moreover, the integrated change management strategy must be adapted according to whether the power and authority are centralized or whether they are spread throughout the organization.

From the outset, the leadership roles and responsibilities must be clearly established in order for your change to succeed. Both senior management and the employees affected by the change must know who is in charge of the change, who is responsible for the various change activities, and who makes the decisions. While the change is being implemented, you can redefine the roles and responsibilities, if needed.

The type of leadership needed will depend on the type of change involved. For a developmental or transitional change, the desired situation and the processes adopted to achieve the expected outcomes can be defined at the beginning, and the impact on employees is usually moderate. Those types of change can therefore be managed with some degree of control over employees. For a transformational change, however, the desired situation is not fully known from the start, so it is preferable to give more power to employees rather than try to control them. The employees must work together, without any barriers, in a win–win relationship.

Transformational change is characterized by a unique dynamic and unique requirements, which need special adaptation from the organization’s leaders. This type of change is much more complex and emotional, and less controllable. During this type of change, each new piece of information can mean that you have to redefine the outcomes to be achieved, readjust the scope of change, review your integrated change management strategy, or change your action plans. This means that the ways of thinking, behaviours and basic ways of working–for both leaders and employees–may be subject to change. Transformational change therefore requires a transformative leadership style that encourages participation, two–way communication, and shared power during decision making.

Leaders who manage transformational change with a controlling leadership style tend to trigger resistance because they do not understand the impact that the change is having on employees. Leadership style therefore directly affects resistance to change. Leaders’ learning plans can be adapted, if needed, so that they gain the appropriate knowledge and skills to manage this type of change.
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Leadership style and the organizational environment

The ability to communicate an attractive and meaningful vision during the implementation of an organizational change is closely associated with the exemplary leadership practice commonly known as "transformative leadership." In comparison with "transactional leadership," which is more controlling and which focuses on the need to achieve the established productivity targets and on giving material rewards to employees for their performance, "transformative" leadership centres on a close leader–employee relationship that is defined by commitment and trust. These two leadership styles can be used effectively in many situations, but to be effective, leaders must adjust their style to the environment.

Change environments best suited to transformative leadership

A dynamic and unstable environment
Transformative leadership is much more appropriate in an organization that has to quickly adapt to changes–when the organization has to regularly respond to pressures from the external environment or rapidly act on opportunities to implement new strategies and use new products and services–rather than in an organization where conditions are more stable. So, if managing the uncertainty created by the environment is a complex and unpredictable task that cannot be standardized, the organization is more receptive to transformative leadership.

Vague and unclear objectives

A situation in which the objectives are relatively vague and long–term, and difficult to specify and measure. This situation does not lend itself well to analysis. To deal with it effectively, you need creativity, innovation and exceptional levels of effort and commitment, even though the rules and procedures provide little guidance in dealing with problems and progress is difficult to measure. In such conditions, transformative leadership proves more 

An organic organizational structure

In a growing environment where changes are unpredictable (or where there is a need to respond to many client demands for creativity and innovation, or to adjust to a new technology or rapidly evolving knowledge), the organization must, in order to survive and prosper, give a fair amount of leeway to its members and allow them to be innovative. Employees must be given access to information, power and resources so that they can take initiative, be innovative and maintain the integrity of the organization’s products and services. Everyone in the organization must support the ethical standards of relationships with partners, clients –workers.
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A clan culture

In a clan culture, the leaders establish socialization processes where employees see that they can achieve their objectives by working for the sake of the group, rather than for personal interests. For example, fostering a sense of unity, communicating openly, respecting individuals, and allowing employees to take initiative, to be innovative and to make mistakes encourages them, as team members, to perform to the best of their ability. This socialization process encourages those involved in implementing organizational change to work closely with each other and to commit to a group cause. This is also one of the effects of transformative leadership.

Good leadership practices for managing change
· Don’t try to control all of the processes during transformational change. 

· Avoid using an authoritarian leadership style during transformational change. 

· Establish ties with stakeholders and eliminate the barriers. 

· Focus on the organizational objectives before focusing on your personal objectives. 

· Find ways to support employees. 

· Find ways to support a culture of change. 

· Engage stakeholders more fully in a relationship that is not top–down. 

· Change your way of thinking in order to accept new organizational models, business partners with whom you have strained relations, new work processes, etc. 

Why does an authoritarian leadership style hinder transformational change?
· An authoritarian leadership style limits the participation and engagement you must develop among employees. 

· An authoritarian leadership style promotes the emergence of resistance. 

· An authoritarian leadership style reduces the attention placed on people problems, such as two–way communication and managing emotional reactions to change. 

· Be careful not to confuse authoritarian leadership with employee supervision. You need to work closely with employees in order to help them get up to speed on the new practices and in order to reduce some of the potentially negative effects of the organizational change. Your supervision should include showing employees in concrete terms what they are expected to do, and assisting them until they are able to do it on their own. 
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Myths about leadership during a transition
· Leaders know everything. 

· Leaders must always know exactly where they are headed and make plans ahead of time for getting there. 

· Leaders must control the behaviours and actions of employees while change is being implemented in order to minimize any divergence from their plan. 

· When the environment will not change enough to influence what has been planned, the leader must control the environmental influence. 

· If a leader comes up against an unexpected situation, he or she must quickly control the negative effects on the change initiative and continue implementing the initial plan. 

· Employees will not spontaneously contribute to a change initiative, so the leader must help them contribute by controlling their behaviours and involvement. 

· If the original plan changes, it is a sign of failure and means that the leader of the change has not planned it accurately or thoroughly enough. 

Key skills, attitudes and behaviours for a successful organizational change
· Lead efforts by working closely with employees; minimize authoritarian orders and control. 

· Increase your self–control. 

· Adapt your leadership style to the type of change that is happening. 

· Develop your ability to identify and accept your emotions. 

· Stay positive. 

· Be creative. 

· Create and maintain high quality professional networks. 

· Be flexible with stakeholders and changing situations. 

· Be transparent and consistent with employees. 

· Ascertain employees’ well–being. 

· Be empathetic toward employees. 

· Provide stakeholders with honest and helpful feedback. 

· Maintain active and ongoing communication. 

· Empower employees during the transition. 

· Keep the focus on the organizational outcomes before thinking about your own professional needs. 

· Use all the resources available around you. 

· Celebrate every success. 
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Key factors for successful organizational changes
· Plan the process for the organization changes. 

· Understand what’s driving organizational changes. 

· Clearly define the operational outcomes that the changes must achieve. 

· Make sure that the type of change that is being made is understood as well as its markers. 

· Have a correct grasp of the scope of the required transformation. 

· Develop an comprehensive strategy related to the changes that includes all transition efforts. 

· Strive to be a good leader for managing organizational changes. 

· Make sure that the organization has the capacity and resources to carry out the changes before initiating them. 

· Transform attitudes and behaviours over the transition period leading to the organizational changes. 

· Mobilize stakeholders through participation by the entire system. 

· Determine specific responsibilities and roles for every stakeholder. 

· Develop action plans (communication plan, championship plan, coaching plan, training plan, resistance management plan). 

· Evaluate the effectiveness of change management over the course of the transition and modify your integrated change management strategy as needed. 

· Celebrate and reward accomplishments. 

· Reinforce and integrate the changes into the organization. 

· Communicate, communicate, communicate.

1.4.5 – Which stakeholders can you rely on to manage the change and which ones could undermine your efforts?



Stakeholders are the people making the change, as well as those affected by it. Failure to consider either side could impede the change process. You must therefore analyse the stakeholders and develop strategies to manage them throughout your change.

1– Stakeholder analysis

Identifying and describing all stakeholders who have a direct or indirect impact on the change is key to the success of your change. You may consider these people with respect to the technical, political, financial, cultural and communications issues surrounding your change.

You must consider all stakeholders—the change agents and your supporters, as well as individuals who may resist your efforts and provide no help. Try to make the resistant stakeholders your allies and develop partnerships with them. If you are unable to partner with certain stakeholders, at least try to keep them informed about your change and to get feedback from them. Remember that as your change grows in significance, you will be involving more and more new people. The stakeholder analysis will change as a result.

The stakeholder analysis allows you to do the following:

· Identify who is involved in your change efforts 

· Mobilize a critical mass of support 

· Understand how the stakeholders are interrelated and how they influence each other 

· Reduce the political dynamic between certain stakeholders during the change 

· Shape a culture of change 

· Gather feedback from stakeholders 

· Dispel rumours 

· Obtain the information you need to plan how you will manage stakeholder communications 

· Keep stakeholders informed of progress being made in implementing the change 

· Develop a stakeholder communication network 
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The stakeholder analysis tool

The Power/Interest Matrix is used to determine and indicate the type of relationship you should have with each group of stakeholders 
Step 1 – In a team, try to identify the stakeholders related 
Step 2 – Using the Power/Interest Matrix, classify all stakeholders on the basis of their power and the interest they are likely to demonstrate 
Power/Interest Matrix
	High
	Maintain 
satisfaction
	Maintain 
a close link 
(maximum effort)

	Power
	 
	 

	Low
	Follow up 
(minimum effort)
	Keep informed

	 
	Low
	Interest
	High


Adapted from Gardner et al. (1986)

· High power, high interest: These are the people you have to engage in your change initiative and you must invest the effort to keep these people satisfied throughout the transition. You must find the means for getting these people to accept the overall strategy that will provide direction for accomplishing the change. 

· High power, low interest: Invest enough effort to keep these people satisfied and informed about the change initiative but not too much, as they may turn off with too frequent messages. These people remain relatively passive during the change. However, there are ways to increase their interest in the change initiative and thus move them into the “high power, high interest” box. 

· Low power, high interest: Keep these people well informed about the change and maintain quality communication with them to find out if problems arise during the process. These people can often help you resolve certain details related to the change and influence other important stakeholders. They can be change agents. 

· Low power, low interest: Try to follow up with these people but be careful not to turn them off with too frequent messages. 
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Step 3 – Understanding stakeholders to better engage them
These question can help you better understand the stakeholders

· What are their interests in the outcomes of your change initiative? 

· What usually motivates and engages them? 

· What is their current opinion of your change initiative? 

· Who usually influences their opinions, and who can influence them regarding your change initiative? 

· Which other stakeholders can be influenced by their opinion? 

· Do the stakeholders that have been identified really have the status and right to have an impact on your change initiative? 

Step 4 – Classify stakeholders by the positive or negative influence they will have on your change initiative.
You can summarize the understanding that you have acquired by creating a picture of the stakeholders. By doing this synthesis, you will be in a position to identify the stakeholders who will tend to resist or interfere with your change initiative and those who will support it. A good way to do this exercise is with a colour code: green for supporters, red for resisters, and yellow for the others. You can write the name of each stakeholder in the colour representing them in the Power/Interest matrix.

When you have completed the stakeholder analysis, you will have identified the people who will be affected by the change. In another step, this information will enable you to develop some strategies for effectively managing each stakeholder in order to produce their commitment to your change initiative.
2– Stakeholder management and planning
Once you have completed your analysis, your next step is to develop strategies to manage the stakeholders and gain their support to implement your change. You must plan the messages you want to convey to the stakeholders to involve them in the change process.

Steps for managing stakeholders

1– Plan your stakeholder management
Think about what help you need, the amount of time you want to allot for managing stakeholders, and the time you need to communicate. Assistance for the change initiative can include specific support from leaders, opinions and advice, a review of the literature to enhance the quality, and so forth.

2–  Think about what you want from each stakeholder
Based on your stakeholder analysis, think about the different levels of support you need from the stakeholders and the roles you want them to play in implementing the change. Think about the things you would like the stakeholders to do.
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3– Identify the messages you need to
Identify the messages you need to convey to the stakeholders to persuade them to help you and to involve them in supporting your change initiative and the desired outcomes. Among other things, your messages must illustrate to the targeted stakeholders how the change will benefit them and the organization.

4–Define actions and communications
Define what you must do to gain and manage stakeholder support. Based on the time and resources available, determine how you will manage stakeholder contributions and communications with them. This step must be included in your communication plan.

Consider what you need to do to keep your best supporters engaged in the change. Find ways to raise support from resistant individuals and to reduce opposition from the sceptics. If you need support from employees who are not interested in your change, think of ways to boost their interest. To develop and implement an action plan, refer to the Power / Interest Grid and adapt your actions to the style of each of the stakeholders targeted, as described in this grid.

Once you have completed your stakeholder management plan, you simply have to implement it.

2.1.1 – Elaboration and implementation of the resistance management plan



When you performed your stakeholder analysis during the preparation phase, you identified potential sources of resistance to the change. Nevertheless, throughout the implementation of your change, you will likely have to deal with new sources of resistance. In the change management field, there is a common misperception that resistance comes from people below the executive level. Resistance to change can come from any level. It is normal and must be anticipated. To develop a plan for managing change resistance, it is important to understand the causes of the resistance, how it is expressed, and what it means.

The main causes of change resistance

Generally, there are four primary causes of change resistance. These causes relate to (1) content, (2) process, (3) people, and (4) systems.

Cause 1: The stakeholders do not agree with the change as a solution (content)

Stakeholders frequently do not approve of the reasons prompting the change and therefore want to change the change itself. In order to reduce this type of resistance, consult each stakeholder group as much as possible about the organizational change and clearly communicate the reasons behind the change so that stakeholders understand why the organization must change.

Cause 2: The stakeholders do not approve of the way the change is designed and how it is being implemented (process)

The best way to manage this cause of resistance to change is to speak to the resistant employees and ask them how they would like to improve the implementation of the change. Encourage them to help you come up with effective solutions. In most cases, you will discover some great ideas that will improve the design and implementation of the change. In this way, you will instantly create a group of people who will use their resistance to change to contribute to the success of its implementation.

Cause 3: Psychological concerns (people)

Six main concerns that can arise among stakeholders are listed below, along with the key question that you must answer for them in order to alleviate these concerns.

1. Power and control: "Am I going to lose or gain power and control as a result of this change?" 

2. Proficiency: "Am I going to be able to perform well and be seen as competent during and after the change?" 

3. Inclusion: "Am I going to be included and asked to join groups, or am I going to be ignored and put on the sidelines after the change?" 

4. Fairness: "Will the decisions and outcomes of the change be fair and equitable?" 

5. Appreciation: "Am I going to be appreciated and taken into consideration while the change is being implemented, or am I going to be ignored?" 

6. Safety: "Will I be protected from potential damages caused by the change, or will I be threatened by them?" 
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Cause 4: The organization lacks the flexibility to change (system)

Some organizations are more flexible than others and have enough resources to manage change effectively. If the organization is not willing to change, systemic resistance to the implementation could result. An inappropriate organizational structure, a lack of resources or leadership, an organizational culture that is incompatible with the change, or outdated technology can undermine the organization’s capacity to change. To avoid this situation, you must ensure that the organization is ready and able to change.

How does change resistance manifest itself?

Change resistance can manifest in a number of ways–some are direct and others indirect. This list will enable you to more easily identify the manifestations of resistance that you may face.

· Continual questioning of the slightest details of the change 

· Raising doubts regarding the need to introduce a change 

· Making the intention to change a topic of ridicule and derision 

· Proposing that the project be referred to numerous study committees to evaluate interest 

· The expressed desire to study the project more in depth but at a point where there will no longer be time available to do so 

· Pretending in order to bury the project 

· Sad reminiscences about the advantages of a not–so–distant past when everything was going so well. 

· Drawn–out discussion on the secondary aspects of the change, with great effort to demonstrate that it will not be achievable in practice 

· Putting forward the multitude of unfortunate consequences that will certainly arise from the change 

· Withholding cooperation during the implementation process 

· Expressions of apathy and lack of commitment 

· Adopting a legalistic or dependant attitude, where only that which is specifically indicated is done, and in the prescribed manner without going any further 

· Slowing down the work pace 

· Discrediting those who initiated the change 

· Taking advantage of every opportunity to re–launch debate on the change 

· Spreading the word about all the problems encountered in the implementation process 

· Presenting the change project as the cause of any problem that the system may encounter 

· Regularly suggesting that implementation deadlines be pushed back 

· Declaring all–out war against the change or its initiators 

· Using various sabotage tactics to create an adverse atmosphere 

· Exaggerating the advantages of the past situation compared to the new one generated by the change 
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Meaning of change resistances

Each manifestation of resistance to change contains some useful information that you must decode. This information can help you improve how you manage the change.

· The intensity of the resistance tells you the degree of importance that stakeholders place on the change.The more the stakeholders react, the more likely it is that the change is affecting a sensitive area of the organization and is perceived as important. 

· Resistance to change tells you how open the system is to organizational change.If there is a great deal of intense resistance during a small organizational change of little importance, the system is really not receptive to change. 

· Resistance to change can tell you about aspects of the organizational change that you were unaware of. Stakeholders may resist change because there is an actual problem in the change process. By discussing this with them, you will usually have the opportunity to identify problems that you were previously unaware of. 

Best practices for overcoming resistance to change

There is no miracle solution for overcoming resistance to change. Every organizational change has its own particular aspects, and the means you use to manage resistance must be suited to these particular aspects. In some cases, you will have to respect the resistance, put your change initiative on hold and continue its implementation at a more appropriate time, because the organization is not ready to change. In other cases, you will have to manage and tolerate the resistance.

What can I do to minimize change resistance?
· Remind yourself that resistance to change is a normal reaction. 

· Remember that, in most cases, the individual best placed to resolve a point of resistance with an employee or a group of employees is their immediate supervisor. 

· Give employees the opportunity to openly express their concerns in an atmosphere where they feel supported and safe. 

· Maintain ongoing dialogue with employees throughout the transition. 

· Use two–way communication with employees about why the change is necessary. 

· Encourage employees to get involved in the change process. 

· Influence employees’ attitudes through active listening when they share their concerns. 

· Adopt a leadership style that motivates employees to act on their own. Avoid using an authoritarian or controlling style. 

· Develop the change process taking into account organizational culture and values, as well as the needs expressed by employees, to enable everyone to buy into the change. 

· Give employees all the support they need in order to take part in the change. 

· Seek support yourself when you need it. 

· Provide training for the employees so that they will have the skills they need to take part in the change. 

· Remind yourself that the success of a change also depends on managers’ abilities to overcome their own resistance. 

· Give employees verbal encouragement throughout the change. 

· Celebrate and reward employees for their efforts. 

Sample plan for managing change resistances
Asking yourself the following questions will help you develop a plan for managing resistance to change:

· What kind of resistance is most likely to appear at each reporting level of the organization? 

· What does this resistance really mean? 

· What would my reactions be if I were in the place of the individuals who will be affected by the change? 

· Among the types of resistance I have identified, which could be mitigated or eliminated? 

· What tactics can I adopt to mitigate or eliminate that resistance? 

· To what extent can the resistance identified undermine implementation of the change? 
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Resistance management plan

	Change phases
	Reporting level
	Sources of resistance expected by level
	Meaning of the resistance
	Sources of resistance that can be reduced or eliminated
	Tactics for overcoming resistance
	Likelihood that the resistance will undermine implementation of the change

	Change Preparation Phase
	Stakeholder A
	 
	 
	 
	 
	 

	
	Stakeholder B
	 
	 
	 
	 
	 

	
	Stakeholder n
	 
	 
	 
	 
	 

	Change Management Phase
	Stakeholder A
	 
	 
	 
	 
	 

	
	Stakeholder B
	 
	 
	 
	 
	 

	
	Stakeholder n
	 
	 
	 
	 
	 

	Change Reinforcement Phase
	Stakeholder A
	 
	 
	 
	 
	 

	
	Stakeholder B
	 
	 
	 
	 
	 

	
	Stakeholder n
	 
	 
	 
	 
	 


2.1.2 – Elaboration and implementation of the communication plan



The more effective the communication, the better the organization’s performance. This is all the more true in a period of change, when communication is a key factor for garnering commitment and cooperation from staff. Communication fosters creation of the climate of trust required for legitimizing a change and its implementation. Disseminating information and listening encourage the people affected to participate in and to buy into the change project. Through communication, you can create synergy among the various groups of stakeholders. It is therefore crucial to develop a communication plan that includes messages for every stakeholder about the organizational change, the means for communicating those messages and how often the messages are to be communicated.

When developing your communication plan, take into account the following five components
1. Target audience: By being aware of the stakeholders and stakeholder groups that will be directly or indirectly affected by the change, you will be able to target the audience that your messages must reach. In other words, you will be able to adapt your messages based on the specific characteristics of each target group. 

2. Message content: The reasons that prompted the organization to change will affect the message. Throughout the change, adapt the message content based on the analyses conducted at the various implementation phases. 

3. Message originator: The person best placed to communicate the messages may be selected based on the stakeholder analysis and by identifying effective leaders in the organization. Employees usually prefer that messages about why the organization must change (e.g. the reasons for the change, the dangers of not changing) come from senior management. However, employees usually prefer that messages about the personal impacts that the change will have on them (e.g. how the change will affect their day–to–day work) come from their immediate supervisors. 

4. Means of communication: A number of variables will influence the means used for communicating the messages. They may include the number of people you are targeting, who you are targeting, the type of information conveyed in your messages, and the means available to the organization. Even if face–to–face communication is used by default for communicating most of the messages, you must adapt your means of communication for every message. 

5. Timing and frequency of communications: The sense of urgency, the type of change and the pace of the change the organization must make will all affect the timing and frequency of the communications. Communication has occurred only when the target audience has received the message, understood it, digested it, and implemented it. Usually, this requires you to communicate the messages more than once, at different times, using several means of communication. 
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1. During the change preparation phase, the communication processes allow the change to be legitimized.
· Explain to all stakeholders 

1. The nature of the change 

2. The steps involved in the change 

3. Where the change will take the organization (the vision, expected results, etc.) 

· Answer the three questions that every employee has: 

1. What do I have to gain from this change? 

2. What will I lose? 

3. What do I have to do to adapt my duties to this new situation? 

· When you want to disseminate the information about the change project and its implications to all stakeholders, ask yourself the following questions: 

1. Does the message provide all the information necessary to understand the project correctly? 

2. Does the message meet employee expectations? 

3. Is the content of the message suited to the audience? 

2. During the change management phase, the communication processes demystify the transition and keep employees informed.
When you are developing your communication strategies, keep in mind that communications based at the corporate level (e.g. an e–mail sent to every employee in the organization) are for informing staff, not for engaging them.

Communication strategies

The communication strategies that will be developed and implemented must take into account all the analyses that were carried out during the various implementation phases of the change. Those analyses will enable you to develop communication strategies that are suited to the staff’s characteristics and to the organizational change you are managing.

· Distribution of authority 

The distribution of reporting and non–reporting authority in the organization that affect change management also affect what communication strategies you will choose. Supervisors and managers are key partners in a successful change. You must develop specific communication strategies to ensure that you have their support and that they in turn communicate the key messages to their employees.

· Scope of the change 

The scope of the change will affect the communication plan. Small changes normally require less frequent communication but with more information included in each message. Major changes usually require messages that can be split into a number of small messages. These small messages help the target audiences to mentally prepare for the change and make them open to additional information about the change. In the case of a major change, employees should receive a number of messages dealing with issues related to the organization’s activities and a potential change in the organization. As time goes on, you will gradually steer the communications toward the topic of the change.

· Change resistance 

Change resistances can be mitigated through effective communication. People must accept the fact that their old ways of doing things are no longer appropriate or accepted in the organization or change resistances will appear. You can bring resistant individuals on board by proving to them that a change is mandatory through such things as results of analyses, statistics, trends, graphs, numbers and quality standards to be achieved. The information related to the analysis of the drivers that have made the organizational change necessary will help you develop this type of message.
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3. During the change reinforcement phase, the communication processes will make it possible to assess progress and reinforce new behaviours.
· Establish communication mechanisms to support evaluation of the change. 

· Give a progress report on the results achieved. 

· Communicate messages that reinforce the new behaviours. 

· Form discussion groups for exchanging best practices in change management. 

· Keep stakeholders informed about the outcomes of the organizational change. 

People often assume that all communication must be planned according to pre–determined schedules. However, change is a dynamic phenomenon, and you will not always know exactly when you will have relevant information to communicate. So, even if you have developed a communication plan, many messages that you will have to communicate will have to be communicated on the spur of the moment rather than according to plan. You therefore need to have some basic communication skills.

Three basic communication skills

Three special skills make up the foundation of all communication from a relational perspective, and managers must master them: listening, asking questions and providing feedback. These three skills prove to be extremely effective when communicating during a time of change.

1. Listening
Where organizational development is concerned, cultural changes inevitably occur through listening. An organization’s culture cannot be changed except on the basis of what it is now. In order to understand that culture and determine innovative options, it is important to listen to the people 

Managers spend most of their communication time listening. Ineffective listening represents a huge loss for organizations–about one quarter of management payroll. Many leaders are beginning to understand the economic and social consequences of poor listening. Poor listening costs the organization in terms of lost time, lost money, poor use of time, negative climate, lowered productivity and deteriorating interpersonal 

Active listening is a dialogue centred on the thought of the individual who expresses it. The listener’s responses serve to encourage the other’s expression, to reformulate his or her comments, to get him or her to
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Techniques for encouraging expression

Techniques to encourage the person you are communicating with to

· Position your body facing the person you are speaking to 

· Nod your head 

· Maintain eye contact 

· During moments of silence, communicate using relevant non–verbal indicators 

· Request explanations or clarification 

Avoid the following

· Giving disapproving looks 

· Drumming your fingers 

· Not making eye contact 

· Frowning 

· Continuing to do other things while the other person is speaking 

· Conveying messages of disagreement, disregard, disinterest or impatience 

Restating technique

Restating consists of putting the other person’s essential message into your own words. This technique lets the person speaking to you know that you understand what he or she told you. Rephrasing comments or feelings requires being able to let the other person know that 

There are various ways to introduce restating:

· “In your opinion.” 

· “You mean that.” 

· “So, you hope that.” 

· “In other words.” 

· “In your opinion, it is critical that.” 

· “To put it differently, you.” 

2. Asking questions
Reasons for asking questions
· Helps you understand the context 

· Stimulates reflection 

· Helps you explore a situation, reaction or position 

· Clarifies vague or impersonal statements 

· Clarifies inferences 

· Verifies other person’s understanding 

· Develops critical thought 

· Guides discussion productively 
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Types of questions

The way in which a question is asked has an impact on the type of answers

1. Closed–ended questions
A closed–ended question is used for obtaining factual information, clarification on certain facts or a firm commitment. A closed–ended question can usually be answered by yes or no based on the framework

e.g. Do you accept this responsibility?
2. Open–ended questions
An open–ended question is used for soliciting opinions, reactions, impressions, explanations or suggestions. An open–ended question solicits a more or less developed answer based on the framework of reference 

e.g. What do you think about this responsibility?
3. Leading questions
A leading question is actually a suggestion, an opinion, a piece of advice or a poorly disguised order in the form of a question. Avoid this type of question, as it does not allow relevant information to

e.g. Don’t you think you should accept this responsibility?
4. Multiple questions
Multiple questions mean a barrage of questions that may be open– or closed–ended, without the moment of silence that would normally allow the other person to answer. Avoid this type of question, as it places

e.g. Did you talk to him? Did you discuss it with him? Why not?
3. Feedback
Among the factors related to communication, the organization’s members perceive feedback as the factor that has the most impact on their performance in that it enables everyone to know how they are doing in meeting the ’s objectives.
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Positive feedback

From a practical perspective, positive feedback reinforces a desirable, 

From a psychological perspective, positive feedback fulfills needs for respect, self–esteem and personal worth. These needs require the participation of others and are at the core of interdependence. Positive feedback reinforces feelings of competence, empowers and can increase motivation. The appropriate use of positive feedback can have the effect 

To be effective, positive feedback must make specific reference to 

e.g. Because you immediately performed this analysis, we were able to quickly identify a problem that would have put our change project 
Warning!
· Indiscriminate congratulations run the risk of undermining the manager’s credibility. 

· Avoid lapsing into flattery. 

· Keep positive feedback specific. Make sure that it refers to a specific action, performance or event. 

· Adapt the positive feedback to the person you are addressing (e.g. public congratulations may provoke feelings of discomfort or even mistrust in certain people and be perceived as an attempt at manipulation). 

Critical feedback

From a practical perspective, critical feedback is necessary to modify behaviour that is deemed ineffective or inappropriate, such as a sub–standard 

Critical feedback can give rise to defensive reactions such as anger or denial. Active listening is the surest means for reducing defensive 

To be effective, the person who receives the critical feedback must understand the information, agree that the information is valid and be able to change his or her behaviour based on the information. Critical feedback must be supported by facts, be specific, be given courteously, and be given at an appropriate time. For feedback to be constructive, –way communication.

e.g. Over the last two weeks, I have noticed that you did not attend the last three training sessions on the new computer system we will have to use. This training is intended to support employees and help them acquire the necessary skills for dealing with the change effectively.
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Principles of constructive feedback
· Feedback must. 

· Focus on the problem and not on the person receiving the feedback 

· Be consistent (say what you really think) 

· Be based on facts (observable behaviours, results, performance, etc.) 

· Be communicated with respect 

· Be communicated at an appropriate time 

· Be verified in terms of comprehension (e.g. What do you think about it?) 

· Not be judgmental 

· Be specific, not general 

Checklist – How to communicate effectively during a change
· Make sure that the relationship between the projected change and organizational objectives is clear for all stakeholders in your message. 

· In your message, emphasize the link between completion of the change project and the organization’s performance. 

· Foster participation by ensuring that there is open dialogue among the various stakeholders. 

· Adapt your message based on the specific issues of each stakeholder group you must target. 

· Do not use overly technical language in your message. Use terms that all targeted stakeholders will understand. 

· Communicate a realistic message. Do not send out a message that sounds like an advertisement, deceiving the employees and proposing an unrealistic vision of the organizational change. 

· If you only have a vague idea of the repercussions that the change will produce on processes, on positions, on tasks, or the adjustments that employees will have to make, don’t be afraid to admit it, while also planning communication mechanisms that will keep the affected groups up to date in order to prevent rumours. 

· If possible, include in your message concrete examples about organizations similar to yours that have completed this type of change. Providing that information will help you convince more stakeholders of the relevance of the change. 

· Use a spokesperson (a champion) who is respected and trusted by most of the stakeholders and who will use his or her leadership to obtain everyone’s support and participation in the project. 

· Foster more direct communication between the various decision–making levels (develop an open–door policy, a suggestion or complaints system, and system for regular updates). 

· Manage the various stakeholder groups’ expectations keeping in mind that transparency and openness are better than trying to hide problems and difficulties. 

· Encourage senior management to be present throughout the transition to communicate the strategic objectives and the importance of the project to the organization, and to motivate stakeholders. 

· When you communicate with stakeholders during a transition, you must recognize that their feelings and emotions are legitimate. 

· Let all stakeholders know about the support mechanisms available to them to help them deal with the change effectively. 

· Establish a feedback system in order to collect opinions, comments and suggestions from stakeholders throughout the change project. 

· Discuss best practices and lessons learned with your peers. 

· Behave in a manner that is consistent with what you say–“Walk the talk.” 
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Communication plan

	Change phases
	Communication strategy
	Audience
	Current stakeholder status
	Key message
	Sender
	Method 
of communication
	Time 
and frequency

	Change Preparation Phase
	Strategy 1
	Stakeholder A
	Advocate
	 
	 
	 
	 

	
	
	Stakeholder B
	Supporter
	 
	 
	 
	 

	
	Strategy 2
	Stakeholder n
	Neutral
	 
	 
	 
	 

	Change Management Phase
	Strategy 3
	Stakeholder A
	Critic
	 
	 
	 
	 

	
	Strategy 4
	Stakeholder B
	Blocker
	 
	 
	 
	 

	
	Strategy 5
	Stakeholder n
	Etc.
	 
	 
	 
	 

	Change ReinforcementPhase
	Strategy 6
	Stakeholder A
	 
	 
	 
	 
	 

	
	Strategy 7
	Stakeholder B
	 
	 
	 
	 
	 

	
	
	Stakeholder n
	 
	 
	 
	 
	 


2.1.3 – Elaboration and implementation of the learning plan

Training is crucial for organizations undergoing a transition. On the one hand, the purpose of the learning plan is to support adaptation to change and to ensure the optimal use of skills and growth of individuals and the organization. On the other hand, we know that employees’ attitudes toward their work have a direct impact on their behaviours and an indirect impact on their performance in the workplace. Occasionally, these influences can take the shape of resistance to change. In fact, there can be drastic consequences for employees who do not have the skills they need to cope with the change. However, the fact of wanting to change the perceptions that employees have of their jobs and encouraging their commitment through training, can yield very positive results and reduce resistance to change.

How to develop a learning plan 

Developing a learning plan during a change consists of four main steps:

1. Identifying the activities to be performed as part of the change initiative, 

2. Assessing the gaps in terms of employee skills, 

3. Developing learning activities for each group of employees, 

4. Following up on and measuring what has been learned. 

1– Identifying activities to be performed as part of the change 

Identifying the activities to be completed for the change project allows clear, specific objectives to be set. When these objectives have been set, it will be easier to pinpoint skill requirements.

Questions to ask yourself for determining what needs to be done

· What are my organization’s/division’s/unit’s current and future operational and strategic priorities with regard to implementing the change initiative? 

· What effects will the vision, strategies and operational/strategic priorities have on stakeholders’ requirements in terms of skills? 

2– Assessing the gaps in employee skills 

Once you have identified the objectives to be achieved, current (during the transition) and future (after the transition) requirements in terms of skills must be determined so that you can achieve the objectives.
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Skills requirements: Three levels of analysis
The three levels of analysis with regard to skills requirements are complementary, and their use can vary depending on the type of organizational change that must be implemented.

Level 1 – Organizational: The analysis of skills requirements within the organization begins with an examination of the organization’s overall short– and long–term priorities. During a change involving the entire organization, such as a cultural change caused by the modification of organizational priorities, employees will need to acquire new skills that the organization requires to achieve its strategic objectives. This analysis therefore aims to pinpoint training needs in the areas where the organization is the most lacking during the transition period.

Questions to ask yourself for conducting an analysis of organizational skill requirements

· Is there a sense of urgency with regard to training within the organization? 

· In which parts of the organization is there a problem or need to change (gap) in terms of training? 

· Considering the organization’s business strategy, what type of training should be used? 

· Considering the leadership team’s values, what type of training should be used? 

· Considering the internal and external forces at work, what type of training should be used? 

· What are the objectives of the administrative units? 

· How can training help the administrative units achieve their objectives during the transition period? 

· Considering constraints of time, place and work, what is the likelihood of success for training during the organizational transition? 

· Does the social climate foster learning, as well as the transfer of what was learned from the training? 

Level 2 – Task–based: When an organizational change takes place, the tasks may change as well. A task–based analysis is necessary in order to establish training needs related to the achievement of specific objectives in relation to the nature of the positions. For example, during an organizational change such as one related to using a new computer system for processing client requests, employees must receive training on the new system because their tasks will change. Otherwise, the change will be impossible to achieve.

Questions to ask yourself when conducting a task–based needs analysis

· What activities and tasks are performed by the individuals affected by the organizational change? 

· What is the relative importance of each task? 

· What are the consequences attached to whether or not this task is performed? 

· Considering the evolution of the organization’s internal and external environment, what will be the likely change in the content of the positions affected by the organizational change? 

· What performance standards will have to be respected during the organizational change? 

· What skill sets, know–how and behaviours are required for performing each task and meeting or exceeding the performance standards during the organizational change? 

· What attitudes are likely to improve job performance during the organizational change? 
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Level 3 – Individual–based: When you analyse training needs on an individual basis, you must analyse each employee’s needs in comparison with the position he or she will occupy before you establish a specific learning plan. You can therefore compare the assessment of the employee’s skills in relation to each skill required for performing the task, with the proficiency level required for each of these skills. In addition, you may discover shortcomings in an employee’s performance in relation to the desired performance by comparing his or her present performance with the minimum acceptable standards.

Questions to ask yourself when conducting an individual–based skills needs analysis 
· During the organizational change, is employees’ work performance evaluated by superiors, colleagues, subordinates, clients or the employees themselves? 

· During the organizational change, were employees’ behaviours at work appropriate? 

· During the organizational change, were performance objectives achieved overall? 

· If the performance of an employee affected by the organizational change does not meet expectations, is this a result of insufficient skills? 

· Do the individuals involved have the basic abilities and motivation to successfully complete the training? 

Questions that can help you assess skill gaps 
· Is the context in which the work is performed clear for each worker? 

· Will the changes related to your plan necessitate acquiring new skills or upgrading? 

· Do the employees know when they must be individually up to speed? 

· Are the employees physically and mentally able to perform their work? 

· Do the employees know what they have to do? 

· Do the employees have the necessary skills to perform their work? 

· Do the employees have the necessary resources (money, time, equipment, etc.) to perform their work? 

Using the Behavioural and Technical Dictionary of Citizenship and Immigration Canada proves to be an effective tool for pinpointing the necessary skills for implementing an organizational change:

Tools developed at CIC to target and develop the skills needed to implement an organizational change:
· The Competency-Based Management 

· The Continuous Learning Policy 

· The Performance Evaluation Policy 
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3- Developing learning activities for each group of employees 

Based on skill gaps that have been identified, you must then select the best means for reducing these gaps.

Questions to ask yourself for choosing the appropriate learning activity 
· What are the training priorities? 

· Which training activity could help improve employees’ skills for reducing the performance gap? 

· Which training activity would enable employees to develop their potential, their careers and their skills during the transition period? 

· Have employees been consulted to find out what type of training would best help them deal with the organizational change? 

· For whom is the training intended? 

· Who will oversee the training? 

· Which training method will be used? 

· What type of learning should the employees have access to (behavioural or technical)? 

· Where will the training be given? 

· What is the training timetable? 

4– Learning follow–up and evaluation 

You need to conduct a follow–up on the learning plans so that you can assess the return on investment. Evaluating learning will also help you make adjustments along the way during the organizational change project if the learning technique proves to be inappropriate. Learning plans developed during an organizational transition should be linked to each employee’s performance evaluation and individual learning plan.

Questions to ask yourself in order to follow up on learning plans 
· Do the employees feel that they have the skills they need to deal with the organizational change? 

· Are the employees applying their learning in the performance of their tasks? 

· Are the employees making progress toward achieving the objectives of the plan for change? 

· Are the employees rewarded for their performance? 

· Do the employees receive feedback on their performance? 

· Is there resistance to change that could be caused by a lack of skills? 

· Is constructive feedback provided on poor performance? 

· Is positive feedback provided on good performance? 
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Learning plan 

	Change phases
	Objectives
	Competency gaps
	Audience
	Learning strategies (PLP)*
	Follow–up and learning measure (PER+)
	Timeframe

	Change 
Preparation 
Phase 
	 
	 
	Stakeholder A
	 
	 
	 

	
	
	 
	Stakeholder B
	 
	 
	 

	
	 
	 
	Stakeholder n
	 
	 
	 

	Change
Management 

Phase 
	 
	 
	Stakeholder A
	 
	 
	 

	
	 
	 
	Stakeholder B
	 
	 
	 

	
	 
	 
	Stakeholder n
	 
	 
	 

	Change 
Reinforcement
Phase
	 
	 
	Stakeholder A
	 
	 
	 

	
	 
	 
	Stakeholder B
	 
	 
	 

	
	
	 
	Stakeholder n
	 
	 
	 


*PLP – personal learning plan

+PER– Performance Evaluation Report

2.1.4 – Elaboration and implementation of the mobilization plan

You must spend time developing the staff mobilization plan for a transition period, and particularly on perceptions of organizational fairness. In general, a situation that is perceived as being fair brings positive reactions. A feeling of fairness will foster the acceptance of decisions, satisfaction concerning decisions, job satisfaction, trust in the leadership, increased performance, and mutual assistance. Conversely, a situation perceived as being unfair will have consequences that hinder smooth operations in an organization. These reactions and consequences involve employees’ attitudes just as much as their behaviours.

Many studies on organizational fairness demonstrate that the perception of fairness plays an especially important role in a context where there is a high degree of uncertainty. People feel threatened by uncertainty, and fairness helps make the situation less uncertain, or at least, makes the uncertainty more tolerable. A situation of transition involves a number of uncertainties among employees and may lead them to resist the change.

Key principles of organizational fairness

Organization fairness has three main principles:

1. distributive fairness, 

2. procedural fairness, and 

3. interactional fairness. 

1. Distributive fairness
Distributive fairness relates to the distribution of resources. It encompasses employees’ assessment of the fairness of various decisions, outcomes and resources that pertain to the distribution of resources in the work environment (pay, raises, promotions, hiring, etc.). Two main principles support distributive fairness:

1. the principle of equality (distributing the same share of resources to everyone), and 

2. the principle of individual needs (distributing resources based on each person’s needs). 

A belief that he or she is underpaid could lead to a decrease in an employee’s productivity, which could translate into resistance to change.

2. Procedural fairness
Procedural fairness relates to how decisions are implemented in the organization. The importance of employee participation in the decision–making process is shown when the employees affected by the decision have the opportunity to give their opinions and points of view. When they are given that opportunity, they tend to find that the procedure–and even the decision itself–is fairer than when they are not given this opportunity. So, during a period of transition, allowing employees to be more involved in determining their work procedures (e.g. by agreeing to correct certain decisions, or by applying procedures for everyone in the same way) can lead to significant benefits for the organization and reduce resistance to change. Fair procedures are perceived as mechanisms for strengthening social cohesion and show that the employees are considered as full members by the organization. This leads the employees to have a stronger emotional attachment to the organization and to work beyond their contractual obligations.
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How to promote procedural fairness in a transition period

· Procedures must always be applied to everyone in the same way. 

· Decision makers must be neutral, and the procedures must not arise from prejudices or personal bias. 

· The procedures must be based on accurate information. 

· The decisions must be able to be corrected or modified on the basis of new information. 

· All criteria deemed relevant by employees must be taken into account when making a decision. 

· The decision–making process must be consistent with the organization’s ethics and current morale. 

3. Interactional fairness
Interactional fairness refers to the employees’ assessment of the fairness of the treatment they receive in their interpersonal dealings with decision makers. Two basic components foster the perceived fairness of interpersonal treatment:

1. Social sensitivity that takes into account the role of dignity and respect of the person in communicating decisions by the decision–making body. Treating people with respect and dignity enhances their perception of fairness and their acceptance of decisions during a period of organizational change. 

2. The information given about the decision. This aspect takes into account the concept of supporting the decision with information. Whatever the decision made regarding an employee, it will be more easily accepted and considered fairer when the whys and wherefores are explained. 

How to promote interactional fairness during a transition

· Emphasize that the change applies to everyone, including executives, and that no one is happy about the situation–be understanding. 

· Present the organizational change situation in detail using concrete facts and figures. 

· Review sensitive points or those that are or not understood by employees. 

· When you communicate, use a respectful tone of voice and be sensitive. 

· Hold question–and–answer periods for the employees affected by the change. 

· When interactional fairness is perceived by employees during a time of transition, it fosters emotional commitment and discretionary behaviour. 

Good practices that can increase staff mobilization during a time of change
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1. Information sharing: The information–sharing process brings together all the practices implemented by managers to disseminate and receive information. This includes practices that are centred not only on the clarification of the organization’s expectations but also on the effort made to listen to employees’ concerns and respond to them. Information–sharing will get employees to mobilize their skills and become involved in their work if they have a good understanding of what is expected of them. Employees will be all the more motivated when they feel that the organization listens to their concerns, opinions and recommendations, and they will strive to respond appropriately. 

2. Power sharing (empowerment): This process relates to the decision–making process in the organization. More specifically, it involves the set of practices for reconfiguring the work so that it is both more satisfying and more beneficial for each individual, but also so that it involves every member of the work unit in a unified action to plan and control outcomes. The goal of these practices is for employees to have a real impact on the work through their participation in the decision–making process and through the creation of a work unit that promotes autonomy, initiative and accountability. A culture of empowerment encourages employees to feel more important, responsible and free to use their intelligence and skills. Employees perceive empowerment as a sign of trust and organizational support, which leads them to identify more closely with the organization. 

3. Skills development: Effort to provide skills development through training or other career development activities indicates to the employees that the organization considers its staff a competitive edge. This investment in employee skills also expresses the employer’s willingness to establish a relational or psychological contract. However, when the organization has employees develop skills, it must then use those skills. Employees must apply their new skills in order to strengthen the bond of trust and their desire to establish a long–term relationship with the organization. 

4. Recognition systems: Recognition can be monetary or otherwise. Because we are in a government context where there is little room to manoeuvre and where financial resources are limited and controlled, we will deal solely with non–monetary recognition. Non–monetary recognition programs aim to provide tangible appreciation on the part of the organization to employees or groups who make outstanding or exceptional efforts or achievements. This recognition can take the form of tangible signs like positive feedback, congratulations from the immediate supervisor or symbolic recognition like a plaque or a trophy. Employees view this type of recognition as a token of organizational respect and support. Recognition from one’s immediate supervisor is all the more appreciated because it is not mandatory. We can therefore expect that employees who receive recognition from their immediate supervisors are more willing to make more effort during a transition than usual. 

By mobilizing employees, you will minimize the turnover rate caused by the change, employees will have a better understanding of the various aspects of the change, and there will be less resistance. Organizational fairness is something that requires few resources from the organization for the tremendous benefits that can be derived from it during a transition period.
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Essential conditions for establishing a group climate conducive to mobilization 

Employees must feel that they can trust their leaders
The level of trust is higher when leaders:

· Behave consistently 

· Do what they say they will do and keep their promises 

· Are honest and act with integrity 

· Show respect and sensitivity toward the employees’ needs and interests 

Employees must feel that they are receiving support
The feeling of support is enhanced by many small, everyday actions, and especially when:

· Interest is shown in employees’ opinions, values and problems 

· Employees are supported in times of difficulty 

· Employees are defended if their reputations, integrity or well–being are threatened 

· Employees receive assurance that assistance or resources will be available if needed 

· Employees are encouraged 

· There is regular communication with employees 

Employees must feel that their contribution is recognized
Whether the rewards are financial or social, employees must perceive them as genuine tokens of recognition.

· Employees must feel that they are treated with fairness and respect 

· They must feel a sense of: 

· Distributive fairness 

· Procedural fairness 

· Interactional fairness 

Employees must feel that they are empowered to act
· All employees must feel empowered to have an impact on both the planning and the control of the outcomes of the organizational change being implemented. 
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Achieving a critical mass

One objective of your mobilization plan will be to convince a significant number of people to buy into the idea of change, in other words, to form a critical mass of supporters. A stakeholder analysis will be useful at this stage. The more people in favour of the change, the easier it will be to implement.

There are two main ways to assemble a critical mass of supporters:

· Through the support of the opinion leaders 

Opinion leaders are people others trust when forming an opinion. There may not be many of them, but because they have influence on their peers, their support or alliance makes a valuable contribution to the change.

· Through the support of a large number of people 

It’s the number of individuals that is important here. When you are in an environment where networks of influence are scattered or where opinion leaders do not take a position–or worse, actually oppose the change–you must work to obtain the support of many people and convince them of the importance of the change.

To achieve a critical mass of supporters for the change, active supporters or change agents are generally your first target group, as long as they have credibility with employees. Your second target group will be those who are in favour of the change but who are passive and those who have mixed feelings about the change. In fact, passive supporters and those with mixed feelings are usually the majority of the recipients of the change. By mobilizing these two groups of people, you will obtain a critical 

3.1.1 – What are the perceptions of the key stakeholders towards the change initiative implementation?

Collecting feedback from stakeholders is a good way to identify gaps and develop approaches for managing resistance. The method you use for collecting feedback will depend on the type of change you are managing and on your organization’s characteristics. In some cases, you will obtain informal and reactive feedback such as complaints. In others, you will have to work hard to develop formal or proactive methods to find out what stakeholders think about the change.

Methods for getting feedback from stakeholders
· Informal feedback 

· Staff meetings 

· Focus groups 

· Surveys 

· An employee retreat 

· A workshop 

· Face–to–face discussions 

3.1.2 – What is the key stakeholders’ level of resilience towards the change initiative implementation?

Performance measurement will help you ensure that the change is really happening and that the organization is receiving full benefit. How you evaluate resilience to change must be specific to the type of change you are trying to implement. A good way to evaluate resilience to change is to develop and carry out a follow-up of the indicators on your change management dashboard.

Methods for measuring compliance with the organizational change
· Observation 

· Percentage of people using the new technology (if appropriate) 

· Survey 

· Focus groups 

· Team meetings 

· Informal discussion 

· Databases 

· How often the old way of doing things is still used 

· Analysis of feedback from stakeholders 

The feedback you gather and the degree of stakeholder resilience will enable you to evaluate whether or not the change has become entrenched. Analysing this information will help you determine the key lessons and provide direction for adjusting how you are managing the human aspect of the change.

3.1.3 – What are the results produced by the change from a business perspective? 

1. Have you created, with the participation of stakeholders, a formal balance sheet of the proposed change, including the extent to which the following were achieved:

· The strategic outcomes targeted by the change 

· The operational objectives targeted by the change 

· The human objectives targeted by the change 

2. Have you defined and used the measurable indicators and objectives of your change management dashboard for creating this balance sheet? 

3. Have you interpreted the gaps, categorized them and analysed the causes? 

4. Have you developed corrective actions and implemented them? 

3.2.1 – How will you celebrate and reward achievement of the expected results?

It is important to create a positive attitude toward the change and to recognize the individuals who have contributed to its successful implementation. Even small victories boost the enthusiasm of the troops, so don’t hesitate to point out everyone’s achievements. Above all, be strategic and start the change through simple, low-risk activities that will yield quick victories and create a positive climate around the organizational change. Approaching a change through a pilot project also offers advantages if the pilot project is successful. In fact, after a successful pilot project, other parts of the organization will likely take the initiative and want to experience a change, for example, taking advantage of a new technology.

Rewarding risk taking and innovation requires that the organization treat those who take risks differently than those who do not during the implementation of a change. This can create some negative issues with regard to perceived fairness in the organization, because some employees will be rewarded and others will not. Regardless, the organization’s leaders must emphasize the fact that risk taking and innovation are rewarded and they must defend this practice so that the change becomes, and remains, permanent.

Some good recognition practices to use during a transition period 
· Align the recognition system with the integrated change strategy in order to promote and reinforce innovation and change. 

· Design a recognition system that meets each of the outcomes targeted by the change being implemented. There is no one way to design an effective recognition system. Various recognition practices may be used to support the various outcomes targeted by the change. 

· Relate the recognition given to employees to their performance in implementing the change. The performance standards must be measurable, achievable, effectively communicated and developed in consultation with employees. 

· Ensure that senior management supports the recognition system. 

· Monitor the effectiveness of the recognition system throughout the transition. Change is dynamic, so some aspects of the overall change strategy may be modified over time. The recognition system must therefore be adjusted accordingly. 

· Maintain momentum with recognition practices, even if the progress of the change slows down. 

For more information visit the CIC recognition policy
3.2.2 – How will you reinforce and permanently integrate the change into the organization?

One of the most difficult challenges that leaders of the organization must face during a transition is to prevent a return to the old ways of operating. Employees need help to maintain their new behaviours, especially when their former way of working goes against the desired change. Leaders who have good change management practices allow employees to practise the new behaviours repeatedly. They also personally adopt the new ways of working and provide employees with coaching and support.

During a transition, effective leaders consistently reinforce the organization’s values and support their words with exemplary behaviour. Their goal is to change the way employees behave, not just the way they think. A leader can communicate new organizational values to employees, but the message will really only take root if it is clearly shown that the behaviours of resistant employees will not be accepted or tolerated.

Improvement of the outcomes targeted by the change can be reinforced by providing feedback to employees. Employees can be shown, for example, that production costs, waiting times or the quality of services provided to the clients have improved thanks to the new practices. This type of feedback can also come from the organization’s business partners or even its own clients. The key is that positive feedback demonstrating the improvement in services be publicized.

Practices that foster permanent integration of the change

A change is considered to be well integrated into the organization when the change is accepted, permanent, stable and has come to be considered the norm. In order to integrate a change effectively, change agents must be mobilized for influencing the employees affected by the change. Everything the change agents say or don’t say, do or don’t do, can strengthen-or undermine-the change. Adopting the following practices will foster integration of the change.
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Practice 1 – Active participation

Active participation is based on the learning that occurs from the individual’s personal experiences. There are three main forms of active participation that foster employee commitment to the change. These are step-by-step learning, learning by watching and participatory decision making.

1. Step-by-step learning: Step-by-step learning is the gradual acquisition of skills through successive blocks of learning activities. The blocks of learning activities start with the easiest and end with the most difficult. This means that the most difficult skills are not learned until the individual has integrated the easier ones. 

2. Learning by watching: Learning by watching is the observation of other people while they perform a task and exhibit the new behaviours required for achieving the organizational change. The employee who is watching is then encouraged to adopt the new behaviours learned in order to eventually fully integrate them. 

3. Participatory decision making: Participatory decision making is effective when it enables participants to feel a sense of ownership of the organizational change. By taking ownership of the change, employees will be more inclined to promote it. Employees can participate in decision making during every phase of the change. Naturally, there are limits to this participation and there are changes sought in which employee participation is simply impossible. Employees are more confident in their abilities to achieve the outcomes targeted by the change when they have played a part in creating these outcomes. The processes adopted for achieving the change will be perceived as being fairer because employees have been consulted. Including employees in decision making does not mean that you are going to consider all of the ideas suggested, but you must listen to all of them and, once the decision has been made, explain what has been retained from the ideas put forward. 

Practice 2 – Persuasive communication

Persuasive communication is an effective vehicle through which change agents communicate key messages for influencing employee perceptions regarding the change. This type of communication can be used to support the change. For more information on communication during a transition, see the section entitled “ Elaboration and implementation of the communication plan .”

Practice 3 – Managing internal and external information

The information coming from sources inside and outside the organization is a powerful lever for reinforcing key messages that help make the change permanent. Information from questionnaires can be used in justifying the need to initiate a change. After the change has been initiated, stakeholders can be kept informed of the change by communicating information to them from inside and outside the organization on how the change is progressing.
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Practice 4 – Incorporating change management into human resources practices

· Personnel selection: Personnel selection can be used to reinforce integration of the change and to discourage resistance. The selection of personnel promotes integration of the change by hiring individuals whose values and skills easily adapt to those required for achieving the change. For example, a statement of merit criteria could indicate that the capacity to adapt to change will be evaluated in the selection process for a position. 

· Performance evaluation: Including a criterion related to change management in employees’ performance evaluations will promote reinforcement of the desired behaviours. Most of the time, following an organizational change, employees will see their jobs modified. Giving employees regular feedback about their performance will help them improve, which will promote integration of the change. 

· Recognition: Acceptable performance during a transition must be recognized. Recognizing employees’ accomplishments in a tangible way is a good way to reinforce and integrate the change in the organization. When recognition is related to achieving objectives and outcomes targeted by the change, employees have a stronger perception that the change is appropriate and necessary to the smooth operation of the organization. 

· Learning and skills upgrading: Develop targeted training programs to help employees acquire the new skills and knowledge they need to adapt to the change. Employee learning and skills upgrading must be directly linked to achieving the objectives and outcomes targeted by the change and must be used to reinforce the key messages of the change. The instruction must demonstrate the benefits of the situation post-change compared with situation pre-change to reinforce the need for the change with employees. Following their training, employees must have the opportunity to perform well when executing their new tasks. When they have that opportunity, they will feel that the organization has supported them. More experienced co-workers can also support and help their peers in performing new tasks. 

Practice 5 – Disseminating the new practices

Dissemination of the new practices promotes the adoption and integration of the change throughout the organization, and if appropriate, outside the organization. One current practice is to run pilot programs to test a change initiative. If the pilot is successful, the change initiative can be disseminated and shared with teams potentially interested in it. Although certain adjustments will have to be made depending on the work group in which the change initiative is reproduced, the pilot team will serve as a resource for demonstrating the benefits of the initiative, to warn about obstacles that will have to be overcome and for sharing the practices that enable the change to be implemented effectively. Dissemination of the new practices fosters organization through which employees learn to talk about the new tasks they must perform, perform the new tasks they are talking about and make these new tasks permanent.
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Practice 6 – Celebration & rituals

Celebration rituals are special events during which the values, culture and key messages related to the change can be reinforced and shaped. These events also allow the old reality to be set aside, help people let go of the past and focus on the future. The transition from the old situation to the new one is facilitated by recognizing that the ways of doing things that were accepted in the past are no longer accepted. An employee retreat can be organized to summarize and recognize the work that was accomplished in the past. However, this type of event must focus on employees’ new reality following the change, on the new challenges to be met, and on the experiences and skills acquired by employees that they will be able to use to deal with the change. During this type of event, the employees can share their experiences-both good and bad-and express their feelings of joy, sadness or anger about the past. One of the key messages that must be understood and absorbed by everyone is that there is no going back.

Practice 7 – Formalizing new activities

In practically every change initiative, any new activities will have to be formalized in order to demonstrate that the change has actually been integrated into the organization. However, formalizing new structures and procedures can be difficult and cannot be undertaken unless the change is actually supported in the organization. Supporting a new structure often requires the revision of some job descriptions, policies and procedures. These formal activities require new behaviours and are designed to support the organizational change and make it permanent.

3.3.1 – How will you assess the internal variables that may emerge in the future? 

Organizations must not concentrate their efforts solely on how they cope with today’s change. They must also strive to be prepared to respond to future changes. Most of the analysis techniques used in an organizational setting for analysing the environment are based on the premise that organizational strategies must be aligned with identified gaps so that they can be corrected in order to achieve a desired situation. For example, the SWOT analysis is based on the strengths, weaknesses, opportunities and threats in the organization’s current environment. This type of analysis presupposes that these variables remain constant in time and therefore remain fixed at a particular point in time – the time when the analysis is performed. In order to make this type of analysis more useful to the organization, it is just as important to analyse the present environment as the environment that could potentially emerge in the future. 

3.3.2 – Will you take the time to think about possible scenarios in order to effectively adapt to the environment’s future demands?

Usually, an organization’s future performance depends on how the organization adapts to its future environment. Considering the environment as a series of constant demands and using various scenarios for anticipating those demands can help the organization identify the best strategic options for the future. It is therefore important to take the time to reflect about what the environment might look like in the future rather than focusing effort solely on developing strategies for reacting to the present environment.

3.3.3 – How can you affect organizational culture so that it will be ready to manage future changes?

Strategic planning goes much further than simply analysing gaps and making recommendations. It also includes such following up on strategic planning in order to be useful and to have a meaningful impact:

· Identify the outcomes that the organization has to achieve, the indicators for measuring progress and the latest data on the current measurements of each of these indicators. This information gives you a reference base for determining future targets. 

· Try to imagine the future environment in which the organization will have to produce the expected outcomes, including the problems and obstacles that will have to be overcome. 

· Identify other means or scenarios for achieving the expected outcomes, including making changes to the organization’s policies, structure and governance. 

· Estimate the cost, feasibility and potential impact of each scenario on outcomes in the future environment. 

· Choose the most realistic scenario with the outcome indicators. 

· Connect all of these components to the planning of activities and the annual budget. 

Strategic planning is an opportunity for the organization to be truly innovative and focused on the future, and to find new ways of accomplishing its mission.

