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Abstract  -  Change is  inevi table .   We al l  know 
i t  so  why do people  f ight  i t?   Most  of  us know 
that  i f  we don�t  change,  l i fe  wil l  pass by,  yet  
we st i l l  resist .   Whether the reason for the 
change is  a  personal  decision or imposed upon 
us,  th is  wil l  impact  our acceptance of  i t .   But  
one thing is  certain,  the rate  and success of  
change an organization can accomplish is  
total ly  dependent  upon i ts   abi l i ty  to  support  
the change ef fort .  
 This paper ident i f ies those issues that  an 
organizat ion needs to  address to  faci l i tate  a  
successful  change implementation.  
 
   ****** 
 
�Everything that  can be invented has been 
invented.�- Charles H.  Duell ,  Director of  U.S.  
Patent  Off ice ,  1899 
 
�Sensible  and responsible  women do not  want  
to  vote.�  -  Grover Cleveland,  1905 
 
�There is  no l ikel ihood man can ever  tap the 
power of the a tom.� -  Robert  Mil l ikan,  Nobel  
Prize  in  Physics,  1923 
 
�But what�is i t  good for?�  �  Engineer at  the  
Advanced Computing Systems Division of  IBM 
commenting on the microchip,  1968 
 
�640 ought  to  be enough for  anybody�  �  Bil l  
Gates,  1981  
  
A l i t t le  more than one hundred years has 
passed since the mindset  that  everything that  
was to  be invented was already in existence.   
Luckily,  that  was  a  false  statement ,  but  from 
that  we can der ive some universal  t ruths.    
Whenever  knowledge is  t ransferred,  change 
wil l  occur  whether  we want  i t   or  not .   I t �s  
a lso  easier  to  ask others to  change rather  than 

undergo the metamorphosis ourselves.   And in 
most  cases,  a l though we may be traumatized 
while  t ransi t ioning,  we usual ly come out  the 
other  end wondering why we didn�t  do this  
sooner  or  how we managed to  survive the old 
way.  

The reasons for  change -  whether  i t �s  
by choice or  not ,  the rate  at  which the change 
is  expected to  happen,  the proposed costs and 
benefi ts  (both organizat ional  and personal) ,  
and the influence we have on  that  change  are  
al l  factors that  determine whether  the change 
wil l  be implemented successful ly or  not .   
Organizat ions need to recognize this  and 
address the associated issues i f  they want  to  
remain viable ent i t ies .   This  holds t rue 
whether  the organizat ion is  a  service,  
manufactur ing,  non-profi t ,  government,  
educat ion,  heal thcare,  large or  small ,  
domest ic ,  or  internat ional  ent i ty.   The lat ter  
holds addit ional  challenges due to  language 
constraints  and country cul tural  differences.  
 

Drivers & Rate of Change 
 
Today,  al l  ent i t ies ,  whether  they be 
individuals or  organizat ions are  responding to  
forces both within and outside of their  
control .   The majori ty of these dr ivers of 
change can be categorized into one of the 
fol lowing:   
♦ customer/market  pressures (e .g.  global  

packaging smaller /cheaper/faster ,  heal th 
awareness,  ISO 9000 registra t ion,) ,  

♦ regulatory requirements (e .g.  ADA, OSHA, 
EPA, medical) ,   

♦ shift ing demographics (e .g.  Gen Y,  aging 
workforce,  cul tural  differences,  low 
unemployment  rates) ,   

♦ environmental  awareness (e .g.  second hand 
smoke,  buried contaminants ,  a ir  qual i ty,  
heredi tary diseases) ,   
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♦ economic indicators (e .g.  Wall  Street ,  ,  
venture capi tal  requirements ,  short  term 
ROI�s) ,   

♦ supplier�s  constraints(e .g.  sole  source,  e-
commerce,) ,   

♦ competi t ion (e .g.  lead t ime to  market ,  
market  intel l igence,  intel lectual  property) ,   

♦ rapidly changing technology (e .g.  R&D 
funding,  knowledge transfer) ,   

♦ poli t ical  impact  (e .g.  re-elect ion,  
const i tuency demands,  lobbying)  

 
Although change is  often perceived as 

negative,  when change is  chosen or  sought  
after  i t  can be qui te  exhilarat ing.   For  
example,  individuals may chose to   
♦ change the pace of their  l i fe  (e .g.  s low 

down by stopping travel  and staying home 
with family) ,   

♦ improve their  qual i ty of l i fe  (e .g.  take 
dance lessons,  learn another  language ) ,   

♦ increase their  personal /professional  growth 
(e .g.  go back to  school) ,   

♦ accommodate their  family requirements 
(e .g.  move to  a  new home for  a  larger  
growing family or  a  smaller  one for  the 
empty nesters) ,   

♦ better  their  financial  s i tuat ion (e .g.  take on 
r iskier  investments) ,   

♦ adapt  their  personal  habi ts  (e .g.  lose 
weight ,  stop smoking) .    

 
From an organizat ional  perspect ive,  the 

management team may chose to  
♦ stay/get  ahead of competi t ion,   
♦ expand business (product/services or  

markets  sold  to) ,   
♦ improve fiscal  responsibi l i ty,  
♦ increase community stewardship.    
 

In the case where change is  imposed,  
individuals may feel  a  negat ive impact  to  their  
professional  sta tus (e .g.  up or  out  policy,  
layoff,  t ransfer ,  demotion)  or  to  their  personal  
confidence (e .g.  f inancial ,  safety,  family,  
heal th) .  When organizat ions are  �forced� to  
change i t  wil l  ul t imately impact  the 
individuals .  And this  is  where organizat ions 
always seem to fai l  to   recognize this  direct  
correlat ion.  

Not  only are  we seeing major  changes in 
organizat ions but  also  in whole industr ies  

(e .g.  te lecommunicat ions,  t ravel) .   In many 
cases,   shareholders put  pressure on an 
organizat ion to  quickly return  their  
investment result ing in disastrous endings.   
The pace of change has increased so 
significant ly that  many est imate that  the 
amount of change to  be encountered in the 
next  10 years  wil l  be equivalent  to  the amount 
of change experienced during the past  75!   
Anyone over  30 remembers l i fe  without  
microwaves,  computers,   remote control ,   and 
VCRS � those under  30 don�t!   To remain a 
viable enti ty ,  organizat ions must  change the 
way they implement change.  
 

Historical Perspective: 
Lessons Learned from the Past  

 
Most  organizat ions in the past  have 
concentrated on changing work processes,  
technologies,  equipment ,  faci l i t ies ,  
organizat ion structures,  e tc .  but  have ignored 
the �softer  side� of how to change � the 
PEOPLE aspect .  
     During the last  few years,  there seems to 
be a  real izat ion that  people are  an 
organizat ion�s most  important  asset .   High  
turn over  due to  burnout ,  not  being 
respected/valued,   as wel l  as pressure from a 
constantly changing environment are  al l  
factors that  adversely drain the workforce.   
Softer  issues are  final ly being given more 
at tent ion (e .g.  mentor ing programs,  diversi ty 
t ra ining,  leadership development) .  
     In addit ion,  some universal  t ruths about  
change within organizat ions are  star t ing to  be 
recognized:  
♦ Change requires individuals and 

organizat ions to  think,  act ,  and perform 
differently 

♦ An individual  cannot  make change alone,  
no matter  how well  motivated 

♦ People feel  awkward and self-conscious 
when asked to  change 

♦ The firs t  thing people think of when 
change occurs  is  what  they wil l  lose 

♦ People wil l  feel  a lone,  even if  everyone 
around them is going through the same 
change 

♦ People can only handle so  much change at  
one t ime 
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♦ People are  at  different  levels of readiness 
for  change 

♦ People are  concerned they won�t  have 
enough resources ( t ime,  money,   facil i t ies,  
equipment ,  people) ,  especial ly at  the 
beginning of a  change effor t  

♦ People wil l  revert  back to  the way they 
were before the change if  you take off the 
pressure 

♦ The organizat ion changes only as the 
percentage of people  within the 
organizat ion change 

♦ Members of organizat ions are  as important  
as leaders in changing organizat ions 

 

Reaction to Change 
 
Change in an organizat ion must  be 
dist inguished between change at  the individual  
level  and change impact ing the larger  group.   
These dist inct ions are  rarely clear  cut  but  
must   be targeted so that  the appropriate  
interventions can be ut i l ized.  
 

Individual Change 
 
Each individual  wil l  be required to  play many 
roles  within the organizat ion (e .g.  champion,  
coach,  leader ,  resource) .   Understanding these 
roles  and knowing when to  play each one wil l  
faci l i ta te  change not  only  for  the individual  
but  for  the organizat ion.    

Fear  of the unknown during organizat ional  
change wil l  cause resis tance.   I t  indicates  that  
some shift  in the balance of the system  has 
touched something of importance to  the 
individual .   Resistance can occur  because 
people  fear :  
♦ Loss of credibi l i ty or  reputat ion 
♦ Lack of career  or  financial  advancement  
♦ Possible damage to  relat ionships with boss 
♦ Loss of employment 
♦ Interpersonal  reject ion 
♦ Change in job role  
♦ Embarrassment/ loss  of self-esteem 
♦ Job transfer  or  demotion 
♦ Not being capable of learning or  adjust ing 

to  a  new task 
 

 Regardless  of where in the organizat ion 
the individual  resides,  i f  the change is  being 
forced,  there is  a  high probabil i ty the 

individual  wil l  feel  at  least  one of the 
fol lowing:   s t ress ,  erosion of self  confidence,  
inadequacy,  demoral izat ion,  lack of control  of 
a  s i tuat ion,  fai lure,  end of rope,  or  
humil iat ion.  
 

Group Change  
 
Change wil l  be perceived differently based 
upon an individual�s posi t ion or  abi l i ty to  
influence within the organizat ion.   For 
example,  a  top level  execut ive may view the 
change as an opportunity to  strengthen her   
business acumen,  take on new professional  
chal lenges and r isks,  and/or  advance careers.  
Lower level  employees may feel  imposed 
upon,  feel  the  process is  only disruptive or  
intrusive to  their  dai ly workload,  and upset  by 
the imbalance i f  they are used to coast ing.    

Also,  change can occur  ei ther  
incremental ly or  overwhelmingly.   Continuous 
improvement  has the fol lowing character ist ics:  
♦ does not  chal lenge assumptions or  value of 

the exist ing cul ture 
♦ modifies  or  s l ightly improves the overal l  

operat ion 
♦ uses exist ing structures,  procedures,  and 

processes 
♦ causes minor  disruption of �status quo� 
♦ is  relat ively low risk 
 

Compare this  to  the character ist ics of 
t ransformational  change:  
♦ at tempts to  al ter  the cul ture 
♦ focuses on significant ,  breakthrough 

improvements 
♦ challenges the relevance of exist ing 

structures,  procedures,  and processes 
♦ dramatical ly al ters  the �status quo� 
♦ is  relat ively high r isk 
 

As an organizat ion moves from a 
continuous improvement mental i ty   to  
t ransformational  change,  s tress  and tension 
increase.   Understanding how to  handle them 
wil l  a lso  faci l i ta te  the change process.   Many 
var iet ies of change models have been 
developed over  the years to  address 
organizat ional  change.  

So,  whether  i t �s  an internal ly or  external ly 
dr iven change,  the level  in the organizat ion 
the individual  resides,  the complexity of the 
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change,  and the amount of control  the 
individual  has in implementat ion (e .g.  t iming,  
resources al located) ,  these factors  wil l   affect  
his/her  personal  wil l ingness to  change.    

 I t �s  a  human character ist ic  that  people 
don�t  l ike to  change!  The key,  therefore,  is  
for  an organizat ion to  help  i ts  members look 
at  change from a different  perspect ive.   
Instead of resist ing i t ,  encourage individuals 
to  embrace i t  and make i t  work for  them.  
Easier  said than done and the reason why so 
many organizat ions rarely get  i t  r ight .  

Understanding what  dr ives change and the 
relat ionship of react ions to  change between an 
individual  and a  group provides an 
opportunity to  map out  the  requirements in 
implementing change.   Figure 1 depicts  the 
major  components to  consider  when embarking 
on a  change effor t .  
 
 

 
                  C = (N)(V)(E)(S)  
                                 R 
 
     Where C = successful  CHANGE 
               N = NEED to change 
               V = VISION of future 
               E = current  ENVIRONMENT 
               S  = STEPS to achieve change 
               R = RESISTANCE to change 
 

 
Figure 1 .  Equation for Implementing Change 

Successful ly  
 
 

For the change to be successful ,  the 
organizat ion must  fi rst  understand the reason 
for  i t ,  the level  of d issat isfact ion with the 
current  si tuat ion,  the consequences of not  
changing,  and  the  need for   urgency.   Next ,  
i t  must  ar t iculate  an idea of the vision of 
where the organizat ion should go or  a  c lear  
desired outcome.   These first  two steps are  
cr i t ical  for  the management team to 
understand,  determine,  and buy into.  

However,  before s tar t ing to  implement  
change,  a  road map must  be developed.   For  
most  organizat ions,  an analysis  must  be made 
as  to  what  their  current  environment  or  real i ty 

is .   Many jump in and try to  implement  
changes without  understanding where their  
star t ing point  is .   Concurrently the vision or  
future environment should be detai led enough 
so that  the s teps to  get  from the star t ing point  
to  the end point  can be clear ly la id out .   These 
are the l ine i tem tasks  which make up an 
implementat ion plan.   And of course,  while  al l  
of this  act ivi ty related to  the change is  going 
on,  the softer  PEOPLE port ion of the change 
(e .g.  resistance)  needs to  be addressed.   These 
wil l  be detai led in the next  sect ion.  

With ALL of these factors (understanding 
the need for  change and the �as is�  
environment  as wel l  as a  vision of the �to be� 
environment  and the approach that  wil l  be 
taken to  get  there)  in place,  resis tance wil l  be 
at  a  minimum thereby enabling the highest  
probabil i ty of a  successful  change resul t .   

 

Implementation Tips 
 

Obtain Leadership Commitment & Buy-in 
 
Before an organizat ion�s associates can be 
expected to change,  i t �s  management team 
must  be on board.   This  is  the firs t  s tep in 
implementing a  successful  change and the one 
most  often over looked.   By not  invest ing the 
t ime and resources upfront  and ensure that  the 
whole management team is  committed,  the 
organizat ion is  set t ing i tself  up for  lo ts  of 
rework,  damaged morale ,   and a  less than 
successful  change.   

The management team members wil l  be the 
ones communicat ing the vision,  inst i l l ing a 
sense of urgency,  encouraging r isk taking,  
c lear ing roadblocks,  providing resources,  
developing/modifying/tracking the 
implementat ion plan,  role  modeling new 
behaviors,  motivat ing  the workforce,  
support ing a  team environment,  and 
recognizing/rewarding the associates involved 
in the change.   I f  the management team 
members don�t  understand or  agree with what  
is  expected of them in this  role ,  then the 
change is  doomed to  less than sat isfactory 
resul ts .   Their  buy-in is  cr i t ical  i f  the 
employees/associates are  in turn being asked 
to  buy-in to  the rat ionale and vision of the 
change.  
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Support  by the management team of i ts   
associates can be shown in a  number of 
different  ways:  al lowing them to  detach from 
the past  by venting their  frustrat ions,   
showing empathy with their  concerns,  
understanding what�s behind their  react ions,  
and not  let t ing them stay in the past .   Also,  
high involvement  by the leadership  
encouraging input  about  �how the changes are  
going� wil l  promote accomplishments  and 
opportuni t ies to  address concerns in a  t imely 
manner .   
 

Use Project  Management Tools 
 
As sta ted ear l ier ,  one of the reasons for   
resist ing change is  fear  of the unknown.   By 
laying out  al l  of the act ivi t ies  that  need to  be 
accomplished,  ident i fying the groups (and/or  
associated individuals)  that  wil l  be impacted,  
as  well  as  the t iming of these impacts ,  the 
unknown will  appear  less fuzzy.    Although 
the exact  outcome may not  be known,  
associates  wil l  feel  more comfortable i f  they 
know that  there is  a  plan to  fol low.   I t  wil l  
a lso  ident ify what  won�t  change.    
Unfortunately,   implementat ion of a  
communicat ion plan is   too often an 
overlooked l ine i tem on most  change 
management project  plans,  in spi te  of the fact  
that  communicat ing the plan is  key.    

As changes to  the schedule occur ,  updates 
to  the plan must  be constant ly made.   This  not  
only helps address the soft  issue of 
individual�s fear ,  but  is  a  key tool  for  
management to  use when al locat ing resources 
or  s l id ing pr iori t ies .  
 

Plan on Resistance 
 
Before an organizat ion can acknowledge,  
confront ,  and address resistance,  i t  needs to  
know what  IT  ( the resistance)  looks l ike so  IT  
can be recognized.   IT  is  a  behavior  and can 
take many forms in different  individuals:  
changing the subject ,  being defensive,  giving 
the si lent  t reatment,  not  being accessible ,  
f looding with detai l ,  pressing for  solut ions 
whether  they be r ight  or  not ,  giving one word 
answers,  quest ioning everything done,  
becoming too compliant ,  looking/act ing 
confused,  and avoiding responsibi l i ty  

Being able  to  recognize and name the 
different  forms of resistance,  enables an 
organizat ion to ant icipate  seeing them during 
the different  phases of the change process.   
 

Understand the Phases of  Change 
 
Many studies have been conducted to  
determine what  and how many phases of 
change there are .   No one can agree,  so  suffice 
i t  to  say,  three models  wil l  be shared at  this  
t ime.   The key is  to  understand that  different  
phases exist ,  they are  temporary,  and 
EVERYONE impacted by the change wil l  go 
through i t  -  a t  d ifferent  intensit ies,  d ifferent  
rates ,  and different  t imes:  

Kurt Lewin  created this  three step 
universal  change model  more than 60 years 
ago.   I t �s  simple,  easi ly understood,  and 
appl icable  to  any change (personal  and/or  
organizat ional) .   

1 .  Unfreezing  �  understand why the change 
needs to  occur,  understand what  wil l  be 
happening before the change happens 
(what  wil l  be impacted and what  won�t  
change) ,  reduce defensiveness and any 
implied blame for  creat ing the problems 
that  now must  be  corrected,  and deal  with  
feel ings.   The key is  to  ensure that  the 
individual  understands why things can�t  
stay the same and that  no blame is  being 
given.  
2 .  Movement  Reinforcement  -  communicate  
a  winning theme for  change and emphasize 
the benefi ts  to  the individual  (over-
communicat ion can not  emphasized) ,  
encourage discussions about  the change 
and the individual�s react ions to  i t  with 
organizat ional  leaders,  provide individuals 
with opportuni t ies to  express ideas or  
concerns,  act ively l isten to them, act  on 
their  ideas in a  t imely way,   give feedback 
to them on the resul t ,  and ensure that  each 
individual  is  focused on next  steps to  
promote change.   The key is  to  provide 
individuals with support  mechanisms and 
keep them focused on the change and their  
specific  role  in the change 
3 .  Refreezing -  build  self-confidence and 
self-esteem, balance their  sense of loss 
with a  sense of gain,  ensure that  
performance measurements are  in place to  
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highlight  success and under  performance,  
coach individuals to  effect ively take 
correct ive act ions,  conduct  major  
organizat ion-wide events to  celebrate  the 
�survivors� of the change.  The key is  to  
ensure that  individuals are  reinforced for  
new behavior  and continue to  communicate  
successes and deal  with feedback.  

 
 Kubler-Ross   suggested that  individuals 

give up the famil iar  and have s trong feel ings 
for  their  sense of loss.   Experiencing these 
feel ings are  often mistaken as resistance to  
change rather  than deal ing with gr ief.   This 
five stage process is  detai led in her  book �On 
Death and Dying� and applies to  individuals 
going through other  kinds of changes as well .  

1 .  Denial  -  a  natural  and expected 
response.   Individuals who continue to  
deny change need coaching to  proceed.  
2 .  Anger  �  takes many forms (e .g.  
sabotage effor ts ,  shoot  the messenger)  
3 .  Bargaining � also takes many forms 
(e .g.  �cut t ing a  deal�)  
4 .  Depression -  may have accepted change 
but  unclear  about  their  role  in i t ,  may seem 
increasingly withdrawn and/or  absent    
5 .  Acceptance-  abi l i ty to  move on,  
focused  on achieving benefi ts  

 
Individuals  wil l  experience ALL of these 

feel ings with varying intensi ty but  movement 
through each of these requires accepting these 
emotions and coaching regarding coping 
behaviors 
 

Emotional  Cycle  of  Change   Emotional  
shifts  are  not  unique�everyone goes through 
them.  The shifts  become less  severe once i t �s  
understood and expected.   By recognizing the 
symptoms,  the  organizat ion can help  
individuals get  through the change more 
quickly.   There are  five stages during  the 
emotional  cycle  of change:  

1 .  Certainty  (uninformed optimism) - The 
beginning of the change effor t  is  
frequently a  �honeymoon� per iod with 
high hopes among those involved.   
Feel ings run high and morale  is  a t  a  peak.  
This  ini t ial  certainty about  the success of 
the change is  based on l i t t le  information.   
High energy needs to  be buil t  into  this  

�honeymoon� stage so that  the momentum 
can dr ive through the next  stage.  
2 .  Doubt  ( informed pessimism) - When 
the change has developed fur ther ,  more 
and more problems surface;  unplanned 
events ,  inadequate information,  or  
pol i t ical  resis tance occur.   Morale drops 
and people ask themselves why they ever  
got  involved or  thought  they could 
accomplish the task in the first  place.   
This phase is  a  dangerous one -  real  
problems begin to  occur  during this  phase.   
These feel ings,  however ,  are  crucial  to  
successful  change.   The posi t ive energy of 
the honeymoon is  balanced by a  negative 
response to  the real  problems of planning 
and implementat ion.   Public  and pr ivate 
withdrawal  can occur  during this  par t  of 
the project  and both must  be managed.  
3 .  Hope (hopeful  realism) -  Although the 
danger  area of informed pessimism has not  
to tal ly disappeared,  people  involved begin 
to  feel  a  sense of hope based on sol id  
real i ty test ing (e .g.  quick hi ts ,  p i lo t) .   
They have not  only survived past  
problems,  but  have also  developed a  new 
confidence in their  capabil i ty to  handle 
whatever  new problems may surface.  
4 .  Confidence ( informed optimism) - 
Optimism continues to  develop based on 
the growing confidence in self  and change.   
There is  a  fresh burst  of energy l inked to  
overcoming problems� uncertainty.  
5 .  Satisfact ion  ( rewarding complet ion)  -  
At last ,  a  successful  change has been 
made.   The outcome,  however ,  is  
frequently much different  from that  
ant icipated in the beginning.    

 
In al l  three of these change models,  each 

phase wil l  have had i ts  impact  on the 
percept ions,  values,  feel ings,  and needs of the 
individuals involved.  
 

Implement a Communication Plan 
 
The grapevine is  the worst  enemy of any 
change effort .   Correct  and t imely 
communicat ion is  key.   Why does such a  
simple concept  carry so  much weight  but  is  so  
hard to  make happen?   There are  many reasons 
and they need to  be considered when t rying to  
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implement  change.   Two of the more common 
reasons include:   
♦ Personal  di f ferences  An overwhelming 

number of studies indicate  that  differences 
between how we hear ,  speak,  and process 
information are  al l  impacted by our  
gender ,  age,  e thnici ty,  and profession type.    

♦ Preferred personali ty  s tyle  Our normal  
personali ty also  differs  from the style that  
kicks in while  under  duress.  This affects 
how we interact  with others ,  absorb 
information,  and are  perceived by others.   
During change,  s t ress  wil l  be a  guaranteed 
component .  

 
Knowing that  communicat ion helps reduce 

the fear  of the unknown and therefore softens 
the resistance to change,   a  communicat ion 
plan must  be established  when developing an 
implementat ion plan for  change.  

Components  to  consider  when establ ishing  
a  communicat ion plan:   
♦ information requirements  (e .g.  content  �  

the who,  what ,  when,  where,  why,  and how 
wil l  change,  t iming of release of the 
information,  what  won�t  change) ,  

♦ recipients  of the information (e .g.  
management team, associates,  customers,  
suppliers ,  family members,  community) ,  

♦ design plan (e .g.  media choice,  tone,  
del ivery mechanism of message,  access to  
information,  chain of command,  standards 
to  consider) ,  

♦ implementat ion methodology (e .g.  rol l  out ,  
phasing,  interact ive,  feedback mechanisms,  
abi l i ty to  change/update) .  

 
Thinking through al l  of the possible  

combinat ions of communicat ion is  mind 
boggling.   And even if  a l l  combinat ions are 
implemented,  s tudies show that  individuals  
need to  be exposed to  a  concept/ idea mult iple  
t imes before i t  sinks in.   However ,  making 
information about  the change readi ly avai lable 
faci l i ta tes  change by lowering resis tance,  
providing unant icipated assistance,  and 
enabling a shorter  lul l  in nonproductive t ime.   
Isn�t  i t  worth the investment?  

 
 
 
 

Modify the Recognit ion/Awards Structure  
 
Individuals wont change unless they have to .   
They need to ei ther  see the intr insic  value in 
changing and therefore do so because they 
want  to  or  be rewarded or  recognized for  their  
change in behavior .   Again,  this  is  a  cr i t ical  
factor  that  is  often ignored when 
implementing change.   I f  rules  are set  but  not  
enforced,  why fol low them? 

In many organizat ions,  the 
recognit ion/reward system is  set  at  a  high or  
hol is t ic  level  (e .g.  corporate ,  worldwide 
operat ions) .   I f  the change is  not  implemented 
at  that  same level ,  i t  is  d ifficul t  to  t ry to  
change the hol is t ic  reward model .   In this  
case,  more local ized creat ive approaches must  
be developed.  
 

Understand Roles & Responsibil i t ies  
 
Regardless  of an individual�s formal  t i t le  
during a  change effort ,  many roles  wil l  be 
played.   
♦ Champion:  Champions at  al l  levels  of the 

organizat ion need to ar t iculate  the need for  
change and the vision of the future.   They 
also  need to  role  model  new behaviors,  
when appropriate .  

♦ Coach:  A coach faci l i ta tes  the growth of 
individuals  within the organizat ion as they 
develop new skil ls  and behaviors  related to  
the organizat ional  change.   They also  
provide feedback to  individuals regarding 
their  changing behaviors.  

♦ Leader:  A leader  generates the pace and 
provides the environment  which energizes 
people around the change.   When leaders 
are  effect ive,  associates feel  significant  
and empowered to  embrace the vision and 
take r isks.   

♦ Resource:   Resources have the materials ,  
ideas,  expert ise ,  and examples of other  
groups who have gone through change.   
Resources usual ly provide information 
when appropriate  but  may also act  as a  
sounding board when required.  

 
Regardless  of the t i t le  or  role  during the 

change process,  the responsibi l i ty as  a  change 
agent  means understanding the change process 
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and helping individuals in the organizat ion 
deal  with change.    
 

In summary 
 
Organizat ions going through change are bound 
to  encounter  some rough t imes.   The key is  to  
plan for  them and harness the energy brought  
on by potent ial  confl ic t  and fear  of the change 
in order  to  propel  the organizat ion through a 
smooth transi t ion.    

Although they may not  l ike the change,  
helping individuals understand why there is  a  
need for  i t   wil l  a l low them to  be more 
accept ing.  Having a  plan on how to  achieve 
the change and how to communicate  during al l  
phases of the change reduces the uncertainty 
and associated fears.   Monitor ing performance 
during the change and demonstrat ing support  
about  achieving resul ts  a lso  encourages the 
momentum and reduces the resistance of the 
change.   Recognit ion,  whether  public  or  
personal ,  is  also  cr i t ical  in helping them 
understand that  they are implementing the 
change correct ly.  

For  organizat ions that  can fol low these 
t ips,  the change process shouldn�t  be so  
burdensome and the success rate  should 
increase!   

 
 

Tr i c h e  Gu e n i n  i s  f o u n d e r  o f  Pa r t n e rs  Th ro u g h  C h a n g e ,  
In c .  a  C h a n g e  M a n a g e men t  C o n su l t i n g  f i rm.   S h e  
f a c i l i t a t e s  t h e  c h a n g e  p ro c e ss  o rg a n i za t i o n �s  e n c o u n t e r  
when  en t e r ing  new  ma rke t s ,  deve lop ing  new  
p ro d u c t s / se rv i c e s ,  merg i n g  mu l t i p l e  c u l t u re s ,  sp l i t t i n g  
o f f  l i n e s  o f  b u s i n e ss ,  a n d  reg i s t e r i n g  t o  ma n a g e men t  
sy s t e m s t a n d a rd s  (e . g .  IS O 9 0 0 0 ,  TL  9 0 0 0 ) .   S h e  
f o c u ses  o n  p ro j e c t  ma n a g e men t  a c t i v i t i e s ,  p ro b l e m 
so l v i n g  sk i l l s ,  b a s i c  q u a l i t y  t o o l s  t o  i mp ro v e  b u s i n e ss  
p ro c e sse s  a l l  w h i l e  a d d re ss i n g  t h e  so f t e r  i s su e s  su c h  a s  
c u l t u ra l  b e h a v i o rs ,  c o a c h i n g ,  a n d  t e a m b u i l d i n g .   M BA,  
BS  �  Eng ineer ing ,  ASQ �  re -ce r t i f i ed  CQM,  APICS   -  
C IM ce r t i f i ed ,  Co lorado  Per f o rmance  Exce l l ence  Award  
Org a n i z i n g  C o mmi t t e e ,  Den v e r  Bu s i n e ss  E t h i c s  Awa rd s  
S e l e c t i o n  C o mmi t t e e ,  A S Q E v a l u a t o r  f o r  Qu a l i t y  Gra n t  
Fu n d i n g ,  Be t t e r  Bu s i n e ss  Bu rea u �s  Eva l u a t o r  f o r  
Exce l l ence  i n  Cus tomer  Se rv i ce  Award .  


