An Overview of Change Management
Change projects fail more often from lack of effective change management than any other single reason (see reference 1). Teams that ignore change management cite this as one of the “most important lessons learned” during their project. Teams that use change management techniques have: 

· Reduced turnover and the loss of valued employees

· Accelerated the implementation of the change

· Reduced productivity loss and employee resistance 

What many teams lack, however, is a solid understanding of what change management is and how to implement change management tactics. The article provides an overview of change management and will guide you to other resources that can help your team manage change effectively.

What is change management?
Change management can be viewed from two perspectives – from those implementing the change and from the recipients of change. Your view of change management varies dramatically if you are the executive demanding the change versus the front line employee who may be unsure why a change is even needed. 

In many cases at the onset of a new change, neither the executive nor the front-line employee is knowledgeable about managing change. The executives want the change to happen now; the employees are simply doing their job. It is the project managers, consultants or members of the project team that first learn about the necessity for change management. They are the first to realize the two dimensions of change management: the top-down managers’ perspective and the bottom- up employees' perspective. 

A closer look
The managers’ perspective on change is results oriented. They are very aware of the business issues facing the organization and are accountable for the financial performance of the company. When a change is needed, they require action quickly.  

In many cases, executives or senior business leaders must weigh the return on investment of this change as compared to other strategic initiatives in the company. Their primary concerns are: 

	         When can the change be completed?

         How much improvement will be realized?

         How will this change impact our financial performance?

         What is the required investment?

         How will this change impact our customers?
	"I need results."


If the answers to these questions are favorable to business leaders, then the directive to a project manager or project team is typically “let’s get it done.” 

Another view
Now consider the perspective of front-line employees (and in many cases their supervisors and managers within the organization). They generally do not have a day-to-day view of the business issues. Day-to-day operations are their focus. Serving customers, processing orders, getting the job done – these are the primary areas of interest; these tasks combined with the number of personal issues that we all face every day. 

When changes are made, many employees lack the broader context or knowledge base of why the change is being made. They also do not share the same accountabilities as managers. They question, therefore, how the change will impact them personally.  

"What will this change mean to me?"
To complete the picture, consider the consultant or project team who is responsible to design and implement the change. They have their own agenda acting on behalf of the business leaders who charted the change. 

The result is a potentially dangerous mix of different priorities, different knowledge sets and different driving forces. If the change is not managed properly, these different values and driving forces clash resulting in unfortunate outcomes for the business. 

         Employees resist the change. 

         Valued personnel leave the organization. 

         Critical projects are delayed. 

         Customers feel the impact indirectly through upset employees. 

         Productivity declines. 

Many organizations learned the hard way through failed projects. They learned that change management is not something addressed after the fact. Change management must start at the beginning of the project and be integrated into all facets. Both perspectives of change management must be addressed: the managers and the employees. 

Two perspectives
 These two perspectives of change management can be referred to as: 

         Organizational change management

         Individual change management 

So what is change management? Change management is the effective management of a business change such that executive leaders, managers and front line employees work in concert to successfully implement the needed process, technology or organizational changes.  

The goal of change management is to implement these business changes quickly to: 

         minimize the impact on productivity

         avoid unnecessary turnover or loss of valued employees

         eliminate any adverse impact on your customers

         achieve the desired business outcomes as soon as possible  

How do I begin? 

The knowledge and skills for managing change that you will require come from the two perspectives on change: the managers and the employees.

Organizational change management is the management of change from the perspective of a manager or project team. It is the perspective of “business leadership” from the “top” looking down into the organization. The focus is around broad change management practices and skills that will help the organization understand, accept and support the needed business change. The primary focus is around change management strategies, communication plans and training programs. The involved parties include project team members, human resources and key business leaders that sponsor the change. 

Organizational change management provides the knowledge and skills to implement a methodology and tools for managing change throughout an organization. 

Individual change management is the management of change from the perspective of the employees. They are the ones who ultimately must implement the change. The focus here is around the tools and techniques to help an employee transition through the change process. The primary concerns are the coaching required to help individuals understand their role and the decisions they make in the change process. In this arena, you will need to provide tools that employees can use to navigate their way through the change. 

Critical elements for managing change
Given this model or framework for change management, you can break down the required elements to effectively manage change. You can also initiate your research using books and resources (including training) based on these two perspectives of change management.  

For organizational change management, you will need to build knowledge and abilities in the following areas: 

	         Change management team structures

         Change management roles

         Critical barriers to implementing change

         Change management planning and strategies

         Managing employee resistance

         Organizational change management methodologies

         Building executive sponsorship

         Creating communication plans

         Creating training and educational programs

         Incentive and recognition programs
	Organizational Change Management


The resources that you can use to get started include:
Changing the Way We Change (available at local bookstores) is a wonderful presentation of the concepts of organizational change management.

Change Management Toolkit (available at www.change-management.com) is a hands-on guide for project teams and consultants with templates, checklists and guidelines for organizational change management.

If you need consulting or training support, see LaMarsh and Associates at www.lamarsh.com
For individual change management, you will need to build knowledge in the following areas: 

	         Diagnosing resistance to change

         Models for managing individual change

         Decisions and consequences around supporting change that face employees

         Coaching tools and techniques for helping employees navigate the change process

         Activities and exercises for supervisors to use with their employees to manage change 


