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Introduction to the Model

OVERVIEW
IN THIS CHAPTER, we introduce you to how our change model works

and provide somnie information about its component parts. Henceforth, we
use the werni ‘model” when we discuss the interaction among three aspects:
stakehclaers, process, and communication. We use the term “process” when
we discuss the seven phases of change. We use the term “initiative” to refer to

any change project the organization chooses to undertake. In our model:
o Stakeholders are the agents that drive change initiatives (Unit 2);

* Process is the seven phases of change that an initiative proceeds

through (Unit 3); and

* Communication is the vehicle the agents use to gather and dissemi-

nate information about the change initiative throughout the process

(Unit 4).
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Purpose of the Model
We believe that people resist change for four basic reasons:
1. Lack of involvement in the process;
2. Lack of knowledge about the change;
3. Insecurity about the future as a result of the change; and
4

Feelings of powerlessness to control their own destinies.

The model we present in this book can remove much of the pain that
organizations face during a change initiative. The model that you read about

here:
¢ Champions widespread involvement throughout'an organization;
* Centralizes gathering and disseminating iaformation;

* Provides a systematic, phase-by-phas¢ 1 rocess for change with defined

roles and responsibilities; and

* Uses a change steering comimnitice as the driving force to represent the

concerns of all participante-at all levels of the organization.

Overview of the Moaci

We assume thar i=aders believe as we do—or that we can convince you of
our belief—¢has change is inclusive, systematic, systemic, and proactive. The
focus of the book is tactical and practical. There are many other books in
the marketplace that show people how to manage, cope with, and deal with
change. Very few works have attempted to harness and lead change in a
proactive manner, and none with the systematic and systemic approach that
we bring here.

We divide the model into three key aspects, each of which is a separate
unit in the book: (1) Stakeholders, (2) Process, and (3) Communication.
We have designed a three-dimensional diagram called a “cube” to demon-
strate the interaction among these three key aspects (see Figure 2.1). Each
chapter begins with a “slice” of the cube to ensure that you know where

we are. Additionally, you can use the cube as an index to locate specific
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information that you need. For example, if your interest is in what a super-

visor does in the Planning phase, the cube can direct you to the particular

pages in the book that address those activities.

Stakeholders

Stakeholders are representatives from each affected group in an organization.

Your organization may call them by different names, but their functions

remain the same. Your initiative may not require all of these groups of stake-

holders, but if you follow our model for determining the full scope of

involvement, you will know which ones you need by the end of the Planning

phase. We provide a general look at each group of stakeholders as the focus
of Unit 2.

The various stakeholders we list, along with how to select them and their

roles and responsibilities during each phase. cre

1.

7.

Upper Management—Usually peisons at the executive level who

initiate or support the initiztive with financial resources;

Supervisors—Line managers in charge of operational (staff) groups;

“The manager who will drive the initiative and lead

Change Manager-

the change steeiing committee;

Training/Ferformance Analyst—Members of the educational group
who aversce learning, knowledge, skill improvement, and perfor-

mance management for the organization;

Human Resource—Members from the group who deal with employee

issues;

Staff—Employees from the areas of the organization that will be

affected by the change; and

Management Information Service—Members of the group that over-

sees the technical infrastructure of the organization.

In addition, you will find references in the book to the following:

o Change steering committee—The team that leads the change initiative

in the organization;
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* Financial analys—A staff member who specializes in budgeting,

cost/benefit projections, and return on investment (ROI);

»  Communication specialist—A staff member who writes releases,
memos, and articles about the change initiative for the organization,

intranet, and media; and

* Organization development analyst—A person who specializes in ana-

lyzing the interaction of the change steering committee.

Change Process

The change process we discuss in this book assumes an enterprise-wide
initiative. You can apply these same principles and méthods to smaller initiatives
by simply deleting and modifying the roles and 1esponsibilities for your own
division or work group. Our focus in the process unit is on the change steer-
ing committee as the team that organizes atid drives the initiative forward. One
of the features that makes our model inclusive is that there are opportunities
for input from staff members, as-w+!las the creation and involvement of various
task forces, subcommittees.civisions, and departments. Only you can decide
what is best for your organizavion. The change process we discuss in Unit 3 has

seven phases:

1. Planning---1dentify the issue to investigate and assemble the change

steciipg committee;

2:.Assessment—Determine whether there is a gap for the organization

between the present state and the desired state;
Analysis—Decide on the means to bridge the gap;
4. Design—Configure the objective for the change initiative;

5. Development—Prepare everything for the change: the systems, the

people, the materials;
6. Implementation—DPut the plan into effect; and
7. Evaluation—Track and measure the effectiveness of the change.
The book provides tools for you to walk through and record information

for each phase of the initiative and to track decisions and activities. You will

also find these tools on the CD-ROM that accompanies this book.
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Communication

The third component is Communication, discussed in Unit 4. Communi-
cation ties the entire model together. We believe that it is the central and
most important aspect in the success of any change initiative.

The two elements that we discuss are

1. Gathering information—How you collect information, using fact-

finding skills, interviews, and focus groups, and

2. Disseminating information—How you distribute information among
change steering committee members, other stakeholders, and the

overall organization.

In order for a change initiative to take hold in a sticcessful manner, you
must keep the members of the organization infarined of all aspects of the
project. While the process is complex, commuriication refers to how partic-
ipants in an organization collect and disserainate information during the life

of the change initiative.

Advantages of the Mods!

The major advantage oi eur model is its ability to help organizations to “get
it right the first time,” because for many change initiatives there is no second
chance. Another.advantage to this model is that you can apply the principles
and methods.to an organization-wide change as effectively as to a depart-
mental or group change initiative. The time to complete a project will depend
on the scope. If it is an enterprise-wide change, it will take longer than a
departmental change. When you use our model, you will work hard, but you
will find you spend less time backtracking and making corrections to

previously completed activities.



