
		

[image: ]


		

	
		
			
				[image: ]




		

	


	
					
Note on the Ebook Edition

For an optimal reading experience, please view large
tables and figures in landscape mode.





This ebook published in 2011 by

Kogan Page Limited

120 Pentonville Road

London N1 9JN

UK

www.koganpage.com

© Patrick Forsyth, 2012

E-ISBN 978 0 7494 6390 8

Full imprint details






Contents

Introduction: change – a synonym for success

1The nature of change

Why organisations must change 

Strategic change 

Innovative change 

Changing behaviour 

Influences on behaviour 

People’s motivation to change 

How motivation assists change



2Preparing for change


Barriers to change

The success factors

3Prompting successful change

Factors facilitating change 

Making it work 

Implementation of innovative changes 

Implementation of strategic change 

Overcoming resistance 

Anticipating possible resistance 

Providing an answer


4Communicating change

The power of clarity 

The impact of culture 

Setting the scene 

No secrets 

Decisions about communication 

When conflict strikes 

Resolving conflict 

A systematic approach 

Empowerment 

Making it work


5Change in practice

Example 1: changing technology (QR codes)

Example 2: changing people (mentoring) 

Example 3: moving 

No stone unturned


6Fit for change

The danger of change 

The opportunity of change 

Getting the most from job appraisals 

Development to change your competence 

Getting to grips with the development process 

Methods of development 

Analyse and update yourself 

Achievement and results 

Agent for change


Afterword

Key questions








Introduction: change – a synonym for success

Change is a good thing: it prevents stagnation, it prompts improvement and it links directly to the ongoing success of organisations – and of individuals. Are we all agreed on that? Change is good, right? Surely any aware and effective person would see this to be the case. In a much quoted phrase Gelett Burgess put it well: ‘If in the last few years you haven’t discarded a major opinion or acquired a new one, check your pulse. You may be dead.’ Most people do not want to be characterised as a Luddite and they are in favour of the concept of change – right up to the moment someone walks up to their desk and says that there are going to be changes made here. Then most people’s instinct is to be suspicious and defensive; they get ready for something negative and make ready to try to fend it off. Such attitudes make for a curious contradiction.

But change occurs; indeed it may need to be anticipated, prompted and certainly to be worked with and coped with when it is thrust upon us – and changes, positive changes, need to be made to work and work effectively if they are to move us forward. And in the early years of the twenty-first century this is the case perhaps more than ever before.

Change is the norm

In this introduction you will meet a quotation that could not be more apposite and is a fair maxim to take on board at the start of this review. That change must now be regarded as the norm is not just because of the general competitive nature of markets, and for that matter of the modern work environment, but also because every aspect of an organisation and its work can become more volatile following any particular economic upheaval. And as economic upheaval seems to have been much in evidence so far this century it would take a brave person to predict that the future will become suddenly more placid.

Let us be clear about this right at the start: change is going to be the norm for the foreseeable future. We can expect change to continue and for the pace of change to continue to increase. As Steve Case, Chairman, AOL Time Warner once said: ‘There will be more confusion in the business world in the next decade than in any decade in history. And the current pace of change will only accelerate.’ This comment will remain relevant for a good while and certainly such a situation affects everything that follows here.

Change may seem a fairly benign word, but it is almost normal for disaster to follow in its wake. Certain industries, like banking, once seemed stable, but they are as prone to difficulties as any other sector and have recently changed radically. Change can move us forward, but there can be casualties both corporate and personal along the way. So the process of change must be well handled to ensure that matters go smoothly and change works.

Examples of change

Consider first a couple of general examples of change; both show how changes can influence things radically in the long term:


	Staff recruitment is a good example. Employment legislation has created much greater fairness but it has also made recruitment far more difficult and time consuming to carry out. Sometimes the result is that recruiters play it safe or easy (hiring the best of a poor bunch of candidates rather than re-advertising perhaps) and make appointments they end up regretting. This leads to poor performance and difficulties while matters are sorted out: a negative result of changes which aimed to be positive. The same is true of dealing with poor performance. It can be such a complex process to dismiss someone that poor performance can continue for many months when in the long term it is in the interests of both employer and employee to make a prompt change.

	Electronic communication is seen as a huge benefit. We are now in touch virtually instantly across the world and the advantages of this are legion; think how much more smoothly international customer relations runs now we have left telex and fax far behind. But there are downsides too. Emails tend to be written with insufficient thought and breakdowns in communications are more common as a result; and sometimes the damage done is considerable. Similarly, the absurd picture of people emailing to others in the office who are only a few metres away can be detrimental to ordinary communications, collaboration and understanding.



More specific examples that will give you greater understanding of the effect of change are as follows:

1. Defining the business

The thinking demonstrated here is an excellent example of how the most basic element of planning – just defining the business – can focus the mind, change a whole business and lead directly to new opportunities and growth.

Imagine a company, let us call them Scaffolding ’R Us, that rented out scaffolding. They defined their business very simply and directly as the provision of scaffolding to the building trade. Just rethinking this took them through three stages, each of which resulted in distinct changes that had a positive effect on their business growth:


	First, they replaced the description building trade with construction industry. This broadened the market to which they directed their marketing efforts, taking them into selling to companies constructing, for instance, motorway flyovers, or to oil rigs (where there is evidently copious amounts of scaffolding used) – effectively different markets and ones yielding potentially larger orders. A learning curve may have been necessary to deal with a different type of customer, but the business grew.

	They then moved on and described their business less in terms of what they did, and more in terms of what it provided, in turn, for customers, so to provide temporary access and support. This took them into the leisure market, providing scaffolding to support seating at sports events and parades. Again new customers needed new approaches, but business expanded in this substantial sector.

	Then they again refined the description, this time with more confidence, stressing their skill and expertise in providing temporary access and support. This, in turn, prompted them to enter export markets. Instead of erecting their scaffolding overseas (clearly shipping heavy steel poles is prohibitively costly), they ran training schools for local organisations and their staff in new markets, including the Middle East, where building was a rapid growth industry. This was a change that would never have been guessed at early on in the process.



Here change was created intentionally as an inherent part of an organisation’s ongoing strategic planning. Such thinking can be very productive, and it is sometimes surprising how the status quo acts to blind an organisation to new opportunities when it only needs a fresh look and an open mind to spot some, and then to create significant and positive change.

2. An accurate basis of information

This example shows how change can creep up unobserved. It is illustrated by a personal recollection. I was working with a medium-sized firm of Chartered Accountants (with several offices spread across one UK county) and asked about their ‘typical client’. The senior partner described a family business of a certain size and type (the details are unimportant). I asked what proportion of their clients fitted this category and was told it was ‘about two-thirds’.

Subsequent analysis – done very simply – showed he had overestimated by twice the number; in fact only one-third of their clients fitted the description given. He was both out of date and had not troubled to check. Of the clients he personally handled, two-thirds did fit the description and up to a couple of years previously the proportion stated would have been correct across the firm. But times change.

This is not just a matter of getting a few numbers wrong. It really matters. In this firm decisions about marketing and promotion were being made on the assumption that the higher proportion was correct – and promotional materials were being designed largely for the wrong kind of people. Probably their effectiveness suffered as a result. Moral: planning, and the strategic decisions that follow it, must be based on accurate information about what is happening. Here a gradual change to the way the firm related to the market went unacknowledged and ultimately a rapid programme of change had to be put in place to reflect the actual situation.

3. A necessary skill

Change is necessary not only at the corporate level (for an organisation as a whole or a department or division of it) but also on a personal one. Again let me describe a personal situation. For some years I have listed writing alongside my work as a consultant and trainer. But when I was asked to write a book for the first time it was a real shock to the system. I did it and the book was duly published, but I realised that it was not as well written as it could have been. I had to change. I took a variety of actions to develop my writing skills and my next book was very much better. Having acquired a new, or upgraded, skill (albeit one that took further refinement) I was able to change my whole work pattern and found, especially some years later when I set up my own business, that my new work portfolio worked very well, both in terms of job satisfaction and convenience (I can write at home and only have to walk down one flight of stairs to my study), but also as a business activity. The process of doing this sort of writing changes too. I wrote my first book longhand (yes, it is a while ago!). For a long time now I could not have continued this work without a computer (and certain computer skills). Manuscripts are delivered by email, and increasingly the finished book or article is available to be read in electronic form (indeed this book is one of many of Kogan Page’s titles now available for the Kindle and in other electronic book formats). Furthermore I recently wrote a book (on marketing) of which there is no paper copy; it is designed exclusively for sale over the internet by a specialist publisher (you can check it out on www.quicklookbooks.com). I was not the first and will certainly not be the last person to have to adapt to be able to do the job in hand or what I want to do: change is often necessary at a personal level (more of individual personal change in Chapter 6).

All these examples show the long-term and wide-ranging results of change and how downsides can occur even when positive change is the plan; the effects of every kind of change can be significant and perhaps radical. A manufacturer of fax machines may have had to change radically or go out of business when email became widespread and any organisation faced with a merger or takeover is going to spend some time getting used to change in every part of their operation. Clearly dealing with or making any change needs careful consideration.

So, with uncertainty being the order of the day, good implementation and management of change is essential and should smooth the path towards a continuing, if different, success.

Some people may hanker back to the ‘good old days’, but waiting for things to ‘return to normal’ is simply not one of the options. There are currently few, if any, safe havens, and few, if any, organisations that offer a job for life and an adequate and secure pension at the end. Change is now the norm in all walks of life.

All sorts of factors contribute to the current nature of the organisation and how it must operate. For example:


	organisations are under greater market and financial pressures;

	changes in the way businesses and organisations now function (think of the IT revolution or international pressures, for instance);

	lower staff numbers and more pressure on individuals;

	reduced budgets and thus a reduced ability to fund personal or professional development;

	changed terms of employment and staff policies (think of how the pension schemes offered have changed in the past few years);

	technological development across a wide canvas;

	a general increase in both the amount and speed of change;

	the greater likelihood of having to make rapid change (and thus sometimes making changes without careful consideration).



You can probably add to this list and events will certainly add to it as time goes by. Therefore many managers and executives must be able to deal with change and this leads us to consider two overall areas:


	Change must be an integral part of the way an organisation operates, yet little or none of it happens automatically. Essentially it is only individual people who can deal with this, make change occur and make it positive and effective.

	Individuals must themselves be open to personal change; the only way forward may demand acquiring new skills, knowledge and attitudes and some of that may mean taking individual initiatives (because an employer will not do it all for you).



This book’s message is addressed to the individual rather than the organisation or employer. It makes reference to the organisation, of course, and in any case it is the individual that influences the organisation, but the focus is on the individual and on individual action: on you and what you can do.

The book looks at change in the round: that is it is concerned with the process of change and what is formally called change management. However, it also considers other changes that may be necessary – large or small, personal or corporate – and how to view and deal with them. It looks at how you can instigate change, making it acceptable and effective. It shows how you can make what you do and how you do it successful; and how you can make the process continue being successful over time.
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Action

At this stage it should be clear that you need to accept that change is part of your life, view it positively and particularly as something that you should actively seek and/or respond to in a way that takes you forward in a practical sense. Keep this in mind as you read the rest of this book.
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1

The nature of change

While attitudes to change may be confused in some senses, as we saw in the introduction, the fact of change makes dealing with it a necessity not an option. No one can say that because change can be difficult they will ‘simply stay as we are’. So if managing change is part of the current (and future) remit, then what makes it possible to embrace this and cope with it effectively? Perhaps the first thing is to recognise the nature of change: change is made necessary for a variety of reasons and comes in a variety of forms. Understanding why change may be necessary and also what can prompt unexpected change is the first step to anticipating, initiating or reacting to it.

The first categorisation that should be noted is essentially straightforward: changes can be prompted internally or externally. For example:


	External factors may present threats (which some people prefer to dub challenges) that necessitate change (like a competitor taking action with which you must keep pace or aim to leapfrog), or may simply provide opportunities (for example, once computer technology made it possible to access a whole address from a post code this was gradually taken up by more and more organisations aiming to improve customer service and/or contain costs).

	Internal factors where circumstances may necessitate change range from growth requiring a relocation of premises to a shortage of specialist qualified staff involving new ways of recruitment, training or processes.



It is clear even from the brief examples given so far that delay can make for difficulty. For example, customers might get impatient with an organisation demanding that they spell out their every contact detail when competitors can access them automatically in a few seconds. Such frustration could result in a changed image and lost business. So there is merit in being alert to such things and making sure that a broad, objective and regular review is part of the management process. As at every level – individual, departmental and corporate – the focus may need to be on the short term and on immediate activities; this may mean some specific steps need taking to make sure ongoing longer-term review happens. This may simply mean the inclusion of a dedicated ‘change spotting’ item on the agenda of departmental or board meetings. But it could also mean the adoption of more rigorous and prescribed action like the Japanese kaizen approach, which promotes gradual ongoing change. (See the box below for more detail of this philosophy; the principles described here in fact apply widely.)
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Kaizen principles

Kaizen is a way of thinking and behaving. It provides guidelines to individuals and teams within an organisation, which it regards as something of a ‘company family’, and helps direct efforts towards achieving objectives as fully as possible. It makes change and improvement the concern of everyone – every employee is encouraged to consider initiatives that will help, improve customer service, eliminate waste, push costs down or increase profit. This involves 10 principles which give some indication of the scope of the overall approach. They are:


	A focus on customers: because profit is only obtained outside the organisation, this is regarded as paramount and everyone has a personal responsibility to assist in this area.

	Making improvements continuously: the aim is to create ongoing impact and a change is regarded as only existing until yet another way is discovered to make things better still.

	Acknowledging problems openly: the aim is to miss out the typical denial stage regarding problems; as soon as something needs attention it is flagged and everyone is aware that change is necessary.

	Promoting openness: this relates to communication and hierarchy; the more everyone is connected to everyone else the more cooperation is possible and the more easily change can occur.

	Creating work teams: this goes beyond what is necessary operationally. Teams are regarded as creative (as with another Japanese originated technique, that of quality circles) and a network of formal and informal teams encourages cooperation.

	Cross functionality: effort is made to override functional barriers to facilitate further cooperative thinking and problem solving.

	Harmony: objectives are seen as a prime driver, and any friction is regarded as likely to restrict their achievement. The active avoidance of this at every level of interpersonal relationships is actively sought.

	Self-discipline: this encompasses determination and focus on successfully addressing objectives and links to what in Western circles would probably be called empowerment. This too is seen as actively assisting and achieving ongoing change.

	Corporate-wide communication: what some would see as obsessive communication, but regular, detailed and open communication is seen as essential to making the organisation work effectively and enable it to change as necessary.

	Enabling: the fact that everyone is well informed must link to action; people are trained to see themselves as able, and indeed are expected to use their every experience to contribute to change and the success that flows from it.



Together all this makes kaizen a potent force within any organisation that embraces its principles. It becomes a significant part of culture and, because it drives improvement and particularly improvement focused on objectives, it is considered worth the effort it takes to initiate such a philosophy and make it work at a practical level.

If you need to know more then a good reference is Pat Wellington’s book Kaizen Strategies for Customer Care (Pitman Publishing), which describes it well and links how it works to one clearly defined area to show its practicality.
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The kaizen principles outlined above can of course be applied generally and on a less formal basis; even an individual can act on them to prompt change. For example, with regard to point 10, enabling, one major hotel group gives its staff exceptional individual authority. Someone handling a complaint not only deals with the guest and sorts it but also decides on and implements any action that may be necessary to make amends. Thus someone simply making up a guest bedroom can fix a problem and in discussion with the guest arrange for them to have a free dinner, say, as compensation. Such an attitude avoids much unnecessary checking and consultation, but it can also prompt change.

Why organisations must change

Any organisation must remain successful to survive. For many in the private sector that means being profitable: with investment coming from outside the organisation to fund growth and development and satisfy stakeholders such as those owning shares in the company. Non-profit organisations, ranging from charities to government departments, must also succeed in achieving their objectives, whatever they may be, and these must necessarily involve financial ones in some form.

The pressure on both kinds of organisation has never been greater. Certainly competition has broadened and intensified and, in a world where huge businesses can operate from someone’s garage and trade over the internet, non-traditional competition can be as threatening as conventional competitors. More competition is international too, old borders and restrictions are disappearing and more and more operators see the world, or a major part of it, as their market. Here too the IT revolution has provided more and different methods of communicating with and servicing markets than ever before and this compounds greater competitiveness. Such trends and developments mean that change is needed more often than in the past to keep pace, and changes are often greater, more radical, and more urgent than before.

So organisations are constantly find themselves looking to make changes, particularly to:


	find new and improved ways of operating;

	revise their product or service to better satisfy customers or avoid competitive threats;

	reduce operating costs;

	improve employee efficiency and productivity in every department;

	better achieve specific objectives (for instance profitability);

	take advantage of potential changes in everything from markets to technology.



Although change can involve as wide a variety of activity as can the organisation there are two main categories of change, each a little different in nature and thus in how we need to deal with it.

Strategic change

This kind of change affects the whole direction of the organisation. It involves doing something new or different to safeguard or take forward the organisation’s success, and thus may affect anything from the design, production and marketing of a product or service to the overall business philosophy. This brings to mind the old saying that while a local taxi company may develop quite widely (offering long distance courier services say), only an organisation that defines its business more broadly as ‘transportation’ will ever go to the moon.

Strategic change is essentially economically driven. For instance in a commercial firm success is normally measured by profit and profit is only generated in the market place. As almost every market is nothing if not dynamic, and customers seem ever more demanding and fickle, changes are regularly necessary if profit levels are to be maintained and grown. In the public sector profit may not be involved, but there is always a financial position – for instance the balance between service levels and government funding – that needs to be achieved and this too is subject to change.

Innovative change

Here the kind of change referred to is designed to improve what is currently routinely done. So this includes changes to working practices within the organisation, particularly those that improve productivity and which are concerned with how people work together or how working processes and systems affect the way they work and what is achieved as a result. Innovative change can affect any part of the organisation: design of products, levels of service, distribution, marketing tactics and techniques, pricing and more. Ultimately the intention of all such changes is to better satisfy the various stakeholders of the organisation and, in a commercial environment, to maintain and increase profitability.

In all cases certain factors are of common importance.

Changing behaviour

Whatever kind of change may be involved, strategic or innovative, they appear first and foremost to be tangible: an organisation’s product undergoes change, the growth of the internet necessitates rethinking distribution, international competition creates a need to change price and much more. But no change happens automatically or in a vacuum. All have practical implications and all involve and affect people.

The nature of a particular change will affect which people or groups of people must change and in what way. Thus a change to manufacturing processes will affect shop floor staff and a change to the way things are done; customer advice being given online instead of by telephone, say, will affect a specific set of customer service staff; in both cases managers may have to change too and, of course, someone must be the initial catalyst. The integration following a company takeover or merger will affect everyone and very different ways of working may be necessary all round, as well perhaps as a reduction in staff numbers.

If people are to change then those instigating the change must understand what influences the way people behave currently and what forces motivate them to accept change and preferably to make change willingly and well. Let’s consider behaviour, then in turn the motivation that can influence it.

Influences on behaviour

All sorts of things may influence the behaviour of people, but basically there are five major influences:


	Attitudes: beliefs are instrumental in creating particular attitudes and people’s attitudes exert an influence on every aspect of their behaviour. This is an area demanding realism: attitudes are the most difficult of all the influences to change and if change is possible then it may take time. Real understanding is necessary. For instance, if people believe that a manager is unsympathetic (and they may have some evidence for this) then any change that manager instigates is likely to be seen as unlikely to be in their interests and resistance may be an automatic reflex. It may take a good deal of explaining or action to show that a manager’s motivation is being misjudged, that they do value their staff and only then can any explanation about a proposed change be given with any real chance of being listened to, accepted and acted upon. Certainly this area must be considered: if an underlying problem in accepting and supporting change lies in the prevailing attitudes of those involved then no amount of action in other areas is likely to produce results until the problem is dealt with satisfactorily.

	Vision: this too is perhaps a background factor and it is also linked to attitudes. Hardly a single organisation does not have a mission statement these days (though not all are good or even clear) and such a statement is something that highlights the issue here. If people have no clear understanding of the purpose of the organisation, or indeed department, for which they work, then any change is seen as irrelevant. A ‘what’s it all for?’ attitude prevails, changes are likely to be viewed in isolation and thus the meaning and usefulness of them is missed. Corporate vision stems from the top of course, so there is a senior responsibility here, and if it is one that is well executed it will certainly help facilitate change. The principle here is well illustrated by the old story of the chain gang of prisoners working in a quarry. All resented the back-breaking task; the only man who worked with enthusiasm described what he did not as breaking rocks, but as ‘building a cathedral’. This may be simplistic, but the point remains: a clear and attractive vision tends to make change easier to achieve, not least because it puts whatever it is in a positive context.

	Knowledge: this is the easiest element to change. Taking on board new knowledge may be entirely uncontroversial and need no more than reading a memo, though more may be necessary of course, and this links to the whole area of development and training. Sometimes a small amount of additional knowledge can be instrumental in executing a significant change; for example a few extra options in a computer process may change the whole way that a process works, making it more efficient, faster or more accurate. Knowledge, or rather the need for new knowledge, tends to go hand in hand with other changes; and again computers and the learning curve that goes with any upgrade, new development or application is a good example. Additionally, if people have the relevant knowledge that will need to be drawn on after a change, then it is one less thing for them to worry about as change approaches.

	Skills: the tasks most people carry out need skills to be developed to enable them to undertake the tasks effectively. This is true of a wide range of activities: computers again make a good example, but so do the skills necessary to write a good report or make a powerful presentation. It is the combination of knowledge and skills that enables people to work effectively and achieve the results with which they are targeted. Skills are easier to acquire than attitudes are to be changed, but some time and effective methodology are needed. Like knowledge, if the skills that are needed following a change are already in place then the transition will seem easier. In addition, once acquired then skills must be kept up to date or a skill may become redundant and need to be replaced with another. We touch again on development in Chapter 6, when we examine the need for personal change.

	Environment: the culture of the workplace is also an influence on people’s behaviour. For instance the manager of a department must set the ‘tone’ as to how things are done. If people are working well together there is pressure for everyone to fit in and work similarly (a group normally hates anyone seen as a ‘passenger’, who does not fit in and does less than their fair share). If people are encouraged to behave, and work effectively, then results tend to reflect this. Conversely, organisations that have a laissez-faire attitude and tolerate poor behaviour and thus performance tend to achieve only lacklustre results; in this context avoiding making changes has a direct negative impact.



It is the combined effect of all these various influences that creates both an effective operation and a willingness and ability to accept change and make it work. Attitudes, beliefs and the way the work environment operates create the backdrop, and the tangible knowledge and skill that people bring to their tasks complete the picture. When all these influences are ‘programmed for change’ then change is easier and more certain to be implemented and implemented successfully. Thus even difficult or controversial changes can be made to work if everything is primed accordingly.

The second factor identified also has a bearing.

People’s motivation to change

Because there is a natural tendency to resist change (at least initially) it is important that people see it as offering some personal advantage. Such an advantage can be positive – something that provides a gain to the individual – or involves avoiding a negative. Often both pain and gain are involved, though sometimes the pain is primarily in the anticipation of something unknown or in the early stages following a change. Any manager working with a team of people should see active motivation as part of their job because it makes a difference to day-to-day operations and is especially important in the face of changes. This then needs to be addressed in three ways:


	In the run up to change: initially the positive side of changes as they relate to individuals must be made clear. Benefits to the individual may be minor, involving say a change to a process that makes it just a little easier or quicker to undertake, but should still be clearly spelt out. Benefits can also be in a sense once removed: for instance a change to some aspect of customer service may benefit customers in an immediate way, but more satisfied customers are easier to deal with thus benefiting individuals who have customer service tasks to perform. Even a negative change can have longer-term benefits to some individuals: a change that involves redundancy may be unpleasant, but could contribute to a more secure working environment for those remaining in post; indeed just being one of the survivors may be motivational.

	After change has occurred: every aspect of change that affects people from consultation to the change itself and dealing with any hiccups that go with it demands extra of them. This should be acknowledged and, when all goes well, praised or even specifically rewarded. A change that results in different or extended responsibilities might warrant a salary increase, but any kind of reward from extra holiday allowances to an annual team conference being held in an exotic venue might be appropriate.

	Relating one change to another: the success, and the contributions that made it successful, should be noted and used in future communication. If it is simply said that something needs to change then the instinctive reaction as we have seen may be negative. But if explanation refers to a known quantity – it can be handled rather like the way that X was changed, and that went very smoothly – then something people have experienced is substituted for something totally unknown and, while there may still be questions, reactions are likely to be more favourable.



Exactly how motivation is undertaken is beyond our brief, though the next section summarises some main points about how it works (and I have written extensively on the subject in another book in this Creating Success series, How to Motivate People). Two overall points are worth making here:


	There is (sadly) no magic formula guaranteed to motivate people in an instant; many methods are available and may have to be used over some time to achieve the desired result.

	The need for motivation should be recognised and action about it must not be skimped or regarded as a chore. Motivation is important; indeed a change is far more likely to be well executed by a well-motivated group of people than those in a negative frame of mind. Spending time on it can pay dividends.



How motivation assists change

What is most important to a manager intent on ensuring that staff support change? Without meaning to negate other factors, 10 key points to successfully adopting a motivational management style may be summarised as follows:


	Always think about the people aspects of everything.

	Keep a list of possible motivational actions, large and small, in mind.

	Monitor the ‘motivational temperature’ regularly, and especially do so ahead of any change.

	See the process as continuous and cumulative; it should simply accelerate in a time of change.

	Ring the changes in terms of method to maintain interest.

	Do not be censorious about what motivates others, either positively or negatively.

	Beware of panaceas and easy options.

	Make sufficient time for change.

	Evaluate what works best within your group.

	Remember that, in part at least, there should be a ‘fun’ aspect to work (and that it is your job to make sure this is so).



Make motivation a habit, and make it effective, and you may be surprised by the results. The motivation for you to motivate others is in those results and, in context here, in how well a change is then executed.

What motivates people? Well, a plethora of different things. There is, as was said, no single magic formula. Creating the right motivational climate demands continuous consideration and action. Perhaps the most important thing is recognising that positive motivation does not just happen. To make it work, the theory of motivation needs to be appreciated: some aspects of work dilute any motivation that may exist (the dissatisfiers); other factors enhance it (the motivators). The trick is to work across both, using and adjusting them to create a positive balance that acts to boost performance. A good analogy is a glasshouse: the plants thrive because it can be kept at the right temperature and there are many ways to make adjustments from turning up a heater to opening a window. So too with what is sometimes referred to as the ‘motivational climate’ of a group of people.

Consider the range of factors involved here, though space necessitates us concentrating on just some. First, the negative factors – or demotivators – include: unfair or illogical internal policy and administration, inappropriate or unconstructive supervision, poor working conditions, salary (who would not like to earn more?), difficult interaction with peers (and people in supporting roles), lack of status, feelings of insecurity (perhaps caused by such factors as lack of clear job descriptions or targets, rather than actual job insecurity), and the many detailed elements that flow from all these. It is easy to imagine how, with change in the offing, all these factors can easily affect things negatively.

Of course, some factors exert a more powerful negative effect than others. For example, on the demotivational side, many people tend to dislike bureaucratic admin (especially if this is not a major element of their job), which is why change that is perceived as ill thought out or inadequately explained quickly causes problems.

On the positive side people are classically motivated by achievement, recognition (of their achievements), the work itself, advancement and growth. Many jobs have some inherently motivational aspects, provided people are well chosen (good selection is also vital) and like their work. Jobs that typically demand considerable responsibility – a key motivational factor – and the ability to act alone and make decisions, are likely to appeal to staff most. It follows that getting people actively involved in a way that allows them to have an input and gives them a sense of achievement, provides a sound basis for successful change.

So, overall motivational action must be:


	Well judged – the right action, at the right time (and thus at the right moment as any change is occurring), carried out in an appropriate way.

	Creative – finding new and different things to do as well as utilising tried and tested methods.

	Balanced – using a mixture of methods all well matched to the individuals involved.

	Continuous – motivation must be an inherent, ongoing part of any manager’s job, not a ‘when there is time’ thing (though the general level may need to be cranked up in times of change).



Finally, remember that the little things are as important as the large. Incentive payments may be powerful motivators, but so is saying ‘Well done!’ Let’s give the final word to Mary Kay Ash, a successful American businesswoman, who said: ‘If you think you can, you can and if you think you can’t, you’re right.’ This is worth keeping in mind. If people do not believe a satisfactory change is possible, or that they cannot cope with their part in it, then it can be doomed before it begins. The manager who motivates gives themselves, and their people, an edge – an edge that in times of change can make all the difference between success and failure.

The moral here is clear: in any organisation that seeks to make changes, especially if this must be done on a regular basis, managers should address motivation issues on a regular basis. Some stem from specific moments and processes, like the link between job appraisal and the subsequent development of skills. Others are ongoing issues that need to be constantly borne in mind. In a hectic work place it is easy for action here to be skimped: how many managers can honestly say that they have said ‘Well done!’ sufficiently often in the past month? (Can you?) Yet managers who are on top of these things will always find they have created a situation in which it is easier to instigate change and do so without undue hassle.

[image: ]
Action

The nature of change is such that it encompasses a wide range of circumstances from large corporate changes to small (though significant) personal ones. The lesson here is clear: awareness of change – likely or actual – is paramount across much of what you do and must be accommodated in your thinking about what you do and how you do it.

[image: ]

We now turn, in the next chapter, to the topic of preparatory action.
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