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Performance losses from finger-pointing and blame
often permeate union-management relations. In this
article, we will outline the keysto building successful
union-management partnershipsthat will dramati-
cally improve your organization’s performance and
simultaneously increase employee morale.
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Introduction

No executive in their right mind would compete
in the marketplace without a clear business strat-
egy, yet many undergo multi-million dollar
change efforts without a clear change strategy.
No wonder so many change effortsfail to
produce their expected ROI.

While your business strategy determines what in
your organization needs to change, your change
strategy clarifies how you will make those
changes happen.

Building an effective change strategy will accel-
erate your change and reduce its cost. It will
increase your effort’s efficiency, remove unnec-
essary or redundant activities, and engage your
people optimally.

In this article, we will identify the three key
aspects of a comprehensive change strategy and
the ten core elements you will need to consider in
developing your own.

Overview of the Components

Change strategies address three general topics
about your change: its content, people, and
process. Content refers to what in your organiza-
tion needs to change—strategy, structure,
systems, technology, business processes, prod-
ucts, services, or culture. Content describes the
“business solution” being designed and imple-
mented, and typically gets the most leadership
attention.

The people component of your change strategy
includes people’s emotional reactions to the
change, how to address the changesin mindset,
behavior, and culture that your future state
requires, how to engage your peoplein design
and implementation, and how to ensure commit-
ment and capacity to change.

www.BeingFirst.com

Your people strategies are as important as the
content of your change. Without your people
being ready, willing, and able to make the
change, your business solutions will never get
implemented successfully. Most change efforts
fail because of lack of attention or skill applied to
the people dynamics.

Often, leaders del egate these issues to the Human
Resource Department, which deals with them
separately from the content changes. This
approach does not work! Attending to the people
dynamics should be done as an integrated
component of the design and implementation of
your content.

The process component of your change strategy
sketches out the roadmap to get you from where
you are today to where you need to be to achieve
results from your change. The process sets your
change up for success; moves you through the
design of sound solutions, testing, and planning
of those solutions; implementation, al the way
through to full realization...attending to all of the
people and cultural issues along the way. The key
to success is consciously designing your change
process to handle all the content and people
issues together as one effort.

The following graphic shows the three compo-
nents of change strategy as a three-legged stool.
All three components are necessary for your
change strategy to stand on its own.

Elements of Change Strategy

There are ten core elements of change strategy.
Not every change requires attention to all ten, so
tailor them to the type and magnitude of your
change effort. Asyou consider the list, notice
that they address content, people, and process.
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Content of Change

The organizational focus of the change
(structure, strategy, business process,

technology, culture, product or service)

People in Change

Handling the human dynamics of change: people’s
mindsets, commitment to change; emotional
reactions, behavior, engagement, relationships,
politics; cultural dynamics impacting the change

Process of Change

The way in which change is planned, designed,
and implemented; adjusting to how it unfolds;
its A-Z roadmap, governance, integration
strategy, and course corrections

Values and Guiding Principles

Changeisall about taking a good idea or new
direction and making it real. All change proceeds
from “ concept to pragmatics’ becoming more
and more tangible along the way. Your values
and guiding principles are the essence of your
new direction that must form the foundation of
the tangible future state you are trying to create.

This element makes values and guiding princi-
ples conscious and explicit in how you design
and lead your change. Your change process must
reflect and embody the values and principles of
the future you are creating or people will not
believe the changeisreal. In other words, you
must model the future in the way in which you
lead and carry out your change effort.

As you move through your change process, you
must ensure that your values and principles have
tangible influence on your design requirements,
the way in which you engage people, how you
communicate, how you design implementation,
etc. Make them overt in your change strategy,
and keep them “visible” throughout your change.
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Change Governance

There are four actions to determine how you will
govern your change:

* ldentify clear change leadership roles

» Create arecognizable change governance
structure to oversee the effort

» Clarify how change-related decisions will be
made

» Clarify how the change structure will inter-
face with your ongoing operations

These four actions form the basis of your overall
changeinfrastructure. When communicated, they
demonstrate to your organization the importance
of the change and that you are leading it with
clear roles and authority. Asyou proceed through
your change, add to your change infrastructure as
needed. Include any temporary teams, systems,
course correction vehicles, or technology you
will use to support your initiative.

Identification of Change Initiatives
and How They Integrate into One
Unified Change

This element trangl ates the scope of your change
into actua initiatives that address your organiza-
tional and technical changes aswell as your
required human and cultural changes. Integrate
these into one unified “theme” for your overall
effort, which will demonstrate to your organiza-
tion how all initiatives are aligned to deliver the
collective results of your change. This element
will help simplify the apparent magnitude and
complexity of your change, and clarify confus-
ing, competing, or unrelated change work.

Fit and Priority of Your Initiative
among All Other Changes
Happening in the Organization

Even if your overall change is enterprise-wide,
other large changes are likely also occurring in
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the organization. This element clarifies where
your effort fits among all of the other organiza-
tional priorities. Ideally, the level of priority
given to your effort by your sponsors will match
the degree of visibility and resources all ocated to
it. Your intent with this element isto clarify how
your change effort fits within and supports your
organization’s business strategy requirements.

Multiple Project Integration Strategy

Where there is obvious interdependence or over-
lap among any of the sub-initiatives within your
overadl effort, or interdependence between your
effort and others occurring in the organization,
you need an integration strategy that can surface,
address, and streamline the work across efforts or
regions. This element creates a Multiple Project
Integration strategy to overtly look for redun-
dancy, competition, or gaps among changes and
constructively align them to share resources,
reduce costs, increase efficiencies, and accelerate
the pace of your changes.

Bold Actions

If your changes are significant or require your
currently “successful” organization to alter
course, you may need to do something radical to
wake people up to the seriousness or magnitude
of the new direction. Bold actions are highly visi-
ble, “outside the norm” movesthat dramatically
demonstrate that “things are going to be very
different around here.” It is powerful for senior
leaders to identify bold actions, and equally
important for them to carry them out to have the
intended impact. Examplesinclude selling off a
business line, removing awhole layer of the
organization, or reallocating significant
resources. Bold actions should be a calculated
part of your change strategy.

Communications and Engagement

Transformational change cannot succeed without
significant engagement of stakeholders and

www.BeingFirst.com

frequent, multi-directional communications (up,
down, and across the hierarchy).

Stakeholders must be engaged early in under-
standing the case for change, vision, and
direction. They must be part of inputting to the
design requirements and actual design of the
change, not just brought in downstream during
implementation.

Most normal, top-down corporate communica-
tion channels areinadequate for complex change.
Change communications require interaction,
exploration, and a high level of engagement to
ensure that the changes and their implications are
felt and understood. Your communication plan
must take the human dynamics of change into
account from the beginning, and at every step of
the way.

Because engagement and communications are
such central aspects of people dynamics, both
must be included in your overall change strategy.

Acceleration Strategies

Everyone wants change to go faster, but change
takes the time it takes. And, there are waysto
accelerateit. Be cautious here, however; pushing
change beyond its pace actually makesit go
dower. Thisisavery common problem in most
change efforts.

Examples of effective acceleration strategies
include large group engagement meetings to
handle visioning, design, or impact analysis;
putting special teams together to tackle key
issues full time; running key aspects of the
changein “parallel;” integrating activities with
other change efforts; or, setting up conditions for
success at the beginning.
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Available/Required Resources

Your change strategy should determine a high-
level “guesstimate” of the types and magnitude
of the resources you will need to carry it out.
Resources may include capital assets, people,
expertise, technology, support, and time. Recall
that the allocation of major resources can be a
bold action as well as a critical message about
theimportance of the change. Also, identify how
you will renegotiate your resource needs when
you recognize variations from your original
estimates.

Change Process Roadmap with
Milestones and General Timeline

Create amacro plan that outlines the phases and
milestone events for carrying out your change
effort. Thisis ahigh-level roadmap, not your
detailed implementation plan. As part of your
change strategy, it should communicate how you
will roll out the change and at what pace. It
should include your critical actions, events,
announcements, decisions, and benchmarks.

Summary

Deciding each of these elements of your change
strategy will inevitably cause critical discussions
among your change leaders and executives.
These conversations, well facilitated, can
produce essential clarity, even if they surface
confusions or differences along the way. Clarify-
ing these elements—for your executives and
stakeholdersin the change—wiill greatly acceler-
ate your effort and reduce its costs.

When completed, compile these elementsinto a
summary document that can be communicated to
your organization. Use it to demonstrate that the
leaders of the change have thought through the
effort, have a comprehensive strategy, and are
committed to its success.
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About Being First, Inc.

BEING FIRST, INC. isahighly specialized change |eadership development and transformational
change consulting firm, serving Fortune 1000 companies, government agencies, non-profit organiza-
tions, and change consultants worldwide.

We partner with our clients to achieve breakthrough results. We provide afully integrated solution of
consulting, training, coaching, change methodol ogy, and tools; everything our clients need to radically
improve outcomes. We are expertsin unleashing extraordinary human performance, transforming
culture to enable that performance, and developing leaders to lead those transformations.

Qutcomes

Maximize ROI by achieving the tangible business results you are after from change; faster and
with less cost to your business and people

Build your organization’s change capability and skill so you can consistently reap the benefits
of successful change, now and in the future

Transform your people and cultureto truly unleash breakthrough performance

Develop your managers and leaders into competent change leader s who know how to lead all
aspects of change, including the people and cultural dynamics

Develop your internal consultants into expert change consultants

Services and Products

Web-based Change M ethodology, Products, and Tools for every task in your change effort.
Test drive The Change L eader’ s Roadmap™ at www.changel eadersroadmap.com

Change Strategy Development and Process Planning for complex transformation

Change L eader ship Development and Coaching for senior executives, change sponsors,
change process leaders, change project teams, change consultants, mid-managers, and frontline
targets of change

Change Consulting that ensures you get the best change sol ution implemented by an engaged
group of stakeholders

Change Consultant Development to build your in-house skills
Executive Team Development that builds cohesion, alignment, and commitment

Assessments; Change Project Audit, Change History Audit, Change Readiness and Capacity,
Change Sponsorship, Change L eadership, and Change Team Performance

Results from Change e-Newsletter at www.resultsfromchange.com
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