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      Change Management Plan- 

Successful companies learn to value an organizational culture that maintains intrinsically motivated employees, and can act as leaders at every level.  This paper will discuss how Crys Tel (CT), a fictional profitable telecommunications company, will use change management principles to develop a transformation.  Primary concepts to be emphasized are how to use proven models to optimize existing structures, strategies to deal with resistance to change, successful leadership styles, evaluative criteria, appropriate metrics, and long-term risk mitigation.
Crys Tel is 2,500 employees strong and earned $200 million in annual revenue.  Considering relevant Research and Development pressures within the evolving telecommunications industry, Morgan Trevannon (CEO) wishes to introduce new products. Due to past experience, the senior leaders have decided to allocate $65,000 towards evaluating the readiness of the various departments.  The core simulation asked the participant to assume the role of management consultant, and identify strengths and weaknesses.  By using an Employee Satisfaction Survey and the Climate Survey (measuring perceptions), appropriate parameters were established.
After surveying was completed, each department displayed a salient quality: 
1) Technology Department: strong leadership, participative, team players, and conflict resolution skills. 2) Human Resources: communicative, valued training, counseling, proactive.

 3) Technology Operations: most empowered. 4) Sales/Delivery: overall the weakest department, unclear leadership. 5) Marketing: limited guidance to staff, zero feedback, not team players, minimum communication (UOP Portal, “Building a Culture”).  These results will be used as target areas for valuable change management principles revealed in this paper.

An article titled “A New Model for Managing Change; the Holistic View,” carries precious insight into the systemic workings of an organization. “If we can accept that strategy is a complex business, then we can also accept that there may be a use for models of strategy that allow managers to make sense of that complexity” (Adcroft et al., 2008).  Conducting surveys was a chance to discover which areas of the company need to be improved.  Preparing for the new product will require employee interest and responsiveness.  In order to ensure success, the motives behind change agent communications need to be identified, though key players may try to convince senior leaders of product readiness.


Kurt Lewin, a psychologist, is known for a useful change model.  Both the Sales/Delivery and Marketing departments will become focuses for the model.  Three main stages exist according to Mr. Lewin, which can help in transforming a culture: unfreezing, changing, and refreezing.  Motivation is essential because people will be driving improvement.  The Lewin three stage model encompasses all aspects of variable reactions, such as resistance, structural awareness, behavioral reinforcing, and emphasizing learning. “Change will not occur unless there is motivation to change.  This is often the most difficult part of the process” (Kreitner et al., 2002).

Combining a holistic view with the Lewin model, Crys Tel will be invigorated and hopefully, find new life in existing processes.  Previously mundane procedures need to be evaluated and reframed as linkages to stakeholder value, and company activities need to be explained in the context of how they contribute.  Telecommunications is an ever changing industry, which challenges firms to update strategic management and organizational behavior knowledge.  With globalization a reality, Crys Tel will not have time to sift through any reactive decisions.  Other successful companies have already implemented continuous improvement principles, and statistical process control methodologies.
“Behavior is often governed by the perceptions of events rather than the mechanics of the events themselves” (Adcroft et al., 2008).  How can management leverage the strong qualities of Technology Operations, and Human Resources?  Sales/Delivery and Marketing could use guidance from other staff members to introduce cross functional activities.  People are the center of where improvement happens.  Therefore, by establishing a presence through internally published newsletters, employees will begin to believe in alignment possibilities.
Evolving companies, such as Crys Tel, learn that updating the system’s strength requires a committed culture.  According to experts, most employees already know where problems exist and never have the chance to correct them.  Introducing a suggestion forum within the firm's Intranet, might bring forth valuable material.  Topics for discussion should include empowerment, responsibility, strategic cohesion/integration, understanding diversity, and motivation lessons.  Facilitators can guide and monitor content to make sure staff is well respected, and levels of communication between departments will decide critical change management responses.  By creating a fun environment for growth, all stakeholders will benefit.
Initially, the collaborative model between Lewin/Holistic should become the driving force within inter-departmental discussions.  Without a structure, and targeting problem areas, efforts will go unappreciated.  Engaging staff is the only way to gain momentum, and senior leaders need to be very specific/careful in defining the direction.  Proposed activities are to be honest and reasonable.  A statement of purpose will be posted to forms and sent to individuals through e-mail. “A mission statement represents the ‘reason’ an organization exists… [We] define an organization's vision as a long-term goal that describes ‘what’ an organization wants to become (Kreitner et al., 2002).
Employees are the true drivers of change.  These people are going ultimately to solidify the commitment, and customer value.  In order for this to occur, management has the responsibility to assist in organizational development.  Hopefully (acting as profound leaders of course), employees tend to influence each other. This can produce substantial results if channeled properly.  Someone has to take control of the company's future, and this fact should be embraced by every person at Crys Tel. Customer focuses should become a daily reminder, that does not fade into the work week.  Instead of relying on a routine spoon feeding of enlightened change management philosophy, employees will be given time to process forum discussions (early in the day).  Unfreezing, changing, and refreezing should be a known concept throughout ongoing correspondence.
As the Lewin/Holistic ideas are disseminated, resistance to change will have to be addressed.  Effective management is aware of personal reaction to change, and should be open to employee discontent.  Behavior such as low productivity, criticisms at the Internet forms, missing staff, mistakes, and rumors are not to be tolerated.  These are expected signs that change is happening, however, a plan must be in place to deal with such issues.  Crys Tel leaders are trying to lower the cost of poor quality and lack of motivated employees.  An inability to adapt to new products could severely affect the firm's competitive position.  Therefore, confronting negativity should become an integral part of enacting positive change management into the company framework.
Knowing the reasons behind resistance will help Human Resources target areas to address.  Perhaps employee promises have been made that were not followed through, or a staff member expresses concern for their career, or receives ongoing anti-improvement e-mails, has a difficulty with new ideas or feels unrewarded.  These potential conditions are to be considered important within the intranet forum.  Again, employees should be given time in the mornings to check Lewin/Holistic oriented e-mails, to inspire their individual philosophies.
People want to be involved in activities, especially ones that everyone is part of.  Studies have been done that show the importance of inclusion.  When staffers are encouraged to reach out to each other (e-mail ethics guidelines should be enforced), a new environment will be created. This allows for shared ideas and constructive additions to the company strategy.  When the firm's mission and employee self-interest begin to blend, sincere and sustainable progress can be made.  A choice between the company directive and personal goals should never be an issue.  By communicating continuous genuine belief in human capital, Crys Tel will avoid many resistance problems.
Delegating change management responsibilities is very important.  Certain people may be more available to involve themselves with the new initiatives.  Introducing a comfort zone will often be the best way to convince potential leaders of the opportunity to help the organization evolve.  Often giving written promises with shared rewards, while mentioning job security, are the most valued messages to communicate.  The firm wants to ultimately impart the confidence in functioning as a learning organization.  “Peter Senge, a professor at the Massachusetts Institute of Technology, popularized the term learning organization in his best-selling book entitled The Fifth Discipline.  He described a learning organization as a group of people working together to collectively enhance their capacities to create results that they truly care about” ( Kreitner et al., 2002).
Employees need to build learning capabilities (also called K.S.A's to Six Sigma practitioners) to continuously improve core competencies.  Any strength gained is considered growth for the individual and to be perceived as forward motion for the firm.  When an employee begins to resist change, behavior theory should be consulted.  Additionally, reactive/competitive or possible fragmentation (silos) situations should be discussed.  A new paradigm (organizational perspective) will gradually develop from addressing the right elements.  Words such as collaborative, charismatic, consultative, integrative, proactive, alignment, commitment, and motivation should become commonly used.
“Charismatic leadership positively affects employee motivation... One way in which this occurs is by increasing the intrinsic value of an employee's effort and goals” (Kreitner et al., 2002).  Crys Tel requires a leadership definition to encourage the right behavior and employees.  By leading through examples of confident and visionary management, transformation will be able to occur, and employees will slowly learn how to meet goals.  All people in an organization can lead in some way.  This point must be shared frequently in all opportunities to offer guidance.  Increased knowledge that organizational direction is a consequence of behavior will lead to more enlightened forum discussions. This eventually leads to organizational wide cognitive leaps.
With continued education on charismatic leadership, Lewin/Holistic and motivation maintenance, a forum on human behavior variability control should be implemented.  Having a general understanding of principles is different from executing processes using informed decision-making skills.  According to the psychologist Edward L. Thorndike, “behaviors with favorable consequences tend to be repeated, while behaviors with unfavorable consequences tend to disappear” (Kreitner et al., 2002).  With this said, which are the most successful ways to modify employee behavior?  As mentioned earlier, find out about the important concerns within the forum, and address them.  Instead of merely publishing vision oriented newsletters, management will have proactively deal with resistance issues.
Proposing a rewards program for exceptional forum entries can help shape behaviors.  This would be termed as positive reinforcement according to the Skinnerian Operant Theory.  Avoiding negative remarks is advisable, because employees may confuse them as an impending danger.  Preferred intervals of positive reinforcement are variable, considering the human tendency to fish for complaints.  “The schedule of reinforcement can more powerfully influence behavior than the magnitude of reinforcement” (Kreitner et al., 2002).  Shaping the right behavior will rely upon continuous encouragement of personnel, to contribute toward learning organization consciousness.
According to Thomas Pyzdek, in The Six Sigma Handbook, change agents must be good facilitators.  Management accomplishment should be based on the ability to coach, resolve conflicts, communicate, present, measure, and reinforce ideals.  Planning stages are essential to the implementation of the Crys Tel change process. Building a personal confidence in an assigned task will be more helpful than attempting to explain how procedures function.  Therefore, all senior leaders are to be officially proclaimed coaches/mentors to help guide employees to a new level of committed productivity.  Additionally, a top-down and bottom-up acceptance should be felt throughout the firm.”[Organizational Behavior] is a horizontal discipline that cuts across virtually every job category, business function and professional specialty” (Kreitner et al., 2002). 
Happy employees are obviously much more successful than unhappy ones.  The trend toward organizational psychological involvement has been increasing, and Crys Tel is not exempt from this.  While inspiring staff behavior will be an ongoing challenge, honest metrics must be established to monitor progress.  “A measurement is simply a numerical assignment to something, usually a non-numerical element...  There is a mapping function that carries us from the empirical system into the numerical system” (Pyzdek, pg 9).  Setting criteria to monitor staff is the first part of a valuable measurement system.  By asking employees to define the necessary criteria, people will become better aware of which points to address.
Mitigating the decline of change management practices can be accomplished by using transparent scorecards shown at the forums, and communal gathering locations (lunch room etc.).  Organization standards such as goal timelines, initiatives, follow-through, cost savings, achievements, and inspirational discussions should be in plain view.  Communicating the importance of measurable results will generate a homeostasis within the firm.  Sustainability is a primary concern for Cry Tel, considering the new products that will be introduced.  A comfortable office is also an environment to be cautious of, because complacent humans tend to be unfocused.  This is why allowing morning time to check e-mails will be necessary.
When Dell Computers takes advantage of growing opportunities, a new business unit is formed. Thankfully, the company rewards employees when this expansion occurs.  Crys Tel can learn from this model as well.  Teaching staff to value change can be accomplished by effectively communicating the strength of the group as opposed to the individual.  In a sense, each collection of people has its own ecological environment that must be nourished.  A community atmosphere is better built upon cohesion and trust, which results from conscious attempts to develop integrated relationships.
Leadership will directly affect perceptions that grow during the change management forum transitioning.  Until staff can generate enough internal productivity, senior leaders are responsible (even afterwards) for ensuring that participative practices are built into the company framework. “One management expert clarified the situation by defining participative management as the process whereby employees play a direct role in setting goals, making decisions, solving problems, and making changes in the organization” (Kreitner et al., 2002).  If leaders can use the premise of the Crys Tel Lewin/Holistic model to create self starting groups, net worth growth will be sustainable.  This is often contingent upon a thoroughly assessed target market, and informed decision-making skills.
Outside of the change management forum discussions, three main problem identification/solution practices can be used to facilitate decision-making: Brainstorming, Nominal Group Technique, and Delphi technique.  Ideally the employees will motivate themselves in contributing to the forum; however, any of these techniques are useful.
Brainstorming involves a group (ideally relatively cross functional) that tries to think up as many alternatives to problems that are possible.  Ideas are best summoned silently as to not disturb the other participants.  After the brainstorming stage, a group member will post input on a board or upload them to an application.  Anonymous participation usually works the best to avoid any apprehension or concern for offending a project leader. 
Another effective practice is called a Nominal Group Technique (NGT).  This is a group meeting that gathers to focus on a particular issue.  Similar to Brainstorming, input is written/typed silently.  The difference is, however, that only one primary position can be submitted.  After the ideas are offered forth, each person is allowed 30 seconds to argue a point.  At the end of the arguments and subsequent discussion, each member will share the inputs for a final group decision.  NGT has been used successfully evaluate many decisions within thriving businesses.

Delphi Technique (DT) uses a group decision base, without the physical proximity.  A good example would be the Intranet forum.  Too often a particular leader may consume group time to pressure the collective, so Delphi Technique leans on separation to generate candid/non-coercive responses.  Surveys are common examples, where critical issues can be processed.
As mentioned earlier, by becoming aware of why individuals and teams develop resistance to progress, the firm will be able to mitigate it.  The three decision-making practices discussed: Brainstorming, NGT, and DT are good ways to discover root causes of progress decline.  In addition to group techniques, any time true quality circles develop; individuals should be encouraged to share new information on their inter-departmental intranet forums.  Team meetings should become very frequent platforms to create informed discussions that lead to enlightened results.  This will only occur when honest analysis is part of a gathering. “Analysis needs to go beyond the event itself and the transformation agent needs to think about the underlying causes” (Adcroft et al., 2008).
Teams can possibly organize themselves (with clear process objectives in mind) using Tuckman's five stages of group development: Forming, Storming, Norming, Performing, and Adjourning.  The process grows from uncertainty, to agreement in questioning policies, then cohesion, to problem solutions, and a celebratory ending honoring the work completed.  Tuckman's model has a tendency to create a sense of unity within a collective.

Morgan Trevannon, CEO (Crys Tel), believes in the Vice President of Human Resources and the ability of the employee survey/climate survey to identify cultural change criteria.  Following the research, a final plan will have to be proposed to help transform the company.  Change will occur by viewing problems as opportunities and communicating transparency about the metrics and progress monitoring.  Without confusing staff by using statistical methodologies such as hypothesis testing or analysis of variance, the earlier mentioned scorecards can be used to identify strengths and weaknesses.
Implementing the change management action plan should involve introducing new knowledge skills and abilities to cope with Crys Tel metrics.  The transformation process should not become a troubled experience, but an enlightening one.  Employees can be linked “[t]hrough a variety of ‘listening posts’ (focus groups, user laboratories, internet forums, trade show interviews, conference hospitality suites, surveys, letters, technical support, feedback etc.)” (Pyzdek, pg 141).  Ongoing communication will help management gather important criteria for scorecard results within an objective perspective.
In order to challenge organizational politics, the risks of transparency, and the erosion of skills, trust will be essential.  By using the change management principles included in this paper, Crys Tel challenges can be mitigated.  Only through time and ongoing assessments, will senior leaders be able to ensure the next five to ten years will be one of proactive growth.  Previous fragmentation has been an example of how not to function as a firm.  Continuous improvement principles should be threaded within each department of Crys Tel, and all employees should be reminded of this construct.
Over time, Crys Tel will begin to establish ideal performance weights for change management criteria.  The new integrated approach will add to frequent education/mentoring that should be part of day-to-day activities.  Emphasis should be placed on how a positive attitude mixed with a willingness to assess, contributes to the overall strategic plan of the firm.  Employees should be encouraged to investigate why a consistent and aligned vision creates a feeling of life within the organization.  When communicated well, the result is career longevity and a sustainable culture.
References

Adcroft, Andy., Willis, Robert., Hurst, Jeff., The Journal of Business Strategy. Boston: 2008. 


Vol. 29, Iss. 1; pg 40.

Kreitner, Robert., Kinicki, Angelo., Buelens, Marc., (2002) Organizational Behavior, Euro 

Edition, 2e, The McGraw-Hill Companies, New York.

Intel Corporation (2009), Investor Education Center, Retrieved March 26, 2009 from


http://download.intel.com/il/CSR/Intel%20CRS%20English%20Brochure.pdf

Pyzdek, Thomas. (2003) The Six Sigma Handbook. McGraw-Hill Companies.  New York. 
Sony Corporation (2002)., Sony and the People (Social and Environmental Report). Retrieved 


March 26, 2009, from http://www.sony.co.jp/en/SonyInfo/IR/index.html

University of Phoenix. (2009). Simulation: Building a Culture for Sustaining Change. Crys Tel., 


Retrieved March 29, 2009. rEsource MBA/ 520 website.







