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Incorporating change management
strategies when you aren't a change
management expert.
by Lauren Rosa
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Recently, I spoke with a friend who was telling me about a change
that the elementary school she works for was trying to implement. They
were trying a new way of teaching but it was going horribly wrong. As
someone in Organizational Psychology, I was intrigued by what they had
done to implement the change. She told me that they had rolled out the
new method to the whole school, teachers were resistant to the change,
they didn't do any test groups, and the change is now being half used in
some classrooms because it lacked any training or implementation.
Sounds like they needed to invest in some change management
strategies. 

Our conversation had me thinking, how many times do organizations set
out to implement a change without any guiding principles? If your
organization can hire a change management expert they can work
alongside you to guide you through the process, but what happens
when you can't hire an outside consultant? 



There are a few guiding principles that anyone can learn to use when working to
bring their organization through a change. Whether you are the manager, the
stakeholder, or the recipient; it's important to implement some basic strategies
so that your organization can be successful.

 5 strategies that anyone can implement in their organization while going
through a change:

Identify the issue. Put pen to paper, fingers to keyboards, markers to a
whiteboard (only the dry easer kind, please), and write down the issues you want
to change as an organization. This can be anything from a new software
program that will simplify your organization's inventory system or a new
performance management tool within your team.  

Barbara Cartieri Timony writes in her article Figuring Things Out- A Guide for OD
practitioners, "Although it may seem counterintuitive, taking time to work
through the initial phase can eliminate guesswork and assumptions that may
lead to delays or the need to redo work." Gather feedback from employees,
especially if they are the ones directly affected by the issues at hand. When
speaking with my friend about the teaching method change, it would have been
valuable for the school director and board to assess whether a change was
necessary and how it would affect the current setup. 

Define the details. Compile every question that may come up and then define
what issues could arise during this process. Chances are if you can think of it, it
will potentially be something you need to work through during the strategic
phase. Below are some points to work through after you identify your
organizational issues. 
1.) Define the problem 
2.) Define who the stakeholders are 
3.) Define which groups could be resistant to change 
4.) Define what steps need to be taken to implement the change 
5.) Define who will be responsible for what i.e. training, project management,
etc. 
6.) Define the barriers to success 
7.) Define what success looks like. How do you measure success? 
8.) Define follow-ups and check-ins to see how the change is going 
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Put change into action. Now that we have identified the issue at hand and
worked to define the details of the change, it's time to implement the
change. This means gathering all parties included and assigning roles and
tasks.  Take the time to assign projects thoughtfully, schedule meetings
with key players, and ensure that there is a consistent state of
communication. Create a roadmap for change with weekly check-ins,
timelines, and deadlines for projects. 

Change is hard especially if you have
seasoned vets who think the old way is
good enough. It is important to take extra
time explaining the benefits of the change
to these people. Reassure them that even
though it may take some time, the
benefits (time saved, easier to use, more
effective) will be worth it in the end.
Identify those that may be resistant to this
change and set-up time with them to
check-in, allow them to vent and give
feedback. Identify those excited for the
change, so they can work to level-up with
the resistant team members. 

Start small and gather feedback along the way. Whether they are small or
big changes, it's important to understand the effect that this change will
have on your organization. The best way to do this is to start small. Test
groups are great for this. If working to create change across a large
organization, identify key groups who are excited about change and work
with them. If we go back to the elementary school teaching method
example, it would have been great to identify a grade level that could
implement the change into their teaching program in the first quarter of
the year. During this process ensure that you are getting weekly feedback,
develop training materials, etc. this way if you identify issues  (you always
will) they will be easier to fix on a smaller scale. 

You know the saying, "One spoiled apple rotten's the whole bunch?" Well, in
the same way, one resistant team member can derail the implementation of
your organizational change. Take the time, in the beginning, to win them
over and set expectations. 



After you have implemented the change successfully on your test group, use
the team members who helped create that change as influencers with the rest
of the team. Peer leadership can be an effective means of winning the rest of
the organization to the change. 

Maintaining the successful change and adjustments. Creating a long-lasting
change can be hard. People revert to old habits, issues arise, processes and
systems fall to the wayside while other things take priority. It's important that
during a time of change and the 6-12 months after the change you do check-
ins, continue to set expectations with your team, and prepare to make
adjustments as needed. Resiliency and flexibility are key to organizational
change management success. Go back to your "defining the details" list and
check in with your goals and success measurements. Remember change is
hard and it can take time for all team members to fully feel comfortable. 

If change was easy everyone would do it successfully. In reality, it's difficult to
manage organizational change. That is why there are experts that can help
you. If you can't afford an expert, work to become an expert with the principles
above. Communication, flexibility, resiliency, and setting expectations early and
often will help to create a lasting change within your organization. 

Reference: Timony, B. C. (2021, July 7). Figuring things out: A guide for OD practitioners. SHRM. Retrieved January 3, 2022, from
https://www.shrm.org/ResourcesAndTools/hr-topics/organizational-and-employee-development/Pages/Figuring-Things-Out-A-Guide-for-OD-
Practitioners.aspx
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