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“It is not the strongest species 
that survive, nor the most 
intelligent, but the ones who 
are most responsive to 
change.”

- Charles Darwin



Change is inevitable

 It happens to everyone
 Everyone reacts to change differently
Understanding our reactions to change
Understanding to how others react to 

change
 1 in 10 executive director jobs turn over 

each year



Resources Abound

Google Results
 “Managing Change” = 19,900,000 results 

 “Change Management Consultants” = 
9,300,000 results

 “Change management publications” = 
9,820,000 results



Change in WI State Agency 
Management

 There’s an election coming up… 
how will you handle it?

New Secretaries
New administrators
New supervisors



Our Change Matrix

C = Capture 

H = Human

A = Assessment
of

N = Needs

G = Generate 

E = Engagement



Capture
 Prepare for 

› the outgoing 
management team’s 
departure

› the arrival of a new 
management team 

› by capturing 
knowledge, data, and 
information about the 
agency

Presenter
Presentation Notes
No agency wants all of the knowledge about particular programs, initiatives, or policies to walk out the door when the current management team departs.  Capturing knowledge is critical so that it is not lost and so that it can be passed on to the new management team so that the work of the agency continues during the transition.  It is necessary, especially in a time of management change and transition, that steps are taken to ensure that knowledge is captured and can easily be retrieved. 



Capture - Information

Agency 
Overview-history, 
mission, divisions

Key players within 
the agency

Organizational 
charts 

Presenter
Presentation Notes
In order to prepare for a change in management, you want to capture as much information as you can from the outgoing manager(s)/agency head/appointees and capture information from remaining staff that will be helpful to the new administration coming into the agency.  

Agency Overview-explanation of what the agency does; mission statement;  identify the different divisions and provide a brief description of them; what the different divisions do; general information on the type of work the agency does and history of the agency
Key players-identify who the key players are within the agency—division heads, supervisors, those with specialized knowledge in particular areas—who to go to for information on a particular topic—include contact information such as address, email, phone number
Organizational charts-make sure org charts are up-to-date so that they can be passed on to the new team



Capture 
What should be captured?

 Policies and Procedures
 Strengths, Weaknesses, Opportunities, 

Threats (SWOT)
 Stakeholders/Collaborators/Special 

interests/Boards—key contacts and 
customers

 List of other reference materials—online 
resources, manuals, documents and 
forms, historical data 

Presenter
Presentation Notes
Policies and Procedures-capture existing policies and procedures, administrative directives, etc. that currently exist. New management will definitely want to know what policies are already in place.  New management may, of course, change some of these policies and procedures, but they definitely need to know what already exists.
S.W.O.T.-each division should identify their strengths, weaknesses, opportunities and threats. There is much research out there on how to do a SWOT analysis.  Strengths and weaknesses are internal, while opportunities and threats are external. This is the division’s opportunity to highlight for the new administration what they have accomplished, what things they do really well, as well as identify things that could be improved upon or need to be considered by the new administration.  
Stakeholders/Collaborators/Special interests/Boards-identify key contacts and customers—who are your stakeholders? Who do you collaborate with? Are there boards that you work with or for? Provide the names and contact information of these key stakeholders. This can be done by division or team. You want the incoming management team to know who the stakeholders and customers are and your agency’s relationship with them.
List of other reference materials-are there other materials that the department routinely relies on? List them and identify where to find them.  



Capture 
What information?

 Programs, projects, obligations
Critical processes 
 Specific personnel areas of expertise
 Schedules, timelines, deadlines
 Budget

Presenter
Presentation Notes



Programs, Projects, Obligations-identify and describe the programs your agency administers, any projects that are ongoing and the status of the project, any obligations of the agency that will continue into the new administration
Critical Processes-consider flowcharts and checklists to explain various processes; consider standardizing key processes that are used repeatedly
Schedules, Timelines, Deadlines- identify what needs to be done in the first 30 days, 60 days, 90 days, 6 months, 1 year—whatever time frame is critical depending on the program.  Have a list of any meetings that will affect new management within their first 6 months—board meetings, standing division meetings, etc.  Identify any statutory deadlines. Identify any other timeframes that will be important for new management team to be aware of.
Budget-pull together previous/current budget and any other current budget discussions and financials



Capture - How

Determine who within the agency will be 
responsible for capturing this information

›Will it be done by Division? Bureau? Section?

Set up time frames for completing the 
capturing of this data

›Information should be updated as needed



Human Aspects

Why people resist change
› Fear
› Close-minded
› Skeptical
› Powerless

Presenter
Presentation Notes
Everyone responds to change differently. Some will resist change out of fear. Fear of failure, fear of uncertainty, fear of loss of self worth or status.
Many cling to the comfort of routine and will be close-minded to change. They believe change is disruptive and unnecessary. Some are just unwilling to bend or are intolerant of the beliefs of others.
Some employees are skeptical that change will have any positive effect. They may have been through unsuccessful initiatives or feel they’ve been burned by change in the past. Skepticism may also arise from lack of knowledge or misguided assumptions about the change. Skeptics often exert influence over their coworkers because they’re perceived as having the courage of their convictions.
People resent being asked to change without any understanding of why. Employees may feel powerless because their accepted realities have suddenly shifted. This feeling of powerlessness can be particularly acute when there has been a lack of communication about the effects that change will bring. When they are caught off guard by change, they will dig in their heels. They may feel that their power in the workplace is being stripped away or that their skills and knowledge will not be up to the challenge.
In the next few slides, we’ll talk about ways to help you and your employees effectively manage the human aspect of the change process.



Human Aspects
 Emotional 

Intelligence 
› Yourself first

 Facilitate
› Empathize
› Listen
› Respectful/Honest
› Communication

Presenter
Presentation Notes
Emotional Intelligence – starts with you, the manager. You must experience your own emotions, this includes being open to them. Next, you need to acknowledge, identify and accept your feelings. Lastly, you must manage your emotions to be able to facilitate. 
Facilitating is the ability to recognize how to meet the needs of others and then meeting those needs. Facilitating involves three main techniques: 1) Use suggestive comments 2) Let people express themselves and participate 3) Keep people informed.
Keys to being able to facilitate are: 1) the ability to empathize or identify with another’s feelings. Emotionally put yourself in the place of another. 2) develop your listening skills. Give your full attention, be patient, don’t interrupt or jump to conclusions, show interest, avoid advising/interrogating/sending solutions/correcting/debating. 3) be respectful or honest
Another key to facilitation is effective Communication (go to next slide)




Human Aspects

 Effective Communication 
› Requires good listening skills
› Open/receptive to 

feedback
› Clear
› Straightforward/honest
› Frequency

Presenter
Presentation Notes
Effective communication starts with having good listening skills. Employees will have a strong need to be heard and know that you have listened and understand their perspective. 
Openness fosters communication. If you are open and receptive, then employees will be more likely to get involved with the change process. It’s important for your messages to be clear. Spend time talking to employees to ensure that an understanding has been built. 
Communication should be straightforward and delivered without becoming emotional. Honesty will build trust.
Lastly, the frequency of communication should be as often as needed. At the very least, your employees should be in the know before, during and after the change.
Effectively communicating to your staff about the changes can help calm anxiety and resolve any issues associated with the changes.



Human Aspects
 Employee involvement

› Two-way communication
› Provide an active role in 

the change process

 Implications of the 
change 
› Short term 
› Long term

Presenter
Presentation Notes
Another step toward getting individuals to accept change is getting them involved in the process. Involving employees in the change process produces buy-in and provides valuable frontline perspectives. 
You should solicit and consider employee input. Encourage two-way communication by asking for ideas, stimulating discussion, and listening to feedback. 
Give employees an active role in the change process. By using their input, you’ll give employees an active role in change and engage them in the process of change.
Recognizing and understanding why people are resistant to change and effectively responding to that resistance will make the transition period productive and smooth for the entire organization.
Implications of change – understanding the reasoning for the change to affect both the short-term work of the agency and how it will improve process over the long term. Look past just tomorrow. 




Assessment of Needs


 

Human Resources

› Which staff members can take on key functions 
during the transition? 

› Is there a succession plan in place? 
› Will furloughs, hiring freezes, retirements, transfers, 

etc play into the transition? 

Change is inevitable - except from a vending machine.

~Robert C. Gallagher

Presenter
Presentation Notes
Properly and proactively managed, leadership transitions can provide a “pivotal moment” for agencies. The transition is an occasion to re-examine the current structure, practices and direction. Many significant changes – in policy, people, organizational structure, procedures – are more easily introduced simultaneously with a leadership change. Taking the time to achieve clarity and consensus on the agency’s current strengths and challenges can better position the agency to move forward under new leadership. 

An agency assessment may be a useful tool for examining the agency’s current and future issues. 
Human (People) Resources-Ensure that agency human resources (staff) are capable of meeting the agency goals in regards to transition planning and moving forward with change.
Key questions:
What are the outgoing administrator’s key job functions? Which staff members can take on these functions during the transition? Cross-training may be necessary.
What additional staff may be lost with the departure of the administration? And, how will those job functions be handled? Identify people, skills and training needed to fill the gaps (i.e. succession planning).
Are there staff that may be prepared to move up in the agency?
How may personnel constraints such as furloughs, hiring freezes, retirements, transfers, etc play into the transition? Workloads continue to increase; may need to determine which programs/services/work is put on hold. 



Assessment of Needs


 

Organizational
› Will new positions be needed? 

› Are additional resources needed to keep moving 
forward (beyond people)?

› What issues are on the horizon that will need to 
be addressed?

› How are initiatives being allocated across the 
existing organizational structure?

Presenter
Presentation Notes
Organizational Assessment: Ensure the organization is meeting its current operational requirements, and looking at its immediate needs. 
Key Questions:
What additional resources are needed to keep moving forward (beyond people)? Items such as money, supplies, IT, etc.
What issues are on the horizon that someone needs to be on top of? Some things might include: new legislation, budget initiatives, grant deadlines, board meetings, conferences, etc.
What resources may be needed to meet the organization’s challenges?
How are initiatives being allocated across the existing structure?
Are there any deadlines or other program obligations that will have to be met during the transition period? Who is responsible for taking care of them?
While a full assessment may require too many resources, preparing for a leadership transition should involve consideration of at least some of these key questions. At a minimum, it should provide for documenting systems and procedures to support knowledge transfer. Taking the time to achieve a clear understanding of the agency status, current and future needs, and strengths and challenges and documenting it all will better position the agency to move forward during the transition and under new leadership. 




Generate
Opportunities
 Ideas



Generate - Opportunities


 

Efficiencies
› Workflows 
› Work reduction 
› Long-distance        

conferencing
› Waste reduction



 

Outreach
› For new collaborations
› Value-added activities



 

To change workplace culture


 

Short term, midterm and long 
term

Presenter
Presentation Notes
Workflows for efficiency, reengineering, new customer base, new technologies
Work reduction – what tasks/programs aren’t a priority or aren’t supported, Critical shifts to make 





Generate - Ideas
What your organization isn't doing, but 

either could or should 
› Revisit your vision or mission statement
› How to obtain goals over time



Engage 
…The goal is to ensure 

that the new 
management can 
concentrate on 
relationship building 
and important goals 
and challenges, not 
put out fires and 
struggle to set 
priorities



Engage – new management

 Early – ensures work continues in an 
efficient, effective and uninterrupted 
way

Help them understand how your 
department works - why it works (or 
doesn’t) and what you would like 
them to do to help 

Presenter
Presentation Notes
Key steps to engaging the new management include:
Transferring existing knowledge, priorities of work from the employee’s perspective.  Consolidating this information in a briefing book enables the management team to review at a convenient time.  An offer can be made to meet with management to brief the contents. The briefing book could be a binder of printed materials and/or a folder of documents stored electronically, or both.  The key is you want ensure that information is in one place that is easily accessible to the new leadership. The briefing book is an opportunity to provide ready access to critical information so that the new leadership can get up to speed as quickly as possible and make the transition a smooth one.
Employees can share the organization’s current vision, and help craft a new vision statement with new management’s perspective.
The new vision and priorities of work must be communicated to employees, the management team, and the organization’s stakeholders.
Management can help build enthusiasm for the re-engineered organization by delegating authority to employees for specific tasks through the use of action plans.



Engage - Briefing Book



 
Consolidate these issues 
into a briefing book for 
new management



 
Demonstrates employee 
commitment to 
knowledge transfer and 
interest in succession 
planning



 
Communicate!!



Engage - around the updated 
vision

 Establishing a 
common vision can 
mitigate fear 

Communicate with 
employees, new 
management & 
stakeholders

Presenter
Presentation Notes
Management reviews and incorporates lessons learned from the briefing book to communicate with employees, new management, and the organization’s stakeholders.  The first step to effective communication is establishing an updated organizational vision, that employees can understand and buy into.



Engage - Build enthusiasm
 By delegating authority for tasks 
 Identify resources (internal and/or 

external)
 Build action plans and a champion for 

each
 Evaluate results
 Provide feedback

Presenter
Presentation Notes
Once the vision is established, management can build momentum by generating enthusiasm.  Employees that understand their roles and responsibilities by having the authority to accomplish significant tasks are motivated to accomplish organizational goals.  
Identifying benefits for employees and the organization as well as the pitfalls of failure can help improve efficiency.



Common Change 
Management Mistakes 

1. Not understanding the importance of 
people 

2. Not appreciating that people have 
different reactions to change 

3. Being less than candid 
5. Not "setting the stage" for change
6. Believing that change-communication 

was what employees heard or read 
7. Underestimating human potential

Presenter
Presentation Notes
Organizations don't change. People do -- or they don't. If staff don't trust leadership, don't share the organization's vision, don't buy into the reason for change, and aren't included in the planning -- there will be no successful change -- regardless of how brilliant the strategy.�
Some people are naturally more "change-adept. 

 Large-scale organizational change usually triggers emotional reactions -- denial, negativity, choice, tentative acceptance, commitment. Leadership can either facilitate this emotional process or ignore it -- at the peril of the transformation effort. 

Under the rationale of "protecting" people, change may presented with too positive a "spin." And the more the truth is "sugar-coated”, the wider the trust gap grew between management and the work force.�Lesson learned: Communicate openly and honestly 

5. All too often, change is announced in a vacuum, with little reason or rationale for what the organization is trying to accomplish and how this change fits into the agency vision 

6. People knew what they were losing, but didn't have a clear picture of what to expect in its place. This new compact is developed out of realistic expectations on both sides.





Closing
 Transition as an opportunity not a crisis

"When you’re finished changing, 
you’re finished.” - Benjamin Franklin

Presenter
Presentation Notes
As a manager and leader, you must view transition or change as an opportunity not a crisis. 




Resources
Fursman, Richard. How to Plan for Succession and Knowledge 

Transfer. Global Synergy Group, LLC 
www.lmc.org/media/document/1/transferringcriticalknowledge.pdf 

Gilmore, Thomas N. 1988. Making a Leadership Change: How 
Organizations and Leaders Can Handle Leadership 
Transitions Successfully. Josey-Bass Inc.

Kinsey Goman, Carol.  The Biggest Mistakes in Managing 
Change. 2000. Innovative Leader, v. 9(12). 

Sloan, Madison, and Bernadette Wright. 2010. Leadership 
Transition and Succession Planning. 
www.adrc-tae.org/tiki-download_file.php?fileId=29035 

Workforce Planning for WI State Government – Succession Planning. 
http://workforceplanning.wi.gov/category.asp?linkcatid=1510&linkid=17 
&locid=14
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