Strategies for Overcoming
Resistance to Change
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Presenter
Presentation Notes
My name is Dr. Drumm McNaughton, CEO of The Change Leader.  We are a management consultancy that creates financially sustainable higher ed institutions without sacrificing their history, goals and values. 

Our session today focuses on helping institutions overcome resistance to change through holistic approaches to planning, alignment, and attunement, all of which lead to improved enrollment and financial performance.  

The American Quality Foundation, in conjunction with Ernst and Young, published a study in which they looked at 945 management practices over 580 organizations in the US, Japan, Canada, and Japan, and the best practices metrics that they used were market performance, operations (productivity), and financial performance.  

What they found was there were only three universally beneficial practices that had a significant impact on the metrics regardless of starting position (state of the company)
Strategic planning with good implementation practices
Business process improvement IF they are focused on customer
Continuous broadening of breadth and depth of leadership and management practices




Does this sound like your institution?

* Enrollments are down or trending down

* Revenues do not meet current expenses

* “Borrowing” from the endowment (or no endowment)

* No institutional strategic plan, not followed/ updated

* No academic strategic plan/ not aligned w institution SP

» Faculty actions do not relate to the current environment

* Faculty think they should have a (greater) say in
everything and/or are obstructing needed change

THE CHANGE
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These are all symptoms of not being in alignment – even if off a few degrees, it can cost $$$





TCL 2017 Survey - Business
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The 2018 survey tells a similar tale but with a changing emphasis:
Student retention – 3.92
Increasing reliance on tuition – 3.83
Decreasing enrollment – 3.58
Diversification of revenues – 3.50
Decreasing/stagnant revenues – 3.42
Affordability of education – 3.33
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What we’re going to do today is show you a new way of thinking about change in higher education, and hopefully you’ll be able to put these into action in the near future.


Implementing Change
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80% of all change efforts fail to get the results that are promised / expected


Why change fails

1. Allowing too much complacency

N

Failing to create a sutficiently powerful guiding
coalition

Underestimating the power of vision
Under communicating the vision
Permitting obstacles to block the new vision
Failing to create short-term wins

Declaring victory too soon

® N o Ul W

. Neglecting to anchor changes firmly in the new
culture
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Myths of change

* Change follows orderly, rational processes
* Someone else has figured it out

* Once we get through this change, it will be
“smooth sailing”

* We don’t need a plan to make change happen
* People will follow because I say it needs to

happen
 WIIFM around change

THE CHANGE
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“Most organizations don't fail for lack of
talent or strategic vision. They fail for lack of
execution - the routine ‘blocking and tackling’
that great companies consistently do well and
strive to do better.”

- 'TT Rodgers

No Excuses Management

THE CHANGE
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Successful implementation and enterprise-wide change requires:

A change management / implementation plan
Alignment of strategies, structures, and processes 
Attunement with people – a shared vision

“Effective change takes 2-5 years even with concentrated and continual actions.”
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What happens when the road gets cloudy?  What happens when this happens at work with your change process?  


TCL's holistic management system

C InruT D rrOCESSES A OUTCOMES

“STRATEGIC CHANGE MANAGEMENT”

8. PLANTO |9, STRATEGY IMPLEMENTATION 10. ANNUAL STRATEGIC REVIEW
IMPLEMENT  [(AND ENTERPRISE-WIDE CHANGE) (AND UPDATE)

7. ANNUAL PLANS/
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ATTUNEMENT
PROCESS
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6. THREE-YEAR
BUSINESS PLANS
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Where are you going?

Plans are nothing.
Planning is everything.

— Dwight D. Eisenhower
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Beware of the SPOTS syndrome:
Strategic Plan On Top Shelf...gathering dust
Skeptics are our best friends
—Steve Haines



Kotter's 8 step change process

1. Establish a sense of urgency
* Allowing too much complacency
2. Create a guiding coalition
 Failing to create a sufficiently powerful guiding coalition
3. Developing a vision and strategy
* Underestimating the power of vision and stakeholder alignment
4.  Communicating the change vision
* Under communicating the vision
5. Empowering employees for broad-based action
*  Permitting obstacles to block the vision
6. Generating short-term wins
 Failing to create or celebrate short-term wins
7. Consolidating gains and producing more change
* Declaring victory too soon
8. Anchoring new approaches in the culture

* Neglecting to anchor the changes firmly into the culture

THE CHANGE
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Org change 101

Stage 3
Refreezing:
Stabilization at
new level
Stage 2 (Unconscious)
Change:
Moving to new
level
Stage 1 (Conscious)
Unfreezing:
Creating
motivation to
change Critical Point:

Frozen:
Unaware of
need to change
(Unconscious)

Copyright © 2019 The Change Leader

(Conscious) Support needed if

new behaviors are
to continue
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The phases of change

Achieving
Your
Goals

Awareness

&
<
#0: Pre-Planning &

(Get Ready)

#5 Climb the Learning Curve

%
N #5 Rebuilding
) (Feedback/Follow-up/Culture Change

OQ
® #1 Shock/Denial

#1 Kickoff
(Communicate Changes)

W
&
&
&
&
S

#2 Depression /

#4 Reestablish Direction/Systems
Anger

(Begin Future Planning)

#4 Hope/Adjustment

#3 “Hang-In" Point
#2 Reorganize People Persevere

(Deal with Loss)

#3 New Team Start-up
(Reorganize Work Responsibilities)
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Change is, first and foremost, a psychological process, which makes implementing change in organizations challenging at best.

Three types of change: incremental, transformational and revolutionary.  Academics generally embrace only incremental change




The rollercoaster of change

Achieving
Your
Goals
Current
State

Ending . #4 Hope
“New Beginning”

#1 Feelings: « Participating in the new vision
» Shock #1 Shock/Denial #5 Rebuilding . En_ergy Infusions
* Anger * Reinforcement
» Depression * Quick wins
o Anxiety  Celebrate successes

#2 Depression /

Anger #4 Hope/Adjustment

#3 Acceptance

» Presenting the new vision and plans

* Clarifying and communicating
purpose and roles

 Strengthen Intergroup connections

» Set up Transition structure and team

* Review policies and procedures

#3 “Hang-In” Point  Brainstorming and experimenting

Persevere  Setting up rewards - WIIFM

#2 Acknowledge Feelings:
e Listening

« Empathizing

¢ Explaining Reasons for Change
¢ Key Phrase as Rallying Cry

“Neutral Zone”
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Five stages of grief (Kubler-Ross)
Shock
Anger
Reflection
Acceptance
Hope

Bridges - Transitions
Ending
Neutral Zone
New Beginning


Making change stick

» Change structures
* HRinitiatives
* Metrics and values
* Performance evaluations
* Celebrating and building on small wins
» People support what they help create
» Leadership and psychology of change

THE CHANGE
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Change structures

Visionary leadership — CEO / Senior Executives with Personal Leadership Plans

* Repetitive stump speeches and reinforcement

 Ensures fit / integration of all parts & people towards the same vision / values
Executive Committee

* Weekly meetings and attention

* Ensure follow-up on top 15-25 priority yearly actions from the strategic plan
Change Leadership Steering Committee —replaces or is the Strategic Planning Team

 Bi-monthly/quarterly follow-up meetings to track, adjust and refine everything

* Ensures follow-through via a yearly comprehensive map of implementation
Program Management Office

* Ensures fit, support and integration of project with your strategic plan

* Manages enterprise-wide change with multiple projects
Internal Support Cadre (Project team)

* Day-to-day coordination of implementation process

* Ensure the change structures & processes don't lose out to day-to-day

THE CHANGE
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Resistance to change

S paTTERNS

STRUCTURES

MENTAL MODELS
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90 % Below
the Surface
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Three major types of resistance to change
People / mental models / psychological
Structures, e.g., org structure, policies, etc.
Business processes


People choose to change (or not to
change) based on their mental models
and the trust they have in their
leadership.

THE CHANGE
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Old way of implementing change – the three D’s of implementation / change
Decide
Deliver
Defend



—They don’t getit. ..
—They don't like it . . .
—They don’t like you . . .

THE CHANGE
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Regardless of whether the change is justified in economic or technological terms, changes succeed or fail on the basis of whether the people change. 
Culture. Examples of HP / Compaq



Planning + Attunement = Shared Vision

Attunement

Benefits of Strategic Planning with Attunement:
v'  Gets everyone on the same page v" Reduces resistance to change

v Identifies and prioritizes initiatives v Improves resource allocation and budgeting

THE CHANGE
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Story of 9th AF Wing


Stakeholder attunement isn't easy

How do we get the best answers?
* Creativity comes from:
* intense dialogue / thought

* time to get away and reflection —working in your business / job
vs. on your job / business

* asecond or even third intense dialogue
* in the Stakeholder Attunement Process session
* in the next planning meeting
» Test assumptions using the SAP is critical for:
» improving quality of answers to current / future challenges
» understanding what is truly going on in the business / university
* developing "buy in” and commitment to the answer

* reducing resistance to change

THE CHANGE
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Story of AF Wing.



Sustaining the Change
(Lead, Follow, or Get Out of the Way)
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I3 YOUR } ("1 cAN'T DO
PROJECT) | A pLAN
PLAN ONTIL YOU
DONE? TELL ME THE

STRATEGY.

54k

MY STRATEGY 15
TO MAKE YOU DO
A PLAN.

7{”"19 @ 1998 United Faature Syndiesle, Inc.

SOMETIMES THE
LEADERSHIP JUST
RADIATES FROM
MY BO0DY.
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Leadership is the art of mobilizing others to
want to struggle for shared aspirations.

— Jim Kouzes and Barry Posner
The Leadership Challenge, 3™ ed.
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If change is not connected to a higher purpose
Why should we invest ourselves?

People commit to causes . . . not plans

THE CHANGE
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Everybody is a
genius. But if you
judge a fish on its
ability to elimb a

tree, 1t will live 1ts
whole life believing
that it is stupid.

-Albert Einstein
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HR aspects of change


Putting it All Together
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This is what it takes to put together a holistic strategic management system



. . . @
Three requirements for creating vibrant

higher education institutions

1. Holistic thinking — Leadership must focus on the big picture,
develop strategies for attaining the future, and measure outcomes

2. Alignment - Institutions’ strategies, structures, and process must
work together in sync

3. Stakeholder attunement — People support what they help create.
Everyone wants a say in things that will affect them BEFORE the
decision is made

LEADERSHIP IS CRITICAL FOR EVERYTHING!

THE CHANGE
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TCL's holistic management system

1. Charting the course — Developing strategic and annual plans (and
documents)

2. Implementing the changes — Successful implementation of
programs and enterprise-wide change

3. Sustaining the progress - Building and sustaining high
performance year after year is all about leadership

THE RESULTS:

Superior results and sustained excellence

THE CHANGE
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Holistic university management

Change Structures
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Five strategic questions
Where do we want to be? (i.e., what are our ends, outcomes, purposes, goals, holistic vision)
How will we know when we get there? (i.e., what are the customers‘ needs and wants in a quantifiable feedback system)
Where are we now? (i.e., what are today's issues and problems)
How do we get there? (i.e., how do we close the gap from C to A in a complete holistic way) and ongoing
What will / may change in our environment in the future?



TCL's holistic management system

C InruT D rrOCESSES A OUTCOMES

“STRATEGIC CHANGE MANAGEMENT”

8. PLANTO |9, STRATEGY IMPLEMENTATION 10. ANNUAL STRATEGIC REVIEW
IMPLEMENT  [(AND ENTERPRISE-WIDE CHANGE) (AND UPDATE)

7. ANNUAL PLANS/

STRATEGIC BUDGETS FUTURE

ENV. SCAN

STAKEHOLDER 2. IDEAL

ATTUNEMENT
PROCESS

FUTURE VISION

6. THREE-YEAR
BUSINESS PLANS

@ EACH STEP
5. STATEGY :]\‘/ZgIS(I)(I)VN
DEVELOPMENT «CORE VALUES
o ALIGNMENT OF DELIVERY « POSITIONING
o ATTUNEMENT OF PEOPLE B FEEDBACK eRALLY CRY

4. CURRENT STATE
ASSESSMENT
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Five strategic questions
Where do we want to be? (i.e., what are our ends, outcomes, purposes, goals, holistic vision)
How will we know when we get there? (i.e., what are the customers‘ needs and wants in a quantifiable feedback system)
Where are we now? (i.e., what are today's issues and problems)
How do we get there? (i.e., how do we close the gap from C to A in a complete holistic way) and ongoing
What will / may change in our environment in the future?



University strategic management process

Board of Trustees Corporate

Retreat & Meeting

INITIAL PLANNING FOR YEAR

» Case for New Initiatives

» Economic / Competitive
environment scanning

* Year 1 Targets (metrics)

* Role Model Presentations

First Quarter

Intense
Energizing

of Possible New
Initiatives and
Programs
Across
Institution

¢ Re-Launch of Current Initiatives

January

December

Executive Committee and

Cabinet

» Board Agenda

¢ Individual program initiative
highlights

* Initial plans for new year

* HIPO recommendations

February

November

Operating Plans

Presented:

Academic and Business

Leaders

* Results of program and
initiatives reviews

» Business unit results
against operating plans

» Economic / Competitive
environment scanning

Fourth Quarter

Copyright © 2019 The Change Leader

Executive Committee and
Cabinet Retreat

Business and Senior

Academic Leaders

« Early Learning?

» Faculty and Student Reaction?
« Initiative Resources Sufficient?
* HIPO Recommendations

March

October

Board of Trustees Meeting

» Next-Year Operating Plan
Focus

* Role Models Present Initiative
Successes

* HIPO Recommendations

» All business and academic
dialogues: What have we
learned?

Second Quarter

Anonymous Online Finalize Strategic and

Student Survey: Academic Plans:

» Economic / Competitive Business and Academic
environment scanning  Leaders and Staffs

* Are we heading inthe < Level of commitment/
right directions? quality of talent

» Do students feel it? - Differentiation (20% /
« Sufficient resources to 70% / 10%)
execute? * Resource planning -
» Messages clear & Promote / Reward /
credible? Remove
April | May |
September August
Executive Committee and Informal Idea

Exchanges at
Academic and
Businesses for
next year

Cabinet

* HIPO Recommendations

e Clear Role Models
Identified

¢ Outside Institutions Best
Practices presented

« Initiative Best Practices (All
unities)

» Stakeholder Impact of
Initiatives

Board of Trustees Meeting

* Approve plan for next year
* Initiative Best Practices

* Level of commitment/

* Review Initiative Leadership
» Stakeholder Impact

* HIPO Recommendations

June

July

Executive Committee and

Cabinet — 1-3-Year Strategy

« Economic / Competitive
environment scanning

» General Financial Outlook

« Initiatives Update/ Strategy

« Stakeholder Impact

« Initiative Resource
requirements

Third Quarter

THE CHANGE
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What are the key things that each institution must do every year? 
Enrollment management
New curricula / delivery systems
Environmental scanning
New terms begin
Strategic planning
Budget planning
Resource planning
Leadership capacity and succession
Conferences and training





Strategic management systems

Proactive (C)

Where is your institution today?

[10. 215t century
Holistic Mgmt.

Values

6. Annual Retreats

5. 3-Year $ Forecasts

Reactive (A)

4. Annual Planning

3. Financial Objectives

2. Budgets

1. Survival

Copyright © 2019 The Change Leader

7. Vision-Mission-

Systems
9. Strategic
Planning
8. Bus. Unit
Plans
THE CHANGE
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Questions?



Thank you for your participation

Drumm McNaughton, PhD
The Change Leader, Inc.
(505) 369-1159 (O)

(760) 740-0200 (M)
drumm@thechangeleader.com
http://thechangeleader.com
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