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I would like to talk today about dealing with the emotional transition to change.  This is the gradual psychological process through which individuals and groups re-orient themselves so that they can function and find meaning in a changed situation.  Change signals a beginning, but transition must signal an ending-that is people letting go of old attitudes and behaviors.

· Organizations do not change until the beliefs and behaviors of the people within change.
To be successful a leader must be sensitive to emotional transition management.  Unfortunately most leaders are so preoccupied with the content of the change that they plan and manage the technical and staffing aspects of a change with great care, but do not foresee or know what to do with the psychological effects of change on people.  This makes them unprepared when the changes disorient people and leave them demoralized, self absorbed, and full of mistrust.  Leaders fail when they do not take the time to create productive anxiety and an appetite for change.  They must help people feel hopeful for the future and eager to contribute to it.

There are 3 essential elements for successful change:

· Vision and Strategy-a passionate belief in where you’re going and how you are going to get there

· Communication-sharing of vision and implementation strategy

· Sensitivity to the emotional and behavior issues inherent during change, and willingness to address them

I am going to only briefly address the first 2 of these elements and focus the remainder of this presentation on the last element.

Leaders must be involved in the vision and strategy element and must thoroughly understand the reasoning behind the change to inspire the organization and convince those they lead of the wisdom of the change. Lack of alignment with the vision and strategy is the most common cause of failure for major change efforts.  Feelings are contagious.  If a leader does not show passion, conviction and commitment to the vision and strategy it will be impossible to inspire acceptance in the people they lead.  The effects of lack of leader alignment can have a disastrous effect on the organization.  People they lead will quickly break into factions and subgroups and align themselves behind leaders that are less aligned with the vision and strategy and therefore with the proposed change.

The next essential element for successful change is the sharing of the vision and the implementation strategy.  This sharing-or communication- of the vision and implementation strategy behind a change is critical to get others to see and do things differently. Leaders must be transparent in their thinking and actions when communicating the vision and implementation strategy.

·  “I never give them hell.  I just tell the truth and they think its hell.”  

Harry S. Truman

In all due respect to President Truman there are more “sensitive” ways for leaders to communicate a change vision and implementation strategy to animate the new organization and make it work.

· Help people understand the change-people need to understand what went into the change decision, what alternatives were considered, and what trade offs were made.  While the full picture of the change may not be visible initially, it can be added to, in much more detail, as the change continues to roll out.

· Explain how it will work-change implementation usually unfolds in a reasonably predictable and manageable series of phases. Take the time to describe each phase and the effect on each part of your organization.

· Motivate them to participate in fleshing it out-many of the people you lead have the resources, the knowledge and the political clout to make the change successful.  Provide these people with the opportunity to participate in the implementation of the change.  This will not only confer their ownership in the change, but will allow them to explore new possibilities that may have beneficial results for both them and the change effort.
The last, and most important, essential element for a successful change is a sensitivity to the emotional and behavorial issues inherent during a change and the willingness to address them.  The success of a change initiative is often threatened by the effects of the changes on the people that must carry them out.  A normal first reaction to change for all of us is to resist it.  People get use to performing tasks and processes a certain way.  This comfort provides them with the security that they are masters of their environment.  Among other things they fear that change could disrupt their lives by making them look like a fool by not being able to adapt and learn, make their job harder, sense a loss of control.  There are five emotional transition steps that accompany change:

· Denial-this can’t be happening to me

· Anger-at others for what they are putting me through

· Bargaining-what can we do to make everyone happy

· Depression-is all this worth it?  Why me?

· Acceptance- reality sets in

A leader must recognize that these behavorial and emotional aspects must be addressed as thoroughly as the operational issues for a successful change.  Too often leaders prefer to ignore the people issues altogether.  This is often done at the expense of a budding career.  

So what can a leader do to manage the emotional transition that accompanies change.  Let me give you a few options.

· Create a healthy dissatisfaction with current conditions-people who experience a healthy dissatisfaction with the status quo will find the change exciting and welcome

· Provide basic skill building to prepare people for the change
· Provide feedback and venting opportunities
· Communication. Communication. Communication.-absolutely necessary to keep talking to track changes and ensure that everyone knows what each other is doing so the change stays coordinated and people receive mutual reinforcing.

· Broaden the Involvement-translate overall change into what it means to people’s specific tasks.  Many people will not buy into the change until they know how they are impacted.

· Make everyone a hero-remember to recognize, reward and celebrate accomplishments through out the change.  Probably one of a leader’s most underutilized tools.  Recognition brings the change to its logical conclusion and it motivates people to accept change again.  Change is an ongoing issue and you can’t afford to lose the talents, skills or energies of those who can help make it happen.

Doing all the above doesn’t mean the leader’s work is done.  The change will take continuous monitoring and nurturing to be completely successful.  Throughout the change process the leader must:

· Maintain focus on seeing change to fruition

· Keep listening to and communicating with the rest of the organization

· Recruit new people with fresh perspectives

· Leverage champions and change advocates

· Continuously provide feedback

· Acknowledge and address setbacks

To successfully manage change must manage emotional transition to change.  If leaders don’t take into account the emotional transition of their employees to the change all the operational and system changes in the world won’t be enough to guarantee success.

· It’s not the size of the change that determines its acceptance, support and success.  It’s the size of the LEADER.
