
The Change Process 
 

The process of change is a complex one. Change can be chaotic and 
unpredictable. This module explores the key features of the change process 
itself, and provides tools to help analyse that process. It also considers the 
key resources needed when implementing change. 

This deeper dive covers: 

The Human 'Transition' Process 
The Change Process 
Tools to Analyse the Process 
Identifying and Prioritising Change 
Analysing the Resources Required for Change 
Summary 
Tools and Techniques for Planning 
Further Reading 
Appendix - Change Process Tools 

 
There are many reasons why people avoid change. Change is threatening. It means 
doing things differently, perhaps in ways that an individual will not be able to master. 
Change is difficult. It is always easier to continue doing things the same comfortable 
way rather than trying something new. Change is risky. If the new methods don't 
work, or if people lose sight of immediate needs while trying to master them, near-
term performance may suffer, perhaps disastrously. Change is often illusory. Too 
many organisations have grown cynical as senior management announces yet 
another change that will fall by the wayside three or four months later when some 
new issue diverts attention elsewhere.' 
John Hagel of McKinsey & Co. 
  
We can consider change in terms of three main elements: 

• the context in which it takes place (e.g. organisational, internal, external 
environments) 

• the content or substance of the change (e.g. procedures, technology, 
structure) 

• the process of change itself. 

This module focuses on the third element: the process of change itself.  
 
Traditionally the process of change has been described as a series of discrete 
stages which follow on in a linear progression. Kurt Lewin summarised the process 
in the following way: 
 
'People become frozen into a situation, before one can move to a new situation it is 
necessary to 'unfreeze' the current situation, allow the change process to occur and 
then 're-freeze' into a new configuration as dictated by the new situation.' 



 
This can be represented diagrammatically: 
  

 
 
It is the time between 'unfreezing' and 're-freezing' that people find uncomfortable. 
We cannot be sure that the new situation will be exactly as we planned. This 
uncertainty can give rise to a desire to return to the old state of affairs, however 
imperfect. 
 
A simple example could be an employee about to move offices, say from her own 
office to a shared one. This may be a planned change, where the employee is aware 
of the advantages the change may bring. When she moves she will need to 
'unfreeze' from her previous situation, go through the unsettled change process 
involved in adapting to her new location, and then eventually 're-freeze' into the new 
situation. Her actual situation may be as she planned it, or may not - for example, 
more advantages may become apparent. 
 
This simple example illustrates two types of change: a mechanical change 
(relocating office) which is reversible, and a transition of the person (through the 
'unfrozen' stage) which is less easy to reverse and in some circumstances may be 
irreversible. 
 
 
 
The human aspects of the change process, or transitions, are 
accepted as the most difficult with which to deal. 
 
Another way to illustrate people's reaction to change is to consider the 
phases that we all go through during any change process. 
 
The generic model below shows the phases that we all go through during 
any change process. The challenge for any change project is for everyone 
involved to understand and accept these reactions as normal, anticipate 
them, listen out for them and to help both individuals and the organisation 
move through the cycle as quickly as possible to minimise wasted time and 



energy. 
 

 

Leading change expert William (Bill) Bridges suggests that it is 'Transition, 
not Change, that does people in'. Change is merely a shift situation i.e. a 
new office or new boss etc. whereas Transition is the psychological 
process that people go through in response to change and as such is the 
one that requires special attention. 
The following table shows the subtle but fundamental differences between 
changes and transitions: 

 

Bill Bridges suggests that transitions have 3 phases each of which requires 
understanding and careful managing. These are shown here: 



 

As supervisors and individuals there are some practical things that we can 
do to help both our staff and ourselves move through these transition 
phases, these include: 
 
Helping People Let Go: 

• Identify and recognise the importance of who is losing what 
• Don't be surprised by over-reaction 
• Compensate for the losses 
• Give people information and do so again and again 
• Clearly define what is over and what isn't 
• Mark the endings 
• Treat people with respect 
• Let people take a piece of the old away with them 
• Show how endings ensure continuity with what matters in the future 

Helping People Through the Neutral Zone: 
This is probably the greatest challenge for us all, remember Moses in the 
wilderness for 40 years! Bill Bridges suggests that the key methods to 
assist people through the Neutral Zone are all about communications: 
 
The two Cs: 

• Communication to maintain Connection 
• Communication to show Concern 

The four Ps: 

• Communication of the Purpose 
• Communication of the Picture 



• Communication of the Plan 
• Communication of the Part we all play 

It follows that if we are to successfully manage transitions we must all be 
aware of these communication requirements and develop skills in applying 
them. 
 
Moving a team through the change process involves taking them from their 
present position, through a transitional state of change to achieving the 
final objective.  
 
The change management process can be described as the process of 
getting from A to B. 'A' is where the change starts (where you are now) and 
'B' is where you want to be when the change has been achieved. 
 
This change management process can be described in the following 
idealised step by step process: 

1. Identify the problem or opportunity for change. 
2. Receive or gather information about the problem or opportunity. 
3. Gather information and ideas about the change. 
4. Clarify what the change needs to be and define your objectives. 
5. Create a clear plan on how to achieve your objectives. 
6. Identify any potential blockages or resistance to the change. 
7. Modify your plan if necessary. 
8. Decide how and when you will present the change to your team. 
9. Decide how you will gain commitment to this change. 
10. Agree on who will implement the plan and how and when it will be 
implemented. 
11. Implement the change. 
12. Manage blockages, resistance, transitions and any other problems that 
arise. 
13. Achieve the change. 
14. Assess and evaluate the consequences of the change. 
15. Learn from the change. 

But in reality the change process may not run smoothly from A to B. The 
timescales may be too short. Resistance to change may arise at any time, 
or transitions are not made and hinder progress. The plan may need to be 
reinforced and discussed again with the team. Therefore, some of the 
phases may overlap each other, or need modifying. 
 
It can be useful to think of the change process as a sequence of specific 
stages. But the process is rarely so simple. Current models emphasise 
that, rather than being a straightforward progression of clearly defined 



stages, the change process is multi-variate and complex, often with 
multiple agendas (some political) driving compound changes. 
 
Most of us need to deal with a variety of changes happening all at the same 
time. A major change (such as a relocation project) might have a defined 
start and completion date. More often there will be less of a clear boundary 
to the change process itself. Many small changes and transitions may need 
to be managed as part of the normal workload, rather than as an 
exceptional 'event' to be dealt with. 
 
Change can therefore be an integral part of an operation - more an untidy, 
iterative process than a rational, linear one. In order to actively manage this 
situation, rather than be overwhelmed by it, both the individuals involved 
and the organisation itself need to be continually learning and adapting. 
 
Diagrammatically, it might help to illustrate this approach as a spiral of 
change suggesting a continual process, rather than as a straight linear 
progression. 

 

 
The Change Process  

Change is open and dynamic. It is continually responding to different 
pressures and agendas, and at the same time creating new ones. 
 
Change can be complicated and messy - what can be done to make sense 
of it? One way of bringing structure to change programmes is to identify the 
main phases involved. Although this doesn't necessarily reflect the way the 
change actually unfolds in practice, it can be a useful aid to planning for 



and managing change. We can identify four main phases: 
 

• diagnostic 
• planning 
• implementation 
• evaluation. 

Each phase involves a range of activities where tools can be applied to 
deal with questions and issues: 
 
Phase 1 - Diagnostic 
Diagnostic or Measuring the Gap between where you are now, 'A', and 
where you want to be, 'B'. 

You need to identify what change is necessary. 
 
You need to know why the change is necessary. 
 
You need to analyse how the change will fit into the existing culture and 
organisation structure. 
 
You need to be able to envision what you are changing to. 
 
You need to be sure the vision can be shared by others in order to ensure 
success. 
You need to identify the focus of the change. 

Activities: 
visioning, analysis of strengths, weaknesses, opportunities and threats, 
environmental scanning, readiness for change analysis, problem definition, 
generating solutions, choosing strategies and solutions 

Phase 2 - Planning 
You need to know whether the change is strategic, operational or both. 

You need to know how the achievement of the vision can be demonstrated 
and focus on its achievement in your plan. 
 
You need clear data on how the change fits into the existing culture and 
organisation structure, systems and processes. 
 
You need to know what stage the change process is at. 
 
You need clear data on who are the key groups and what is their level of 



readiness. 
 
You need to consider timescales, decide priorities, identify inter-
dependencies, consider contingencies and build the plan. 

Activities: 
targeting or goal setting, 'readiness' analysis, force field analysis, resource 
analysis, action planning 

Phase 3 - Implementation 
You need to assign responsibilities. 

You need to communicate and co-ordinate the plan of action and define the 
desired outcome i.e. 'B'. 
 
You need to establish any inter-relationships. 
 
You need to check and ensure understanding. 
 
You need to identify barriers to achieving the desired outcome 'B'. 
 
You need to set up milestones and monitor and review progress against 
the plan. 

Activities: 
roll-out, project delivery, modification as required. 

Phase 4 - Evaluation 

You need to know how the desired outcome 'B' is described - what it looks 
like. 
 
You need to assess current achievement against the description of the 
desired outcome. 
 
You need to establish what needs to be done and when if current 
achievement falls short of the desired outcome. 
 
You need to specify actions to close the gap between current achievement 
and the desired outcome. 

Activities: 
review, assess, revise, return to diagnostic phase, and re-launch if 
necessary 



Before starting to implement change, it's important to have a clear picture 
in your mind of:  

• the objectives 
• a plan 
• how the various elements of the change may progress 
• what effect blockages may have 
• which parts may go smoothly and  
• which parts may need your intervention. 

 
 
Tools to Analyse the Process  
 
Tools can be very helpful at all stages of the project. Tools for analysis, planning, 
problem solving, team building, conflict resolution, etc. can be applied at appropriate 
phases of the change process to achieve transition to the next phase. There are 
useful tools to help in the analysis of the change process. A number of them are 
reviewed below. More detail of their use is given in the Appendix to this module: 

• Tool (1) - Force Field Analysis 
• Tool (2) - Readiness for Change Analysis 
• Tool (3) - Problem Definition Sheet 
• Tool (4) - Cause and Effect Diagram. 

Tool (1) - Force Field Analysis 
The force field analysis approach was developed by Kurt Lewin. It is based 
on the idea that within an organisation or a group there are two forces 
directing change: 
 

Driving forces 
 

Restraining forces. 
 
These two forces oppose each other and can create a force field.  
 
The 'driving forces' are those that push for change (e.g. interested parties 
imposing new goals, strategies and work practices). You will also be a 
driving force seeking and developing change initiatives, as well as driving 
through imposed changes. 
 
Opposing forces are 'restraining' forces. These may take the form of logical 
or illogical responses. An example might be employees who resist change 
for both reasonable and unreasonable motives, such as loss of income, or 
a dislike of a new way of working. 
The diagram below illustrates the model: 



 
  
Tool (2) - 'Readiness for Change' Analysis 
This approach establishes the degree to which the organisation is in fact 
ready for change. There are many factors to consider when rating an 
organisation's 'readiness'. By asking a series of questions relating to key 
issues, you can get a clearer idea of your organisation's position. This can 
be a valuable tool in diagnostic and planning activities. 
 
Tool (3) - Problem Definition Sheet 
Helps you identify the gap between 'A' and 'B' and define the desired 
outcome at 'B'. 
 
What is it? 
A Problem Definition Sheet is a means of providing a clear statement of a 
problem (change opportunity), its aims and objectives that are required to 
overcome the problem. It includes an assessment of costs and benefits, 
and likely timescales for implementation. 
 
It defines the gap between 'A' the current situation and 'B' the desired 
situation and identifies the opportunity (gain or benefit) from the difference. 
 
Tool (4) - Cause and Effect Analysis 
Cause and effect analysis is a technique for identifying the possible causes 
which may affect (or are affecting) a project. Problems and their effects can 
often appear huge, unmanageable and not solvable. One way of breaking 
down major problems is to explore some of the possible causes using the 
Cause and Effect diagram. 

 

Identifying and Prioritising Change  

Not only will you have change imposed upon you, but you will also be in a 
position to propose and create change on your own initiative and 
encourage this in your team. Almost every day presents opportunities for 
change. You will often find yourself in the position of selecting and 



prioritising opportunities for improving services and systems.  
 
Before deciding whether or not to make a change, you might need the 
answers to questions such as the following: 

• Do I have enough information on which to base my decision? 
• Is it in line with the organisation's and department's objectives? 
• Is it a crisis situation? 
• Will it improve the effectiveness of the team? 
• Have we got the resources to make the change? 
• Will the change be cost-effective? 
• How important is the change in relation to others? 
• How will the change impact on others, including both internal and 

external customers? 
• What support is there from others within the organisation? 

There are clearly many issues to be considered when deciding whether to 
implement change or not.  
 
To achieve change we must first recognise that change is desirable and 
feasible. We must get people to recognise that changes are needed. 
 
There are four elements which are seen as essential pre-requisites for 
effective change: 

 
 
Not every opportunity for change can be taken, so choosing which changes 
can be implemented is important. You will need to prioritise your options for 



change. 
 
When prioritising, you will need to resolve four factors: 

• What will happen if I don't?  
• What will happen if I do? 
• What will the effect be on the team/department and others? 
• What resources will I need? 

Tools to help you through the analysis of these four factors are to be found 
in the Appendix to this module: 

• Tools (5.1) to (5.4). 

Tool (6) - Pareto Analysis 
Pareto Analysis is a technique to help you prioritise attention on the most 
beneficial opportunities for change. It helps provide focus when considering 
a number of opportunities for change. It helps you choose the vital few from 
the many. A detailed description of Pareto Analysis is to be found in the 
Appendix to this module. 
 
 
 
Analysing the Resources for Change 

 

 
Resources needed for changes are frequently underestimated. It is 
not only tangible resources which are required but also intangible 
ones. Resources analysis provides a framework to identify the 
resources available or needed to implement the change. The list can 
be subdivided into five key areas:  

• products and services 
• people 
• finance 
• marketing and sales 
• facilities. 

These few examples illustrate some tangible and intangible resources 
which may be required. More detailed examples together with a Resource 
Analysis tool can be found in the Appendix to this module. Tool (7) - 
Resource Analysis Schedule. 
PRODUCTS and SERVICES 
Tangible Intangible 
Ready supply of materials Production flexibility 



 
PEOPLE 
Tangible Intangible 
Trained labour in long term 
employment Availability of skilled labour 

 
FINANCE 
Tangible Intangible 

Control systems 
Knowledge and skills of 
financial controller and 
accounts staff 

 
MARKETING AND SALES 
Tangible Intangible 
Distribution network Reputation for reliability 
 
FACILITIES 
Tangible Intangible 
Modern technology; 
equipment, machinery 

Efficient use of time and 
materials 

  
An analysis of resources highlights the strengths and weaknesses inherent 
in the organisation. It reveals how these strengths and weaknesses are 
likely to impact on the organisation's ability to drive change management 
programmes. 
 
An organisation may well have other resources which will benefit the 
process of change management. It may also be lacking in some resources 
which are needed, or would help, to introduce the changes. In this case 
some action will need to be taken to ensure that the impact of these 
constraints is minimised or overcome. 
  
Summary 

 

 
The change process is complex. Usually many compound changes 

occur at the same time.  
 
Change can be mechanistic and may be reversible e.g. change to an 

organisation structure. 
 
People affected by change need to go through a transition to the new 

state. Transitions are not easily reversed and need managing alongside the 



organisation change if the organisation change is to succeed. 
 

Good and frequent communications are vital to assisting people through 
transitions. 

 
The process can be structured by defining four main phases: 

• diagnostic 
• planning 
• implementation 
• evaluation 

The structure is a useful aid to planning for and managing change. 
 

Other tools which can help to analyse change include: 

• Tool (1) - Force Field Analysis (which identifies driving and resisting 
forces), and 

• Tool (2) - 'Readiness for Change' Analysis - an analysis of an 
organisation's readiness for change. 

• Tools (3.1) to (3.4) - Prioritising Change - Resolving Four Factors: 
• Tool (4) - Resource Analysis 

It is important to prioritise the changes you need to make, and to be 
aware of the resources you might need to implement change. 
  
Tools and Techniques for Planning 

 

 
You will also find these tools useful not only at the planning phase 
but also through the implementation and evaluation phases. The 
following tools are given in the Appendix to this module where they 
are reviewed in more detail. 
 
Tool (8) - Action Plans 
An action plan is an outline of who will do what, when, and how to achieve 
a specific objective. It indicates what needs to be done and identifies the 
action requirements, people involvement, resources needed and any 
special dependencies. 
 
Tool (9) - Contingency Plans 
A contingency plan is an outline of the what, who, when and how which 
need to be considered to ensure that any potential barriers to the 
successful implementation of the project are dealt with. 



 
A contingency plan enables you to identify 'what could go wrong' and take 
steps to deal with or avoid problems which may arise. 
 
Tool (10) - Critical Path Method 
Critical Path Method (CPM) is a technique for analysing the work to be 
done on a project and structuring each task into a logical sequence of work 
flow. 

 
 
Other Leadership Toolbox learning materials you may find useful are: 
MODULES 
Why Change? 
Implementing Change 
Managing Change 
 
SOUNDBITES 
Creating a Change Culture 
Why Change Fails 
Making Change Stick 
Managing Transition 
Corporate Entrepreneurship 
  
Further Reading 

 

 
W. Bridges, Managing Transitions: Making the Most of Change, Persus 
Press, 1991 
 
T. Eccles, Succeeding With Change: Implementing Action Driven 



Strategies, McGraw-Hill Book Company Limited Europe, 1994 
 
W.D. Hutton, The Change Agent's Handbook: A Survival Guide for Quality 
Improvement Champions, Wisconsin: ASQC Quality Press, 1994 
 
J.H. Jones, Making it Happen: Reflections on Leadership, London: Unwin 
Hyman, 1988 
 
J.H. Jones, Managing to Survive, London: Heinemann, 1994 

  
Appendix - Change Process Tools 

 

  
Tool (1) - Force Field Analysis 
The force field analysis approach was developed by Kurt Lewin. It is based 
on the idea that within an organisation or a group there are two forces 

directing change: 

Driving forces 
 
Restraining forces. 

 
These two forces oppose each other and can create a force field.  
 
The 'driving forces' are those that push for change (e.g. interested parties 
imposing new goals, strategies and work practices). You will also be a 
driving force seeking and developing change initiatives, as well as driving 
through imposed changes. 
 
Opposing forces are 'restraining' forces. These may take the form of logical 
or illogical responses. An example might be employees who resist change 
for both reasonable and unreasonable motives, such as loss of income, or 
a dislike of a new way of working. 
 
The diagram below illustrates the model: 



 
  
The stages in the analysis are: 
1. Define target situation - how will you know when the change has been 
successful? What will have been achieved? What will be in place that was 
not there before? Where a target situation is crisp and clear, 
implementation planning is easier. With a vague or ambiguous target, it's 
very difficult to know where to begin. 
 
2. List all forces - both drivers and resistors. Forces may include people, 
arguments 'for' and 'against' and circumstances. 
 
3. Evaluate the forces qualitatively and note any relationships between 
them. 
 
4. Represent diagrammatically - listing the forces on a scale of 1-5 in 
terms of their relative strengths. 
 
5. Look for ways to achieve increases in positive forces, reductions in 
negative forces and new positive forces. 
Any tool which can help to create some sort of order out of chaos is useful 
when managing the change process. Completing a force field analysis can 
help in a number of ways. It can be used: 

• to provide structure to a complex situation 
• to capture and expose issues for debate 
• to visibly identify consensus and disagreement 
• to help the interpersonal dynamics of the change analysis and 

planning process by forcing individuals to declare their positions on 
specific factors 

• to improve problem definition and the problem solving process at 
different stages of the planning and implementation process 

• as a basis for action planning. 

The limitations of this model include the fact that it: 



• does not work in all situations 
• depends on a clear, agreed target situation 
• is in practice an impressionistic and subjective tool, even though the 

analysis has the appearance of scientific rigour 
• does not point automatically or directly to action 
• can be confusing, when drivers are also resistors... 
• can confine critical and creative thinking within the framework. 

Tool (2) - 'Readiness for Change' Analysis 
This approach establishes the degree to which the organisation is in fact 
ready for change. There are many factors to consider when rating an 
organisation's 'readiness'. By asking a series of questions relating to key 
issues, you can get a clearer idea of your organisation's position. This can 
be a valuable tool in diagnostic and planning settings. 
 
Tony Eccles in 'Succeeding with Change: Implementing Action Driven 
Strategies' develops a 'readiness' analysis. The following checklist is an 
adapted list of questions to be asked. 
1. Have we a sponsor/champion? 
2. What dedicated group or team will drive this through? 
3. What are we trying to achieve? 
4. Where are we trying to get to? 
5. Why are we doing this? 
6. Is the logic clear? 
7. Are we together on this? 
8. Have people bought in to the plan? 
9. Is there enough trust and shared agreement? 
10. How much dare we spell out? 
11. Do we talk and listen to each other constructively? 
12. Do people understand? 
13. Are we ready and willing to lead? 
14. Do we help people to act responsibly? 
15. Is it clear who is to be responsible for what? 
16. Are we organised sensibly to pursue our goal? 
17. Do we reward commitment, success and meritorious failure? 
18. How shall we show that it works? 
19. How shall we gain momentum and enthusiasm? 
20. How can we best make speedy progress? 
21. How shall we treat any 'casualties'? 
22. Can we adapt and learn? 
23. How shall we manage contingencies? 
24. How resilient and flexible are we? 
Tool (3) - Problem Definition Sheet 
What is it? 
A Problem Definition Sheet is a means of providing a clear statement of a 



problem (change opportunity), its aims and objectives that are required to 
overcome the problem. It includes an assessment of costs and benefits, 
and likely timescales for implementation. 
 
It defines the gap between 'A' the current situation and 'B' the desired 
situation and identifies the opportunity (gain or benefit) from the difference. 
When to use it: 

• To define a potential area for improvement or change. 
• To define a problem or opportunity to be tackled. 

What does it Achieve? 
It prompts you to consider the reasons for undertaking a change initiative or 
project. It enables you to record those reasons in terms of: 

• A clear statement of the initiative or change required. 
• The potential gains to be derived from achieving change. 
• The likely cost and timescales for improvement. 
• The estimated savings and benefits. 
• The people who will be impacted by the change. 

Key Steps: 

• Define the current situation. 
• Define the desired situation. 
• State the opportunities. 

Typical Problem Definition Sheet: 
Current Situation Desired Situation Opportunity from Difference 
Simple definition of the current and desired situations X 
Quantification of the current and desired situations Potential gains 
Who, when, where, how long - details of the current and desired situations 
Likely timescale 
Cost of the current and desired situations Estimated savings and benefits 
 
Tool (4) - Cause and Effect Analysis 
What is it? 
Cause and effect analysis is a technique for identifying the possible causes 
which may affect (or are affecting) a project. A Cause and Effect diagram is 
a visually effective way of recording the possible causes as they are 
suggested or identified. 
 
When do I use it? 

• Defining a problem 



• Identifying possible data requirements 
• Identifying possible causes 
• Developing objectives for solutions 
• Narrowing down causes 

What does it achieve? 
One way of breaking down major problems is to explore some of the 
possible causes using the Cause and Effect diagram. The Cause and 
Effect diagram can be used to: 

• Assist both individual and group generate ideas 
• Record the ideas generated in a structure for easy analysis 
• Reveal undetected relationships 
• Investigate the origin of a problem 
• Call attention to important relationships 

Key Steps: 

• Name the problem or its effect 
• Draw 'fishbone' diagram 
• Identify major causes 
• Brainstorm for possible causes 
• Analyse and evaluate 

An example of a Cause and Effect Diagram is shown below. 
Cause and Effect Diagram: 



 
 
Tool (5) - Prioritising Change - Resolving Four Factors 
Not every opportunity for change can be taken, so choosing which changes 
can be implemented is crucial. You will need to prioritise your options for 
change. 
 
When prioritising, you need to resolve these four factors: 
 
Tool (5.1) - What if I don't? 
When deciding how to prioritise opportunities, it's useful to ask what will 
happen if you don't implement the change. For example, your answers 
could be: 

• Nothing will really happen. 
• We will not be complying with legislation or the organisation's policies 

or procedures. 
• Important work will not be carried out effectively. 
• Customers will not receive such a good service. 
• Costs will escalate and affect the ability of the department to deliver 

the level of services required. 



Tool (5.2) - What if I do? 
Conversely, asking yourself what will happen if you do implement a 
change, will help you focus on your aims and objectives. It will help to 
identify how your success can be measured. Your answers could be: 

• Costs will be reduced by x%. 
• A wider range of services will be feasible. 
• The time it takes to complete a particular task will halve. 
• My team will operate more effectively. 

Tool (5.3) - How will the change affect the team/departments and 
others? 
As a member of the department, what effect will the change have on you 
and your workload? If the change is a major one, look at your own time 
management and how you can re-prioritise your own workload. Will you 
need to delegate any tasks? How much time can you devote to driving the 
change forward? 
 
You also need to consider the impact it will have on the team. Some key 
factors to consider are: 

• If the need for change is great, how quickly can the team implement 
the change? 

• How will it affect their current workload, tasks and responsibilities? 
• Will it involve all, some or just a few members of the team? 
• How much of their time will be devoted to this change? 
• Does the team have the necessary skills to implement this change? 
• What resources will the team need? 
• What will their reaction be? 

Tool (5.4) - What resources are necessary? 
In terms of resources (which may include people, time, budgets, equipment 
for example), you will need to consider: 

• What the costs will be in terms of resources allocated to the 
implementation of the change. 

• Whether the investment reduces or increases the overall efficiency of 
the department. 

• What factors you will use to measure the effectiveness of the change. 
• What information you will need to forecast outcomes. 

Tool (6) - Pareto Analysis 
Pareto Analysis is a technique for recording and analysing information 
which easily enables the most significant aspects to be identified. 
 



A Pareto diagram is a special form of vertical bar chart which allows the 
information to be visually displayed. 
When to use it: 

• Separating the 'vital few' from the 'useful many'. 
• Selecting major change areas. 
• Identifying major effects and causes. 

Key Steps: 

• List the activities or information to be analysed 
• Calculate totals 
• Order totals 
• Draw the Pareto diagrams 
• Interpret results 

Use the '80/20' rule to help the selection process. The '80/20' rule says that 
typically 20% of the failure activities cause 80% of the problems or cost of 
failure: 

 
Pareto Diagram 



 
 
ctivities are ordered highest first (Total A) then in descending order. In this 
example activity A is the one to bring the greatest improvement followed by 
activity E. These two activities total 80% of the cost of failure and are the 
'vital few' to work on. Items C, B and D can be left at this stage. 
 
Tool (7) - Resource Analysis 
Use these examples of tangible and intangible resources for each of the 
five key areas: products and services, people, finance, marketing and 
sales, and facilities, together with the resource analysis schedule to identify 
resources needed to implement the required change. 
 
Products and Services 
Tangible Intangible 
Ready supply of materials (just in 
time supply and partnership with 
suppliers) 
 
Copyrights, patents 
 
Quality control programmes 
(quality award standard) 
 
Review of competition 
(benchmarking and 
competitiveness studies 
undertaken regularly) 

Production flexibility 
(systems, processes and 
methods) 
 
 
Research and development 
 
Quality assurance culture 
 
 
Contacts within industry/sector - 
networks, collaborators, allies, 
friends 

 
PEOPLE 
Tangible Intangible 



Training programmes  
 
Contracts and commitments 
 
Trained labour in long term 
employment 
 
Employee grievance procedures 
 
Effective communication systems 
 
Satisfactory salary and benefits 
agreements 

Technical expertise 
 
Leadership stability (on all levels) 
 
Availability of skilled labour 
 
Emphasis on interpersonal skills 
 
Creative input from all employee 
levels 
 
Employee-management co-
operation 

 
FINANCE 
Tangible Intangible 
Control systems 
 
 
Budget and update information at 
regular intervals 
 
Adequate capital for short term 
and long term 
 
Debt facility available as needed 

Knowledge and skills of financial 
controller and accounts staff 
 
Financial goals explicit and 
agreed by those concerned 
 
Financial planning and skills 
advisers 
 
 
Good relationship with investors 
and lenders 

 
MARKETING AND SALES 
Tangible Intangible 
Distribution network  
 
Publicity programme 
 
Geographical location 
 
Customer complaints response 
programme 

Reputation for reliability 
 
Brand name recognition 
 
Access to a range of markets 
 
Customer preferences understood 

 
FACILITIES 
Tangible Intangible 
Modern technology; equipment, 
machinery  
 
Adequate space, lighting, 
cleanliness 

Efficient use of time and materials 
 
Attractive work environment 
 
Efficiency and minimum down-



 
Cleaning and equipment 
maintenance arranged 
 
Safety standards met 

time 
 
 
Minimum liability and staff sense 
of security 

  
For your change project: 
Refer to the previous list of resources as an aid memoir and for your 
organisation complete the Resource Analysis Schedule: 
Resource Analysis Schedule 
Identify resources your organisation possesses and which will have a 
bearing on the required change:  
 
What other resources does your organisation have which will be of benefit 
to the change management process:  
 
What resources does your organisation not have, but which will be needed 
or would help introduce the change:  
 
How will this affect the change management project? What actions will you 
take to ensure that the impact of these constraints is minimised or 
overcome: 

Summary: 
Use of the Resource Analysis Schedule helps identify all of the factors that 
should be considered when planning change. 
 
The analysis of resources highlights the strengths and weaknesses 
inherent in the organisation. It reveals how these strengths and 
weaknesses are likely to impact on the organisation's ability to drive 
change management programmes. 
 
The organisation may well have other resources which will benefit the 
process of change management. It may also be lacking in some resources 
which are needed, or would help, to introduce the changes. In which case 
some action will need to be taken to ensure that the impact of these 
constraints is minimised or overcome. 
 
Tool (8) - Action Plans 
What is it? 
An action plan is an outline of who will do what, when, and how to achieve 
a specific objective. It indicates what needs to be done and identifies the 
action requirements, people involvement, resources needed and any 
special dependencies. In particular it can be used to: 



• Co-ordinate the communication of a key message or implementation 
plan. 

• Plan the implementation of a project. 
• Co-ordinate an activity such as data collection. 
• Decide on priorities. 
• Establish any inter-relationships. 
• Assign responsibilities. 
• Establish 'required by' dates. 
• Review and monitor progress. 

By communicating the plan, everyone involved will know what is required of 
them, and when. 
Key Steps 

• Involve those who are likely to be affected. 
• Ensure understanding 
• Establish what needs to be done when and then collate. 
• Determine dependencies. 
• Communicate information. 
• Monitor and review. 

Tool (9) - Contingency Plans 
What is it? 
A contingency plan is an outline of the 'what, who, when and how' which 
need to be considered to ensure that any potential barriers to the 
successful implementation of the project are dealt with. 
When to use it. 
 
A contingency plan should be prepared prior to the implementation of an 
Action Plan or project. 
What does it achieve? 
 
A contingency plan enables you to identify 'what could go wrong' and take 
steps to deal with or avoid problems which may arise. It helps ensure the 
project goes as smoothly as possible i.e. by identifying the risks, and the 
process by which the effects of each can be minimised. 
 
Key Steps: 

• Define the desired outcome. 
• Identify all possible impediments to achieving the outcome. 
• Consider probability of impediments occurring. 
• Produce preventative action plans. 



Tool (10) - Critical Path Method  
What is it? 
Critical Path Method (CPM) is a technique for analysing the work to be 
done on a project and structuring each task into a logical sequence of work 
flow. 
 
When to use it: 
CPM can be used on any project (large or small) which has a definable 
beginning and end. It works best where the project involves the 
performance of a number of distinct but interrelated tasks. Each task will be 
presented according to a logical sequence of work flow. 
 
What does it achieve? 
CPM enables alternative courses of action to be examined both initially and 
while a project is under way. 
 
As a result communications are improved, trouble-spots are highlighted for 
special attention, and effort is concentrated on the time critical tasks. 

Key Steps: 
Stage 1 

• List activities. 
• Note constraints 
• Draw network 

Stage 2 

• Add time estimates for activities. 
• Calculate float and critical path. 

Stage 3 

• Agree network and target dates. 
• Modify network if necessary. 
• Distribute networks or issue data. 

Stage 4 

• Monitor progress. 
• Initiate remedial action if necessary. 

Typical Critical Path Network Diagram: 



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 
 
 
 
 
 
 
The human aspects of the change process, or transitions, are accepted as the most difficult 
with which to deal. 
 
Another way to illustrate people's reaction to change is to consider the phases that we all go 
through during any change process. 
 
The generic model below shows the phases that we all go through during any change process. 
The challenge for any change project is for everyone involved to understand and accept these 
reactions as normal, anticipate them, listen out for them and to help both individuals and the 
organisation move through the cycle as quickly as possible to minimise wasted time and 
energy. 
  
 
Leading change expert William (Bill) Bridges suggests that it is 'Transition, not Change, that 
does people in'. Change is merely a shift situation i.e. a new office or new boss etc. whereas 
Transition is the psychological process that people go through in response to change and as 
such is the one that requires special attention. 
The following table shows the subtle but fundamental differences between changes and 
transitions: 
 
 
 
Bill Bridges suggests that transitions have 3 phases each of which requires understanding and 
careful managing. These are shown here: 
 
 
 
As supervisors and individuals there are some practical things that we can do to help both our 
staff and ourselves move through these transition phases, these include: 
 
Helping People Let Go: 
 
Identify and recognise the importance of who is losing what 
Don't be surprised by over-reaction 
Compensate for the losses 
Give people information and do so again and again 
Clearly define what is over and what isn't 
Mark the endings 
Treat people with respect 
Let people take a piece of the old away with them 
Show how endings ensure continuity with what matters in the future 
Helping People Through the Neutral Zone: 



This is probably the greatest challenge for us all, remember Moses in the wilderness for 40 
years! Bill Bridges suggests that the key methods to assist people through the Neutral Zone 
are all about communications: 
 
The two Cs: 
 
Communication to maintain Connection 
Communication to show Concern 
The four Ps: 
 
Communication of the Purpose 
Communication of the Picture 
Communication of the Plan 
Communication of the Part we all play 
It follows that if we are to successfully manage transitions we must all be aware of these 
communication requirements and develop skills in applying them. 
 
Moving a team through the change process involves taking them from their present position, 
through a transitional state of change to achieving the final objective.  
 
The change management process can be described as the process of getting from A to B. 'A' 
is where the change starts (where you are now) and 'B' is where you want to be when the 
change has been achieved. 
 
This change management process can be described in the following idealised step by step 
process: 
 
1. Identify the problem or opportunity for change. 
2. Receive or gather information about the problem or opportunity. 
3. Gather information and ideas about the change. 
4. Clarify what the change needs to be and define your objectives. 
5. Create a clear plan on how to achieve your objectives. 
6. Identify any potential blockages or resistance to the change. 
7. Modify your plan if necessary. 
8. Decide how and when you will present the change to your team. 
9. Decide how you will gain commitment to this change. 
10. Agree on who will implement the plan and how and when it will be implemented. 
11. Implement the change. 
12. Manage blockages, resistance, transitions and any other problems that arise. 
13. Achieve the change. 
14. Assess and evaluate the consequences of the change. 
15. Learn from the change. 
 
But in reality the change process may not run smoothly from A to B. The timescales may be 
too short. Resistance to change may arise at any time, or transitions are not made and hinder 
progress. The plan may need to be reinforced and discussed again with the team. Therefore, 
some of the phases may overlap each other, or need modifying. 
 
It can be useful to think of the change process as a sequence of specific stages. But the 
process is rarely so simple. Current models emphasise that, rather than being a 



straightforward progression of clearly defined stages, the change process is multi-variate and 
complex, often with multiple agendas (some political) driving compound changes. 
 
Most of us need to deal with a variety of changes happening all at the same time. A major 
change (such as a relocation project) might have a defined start and completion date. More 
often there will be less of a clear boundary to the change process itself. Many small changes 
and transitions may need to be managed as part of the normal workload, rather than as an 
exceptional 'event' to be dealt with. 
 
Change can therefore be an integral part of an operation - more an untidy, iterative process 
than a rational, linear one. In order to actively manage this situation, rather than be 
overwhelmed by it, both the individuals involved and the organisation itself need to be 
continually learning and adapting. 
 
Diagrammatically, it might help to illustrate this approach as a spiral of change suggesting a 
continual process, rather than as a straight linear progression. 
 
 
 
The Change Process  
 
  
 
Change is open and dynamic. It is continually responding to different pressures and agendas, 
and at the same time creating new ones. 
 
Change can be complicated and messy - what can be done to make sense of it? One way of 
bringing structure to change programmes is to identify the main phases involved. Although 
this doesn't necessarily reflect the way the change actually unfolds in practice, it can be a 
useful aid to planning for and managing change. We can identify four main phases: 
diagnostic 
planning 
implementation 
evaluation. 
Each phase involves a range of activities where tools can be applied to deal with questions 
and issues: 
 
Phase 1 - Diagnostic 
Diagnostic or Measuring the Gap between where you are now, 'A', and where you want to be, 
'B'. 
 
You need to identify what change is necessary. 
 
You need to know why the change is necessary. 
 
You need to analyse how the change will fit into the existing culture and organisation 
structure. 
 
You need to be able to envision what you are changing to. 
 



You need to be sure the vision can be shared by others in order to ensure success. 
You need to identify the focus of the change. 
 
Activities: 
visioning, analysis of strengths, weaknesses, opportunities and threats, environmental 
scanning, readiness for change analysis, problem definition, generating solutions, choosing 
strategies and solutions 
 
Phase 2 - Planning 
You need to know whether the change is strategic, operational or both. 
 
You need to know how the achievement of the vision can be demonstrated and focus on its 
achievement in your plan. 
 
You need clear data on how the change fits into the existing culture and organisation 
structure, systems and processes. 
 
You need to know what stage the change process is at. 
 
You need clear data on who are the key groups and what is their level of readiness. 
 
You need to consider timescales, decide priorities, identify inter-dependencies, consider 
contingencies and build the plan. 
 
Activities: 
targeting or goal setting, 'readiness' analysis, force field analysis, resource analysis, action 
planning 
 
Phase 3 - Implementation 
You need to assign responsibilities. 
 
You need to communicate and co-ordinate the plan of action and define the desired outcome 
i.e. 'B'. 
 
You need to establish any inter-relationships. 
 
You need to check and ensure understanding. 
 
You need to identify barriers to achieving the desired outcome 'B'. 
 
You need to set up milestones and monitor and review progress against the plan. 
 
Activities: 
roll-out, project delivery, modification as required. 
 
Phase 4 - Evaluation 
 
You need to know how the desired outcome 'B' is described - what it looks like. 
 
You need to assess current achievement against the description of the desired outcome. 



 
You need to establish what needs to be done and when if current achievement falls short of 
the desired outcome. 
 
You need to specify actions to close the gap between current achievement and the desired 
outcome. 
 
Activities: 
review, assess, revise, return to diagnostic phase, and re-launch if necessary 
Before starting to implement change, it's important to have a clear picture in your mind of:  
 
the objectives 
a plan 
how the various elements of the change may progress 
what effect blockages may have 
which parts may go smoothly and  
which parts may need your intervention. 
 	


