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Taking Care of Your Staff
During Critical Change
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Transitions are all too common in
organizations. Private or public sector, a
major change in players or reorganiza-
tion affects every individual. Each
employee, being unique, reacts differ-
ently. So how do you take care of your
staff members in a way that suits their
individual needs?

First, let’s consider why it’s important
to take care of your staff members. This
subject is seldom a priority in organiza-
tional change. After all, you have a staff
of professionals. They are used to
changes. Change is a constant nowa-
days. They should simply “get over it.”

Sure, they may get over it, but at
what price to the organization? A few
people may move on. Productivity may
dip for a time. So what? Well, consider
the original reason the change is being
implemented. There are usually sound
business reasons and positive results you
expect to take place in the organization.
The intended results should make the
organization more efficient/more cost-
effective/faster/etc. And what is the
largest risk factor standing between your
organization and success? People.
People and how they behave in owning
the change and working to make it
successful.

Is this a given? It should be. But the
world of organizations does not seem to
be willing to internalize the lesson. This
important piece of the puzzle often slips
into the background or is relegated to
the Communication Plan as an after-
thought. Yes, communication is impor-

tant to employees. They need to know
what is happening, why, and when, etc.,
but at the time they receive these facts, it
is essential for staff members to know
what the facts mean to them personally.

People are motivated by their emo-
tions. Remember feelings? When you
were a child, you laughed and cried. You
got angry and threw yourself down on
the floor and threw tantrums. You were
afraid of the dark. You loved your
Grandma because she let you do things
your Mom wouldn’t. Now that you are
grown you don’t have those feelings
anymore, right? Not true. You have sim-
ply become clever about masking your
feelings in socially acceptable, adult
ways. Those ways can include a host of
destructive behaviors that can quickly
poison an organization. And they are
often triggered by insecurities that
change can bring to an employee’s emo-
tional forefront.

The permutations of destructive
behavior are as varied as the individuals
who populate your organization.
Knowing this, management is motivated
to nip as much of this in the bud as pos-
sible, early in the change process.
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A far better approach is to begin
before you know you are going to have
a change. Lay the groundwork as an
ongoing part of the way you manage
people. Ensure that each person is
supervised in a quality way. Invest in
your supervisors to guarantee that they
are skilled in showing individual respect,
taking care of the real needs of their
staff, fostering an atmosphere of trust
and running a continual dialog with
their employees concerning individual
career paths. If an organization can
achieve this base with a large percent-
age of staff, any change will be easier.
At the same time you naturally
benefit from improvements in your
ongoing results.

So how to best prepare for change?
Begin with a free flow of information.
Work early on with each individual to
develop personal transition plans, even
if you aren’t yet sure of what all the
change means. And most importantly,
invest in a plan to include key Before,
After and Transition states to eventually
answer the question on each indi-
vidual’'s mind: “What does this
mean to me?” Picture a form with
three columns:

1) The Before (or Now) column lists
the dimensions of the person’s current
job. Job title, supervisor’s name, respon-
sibilities, skills needed, location, working
hours/conditions, etc.

2) As the information around change

becomes known, the supervisor and
employee begin to fill in the “After” col-
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umn. Each new fact becomes a subject
for discussion around impact.

3) The power in this approach then
becomes the “Transition” column.
What is needed to get from Before to
After? Training? Introduction to new
team? How will old responsibilities be
handed off and to whom? When? What
materials need to change hands? What
stakeholders are involved? Are there any
other considerations?

The process of filling in the blanks
builds confidence in the staff member
and in that person’s supervisor.
Important issues will arise that can go
back up the chain for resolution. It
becomes more obvious which parts of
the change are as yet undecided, giving
the employee a sense of ease with the
unknown. But most of all it is personal.
And making it personal is what success-
ful change-management is all about. In
successful change-management, indi-
viduals understand how they will be
affected, and that brings each person’s
energy and creativity to bear positively
on the results. This minimizes time and
energy required for damage control and
maximizes sought after results.

Do you need help deciding how to best
leverage scarce funding for contractors?
Wolf Consulting specializes in small, quick
engagements to help you step back and
take a fresh look at what's on your plate
to make your best resource investment
decision. Spend a little to ensure the large
amount you plan to spend will give you
the best value for your resourcing dollar.

For state, local and other public jurisdictions, obtain Wolf Consulting services via specialized,
pre-qualified vendor lists. Go to http://www.ga.wa.gov/PCA/Ps2/ or contact Steve Lovaas at
360-902-7368. Wolf Consulting is pre-qualified for Project Management and Technology
Assessment, Management Consulting and Competitive Contracting Consulting Services.




