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Managing Change 
Zjk it" l h | Jpfe I #"1111"% The appearance of a new 

X V L U l v JL t J J J boss presents HRI) 
practitioners with an unparalleled opportunity to show their 
stuff—and benefit the organization. 

B y E D W A R D G . M A R I T S , J R . 

S ' i Hi) among us luis not felt the 
stress of uncertainty from any 

T *? organizational change? Who 
has not had a long list of questions and 
concerns on learning that a new boss was 
taking over? What H R D practitioner 
wouldn't like to master a process for 
minimizing the disruption of leadership 

change? 
O n e way to answer these questions is 

through a strategy for dealing with change 
of leadership and the organizational tur-
moil evoked by the change. T h e follow-
ing team-building model can minimize the 
productivity decline inherent in any 

leadership change. 

Organizations in transition 
T h e r e are many reasons for organiza-

tional instability and uncertainty: a new 
product line, a corporate move, new 
legislation, an economic recession, a 
revised strategic plan, an international 
political event or a change of manage-
ment. All transitional states manifest com-
mon organizational symptoms indepen-
dent of why the change is taking place. 
T h e s e include high uncertainty, low 
stability, high levels of perceived incon-
sistency, high levels of emotional stress on 
individuals, high manifestations of energy 
(often misguided), strong needs for con-
trol. strong affirmation of explicitly valued 
behavioral norms and patterns, increase 
in conflict and decreased productivity. 
Additionally, the organization during this 
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period has some explicit needs and 
demands which include high need for 
redirecting and managing negative energy 
(frustration, anxiety), high demand for 
reaffirmation of organizational goals in 
order to foster a sense of stability and cer-
tainty, high demand for careful com-
munications which are qualitatively sound 
and high need for trust, respect and con-
fidence in the organizational leadership.1 

These needs and demands become the 
pract i t ioner 's target of oppor tun i ty . 
Through a planned series of activities, the 
organization can minimize the natural 
disruption of the transition state. 

Leadership change trsinsition 
Since the model developed here ad-

dresses leadership change, we can define 
the transition as a period of t ime be tween 
the announcement of a manager's depar-
ture to a t ime when a new manager is 
operating effectively and his or her unit is 
producing at or above the pre-change pro-
ductivity level. T h e model is fundamen-
tally a team-building process that ad-
dresses organizational demand and need 
caused by the succession. T h e objectives 
of the process are to minimize organiza-
tional and individual stress, including that 
of the new leader, and to reduce organiza-
tional "downtime" (less-than-optimal pro-
ductivity). T h i s is accomplished through 
a series of planned activities2 that enable 
the organization to assess accurately its 
needs, demands, issues and concerns, and 
to develop and implement actions to 
make the transition smoothly. 

It is essential to list the expected out-
comes of a leadership transition process . 
T h e planned process is used to: 
• Reduce organizat ional /depar tment / 

unit downt ime by a specific period of 
t ime, from one day to months . 
• Save resources by maintaining the con-
tinuity of operations and organizational ef-
fectiveness during a period of change. 
• Save time by allowing the old manager 
the opportunity to ensure that his or her 
energies can be dedicated to a smooth 
turnover. 
• Save t i m e by a l lowing t h e new 
manager to see how the staffVteam func-
tions together . 
• Allow the staff/team to gain insight into 
the new manager's style, practices and 
policies. 
• High l igh t t h e s t r e n g t h s "and 
weaknesses of the organization/unit as 
perceived by management . 
• Clarify all roles, including the departing 
manager (DM), the incoming manager 
(IM) and the critical managerial staff 
(MS).3 

• Outline goals and priorities for the next 
6 to 12 months . 

In the armed services, where leadership 
change is routine and frequent, the leader-
ship transition process has received a 
great deal of attention and praise.4 

Although called by different names , the 
process is used by many, from the field 
unit division head to the major multi-
missioned headquarters command . It is 
used in an environment and culture long-
familiar with leadership change. In the 
highest levels of Federal and state govern-
ment it is used during executive change 
of office: in industry it minimizes varia-
tion. T h e process succeeds because it: 
• provides the new leader with the op-
portunity to move into the organization in 
a strong position without threatening his 
or her managerial prerogatives; 
• reduces anxiety for all parties; 
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Figure 1—Leadership Succession Team-Building Process 
Desired Outcomes 

To provide the incoming manager with the information needed to make sound and 
efficient decisions that establish priorities and implement policies. 

To provide a forum for initial interaction between the incoming manager and the 
management staff. 

To clarify the roles of each management member in relationship to the incoming 
manager and each other. 

To clarify concerns, priorities and expectations on the part of every member of the 
management staff. 

To identify and share organizational or unit/departmental goals for the first three to six 

months. 

To identify and discuss problems, difficulties or conflicts within the organizational or 
unit/departmental structure. 

To share organizational climate information and system values. 

To re-articulate the organization's purpose and mission. 

To discuss internal management procedures and practices. 

To identify mutual needs and enhance the teamwork of the management staff. 

To discuss any existing or perceived constraints on task accomplishment or available 
resources, whether those constraints come from within the staff or from external 

sources. 

To identify any actions that may facilitate the leadership change. 

To provide an opportunity for the incoming manager to gain the staff's confidence on 
the premise that he or she can work with them without initially threatening their existing 

mode of operation. 

To provide a forum for the management staff to pass on their "street wisdom" about 
the organization to the incoming manager. 

To develop a plan of action and milestones to insure smooth, continuous productivity. 

• p rov ides t he o p p o r t u n i t y for key peo-

ple to work together to identify issues, and 

t a c k l e a n d r e s o l v e a h i g h - i m p o r t -

ance /h igh-r i sk task; 
• al lows s u b o r d i n a t e s to be involved in 

helping ra ther than second-guess ing a new 

m a n a g e r ; 
N allows for i m p r o v e d organiza t ion self-

image b y avoid ing the "let's wait and see" 

s y n d r o m e ; 
• p rov ides for mean ingfu l p rog rams and 

pro jec t s to p r o c e e d wi thou t in te r rup t ion 

(or a t t e m p t e d sabo tage) ; 
m p rov ides t h e o p p o r t u n i t y t o address 

o r g a n i z a t i o n a l c o n c e r n s , d e v e l o p 

s t r a t eg ies and build n e w skills and 

r e s o u r c e s for all; 
• d e m a n d s individual and m a n a g e m e n t 

i m m e d i a t e plans of ac t ion . 
T h e ent i re p rocess is d o n e in four 

s teps. 5- h 

Understanding and 
commitment 

T h e ob jec t ives of t he first s t e p a re to 

e n s u r e that all involved in t h e p rocess 

u n d e r s t a n d the c o n c e p t and w h a t , why . 

w h e n and how ac t ions will h a p p e n . 

S e c o n d l y , each principal m u s t c o m m i t to 

partial ownership of the o u t c o m e s through 

c o o p e r a t i o n , s u p p o r t a n d c a n d i d 

d i sc losure—the first t eam-bui ld ing resul t . 

T h i s usually is accompl ished by a series 

of individual mee t ings b e t w e e n t h e prac-

t i t ioner /p rocess leader and each of t he 

pr incipals . Genera l ly , it beg ins wi th t he 

p rac t i t ioner con tac t ing t h e n e w manage r 

to descr ibe the process , discuss t he po ten-

tial o u t c o m e s , es tabl ish the goals of re-

duced disruption and tu rbulence , develop 

ques t ions for data collect ion and areas for 

d i s c u s s i o n , and d e t e r m i n e t h e bes t 

m e a s u r e for eva lua t ing t h e succes s of t he 

p roce s s . T h e d e p a r t m e n t and incoming 

m a n a g e r s are then e n c o u r a g e d co issue a 

joint m e m o r a n d u m desc r ib ing their ex-

pec t a t i ons , des i red o u t c o m e s and t h e 

s chedu le of activit ies. (F igure 1 lists ou t -

c o m e s the i n c o m i n g leader m i g h t se lec t 

to accompl i sh t h e goal.) 

Data gathering and analysis 
T h e critical m a n a g e m e n t staff is u s e d 

to iden t i fy those areas tha t should be 

d i scussed , the ques t i ons that t h e y would 

like to ask t h e I M , and those i t ems which 

are critical to i m m e d i a t e ac t ion tha t t he 

IM shou ld know. S o m e typical a reas for 

exp lo ra t ion include p e r f o r m a n c e by per-

sonne l , p roduc t iv i ty , dec is ion mak ing , 

persona l s tyles, c o m m u n i c a t i o n s within 

the organiza t ion , pr ior i t ies , integri ty and 

social i ssues . (Figure 2 lists ques t ions for 

each ca tegory that have p r o v e n to be 

helpful , and for which the I M migh t 

p repa re . ) 
T h e informat ion ga thered f r o m the M S 

is ana lyzed and used to deve lop the flow 

and design for t h e team-bui ld ing mee t ing . 

Addit ional ly dur ing this s t e p the IM, key 

staff m e m b e r s and D M are p r o v i d e d a 

stvle inventory to assist in identifying their 

m a n a g e m e n t , behavioral or w o r k style as 

appropr i a t e . T h e se lec t ion of inven-

t o r i e s — c o m m e r c i a l l y ava i l ab le f r o m 

various marke t s—is based on the needs of 

t he principals. D u r i n g this s tep, d is t r ibute 

a ser ies of "cueing" ques t i ons For t he M S 

to cons ide r and addres s dur ing the t e a m -

bui lding m e e t i n g , and a list of top ics for 

which the IM shou ld p r epa re . (F igure 3 

lists useful ques t i ons for each m e m b e r of 

the M S . F igure 4 lists s o m e prepara t ion 

ques t i ons for d e v e l o p m e n t of a p r e s e n t a -

t ion to t h e IM.) 

Team-building meeting 
T h e p u r p o s e s of this s t ep are to sha re 

all t h e in fo rmat ion out l ined dur ing the 

p rev ious activit ies and to allow the pr in-

cipals to d e v e l o p individual a n d depar t -

menta l s h o r t - t e r m plans for ac t ion . T h e 

m e e t i n g is a ccompl i shed t h r o u g h o n e or 

two sess ions wi th two f u n d a m e n t a l par t s . 

After in t roduct ions and review of m e e t i n g 

agenda and pro tocols , t h e M S shares and 

d i scusses those issues which will b e im-

por tan t t o t h e IM dur ing the first m o n t h s 

af ter t u rnove r . T h i s could inc lude any or 

all of the fol lowing: organizat ional issues 

and c o n c e r n s ; s u b - u n i t / d e p a r t m e n t / d i v i -

sion issues and c o n c e r n s ; u n d e r s t a n d i n g 

of t he organizat ional mission and pur -
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Figure 2—Questions for an Incoming Manager 

Leadership Succession Meeting Discussion Items 

Performance 
— What behaviors do you expect of key personnel? 
— What is your definition of a top performer? 
— How will management personnel know if you are not happy with their 

performance? 

Productivity 
— What are your production goals? 
— What are your organizational expectations on units of output and methods of 

measurement? (How are you going to measure my productivity?) 
— How receptive are you to productivity innovations? 
— Are you willing to take risks, and to what degree? 

Decision Making 
— What should a staff member do if he or she thinks you are making a mistake? 
— How far down will you push the decision-making process? 
— Do you have a negotiation period after you make a decision? When is it over; 

how should staff members approach you? 

Personal Style 
Do you have any idiosyncrasies that we should know about? 
What should a staff member do if you lose your temper? 
How do you express dissatisfaction? 
What cues do we look for to know when you think something is important? 
How frequently do you want to see key personnel? 
What are the ground rules for calling you at home? 
How do you handle conflict in the work center? 
What are your strong points? Weak points? 

Communications 
Should everything be in the smooth before coming to you, or will you accept rough 

drafts? 
Do you expect written status reports? 
How do you send "zingers" to personnel? 
How much do you want to know about a problem? 
When do you like information? (Any time? An end-of-day debrief?) 

Priorities 
What is your #1 priority? 
What are your personal goals? 

integrity 
Do you have any strong feelings about moral issues? 
What should a subordinate do if he or she feels like you have put him or her in an 

ethical "c runch?" 

Social 
How much social interaction do you expect to have with your personnel? 
How should your staff address you? 

poses; clarification of goals and object ives; 

clarification of individual roles and respon-

sibilities; s t rongest and weakes t organiza-

tional act ivi t ies; political and social im-

pl icat ions of organiza t ion act ivi t ies . 

S e c o n d , the IM shares ph i losophies , 

i ssues , c o n c e r n s , ques t i ons , vis ions and 

styles, and r e s p o n d s to any q u e s t i o n s 

raised by t h e M S . T h i s is fo l lowed by 

discuss ing shor t - te rm action for all or part 

of t he pr incipals , and c o m m i t t i n g to t h e 

deve lopmen t of action plans as may be ap-

p ropr i a t e . Any closing c o m m e n t s are ad-

d re s sed and the m e e t i n g is a d j o u r n e d . 

T h e D M should b e p re sen t du r ing t h e 

first part of t he t eam-bu i ld ing m e e t i n g to 

he lp clarify issues raised, to p r o v i d e a 

broad view of t he p rob lems identified and 

to p rov ide stability for t he IM. 1 he I ) M 

t h e n can r e d u c e any a t t e m p t s to d is tor t 

condi t ions or facts, or to dispropor t ionate-

ly in f luence the I M . 
T h e prac t i t ioner se rves as a g r o u p 

facili tator, agenda ga tekeeper , s t imula tor 

a n d . if necessary , confl ict m a n a g e r . 

(F igure 5 p rov ides a sample agenda for a 

two-sess ion leadersh ip c h a n g e , t e a m -

bui ld ing mee t ing . ) 

Action plan 
With t h e in format ion der ived f rom the 

t eam-bu i ld ing mee t ing , t he M S and IM 

fo rmal i ze a ser ies of ac t ions into a shor t -

t e rm plan. T h i s is a c c o m p l i s h e d and im-

p l e m e n t e d as an o u t g r o w t h of t he t e a m -

bui lding m e e t i n g with a m e m b e r of t he 

M S se lec ted for t he m o n i t o r i n g and 

repor t ing . Addi t ional m e e t i n g s m i g h t b e 

useful , or act ivi t ies can be rev iewed as an 

a d d e n d u m to subsequen t board meet ings . 

T h e ac t ion p lans are in tegra ted into 

rout ine opera t ion at s o m e po in t a f te r t he 

IM a s s u m e s con t ro l . 

T h e r e are many al ternatives to this pro-

cess d e p e n d i n g on organizational and per-

sonal fac to rs . C o n s i d e r a t i o n should be 

given to the e n v i r o n m e n t , the s t ruc ture of 

t h e organiza t ion , t he t i m e and s chedu le 

cons t r a in t s of t h e pr incipals , t he p e o p l e 

facilitating the p rocess , t he impac t of per-

sonal s ty les , in te rpe r sona l s i tua t ions and 

the genera l recept iv i ty and c o m m i t m e n t 

of t h e pr incipals , t h e r ea sons for t he 

leadership change, t h e resources allocated 

t o i m p l e m e n t t h e p r o c e s s and t h e 

measures established to de t e rmine degree 

of success . T h e p rocess works bes t w h e n 

the d e p a r t i n g leader is s u p p o r t i v e and an 

active participant, when the team-bui ld ing 

m e e t i n g is kep t to o n e full or two half 

days , w h e n t h e pr incipals ded i ca t e s o m e 

t ime and energy to rev iewing t h e p re -

mee t ing work and w h e n a clear s t a t e m e n t 

of t he I M / D M ' s o u t c o m e s is c o m -

mun ica t ed to all m e m b e r s of t h e manage -

m e n t s taff . 
T h e m o s t usefu l evalua t ion m e a s u r e s 

are the c o m p a r i s o n of e x p e c t e d to actual 

familiarization t i m e and the r e d u c e d 

organizat ional turmoil and e x p e n d i t u r e of 

r e sou rces f r o m rapid l eadersh ip u n d e r -

s t a n d i n g a n d i n t e g r a t i o n in t h e 

o rgan iza t ion . 7 

T h e cond i t ions of l eadersh ip c h a n g e 

tha t m o s t readily lend t h e m s e l v e s to t h e 

p roces s occur w h e n : 

• t he incoming m a n a g e r is u n k n o w n or 

has a r epu ta t ion : 
• anv b reaks in organizat ional con t inu i -

ty are u n a c c e p t a b l e for p r o d u c t i o n or 

profi tabil i ty; 
• t h e r e is litt le t ime for t he so r t ing or 

ident i fy ing of p r o b l e m s ; 

• the depar t ing manager is leaving quick-

ly b e c a u s e of unfavorab le condi t ions or is 

part icular ly p o p u l a r ; 
• t h e r e is a s ignif icant d i f f e r ence b e -

tween t h e styles of t h e d e p a r t i n g and in-

c o m i n g m a n a g e r s . 

Training and Development Journal, August 19K.S 



Figure 3—Questions That Each Member of the Management Staff 
Should Answer for the Incoming Manager 

—What the IM needs to know about me i s . . . 
—My single greatest concern at this time is. . 
—The thing(s) mat get in the way of my doing my job better are. . . 
—The changes that need to be made to help me are. . . 
—What the IM can do to help me is. . . 
—What requires the immediate attention of the IM is. . . 
—What the IM needs to understand to work successfully for this 

organization i s . . 
—Policies, procedures and issues unique to the organization that the IM should 

be aware of are. . 
—What my department/unit does best is. . 
—What my department/unit does least well i s . . 
—Support I need from the IM is. . . 
—I consider my department/unit top 10 priorities to be. . . 
—I consider the organization's top 10 priorities to be. . . 
—Are goals and priorities clear and realistic. . . 
—Do we plan and anticipate well. . . 
—Is there an atmosphere of open and honest communicat ions. . . 
—Do we communicate well. . 
—How conflict s managed. . . 
—How is our morale, our team's morale. . 
—The organization acts as if its priorities were to . . . 
—The strengths and weaknesses of the organisation are. . . 

mrwmmmMwmmmmm 

Figure 4—Pre-Work Tasking Questions 

Please prepare some notes for your own use that answer what follows. Expect 
to share your notes with the incoming manager and other management staff per-
sonnel who will be present at the meeting. 

Define success for your department/unit during the next three to six months (be 
specific). 

What factors are helping/hindering you in attaining success as you have de-
fined it? 

Where do you feel you will spend most of your energy in the coming year? 
What should be the major focus of the entire organization in the next six to nine 

months? 
What could be done to improve the department/unit's internal management 

procedures and policies? 
Where are your three greatest problems for carrying out actions; with whom 

and why? 
What do you need/desire from the IM to maintain and improve your effec-

tiveness; your unit's effectiveness? 
What problems, if any, do you foresee with the coming change of leadership? 
What are your major strengths and weaknesses? 

^ 
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F igure 5 — T e a m - B u i l d i n g M e e t i n g S a m p l e A g e n d a 

Activity 

SESSION 1 

Welcoming Remarks 

Objectives/Agenda of Meeting 
Roles of the DM/IM/MS/Facilitator 

Meeting Outcomes and Expectations 

Briefs ot Job Descriptions/ 
Areas of Responsibility/Existing 
Policies and Procedures 

Concerns for Change/IM/Organization 
Needs and Issues/Role Expectation 
New Manager 

DM excused (optional, but sometimes 
useful) 

Identification of Themes/Issues 
and Concerns 

Report Out and Discussion of Issues 
and Concerns 

SESSION 2 

State of Direction, Philosophies, 
Visions for the Future 

Style Disclosure, Sharing and 
Discussion 

Response to Questions of Concern 

Development of Action and 
Activities/Commitment to Action 
Plans 

Closing Comments 

Responsible 
Person 

Departing Manager (DM) 

Facilitator 

Incoming Manager (IM) 

Management Staff (MS) 

MS 

All 

All 

IM 

IM 
All 

IM 

All 

IM 
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NEW from Dartnell, 
a first-rate training 
film that shows every-
one how to master— 

"THE ART OF 
NEGOTIATING" 

Everybody negot ia tes , a l though people may 
not use that name for whaf they do . The 
c u s t o m e r wan ts a better pr ice , the 
sa lesperson wan ts a larger o rder , the 
e m p l o y e r wants h ighe r p roduc t i v i t y , the 
w o r k e r wan ts inc reased wages and so on. 
W e all negot ia te in s o m e f o r m a lmos t 
everyday, wha teve r our s i t u a t i o n — f r o m 
mu l t i -m i l l i on do l la r in te rna t iona l deals to 
hagg l i ng over the pr ice of a used car o r 
s e c o n d h a n d TV set , we are cons tan t l y 
nego t ia t ing . Th is new 2 9 - m i n u t e t ra in ing f i lm 
he lps i m p r o v e the c o m m u n i c a t i o n ski l ls of 
anyone w h o v i ews it by mak ing t h e m 
recognize w h e n they are nego t ia t ing and h o w 
they can use it better. 

Avai lable in either 16mm or videocassette 
format for Purchase ($598), Rental ($140), 
or Executive Preview ($45) 

NEED THIS FILM IN A HURRY? 

Call ou r F i lm H o t - L i n e " 

n u m b e r 800 ' 6 2 1 - 5 4 6 3 ( I l l ino is 

res idents please dial 

3 1 2 / 5 6 1 - 4 0 0 0 ) . Ask for Lo is 

G o l d m a n n : she ' l l do her best to 

meet y o u r dead l ine . 

A DARTNELL 
4 6 6 0 Ravenswood Avenue 
C h i c a g o , IL 6 0 6 4 0 
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