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Communicating
Change

“Change” can be atime of uncertainty for many employees, and it presents
agreat chance to build trust. Try these ideas for credible communication.

1. Your initial change message should be:
a. Relatively brief — headline and just afew
details.

b. Voluminous detail so nothing’ sleft to the
imagination.
c. Treated as*routine” so nobody getsupset.

2. You should position the change as:
a. Something that will be painless.
b. Something people shouldn’t gripe about.
c. A smart way to do business.

3. Your communication should be from the
perspective of:

a. The management team making the decisions.

b. The people most affected by the change.
c. The company lawyers.

4. In managing resistance, you should:
a. Try to bring resistance to the surface.
b. Keep people focused only on the positive.
c. Fire people who don’t “get on board”
quickly.

5. Make sure your communication plan is:
a. Geared to your |east-educated employee.
b. Flexible enough to go with the flow.
c. Carved in stone so nothing will go wrong.
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6. Send messages designed primarily to:
a. Build trust and positive feelings.
b. Build trust and compliance.
c. Build trust and commitment.

7. Be sure to tell your employees:
a. What you know.
b. What you don’t know.
c. Anything truthful that will keep them happy.

8. Generally, the best communication takes
place:

a. Insmall groups.

b. Inavideo tape of the company president.

c. In a company-wide email message.

9. The best communication “style” is one
that:
a. Reminds listeners of their favorite uncle.
b. Fedls like a letter from home.
c. Fitsthesituation.

10. In a conflict between culture and
change:
a. Change alwayswins.
b. Culture dwayswins.
¢. Successful implementation really depends
on management’ s determination.




Each correct answer is worth 10 points

1. a. A common tendency inthisage
of email and other technology isto
give employees information in
gygabytesinstead of simple sentences.
Resistit. The best communicationis
simple, straightforward and relatively
brief. Tell them what the changeis.
Tell them why the change makes sense.
Tell them they will be kept informed.
Then follow four important rules: No
secrets. No hype. No surprises. No
empty promises.

2. c. Changeisrarely painless, even
positive change, so don’t bother to
suggest that your changewill be easy.
A common barrier to change is the lack
of aclear business casefor the change.
Define the change carefully. Explain
how it makes sense for the business,
how it improves customer service, how
it makes the operation more competi-
tive. Generate a sense of urgency. And
tell employeesthat you have aplan for
implementing the change in waysthat
appropriately involve them —then be
sureto follow through.

3. b. Effective communicators pay
careful attention to the perspectives of
the people they want to influence. Be
sureto speak the language of the people
most affected by the change. Don’t just
use their buzz words, and certainly
don’t be condescending in any way. Do
your best to see the world through their
lenses. Asfor the company lawyers?
The happier they arethelessanyone
will know. Let them advise you on
important points of law, but keep them
out of the communication business.

4. a. Itrealy doesn't matter if change
isperceived as positive or negative,
resistance to major changeisinevi-
table. You can’t deal with resistance if
it goesunderground. Createan
atmosphere where people feel safein
expressing doubt, anger, fear or any

other feelingsthey may have. Keep the
discussion open and honest. After all
parties understand each other’ sframes
of reference and the “whys” are clearly
established, focuson “what” we cando
to move forward.

5. b. By itsvery definition, changeis
subject to change. Althoughyou
should agree on general principles from
the beginning, keep your communica-
tion plan flexible enough so the tactics
and even the strategies can be adjusted
in rea time. You may think you have
theworld’' s neatest webcast already “in
the can,” but if the flow of events
makesit irrelevant or even only slightly
off target, you'd befoolish to useit.

6. c. Asyouwork toguide people
through thetransition from the status
quoto the“ desired state,” you may be
tempted to use the old hammer ap-
proach and pound thetroopsinto quick
submission. Asany good missionary
cantell you, lasting changeisbased on
commitment, not on mere compliance.
Building commitment is more time
consuming, but itslong-term costis
lower and it's well worth the effort.

7. both aand b. Inadditionto
telling what you know about the
change, make it clear what you don't
know. If pertinent facts are missing,
promiseto obtain and share them, then
deliver on the promise. One of the
most credible thingsaleader cansay is
“1 don’t know the answer to that
question, but I'll do my best to find out
and then I' [l get back with you.”

8. a. Email and newdetters are
certainly the quickest and cheapest way
to get amessage out fast, but they are
often low on credibility and overall
effectiveness. Usethemonly to
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broadcast quick “headlines,” then
follow up quickly with more effective
vehicles. Small group discussionstend
to be very effective if someoneisthere
with “thefacts” and isboth ableand
ready to engage in open give and take.
Many video messagestend to come
across asimpersonal and contrived.

9. c. Engineersand computer people
tend to appreciate analytical and logical
approaches. Salesrepsand retailers
often prefer more empathic and
spontaneous presentations. Operations
peoplelike data highly focused on
bottom line results. These are generali-
zations, but you get theidea. Employ a
style—or acombination —that best fits
your audience.

10. b. Cultureisking of the hill, and
every organization is perfectly aligned
to get theresults (good or bad) it's
getting. No matter how compelling
your communication, the changeyou
want can never happen if your rein-
forcement systems and other culture
elements don’t support it. Get aligned.

Quiz Scoring

Your score:

80-100 You scored high and that's
good. But don’t get complacent.
Effective communication can be
tricky and you must stay alert.

60-70 Nexttimeyou facean
opportunity to communicate (which
isno doubt every day) try these ideas.

Below 60 Communication troubles
in your organization? Maybe you're
part of the problem. Try to become
part of the solution.




