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1. Introduction: The purpose of this paper is to provide a broad overview of the concept of "change management." It is written primarily for people who are coming to grips with change management problems for the first time and for more experienced people who wish to reflect upon their experience in a structured way.
2. Background: If there's one constant in today's world, it is change. An organizations ability to continually renew itself often determines its ultimate success or failure, and this pursuit has become a discipline all its own. Some call it "continuous improvement," others label it "change management," but the underlying idea is the same: Find opportunities to improve the organizations processes as a way to improve overall business performance.
3.   Body:
a.   Requirement for Change Management
b.   The Change Problem
c.   Change Management Skills & Strategies:
d.   Creation of Office of Change Management:
e.   Managements Role in The Office of Change Management:
f.   Challenges
4. Conclusion: If environments were perfectly static, if employees' skills and abilities were always up-to-date and incapable of deteriorating, and if tomorrow was always exactly the same as today, organizational change would have little or no relevance to managers. But the real world is turbulent, requiring organizations and their members to undergo dynamic change if they are to perform at competitive levels.
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1.   Change Management in Large organizations a.   Purpose and Goal of Paper:
The purpose of this paper is to provide a broad overview of the concept of "change management." It is written primarily for people who are coming to grips with change management problems for the first time and for more experienced people who wish to reflect upon their experience in a structured way.
b. Background:
If there's one constant in today's world, it is change. An organizations ability to continually renew itself often determines its ultimate success or failure, and this pursuit has become a discipline all its own. Some call it "continuous improvement," others label it "change management," but the underlying idea is the same: Find opportunities to improve the organizations processes as a way to improve overall business performance. In thinking about what is meant by "change management," at least three basic definitions come to mind:
1.  Managing change.
2.  Professional practice.
3.  A body of knowledge. 1. Managing Change:
The first and most obvious definition of "change management" is that the term refers to the task of managing change. The obvious is not necessarily unambiguous. Managing change is itself a term that has at least two meanings.
One meaning of "managing change" refers to the making of changes in a planned and managed or systematic fashion (Bruner, 2003). The aim is to more effectively implement new
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methods and systems in an ongoing fashion. The changes to be managed lie within and are controlled by the organization. However, in many cases, these internal changes may have been triggered by events originating outside the organization, in what is usually termed "the environment." Hence, the second meaning of managing change, namely, the response to changes over which the organization exercises little or no control (e.g., legislation, social and political upheaval, a new adversary, the actions of competitors, shifting economic tides and currents, and so on). Researchers and practitioners alike typically distinguish between a knee-jerk or reactive response and an anticipative or proactive response.
2. An Area of Professional Practice:
The second definition of change management is "an area of professional practice." There are dozens, if not hundreds, of independent consultants who will quickly and proudly proclaim that they are engaged in planned change, that they are change agents, that they manage change for their clients, and that their practices are change management practices. There are numerous small consulting firms whose principals would make these same statements about their firms ("Six Sigma Consultants", 2003). And, of course, most of the major management-consulting firms have a change management practice area.
Some of these change management experts claim to help clients manage the changes they face, and the changes happening to them. Others claim to help clients make changes. Still others offer to help by taking on the task of managing changes that must be made. In almost all cases, the process of change is treated separately from the specifics of the situation. It is expertise in this task of managing the general process of change that is laid claim to by professional change agents.
3. A Body of Knowledge:
Stemming from the view of change management as an area of professional practice there arises yet a third definition of change management: the content or subject matter of change
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management. This consists chiefly of the models, methods and techniques, tools, skills and other forms of knowledge that go into making up any practice.
The content or subject matter of change management is drawn from psychology, sociology, business administration, economics, industrial engineering, systems engineering and the study of human and organizational behavior. For many practitioners, these component bodies of knowledge are linked and integrated by a set of concepts and principles known as General Systems Theory (GST, 2003). It is not clear whether this area of professional practice should be termed a profession, a discipline, an art, a set of techniques or a technology. For now, suffice it to say that there is a large, reasonably cohesive albeit somewhat eclectic body of knowledge underlying the practice and on which most practitioners would agree — even if their application of it does exhibit a high degree of variance.
To recapitulate, there are at least three basic definitions of change management:
1.   The task of managing change (from a reactive or a proactive posture)
2.   An area of professional practice (with considerable variation in competency and skill levels among practitioners)
3.   A body of knowledge (consisting of models, methods, techniques, and other tools)
2. Requirement for Change Management:
Developing an internal capability for continuous improvement is essential to sustaining the competitive advantage of any large organization. An Ongoing Change Program will provide a consistent and effective approach for issue identification, problem-solving and change management. It is critical to the future success of any organization to understand as much as possible about change management and how it can be leveraged to build toward the future.
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a.   Problems requiring change management implementation:
Typically, the concept of organizational change is in regard to organization-wide change, as opposed to smaller changes such as adding new people, or modifying a program. Examples of organization-wide change might include a change in mission, restructuring operations, restructuring to serf-managed teams, new technologies, mergers, major collaborations, new programs such as Six Sigma, and or re-engineering. Some experts refer to organizational transformation. Often this term designates a fundamental and radical reorientation in the way the organization operates.
Change should not be done for the sake of change — it's a strategy to accomplish some & .overall goal. According to (Collins, 2001) change is usually provoked by a major outside driving force such as: asymmetrical threats, reorganization, or the need for dramatic increases in productivity and services. Typically, organizations must undertake organization-wide change to evolve to a different level in their life cycle, such as going from a highly reactive, entrepreneurial organization to more stable and planned development. Transition to a new chief executive can provoke organization-wide change when his or her new and unique personality pervades the entire organization.
Typically there are strong resistances to change. People are afraid of the unknown. Many people think things are already just fine and don't understand the need for change. Many are inherently cynical about change, particularly from reading about the notion of "change" as if it's a mantra. Many doubt there are effective means to accomplish major organizational change. Often there are conflicting goals in the organization, e.g., to increase resources to accomplish the change yet concurrently cut costs to remain viable. Organization-wide change often goes against the very values held dear by members in the organization, that is, the change may go against how members believe things should be done. That's why much of organizational-change literature
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discusses needed changes in the culture of the organization, including changes in members' values and beliefs and in the way they enact these values and beliefs.
b. Content and Process
Organizations are highly specialized systems and there are many different schemes for grouping and classifying them (Womack & Jones, 1990). Some are Government institutions, others are in manufacturing, and still others confine their activities to distribution. Some are profit-oriented and some are not for profit. Some are in the public sector and some are in the private sector. Some are members of the financial services industry, which encompasses banking, insurance, and brokerage houses. Others belong to the automobile industry, where they can be classified as original equipment manufacturers (OEM) or after-market providers. Some face stiff competition, some do not. Some are foreign-owned and some are foreign-based. Some are corporations, some are partnerships, and some are sole proprietorships. Some are publicly held and some are privately held. Some have been around a long time and some are newcomers. Some have been built up over the years while others have been pieced together through mergers and acquisitions. No two are exactly alike.
The preceding paragraph points out that the problems found in organizations, especially the change problems, have both content and a process dimension. It is one thing, for instance, to introduce a new claims processing system in a functionally organized health insurer. It is quite another to introduce a similar system in a health insurer that is organized along product lines and market segments. It is yet a different thing altogether to introduce a system of equal size and significance in an educational establishment that relies on a matrix structure. The languages spoken differ. The values differ. The cultures differ. And, at a detailed level, the problems differ. However, the overall processes of change and change management remain pretty much the same, and it is this fundamental similarity of the change processes across organizations, industries, and structures that makes change management a task, a process, and an area of professional practice.
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c.   A Framework for Change:
A very useful framework for thinking about the change process is problem solving. Managing change is seen as a matter of moving from one state to another, specifically, from the problem state to the solved state. Diagnosis or problem analysis is generally acknowledged as essential. Goals are set and achieved at various levels and in various areas or functions. Ends and means are discussed and related to one another. Careful planning is accompanied by efforts to obtain buy-in, support and commitment. The net effect is a transition from one state to another in a planned, orderly fashion. This is the planned change model.
The word "problem" carries with it connotations that some people prefer to avoid. They choose instead to use the word "opportunity". For the purposes of this paper, we will set aside any cultural or personal preferences regarding the use of "problem" or "opportunity." From a rational, analytical perspective, a problem is nothing more than a situation requiring action but in which the required action is not known. Hence, there is a requirement to search for a solution, a course of action that will lead to the solved state. This search activity is known as "problem solving."
From the preceding discussion, it follows that "problem finding" is the search for situations requiring action. Whether we choose to call these situations "problems" (because they are troublesome or spell bad news), or whether we choose to call them "opportunities" (either for reasons of political sensitivity or because the time is ripe to exploit a situation) is immaterial. In both cases, the practical matter is one of identifying and settling on a course of action that will bring about some desired and predetermined change in the situation.
3. The Change Problem:
At the heart of change management lays the change problem, which is, some future state to be realized, some current state to be left behind, and some structured, organized process for getting from the one to the other. The change problem might be large or small in scope and scale,
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and it might focus on individuals or groups, on one or more divisions or departments, the entire organization, or one or on more aspects of the organization's environment.
At a conceptual level, the change problem is a matter of moving from one state (a) to another state (A). Moving from a to A is typically accomplished as a result of setting up and achieving three types of goals: transform, reduce, and apply. Transform goals are concerned with identifying differences between the two states. Reduce goals are concerned with determining ways of eliminating these differences. Apply goals are concerned with putting into play operators that actually effect the elimination of these differences (Simon, 1977).
As the preceding goal types suggest, the analysis of a change problem will at various times focus on defining the outcomes of the change effort, on identifying the changes necessary to produce these outcomes, and on finding and implementing ways and means of making the required changes. In simpler terms, the change problem can be treated as smaller problems having to do with the how, what, and why of change.
a. Change as a "How" Problem:
The change problem is often expressed, at least initially, in the form of a "how" question. How do we get people to be more open, to assume more responsibility, to be more creative? How do we introduce serf-managed teams in Department W? How do we change over from System X to System Y in Division Z? How do we move from a mainframe-centered computing environment to one that accommodates and integrates PCs? How do we get this organization to be more innovative, competitive, or productive? How do we raise more effective barriers to market entry by our competitors? How might we more tightly bind our suppliers to us? How do we reduce cycle times? In short, the initial formulation of a change problem is means-centered, with the goal state more or less implied. There is a reason why the initial statement of a problem is so often means-centered and we will touch on it later. For now, let's examine the other two ways in which the problem might be formulated — as "what" or as "why" questions.
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b. Change as a "What" Problem:
As was pointed out in the preceding section, to frame the change effort in the form of "how" questions is to focus the effort on means. Diagnosis is assumed or not performed at all. Consequently, the ends sought are not discussed. This might or might not be problematic. To focus on ends requires the posing of "what" questions. What are we trying to accomplish? What changes are necessary? What indicators will signal success? What standards apply? What measures of performance are we trying to affect?
c. Change as a "Why" Problem
Ends and means are relative notions, not absolutes; that is, something is an end or a means only in relation to something else. Thus, chains and networks of ends-means relationships often have to be traced out before one finds the "true" ends of a change effort. In this regard, "why"
questions prove extremely useful.
To ask "why" questions is to get at the ultimate purposes of functions and to open the
door to finding new and better ways of performing them. Why do we do what we do? Why do we do it the way we do it? Asking "why" questions also gets at the ultimate purposes of people, but that's a different matter altogether, a "political" matter, and one we'll not go into in this paper.
d. Management's Role in Change Management:
The emphasis placed on the three types of questions just mentioned reflects the
i
management mindset, that is, the tendency to think along certain lines depending on where one is situated in the organization. According to (Simon, 1977), a person's placement in the organization typically defines the scope and scale of the kinds of changes with which he or she will become involved, and the nature of the changes with which he or she will be concerned. Thus, the information systems people tend to be concerned with technology and technological
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developments, the marketing people with customer needs and competitive activity, the legal people with legislative and other regulatory actions, and so on. Also, the higher up a person is in the hierarchy, the longer the time perspective and the wider the range of issues with which he or she must be concerned.
For the most part, changes and the change problems they present are problems of adaptation, that is, they require of the organization only that it adjust to an ever-changing set of circumstances. Sometimes changes are so significant that they call for a redefinition of the organization; there are times when the changes that must be made are deep and far-reaching. At such times, the design of the organization itself is called into question. When organizational redefinition and redesign prove necessary, all people in all units must concern themselves with all three sets of questions or the changes made will not stand the test of time.
To summarize: Change problems may be formulated in terms of "how," "what" and "why" questions. Which formulation is used depends on where in the organization the person posing the question or formulating the problem is situated, and where the organization is situated in its own life cycle.
4. Change Management Skills & Strategies:
Managing the kinds of changes encountered by and instituted within organizations requires an unusually broad and finely honed set of skills, chief among which are the following.
a. Analytical Skills:
Those who would be change managers had better be very good at something, and that something better be analysis. Guessing won't do. Insight is nice, even useful, and sometimes shines with brilliance, but it is darned difficult to sell and almost impossible to defend. A lucid, rational, well-argued analysis can be ignored and even suppressed, but not successfully contested and, in most cases, will carry the day.
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Two particular sets of skills are very important here: (1) workflow operations or systems analysis, and (2) financial analysis. Change agents must learn to take apart and reassemble operations and systems in novel ways, and then determine the financial and political impacts of what they have done. Conversely, they must be able to start with some financial measure or indicator or goal, and make their way quickly to those operations and systems that, if reconfigured a certain way, would have the desired financial impact. Those who master these two techniques have learned a trade that will be in demand for the foreseeable future. This trade, by the way, has a name. It is called Solution Engineering (Solution Engineering, 2004).
b. People Skills:
As stated earlier, people are the sine qua non of organization. Moreover, they come characterized by all manner of sizes, shapes, colors, intelligence and ability levels, and these are just a few of the dimensions along which people vary.
The skills most needed in this area are those that typically fall under the heading of communication or interpersonal skills. To be effective, we must be able to listen and listen actively, to restate, to reflect, to clarify without interrogating, to draw out the speaker, to lead or channel a discussion, to plant ideas, and to develop them (Robbins, 1998). All these and more are needed. Not all of us will have to learn Russian, French, or Spanish, but most of us will have to learn to understand Operations, Systems, Marketing, Manufacturing, Finance, Personnel, Legal, and a host of other organizational dialects. More important, we have to learn to see things through the eyes of these other inhabitants of the organizational world. A situation viewed from a marketing frame of reference is an entirely different situation when seen through the eyes of a systems person. Part of the job of a change agent is to reconcile and resolve the conflict between and among disparate (and sometimes desperate) points of view. Charm is great if you have it. Courtesy is even better. A well-paid compliment can buy gratitude. A sincere "Thank you" can earn respect.
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c. System Skills:
There's much more to understanding systems than learning about computers, although most people employed in today's world of work do need to learn about computer-based information systems. For now, let's just say that a system is an arrangement of resources and routines intended to produce specified results. To organize is to arrange. A system reflects organization and, by the same token, an organization is a system.
A word processing operator and the word processing equipment operated form a system. So do computers and the larger information processing systems in which computers are so often embedded. These are generally known as "hard" systems. There are "soft" systems as well: compensation systems, appraisal systems, promotion systems, and reward and incentive systems.
There are two sets of systems skills to be mastered. Many people associate the first set with computers and it is exemplified by "systems analysis." This set of skills, by the way, actually predates the digital computer and is known elsewhere, particularly in the United States Air Force and the aerospace industry, as Systems Engineering ("USAF Space Command", 2004). For the most part, the kind of system with which this skill set concerns itself is a "closed" system which, for now, we can say is simply a mechanistic or contrived system with no purpose of its own and incapable of altering its own structure. In other words, it cannot learn and it cannot change of its own volition. The second set of system skills is associated with a body of knowledge generally referred to as General Systems Theory (GST) and it deals with people, organizations, industries, economies, and even nations as socio-technical systems — as "open," purposeful systems, carrying out transactions with other systems and bent on survival, continuance, prosperity, dominance, plus a host of other goals and objectives ("GST", 2004).
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d. Business Skills:
\
Simply put, you'd better understand how a business works. In particular, you'd better understand how the business in which and on which you're working works. This entails an understanding of money — where it comes from, where it goes, how to get it, and how to keep it. It also calls into play knowledge of markets and marketing, products and product development, customers, sales, selling, buying, hiring, firing, EEO, AAP, and just about anything else you might think of.
e.    Problem Solving Skills:
To optimize the above listed skills, you must have a suite of credible problem solving
tools and the subject matter expertise to employ them. This requires formal training, which will
be discussed below. The training and implementation of these tools require the most familiar
nemesis of any organization—time. In order to optimize the efficiency and effectiveness of
change management in an organization, the change managers must be given the focus, the
charter, and the capability to accomplish their mission. For this reason, an office of change
management must be established.
^/ v,
5.   Creation otOffice of Change Management:
To manage change in any organization an organizational Change Program should be established in order to initiate, coordinate, and lead the process. The purpose of establishing an Ongoing Change Program is to provide a focused functional area that concentrates on the art and science of change management. Creating an Office of Change Management is not change for the sake of change, but a way to continuously improve and sustain the organizations competitive advantage and goal to be the best in their particular industry. The Office of Change Management and its leadership act as the direct conduit between corporate leadership and the individual functional areas that will facilitate the process. To initiate change, the organization must have a buffet of highly efficient and effective tools. These tools should be designed to provide
Civilian Research Paper     16
employees with a common set of problem-solving methodologies that enable them to continuously improve the way their organization does business.
There are many variations of change tools that go by a cornucopia of names and titles. For purposes of this paper we will concentrate on three of the most common and effective tools that together form a comprehensive system with which to manage change. The three tools are known as: Catalyst Facilitation, Six Sigma and Accelerated Change Tools. This tool kit will very likely expand over time to include new methodologies based upon the needs of the specific organization. The most important aspect of implementing these tools is to ensure everyone understands the purpose and scope of each tool, and the role the tool plays in each phase of change.
Common Vocabulary and Tools for Achieving Change Goals
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"CATALYST FACILITATION"
• Process flow
• Error rates
• Cycle tims
• Rapid problem solving
• Identify major value drivers & issues
• Determine optimization opportunities
• Generate quick wins &/ or project ideas
• DMAIC provides common language & map
• Data driven
• Technical strategy
"ACT" - Accelerated Change Tools
• Applied synergistically with the Facilitation & Six Sigma tools
• "Cultural" strategy (creating vision, shared need, & commitment)
a. Catalyst Facilitation:
Catalyst Facilitation is a simple, straightforward process. Small groups of managers and staff, cross functional, cross level, or both, address critical business issues, develop recommendations and present them to a senior leader in an open forum at the end of the meeting.
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After some open dialogue, the leader makes on-the-spot, yes/no decisions on those recommendations, empowers people to carry out the ones approved, and afterwards reviews progress regularly to make sure that results are actually achieved. Any organization that is growing in size and complexity needs new problem solving methods to help simplify its processes and speed decision-making. Catalyst facilitation is designed to do that (Ashkenas, Kerr, & Ulrich, 2002).
-What makes a good Catalyst Facilitation target?
•    The business goal is important and urgent - something that will make a real difference.
•    The topic is broad enough for brainstorming - not a single, narrowly stated problem - but still concrete enough that a measurable goal can be defined.
•    The objective is an improvement in actual performance, not just an improvement in planning, training, measurement, and documentation.
•    There are aspects of improvement opportunity that can yield results right away - either immediately or in three to six months at the most.
-What's a typical Catalyst Facilitation scenario?
•    You want to define a problem. You want to implement a specific solution to a problem, or you want to develop a specific solution to a problem.
-When is it not appropriate to use Catalyst Facilitation?
•    When there isn't clear sponsorship/buy-in from all decision-makers who own the process and/or they won't commit the time to resolve the issue.
•    Complex issues where the root cause is not so obvious and you lack data from your customers.
•    Technical issues requiring complex analysis, rigorous problem-solving methodology or considerable data collection/analysis.
According to (Doyle & Strauss, 1976), Catalyst Facilitation is a complimentary process to other fact-based decision-making tools such as Sk Sigma. Catalyst Facilitation is used to help
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surface and take action on more obvious solutions and to help define more complex issues that require more in-depth analysis.
b. Six Sigma:
The standards of quality that the consumer expects have greatly increased this century. Ford used to include a special tool and a procedure in the owner's manual for regrinding the valves on the Model A's. Today, the engine is expected to last at least 100,000+ miles before requiring any major maintenance. In the future, defect levels in the parts per billion may be the standard (Snee, 2003)!
The philosophy of Six Sigma is to apply a structured, systematic approach to achieve operational excellence across all areas of your organization, with an understanding that defect-free processes result from breakthrough improvement. The vision of Six Sigma is to delight customers by delivering world-class quality products and services through the achievement of Six Sigma levels of performance in everything an organization does.
In addition to lower costs and an improved bottom line, Six Sigma benefits the organization in many ways. One of the most important objectives of Sk Sigma is to seed a change in culture.
The term Sigma (a) comes from the 18th letter of the Greek alphabet. Sigma is the symbol for standard deviation. Sk Sigma is an aggressive goal, achieving the Sk Sigma standard refers to a standard of less than 1 defect per million opportunity's (DPMO). To put the Sk Sigma standard in perspective, consider the information in the chart below:
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Is 99% Good Enough?
99% Goad (3.8 Sigma)
20k lost articles of mail per hour
Unsafe drinking water for almost 15 minutes each day
5,000 incorrect surgical operations per week
Two short or long landings at most major airports each day
200,000 wrong drug prescriptions each year
No electricity for almost seven hours each month

99.99966% Good (6 Sigma)   | Seven articles lost per hour
One unsafe minute every seven months
1.7 incorrect surgical operations per week
One short or long landing every five years
68 wrong prescriptions per year
One hour without electricity every 34 years
The Six Sigma (6a) methodology is a measurement-based strategy that provides process improvement and variation reduction through the application of improvement projects. The methodology focuses upon finding data-driven and non-intuitive solutions for more complicated issues. Sk Sigma has been used successfully in numerous industries. According to   (Breyfogle, 2002) Sk Sigma is currently used by the following companies: Texas Instruments, Motorola, Honeywell, General Electric, Amgen, Dupont, American Express, and Seagate Technology. Now, Sk Sigma methods are being applied to any type of organization that wishes to improve its business—and it's catching on with companies far beyond early manufacturing champions such as GE and Motorola. Sk Sigma is now used by call centers, hospitals, even juvenile-detention halls to improve some aspect of their operations.
-How does the Six Sigma Process Work?
The Sk Sigma process starts with a thorough investigation of a customer's needs, with the goal of measuring how well those needs are being met with current processes. Solutions focus on curbing the variability in process outputs that cause increased cycle time, high defect rates, and stakeholder dissatisfaction.
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Six Sigma Is a Tool Box
	Define

	Measure

	Analyze

	Improve

	Control


	Project Management

	Process Mapping

	Multi Vari

	Variable DOE

	EVOP


	Minitab Tools

	Cause & Effect Matrix

	Correlation

	Fractional DOE

	Response Surface DOE


	Descriptive Statistics

	Fishbone Diagram

	Regression

	Full and 2" Factorial DOE

	Multiple Regression


	
	Statistical Analysis

	Hypothesis Testing

	Advanced DOE

	Transition Plans


	
	Lean Tools

	ANOVA

	Logistic Regression

	Control Plans


	
	USA

	FMEA

	
	SPC


	
	Capability

	
	
	Control Methods



Sk Sigma accomplishes its objectives through the use of the DMAIC methodology. The DMAIC process (Define, Measure, Analyze, Improve, Control) is an improvement system utilized for existing processes that have fallen below specification and are looking for incremental improvement.
-How are Six Sigma projects identified?
Sk Sigma projects are identified at all levels of the organization, but prioritized by senior management "Champions" to ensure that each project is aligned with corporate goals and will receive the correct level of support. The Champion is responsible for the success of the project and is engaged to ensure that all barriers to success are removed.
-Who can participate on a Six Sigma project?
•   Project Leader/ Green Belt candidate - Functional area management selects a project leader who will be trained on the Sk Sigma methodology and drive the project team.
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•   Project Team Members - Stakeholders that have direct experience and knowledge about the process undergoing evaluation. Team members serve as subject matter experts and are a link into the department or function sponsoring the Six Sigma project.
•   Black Belt - A Six Sigma expert is assigned to each project team to provide project mentorship and to ensure that the appropriate methodologies are used in the project.
•Good Six Sigma Projects Exhibit the Following Characteristics:
-Must Have a Business impact:
•A connection to an important customer, business objective, or process
•A gap between current and desired/needed performance
•Some tangible gain to be made in reducing errors or cycle time
-Must Be a Complex Problem:
•The cause of problem(s) is not clearly defined
•The solution is neither predetermined nor readily apparent
•Data are available for root cause analysis
Six Sigma's strength is providing an organization with a common language and tool set to foster a strong performance culture across an organization by offering a highly scalable infrastructure with dedicated resources, a common language and methodology that can be applied generically to all problems - manufacturing as well as non-manufacturing.
c. Accelerated Change Tools (ACT):
Many process improvements fail because cultural acceptance or adoption of the new process was never considered. ACT is an important suite of tools designed to help teams remember the human/ cultural aspects of their process improvement work. ACT tools are important to use during the development of a project's implementation plan (typically Improve phase). Project Team leaders should be trained on the use of the ACT tools and their appropriate application.
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-What is it?
ACT (Accelerated Change Tools) is a proven six-step approach for driving and imbedding change projects. The process incorporates a set of common sense tools designed to help managers orchestrate an entire change effort including communications, mobilization of political support, and creation of measures and rewards. According to (Kotter, 1996) accelerated change tools draws upon the most successful change management techniques from both America's most successful corporations and academia.
-The six ACT Core Processes are:
•    Leading change - Leadership is the fundamental ingredient to successful change efforts. Leaders must be visible, engaged, and accountable.
•    Building a shared need for change - The reason to change, whether driven by
opportunities or threats, is widely shared through data, demonstration, diagnosis, or best practices. The need for change must be sufficiently compelling to exceed its resistance.
•    Creating and communicating the change vision - The desired outcome for change is clear, legitimate, and widely shared and understood.
•    Mobilizing commitment for the change - There is strong commitment from key stakeholders to invest in the change and to make it work.
•    Changing systems and structures to support the change - The alignment between systems and structures is in place to support the change.
•    Monitoring progress and celebrating gains - Progress is tracked and reported with viability. Successes are celebrated and learning's are transferred throughout the organization.
A corporation's ability to compete successfully and to win will be determined in large part by their ability to respond and adapt quickly to changes in the market place. Moving through the adoption curve of change as rapidly as possible is paramount to success. ACT provides managers with a proven set of methods and tools to overcome resistance, accelerate adoption by staff, and imbed changes into the organization.
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6. Managements Role in The Office of Change Management:
Successful change must involve top management, including the board and chief executive. Usually there's a champion who initially instigates the change by being visionary, persuasive and consistent. A change agent role is usually responsible to translate the vision to a realistic plan and cany out the plan. Change is usually best carried out as a team-wide effort. Communications about the change should be frequent and with all organization members. To sustain change, the structures of the organization itself should be modified, including strategic plans, policies and procedures.
7. Challenges:
The best approaches to address resistances are through increased and sustained communications and education. For example, the leader should meet with all managers and staff to explain reasons for the change, how it generally will be carried out and where others can go for additional information. A plan should be developed and communicated. Plans do change, and managers must communicate that the plan has changed and why. Forums should be held for organization members to express their ideas for the plan. They should be able to express their concerns and frustrations as well.
8. Conclusion:
• The need for change has been implied throughout this paper. A casual reflection on change should indicate that it encompasses almost every key discipline within an organization. Think about leadership, motivation, organizational environment, and roles. It is impossible To think about these and other concepts without inquiring about change. Managers are the primary change agents in most organizations. By the decisions they make and their role-modeling behaviors, they shape the organization's change culture. For instance, management decisions related to structural design, cultural factors, and human resource policies largely determine the
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level of innovation within the organization. Similarly, management decisions, policies, and practices will determine the degree to which the organization learns and adapts to changing environmental factors. If environments were perfectly static, if employees' skills and abilities were always up-to-date and incapable of deteriorating, and if tomorrow was always exactly the same as today, organizational change would have little or no relevance to managers. But the real world is turbulent, requiring organizations and their members to undergo dynamic change if they are to perform at competitive levels.
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