
Three quick stories about change…
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In 1803, after a short-lived pause in a long conflict, England and France were at it again. By this time, after years of war, England was considered a spent nation. Napoleon was dominating the European continent, and was planning the invasion of the British Isles.

Now, England’s main strength lay in its navy. A fleet of 27 ships under the command of Admiral Horatio Nelson lay between England and continental Europe. France had a larger fleet of 33 ships laying nearby. Late in 1803, off the Spanish coast, near the Cape of Trafalgar, these two fleets came together.
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At the time, the preferred mode of attack when one fleet met another was line-to-line, in which the attacking ships would sail bow to stern in a single line that paralleled the enemy’s line of ships. 

This resulted in battles of one ship against another, and if one side was losing it had an easy escape route, by just turning away. Because of this, few ships were actually captured or sunk in this type of battle. 

This had been conventional wisdom, for almost 300 years and accepted by both sides.

But times were changing. 
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Lord Admiral Nelson was willing to try a new tactic that was being considered at the time. He lined his ships up into two parallel lines perpendicular to the French fleet, and smashedthrough their center. This broke the French up into smaller groups that could be attacked separately, and it created chaos among the French ships.
The French admiral had also been aware of these new tactics, but he couldn’t bring himself to move away from the conventional wisdom of the time.
That cost him the battle, with the destruction of 19 of his ships. No British ships were lost. 
It also transformed the larger war, giving the British unchallenged naval superiority. Soon the war would be over and Napoleon would be in exile.
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Fast forward a couple hundred years. It’s 2002 in Major League baseball, and the Oakland A’s are struggling. 

They have the third lowest salary budget in the League. They can’t afford to acquire god players found through traditional scouting methods, which included a subjective analysis of such things as a player’s stolen bases, runs batted in, and batting average.
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Paul de Podesta, a Harvard graduate with a degree in Economics, tells General Manager Billy Beane that his statistical analysis reveals team success come from players with good on-base percentages and slugging percentages, not from the more traditional indicators. This has the added advantage of focusing on players considered less valuable in the League, thus more affordable.

Although this flies in the face of conventional wisdom at the time, Beane listens to de Podesta. 
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They apply these methods to recruiting new players. The season starts out rocky, but they pick up steam and finally go on a 20 game winning streak – an American League record. The recruiting method becomes known as the Moneyball method.

They made it to the playoffs in 2002 and 2003, but couldn’t make it all the way through to the World Series. The doubters of the method rejoiced, traditional recruiting techniques were resurrected, and the A’s made it to the playoffs only once in the next eight seasons.
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The third and last story is about a former client of ours in the oilfield services business. They hired a technology engineer who had started his career at Microsoft, where it was a normal part of business to roll out the newest products or implement the latest upgrades. In that environment, having the latest and greatest in technology was the best state to be in. 

In the new oilfield services company, he moved up in the ranks and quickly became CIO. Because of his mindset that new is good, new is better, he brought that approach to his new role.

This CIO pushed out many new technology solutions to business problems, and upgraded software whenever there was a new release available.
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There were quite a number of these new technologies and process.  They included:

• A new Health, Safety, and Environmental reporting system
• New contract management processes
• A new procurement system
• New HR processes and systems
• New transportation and DOT compliance automation
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But some of these new initiatives were just not taking root.   While no one disagreed that each of these was good individually, most of the employees started experiencing “change saturation”. They were overwhelmed with so many changes at once, and they started digging in their heels. As a result, many of the projects had to be abandoned.
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So what is the common thread of these three experiences? It’s resistance to change.
In the face of changing battle tactics, the French admiral was immovable. In spite of all the evidence to the contrary, he didn’t see the need to change tactics from those that had been in place for centuries. He was a rock. 
The Oakland A’s management was willing to accept change. For a while. But when it didn’t produce the desired results right away, they reverted back to old ways. They were bamboo, willing to be swayed when it looked like there was something in it for them, but snapping back to rigidity at the first sign of trouble.
The oilfield services client was very willing to embrace change, but to a fault. Change for the sake of change eventually led to oversaturation, like a soaking sponge. New initiatives stopped becoming effective, and people shut down.
So why do people resist change? And how do we manage that resistance?
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First, don’t be surprised by resistance!
Even if the solution that a project brings is a wonderful improvement to a problem, there will still be resistance to change. 
Comfort with the status quo is extraordinarily powerful. Fear of moving into an unknown future creates anxiety and stress, even if the present state is painful.
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But change is always going to happen. You’ve heard the saying: if you are not going forward, you are going backwards. 
If you attempt to stay in the same place, the world is going to move on ahead, and leave you behind.
So change is inevitable.
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And that’s a good thing. Think of all the great things that are a part of your life now that required getting out of your comfort zone.
• Maybe it was your decision to get married, or have a child.
• Maybe it was the first time some of you ran for elected office.
• Maybe it was embracing that new work process that saved you time, and freed you up to be more effective.
Change done right can be very positive.
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The key to success is to manage the change.
A recent benchmarking study of over 800 project managers, change management practitioners, CIOs, and CEOs found a direct connection between change management effectiveness and success in meeting project objectives.
Note that the surveyed respondents said 
• if they had an EXCELLENT change management program
• 96% of them were able to meet or exceed project objectives (including being on time, and on budget, with a high adoption rate)
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As County Clerks and District Clerks, you are faced with changes all the time. 
One of the largest of these at the moment has been the civil e-Filing mandate to move from a paper-based system of filing cases and legal documents to an electronic based one. 
The Judicial Center of Excellence model being developed by the Texas Judicial Council wilintroduce numerous changes.
Other examples of change you could face might result from election law changes. Early voting requirements, election reporting requirements, ballot casting techniques, registration requirements, or other changes are all possible.
Changes can be driven by new requirements for records retention, criminal discovery, juvenile records processing, foreign judgments, and any of a number of other legislatively-driven requirements. 
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But successfully implementing those changes can be rewarding.
• You are providing better services to your constituents.
• You are creating a better system of government
• You are doing your part as an elected official
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Fortunately good processes exists for managing change in an organization. My company, Access Sciences, uses one called ADKAR, for the first letter of each step.
1. It begins with Awareness
Is your organization aware of the need for change? Does it understand the reasons for the change, and the benefits that will result? If not, their reaction might be: “This is a waste of time, it was fine before.” Awareness of the need for the change is a critical first step. 
2. Next is Desire
Does your organization have the desire to participate in the change? If a person has no desire to change, you might hear: “What’s in it for me?” Through one-on-one conversations, leaders can uncover their people’s personal reasons for resisting and help remove barriers.
3. The third step is Knowledge
Do your people have the necessary knowledge to make the change? In order to effectively change, they need to know how. This is where effective and role-specific training comes in.
4. The fourth step is Ability
Can your organization put their new knowledge into practice? Knowing of how to do something and actually having the ability to perform are very different. Here, your organization will benefit from hands-on coaching and practice in an environment where they can make mistakes and ask questions. 
5. Finally comes Reinforcement
The human brain is wired for habit, and physiologically we are programmed to revert to old habits. We have to have reinforcements in place to sustain the change. Positive recognition is a great way to reward people for making the change. If some people are reverting to old processes or habits, check to see if they need more training or coaching, and reinforce that they are expected to continue working in the new way.
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You have a great amount of control over the first of these steps.
It’s at the second step, Desire, that you’re likely to face your first real hurdles. 
• We don’t have direct control over other people’s individual choices. 
• This is where you are first likely to run into your rocks, bamboo, and sponges.
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The rocks are probably the easiest to identify.
• They are vocal in their resistance.
• They may actively campaign against the change.
• There may be a lack of engagement – for example, not attending key meetings.
• They may not provide requested information or resources
If they are key to the new way of doing things, and resistance isn’t overcome, there is a high probability of a poor outcome.

20



Bamboo are harder to gauge.
• They are cautiously optimistic. Not vocal one way or the other. 
• They go with the flow if they recognize value. 
• And value usually means “What’s in it for me?”
If you don’t continuously reinforce the value proposition for these people, they may slide into resistance.
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Sponges are enthusiastic.

They can be observed as individuals or groups that focus on continuous improvement.  They are often the ones chosen to be early adopters, or testers of a new process. 

This may seem like a blessing, but if you let the sponges get carried away with change, you risk burning them out.

If appropriately coached, these people can help support and evangelize the change.  
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It’s important to get at the underlying root causes of resistance—that is, understanding why someone is resistant, not just how that resistance is manifesting itself.
Common reasons you will come across include:
[Discuss each bullet]
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Managing and overcoming resistance requires taking action at every stage of an initiative, from planning, through execution, to follow-up
Key steps include:
[Discuss each bullet]
Resistance is ultimately an individual phenomenon. So it’s important to address resistance at the individual level. The best way to identify the root cause of resistance is through a personal conversation between a resisting person and their supervisor.
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So let’s go back to our three stories. If resistance to change had been eliminated, howmight things have been different?
Had the French admiral not been such a rock, perhaps he would have changed his battle strategies to adapt to the changing British strategies. The French might have maintained their military superiority, and Napoleon may have not needed to go into exile.
Ironically, for the  Oakland A’s, they lost their advantage because most of the other teams in the League adopted their change, while they began to resist it again. By standing still, they lost ground. The Boston Red Sox embraced the change and stuck with it, going on to finally win the World Series in 2004 after an 86 year drought. Had the A’s not acted like so much bamboo, perhaps they would have made it to the World Series as well.
And had the oilfield services CIO addressed change in a more measured way, perhaps his employees wouldn’t have felt so overwhelmed, like saturated sponges, and all his initiatives would have been successful.
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As leaders, you are in a position to influence the success of your own change initiatives by:
• Managing change in a controlled and proven way,
• Recognizing the points of resistance that are certain to crop up, and
• Turning that resistance into support, by recognizing its root causes and addressing the resistance at an individual level.
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Thank you.
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