CONFLICT MANAGEMENT - STRATEGIES FOR
CONFLICT RESOLUTION

Conflict management is the process of planning to avoid conflict where possible and organizing to
resolve conflict where it does happen, as rapidly and smoothly as possible. For any organization to be
effective and efficient in achieving its goals, the people in the organization need to have a shared vision
of what they are striving to achieve, as well as clear objectives for each team / department and
individual. This could happen for all the Governmental and non-governmental organizations.

It is the role of the manager to have a view about his unit activities. The workers must be keenly viewed
frequently. Unfortunately, when coworkers are unhappy with each other or their work situation, they
aren't always up front about what's bothering them. Instead, they may filled with angry but never try to
show it.

The following strategies will help you spot the signs of feeling of unhappiness or dissatisfaction among
your colleagues and make someone to face up and deal with a problem.

& Keep on top of what's happening in your unit and throughout the organization, including any
changes in your unit's environment or changes in your colleagues' moods. The informal way of
communication (grapevine) is also one of the way to discover grie vances, although it's not a
reliable source of information.

& Always don't expect others to automatically tell you when they're animosities at something. If your
co-workers were not properly communicating with you as well as with their colleagues, or if they
avoid making eye contact, you should understand that they were unhappy with some thing.
Obiviously they feel embrassed to express, you should take initiative to open conversation about
the issue.

& A small campaign or test designed to gauge internal happenings. i.e. Trial balloon approach can be
implemented. Without telling the information to a new person, he has to allow working in that line
and his view about the work environment has to be recorded for further proceedings.

& Intervene at an early stage. Never think, If | ignore the problem, it will go away. It probably won't.
You may not want to address your coworker's complaint, perhaps damaging unit morale and further
isolating you among the staff. So once you recognized the abnormal situation, you should react
immediately. It is the duty as well as the responsibility of the manager to resolve the problems.

& When someone addresses a criticism to you, listen to what he/she is saying whether or not you feel
her complaint is valid. He/She may need to vent her feelings. Don't interrupt and don't make quick
judgments. When he/she's finished, you'll have a chance to address her complaint.

& Get to the root of the problem. Ask questions by yourselves. What is that is happening? Is it really a
problem for all the workers or it is for one in particular?

& Always be supportive to the employees, hear the complaint and try to resolve it immediately by
putting your actions in any of the form. Don't hesitate to do adhoc enquiry.

& Plan yourself, how you are going to deal with the internal conflict, from where you are going to start
and how it should be, how you are going to finalise. Do it after planning properly.

CONCLUSION

Some situations offer neither fight nor flight- one just has to live with the situation. This problem

ultimately affects the individual and it totally disturbs his quality of work life. So it is the primary duty of

the departmental head to review the employees’ performance, if they found anything serious, they have
to adopt strategies which ruled out the entire problem of the employees.

aao
By: Ms. M. Lavanya Shoban, Asst. Professor, Sathyabama Univeristy, Chennai, Tamil Nadu
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CHANGE MANAGEMENT - AN OVERVIEW

By: Mrs. S. Vishnuvarthani, Lecturer in Commerce

Vellalar College for Women, Erode, Tamilnadu

INTRODUCTION

Change Management is not a singular
concept; rather it includes a set of best
practices and experiences, which are used to
handle both internal as well as external
changes. Change Management includes
effective management of new methods and
systems in an ongoing organization. Change
from an existing setup to a new environment
has its own set of inherent problems and the
problems become multifold when applied in a
service institution. It is a continuous, often
contradictory process, which brings difficult
challenges as well as opportunities. Change
is no longer a choice. So organizations
cannot avoid change. Managers, leaders
have to be aware of change and take active
role in anticipating, planning, facilitating and
implementing organizational change through
effective change management strategies.
Competencies in managing change can help
them to be more effective in moving the
organization from the present towards the
future.

Change management is not a stand-alone
process for designing a business solution. It
is the processes, tools and techniques for
managing the people-side of change. It is not
a process improvement method. Change
management is a method for reducing and
managing resistance to change when
implementing  process, technology or
organizational change. Change management
is not a stand-alone technique for improving
organizational performance. Change
management is a necessary component for
any organizational performance improvement
process to succeed, including programs like:
Six Sigma, Business Process Reengineering,
Total Quality Management, Organizational
Development, Restructuring and continuous
process improvement. Change management
is about managing change to realize
business results.

DEFINITION

Change management can be defined as "the
process of managing changes that occur
because of an event".

Karen Kaiser Clark states "Life is change.
Growth is optional. Choose wisely".
Management when defined simply is nothing
but making wise choices at the correct time.

Change Management includes the changes
that lie within and are controlled by the
organization and those that come to terms with
the changes occurring in the surrounding
environment i.e. the events originating outside
the organization and the response to them.

The basic definition of Change management
has following 3 important aspects:

o The task of ongoing change.
o An area of professional practice.
o A body of knowledge.

WHY IS CHANGE MANAGEMENT
IMPORTANT?

'Managing change' refers to making of changes
in a planned and managed or systematic
fashion where the aim is to implement new
methods and systems in an ongoing
organization in a more effective manner. The
content or subject matter of change
management consists chiefly of the models,
methods and techniques, tools, skills and other
forms of knowledge that go into making up any
practice. The 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.

The rate of organizational change has not
slowed in recent years, and may even be
increasing. The rapid and continual innovation
in technology is driving changes to
organizational systems and processes.
Witness the startling growth of the Internet,
which is enabling much faster and easier
access to knowledge; add to this the increased
expectations of employees as they move more
freely between organizations. And, of course,
globalization has seen the tearing down of
previous international market barriers. It is no
wonder that relentless change has become a
fact of organizational life.

While management design and implement
strategies that deliver improvement in
performance, they often neglect one key area
for success - "Managing the change". Change
management is important because
understanding this change and its effect on the
organization and its people minimizes
disruptive aspects and enhances positive
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opportunities in the change process. These
opportunities can include containing costs,
realigning resources and respond more
quickly to customer demands.

In spite of the importance and permanence of
change, most change initiatives fail to deliver
the expected organizational benefits. This
failure occurs for a number of reasons. One
might recognize one or more of these in an
organization which are as follows:

o Absence of a change champion or one
who is too junior in the organization

o Poor executive sponsorship or senior
management support

o Poor project management skills

o Hope rested on a one-dimensional
solution

o Political infighting and tough wars
o Poorly defined organizational objectives

o Changing the team through diverting to
other projects

Failed change initiatives leave burned out
employees, making the next change
objective even more difficult to accomplish. It
should come as no surprise that the fear of
managing change and its impact is a leading
cause of anxiety in managers.

Change management helps people to deal
with change. Three key benefits are:

Change management can help people to
recognize how powerful the human dynamics
are in any change effort, how they
dramatically affect the final result and how
management can use that knowledge to
attain the best possible out come.

A change management strategy can act as a
map for guiding action.

Change management ideas and tactics can
help the management to develop the
relationship needed to maximize the
effectiveness of a change.

TYPES OF CHANGE

Change can be Dbetter managed if
categorized. Changes can be broadly
categorized as:

o Provoked by pressure or necessity

o Induced by gentle persuasion rather than
force

o Enforced change
o Motivation by example and evidences

o Designed according to individual needs
and requirements

REASONS FOR CHANGE

Many things cause organizational
These include:

change.

o challenges of growth, especially global
markets

changes in strategy
technological changes
competitive pressures

customer pressure,
markets

to learn new organizational behaviour and
skills

o government legislation/initiatives.

O O O O

particularly shifting

O

Research indicates that organizations are
undergoing major change approximately once
in every three years, whilst smaller changes
are occurring almost continuously. There are
no signs that this pace of change will slow
down.

CHANGE MANAGEMENT STRATEGIES

There are different strategies and procedures
that are used to categorize the change
environment. The relevance of different change
strategies is that they build upon different
assumptions about human motivation and
hence willingness to engage in change at a
particular point in time. These strategies are
not intended to be mutually exclusive. Rather
they may each be appropriate at a different
stage of a particular change process. Once the
environment is identified, an effective
implementation plan can be composed. Five
differing views are presented below.

Normative-re-educative strategy

This approach believes that changing the
norms, attitudes and values of individuals will
lead to changes in their behaviours. It is based
upon core beliefs, values and attitudes. So
change will occur as individuals change their
attitudes and this leads them to want to behave
differently. People are social beings and will
adhere to cultural norms and values. Change is
based on redefining and reinterpreting existing
norms and values, and developing
commitments to new ones.

Rational-empirical strategy

This strategy is based on persuasion, and
assumes that individuals are rational and as
such they will follow their own self-interest
once this is made clear to them. The benefits
of a change therefore need to be highlighted
and sold to the individuals as being of personal
benefit to them. People are rational and will
follow their self-interest — once it is revealed
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to them. Change is based on the
communication of information and the
proffering of incentives.

Power-coercive strategy

This strategy is based on the application of
power, with the belief that most people are
compliant to those who have greater power.
A potential issue with this process is that
once the power is removed, individuals may
revert to previous behaviours. People are
basically compliant and will generally do what
they are told or can be made to do. Change
is based on the exercise of authority and the
imposition of sanctions.

Action-centred strategy

This focuses on the actions which include
problem solving, looking at problems and
focusing on remedial actions.

Environmental — Adaptive Strategy

People oppose loss and disruption but they
adapt readily to new circumstances. Change
is based on building a new organization and
gradually transferring people from the old
one to the new one.

FACTORS IN SELECTING THE CHANGE
STRATEGY

Generally speaking, there is no single
change strategy. An organization can adopt a
general strategy for any given situation. It
can also adopt mix of strategies in special
cases. The following are the factors which
influence the strategy chosen to change
management:

Degree of change

Radical space in an organization argues for
an environmental-adaptive strategy. It will
change the existing on an organization and
build a new one instead of trying to transform
the old one.

Degree of resistance

Strong resistance argues for a coupling of
power-coercive and environmental- adaptive
strategy. Weak resistance or concurrence
argues for a combination of empirical-rational
and normative- reductive strategies.

Target population

Large population argues for the mix of all four
strategies. Diverse population also calls for
mix of all strategies. This implies that, there
should be a careful segmentation.

The stakes

High stakes argue for a mix of all strategy.
When stakes are high, nothing can be left to

chance. Moderate stakes calls for a power-
coercive strategy.

The time-frame

Short-time frames argue for a power-coercive
strategy. Longer time frames argue for mix of
empirical-rational, normative-re educative and
environmental-adaptive strategies.

Expertise

Adequate expertise at making change in an
organization argues for some mix of strategies

Dependency

This is a classic double-edged sword. If the
organization is dependent on its people,
management's ability to command or demand
is limited. Conversely, if people are dependent
upon the organization, their ability to oppose or
resist is limited.

THREE PHASES OF CHANGE STRATEGY

a) Definition phase

This phase accurately define the change. It
involves,

o Problem specification

o Formulation of success criteria

o ldentification of performance indicators

b) Evaluation phase

This phase helps to,

o Generate the options

o Selection of appropriate techniques
c) Implementation phase

o Development of implementation strategies
o Consolidation

TEAM WORK AS A STRUCTURE FOR
CHANGE STRATEGY

Teamwork is the integrating element in
allowing organization members to influence
and manage change through an interactive and
co-operative network. The process involves the
following steps:

o A clear sense of mission or purpose is
essential.

o Build a team.

o Clarify roles, goals and expectations of
each member.

o Increase
competency.

o Improve communication and cooperation.

o Collect and analyze data to develop new
action.

overall organizational
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o Link planning and implementation.
o Encourage feedback.

o Connect the organization to its
environment.

CRITICAL ELEMENTS FOR MANAGING
CHANGE

For change management organization will
need to build knowledge and abilities in the
following areas:

Change management team structures
Change management roles
Critical barriers to implementing change

Change management planning and
strategies

Managing employee resistance

o Organizational change management
methodologies

o Building executive sponsorship
o Creating communication plans

o Creating training and educational
programs

o Incentive and recognition programs

o O O O

@)

STEPS INVOLVED IN CHANGE
MANAGEMENT

Three important principles are central to the
change management approach which is:

Change management is not the goal in itself:
it is a means to an end, and the end is an
improvement in an organization's
performance. It is about effectively managing
a process that will lead to an environment
where an improvement in performance can
be realized.

The "targets" of change must play an active
role in realizing the change: Successful
Change  projects  will identify  and
communicate the vision, letting the
employees know that they are expected and
empowered to play an active role in realizing
the planned benéefits.

An organization's employees are their
greatest asset: potentially, they are also the
greatest challenge. For a vision to become
reality, those at the "coal-face" must believe
in the project and have the desire to achieve
it.

STEP I: Change Management Planning

Before launching a project, the team should
conduct the following:

o Benefit Identification: The early
identification and agreement to the

organizational, functional and personal
benefits to be produced from any change
programme is essential.

o Executive Sponsorship: The programmes
must show alignment with senior
management's business objectives.
Gaining  executive  sponsorship  and
leadership is the first step to verify that the
change to be implemented aligns with the
business objectives.

o Readiness Assessment: An assessment
of the readiness of the organization to
adopt the changes required will enable a
realistic implementation plan to be
developed.

o Benefits Planning: Having identified the
benefits of the programme, it is important
to structure the plan in a way that
demonstrates when and how these benefits
will be delivered.

o Resistance Management: A major
obstacle to successful Change
Management is employee resistance at all
levels, typically due to lack of awareness
about the change, comfort with the ways
things are, fear of losing control or overload
of current responsibilities. A strategy will be
developed to reduce resistance.

STEP II: Change Management Execution

Once the project has been launched, the
project should conduct the following 4 key
execution steps.

o Communications Plan: If employees
know "what" the change is and "why" it's
being implemented, then "how" to
implement the change becomes far less
challenging. We will develop a carefully
structured communications plan to inform
the employees about the Change
Management programme and how the
change will affect them.

o Implement the Change Management
Plan: The execution of the actions within
the Change Management plan can be
supported by continuously assessing
progress and if necessary revising the plan
accordingly where the aim is to equip the
employees in the organization with the
skills, tools & techniques required for them.

o Education and Training Plan: A key
element of the Change Management plan
is the Education and Training plan, to
perform an effective role within the
organization once the changes have been
implemented.
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o Resistance Management: By actively
listening, feedback on the changes can
be constantly monitored during
implementation, to identify any areas
where resistance is being encountered.

STEP l: Change Management
Reinforcement
Once the project is complete, PMIS

(Personnel Management Information System)
can support clients' through 3 further steps
focused upon sustaining the change. They
are:

o Measuring Benefits: Measuring the
benefits delivered by the programme
assessing the progress achieved against
the objectives identified at the outset.

o Identify Gaps and Manage Resistance:
If the some of the anticipated benefits
have not been realized this may be
because of gaps in the actions
undertaken or unexpected resistance.
The identification of these gaps and
resistance will enable the implementation
of corrective actions to reinforce the
change.

o Reinforcing Change: Having achieved
the new behaviors, process, practices
etc, it is all too common for organizations
to slip back to operating and behaving
along the original familiar lines.

On a regular basis, monitor the
organizational performance relative to the
goals of the Change Management project,
developing where appropriate corrective
actions to reinforce the desired changes.

HOW TO MANAGE CHANGE?

The honest answer is that you manage it
pretty much the same way you'd manage
anything else of a turbulent, messy, chaotic
nature, that is, you don't really manage it,
and you grapple with it. It's more a matter of
leadership ability than management skill.

o The first thing to do is jump in. You can't
do anything about it from the outside.

o A clear sense of mission or purpose is
essential. The simpler the mission
statement the better. "Kick ass in the
market place" is a whole lot more
meaningful than "Respond to market
needs with a range of products.

o Build a team. "Lone wolves" have their
uses, but managing change isn't one of
them. On the other hand, the right kind of
lone wolf makes an excellent temporary
team leader.

o Maintain a flat organizational team
structure and rely on minimal and informal
reporting requirements.

o Pick people with relevant skills and high
energy levels. You'll need both.

o Toss out the rulebook. Change, by
definition, calls for a configured response,
not adherence to prefigured routines.

o Shift to an action-feedback model. Plan
and act in short intervals. Do your analysis
on the fly. No lengthy up-front studies.
Remember the hare and the tortoise.

o Set flexible priorities. You must have the
ability to drop what you're doing and tend
to something more important.

o Treat everything as a temporary measure.
Don't "lock in" until the last minute, and
then insist on the right to change your
mind.

CONCLUSION

Organizational change is increasing yet the
high level of failure indicates that effective
management of these changes is still lacking.
Such a gap indicates that there is much to
learn about how to manage change more
effectively. Hence, people management and
development professionals have significant
role to play in any change management
process. Change management is a systematic
approach to dealing with change, both from the
perspective of an organization and on the

individual level. With the widespread
commitment of people throughout the
organization, change efforts will succeed.

Change does not substantially alter the way a
leader leads; change only reinforces that
leaders must always use their skills to lead
everyday.

oaa
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“GOOD MANAGER CAN BECOME GOOD LEADER: REALITY OR
MEATH”

By: Ms. Praneeta Krishna, Student

Alard Institute of Management Sciences, Pune, (M.S.)

Attitude is the bottom line of Success and success doesn't mean absence of failure
but attainment of ultimate objective. It means winning the war, not every Battle.

Managers can be great leaders. They can
play the role of both manager as well as
leader. It depends upon their perception
and desire. Most people fail not because of
lack of ability or intelligence but because of
lack of desire, direction, dedication and
discipline. Human Resources is the most
valuable asset of any Business. It is more
valuable than capital as equipment.
Unfortunately, it is also the most wasted.
People can be biggest asset or biggest
liability.

It is an obvious thing in an association to
think the top management-The CEO’s,
COOQ's, V.P as leaders. Who are expected
to motivate, inspire and transform thus
subordinates and peers? But now
leadership is not only confined to people
having authoriatative title. As a matter of
fact, many executives of organization lack
the characteristics of a good leader
because these spills were never cultivates
early on.

Association Managers have some unique
qualities of Business professionals. They
fulfill ample amount of responsibilities right
from Budgeting, they provide effective
communications across departments and
hierarchical levels and they are the ultimate
multi-takers, information gathers and
negotiators. As a result they have all the
skills and qualities that a leader should
have. But they are not called LEADERS.

NOW LET US SEE WHAT EXACTLY
LEADERSHIP IS:

Leadership is a complex dynamic that
involves three components- The Leader,
The Follower and The Situation. You can't
compel anyone to accept you as a Leader.
It is done by one's Will and leader should
have certain incredible qualities. He should
be Meticulous. There is no actual definition

EDWIN C. BLISS.

of the term Leadership resulting in a
perspective from which to view it.

Managers and Leaders share a particular
relationship. While managers are
associated with words like efficiency,
planning, paper work, regulations, control
and consistency. Leaders are more
associated with words like:

o Risk tasking
o Creativity
o Change and vision.

Leaders are thought to do the RIGHT
THING, whereas Managers are thought to
do THINGS RIGHT. There are some
distinctions between managers and leaders-

e Managers administers; Leaders

innovates Managers maintain;
e Managers maintain; Leaders Develop
e Managers Control; Leaders Inspire

e Managers focus on short term; Leaders
always keep long term in mind

e Managers ask how and when, Leaders
ask what and why

e Managers directs, Leaders motivates

Success is the manifestation of Good Luck
that results from inspiration, aspiration,
desperation and perspiration, generally in
that sequence?

Qad
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