Managing Change: Change Gauge

Change Gauge:

The First Three Questions to Ask 

When Considering an Organizational Change
Purpose: The Change Gauge is a tool for sketching your plans for an organizational change. It offers advice regarding:

· whether or not to embark on a change effort (when you must make a decision on whether or not to go forward)

· how to resize a change when needed

· where to focus attention at the outset of a change effort to best mobilize people

Time:  Can be completed by an individual in 15 minutes, but the tool is also useful as the foundation of a deeper discussion with the people facing the change.

Background: The general idea for this tool comes from the three questions set that Marvin Weisbord shares in “Assessing the Potential for Action” in his book Productive Workplaces. Weisbord is a well-regarded practitioner, historian, and theorist in management science. His three questions form the three headings of the tool, while the worksheets within each question represent OED’s own contribution to it.

Instructions:  Simply enter short answers for A through D then proceed to evaluate the overall results and your action plan. Areas where you end up with quick short answers the first time around may indicate places you'll want to return to and explore in greater detail later.

A.      Name the change here: 

B.      Question 1: Is there a good business reason for making this change?

What is the business reason?

What are the benefits and reduced risks/costs?

What are the downside business risks?

How does  the cost/benefit of this change compare to other changes the organization is making now or could make?

C.    Question 2: Is there committed leadership for the change?

Is the leader willing to take risks to achieve this change?

Ask for resources?

Sell to, negotiate with, and confront stakeholders as needed?

Are other levels of leadership, above and below, supportive of the change?

Give time on an ongoing basis to support that change by clearing political roadblocks, putting time and resources into solving unexpected problems, and keeping the project in the organization’s focus?

D.   Question 3: Are those people affected by or doing the work involved energized to take this project on?

What are the costs and benefits of the change to the staff?

What are the costs and benefits of the change to other key groups who are affected by the change?

How does this change stack up against others that staff are facing and could take on?

How does this change stack up against others that other key groups are facing or could take on?

How able is this staff to come together to understand joint concerns to act together in meeting them?

Overall Ratings 

Review your answers to questions B, C, and D and enter an overall rating of high medium, or low according to the chart below:

	Key Question: To what degree do we have this ingredient present in forecasting this change goal?
	Overall Rating

	B. Business Reason
	            Low             Medium         High

	C. Committed Leadership
	            Low             Medium         High

	D. Energized People
	            Low             Medium         High


Assessment Results

Assessing your findings is an art of determining how to leverage your high ratings, while creating deliberate strategies for bringing your low ratings up to medium at least. 

If you have few high ratings and several low ratings, you should consider reducing the scope of the change effort to one where your responses can be more favorable. 

Use the worksheet below to convert your ratings into action strategies.

	Key Question


	Action Strategy: 

For low ratings: What can we do that would lead us to improve our rating on this key question?

For high ratings: How can we put this asset to use? Can it be used to improve lower rating areas?

For medium ratings: What clear action strategies, does this key question response suggest?

Overall: Are there any ratings here that I should discuss with others before concluding that I have rated them accurately (if so, discuss with whom?)



	B. Business Reason
	

	C. Committed Leadership
	

	D. Energized People
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Find this tool and other organization development resources online: 

http://hrweb.mit.edu/learning-development
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