SHORT SUMMARY OF KEY POINTS FROM ARTICLE: 

“Managing Successful Organizational Change in the Public Sector” FERNANDEZ AND RAINEY (2006)

[Fernandez, Sergio and Rainey, Hal G. (2006) Managing Successful Organizational Change in the Public Sector. Public Administration Review, March/April 2006, 168-176. ‘
Fernandez, and Rainey in 2006 reviewed the literature on organizational culture change in the public sector. They found “remarkable similarities” among the models and frameworks for organizational change that they reviewed. Fernandez and Rainey identified eight factors that they suggested “change leaders and change to which participants” should pay special attention. 

Factor 1: Ensure the Need. “Managerial leaders must verify and persuasively communicate the need for change.” People have to be convinced of the need for change and suggest beginning by “crafting a compelling vision for it” that is “easy to communicate,” “appealing,” “provides overall direction for the change process” and “serves as the foundation from which to develop specific strategies for arriving at a future end state.” Fernandez and Rainey found that some research shows “it is easier to convince individuals of the need for change when leaders craft a vision that offers the hope of relief from stress or discomfort.” Researchers found that public sector leaders can take advantage of “mandates,” “political windows of opportunity,’ and ‘external influences” to verify and communicate the need for change. (p. 169.)

Factor 2: Provide a Plan. “Managerial leaders must develop a course of action or strategy for implementing change.” The vision for change needs to be transformed into a “strategy with goals and a plan for achieving it.” The strategy should offer “direction on how to arrive at the preferred end state,” identify obstacles, and propose measures for overcoming these obstacles. Specific goals will limit “the ability of implementing officials to change the policy objectives” and provide ‘ a standard of accountability.” (pp. 169-170.)

Factor 3: Build Internal Support for Change and Overcome Resistance. “Managerial leaders must build internal support for change and reduce resistance to it through widespread participation in the change process and other means.” (p. 170) Fernandez and Rainey write that a “crisis, shock, or strong external challenge”—real or manufactured—“can help reduce resistance to change.” They caution that managers run the risk of “playing it too safe” if the urgency rate is not pumped up enough. “

Wide-spread, effective and ethical participation” can support change and lower resistance. Effective approaches managers can employ include: “persuasion, inducements and rewards, compromises and bargaining, guarantees against personal loss, psychological support, employee participation, ceremonies and other efforts to build loyalty, recognition of the appropriateness and legitimacy of past practices, and gradual and flexible implementation of change. Fernandez and Rainey write that “participation is particularly important in the public sector.” “…career civil servants…can use the frequent turnover among top political appointees to their advantage by simply resisting new initiatives until a new administration comes into power”…”their participation in the stages of change can help reduce this kind of resistance.” 

Successful implementation of organizational change often resembles a hybrid of “lower-level participation” and “direction from top management.” In addition to widespread participation, leaders must “take participation seriously, commit time and effort to it, and manage it properly.” (pp. 170-171.)

4: Ensure Top-Management Support and Commitment. “An individual or group within the organization should champion the cause for change.” Some studies stress the importance of having a single change agent or ‘idea champion’ lead the transformation.” Others stress the need for a “guiding coalition” of individuals “who lend legitimacy to the effort and marshal the resources and emotional support required to induce organizational members to change.” “Successful reform requires “leadership continuity and stability,” which is a particular challenge in the public sector because of “frequent and rapid turnover of many executives in government agencies.” Because of this, career civil servants often lead significant government reforms. (p. 171)

Factor 5: Build External Support. “Managerial leaders must develop support from political overseers and key external stakeholders…” partly because of the ability of these players to: “impose statutory changes” and “control the flow of vital resources to public organizations.” Political overseers can influence reform efforts by “creating and conveying a vision that explains the need for change” as well as selecting political appointees who are “sympathetic to the change” and “have the knowledge and skills required for managing the transformation.” ((p. 171)

Factor 6: Provide Resources. “Successful change usually requires sufficient resources to support the process.” Fernandez and Rainey maintain that “…change is not cheap or without trade-offs.” “Planned organizational change involves a redeployment or redirection of scarce organizational resources toward a host of new activities,” including:

· “developing a plan or strategy for implementing the change”

· “communicating the need for change”

· “training employees”

· “developing new processes and practices”

· “restructuring and reorganizing the organization” and

· “testing and experimenting with innovations.”

“Ample funding is necessary to staff implementation agencies and provide them with the administrative and technical capacity to ensure that they achieve statutory objectives.” (p. 712)

Factor 7: Institutionalize Change. “Managers and employees must effectively institutionalize and embed changes.” “Virtually all organizational changes involve changes in the behavior of organizational members.” For changes to endure, “members of the organization must incorporate the new policies or innovations into their daily routines.” “Employees must learn and routinize these behaviors in the short term and leaders must institutionalize them over the long haul so that new patterns of behavior displace old ones.” 

Fernandez and Rainey cite one model for “reinforcing and institutionalizing change,”, developed by Armenakis, Harris, and Field (1999), under which leaders can:

· “modify formal structure, procedures, and human resource management practices;”

· “employ rites and ceremonies”

· “diffuse the innovation through trial runs and pilot projects”

· “collect data to track the progress of and commitment to change” and

· “engage employees in active participation tactics that foster ‘learning by doing’” (p. 172)

The collection of data and monitoring of the implementation process can help “keep managers aware of the extent to which organizational members have adopted the change” and “should continue even after the change is fully adopted to ensure that organizational members do not lapse into old patterns of behavior.” (pp. 172-173.)

Factor 8: Pursue Comprehensive Change. “Managerial leaders must develop an integrative, comprehensive approach to change that achieves subsystem congruence.” Similar to Stone, Fernandez and Rainey argue that systemic changes are needed to the subsystems of an organization and “must be aligned with the desired end state.” “Changing one or two subsystems will not generate sufficient force to bring about organizational transformation.” Fernandez and Rainy note that “subsystem congruence may be more difficult to achieve in the public than the private sector because change agents in the public sector exercise less discretion than their private sector counterparts.” (p. 173)

