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How to be an I T chanp
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" EVERYBODY | i kes i nnovation until it affects hinmself, andthenit's bad.'
- Walter Wiston, forner chairman, Citicorp Bank, "Sayings OF The Year',
Observer, Dec 29, 1974.

Looki ng at resistance

Resi stance to change i s nothing new. In the past two centuries we have
had to deal with such techni cal advances as steam electricity, the
conmbusti on engi ne and nucl ear power. Now we are faci ng a new chal | enge:
Comput eri sati on.

Mal aysi a' s manpower shortage has pushed conpanies to invest in new
technol ogy, nostly in the formof conputers. In the past, small busi nesses
could hire aclerk or deal with their information flow (accounts, stocks,
taxes etc) themsel ves.

Only large corporations invested in conputers to deal with their

i nformation fl ow

In today's conpetitive climte a company nust react speedily to new

devel opnents inthe market if it wants to survive. Conpani es are hanpered
by the fact that they cannot find enough enpl oyees to deal with the -
routine work necessary to keep a busi ness goi ng. Furthernore, the
corporate world is changi ng qui ckly. Thanks to our new sophi sti cat ed

i nformation technology (I T), newtrends are anal ysed nmuch faster than t hey
were 10 years ago. The conpany which predicts future trends accurately

wi Il have an advantage over its conpetitors.

Most enpl oyees are accustoned to routine and resent the work whi ch cones
wi t h change. Under optinumcircunstances, routines have been devel oped
over a long period and are tried and tested nmethods of dealing with tasks
inthe nost effective manner. The introduction of newtools often disrupts
t hese routines. Enpl oyees believe that the "old way' is the best way.

To overcone this resistance a chanpion i s needed. Chanpions help to

i ntroduce change in a positive manner. They put the positive face on
change, generating ent husi asmand support. Corporate | T chanpi ons nust
communi cate wi t h everyone i nvol ved, such as the project nanager, trainers,
trai nees, etc.

The chanpi on shoul d be a nmenber of the teamsponsoring the change-over

to I T systenms, and have t he backing of that team but may not be directly
involved in a specific part of the process. Prine Mnister Datuk Seri Dr
Mahat hi r Mohamad, for exanple, chanpions I T without being directly

i nvol ved.

As an appoi nted corporate | T chanpi on, how shoul d you go about your job?
I nt roduci ng change

The first thingis to conmpile a project plan. This is not necessarily
your job but as you will be identified with the project and its success or
failure, it woul d be prudent to make sure that the plan:

* focuses on results;

* anal yses each step of the process for managenent and control purposes,
starting with the purpose and objecti ves;

* all ocates the resources you need;

* defines roles and responsibilities; and

* adopts a clear and sinple reporting structure.

You can use this plan to guide you t hrough the process of chanpi onshi p.
To gi ve everyone an i dea of the pace of change, present the project plan
and use it as a guide to progress. Wen nil estones are reached on tineg,



enpl oyees shoul d be congrat ul at ed, prai sed and encour aged.

To start with a high noral e, announce the news with the reasons for
change cl early expl ai ned in an ent husi asti c and positive nmanner. The
advant age shoul d be outlined clearly using positive vocabul ary.

Next, initiate discussions which fornms on the positive aspects of the

i npendi ng changes. Encourage enpl oyees to find the positive aspects

t hensel ves. Peopl e who feel that they have participated in a decision
identify with the project and are nore enthusiastic and willing to see it
succeed.

Be aware that for manly enpl oyees, the introducti on of newtechnol ogy

aut omati cal |y neans downsi zi ng, therefore job security is a major issue.
When i ntroducing change it is inmportant to confront these fears and | ay
themto rest.

Try to focus on the positive side of the introduction of IT systens,

poi nting out that stream i ned and efficient conpany processes will rel ease
enmpl oyees fromthe tyranny of tedious nechanical work. This nmeans that
enpl oyees have to upgrade their skills which demands dedi cati on and hard
wor k. However, the conpany will be able to deal with routine work nuch

qui cker, leaving it free to pursue nore business. Wen enpl oyees are
willing to upgrade their skills and take advantage of the new processes,
there shoul d be nore work, not |ess.

As chanpi on, be careful to actively pronote the use of the new system
and, if possible, be seento useit. Keep in close contact with enpl oyees,
di scussi ng experiences regul arly and openly, whet her good or bad, in an

i nformal manner. This creates teamspirit.

Initially, therewill be resistance. Therefore, arrange for a handful of
enpl oyees who can be relied upon to be enthusiastic to be trained first.
You can t hen use those trained enpl oyees to hei ghten ent husi asm and hel p
develop a roll-out plan.

Once the first group is trained, have themdiscuss with other small

groups how they want to |l earn new skills. Enpl oyees may choose an

i ntensi ve course, or choose a nore gradual approach. \Wen enpl oyees f eel
incontrol of their own destiny a positive atnosphere i s created.

Once training i s underway, be sure to keep an eye on stress |l evels, both
envi ronnment al and psychol ogical. Stress ignored is a problem Acknow edged
stress is often hal fway solved, especially if it is mnor stress caused by
tenporary circunstances. Mdst sufferers have very clear i deas of howto
prevent it, but are too shy to bring the subject up. This is especially
true of workers who deal with newtechnol ogy. There is a fear that others
wi Il not understand and perhaps di sbelieve the probl ens which result from
wor ki ng wi th conputers. An open |line of conmunication w !l bring the

probl em and hopefully the solution, to the fore.

Where not all personnel are required to be retrained, arrange for
everyone in the conpany to take part in learning to deal with the new
system whet her by hands-on or reporting nethods. Wen everyone is aware
of the triunphs and difficulties of the new system tenpers will be held
in check during the | earning curve.

Taki ng account of the | earning curve

There wi Il be an adjustnent period which can be trying for all those

i nvol ved as new t echnol ogy requi res tasks to be | ooked at in a new manner.
Thi s means that tasks which have been dealt with efficiently, now becone
difficult. For the i nexperienced user, the learning curve is a long one.
Users can becone di scouraged very quickly. Some feel it is their own | ack
of intelligence or application which is causing the problem Qhers blane
it on the machine which they say is "useless'.

As chanpi on you must halt this process. Stay in touch with trainers and
trainers. Praise success, however small, lavishly. Allowfor nistakes with



attendi ng words of encouragenent. Encourage devel opment of a process
wher eby t hose i nvol ved can report problens and their sol utions. Make this
i nformation avail abl e to everyone. Wen notivati on wanes consi der
instituting schemes whereby incentives such as noney, pronotion and
attai nnent badges are used to reward progress.
To sumup, the chanpion's main task is to put the positive face on
change, generating ent husi asmand support. Successful chanpionshiprelies
essentially on good pl anni ng, positive and regul ar comruni cation with
enpl oyees, encouragenent and rewar d.
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