PANEL SESSION:

CHANGE MANAGEMENT – THE NEXT WORKFORCE GENERATION

Webster defines change as “to be or force to become different”, and “to exchange for or replace by another.”  By logical extension, change management, then, is managing the process of becoming different, and managing the exchange or replacement of one group by another.  Panel Moderator, Clarence Crawford, Associate Director of Management and Chief Financial Officer, Office of Personnel Management, perhaps said it best when introducing the topic and the panel of speakers – everything starts with people and understanding different perspectives.  

Pete Smith, President and Chief Executive Officer of the Private Sector Council, began the panel discussions with an examination of what change entailed.  He introduced a formula for successful change:

D (M+P) > C + L

that applies to everyone involved in change.  Professor Michael Beers of the Harvard Business School developed this formula.  Professor Beers is one of the world’s leading experts on organizational change.  

· D = the level of dissatisfaction in the organization and is a critical element of the formula.  Dr. Beers’s research shows a strong correlation between the depth of dissatisfaction and the success of the change effort.  This is a problem that management often fails to grasp.  If top management can’t make the need for change clear, raising the level of dissatisfaction throughout the organization, then employees are likely to be apathetic to or reject change initiatives.

· M = the model or vision of the new approach.  How will things be better if this new approach is implemented?  How will stakeholders benefit from the new approach?  How will employees benefit?  What are the trade-offs?

· P = change process and is another critical area.  Who will make decisions and when?  How will communications be handled?  Who will be involved in the process?  How will change be managed?  If employees are expected to align with the change effort, they must be involved early on.  Management’s intentions and the change process must be made clear.

· C = cost of change.  If the benefits of change don’t outweigh the costs, the change is not worth making.  Many organizations fail to measure the cost of change when considering changing.

· L = Secret ingredient

Mr. Smith offered the following model as a best practice for successful change management:

· Clarity.  The motives, expected outcomes, and decision-making process should be clear to everyone from the start.

· Honesty.  Change is rarely successful without an atmosphere of trust.  Discuss potential negative effects of change to individuals or groups of employees at the outset of the change process.

· Empathy.  Understand that there are reasonable motives for all positions on any issue.  Dealing sympathetically with each point of view is a key ingredient to successful management of any change.

· Persistence.  Major change is difficult and time consuming.  It is important to stay with the message and sustain the change process until the majority of the workforce is aligned around the change.

· Flexibility.  Reconsidering aspects of change that are not working well can do much to earn the trust of those for whom change is most difficult.

· Communications.  Communications is the common thread throughout the change process.  Listen as well as talk; spend time to communicate.  

To recap Mr. Smith’s presentation, successful change results from managing dissatisfaction, the model for change and the change process, all of which must be greater than the cost of change …and it doesn’t hurt to have a bit of luck (L)!

Relmond Van Daniker, Executive Director, Association of Government Accountants, spoke to the characteristics of the next generation workforce and how they would precipitate a change in current thinking about human capital and change management.  Dr. Van Daniker described the next generation workforce – Generation X – as internally focused and uninterested in a long-term relationship with one employer, particularly with Federal government employment.  The Generation Xers weren’t particularly interested in becoming Certified Public Accountants (CPAs) and weren’t interested in becoming academicians who taught accounting in college.  Given their proclivities, Dr. Van Daniker predicted that there would be a shortage of CPAs, a shortage of qualified accountants who had any field experience in auditing and “real world accounting” who could teach the Generation Xers, and many Generation Xers who had no interest whatsoever in pursuing accounting as a profession.  Enrollments in college accounting courses were down 50%. 

Given this scenario, Dr. Van Daniker submitted that we, the current generation (government) workforce, must radically change the way we think about human capital.  We must be more proactive in recruiting future governmental accountants and partnering with state/local governments and academia to generate “real world” governmental accounting experiences for accounting faculty.  Recognize that governmental accounting is not taught in school, and it may not be realistic to try recruiting for a CPA.  He also stated that we should not try to compete with private industry in recruiting accountants.  Private industry can hire faster than government.  They go to the big colleges and universities and recruit the best and brightest.  Private industry doesn’t wait for a prospective recruit to graduate from college; private industry targets sophomores and juniors.  By the time these students graduate college, they are acculturated to private industry.  While government may not be able to hire as fast as private industry, government, too, can try to acculturate students to government service.  We should cultivate partnerships not only with the best colleges and universities, but also with the smaller colleges and institutions of higher learning that are typically not the focus of private industry recruiting efforts.  We should cultivate relationships not only with colleges and universities, but also with faculty members – educate them on what the government does and, perhaps, offer internships within our organizations so that they may learn first-hand about governmental operations.  Target recruitment efforts at college/university accounting clubs.  Lastly, Dr. Van Daniker advises us to consider offering recruits certification – not as CPA’s but as Certified Governmental Financial Managers – as an incentive to devote their careers to government service.  

If Mr. Smith’s presentation can be described as “what is change”, and Dr. Van Daniker’s presentation as “we need to change”, Gwendolyn Brown’s presentation can be described as “we have changed…and we are doing it”.  

Gwendolyn Brown, Chief Financial Officer, National Aeronautics and Space Administration (NASA), related how NASA has been granted the capability to hire “on the spot” and flexibility in college recruiting through the NASA Flexibility Act of 2004.  NASA focuses on business schools in recruiting new graduates.  They target colleges and universities within a 150-mile radius and train their human resources personnel to look for (potential) quality financial management professionals.  Ms. Brown echoed Dr. Van Daniker’s remarks about having to teach governmental accounting to new recruits.  She fights for training dollars to teach new recruits about the Standard General Ledger.

Ms. Brown stated that recruitment strategies must include tangible and intangible benefits of working for a government agency.  Incentives are not just monetary.  They include providing our workforce a good quality of life.  At NASA, Ms. Brown is working hard to restructure her workforce so they are not “working around the clock” and burning out.  She believes that teleworking is a viable scenario for an accounting organization, but only if the organization can move from a data entry focus to a data analysis focus.  

Regarding the next workforce generation, then, we must understand how the next workforce differs from the current workforce, whether the next workforce can adapt to the business practices of their employing organizations, and how the next workforce will affect current business practices.

