Managing Change / Future(
‘Change is not merely necessary to life - it is life’. 

                                  ~Alvin Toffler

-   Managing Change Shall have always been Important. Why Now? 

The British High Commission has actually put into place a Councilor – Knowledge economy - what better acknowledgement than the fact that we are in the knowledge economy and if there is any doubt, let us see these characteristics of the current knowledge economy  

1.
Change in the nature and scope of knowledge itself – 

a. which has become not just interdisciplinary and multidisciplinary but transdiscplinary; and
b. Free flowing & expanding
2.
Change leading to Technological transformation of economic activity and of society at large

· Whereby even the non suspects, like writing, teaching, research, history, communication (liberal arts) –have changed both in the manner in which the concerned organisation have been structured and the way activities are approached and conducted. i.e. (the whole way economic & social activity functions)

3. Change in the way knowledge is collected, stored, retrieved & transmitted
4. Change in the pace of knowledge and technology – fast moving (where future converging into the present)

To an extent where by “the only constant is Change”.  

‘change is always in the future’ (future may be converging with the present).

As the changes take place either you:

1. Adjust to the future, or

2. Forecast, prepare for the future, and

3. Shape the future

Hence at the very least an organization should be able to cope with the change so that they don’t get into future shock.

How do we see the future? (This is a million $ question or in today’s inflation it’s a billion $ question)

While shaping the future I would like to mention here specially that the leaders of tomorrow are going to be those organizations who have positioned themselves to be able to make the future. It must be noted that while doing so (as it is a very high risk business. Either you are successful or a looser.  Here I would like to share my fathers vision and effort in shaping his future…………….

“For me work is worship. I wanted to work hard. I was not trying to get anywhere, certainly I had dreams, I had visions of how and where it would take it, I worked and things happened. I could have never imagined what would happen.” 

In fact, whenever he was asked about the secret behind his success, he would quote one of his favourite Urdu couplets – 

Main akela hi chala tha jaan-i-be-manzil ko! log saath aate gaye, kaarvan banta gaya!!

Meaning : “I set out all alone towards my destination, but people kept joining me along the way and the caravan grew in strength.”
Let us not take ourselves too seriously
Now, whatever the future brings “it will not be precisely what you think it is – it may be better, it may be worse”. 

Hence “what ever you take for granted today will continue to change and evolve in a way that you may not have ever thought of or dreamt of” 

Hence it is critical to evolve strategies that allow us to remain aligned with the changes so that we can continue to remain at the crest of the next wave.

Corollary  
Before we do that let us see that as a result of the knowledge based society with fast changing pace – what is that we have to contend with today?

We are currently faced with the following:

i. Information overload – because technology has brought about communication, methodologies which are not only instantaneous but give access to wide variety of knowledge at the touch of a button. Even more so, with research readily available.
· How to shift through that information to come out with what is relevant, useful and important to take into cognition in terms of managing today and tomorrow. ,  

ii. Fast changing pace in obsolescence - If we do not keep in on our toes, we may find that not only what we have produced/provided today but even the organizational structure is going to be obsolete very quickly tomorrow. 

iii. Changing mindsets - fast changing pace also requires change in mindset in terms of attitude, culture and approach towards life.  
iv. Increasing globalization at all levels (knowledge, markets catering to, resources that we have mobility of workforce, cross cultural setups (organisation etc). 
v. The way individual work and the way the workplace is organized – workplace organised the way knowledge is percieved to flow

Third wave
· Today ones’ strength does not lies in hoarding knowledge but in using knowledge effectively and running with it

· Collaboration & teamwork: No single person can be said to be completely knowledgeable or in control of the organisation. We are moving towards collaboration and working in teams whereby we try to pool resources and knowledge to come with some thing new, different and relevant  

Here I would like to share the New Tortoise & Hare stories without trying to relate the entire story – just an Highlight

Let us attempt to forecast the future from here.

In order to do so we do need to see or assess what the future would look like.

Although as said earlier that future cannot be predicted with any degree of certainty. In fact it can range from at worst crystal gazing to best estimates. 

If we were to look at the past trends of future predictions, I must admit that some of them have come true. The difficulty is in knowing which one comes true.

However let us attempt to look at, how we could best try to estimate future. I believe the starting point would be a scenario estimation of what could actually transpire, keeping in view –

a. The present trends

b. Visualization which would be a function of the ability of the individual and/or an organisation-

· Based on facts, and 

· Gut instinct

c. Tracking and estimating the changing trends in different markets, the factors and in the environment at large.

But in any case before we even look at identifying and estimating future trends, scenarios, strategies etc, one does need to look at the Past or the history.

However you can’t be looking at identifying the future trends or strategies etc without having looked at the past/history. (Those who forget the lessons of history are doomed to repeat it) - Toynbee
What do we seek in History? 

We seek to observe the trends and see how the world economy and the society has evolved . As we discussed about the different waves, we do need to understand as how evolution is taking place and also understand that evolution does not take place simultaneously across the world. 

This would certainly help us in better understanding the present and from present the future. We also need to remember that history is not necessarily centuries ago. History is even yesterday and is an intrinsic part of what are we trying to do today. When we also look at the past, it helps us in our guess estimates as how things would be in times to come.

While looking to forecast we also need to access our preparedness for meeting the challenges of future Scenario. 

We will discuss this more as we go along.

It is also useful to see that with the momentum of change, how we are able to respond to the changes. This will gives us our preparedness for the future. 

Preparedness for the future 

(i) How we have been able to respond to the changes?  - and if not
(ii) Managing the future which is at our door step – are we really adapting to that? 
This will give us the clue about our organization & our preparedness in being able to make the change. Hence prepare yourselves in accordance to that. 

Since with best of forecasting future is unpredictable

i. Approach in itself needs to be flexible to future management which can easily adopt and adapt to the changing pace. It should not be static but dynamic, i.e. constantly changing

a. Hence the only thing you can be certain of is the present, which is changing. So it is managing the present effectively. 

ii. It is equally important to have people who are able to 

a. think effectively, able to analyze, communicate, motivate, work with team in order to transform.
b. And above all develop critical thinking.

“Successful for the future will not be the person who can read and write. It will be the person who knows how to learn, unlearn and relearn. (Alvin Toffler)
I would like to quote the statement of a teacher here” While teaching in US, he did an experiment. After the students graduated in the final year, they came back for the first year for a big ball to reconnect with all their collage mates. He offered 100$ to all the economic majors to sit for a test. He gave them the exam which they would have done when departed from school. What happened? 65% completely failed. 3% got (A grade) which means critical thinking is not what to think but how to think. The content had simply gone away within one year. So what was left of that great education, how to think? 

Hence it is not that knowledge is not important, but what is truly important more than knowledge is the ability of the person to find out where knowledge can be get from, to be able to apply that knowledge, to have analytical skills, to have logical skills and to be able to absorb the new knowledge, information and analyze, adapt, acquire, extract, use it and be able to put it in their workplace. Hence most successful are those people who have learnt all these skills in order to grow and effectively apply in their workplace. Learning is a continuous process. It widens your mental horizons, changes the perceptions and expands your overall intellectual base.
Hence in this business of managing the future we need to remember that you need to be in the present, and in the process of managing the present you need to take into account 

c. sensitization, strategies, and necessary competency for forecasting,

d.  tracking and being part of what the future might bring.  

e. This therefore will translate into continuing with your core business and working on future management as parallel, 

f. developing human resources, who can participate into the change management exercise and have the ability to adapt & adopt, and 

g. human resources who can learn, unlearn, and relearn. 
“For tomorrow belongs to the people who prepare for it today”
I would also like to mention here that the involvement of top management in this whole process becomes very important.

Future scenario 

In forecasting and scenario building I would like to share one of the findings of  PWC research whereby it has built three scenario  and its key findings–  Apart from this there are many other groups who are working on this and there are various predictions i.e. as we have spoken about the fourth wave of the society, further power shift and how they will take place in the society, world beyond 2012, maya civilization, calendar come to an end etc, etc. i.e How people are perceiving the future differently.  This could be one of the scenarios. Scenario painting is continuing to take place, but for preparedness when forecasting a model we suggest don’t rely on work like this. Let’s have a systematic approach.

In another PWC report “ Millennials at work: Perspectives from new generation, its key finding reflects the changing mindset of new generation.

In order to sustain a future ready organisation you also require a future ready education system. 

With the Indian higher education sector growing and the country all set to become a knowledge superpower, the higher education system continues to demonstrate structural shortcomings which in turn create challenges. 
Forecasting 

Future Market
Having said that, I would like to specially dwell upon on organizations/companies preparedness while forecasting the Future Market

Any kind of work a company does on the future ultimately serves the purpose of recognizing future markets at an early stage, exploring and exploiting them. Companies should have their own teams, which work together with external future experts to professionally identify and analyze future markets. It has been seen that for entrepreneurs and managers concentrating on their key entrepreneurial task gives them a strong feeling of enjoyment and satisfaction 

Objectives when working on Future Markets: 

· Recognize -  The most important task is to identify future markets early, thereby bringing them onto your attention. 

· Explore - Future markets can only be considered as real, if there are enough arguments for the future market potential.. 

· Develop - Once the most promising future markets have been identified, explored and evaluated, they need to be exploited step by step. 
In order to do this:
· Future factors - Trends, issues and technologies - which act as the driving forces of future changes.

· Biospherical - How will the global conditions of life change
· Technological - What will be possible and what not
· Socio-cultural - How is life changing
· Economic - How will work and business be different
· Political - How will the balance of power change
· Human – Need factors. Basic motives of human beings which drive them to develop ideas, technologies and tools, to keep house and to organize themselves in communities and societies such as

· Power ; Independence ; Curiosity ; Acceptance ; Order ; Saving ; Honor ; Idealism ; Social contact ; Family ; Social status ; Vengeance ; Romance ; Eating ; Physical activity ; and Tranquility

· Future Market-Centers –(to perceive which are the future markets centers which are likely to be the areas around which future markets are likely to grow) Health and Wellness ; Nutrition and Indulgence ; Information and Communication ; Money and Provision ; Living and Live Environment ; Mobility and Logistics ; Leisure Time and Entertainment ; Clothes and Outfit ; Materials ; Energy and Infrastructure ; Machines and Components ; B2B-Services ; Education and Science ; Art and Culture ;and Politics and Administration.

· Future Nets –Its a comprehensive semantic database of future knowledge and future markets.
Only when we are tracking all three together i.e. future factors & future nets may give us a point where we find that the future market centers have changed from what we perceive them to be.  

FUTURE STRATEGY

· Develop future strategy - A sound and innovative future strategy enables you to see, understand and benefit more from the future than your competitors
· Implement future strategy – To ensure that your future strategy is comprehensive and purposeful

· Support future strategy - A sound and innovative future strategy to support oneself, colleagues and employees with professional tools in the implementation and updating of the future strategy.

This may have to happen parallely to what is currently been done as your core competency.
FUTURE COMPETENCE

· Building future competence - to extend future competence to future markets and future management
· Training future competence – to intensify and train employees' future competence. In order to gain a sustainable learning benefit, employees need to actively think through future scenarios and experience them in an impressive way.

· Energizing future competence - to bring more future into the hearts and minds of employees and thus improve the innovative power, strategic attention and mental horizon of the team. Keeping an eye on the future in a very natural way demands above all things enthusiasm, which you create with the Future Events and Future Minds.

Any one or most of these can follow a mix of outsourcing or self driven

All these discussed are essentially people based activities and to be arrived at with an interaction between the people and the knowledge available. Depending upon the size, the strength and the competency of the organisation they need to have worked out, whether all these can be done in-house or much of it may be outsourced.    

In order to bring about the right kind of people with the necessary vision, foresight, talent and ability to engage in these tasks, either as a specialized activity, or as part of their on going jobs in which they are functioning the educational institutions of today and tomorrow as well as associations and chambers of commerce like the Ghaziabad Management Association can and would play a very critical part. 

Certainly when it comes to outsourcing, particularly the forecasting, 

· Collection of data and data mining for relevant information can be outsourceable to educational institutions as well as to associations etc. and also to knowledge based Nets.

· Whether outsourced or internally managed, all these individuals have to be trained. 

· All the time educational institutions are struggling to try to forecast the needs of the future in terms of their competencies they need to develop and build. 

· Keep track of the Industry requirement in terms of manpower etc.  

What needs to be done? if we recognize that the only constant is change as discussed earlier, there is certainly an opportunity for the kind of services which work upon management of future. But more important  than that we need to create professionals 

· who are able to live into the changing times, 

· able to forecast, Strategies and transform themselves, as well as 

· create around them the necessary capabilities to be able to do this. 

· Going a set further to themselves to be at the forefront 

· Create individuals who can play an important role in shaping future. 

You cannot predict always the kind of, the quantum of and the type of skills and knowledge that is required in the future, but what you can do is to create individuals who are capable of learning, unlearning and relearning as we have said earlier.                         

When it comes to the future, there are three kinds of people: those who let it happen, those who make it happen, and those who wonder what happened.”
After this preparedness Forecasting & Identification of the trends one will be able to 

 “Managing Change”  - “Managing Future” -  

We have said;

· being able to forecast what is going to take place, 

· preparing ourselves accordingly, 

Now the question becomes

i. how well are we able to respond to the changes, (happening & going to happen)
ii. respond to the changes which becomes emergent as time continues?

iii. Transform ourselves in alignment with the unfolding future? and

iv. Shape the future 

In other words 

… So often do the spirits Of great events stride on before the events, And in to-day already walks to-morrow – Do we recognize it?    

Hence

a. identify 

b. understand in all its dimensions, 

c. absorb, 

d. respond, 

e. transform,

f. adapt & adopt, and

g. Innovate
If we where to summarize, what Future and Change Management is all about and what makes the approach of the future management practical.

· The future is not in principle accurately predicted. 

· It depend on all your decisions on the quality of your future knowledge. 

· It provides a realistic & professional way to deal with the paradoxical problem.

· It is a bridge between the strategic management and the future of research 

· It refers to the set of all systems, processes, methods & tools for early detection and analysis of future developments and their incorporation in strategies. 

· It helps to systematically identify the future of society, economy, technology, politics, to develop future strategies and to build future skills.

· Management Strategy – it’s a continuous process which keeps on changing

· Management Foresight - early identification of future markets and the development and monitoring of strategies for the future.

· Future management makes it easier to use and often only possible to the results of future research as a resource for guidance and inspiration. 

· This is not something managed literally lying in the future, but today's thoughts, beliefs, ideas, hopes and fears of the people. 

“Take hold of the future or the future will take hold of you”
To conclude you cannot do future or change management in isolation. You cannot manage change and hence in any case can’t manage future merely by either the top team sitting and strategizing, or some team set aside keeps on doing the work, or even by just outsourcing it. Eventually we need to understand that the organizations of today and the organisations of tomorrow are going to be driven by HR Management. 

Unless and until the top management is 

· not just interested, not just knowledgeable, not just giving the leadership, but passionate about change management & more specifically about the future management. 

· To have involved the entire organisation, the way that it is structured, to be open to changes as a way of life. It is responsive and adaptive not only to the market place but to the visions of the organisitions. There has to be practices and systems which allow people down the line to be aligned to the vision and passion of top management. 

· Outsourcing is a value addition to our own strategic team, it can never replace them.

· The strategic team must not only be supported by, but include top management.

· The organisation must allow free flowing ideas and inputs from the markets place, from networks, from all sources, not only from top to down but from outside to within, from below to top – from all direction without fear.  

· The top management must itself we open to learn, unlearn and relearn. 

(To quote mahatma Gandhi “ Be the change you want to see in the world”) 

The future of any organization depends on the capabilities of its leadership. It is the leader who charts the course and engages resources in the right direction. Whether your current management is planning for future growth, or you ’re filling the pipeline of future leaders within your organization, it ’s important that these key individuals share the same focus, drive, and direction. 

In short IN ORDER TO MANAGE THE FUTURE, WE NEED TO MANAGE WELL THE PRESENT
Alvin Toffler defined it as - Future shock is the personal perception of “too much change in too short a period of time”


We say a personal perception – whether the degree of change may be classified as normal, too much or too little is also based on individual and organizational perception.


Therefore, what we need to work on is the development of a perception, which is naturally a function of the flexibility and preparedness for change.





3rd Wave





Third wave 


We are in the process of going to the third wave – first wave being the society after agrarian revolution, 


second the industrial revolution and the Third wave being the post industrial society. 


The third wave is gathering force in the modern industrial nation and it manifests growing concern for balance and sustainability. 


Herbert Bryant Maynard Jr, specializing in the analysis of business trends relating to organization has extended it further. He argues 


As the third wave unfolds, we become more sensitive to the issues of conservation, sanctity of life, and cooperation. 


Of course some societies are at 2nd wave, some at 3rd wave. The 4th wave is talked about where integration of all dimensions of life and responsibility for the whole will have become the central foci of our society, but this is still open to lot of debate





This in fact has lead to a Power shift within the Organisation


The whole way the firms are organized, how the structure has happened, is going to be the function of the way in how we organize knowledge which would determine how we organize people. 


Individual now has the power to manipulate information and present the information in a form that would create perception. 


New forms of communications end run hierarchies and break them up -  





Power Shift





The tortoise challenges the Hare for another race, on a slightly different route where there is abroad river and the Hare is unable to complete it. 


By this time both had become good friends. In another race they decided to run as a team. When they ran as a team they helped each other to cross land by tortoise sitting on hares back, crossed the river by hare sitting on tortoise back and finish the race together.


The basic point is that team work is about Situational leadership, letting the person with the relevant core competency for a situation taking leadership.





The research has uncovered three key themes.


(i) Business models will change dramatically


(ii) People management will present one of the greatest business challenges


(iii) Human resources will be fundamentally transformed


These themes have been mapped around three possible worlds of the future, in which several key themes have emerged:


The Blue World: Corporate is king


In this world --Big company capitalism rules ; Organisations continue to grow bigger ; and Individual preferences trump beliefs about social responsibility 


The Green World: Companies care:


In this world - Social responsibility dominates the corporate agenda; and concerns about demographic changes, climate and sustainability become the key business drivers 


The Orange World : Small is beautiful 


In this world - Companies begin to breakdown into collaborative networks of smaller organisations; and Specialization dominates the world economy 





  





Millennials expect job mobility & want the to experience overseas assignments


Corporate responsibility is critical


The theory that future generations will reject traditional work practices is debunked


The notion of portfolio careers is not likely to become a reality for this group


Training and development is the most highly valued employee benefit


companies will be more influential than governments by 2020








Key Challenges of Financing; use of ICT, Research & Development; Skill Development; and Regulatory framework are adversely impacting the performance of the Indian higher education system in terms of quality, access and equity.


Fulcrum of future agenda: Industry collaborations & public private-partnerships, quality of new graduates is a critical issue that needs to be addressed


Imperatives that are likely to make the system future ready and strengthen the higher education system”


Financial innovation- Robust scholarship & student loan schemes and more aligned tuition fee structure;


Collaborative networks- Creation of a common centralised repository for e-journals, digitised PhD thesis, research papers, e-books 


Reinvigorating research- Facilitate industry-academia collaboration, Increase collaboration between universities and government R&D labs; and Increase the number and quality of doctoral students


Thrust on vocational education and training - Facilitate mobility between VET and mainstream education through a system of credit transfer. Provision of lateral entry


Regulatory reforms - Creation of an independent Accreditation body; Promoting institutional autonomy ; Addressing structural shortcomings; Self regulation - transparency in procedures & disclosures; Quality faculty and teaching-learning processes








( This article is an outcome of the speech delivered by Mrs. Sushma Berlia, President, Apeejay Stya & Svran Group, Chairperson, ASERF at the 21st National Convention of Gaziabad Management Association on December 4, 2009, Dr. Reddy’s Auditorium, ALT Centre, Ghaziabad





