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Change Leadership
Part 1
Introduction
Change is one of the most challenging yet necessary processes in organizations. Introducing a change in an organization creates uncertainty and a break from the status quo that creates fear of failure. However, without change it is certain to have problems and failures in organizations (Kotter, 2012). When an organization is facing challenges such as poor performance from employees, unhealthy team or organizational culture, poor management from senior positions and lack of innovation, there needs to be implementation of corrective strategies so as to position the organization for success and sustainable improvement (Kotter, 2012). This is because if these are left uncorrected, they can definitely worsen hence bringing an entire organization down. In every industry, leaders continuously seek for methods to successfully implement change in their organizations. Public agencies and military organization are no exception even though implementing a change in such organizations produces unique challenges (Henschel, B. A., & Hildreth, J. (2007).The goal of change initiatives is to implement a plan that will produce the best desired results that will bring success and sustain the initiated change overtime (Kotter, 2012). To achieve this goal, it is important to understand the reasons for pursuing change, the process for change including who will be the change agent and challenges to change such as resistance barriers (Henschel, B. A., & Hildreth, J. (2007). Making a change in military organizations such as the Navy is important considering that there are numerous problems to fix, new ideas to introduce, processes to improve and ever-growing key stakeholders including state and non-state actors who challenge the US military (Sandler & Galvin, 2020). The systems and processes in the military organizations do not seem to bring about changes at the desired speed (Sandler & Galvin, 2020). Therefore, this work is focused on planning for a change within the Navy Training department. The change process is discussed and how the change agent will bring the change plan in the desired direction to achieve the change effort in the Navy training department.
Planning the change
The Change Agent compass is designed to be used with the developed plan to ensure the goals of the change are achieved. In planning for the specific change to be introduced at the Navy Training department, the department must identify the reasons why it must change as well as what should change before going forth with initiating the change.
Changing the departmental culture at Department of Navy Training
Background on the Change Effort
The intended change is planned for the training department at the Navy. The training department is responsible for training the sailors on navigational skills as well as training on boat building and fixing before they are launched in the waters. There has been a culture of negligence and mismanagement at the training department as well as the entire Navy which has resulted in devastating consequences. For example, in the summer of 2017, two of the Navy’s destroyers were involved in a deadly accident (Faturechi & Millet, 2019). The reasons attributed to the accidents included lack of better training for their sailors, few sailors for the ships, the sailors worked to exhaustion and old and broken ship equipment (Faturechi & Millet, 2019). While there had been prior warnings that the ship was not water worthy, the Navy leaders responsible did not take heed and rather forced the ships out to sea even before they were ready. This is a clear indication that there is poor management and a culture of negligence in the training department as the leaders are willing to put sailors at risk due to the fact that the sailors were lacking expertise in navigation.
Additionally, the ships that are not qualified for missions are slow allowed in the deep waters regardless of numerous warnings (Faturechi & Millet, 2019). Unless a viable change is introduced in the Navy, then the Navy remains vulnerable to deadly accidents. The Navy appears to be focusing more on improving test scores on navigational skills rather than fixing real problems. While efforts have been introduced to focus on training the sailors it is notable that the sailors are still over exhausted due to working over 100 hours weeks (Faturechi & Millet, 2019). In fact, there have been reports that the Navy is shuffling sailors around to make it look like the ships are fully manned. Also, maintaining the old hard driven ships is proving a difficult challenge for the Navy (Faturechi & Millet, 2019). It is clear that the Navy leaders in the training department are not delivering on their promises hence a change is needed not only to train on navigational skills and ship and boat fixing but to change the department’s and entire organizational culture from that of negligence to that of collaboration and driven to solutions rather than ignorance. This is the starting point to bringing real change to the Navy.
This leadership change is planned to change the Navy’s  training department culture regarding how they handle training problems in order to reduce naval accidents and improve morale among the sailors and those who marn the ships hence the overall success of the entire organization.
The Reasons for Change
In applying the proposed change, the first step is to define the reason for the change. In this subject case, change is required in the training department for it is lacking in good management and defined by a poor culture of negligence which is making the Navy vulnerable for sea accidents (Faturechi & Millet, 2019). Therefore, poor management from the relevant leaders, poorly trained sailors, poorly managed ships, lack of expertise in boat building and negligence from the officials are reasons sufficient to pursue change from the current culture of negligence and ignorance to a better culture of collaboration and problem solving.
The second part involves identifying what needs to change. The change introduced at the department will relate to the Navy’s core purpose and values. The Navy vision and strategy is to maintain the status as an elite war fighter in the world. The training department’s core mission includes providing better training for the sailors, better training in boat building and managing new and aging ships, better training for the officers who lead the sailors and ensuring safety at every aspect. Therefore, the change proposed will be such that it fits this vision. Also, each resource used to bring about the change should add value to the overall goal.
The change
When introducing a change in the department, the goal is to create a positive outcome; in this case, change in the process and culture of the department. Therefore, it is important to communicate what the change is about, the reasons for the change, the positive outcomes expected and the role of everyone in effecting the change (Kotter, 2012). When implementing the actual change, the change agent plays a significant role here. The change agent leads for a sense of purpose that helps the organization in the midst of raging storms. The change agent is not only interested in bringing a good idea or intention but has profound commitment to solving a problem, making a change and contributing to the betterment of the department as well as the entire organization (Lunenburg, 2010).
The current culture at the training department is characterized by poor management and negligence which puts the sailors at risk and the entire department is bound to poor performance and bad reputation (Faturechi & Millet, 2019). For example, the leaders are misrepresenting how well trained their crews are before they undergo testing by loaning specialists to other ships temporarily. Due to ignorance, the officials permit sailors and sips that cannot meet new training and staffing to the sea (Faturechi & Millet, 2019). Clearly these are problems that the change agent ought to help solve by making a change that will contribute to betterment of the entire department.
The change is partly cultural and partly process change. Focusing on changing the culture will place emphasis on helping the leaders and teams in the training department to make connections between outcomes and their actions and behaviour’s. A culture of innovation, teamwork, problem solving and teaching and learning will be emphasized. This aligns perfectly the Navy’s strategy of maintaining a status as the most elite war fighters in the world. The culture at the training department should be done such that it supports these beliefs. The change proposes collaborative team efforts in training on boats, the sailors and maintenance of the ships. The current organization structure employs a top –bottom decision matrix. Decisions flow from top and whatever they communicate is the final. The bottom employees, that is, the sailors and those teaching the sailors, often find it difficult to communicate to the top because they fear their ideas and opinions will not be heard. Due to the culture of ignorance and negligence, they fail to communicate any issues noted such as broken ships, broken radars, and overworked sailors hence increasing vulnerability for sea accidents. Also, regardless of knowing the problems existing at the department, the management does not initiate solutions to solve the problems rather they force sailors who are poorly trained and facing exhaustion and unseaworthy ships into the waters. The proposed change calls for a culture of problem solving, collaboration with the top management and learning culture to ensure that the Navy leaders are aware of the consequences of their actions and decisions regarding training and maintenance of the ships before launching them to the sea.
 The client for this change is the Navy training department. In order to involve the people in the department and prepare them for a change, the change agent needs expertise and authority within the department to make change. Also, the change agent also needs sufficient people skills in order to garner consensus and lead resistant parties towards the desired decision (Lunenburg, 2010). The change will not only impact the Navy training department or the entire Navy organization but also key stakeholders attached to the Navy. One of the key stakeholders is the Congress which often imposes itself coercively on the military (Sandler & Galvin, 2020). The Congress often has various means to forcibly bring about changes to the Navy and the entire US military is a response to something the military did or failed to do (Sandler & Galvin, 2020). Therefore, making this change has to also look at how this key stakeholder will be impacted. Another key stakeholder is the public. It is essential to build confidence and trust between the Navy and the American citizens. This is because when the Navy norms differ significantly with the social norms, then there is a great potential for the society to lose trust in the Navy (Sandler & Galvin, 2020). The change introduced should therefore be such that it promises to strengthen the confidence between the Navy and the society. If the Navy promises good training and reduced risks of sea accidents by solving the problems at hand before forcing broken ships and poorly trained sailors to the sea, then the society will be confident that the Navy cares for its people and the society at large.
The proposed change on the Navy’s department culture will surely provide different significant benefits such as improving team collaboration, enhancing the sailors’ satisfaction and importantly it will lead the department towards continuous improvement and sustainability. The sailors will benefit from garnering more navigational skills due to better training, lessened work hours to reduce exhaustion, the officers in charge of the sailors will also benefit from gaining more navigation skills and collaborating well with the sailors and top Navy leaders to communicate in case of any problems identified before the ships are sent to the sea. The department will benefit from increased morale from all the employees as team collaboration and problem solving culture will eliminate fear and promote idea and suggestion sharing that will help identify and solve problems before they translate into disasters. The entire Navy will benefit from achieving a good reputation as well managed and caring for its people while also helping reduce the vulnerabilities of deadly sea accidents.
Conclusion
The many challenges faced in the Navy’s training departments demand a significant approach to achieving change. By following the change agent compass a clear direction is provided for the change agent regarding planning for achieving change. To arrive at a direction for achieving the change, the change plan defined a reason for change by identifying the reasons why the change is necessary and what to change followed by the process for change. By adhering to this plan for change, the entire Navy organization and other military organizations may also experience successful change initiatives in their efforts to respond to the many challenges that face these organizations and bring about the desired future for the organization.
 
 
 
Part 2
Reflection
The change plan has been clearly formulated and it will be useful in guiding the change agent in the right direction to follow in order to bring about the change successfully. Notably however, while formulating the plan there might have been gaps in thinking and there certainly could be things that I didn’t not think about that could go wrong. 
When thinking about the plan for the proposed change in the Navy training department, I was inclined more on changing the culture of the organization as it appears to be the root cause for why many reforms introduced at the Navy are not working or face significant delays. I have thought about possible resistance that can arise from introducing such a change considering that this is a large organization and introducing such a change will not be acceptable or embraced by everyone.
However, I have not thought about the possible forms that the resistance may take. There are likely to be various forms or levels of resistance from the various stakeholder groups. In a large and complex organization such as the Navy, the resistance from the change may come from the top as the department leaders believe they can achieve the intended change better if they solely make all the decisions without involving the bottom levels. The change effort may make sense at the department level but may not translate to the individual level hence causing disinterest and confusion. Also, the navy leaders may question the priority, for instance, why put all efforts in changing the culture when there are more pressing problems.
For the concerns to be adequately addressed, the change agent will employ the expertise of change agents in solving resistance by not taking the resistance personally but by communicating the change initiative to each stakeholder in order to prepare the Navy training department and the entire organization for the change (Lunenburg, 2010).
In order to bring this change, the change agent plans to handle resistance at each level. At the individual level, there is likely to be low tolerance for change as well as disagreements with the need for change. At the organizational level, the culture of resistance to change is expected to play a role. However, to address this the change agent plans to communicate the change plan to each stakeholder in different settings to prepare the Navy for change (Lunenburg, 2010). The discussions will focus on the benefits of changing the culture to embracing a culture of problem solving and collaborative team efforts and current lack of better training and poor management by the leaders who allow poorly trained sailors and broken ships into the sea. The top decision makers will be involved in each step of the process for support as well as to provide useful suggestions for effective implementation of the plan. In applying the proposed plan, several steps will be followed.
Firstly, the change agent will communicate a sense of urgency to the top decision makers within the training department and show them the need for the change. Secondly will be forming a guiding coalition by involving the key participants in the department to ensure support for the plan. The third step will be creating a vision to guide the plan and inspire all those involved in the change plan. Fourth step is communicating the vision since implementing the change will affect many parties. Everyone in the department ought to understand the reasons for the change and why the change and what the change is intended to achieve. Fifth is to empower everyone relevant to act on the vision hence removing obstacles. When everyone is involved in the change plan, then there will be less resistance hence the plan will be implemented successfully. Lastly is seeking continued change. This change will need additional effort since it is not a change that will take effect immediately but rather a gradual process to become fully embraced hence it should become an ultimate goal for the department. With these steps observed, the change plan for the training department at the Navy will be introduced.
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