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Basic reason for Change

Among the creatures of theworld, wisdom and
geniusdiffer from speciesto species. But manisthe
only creaturewhoseindividuality differsfrom person
to person. Thisindividuality resultsinto changesin
thinking &/or changes in doing work; and the posi-
tive outcome of all such changes is termed as
“progress’.

Organizational Change

According to William Drayton (1776-1846),
“Change startswhen someone seesthenext step.” In
case of organizations that strive to perform more,
changeisanatural, continuous process. Although al
changesarenormally painful, only those organizations
having excellent management strategies can facethose
changes boldly, and turn each of the * obstacles-on-
the-way’ to ‘opportunities-to-the-destination’. Al-
though the telecommunications entity had a number
of transformationsto reach the status of Nepal Tele-
communications

Corporation (NTC), all those past transforma-
tions were under the cent percent ownership of the
Government. On the other hand, the present transfor-
mation of the same entity to “NEPAL TELECOM”
is, however, different asthe entity has changed from
“the-only-one’ to “ one-of-the-many” telecom opera-
torsof the country.

From the perspectives of those employees that
seek challenge and an opportunity for life-long learn-
ing, thisorganizational change has opened up avast
fertile ground. With limited exception, ‘Change' is
accepted by many asthe meansto stay updated, agile
and smart.

From customer perspective, the organizational
changeinNEPAL TELECOM issmply “huge”. How
much changeis coming in the next 10-years may be
hardto predict sincetelecomand I T sectorsareevolv-
ing at agpeed unimaginable, but it isfor surethat Nepal

will see 10,00,000 (ten lakh) new GSM mobiles &
10,00,000 (ten lakh) CDMA mobileswithinacouple
of yearsin addition to the* evolutionary” telecom ser-
vices and “revolutionary” wireless broadband ser-
vices.

From the soft aspectsof thistransformation from
NTCtoNEPAL TELECOM, the organizational val-
ues and priorities should not all be transformed on
“asitis’ basis, but hasto be “rationaly” modified
and “ strategically” implemented to realize the objec-
tivesof the new organization. In other words, theold
valueshaveto be set asidein the safe vault of history,
and the present time should befully utilized with new
thinking to drive the organization to anew setup.

Side-kicks of Organizational Change

Whether or not the organizational changeisvis-
ibleto the external world, no change can go smoothly
without some sort of internal chaos, confusion and
resistance. Employees may build up resistance with
demands of their own to ensure better pay, job guar-
antee, etc. And, the customers may, at least, experi-
ence confusion and disruption in service during the
processof change. Themain concern of theloyal cus-
tomers might be, “How are they going to affect me
with those changes?’ Depending on how the symp-
tomsof change aretransmitted to them, the customers
decidewhether to stick with or consider switchingto
the competitor.

Reasons for employee resistance
Peoplenormally resist any kind of change. There
aremany reasonswhy peopleresist change. Themain
reasonis“fear”, and thelist may be quitelong. But,
ingenerd, fear of losingidentity, fear of losing power,
fear of losing job, so on and so forth are the reasons
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for knowingly or unknowingly resisting changing with
organizational changes.

For those employeesthat decide (although tem-
porarily) to resist change, the shortest answer to the
issue of changing with the organization might be, “I
have mademy decision; do not confusemewithfacts!”

Consequences of Not Changing

Itisvery natural for theorganizationin strategic
transformation to look-usualy silently, withintheor-
ganization-for someforward thinking, result oriented
employees.

If somebody refuses to change, that means he
loses apotential opportunity with the organization,
where he could have, otherwise, played alaudable
rolein the change process. On the other hand, resist-
ing change might derail the employeeatogether from
the organization, or at least, from the opportunity to
learn new sKills, which otherwise could uplift hisown
price tag. When the organization has changed, or at
least the surrounding has changed, it isbetter that one
should aswell try to change.

Employee’s individual contribution
“Changeyour self first”

Nothingisgoing to makeadifferenceto you un-
lessyou agreeto change. Whenever asked for, never
hesitate to provide your personal, constructive criti-
cism to the change process, and your recommenda-
tionsfor helping it make asuccess.

Although the Latin proverb says, “Honesty is
praised, but it starves”, stay honest (asalways & do
not change) because people agree to the point that
‘not the full stomach’, but * honesty’ isthe only pe-
rennial source of contentment.

“Changeyour wor kplace”

The easiest path to begin accepting changeisto
change your workplace without affecting the perfor-
mance of your colleagues. Changethe position of your
working tableor changethel ocation of the picturehang-
ing onthewall behind you. Changing your workplace
not only givesyou anew perspectiveto the surround-
ing, but definitely increasesthe “positive factor” to
flow inyour veinsby ssimply inhibiting monotony.
“Bea Change Agent”

Human beings are the most difficult thing to
handle. You cannot enforce* sustainable change” by
means of power or bruteforce. Asitistruewiththis
epigram, “You can take your horse to the pond, but
you cannot make himdrink”, it would beafutile at-
tempt totry “forcing” ahuman being to accomplish
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something that he does not want from within. How-
ever, thereisaway out: Somehow one should encour-
agethe subject (friend, family, colleagues, subordi-
nates,...) to changefrom within; and your effort could
betheimpetusfor othersto change‘ positively’ tohelp
meet the organi zational goals.

Organizational efforts to facilitate Change
(@) Increased communication & regular inter-
action

Theresponsible members of the change process
should communicate and explain to the entire organi-
zation about the changesin the pipeline. As‘ waiting’
isalways painful, such interactionswould also ease
the employees to cope with changes that would be
going to“strike” in near future.

Thisregular interaction (or, at least the exchange
of emails) will also educate people asto why some
particular changesmight bemore painful than the other
one. Some suggestions on how to tackle change on
personal level would makethe employee'slifeeasier.
(b) Mechanism to check why initiationsfail

Building mechanismto analyzewhy did the 9am-
5pm office time fail isjust an example. Was it that
strict checking of attendancethat ispossibleat 10am
is, for some unknown reason, not possible at 9am?
Wasit that the mornings were quite hectic when the
office starts at 9:00 am? Well, from organizational
point of view, allowing staffsto work one hour more
every day would be more productive.

If it were changed for convenience to the cus-
tomersfor paying bills, then the organization could
have arranged extra hours for the staffs working in
the counter, without affecting the routine of thewhole
organization.

Gettingtwo days weekend or not isjust the habit
for the employees, and so hardly makes any serious
issue. However, once a decision has been made &
implemented, it would make more senseto analyze
and rectify problems, and not to change decisionsfor
thereason that the same half-filled glass of water that
was earlier considered “half-full” suddenly turned
“half-empty” with the organizational change. It may
be that the reasons for change were not explained
clearly totheemployees.

(c) Financial transparency

Theimportance of financial regulationsinan or-
ganization can hardly be underestimated. But, trans-
parency isno lessimportant than regulation.

Let al the staffs of the organization know that
they are so good at bargaining that, for example, the
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desk & filing cabinet that you have requested was
purchased at Rs. 10,000 when the actual price of the
samein the market was Rs. 10,500 - thereby saving
Rs. 500 of the organization! Similarly, let it betrans-
parent that aparticular vehicle of the organization have
been utilized and maintained so nicely that it consumes
only 70litersof fuel inamonth whereasthe other one
claims 110 liters a month for comparable usage -
thereby saving 40-litersof fuel of the organization!!
In the same way, let everybody of the organization
know that telecom equipments were procured with
morefeatures and better quality than mentioned in the
negotiated pricetag.

If these could be done, the organi zation, some-
how, shall appreciate the concerned for managing to
usethe organizational resourcesto itsfullest benefit.
No financial activity of aprofit oriented organization
should go un-compared to with theamount of cost in-
volved.

(d) Sales& Marketing

Thedifference between‘ Sales and * Marketing’
is comparable to the ‘ Painter’ and an *Artist’. Asa
guote from Pablo Picasso, “ A painter isaman who
paintswhat sdlls; an artist, however, isamanwho sells
what hepaints’.

Inthisage of ‘ Competition’, just depending on
the sales department to sell anything intended to be
sold isnot enough. Proper marketing should a so con-
sider providing tailored servicesto the specific needs
of customers, such that customerswould be ableto
gratefully acknowledge receiving serviceswhat they
had demanded for.

(e) Safety & Security

There may be fire detectors on the ceiling, or
that thefire-extinguishersarefixed onthewallsinthe
lobby. But, who is taking care of them- regularly?
Possibly, those saf ety devices might have been pro-
viding a*“false sense of security”. Assecurity isnot
“onetime’ investment, there should be a dedicated
department to oversee all security aspects of the
establishment including CCTV's, metal detectors, etc.
The transforming organization should al so consider
modern ways of safeguarding propertiesof organiza-
tion and employeesfrom unforeseen hazards and se-
curity loopholes.

(f) Customer feedback

Taking feedback from customersthrough surveys
to gaintheir input on the change processwould make
them feel part of it. However, they would feel “wast-
ingtime” if feedbacksweretaken but noimplementa-
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tionstowardsthat direction arevisiblein the expected
timeframe.
Websiteisthe perfect way to make the custom-
ersinformed of the changes, but there should aswell
be some sort of feedback & /or voting service about
thechanges & /or their suggestionsto help the organi-
zation servethem better.
If some of your customers complain, consider
that as afeedback, and feel blessed that somebody
gaveyou feedback and the opportunity for youto rec-
tify mistakes.
(g) Customer Retention
Customer retention isnormally not anissuein
monopoly. But, in competitive environment, customer
retentionisequally important as customer attraction.
The present day customers are comparatively more
aware both technically and financially than that of
the past. Extreme dissatisfaction in price or quality
with the present provider may bethereason for them
to switch to another provider. Tailored services and
personalized delivery of productswould help retain
customersevenif thepricetagisabit higher.
With the ongoing changes, customerswould seek
improved proceduresand ways of doing businesswith
the service provider; and the organization should be
all prepared to answer them.
(h) Detailed analysis & rules before launching
new services
The public desiresto own and use advanced ser-
vicesand value-added servicesoncetheir basic needs
have been met. Thefirst target should beto provide
basic services, and intermsof telecommunication ser-
vices, that iseither the conventional wired telephone
or the WLL system based telephoneline.
Making proper surveysin thetarget population,
and analyzing the data collected would aways help
to estimate the tentative number of subscribersthat
areinterested for selected services. This should be
followed by somerulesthat have been formulated by
somemeans, for example: (a) actual dataanalysis, (b)
hit-&-trid, (c) hypothetical. All implementations must
follow therule, but in case there should be avaria-
tion for somereason, then that should beregarded as
an exception. Making rulesand trying to follow cer-
tain guidelineshelpsalot for futureimplementations
and al so for making updates & /or modifications.
For example, selling 25,000 Pre-paid mobiles
in two days is a 'great’ job-no doubt. But, from
customer’spoint of view, isit mandatory that theform
submission & SIM distribution should bedoneon the
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same day? Some rules could be made like, out of
50,000 SIMs, first 5,000 will be made available to
elder citizenswishing to beamember of the*mobile
world”, and thenfor those peopl e, who can show proof
of larger business activity, so on and so forth.

Inthe absence of such rules, those younger citi-
zenswho havetimeto stand on queuefor hourswould
be able to “play” with mobiles, and unfortunately,
those elder citizenswho are moreresponsibleto the
economic health of the nation but do not have sound
health & extratime to stand on the queue for hours
would haveto wait until the* next lot” would be sold
by theincumbent or by the new competitor.

From customer’s point of view, if private air-
linescould providediscountsto elder citizensfor trav-
eling with them, why can NEPAL TELECOM not
provideat least apriority for providing them Pre-paid
SIM (?)- just priority, and not discount.

(i) “Re-inventingtheWhegl”

Thegenera understanding about “ research” isthat
only manufacturing entities need them. ThisisNOT
true! Research actually asksfor all systematicinvesti-
gationtodiscover facts. In under-devel oped countries,
research actually makes more senseto search for “an
appropriate technology” in every field including
telecom.

All research, however, must depend on true &
uniform data, which would be fed by a central data
repository in the organization. The central Monitor-
ing & Evaluation unit then should depend on the
data/information from the central repository and pub-
lishthe analytical reports periodically.

The*“synchronized” action of above units (i.e.
research, repository & monitoring units) could be pos-
sible- for example- with the introduction of a dedi-
cated “Center for Research and Data Repository
(CRDR)”, which then would save the transforming
organization from“ Re-inventing the Whee!” .

(j) Jobrotation

If thejob ismonotonous, challenge-less, & re-
petitivein nature, then from‘ Operations M anagement’
point of view, productivity will definitely decrease.

To cope with the negative aspects of “job mo-
notony” (which somecall as* specialization”!), may
bethere should be aregulation - for example-that at
least one member of the department must be trans-
ferred to another comparable department every year,
and no employee should be kept in the same depart-
ment, same office premise, and with samejob respon-
sibilitiesfor morethan fiveyears. In addition to the
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benefits of job diversity and opportunitiesto be en-
gaged with different peopleand places, asense of to-
getherness a so devel opswith colleaguesin other de-
partmentswhen job rotation isimplemented.

The Foresight

NEPAL TELECOM isnot only looking towards
thedirection of change, but it hasalready taken many
right stepsfor realizingitsvision.

With organizational changes, thereationship be-
tween the organi zation and its customersis expected
to be so good that they will not use the word “com-
plain” but consider the same as* feedback” or “sug-
gestion”. With availability of broadband services
people are expected to be“on-line’” most of thetime
doing work or studying. As such, www.ntc.net.np
could betheir most trusted site on the Internet to fetch
information, and, aswell astolodge complaints (well,
“suggestions’) by email or viapop-up windows.

Ontheother hand, employeeswould bemotivated
to the extent that the CCTV s at the entrance to build-
ingswill bebusy capturing “coming and going” of the
employeesalittleearly and alittlelatethanthe officia
working hours. Everybody would feel responsible not
only tofinishthejobsassigned, but alsoto seethere-
sultscoming out by the expected timeframe.

The employeesshall carry Smart ID cardsthat
they just need to insert in the machine at the entrance
of the office premise. Machines will do most of the
work - recording identities of those staffsstaying in-
sidewhen they were expected to be doing work out-
sidetheoffice premises, and viceversa.

All employees would feel responsible to the
“improvement process’ because they would all be
interested asthey would at |east have aclear picture
on how the other departments execute work; and,
that they all have the samevaluesand consider them-
selvesasthevital part of onesingle big pizza. They
will be able to compare and learn moreefficient ap-
proachestowork asthey would have experienced dif-
ferent responsibilitiesunder “job rotation”.

When those urgent actionsto face the changed
competitive environment aretaken careof, it shal not
be far away that there will be news on “NEPAL
TELECOM AWARDS'’ to respect the best scholars
andthebest performersinthefiedrelevant toit. These
shall beconsidered as“investments’, and not as* ex-
penses’.

Onthelong run, the reputed management books
will have* Case Studies’ and examplesof “ The Best
Practices’ of NEPAL TELECOM, whichwill set ex-
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amplesfor otherstofollow.

Although many of those changeswill havelonger
incubation periodsto produce favorableresults, the
general feelingsthat will grow insdeall stakeholders
of the organization will indicate the effect of positive
changescoming up in the organization.

All thesewill upgrade the relationship between
the organization and its customers, and establish an
improved corporate culture.

Guiding remarks to Change
Effective, fair and proactive transition is al-
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change. Longing for achange might be easier than
to change oneself. And, changing oneself might be
far easier thing to do than enforcing changeto oth-
ers. Playing arole of a Change Agent may be the
simplest & the most effectiveindividual contribu-
tion to be a part of the change process. However,
we should all be prepared to consider proper rem-
ediesto stay guided by perhapsthe best statement
on “Change” in the words of Emeritus Professor
Donald Foster.

“Peopledon’t resist change;

ways advocated for a sustainable organizational They resist being changed!”
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