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The Challenge Facing Public Service Agencies is 
basically about     

Having to manage change while maintaining just that enough
stability to continue to do whatever the agency is supposed to 
be doing.
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THE MAIN POINT . . . 

Change in the public service can no longer be 
viewed as a transient event. Rather, it would 
need to be viewed as an ongoing balanced
process that unfolds over time. 

What exactly do we need for get the balance 
right?
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For balance to be achieved … 

 We need to dance in dialogue 
 We need fine agents to effect change
 We need good routines …  changing for the 

better…
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Let’s start with dialogue



Dialogue is about co-constructing 
change. Assumes the willingness 
to listen to what the ‘Other’ has to 
say.  

 Accepting that people are 
unique in their own way.

 There are varying viewpoints 
(many voices).  

 Multiple narratives, stories and 
experiences.           M. Jabri, 2012/2016
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Second thing we need is fine agents ... 

Any person who initiates, encourages, or facilitates 
some conscious (deliberate) effort for improvement in 
a relevant criteria/routine is a change agent in the 
broadest sense of the word.

 The change agent’s role is becoming increasingly 
important as more nations and public service agencies 
look for their own well trained staff  to be really 
making a difference.  
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Here it is useful to remember . . .  
A change agent does not have to be someone who has 

been designated in any formal way with the responsibility 
of managing change.

 A person may act as a change agent without knowing 
that he/she is actually doing so. 

 Even though a person may not be practicing change 
agent in any formal way, everyone’s competency, as a 
potential future agent, would need to be enhanced.



http://www.une.edu.au/
http://www.une.edu.au/


TRAITS of effective change agents … 

 Confidence in the future. 
 Strong convictions about the vision (desired state).
 Humanizing the change effort  … care and compassion. 
 Behavior that is somewhat out of the ordinary. 
 Effective in communicating the dream. 
 Firm belief in equality, social representation and justice.
 Firm belief in diversity and the inclusivity of  people ...  
 ???? 
 Other traits … your experiences… let us discuss … 

http://www.une.edu.au/
http://www.une.edu.au/


 Building context for readiness through the 
reinvention of background talk.  

 Reframing HR context through dialogue. 
 Building a more positive outlook for 

changes in routines, procedures, systems, 
etc.  
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Systems are made up of routines 

Yes and we need routines!

 Routines need to reflect identity, desires and 
aspirations of the public. 

Compassion needs to pervade the change 
effort.

© M. JABRI 2016

http://www.une.edu.au/
http://www.une.edu.au/


METHODS WE USE

Starting with simple gap analysis, moving into force-field, 
and possibly ending up with action research, or any other 
variation thereof.  

Throughout, our emphasis will be on the system 
improvements.  
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Desired level

Actual level
(true performance level 

of the named routine) 

Gaps are useful for 
giving more 
attention to those 
disadvantaged 
(people or regions)  
by highlighting the 
difference between 
the actual and the 
desired state 



As the gap increases there is a need for a more 
careful assessment of the social representations 
of those at the receiving end and/or those who 
have been ‘othered’ or disadvantaged, say due 
to their geo-social status or location.  
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Another method is that of action research (AR)  … 

• AR implies learning and co-learning as we modify and seek 
to improve on how routines and procedures are managed. 
Although this process can be shown neatly on a power-point 
slide, it rarely happens easily.               

• AR is about shared knowledge of the performance of 
routines in which the public servant and the change 
recipient are the same people. Both work to create dialogue 
based on meaningful exchange.  
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Using narratives as a stepping stone for changing:

 Get to know your people, service recipients.   

 Listen to the stories they tell. Active listening is by 

itself an intervention.

 Select the most recurring theme, process, or issue 

of concern.

 Listen to the presenting story (case) … start 

building relationality and trust.  

 Use these themes to build the case and to create 

readiness for change.  
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RULES FOR CHANGING ROUTINES

LISTEN and then amend the routine no deeper than required 

to produce enduring solutions to the problem at hand.

Start by amending the routine but no deeper than that at 

which the human and monetary resources of your public 

service agency can be committed to change.
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Building capability … BUT HOW?

• First, something new works. 

• People need to be acknowledged.

• Structures change to enable and support them. 

• Rewards change to support the new routine.

• Momentum builds as more people use them.

• Everyone is educated in them.

• They’re “the way we do things around here”.

But that is not 
enough
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IN SUM  . . . MY PRINCIPLES FOR EFFECTING TRANSITIONS  

To create momentum, focus on readiness.
Focus directly on dialogue, indirectly on 

routines.
To tear down tradition, you must renew it but

with care and compassion. 
Genuine communication needs to be dialogic.
Positive change requires wisdom.  
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Salamat and Mabuhay
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