Week Thirteen Lecture Notes

CHANGE MANAGEMENT IN ORGANISATIONS
“It is easy to change the things that nobody cares about. It becomes difficult when you start to change the things that people do care about—or when they start to care about the things that you are changing,” (Lorenzi and Riley) 

‘If it weren’t for organizational change-that is ,any alterations in people, structure or technology-the manager’s job would be relatively easy because tomorrow would be no different from today,’ (Robbins and Coulter,2002)
“Change means movement, movement means friction, friction means conflict,” (Saul 1972) 
‘There is nothing more difficult to take in hand, more perilous to conduct, or more uncertain in its success than to take the lead in the introduction of a new order of things,’ (Jean-Jacques Rousseau)

Meaning and Nature of Change
Change is the law of nature. It is a necessary way of life in most organisations for their survival and growth. Though there may be some discontentment during the early days of the change, persons learn to meet the change and adopt themselves to the changing situation; hence, resistance to change would be a short- term phenomenon. The term change in the organization context refers to any alteration that occurs in the work environment. On the other hand, ‘Organisational change’ implies the creation of imbalance in the existent pattern or situation. Adjustment among people, technology and structural set up is established when an organisation operates for a long time. Human resource is an important factor in the adjustments among individuals as well as between the organisation and environment, as an organisation is mostly composed of people. Individual members can resist either individually or in a group. Change could be both reactive and proactive. 
Planned changes mean those changes which are effected in a planned manner after assessing the need for change and working out the details as to when and how they will be carried out. A planned change is also called proactive change. In contrast, reactive change is the one which takes place in random fashion as a crisis situation develops. For proactive or planned change to be initiated, manager shall be sensitive to the environmental changes affecting the organization so that organizational crisis situations can be averted.

Planned change or pro active change is purposeful or goal directed. There are two widely recognized goals of the planned change. One, it sets to improve the organizational ability to cope with, or adapt to change environment. Second, it seeks to change employee knowledge, attitude and behavior. Change in any part of the organization tends to effect the whole organization. When change occurs in the organization, it requires employees to make new adjustments as the organization seeks new equilibrium.
Principles of Change 
· Estimating the reasons for the possible resistance to change and preparing to allay their fears. 
· Mindful of channels of authority.
· Preparedness for all questions and criticism
· Creating interest in them, convincing them and preparing them.
· Keeping in touch with the process of change.

Pressures for Change
The need for change exists when the manager finds that the goals are not being achieved. Thus, tension points in the organization are identified when the gap between the desired and the actual results is noticed. Such gaps could occur due to certain changes. In other words, these changes are precursors for organizational change which include:

Labor market Environment: One important aspect of labour market environment is the changing nature of the work force in terms of aspirations, outlook and various demographic variants. For instance, the present generation of work force wants quantification and seeks external reinforcement. Human resource management policies will have to change to attract, maintain a diverse work force. On the whole, there has been an increase in the formal education levels of work force. 
Technological developments: Changes in technology bring in their wake corresponding changes in the nature of the work. Computers, telecommunication systems, robotics, and flexible manufacturing systems, flexi time mode are some of the 21st century changes that have brought unimaginable changes at work place with respect to the time, comfort required for the execution of tasks. With changing technologies employees skills become obsolete. Hence, heavy investments become imperative. Modern control techniques substitute direct supervision which leads to wider spans and there by flat organizations. 
Economic conditions: This is an age of discontinuity for instance, oil shocks, accelerated inflation and interest rates, the stock market crashes, currency devaluation, etc.,  hit some industries and firms much harder than others. Globalization of markets is yet another significant change. The problem with these shocks is that it is impossible to predict what the future shocks will be and from where they come from.
 Social Trends: High enrolment ratios are noticed in higher education. Higher education as a sector provides a mass market product. There is a changed composition of student community for instance increase in female students in universities and colleges and the institution that fail to respond to these changes may find the going tough.
Work place diversity: Emergence of global markets, mobility of factors of production across the globe, integration of economic systems imposes certain demands on employees who have to interact with people in other countries and work with persons brought up in different cultures. Business organizations, therefore, have to prepare the work force which could perform and feel at home regardless of the place of work and the composition of work teams.  
Competition: Competition is intensifying by the day in every product category. Businesses also in line with the changed realities and compulsions need to address themselves to the global context. Competitors may come from anywhere in the world, at times even from quite unexpected quarters. Heightened competition also means organizations need to defend themselves against traditional competitors and small entrepreneurial firms with innovative changes. Therefore, in order to meet competition, successful organizations in future rely on short production runs, short product cycles and a stream of innovative products. 
Sources of Resistance to Change
Any change is complicated by the fact that it does not produce a direct adjustment. Instead, it operates through employees attitudes to produce a response that is conditioned by feelings towards change. The following chart known as Roethlisberger’s X-chart explains how attitudes affect the response to change.
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From the above chart, it is obvious that how people feel about change ultimately determines the response to change. People as individuals interpret change with attitudes in the back ground. The response is expressed through the group behavior. All changes have some costs, economic, psychological and social costs. Because of these costs associated with change, initiatives for change require analysis to determine their usefulness. Hence, cost benefit analysis of change is required. The goal of any organization is to maximize the benefits. Organizational members are affected in different ways by a change.

Some may benefit while others suffer losses. This is the reason why employees tend to resist work change because of the associated costs. The following are reasons for, and consequences of, resistance to change.
Classification/ Types of Resistance to Change 
They include are Logical, psychological and sociological.
a) Logical: Arises from the time and effort needed to adjust to change. It is also due to new job duties to be learnt. These are short run costs to be paid by employee, though in the long term they are benefited by change.
b) Psychological: may arise due to attitudes and feelings of individuals about change. They fear the uncertainty, mistrust the management and feel insecurity. Therefore prefer status quo. 
c) Sociological:  political conditions, opposing union values, narrow outlook, vested interests, and desire to retain existing friendship are some of the reasons for resisting change. 
Alternatively, resistance to change can also be studied under individual resistance and organizational resistance.

Individual Resistance 

The source of resistance resides in basic human characteristics, which are presented hereunder in a summary form:

a) Habit: To cope with life complexity, human beings rely on habits or programmed responses. Confronted with a change, the tendency to respond in habitual ways is a source of resistance.

b) Security: Persons with high need for security resist change. In technologically intensive society, people perceive threats to the jobs and economic security. Hence, they resist change.

c) Economic factor: One’s concern that change will lower one’s income is another source of resistance. When pay is tied to performance, people fear that they may lose their income by not being successful in performing their new job, more so when they need to apply new set of skills.
d) Need for security blanket (Fear of the Unknown):  Apart from economic and job security, people prefer predictability and structured patterns in their lives. The need for this security blanket also makes them apprehensive about the change that characterizes ambiguity and uncertainty. Therefore, the preference for known for the unknown is obvious.
e) Selective information processing: People see the world through their perceptions. They see and try to understand and accept information that is palatable to them. They ignore information that challenges what they wish to operate in. 
f) Apprehension about understanding of status and authority: Change in technology of work methods “undermining authority and status” is a source of resistance to change.
g) Resistance is stemming from retooling and retraining:  Knowing that one has to learn new things is a source of resistance to change as any learning involves unlearning.
h) Resistance due to non-involvement in the change process: when changes are incorporated with little input from those who are affected by them, resistance to change is expected. 
i) Resistance due to sunk costs: older employees seem to resist change more than younger ones. They have more psychological investment in older traditions. This is otherwise known as ‘sunk cost’ of energy and time. 

j) Self-interest: individuals who have achieved status, privileged or self-esteem through effective use of an old system will often see new plans as a threat.
k) Conscientious objection or differing perceptions:  Believe that the plan is wrong. viewing the situation from a different viewpoint or may have aspirations for themselves or the organisation that are fundamentally opposed to the forthcoming change.
l)  Suspicion: Some people may not trust the change plan, or the people who have created it
m) Conservatism: Organisations or people may simply be opposed to change. This can result from loss of touch with customers, from lack of exposure to better ways of doing things or from slowness of decision making. 
Organizational Resistance
Organizations by their very nature are conservative. They also become blindfolded and resist change. The following are some of organizational resistance to change:
a) Structural inertia: Organizations have built in mechanisms to produce stability such as selection process which chooses certain persons, training and socialization process reinforcing specific role requirements and skills and formalization of jobs for employees to follow. When change confronts organizations, their structural inertia acts as a counter force to organizational stability.
b) Limited focus of change: Limited changes in sub-systems of the organization are likely to be opposed. 
c) Group inertia:  Here group norms act as constraints for change.
d) Threat to Expertise: Organizational changes may be threat to the expertise of specialized groups. For example, decentralized end user computer was a threat to the specialized skills held by the centralized information systems departments.
e) Threat to established power relationship: Any redistribution of authority for decision-making can be threat to established power relationships. For example, participative management is a kind of change seen as a threat to the authority of middle level managers. 
f) Threat to established resource allocation: change is seen as a threat by those groups controlling sizeable resources of the organization.
g) Politics: Different interest groups may occur within the organisation, and the alliances involved may militate against change.
Changes can also be divided into micro-changes and mega-changes. Micro-changes (differences in degree) while Mega-changes (differences in kind). For example, modifications, enhancements, improvements, and upgrades of information systems of an organization would typically be micro-changes while a new system or a very major revision of an existing one would be a mega-change. 

Examples of Change in Organisations

The following are the major examples of changes in an organization overlap among them: 

· Operational changes affect the way the ongoing operations of the business are conducted, such as the automation of a particular area. 

· Strategic changes occur in the strategic business direction, e.g., moving from an inpatient to an outpatient focus.

· Cultural changes affect the basic organizational philosophies by which the business is conducted, e.g., implementing a continuous quality improvement (CQI) system. 

· Political changes occur primarily for political reasons of various types, such as those that occur at top patronage job levels in government agencies.

· Technological changes 

· Structural changes 

· Changing the attitudes and behaviors of personnel

· Anticipatory changes

· Reactive changes

· Incremental changes  
Change Process
Since management initiates more changes in the organization, its primary responsibility is to implement change successfully. Management is called a Change Agent because its role is to initiate change and make it work. Many changes also originate in external environment. Rate of change varies according to nature of environment. Stable environment means less change while dynamic environment means more change. Kurt Lewin, the father of change process, stated three stages in initiating and establishing any change unfreezing, changing and refreezing. 

Unfreezing: It is a process of preparation for change through disconcontinuation of the old practice, attitudes, or behaviours. This is the initial stage where change agents sense need for something new and are impatient with status quo. Thus the system is to be unfrozen from its complacency.
Changing (or moving): In this stage planned change is initiated and carried out. Change could relate to any aspect of the organization. With the participation of members affected by change, changes have to be carefully implemented.
Refreezing: This phase ensures that the planned change introduced is working satisfactorily and there is a reasonable guarantee that the change will indeed fill the gap and bring the system to the desired state of equilibrium. If the refreezing phase is neglected, the change will not bring desired result and may be even total disaster.
Change can also follow Elisabeth Kubler-Ross’ Model/Change curve
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Kubler-Ross’ Change Model (Stages of Change)

1. Shock in response to the event which signals change – ‘I don’t believe it.’
2.  Denial of the reality of the change – ‘It won’t affect me.’
3. Frustration and anger about the change. A tendency to blame, and a sense of  injustice – ‘Why me?  What have I done to deserve it? 
4. Depression & apathy – ‘I’m fed up. It’s not fair.’
5.  Experimenting with new behaviour. As a result of the pain suffered in stage 4, a willingness to try something new – ‘I’ll give it a try. 
6.  Accepting the reality of the change – ‘It’s not as bad as I thought it would be.’
7.  Integrating the change into your life. Developing new attitudes and ways of behaving – ‘I never thought it would work.’
NOTE:

· Resistance to change is an ongoing problem. At both the individual and the organizational levels, resistance to change impairs concerted efforts to improve performance.

·  Many corporate change efforts have been initiated at tremendous cost only to be halted by resistance among the organization's employees.

· ‘Watch out if no resistance is evident: it may be hidden’ (Heller &Hindle,1998)

· Resistance is as natural as eating

· People do not resist change but resent being changed
· The person most comfortable with any particular change is the one proposing it
MANAGEMENT OF CHANGE
Change management is therefore a structured approach to transitioning individual, teams and organization from a current state to a desired future state. It is an organizational process aimed at empowering employees to accept and embrace changes in their current business environment. Change is introduced with in a group by increasing the supporting forces for it and/or reducing the restraining forces through:
a) Strategies to build support to change: Chin and Benne describe three strategies managers commonly use in introducing organizational change.
b) Empirical Rational Strategy:  Managers acting as change agents must subscribe to the belief that people are rational beings and if they understand that the proposed changes will benefit them, they tend to accept change.
c) Normative Reeducative Strategy: In this strategy, the belief is that people are guided by the socio-cultural norms they subscribe to. Hence, the change agent and those who will be influenced by the change should participatively and collaboratively plan and implement the necessary change.
d) Power Coercive strategies: are used by the change agents assuming that people with less power will accept change brought by people with more power in the system.

Resistance could be to change itself, to the strategy to implement change, to the change agent or to the timing of change. Since there is no one best way of dealing with resistance to change in all situations, the following general approaches are used in handling resistance.

a) Education and Communication:  where there is a dearth of information or when inaccurate information is floating around, the change agent can discuss the change contemplated or apprise the employees about the logic of change and its attendant benefits. Once the employees are educated and enlightened about the positive aspects of change, they accept change.
b) Participation: Participation encourages commitment rather than mere compliance with change. Greater the participation, lesser the resistance to change. This is illustrated in the following figure.
c) Facilitation and Support: Because of fear of inability to readjust, people resist change. To overcome it, the support in terms of empathic listening and training help the individuals to deal more effectively with their adjustment problems.

d) Negotiation and Agreements: individuals and groups may resist change because they will be at a disadvantage when the proposed change is introduced. In such situations incentives or special benefits are offered to those resisting change so that they cannot block change.
e) Coercion:  Implicit and explicit coercion can be used when changes have to be speedily enforced or when changes are of temporary nature.

f) Manipulation and co-optation: Covert attempts (manipulation) such as selective sharing of information and consciously structuring certain type of events would win the support for change. Giving key role to those revisiting change in the change decision is known as cooptation.
g) Leadership for Change: effective leadership reinforces a climate of psychological support to change. Change is more likely to be successful if the leader introducing change has high expectations of success.

h) Use of Group Forces:  The idea is to help the group join with management to encourage and support desired change.
i) Working with Unions: Union-management differences lead to conflict over change. Most unions support change that is carefully planned to protect member interests.
j) Working with the Total System: resistance to change can be reduced by helping employees to recognize the need for each change, to recognize the need for each change, to participate in it, and to gain from it.
Alternatively, and organization may adopt Spark’s (1993) 13 tips to managing change and they include:

· Educate the leaders of change, including both principals and teachers. 

· Use a "systems" approach to ensure that all aspects of the organization are considered when planning and implementing change. 

· Use a team approach that involves many stakeholders in the change process. 

· Share power with  others to encourage the implementation of the change efforts. 

· Make plans, but "hold your plans loosely." Develop plans, but know that they will have to be adapted to change as needs change. 

· Realize that there is a tension between establishing readiness for change and the need to get people implementing new approaches quickly. While getting people intellectually ready for change is something to be considered, it should not take so much time and effort that people lose interest and motivation. 

· Provide considerable amounts of training and staff development for those involved. These activities can include everything from holding study groups to "on-the-dash" coaching. 

· Choose innovative practices for and with staff that are research-based and friendly
·  Picking approaches that have been used or researched can help the implementation of those approaches. 

· Recognize that change happens only through people. 

· The emotional effects of change on managers need to be considered and understood by all involved in the change process. Understanding resistance and working with it is key 

· Seek out "paradigm shifters" and "idea champions" who are interested in making substantial changes in practice. 

· Take the long view; realize that change takes time and should not be forced to occur too quickly. 

Key Skills for Change Management

· Political skills: Capacity to understand the organizational politics involved. 

· Analytical skills: Need to have clear insights of steps being taken to affect change and the possible resulting positive and negative outcome of change. 

· People skills: Need to consider to diverse dimensions involved i.e. leadership & management skills, organization cultures, values, attitudes towards life and work, personalities, people’s priorities, the gender and sexual preferences etc.. 
· Business skills: Need to understand how business works i.e. the sources of resources used in the organization, the market opportunities, products and product development, customers, and customer relations.
· System skills:  Organizations operate as systems and a systemic view needs to be considered when preparing for change in an organization.
Consequences of Resistance to Change

The consequences are both positive and negative.

Positive consequences
· Resistance may force management to reexamine change proposals so that they are appropriate. 
·  Resistance also pinpoints specific problem areas so that management can take corrective action before problems become serious. 
· It also encourages management to communicate change which in the long run ensures acceptance of change.

Negative consequences
· Organizations failing to overcome resistance to change have to pay a price. 
· Change of greater magnitude introduced without gaining employee acceptance may lead to overt consequence such as employee unrest leading to strike, sabotage, etc.
· Implicit reactions to change may lead to alienation from the job i.e., tardiness, absenteeism and turnover.
13 | Page
    Komakech R. A./ Principles of Management Notes/Kumi University/AY2017-2018 / kagwot@gmail.com

