Unit 12, Session 2
Change Management
Change is a concept that has been in the news a lot lately.  In addition, change is an issue about which there is a lot of emotional feeling.  Some people seek change, and others avoid it as much as possible.  

A friend of mine said there are two kinds of people:  storks and eagles.  Storks like to build a nest and sit in it.  They leave it when they must, but they always like to come back to the same comfortable place.  Eagles are always soaring.  They are continually scouring the landscape for new things.
This is certainly true of people.  Some people live within a few miles of the place they were born, and feel no need to explore other places.  Other people are continually on the go.  They move often, and enjoy the stimulation of being in new places.

Neither of these predispositions is necessarily good nor bad.  Just as change itself is neither necessarily good nor bad.   Not all change is good, and there are times that change must happen.  Change for the sake of change is not necessarily a good business practice.  

Nevertheless, in our organizations change is a common theme.  Change is continually happening, whether for good or for ill.  Technological development has accelerated the rate of change in our environment.  Product cycles are shortening.  Communication has caused markets to move more quickly.  An effective manager must be able to determine which changes are good, and which have the potential to cause damage.  

Your textbook describes Kurt Lewin's Three Step Model.  This is one of the most widely used models.  See page 651 in your text book.  

Look carefully at the concept of "driving forces" and "restraining forces" at the bottom of the page.  The status quo is equilibrium between these forces.  For change to occur there must be a change in the equilibrium…this is "unfreezing."  

Unfreezing is the great forgotten step in change management.  If must occur in order for change to occur.

Usually, the restraining forces are the greatest barrier to change.   Let's look at some of the sources of resistance to change.  Your book lists some in Exhibit 19-2 on page 648.  Let me provide you with a different list, albeit it with some overlap.

Sources of Resistance to change:

Loss of Security.  Individuals find safety in traditional methods.

Fear of Economic Loss.  People foresee that they will be financially disadvantaged.

Loss of Power and Control.  People question, "will my influence still exist?"

Habits.  Learning new ways requires people to think.
Selective Perception.  A biased view of reality…it is a management plot!

Awareness of Weaknesses in the Proposed Change.  The change is wrong.

While most resistance to change is generally viewed as a negative, it is critically important to note that not all change is for the better.  The final point—awareness of a weakness in the proposed change—is a critical issue.  Read the Tip of the Iceberg.
Techniques for Overcoming Resistance

Participation.  Get people involved in the change process

Open Communication.  Uncertainty breeds rumors and fear.  Fear creates resistance.

Advance Warning.  Sudden change is like an earthquake.  

Sensitivity.  Discover employees' concerns.  Their fears may be justified.

Security.  Make an effort to remove fears.  

Of course, the problem is that sometimes change does create disadvantages for certain employees.  Their fears are NOT unfounded, but real.  Much of the advice in books on change proceeds from the concept that all fears about change are unrealistic.  This is absolutely NOT the case.  In many cases, change means that certain individuals in the organization will lose power, prestige, money or position.  People in this situation are going to be the most vocal in opposition to change, and will be highly influential in the creation of opinions within the organization about the proposed change.  The fact that they have accurately assessed the damage change is going to do to them will give them credibility with others.  They can point to actual harm the change is going to cause, and their assessment will be accurate—at least as far as their own situation is concerned.  This increases fear among those who are not going to be disadvantaged in the change process, and may do so even among those who may actually gain from the new situation.  In addition, there may a sense of solidarity within the organization for those who will be harmed by the change, and that can increase resistance to change as well.    
Why do change efforts fail?

Faulty thinking.  The situation has not been analyzed correctly.

Inadequate processes.  The proper steps to prepare for change have not been made.

Lack of Resources.  Companies fail to comprehend the full cost of change

Lack of Acceptance.  Generally a result of failures in the other areas listed.  

Source:  Plunket W.R., Attner, R.F, & Gemmy S.A. (2005).  Management:  Meeting and exceeding customer expectations 8th Edition.  Mason, OH:  Thomson South-Western, pp. 330-332.

How do you best create change in an organization?

There are three primary approaches:

Quick change.  Plan the change and do it in one quick step.  Revolutionary change.

Gradual change.  Implement the change over a period of time.  Evolutionary change.

Use of Change Agents.  Recruit people within the organization to champion change.  These people become the missionaries of change in the organization.  

Research shows that none of these methods is superior to any other.  All work in some cases, and none work in others.  There is no one particular way to best effect change.

Do the assignment.

