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ABSRACT

In today s competition environment, organizations are forced to change according to the
pressures of the outside environment and also fromits core. A process can be observed in each type
of change in the organization. In this article; the phases, barriers and variables that affect the
change are described and discussed. Change can be made through individuals, groups and
organizations. If the aimisto have a successful change, a consideration of key factors of the culture
of individuals / organizations should be taken into account. The determinants ofthe successful key
factors are shown so that each method of the organizational change can be compared.
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Orgutsel Degisim

OZET

Gunimzin rekabet ortamnda, organizasyonlar dis cevreden ve kendi cekirdeginden
aldig: baskilar sonucunda degisime zorlanmaktad:r. Organizasyonun her degisim turinde bir sireg
gozeemlenebilir. Bu makalede; degisimi etkileyen asamalar, engeller ve degiskenler tarumlanmg ve
tartzszlmustir. Degisim; bireyler, gruplar ve organizasyonlar arasinda  gerceklestirilebilir. Eger
amag bagsariya ulagan bir degisim yapmaksa, bireylerin/ organizasyonlar:n sahip oldugu kulttrin
ana etmenleri g6z Onine alinmal:dir. Organizasyonel degisimin metotlarzr:n her birinin
karsilagtirmasin: yapabilmek icin bagar:l: ana etmenlerin ¢:karsamalar: gosterilmigtir.

Anahtar Kelimeler: Degisim, motivasyon, grup, takem, organizasyon, kiiltlr, basar:

1.Introduction

The topic of organizational change has a rich and varied history. It is the
domain of the entire discipline of organizational development and has featured
prominently in discussions of organizational behavior and organization theory
throughout their respective histories. Typically, the concept of organizational
change is in regard to organization-wide change, as opposed to smaller changes
such as adding a new person, modifying a program, etc. Examples of
organization-wide change might include a change in mission, restructuring
operations (e.g., restructuring to self-managed teams, layoffs, etc.), new
technologies, mergers, major collaborations, "rightsizing”, new programs such as
Tota Quality Management, re-engineering, etc. Some experts refer to
organizational transformation. Often this term designates a fundamental and
radical reorientation in the way the organization operates. Successful change must
involve top management, including the board and chief executive. Usually there's
a champion who initially instigates the change by being visionary, persuasive and
consistent. A change agent role is usually responsible to trandlate the vision to a
realistic plan and carry out the plan. Change is usually best carried out as a team-
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wide effort. Communications about the change should be frequent and with all
organization members. To sustain change, the structures of the organization itself
should be modified, including strategic plans, policies and procedures. This
change in the structures of the organization typically involves an unfreezing,
change and re-freezing process.

The best approaches to address resistances are through increased and
sustained communications and education. For example, the leader should meet
with all managers and staff to explain reasons for the change, how it generaly
will be carried out and where others can go for additional information. A plan
should be developed and communicated. Plans do change. That's fine, but
communicate that the plan has changed and why. Forums should be held for
organization members to express their ideas for the plan. They should be able to
express their concerns and frustrations as well.

2. What is change?

Change is generally a response to some significant threat or opportunity
arising outside of the organization. According to Pettigrew (Daft,1983):

“Changes within an organization take place both in response to business
and economic events and to processes of managerial perception, choice and
actions. Managers in this sense see events taking place that, to them, signal the
need for change.”

In this senseit isimportant that an organization continually monitors what
is happening around it ; that is, it devel ops a sense of awareness which stems from
realizing the need to set in motion changes that will keep it in, or ahead of, the
game.

It is evident that for the organization to survive, let alone thrive, change
needs to be considered by management at all levels. It is necessary to consider
what the causes of change are and what actually needs changing. The main causes
of change that give rise to change programmes being initiated can be classified as
follows (Wilson,1994: 164-184):

o External causes of change can be as a result of changes in the
level of technology used, market place changes, customer expectations,
competitor activities, quality and standards, government legislation or political
values, as well as changes in the economy. Depending on their current situation
and aspirations, different companies will react to these externa stimuli in
different ways.

. Internal context of change relates to management philosophy,
structure, culture and the system of power control.

2.1. The Change Process

Lewin proposed a change model, which describes the necessary stages
for successful change to occur.(Gilgeous, 1997: 15-35)
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2.1.1.The Three-step Model of Change

1- Unfreezing the present level requires confrontation meeting or a
process of re-education, which might be achieved through team building.

2- Moving to the new level requires developing new behaviors,
values and attitudes.

3 Refreezing the new level seeks to stabilize the organization at a
new state of equilibrium to ensure that the new ways are safe from regression.

A feature of this model is that it recognizes, and takes into account, the
important fact that, with many change programmes, things may revert back to
what they were, unless permanence of the new level isincluded in the objective.

2.2. The stages of the change process

Managers wanting to introduce change should recognize that change
occurs slowly and moves through a series of stages. In the first instance, the need
for change must be recognized. Then it is necessary to define where the company
stands relative to the problem, where it wants to be, and how it is going to get
there. With respect to the way the change process needs to be managed, Lewin’s
three-step model can be expanded to show that the following sequentia set of
activities needs to take place:

1) Recognizing the need for change

2) Defining the problems

3) Identifying where the company is relative to the problem

4) Searching for alternatives

5) Defining goals (identifying where the company wants to be after

the change)
6) Preparing for change
7) Unfreezing (loosening the organization so that it can change)
8) Moving (consciously managing the process of change)

9) Arriving (realizing when the goals have been met)
10) Refreezing (stabilizing and reinforcing the change)

2.3. Phases of Planned Change

Based on a review of over 30 models of planned change, Bullock and
Batten show that change activities, of the type listed above, fall into four phases.
They are (Dalton,1970):

1- Exploration phase: becoming aware of the need for change;
deciding whether to make specific changes and commit resources to planning the
changes; searching for a consultant or facilitator to assist with planning and
implementing the changes; establishing a contract with a consultant which defines
each party’s responsibilities.

2- Planning phase: understanding the organization’s problem or
concern; collecting information in order to diagnose the problem; establishing
change goals and designing appropriate actions to achieve these godl's; getting key
decision makers to approve and support the proposed changes.
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3- Action phase: implementing the changes derived from the
planning, including arrangements to manage the change process, evaluating the
implementation activities and feeding back the results to make any necessary
adjustments.

4- Integration phase: consolidating and stabilizing the changes so
that they become part of normal everyday operations; reinforcing new behaviors
through feedback and reward systems and gradually decreasing reliance on the
consultant.

2.4. Main Change Factors

Before embarking on a change program, one needs to obtain an overview
of the situation. Wilson suggests that this can be done by considering the
following broad parameters (Tosi, Rozzi & Carroll:1990):

Scale. What is the scope and size of the program? Is it a pilot study in a
section or department? Perhaps you have selected a particular unit, or maybe your
plans entail changing the whole organization.

Investment. Change can rarely take place without considerable
investment. How it is defined in monetary terms will depend on the organization.
Is the sum to be spent the annual change budget figure or does it include
additional money?

Timescale. How long the total change process will take? Will the time
spent on research and planning the change program be included? How will the
end of the program be determined — when the operation is working to target or
when a change of philosophy and culture has taken place?

Changes. The nature of the changes that are taking place needs to be
appreciated. These may range from a change in current operating methods
through to a complete change of organization philosophy. The approach required
and the investment needed will be different for each level of change.

Impetus for change. The reasons for embarking on the change program
need to be known, since these will determine, to some extent, its direction and
style. Is the change to do with organization survival or development, since the
implications of the strategy adopted can be quite different?

Strategy. What is the nature of the strategy driving the change process? Is
it, for example, revolutionary in nature, happening to a very short timescale with
many casualties? Or does it have a much longer timescale and grow organically
with the full support and co-operation of the organization’s employees? Perhaps it
is neither of these and change is introduced piecemeal or on a project-by-project
basis.

3. APPROACH TO CHANGE

There are various ways in which change can be introduced and it is
necessary that managers should appreciate what these are so that they can
carefully attempt to choose the most useful one. A description of the available
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alternatives that arise from the choice of four types of variable can be provided as
(Wilson:1994:74-93):

1 the amount of time required
2. the degree of planning

3. the type of involvement

4, the use of power

The four variables, depicted in Table 1, illustrate the range of extremesin
managing operations and change. In making the choice between the extremes, the
effect of the tactics chosen needs to be appreciated. For example, a manager
adopting the approach indicated on the right-hand side of the Table 1 would
introduce change sowly in a very controlled and thoroughly planned manner.
This is an evolutionary approach and explicit is the need to be comfortable with
each new situation before moving on to the next stage. Typically, with an
evolutionary approach, many people will be involved in planning and
implementing the change program, taking great care to be patient, get people
involved an minimize resistance. Consequently, much investment and effort
would be put into education, problem-solving training, organizational
development, supervisory retraining and teambuilding to achieve this.

Table 1. Strategic options for the management of change.

(Woodcock& Francis; 1994)
Revolutionary Change Evolutionary Change
Pace
Rapid Changes Slow Changes
Structure
Clearly Planned Not clearly planned initially
Involvement
Little involvement of others Lots of involvement of others
Approach to resistance
Overcome resistance Minimize resistance
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The left-hand side of the table depicts changes which are more
revolutionary. Such changes are often planned by a few people and implemented
in arapid manner by those who agree with the changes or those who are coerced
to do so. At firgt, the rapid changes may excite the doubters and induce them to
help make change work. However, there is a great chance here that the situation
may become unsavory, involving conflict and casualties, since those who resist
will suffer.

3.1. Key situational variables

Between the endpoints of each of the change continuums there is a range
of approaches, any of which a manager may adopt. The key situationa variables
that can help a manager decide which approachesto take are:

) The amount and type of resistance that is anticipated

. The position of the initiators vs the resisters, in terms of trust, power,
€etc.

o The locus of the relevant data for designing the change and the energy
needed for implementing it.

o The stakes involved.

Therefore, in attempting to manage effectively al of the stages in the
change process, different managers will adopt different change styles, and
managers wishing to embark on a change program need to understand the change
process and adopt a style that will increase the change of being successful.

4. BARRIERSTO CHANGE
4.1. Barriersthat impede the change process
Those managing the change must be aware of the nature of the resistance
they will face by other managers as well as workers. The cause can often be
traced back to difficulties in the organization — its structure, its power centers, its
culture. These difficulties must be addressed before unfreezing can take place.
People may become stubborn and defend the status quo. They may aggressively
challenge the credibility of any change proposas. Alternatively, they may feign
co-operation while covertly seeking to jeopardize the change program.
14 categories of blocks are identified (Woodcock & Francis.1994):
Unclear aims
Unclear values
I nappropriate management philosophy
Lack of management devel opment
Confused organizational structure
I nadequate control
I nadequate recruitment and selection
Unfair rewards
Poor training
Personal stagnation
I nadequate communication
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12. Poor teamwork
13. Low motivation
14. Low creativity

4.1.2. Organization Culture and Power

The organization culture helps to maintain stable behavior patterns in
organizations. Culture is sdlf-reinforcing and a potentially significant barrier to
change. After al, the very nature of change will lead to a modification of the
organization culture and the power structure.

The change efforts will not work unless they are compatible with the
organization culture and the power structure — this is a very well- documented
reason why many change efforts fail. Quite often, a senior manager decides to
introduce a program to improve worker participation, such as a quality of work
life program which requires a climate of trust and willingness to delegate. In an
organization that has a long history of adversaria relationships between workers
and management, lack of trust, and strong, centralized decision making, such
programs will not work unless the conditions are also changed.

Table 2. Many thoughtsthat caused perceived barriersto change.

Performance measures will kill usif we do these things.

The union will never hear of this.

The consultant doesn’t have hands-on manufacturing experience.
Does management understand all that implies?

What does this do to our existing capital spending plans?

The suppler is unreliable.

Marketing can’t forecast well enough.

Engineering and schedule changes won’t permit zero inventories.
Our equipment won’t meet a zero defects requirement.

How can we deal with ‘their’ mindset?

Management has no real manufacturing understanding or appreciation.
They’ll never accept al this disruption.

4.1.3.Change inter dependencies.

Interdependence is another barrier to change. Change programs often
focus on changes in tasks, people, technology, or structure. In task changes, the
duties assigned to individuals are changed. In people changes, an attempt is made
to dter individual behavior, attitudes, or skills. Technological change focuses on
the machinery, procedures, work flows, or materials. Structure rearrangements
focus on changing the way that organization members are grouped together or on
the systems and procedures that the organization employs to guide and direct
interactions. To change any of these, the other basic organization components
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may often be affected as well. These change interdependencies may cause a
change to fail, even though the desired change in the organization target has taken
place.

A recent formulation of key interdependencies is the McKinsey 7-S
system. The interdependencies consist of seven factors that many consider to be
major determinants of organizational success. The structure of an organization,
whether it is organic or mechanistic, must fit the style of management (directive
vs. democratic), the shared values of organization members (toward collaboration,
innovation), and the staff (abilities of people). The strategy of the organization
(market focus) must be congruent with the organization’s skills (unique
organizational ahilities) if the organization is to be successful. The systems
employed by the organization (reward, control) must be congruent with the type
of people employed and their characteristics as well as being compatible with the
way people are grouped together by the organization’s structure. When one of
these related systems is changed, so must the others be. (Tushman &
Anderson;1997: 122-154)

Figurel. The McKinsey 7-S Framework

/ Structure \

Strategy Systems
T shaed [— |

Skills Style
\ e /

4.2. Other BarriersTo Change

Although the barriers described above can have an effect on the change
process, it is necessary to understand the factors that lie behind resistance to
change. Beckhardt lists these as being (Corwin,1969:35-49)

1- The existence of a credibility gap between top management’s
statement of philosophy, values, and practices and its actual behavior.

2- The use of canned solutions or pieces of a change program that are
not based on specific change goals. Comments like ‘We need a CAD/CAM
system because everyone else has one’ are not likely to occasion productive
change. In other words, isit imitation or innovation?

3- A short time perspective or an unrealistic expectation of short-term
results.
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4- An over dependence on or improper use of external and internal
consultants. This is buying expertise, being unwilling or unable to develop it, and
can be amagjor barrier.

5- A lack of communication and integration of change efforts among
various levels of the organization.

6- The search for quick solutions or cookbook prescriptions for
organizational effectiveness.

Three important additions to the above list need referring to. First, the
culture of the organization may pose a barrier to change. For example, a ‘no
mistakes alowed’ culture may prevail. This may be symptomatic of a risk —
avoidance strategy on the part of the managers. The effect is that it will adversely
limit the plans and actions of many in the organization. Experimentation and
innovation should be accepted as a natural part of the change process. Peters and
Waterman noted that risk-taking and occasional failure often accompany
successful change: A special attribute of the success-oriented, positive, and
innovative environment is a substantial tolerance for failure.

Second, the hierarchies in which people manage can separate them from a
common sense of purpose. Communications from top to bottom and from bottom
to top may be infrequent, inconsistent, and give rise to misunderstandings.
Finally, the barrier to change can lie within every person. The individualism of
the West may spurn innovativeness, which is an essential asset in many market
places, but the spirit of the East, which accepts teamwork and group goals,
certainly underpins bringing such assets to the market.

5. Pressures For Change

Pressures for change may be external or internal to the organization.
When organization performance is unsatisfactory, for example, pressures may
come from stakeholders (groups with a stake in the success of the organization)
a once. These pressures are often conflicting. For instance, stockholders may
demand improved earnings and dividends at the same time that environmental
protection groups want the firm to focus more on costly antipollution activities.

Pressures to change come from the various environments of the
organization, more so in recent years since many changes have occurred in the
economic, technological, political, and socia environments of organizations.

Organization growth also leads to change. Managerial styles, organization
structures and systems, and the procedures that were appropriate for a small
organization may be quite inappropriate for a larger one. Such changes are not
simple, either. Small, centralized firms may become decentralized as they grow,
then more centralized, and finally, as they become very large, they must
decentralize all over again, although in a somewhat different way. Over time,
managers at the top of a large organization have to change their focus from
entrepreneurship and innovativeness to efficiency and cost control, and finally to
a political emphasis that aims at achieving some organizational coordination or
harmony among the many diverse interest groups in the organization. Often these
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changes are so drastic that some people leave and are replaced by others with e
perspective that fits with the company’s current growth stage. (Woodcock &
Francis, 1994: 184-207)

Change in ownership aso includes organization change. Thousands of
mergers and acquisitions have taken place in U.S. industry in recent years.
Typicaly in such takeovers the acquired organization must adopt the management
styles, philosophies, systems, and procedures of the acquiring organization, often
in avery short period of time.

Figure 2. Pressuresfor Change
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Perhaps the most common internal change pressure is dissatisfaction with
performance. Undesirable levels of outcomes as quantity of units produced,
revenue, cost of operations, or quality can all trigger pressure to change.
Dissatisfaction with employee behavior or failure may also instigate change
efforts.

Internal pressure also arises when changes occur in characteristics of
organization members. Coming into a firm, new managers may have quite
different performance expectations, goals, and values than former managers. The

present management systems, styles, or procedures may not be accepted by the
new organization members.
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5.1. Targetsof Change

Sometimes pressures to change may focus on a single individual. When
the individual is the target, the goal is usualy to improve his or her performance
or to change attitudes.

The focus of attention may also be the group or the unit. In order to obtain
better performance from a unit, it may be necessary to have the unit function
differently. Suppose a research and development unit has a disappointing record
of new product ideas. Change efforts could help to make it more innovative.
Perhaps the unit’s members aren’t cooperating enough. This can seriously hinder
the effectiveness if interdependent tasks are required to solve challenging
technical problems. Sometimes the problems of change are the relationship
between two or more units, as when a marketing department is not working
effectively with a personnel unit.

Finaly, the target of change may be the organization. It may focus on an
organization-wide factor, such as the budget system, or on organizational goals
and strategies. Here the change efforts might move from the individual level to
the group level on a planned and systematic basis.(Daft, 1983:169-185)

6. Key Stages of Successful Change
Successful change depends on getting through the key stages of the
change process in a systematic manner.

Figure 3. Key stagesin Effective Change
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1 Thefirst stage is the development of motivation to change among
those who are initiating the change and those who are implementing it.
Motivation to change depends on two basic questions: Is it worthwhile to change?
Can the change be successfully carried out? In determining whether it is
worthwhile to change, a calculation, at least in arough sort of way, must be made
of the positive and negative outcomes associated with changing.
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Figure 4. Deter minants of M otivation to Change
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Motivation to change also requires that the individua group or
organization must believe that it is possible to change and that a change effort will
be followed by success. Increasing the motivation to change involves building
self-efficacy; the degree to which an individual believesit is possible to achieve a
particular performance level or behavioral standard. Self-efficacy can stem from a
variety of personal experiences. One source is someone’s actual performance
achievements. When atask is performed successfully, the person gains a sense of
enactive mastery and will feel capable of performing that way again.

One way to facilitate self-efficacy is to arrange the organizational
situation to ensure that the individual has an opportunity to gain enactive mastery
and observe him or herself performing successfully. Self-efficacy can also
develop from vicarious learning, or modeling. In organizational change programs,
appropriate models should demonstrate the desired behaviors to the targets of
change. Verbal persuasion and other types of social influence may contribute to a
heightened sense of self-efficacy for change by convincing the change targets that
they are capable of engaging in desired behaviors.

2) The second key stage, when sufficient motivation to change
exists, is use of an appropriate change method. To identify a change model, the
situation of the organization must be examined and a decision should be given for
the change type.

6.1. Analysis of both change and resistance forces to identify an
appropriate change path

Programs based primarily on the change drivers, ignoring the forces of
resistance, are as prone to failure as those dealing primarily with the forces of
resistance, ignoring the change drivers. What is needed is the choice of a change
path based on a diagnosis of both the forces of changes and resistance. Three
basic forms of change forces can be identified (Strebel & Valikangas, 1991:69-83)

e Established trends in socio-political, economic, technological,
competitive, and organizational environments.

e Turning points that reflect the limits to the established trends (limits
to the existing resources, capacity investment, growth) and the stimuli promoting
new trends (innovation, life cycle shifts, new players)
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