of imbalances in the existent paflern o

(A) ORGANISATIO
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Types of Changes
Changes con be broodly divided into: (i) Wark change; and (ii) D"’Qﬂﬂi{'ﬁﬁﬂﬂﬂl change.
Work change includes changes in machinery, working hours, methods :?f work, |n|:n‘ anla rgement
and enrichment, job-redesign or re-engineering. Change may also be in the l-_-r_::rrlung hours like
marming shifts, evening shiffs, operation of the organisetion on Sundays/Holidays.
Changes ralating to organisation include change in employees due to transfers, promation,
retrenchment, loy-off, restructuring or orgonisation, introduction of new products or services,

impasition of regulation, changes in organisational goals or objectives efc.

Reasons for Change

Changes in organisations ore o must, whether brought about deliberately or unwillingly.
The reasons for change ore categarised as fallows: Changes in business conditions, changss in
Mnnngan?l Persannel, Deficiency in existing Organisational Patterns, Technological end
Psychological reasens, Government Folicy, size of the arganisation ete.

Response to Change

Wnr{: change does not produce diract adjustment. Instead it operates through eoch
sﬁ“;ﬂp’ﬁﬁ;nﬂ:*};:dﬂﬂ:_a PrﬂdL;::E- @ response that is conditionad by faah‘ng:. Iu:-::is fhaufh ange.’
change, though rﬁa Ilsnz:-:?; mlrn'l > S grtupe by receiving it in some uniferm response to fhe
some iHl;-grmf m:ﬁurn like m:gi i;?;&;ﬁ:?;:z;h';ﬂge -:Iliﬁerenli-,-. This response mokes Fﬂﬁsih:

: 5 obvious :
T e L Do T
Cﬂfﬂliun'mechai::::?: r:;::::;?e; counter pressure within the group. The net result is @
o slendy slata & iised &0 ance wherever change threatens, Thus, people oct 1o astablish
sec tultiiment ond 1o protect themselves - . disiurh;. nees of that balance
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Every change is likely fo have some cest as well as bring additional benefits to the
arganisofions. Organisotions introduce change when the benefits (addifional benefits derived
due to change) are relotively more than the cost [edditional cost incurred due te change). Cost
and benefits are not only economic but also social, psycholegical, environmental efe.

@FEEEI_HDLUGY AND CHANGE

Change is the order of the day. *‘Change, before chenge changes you' and “ch nn§= ar decay’
are the buzz phroses the doy. The faclors that force the change include: noture of the workforce,
lechnalogy, ecenamic shocks, campatition, social trends and world of pelitics. [See Exhibit 13.1)

Manme of the workforce »  Culmral diversity and the need for unification
*  Increase in professionalisation
+ Increased formal education
*»  Increased level of sofi skills
»  Positive attituds
Technodogy : + Faster and cheaper computers
#  Total Quakity Management
¢ Fusiness Process Resngineening
Ecomomic Shocks +  Asian real estate collapse
» Russian devaluation of the ruble
»  Changes in oil prices (decline $22 a barrel to $13 in the late 195905}
Competitsiom = Global Competitors
»  Mergers and Acquisitions
« E-business
«  Customer Relationship Management and Quality
Social Trends: « 102 (Career first and others second)
» Increased career arientation ameng young ladics
Werld Political System: : *» Collapse of the Soviet Union
* Opening of Markets in China and China becoming a number of WTO
S *  Black rule of South Africa
Savrce: Madifiad version fram Stephen PRobbing, *Organisational Behavicur”, Prentica Hall of India Lid,, 2001, p. 540.

Just as necessity is the maother of invenfion, competiticn ond o host of ofther reasons are
responsible lor the rapid tech nalagicol changes and innovations ol over the world. As a result

of thase chonges, techniccl personnel, system specialists, technical workers and machine
operaters are increasingly required while the demand for other colegories of employees hos

declined, But it Is found that the supply of farmer cotegory of employees is less compared o the

demand for the same. Hence procurement of 5k|'r|a.d employeas and maintaining tham is highly
essential. Further, the changes in technology continvously demands the existing employees fo

upgrade their skills and knowledge. _ |
t techniques help the gmployees bo ocquire new skills ond
Human resources developmen e o madition BF feskmodm

knowledge necassary to carry out the changed duti#s
T T S
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Impoct of Technology is the most dramatic farce shoping 1""5_ destiny of People oll ove
Technology: Technology is self-reinforcing and in o big woy affects saciety. In fact, technolagy req
ota becarms through business. It increases the expectations of the customers. It brings sacial

T th-! 'H.lnri'i

ches Pecply
change fng

infelleciual, g

multi. makes sociol system complex,

professiongl, The impadt of technology on human rescurces is 5'r5!niﬂqfun1', direct and compley. The
siructural impact ef technology on HRD is through (i} iﬂ!ﬂs bECﬂm-frlg lnlalfeﬂpnh lii} need fq, bia.
shancs: BERE professional and multi-professional managers, (i) change in organisation structure, (iv) T

and {v) BPRE,

(i) Jobs Become Intellectual: Enhancement of the level of the tech nelegy needs high fevl
skills and knowledge. These high level skills ond knowledge should ke incorperated in the igh
description. Jobs hondled by semi-skilled amployees are now te be handled by skilled employes
Jobs hondled by the clerks yesterday ore now to be hondled by @ computer "'mﬂmrﬂrﬁerl
Advanced lechnology degrades some employees and retrenches some employees frop,

. employment unless they ore troined and developed on the application of new technology ang
methods,

MNew technology demands high level skills, knowledge and values, Thesa aspects gra
incarporated in the job description. Henee jobs become intellectual, These factors demand far
development of human resources.

. [} Need for Bio-Professionals and Mulfi-Professiongls: Recent technological advancement
changed the job descriptions. These changed job descriptions require the em ployees with bath
technical skills and ma rketing skills, Some jobs need the employees with tachnical skills, markei
skills, finance skills end humon resources management skills. Thus, fechnology demands big.
professionals and mulli-professionals. But present employees are single professionals,
Developmant of humen resources of the single professional employees is NECessary fo moke
them bio-professionols and multi-professionals.

(ifi) Technology and Organisational Structure: Technology brings changes in the span of
control, delegation of autherity like delegation to individual em ployees or groups of employees.
These changes bring changes in the present organisational structure, Further, technology results
in downsizing and delayering. These foctors also chenge the organisational structure. Tech nology
influences the organisational structure thro ugh job redesign and change in job description ond
demand for new skills and knowledge from the employess. These factars invariably necessitale
the development of human rescurces.

(iv) TQM: Total Quality Menagement is mostly developed based on changes in technalogy.
Further, it is influenced by changes in methads. These factors necessitate training and developmen
of the employees in these new areas,

(v) BPRE: Business Process Reengineering basically chonges the pracess of the business. In
other words, it changes the existing potterns of production, marketing, finance and human
resources functions. It brings the business process centred around o customer's needs, preferences
or needs of a project or activity. Further, this process changes the existing technology ond
methods. These changes influence HRD.

Technology Change with Human Face

The ohiective of any economic institution is to provide human welfare. Technaology is I::nrla:n.*ﬂlf:]r
to the people through economic institutions. Therefore, technological changes should l:rularEs
comgatibility with the objectives of economic institutions. In other words, technological chend
should result in human welfare,

Human welfare includes sofisfying unsatisfied human needs, additional and wﬂmﬂnl::'ll:"ﬂd
human needs, reducing or minimising human inconveniences o W _E.FEE.-..-#"'"

e
e e e —— 4
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ange cgents

sgitle

amployment opportunifies ot least in the long run, i’f.m:-t_in the short run. In addition, technological
—Tvancements should nof cause all types of pﬂi!u’rlm:l in order fo provide welfare o the people.
Further, technology should centribute to the reduction of gops between the rich and poor by
providing sources of income fo the poor, Such technology con only provide Fioman welfare.

Technolegical changes with o human tace means thot technology should change aleng
with the needs, preferences and well-being of the human beings. Further, technology changes

should contribute 1o the enhancement ::rf_ econoemic, social and psychological needs of the
people.

There are saveral inconsistencies between technology and human foce. Advances in
iechnology reduce jobs immediately, pollute the air, woter and sound. Further, they offect the
notural envifenment ond ecological balance, Further, technological changes result in the

development of certain new products which harm humen health like fertilizers, pesticides and
even cellulor phones.

Technelogy else changes the culture, which sometimes moy be agaoinst the cultural values.
For example, introduction of soma TV channels which mostly transmit western culture.
-.—l—'_'._ o

it is viewed that the cbjective of technologicol change is to create addilional income

sources through creating cdditionol employment opportunities. But technological changes in
reality reduce even the exisling jobs. =

Technological changes olso result in demaotion of existing employees, increase in the work

load, skill requirsments of the existing employees, enhonce boredom and monoiony. Furher,
"Technolagical thonge disturts The exsting social adjustment of the work place.

Development of humaon resources continuously of oll the levels in the organisations ond
notions help in developing the human face in the technological changes, ot least, to some
axtant.

Chonge Agents: Chonge ogents foresee the possible changes in technelogy, product and
markets, plon for modificotions in the company and implement the modifications. According to
Robbins, change agents are, “persons who oct os cotalysts and assume the responsibility for
managing change aoclivities." Thus, chonge ogents are responsible for managing change
activifies. Chonge agents are employees or managers ar executives of o company or outside
management consullants.

The activities of change agents include:

*  Chenging organizational structure

Ch-unging hﬂchnuhg'.l

Changing the physical setfing and
Changing people.

s ﬁ;ﬁ?:ﬂﬁns*ﬁlc?nnhnhunul 5111urtu_ra: Chonge agents introduce changes in the existing
like team 1h:1!;!|m:c= el Ch::g? :'.f]"dzaﬁle'?"”g o new approach of organization design
introduce matrix st Erl‘n_;.:nnwarme_ t :t'uP . d" = exible struclure. In addition, change agents
ch in struclores, flof siruchure an mi:, ond dynamic structure.
anging Technalagy: Change ogents introduce new innovalive (e _

tocls, machines, ﬂptmliE; methods, new ideas, new knowledge sic. L?r;::igh:aciur:‘ﬂ?mz
anvironment, automation and informatian technaloay based technigues include Business Process
l_"ﬂtngirrmering. Supply Chain Management and Enterprise Resource Planning, The changs agents,
in recent imes, implement thase new techniques.

Changing tha Physical Setting: Chonge ogents olsc intraduce changes in physical lay-

of the foctary, offica, stores, ,E_E-‘—cgg-ﬁﬂufm i'ﬂ_’lm based on ""'Eﬂnfmll::.._dlimlﬁ_ulg
" ond colour, ©
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Changing People: Change agents play o significant role in chonging the attitudes, valy,,

- W I h. " 3 i - —
norms, opfitude, behaviour, leodership skills, team building skills, openness, commificatay

“obilitiesT problerTsatving obilitessie.  —

(C) RESISTANCE TO CHANGE VS. INVITING CHANGE

Emplayees, in
the post, used
i rosist the

change

The basic problem in the management to chienge is the study of causes of Fesistanice g
change. Despite the foct that change is o persistent phenamenon, it is o COMMON experiancy
that employees resist change whether in tha context of their pattern of Iife or in the context gf
their situation in the orgonisotion. The bost example is resistance of employees 1o coOmputerisation
Change of and type requires reodjustment, ‘Maon always fears the unknown, ond g thungu;
represents the unkrown,’

Cg.x,:...n‘lf? / Reasons for Resistance o ©

Seme of the importon! reasons for msus;';nce to change are as follows:

(o] Economic Reasons: Economic reasons for resistance are classified inlo three groups,
They are:
. Fear of Reduction in Employment: Due to the change in technology, metheds of work,

quantity or quality of work etc__This fear laods to resistance to change on the part of people,
Oppesition to automalion is an exomple fo i,

2. Fear of Demation: Employees may fear thot they mey be demoted Ifi;l'rey do not possess
the new skills required for their jobs, after the introduction of change. Hence, they prefer ‘statys
qua,’

3. Fear of Workload: Chonge in work technalogy and methods may lead to the fear that

workload will be increased while there will not ba ooy cormesponding increase in their salorias
and benefits. This feeling crentes resistance in chonge.

7t (b) Personal Reasons: Parsanal reasons for resistance ore clse divided inlo three closses,
a8y ora;

L'Nnm_:l' for Training: If change in technology and werk organisation necessitales troining
and re-learning on the port of employees, it may lead to resistg nce, as all do net like to ga for
refresher and retraining courses off and on.

i'-"._ Boredom :nl'nd Manotany: If the propased change is expected to lead 1o greater
specialisation resulting in boredom and manotony, it may olso ba resistad by employees
3. No Participation in Change: Seme employees resist any change as they are eritical of

the situation and they ore nat being given ony part in decision-making process for chonge.
When they do not undersignd fully the implications of chonge, they resist if.

i (¢} Secial Reasons: Social reasons for resistonce ore also classified into three grougs
ey are: ;

I. Need for New Social Adjustment: And erganisational change requires new social

“adjustment with the group, work situation and new boss etc, All individuale ars not ready o

accept this challenge. Soms people refuse transfers and promotions for this reason only @3
they will have to break thair present social ties.

2. Taking Change as Impased from Qufside: Some employees take any change as imposed
from oulside vpon them.
3. Other Considerations; Some employees may consider that every chonge brough "b‘;:
is for the benefit of the organisation only and not for them, their fellow workers or even !
general public. Hence, they resist the change.
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‘_ﬂésﬂ"“ from the Gkv o Mara d by the employees anly. Manogers

It i+ not o commean fact that change is ul:.-.ru-.rs resiste

ange sometimes. Any chonge sefs in new respon
e over them is normally resisted by manogers.
handle new circumstonces successfully or not,

=ibilities and imposes new tension,
The feeling of unceriainty, whether

also resist ch |
motivates them to rasist.

!.h'ﬂs-'s‘ Dﬂd ﬂ‘l"ﬂi
they will be able to

: h Sre f particularl
Controry fo the classicol belief that employes resists change; the monagem E:: @ iP‘ih; t ﬁr:;
of sun-rising industry invites change. This dramatic chongs I based on !hﬂd Eiiid por M
develop the employees, the developed employees invile change’. In foct, Iraine dﬂﬂ 1:?1 : ‘;jn
smployees in some organizations started demanding 1ha_mnrl+u-%:|e:rn_anr.=. to introduce a Elihe
the form of new technology, entering into new markets, diversifying |‘n’rr:- new h'!.lsmﬂriﬁ-ﬂﬂ Elll" ,
like. Mow, we shall discuss the conditions respansibla for the dramatic change in the employees

atfitudes towards change management.

Conditions Favouring Change Management

The following conditions brought poradigm shifts fro

chonge:

- Compstition Owing te Globalization: Increased competition consegquent upon
globalizotion among multinetional companies (MMCs), national companies and local
companies led ta the closure of most of the local companies, decline in the business
volumae of the national companies and business shocks to the MMCs. This compatition
led to the loss of jobs of some employees permanenily, retrenchment of some
employees, coreer shifts of same employees lo o lowar remunerative coraers.
Consequently, the proaclive employees unlearned the attitude of resisting the change
and learned that change is inavitable,

m resisting change to inviting the

* Information Technelogy: Information technology as well as computerization brought
significont shifts in the monper of doing activities, Most of the jobs hither 1o be
parfmlmad by manual labour are reploced by computers. The middle-level and
coordinating jobs ore now avtomatically performed by on-line, intre-net and internat
f::-:iililie.-,. Thus, infarmation technology ond computerisation have replaced certai
jobs. Er‘n|.::|n'faas realized that the shifts in information technology and conse u::-::
Fhﬂ:g_es in the |nhs‘nre maore welcome as they brought most desirable -Ehung-ﬂiqﬂ'-f!ﬂ
in their day to day lite. In foct, society also started treating those employees without

computer operating skills as bockward. .
towards change., ckward. These shifts changed the employees’ affitude

*  Declining Role of Trade Unians: Th . -
the globe including India have be:n: :1:?:;:.?:: and activities of trade unions across

is mostly due to chonge in the atitude

in trade unions. Further the Gﬂmmm:iliiili.:ﬂij towards IhI_E: need for membership
procass of pmia.:ﬂng the interesis af weak smol ere supporting trode unions in the
addition, frade union leadars also reclized ,hmic-ms starled showing deaf ear. In
profit and they eom the prefit from the cu:rnt:xﬂ;:im"ms Basically exist for their
customer’s interes! is the basic responzibility of eyar. and as such protecting the
developmeanis reduced the rele and significance gj c:hﬂ i the company. These
champianing the couse of resisling tha change I"'mducaﬁiﬂ uniconz, which S

past. ¥ Mmanagaments in the

. Growth in Tachnology: Changes in technology during 1990, .

dramatic compared o the post. The growing compatitio, nd 2003 has been

consaquant upon
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ticn hos been forcing the companies to adapt the latest techn
%?;;r:::;ﬂﬂﬁﬁ with autdated rHEhnnlug',' have been driving out of the mrkz:l_:ﬂr.
smployees reclized thot arganizations udupl latest technologies in the bast and
- lorger interest of the tatal company including the employees. So employees siq
- viewing the change os most desiroble one even from fheir own long-run inferggs

«  Cases of Closure of Companies: Most of :ul"-a 'I::n:u_l companies were closed I”"T“Efdinhl-,
ofter glebolization due o their inl:ll:niIiI_-.- in meefing tha competition of the MNC, -
product design, praduct quality, and price and customer service grounds, This sifuatigy
was mastly due 1o outdated Ie~chnﬂ1ng-|-_ and sa:s'rems of the local companies
Cansequently, employees of these companies lost jobs. Employees of the rq Maining
erganizotions leomed from the bitter experiences of employees of closed firms gn d
change their oftitude towards change.

»  Change in Orgonizotional Attitude towards Training and Training E:Euand‘.mm: Mol
of the orgonizolions in the past used to treat froining as a cost and training way|d ol
contribute 1o the organizotional growth. They used 1o train the employees when i sy
inevitoble ond that foo after in'lrn:rduc'lng new techaology or any other Eh‘ﬂﬂg&, But,

business organizotions, ofter globalization realized thot expenditure on training gre
an investment and tha! oo as an essentiol investmeant.

Train Employees First, then the Trained Employees Invite Change: Business
orgenizotions, of late learnt by proctice that, if the company frain and develop
emplayees, quite before the introduction of technology, systems and methods, the
developed employees would be cager fo opply the knowledge and skills they lagm;

ond acquired, Therefore, such employees invita chonge or demond management fa
implemeant change.

These factors changed the beliaf thot empleyees resist chonge ond created the view thot
empl

oyees invite change. In foct, infarmation technology industry develops the employess first
r:lmii then infroduces the change. Therefore, this indusiry did not experience the employes
resistance and rather enjoyed the employes cooperation for the intraduction of change.

(D) APPROACHES TO ORGANISATIONAL CHANGE (NN Caren

Manogement is said to be an ogent of chan ge. It meons that management has jo igrmdu:e
change successfully in its orgonisatian. 1t has to overcome the resistonce and make it o successiyl

venture, The monogement must realise that resistance ta change is basicolly a human problem,
though on surdace, it may appeor to be related 1o the technicaol aspect of change. Seo, it must be
tackled in @ human end sociol manner. Mana gement hos to fake the following steps 1o implement
the change succassiully,

I. Parficipation of Employees: Before intreducing any change,

fully consulted and they must be made a party to any such decision. The meaning ond purpose
of the change must be fully communicated e those who will be affected by it. Enough fime
should be allowed fer discussion, and pres and cons of the change should be exploined, it
detail, to employess,

2. Planning for Change:
for it. Emplayess should
installing it. Thiz will
ond thys

va*“—riﬂc*ﬂ{‘ﬂ

the employeas should be

Before implementing any change the monagement should P'ﬂ
get an opportunity to participate both in planning the chonge @ :
help the group of the affected employess 1o recognise the need for chand

prepare them far receiving it without any fear.
3. Profecting Employees’ Interests: Mana gement should ensure that employees are pro

- m’
from ecanomic loss, loss in stotus or personal dignity. If those things ore protected, the el
of resistance to chonge will be of the lowast ebb '

P BSOUIE Manda e e R
e esnlne anagementis il o,
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4. Group Dynomics: Group dynamics refers to the uverﬂhﬂﬂﬁ'"‘f& "]'.':Emrcall[::: ;::;ﬂ
diustments in the mutual perceptions and relationships ﬂmn"ﬂ_"!"“mh‘“”‘. Ane gd ition. 1o
7 interactions are the most powerful instruments which facilitate or inhibit adaptah
Q;IEI:I:H. Adaplation is a feam activity which requires canformity 1o the new group norms, movEs,
rmditinns and work patterns. If these could be positivity articulated by monagement the resu
are likely fo be more successful ond durable.

5. Cautions and Slow Introduction: The management should not i_n'rr?ducﬂ any crhﬂrjﬂe
suddenly and abruptly. It must be an ebjective for the management to build in the “'E“P'su"ﬂ;{
an owarengss of change and an ability to forecast it, and alse to cnnsli'ruc'l an oftitude ;
welcoming chonge. Change mus be introduced in sequential parts, if possible, the rasulls mus
be reviewed, ond required adjustments mus! be made in it.

é. Positive Motion: The manogement should use the pelicy ot positive ma‘tiunﬁf:-n‘ to
counteract negative resistance. It should be the attempt of the management ia make the Lﬂ{h
sasier and less exering. The monagement should impart proper troining fo its amp'lu_ﬁ,'aes in
new lechniqﬁs—:ﬁc‘;—g;k knowledge etc, The leadership styles should also be supportive and
humnan oriented. This policy will also bring down the resistance to change. :

7. Sharing the Benefits of Change: Any change whether technical, sociol or ecenomic will
be least resisted by the employees if the management permits the employees to share benefits

which arise out of the change. 5o, the management must see thot employees are not only
assured of it, they are given due advantoge of it os well.

8. Troining and Development: Monagement should plan for change. Based on the change
plan, the job should be redesigned. Manaogement should train the employees betore-hand and
prepare the employees to invite change. Normally troined and developed employees will not
resist change os they connot keep quiet with enriched skill and knowledge.

9. Coreer Planning and Development: Organisation on the basis of change plans and
redesigned jobs should plan for careers of employees, possibilities to move the employees 1o the

higher levels and develop them. The developed employees for future careers demand the manogement
to implement change.
10. Organisation Development: Organisation development aims at moulding and

dE'-"EII!IlFI'I'IEI'if of employees in the psychological and behavioural oreas with a view to achieve
erganisafional effectiveness. Employees with enriched behaviours welcame the change.

Principles of Change

Management should also follow the undermentionad principles of change:
{1} Understanding the change self, its

purpose, its benefits and th :
understood to the BmFIIQYE'Es, . en I'l'!ﬂlﬂrlg them
(2) Estimating the reasons for the possible resistanc
t &
their fears. e to change ond preparing to allay

{2} Mindful of channels of authority,
{4) Preparedness tor all the questions and criticigm_

5) Listening to the suggestions and eriticism of amp| .
l ] g o fof 05 pmnblu. O¥oes and ‘“‘-‘ﬂl'r-lﬂruﬂng tham in

EE"" Craating interast in fthem, convincing them and Pl'ﬂpuring them,
(7) Kesping in touch with the process of change.
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(E) PLANNING AND IMPLEMENTING CHANGE

Monagement is ofien colled o ‘change

agent’ as its rofe is o inifiate the chonge, gng
make it work successiully. Employees’ support is mast ftsanticl

_-_——-_-_-_--

Init helg
N implementing the change

succassfully as they ore af the helm of affairs, thaugh the Mmanagement is gn ggent of thonge

Change is typleally viewed as the required thrae steps, viz,, "-'nf"E'EIiijh
Unireezing maans that old ideas and proctices nead o be cast aside
step in which the new ideas and Fractices ore learnt sq that an eMployes
con think and perfarm in new ways. ngree:.:n-g means that what has

learnt. Change is the

into aclval prociiea.?
Institutianali.

changing and I'ﬂ-{rEEtin-g_
50 that new enes con he

been legrns

Implementation is the institutionalisatian ond internalisation of o change aiter it g, bean

gt . accepled by an orgonisafion and a decision haos been taken '@ accept and make il pan of tha
el on-going activity. Implementafion may be seen as mullidimansional Process. The end ragylt of
’?ﬂ:” 9 implementatian is the institutionalisafion and stakilisation of change. Institutionalisation i making
o the change permenent part of erganisation and internalisation means stabilisetion of fhe change.
The implementotian Process should stort with planning. The three important stages of
implemeniation of chenge process {se= Fig. 13.1) ore: il Menitoring the change; (i) Toking
echion in relotion 'to the change; and (i) Making necessary adiustments in fhe programme
accepled for imalementation,?
Support
*Training A
S Hesouces
'iﬂﬂmﬂ'ﬂ:mﬂﬂl‘
i Likagdaiga
r
ool
_-__———___.
131 Model of
memation of
e i an ——
:ﬂmrr s it gl B
___———___
D

Planning: The main objactive of Planning, is to hay
plementation. Plan Mg process refars 1o dﬂferminfng

Flanning may be focysad
or spafial (in terms of vanous unj

of implementation
either temporal (in
organisotion),

of change phosing,
lerms of time)

Processes: Vorious processes invalved
Various stoges of the Process include: initigtion,

In implementation shoy|d

2 gn

be decided in advance.

motivation, diagnesis, infermation collestian,

deliberation, action Proposal, implementation ond stabilisation. Atlention should be paid o

Strategies: Management shoyld formulate
slrotegies should focys on taking outsidar’s
organisafiong| structures,
openness with the environment eic,

_________
L e T e

Organisation to face the problems

various strategies for implementation. These
help, change agent, designing permanent
unit/location of fhe organisatien to be selected for initial process,
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Monitoring: It is the process of “roufine periodic measurement of programme inputs,
activities and outputs undertaken during programme implementation. Monitoring is normally
concamed with the procurement, delivery and utilisafion of programme resources, adherence
to work schedules or progress made in_TI'u: production of outputs.” Monitoring is essential to
moke implementation effaciive. Manitoring/contral is to ensure that a plan proceeds according
o the original design. A broader group of people should be involved in menitoring function.

An independent team without having interest in change may be entrusted with the task. This
tearn may hove a continuous status.

Implementation Tearn: A brood baosed task group of implementation should be set-up to
loak after the implementation of the change programme and menitor such programme. HRD
deporiment of the organisation may be asked to take up this responsibility.

Minimum Control: Controls should be minimum in order to moks the monitoring effective.
It is o delicate issue. On one hoand, it is a contral function ond on the other it also aftempts 1o
develop new norms of creativity, diversity and experimentation. Key roles involved in the

implementalion process are task force, implementation teom, chief implement or counterpart
consuliant and corporate managemaent,

Review and Feedback: Implementation requires reviewing various process and provide
feedback. It involves geiting dota information and experiences and providing feedback to the
peaple an how they are implementing compared to the design and plans.

Dissemination of Information: The data, information and experiences collected in the

various units/processes of the orgonisation may be provided to oll the parties of change
implamentation with a view to reinforce o sense of success amongst various people.

Action: Action covers all the minute details of what is to be implemented ot different

stoges. This process invalves various phases and steps for pecple and various graup tasks in
relation to chonge programme.

Adaptation: Adaptation is the combinetion of twe main criteria of effectiveness of

implementation. Adoptation may be both general in the sense that some modifications may be
made in the original plan and some may be developed at later stage.

Support: Yarious lypes of support from all concemed will be required for the implementation
of change. Main ogencies which render the necessary support are:

Human R’EEGHJ"’EB DH-EIQPI'I"IE.I"I': Effective implﬁmqnla’rinn of Chﬂngﬂ requires new and
w:lriEd lEChnicﬂlf mﬂnﬂ‘gﬂr‘iﬂl ﬂnd bﬂhﬂ'ﬁ"iﬂul"ﬂl 5|='.i|I3 ﬂr‘ld Lnﬂwladg&, HI.H"I'IEH'I Eegnur\ce
Development department can contribute for the enhancement of these skills through training
axeculive dawzhpmen’r and organisalion dt'.'ﬂ-l:rp ment programmes, g

Resources: Implementation requires support in the form of various fields like financial,
h“mtll'l tgmurm: |E:hnn1ﬂgicﬂ| ote.

Uﬂkﬂges- SUppnﬂ may ﬂ15ﬂl ke raguired in terms of buildin ;i .

: i i g linkages both with extern
EKpElﬂ.r various EI.TEH'I'UI ng-E.‘I'ICIE-$ and internaol dapﬂﬂl"ﬂﬂnls. Lin 9 ﬂ'
implementatian teams, line menogement and top management

Te Manogement C‘i‘mmig";:’:u:;li:m?_::r;::f:f:' aspect of support essential for
implementing chonge is the sU ; OB Monagement. Top managam
; 1, ent
should involve itself in the process I'J'E chonge implementation g

kage among departments,
is essential.

E L]
roes neourage the implemantation
team, provide ofl types of resources.

from employees through
io get the suppart ugh the fallaw
Ercon o C e sing group force; {b) Development of lsadership ¢ te)

P for change; f'-‘}g means; {o)
parlicipation and s

Encouragi

haring Views: {d) Mainlenaonce of empleayaes Security; fe) Effaciiue

TR T T TR T A ek o e M A L [T s R o S TP TN e
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NATURE OF ORGANIZATIONAL CHANGE

Whether the organization is deliberately introducing a change or is compelled to change as a result of
external or internal forces, it is worth noting that any effort to change will have a pervasive influence
over the entire organization. In other words, it hardly happens that the change would remain wi I
been initially introduced as it will always have its presence felt at almost every comner of the organiza-
tion. This would happen both in the case of planned as well as unplanned change. Tt is also to be noted
in this context that change may ocour either at the behest of the managers or it may slowly evolv ithin
the organization. Apart from this, change of course could take place becanse of th b c Wl
operating over the organization. € external pressures
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TYPES OF CHANGE

Change, thus, may be of two types: planned an

a deliberate decision to alter the orgonization. : .
archical structure with its age-old approach to one that encourages more customer orentations must

use a proactive, carefully orchestrated approach. But, certainly not all changes are planned. Unplanned

change is imposed on the organization and is often unforeseen. Changes in gnVE{‘nﬂ:l:nl rﬂgl{l&tfnnsland
changes in the economy, for example, may come as surprise for the organization and ﬂlﬂ]ll' reactions
quires tremendous flexibility and

often tend to be unplanned. Responsiveness to unplanned change re
adaptability on the part of the organizations. Managers must be prepared to handle both planned and

unplanned forms of change in organizations.
In order to further understand the nature of change, we may distinguish between the first-order and

second-order changes as follows:

m First-erder change. This refers to the change that is = . ,
continuous in nature and involves no major shifts in - Firit arder change refers to the change
the way an organization operates. We can notice this  that is continuous in nature and involves
type of change taking place in the functioning of, say a | ko major shifts in the 1.1..;;;, an grganization
major steel mill, where the management continuously | @perates. ; ] i
try to improve the efficiency of its production process.

ed change is change resulting from

d unplanned. Plann u |
Companies that wish to move from a traditional hier-
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T
g

3 e Second-order change. This refers to more
" f@‘ﬁ.&!g,&(%ifﬁ?mgre:m = E
o R R e

. invols

radical

Ing major. shifls at dif. change involving major shifts at different levels and dif-

il f‘*"*ﬁ%ﬁ?ﬂmﬂ*fmﬂ ferent aspects of the organization. When organizations

;‘f‘q?%,ﬁ:—f S face the second-order change, the basic purpose of the
o i e P e e R A

OTgAnizations' existence seems to be questionable, An
Organization going through a second-order change has
1o revisit its mission, vision and strategy and in order to position
itself better in the market. This is a process of self- ization tri

insight into its functioning,

e e s - o i
i Ty e 13

e R N e e s R Change can also be either fundamental or mcremental
Fardamental “changes  refer. to those | innature. Frot
changes that question the very basic exis-

amental changes refer to those changes that
; | Question the very basic existence of
lence of the organization and starts explor-

the organization and
. : nu - staris exploring better ways of functioning, whereas incre-
ng better ways of functioning, . i | mental changes are small changes i the
s ; changes are small changes in |

line of the orga-

incremental changes

the organizational members, but in
the case of fundamental chan

T T e ekl b - nization's business. Understandably,
ﬁfﬁ?{iﬁgf_ g Hﬂ" k MEH <o are less disturbing for

S Ty ey
o PR = T = .

L,
B

T R PN BES, Organizational memberg

T cﬁangﬂamur whén-ac{i’i;-i'nﬂenrs 1| may even feel dtvaslam!:l under the impact of change,
Mrﬂmﬂm‘?ﬂmwm appre-. Similarly, _when ad}m_nnents and related strategies
S cposlilechanges | are decided in spprebension

PR VA of possible changes,
Reacrive changes takes place when the

these
ace when e | are called proactive changes, But wher, the organization
Ranization accommodates itself when fac- . accommodates itseif when facing chapges glready impased
ing chings s already impo, ojedonthem. . - them, these are called reacy
e e ST S AR Y

ive changes. Ip Fact, reactive

§ actually no strategy, as the
sources, whereag the

change as a change strategy {
lre :
o ; - le cost and waste of usefu Proactive
 — h?s B Aypat HF 5 mnmdmate y that an orgamzation could adopt, Neverthelesg it i$ not
changes are wise and effective change strateg . . : '
' ive change strategy, a5 it rEquires wise people at the top wh can sye.
Always feasible to adopt proactive ¢ Ang the possible nature of change well i advance g formulate
¢essfully scan the environment and discern the po
the change strategy. : tal in nature. Fundamens hanoe
g . | or mcremienics - - Changes refer tg
Change can also be s_:nher fuﬂdnma?;; nce of the organization and starts exploting better ways of
o e B gt Sl g 0 051 0 s o0
S, Wherﬂas rﬂﬂﬁ?‘iﬂﬁgﬂ“ L‘es are less disturbing for mslﬂl;'s‘::::t;?:m;l: Ehtra, il —9p
Undersiandably, incrementa s f‘mm members may even fec bt o Erlmpa-:tnf change,
0f fundamental changes, organizali . to distinguish between " Collective changes, 1
Another way of looking at change 15 10 idual employee becomes th“} tm-ge} ";I‘Il'-?*‘*’-’ o improve the
depends on the focus of change. If an Eﬁdmﬂanimtinnnl change effort, its activiggg will
n 12 Or
Performance level of employee X7) =

: Eﬂﬂainl}r be
the daily attenganc,
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Organizational Change | 145

DIFFERENT MODELS FOR UNDERSTANDING CHANGE
Lewin’s Three Step Model of Change

gurt Lewin, one of the pioneers in the field of organization development, proposed his now famous

three step }‘nﬂdﬂ\ of change. According to him, to make any effective change, one must be led through
the following three typical stages, which are:

1. Unfreezing: This involves encouraging individuals to discard their present behaviours by delib-
erately disrupting the equilibrium state that maintains the status quo and ‘shaking’ them up from
their complacency and comfort zones. This becomes particularly diff cult when things are seem-
ingly going on well.

2+ Moving: After the unfreezing state, when people are aroused from their “slumber’ and start
realizing the need for change, they feel almost devastated and rather vulnerable. They have
understoad that what they were doing in the past were not the right thing, But what are those
‘right things'? This is the stage when new attitudes, values and behaviours are to be provided as
the substitutes for old ones.

3. Refreezing: Just enabling change is not enough. The success of any effort depends on how well
these are maintained afterwards. This is the stage that involves the establishment of new attitudes,

values and behaviours as the new status quo.
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Unfreezing, moving, and refreezing underpin the change process jtsa)f which
can be summarized as consisting six stages (See Fig 2.35).

““Following up on.the change -

[

“Implementing he: change:

r‘.

st AT S Ml e Tpen,
“Planning the change, & «&
=i it Lo

S

e

- Diagnosing the problaim .

i, S T

et A T
~ Recognizing the“need for:
change: .. & aieo

“Becoming aware of ‘the .
'FH'EE%!JIFE for changg - _.._:;'EII'.'}

Fig. 2.35 The Six-Stage Change Process

1. Becoming aware of the pressure for change.
2. Recagnizing the need for change.
3. Diagnosing the problem.
4. Planning the change.
3. Implementing the change.
6. Following up an the chan ge.

e GEE:::;I;L.::iﬁ iu:are of the Ii'resslure fpr Change: Mast organizational changes

S takian Gumid;;n?hse to or in anludpatmn of pressures from inside or oulside the

i clhan i ? nrgaﬁrzahnn. tgchnnlngicar innovations act as powerful

crassi mnunth' ithin Ihg hr_rn, conflicts arise, employees retire o resign, and

Tike these (o the an o 221101 OUIGTOWS s old ways of doing things, Pressures

oo - Clpation qf such pres;uresj demand changes in the structure,
99y tasks, and people in the organization,

Ree nizi
maﬂagEr:ghEiEg :he Need nt:-r Change: Becoming aware of the need s not enough;
Operning case Dev:s? reccﬁjr}g © ihe need for change. For example, as stated in the
. war . _ ;
to connect the rural eeon E'EI"I"I]-' has setup e-Choupals and information sy per highway

Diagnosij b
the manag.grs ::,i:l;& Problem: Recognizing that change Is needed is not en ough:
: iagnose the pressure for change-be it impending bankruptcy or
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Group

a new technology-lo determine how

it may affect the |
consequences will be. company ang what (he

For diagnosing the problem, various madel

S are '
Interviews help management probe freely into ara availabla (See Fig.

nge ﬂquﬁsi g 235:]

Method

quar Aﬂ"h"ﬂn!aggg

Major Pofenfial
Drawbacks

1- Eal'l thE E:pmsim
2. Inferviewer can bias

Interviews 1

- Adaplive-allows data collection on
d range of possibla Subjects

2. Source of 'rick’ dala 3 gﬁ:ﬂﬁ?

: nlarprétation
3. Empathitic . 4 Seltropg
4. Process of intenviewing can build rapport * S

U‘”ﬂ'ﬂliﬁﬂnag‘feg

-

Responses can be quantified and easily

: ; 1. Nonempathi
summarized % Fradetem::ﬁ
queskons may mi
2 Eﬂﬂ’ﬁtﬂ use with large samples issues s
3. Relatively Inexpensive 1. Data may be over
interpreted
—— 4. Can obtain large volume of data 4. Response bias
fvalions 1. Collects data on behaviour rather than 1. Inferpretation and

reports of behaviour coding problems

2. Real ime, not retrospective Sampling iz a
probkem
F. 8 Adaptive 3. ?;[:E;:' bias/
4, Coslly

' . Acoessirelrival
Secondary data/ 1. Manreactive-no response bias : possibly @ problem

y 2, Potenial validity
noblrugive 2. High face validity prokiams

;. q minfﬂmm
Sasurgs 3. Easily quantfied " jsing Dala baseqd

2 erail
(Source: David Madler, Feedback and ﬂ:glﬂmf:ﬂfjﬂ;;; [.’;I;Em
Mathods, Addison-Westey, 1877,

B

i,

Fig. 245 A Comparlson 0

f Four Diagnosls Mathods
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Organisational Behaviour and Business Ethiq

Planning the Change: The next slepis l.u:rfuimma:e:c il.;ata:‘:r Jﬂrre -:i;aq-,ga
slated earlier, organizations musl choose belwaen E\rm:[ -dﬂr: st *
changa. Afirm that pursues revolutionary change adopts a top it ge :
The organization waits uniil it believes that the cnsl-:-t of not c e:.ngmg BXCea
cosls of overcoming organizational inertia and then mimn_:Iut:es 5 mraslm plan fg
change. Generally, a top-down strategy calls for intervention at the high leve) of i

organization. Winding up of divisions or departments and downsizing are EXAMpleg o
this lype of change.

In contrast to revolutionary change, evolulionary change depends on haﬂﬂm_m
change strafegy: Managers believe that the uncertainty Es-ﬁuciatat! with Organizations
change is best managed through an incremental process in which they cmﬁnwy
make adjustments to their strategy and structure. Firms opting for a bottom-up stralegy
Prepare the organization for change by invalving managers and employees at alljeyes
indiscussing the need for change and diagnosing

the problems facing the organization,
TQM, as staled earlier, is used g bring about évolutionary change.

Impiementing the Change: The next step
this stage, that resistance to change surfaces. Th
resisiance. Hostility or 20gression is the immedia
The affected employes may strike at the boss,

is loimplement the change. Itis af

afellow worker, or even at subordinates,

The individual may develop apathy lowards his or her work. Having lostinteres
in the work, the employee tends 1o indulge in spoilage of materials, excessive idling
of time, corrupling valuahle software, and low productivity,

5 are also symptoms of resistance. Perhaps these
onthe part of the individual to escape from his or her

for example, may be an extreme lllustration of this

arefurmsu#apath:.r or alternpts
work environment. Separation,
altempt to escape.’

The devalopment of anxiety and tension is a syre sign that resistance exists,
The individual finds himsel or hers

elf uncomfortabla, shaky, and tensed up on the job.
Al the group level,

additional signs of resistance are exhibited. Slow downs and
sirikes are the usyg symptoms of group resistance. Another strategy adopted by a
restricion of oulput. Often great care is exercised in scheduling

nd working out details of wage incentive systems,

keeping the non-conformistin fine, The individual who starts to respand o the incentive
5 held in 3 check by sanctions which the informal group is able to bring to bear
against him or her

&
_ Managing Resistance: Obstacles toch ange need to be managed, as chand
s Necessary in a compet

itive environment, There are six approaches o manaﬂf ::JE]
resistance: (i) education and communication, (ii) participation and involvemen e
facilitation ang Supporl, (iv) negotiation and agreement, (v} manipulation
CoUperation

and
+ @nd (vi) explicit and implicit coercion. Each has its ewn advantages
disadvantages as shown in (Fig.2.37)..

|
Follow-up on the Ghange: The final step L': lh'? nm};drfgﬂ‘:_' Dmﬂth ':‘ m_ﬁfr:::ﬂ

the effects of the change and to institute procedura rieations that wi
hatihe change continues to be implemented. Scanned with CamScanner
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Aaproach :I:un-!murqy used Advantages - Drawbacks
j:’EEL"i—#— in sifuations
Cugalion + Where there is a Once persuaded, Can be very
Communicalion lack of people will ofien time-consuming
Information or help with the if lots of people
Inaccurate implementation of are invalved.
Information and the change.
anaftysis.
Parficipation + Where the People who Can be very
lnvolvement initiators do not parficipate will be time-consuming
have all the committed to if participators
Infcrmaticn they implementing design an
need 1o design the change, and any inappropriate
change, and where relevant ~ change.
cthers have information they
considerable have will be
power to resist. Integrated into the
change plan.
Facilitation + Where pecple are Mo other approach  Can be time-
Support resisting because warks as well with  consuming,
of fear and adjustment axpensive, and
anxiety. problems. still fail.
Negotiation + Where somaonea of Sometimes itisa Can be too
Agreement some group will relalively easy expensive in
clearly lose out in way to avoid | many cases if it
a change, and major resistance. alerts others to
where that group negoliate.
has considerable
power to resist.
Manipulation + Where other It can be 8 Can lead to
Cooperalion tactics will not redatively quick future problems
work, or are too and nexpensive if peogile feel
expensive. solution 12 mantputaked.
resistance problems.
Coercion Whera speed is It js speedy, and :JEIH be risky if it
gssential, and the can overcome 30y BaNES peopln
' kind of resistance.  AM9TY at the
change initialors it
possess considerable
— P Change', Harvand Business
{Source: John Kotter and Lecnard Schlesinger. ‘Choosing Strategles for i
Review, Vol.57, No.2, March-April 1879) P

d
Fig. 2.37 A Comparisen of Four Dlagnosis Methads
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