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CHAPTER 1 
PROCESS MODELS OF CHANGE: UNDERSTANDING 

TRANSFORMATIONAL FRAMEWORKS 
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ABSTRACT: 
Process models of change are structured frameworks for understanding and managing 
organizational change. They outline a sequence of actions or phases that support the 
identification, planning, execution, and monitoring of change projects. Lewin's Three-Step 
Model and Kotter's Eight-Step Model are popular models, focusing on urgency, steering 
coalition, vision, and empowering people. These models provide a systematic method for 
navigating change challenges, fostering cooperation and understanding among stakeholders, 
and facilitating clear communication. However, they must be flexible and adaptable to 
individual change initiatives. By using process models, organizations can improve their 
chances of successfully implementing change, reduce opposition, and achieve desired results. 

KEYWORDS: 

Change, Process, Result, System, Theories. 

INTRODUCTION 

All levels of change agents must be capable of seeing the need for change. They must also be 
capable of taking actions that will ensure transformation. Although individuals in charge of 
change sometimes work very hard to bring about changes, it is generally agreed that up to 
60% of change programmes fall short of their intended goal. Making a mistake may be 
expensive. Therefore, it is crucial that people in charge of change do it right, although doing 
so is difficult. Change agents, whether managers or consultants, are often less successful than 
they might be because they do not always operate in a manner that enables them to exert 
adequate control over results. This is due to their failure to recognised some of the important 
dynamics that drive outcomes[1]–[4]. 

The 'how' of change and how a transformation happens are also topics that are covered in this 
chapter from the standpoint of the change process. After examining the parallels and 
divergences across different process theories, emphasis is placed on reactive and self-
reinforcing sequences of events, choices, and actions and how they impact the capacity of 
change agents to accomplish their intended objectives. It is argued that in order to reduce any 
negative effects from these sequences, those driving change must be able to take a step back 
and observe what is happening, including their own behaviour and that of others, recognised 
crucial turning points and patterns that followed some of which may be challenging to discern 
and consider alternate course of action that might produce better results. 

States and Processes 

A framework for thinking about organisations and sections of organisations as a system of 
interconnected components that are embedded in and significantly impacted by a larger 
system is provided by open systems theory. The quality of the fit state of alignment between 
a system's internal components, such as the alignment between a company's manufacturing 
technology and the workforce's skill set, and the larger system of which it is a part, such as 
the alignment between the organization's strategy and the opportunities and threats presented 
by the external environment, is the key to any system's prosperity and long-term survival. 
Internal and external alignment, according to Schneider et al, promote organisational 
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effectiveness because, when aligned, the various parts of a system reinforce rather than 
conflict with one another, minimizing the loss of system energy the get-up-and-go of an 
organisation and resources. Effective leaders are those who establish a course for change and 
persuade others to work towards objectives that strengthen internal and external alignment. 

Because perfect alignment is rarely achieved, Miles and Snow contend that it is more 
beneficial to view alignment as a process that entails a search for the best possible fit between 
the organisation and its environment as well as between the various internal components of 
the organisation. The difference between states and processes is further clarified by Barnett 
and Carroll. The state or content viewpoint concentrates on the 'what' that needs to be, is 
being, or has been altered. The process view, on the other hand, pays attention to the 'how' of 
change and concentrates on how a shift takes place. It calls attention to concerns including 
the rate of change and the order of events, the manner in which choices are made and 
communicated, and the ways in which individuals react to other people's actions. An 
important part of this transformation process is played by change managers[5]–[8]. 

The Change Process 

Over 20 alternative process theories were discovered by Van de Ven and Poole based on a 
thorough multidisciplinary assessment of the literature. They discovered four ideal kinds via 
further investigation, including teleological, dialectical, life cycle, and evolutionary theories, 
which provide different perspectives on the evolution process: 

1. these theories depict change as an evolving cycle of goal formulation, execution, 
assessment, and learning and presuppose that organisations are purposeful and 
adaptable. Learning is crucial because it might result in changes to objectives or the 
methods used to accomplish them. 

2. Dialectical theories emphasize the competing interests of various interest groups and 
explain stability and change in terms of conflict and the distribution of power among 
the opposing parties. 

3. According to life cycle theories, change is a process that develops via a required 
series of phases that are cumulative each step adds something to the eventual result 
andrelated each stage is a crucial forerunner for the next. 

4. According to evolutionary theories, change happens as a result of a constant cycle of 
variation, selection, and retention. Variations just occur and are not thus intentional; 
instead, they are chosen based on how well they match the needs of the environment 
and the available resources. Retention is the continuation and upkeep of the 
organisational structures that result from these changes due to factors of persistence 
and inertia. 

All four theories share the idea that change is composed of a series of interconnected events, 
choices, and actions, but they differ in how closely they portray change as occurring in 
accordance with a predetermined progression of stages and how much its course is 
constructed or predetermined. 

The Ordering of Stages 

The sequence of the change process's phases is emphasised more than it is in other theories. 
For instance, teleological theories are less prescriptive about this than life cycle theories. 
According to Flam Holtz, organisations go through seven phases of growth, from a new 
endeavour through decline and potential resurrection. He contends that the standards for 
organisational performance alter with each stage of growth. Survival is the primary priority 
throughout the early phase of an organization's life cycle, and markets and products are 
crucial areas for growth. Resource management and operating system development become 
crucial responsibilities in the second stage because resources are often strained and operating 
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systems are overloaded. To assure the long-term operation of the firm, more formal 
management procedures, such as planning and management development, are needed in the 
third stage of the life cycle, and so on through the remaining six phases. 

The sequence of the steps is less imposed by teleological theories. According to Van de Ven 
and Sun on page 61, they conceptualize development and change as a cycle of goal 
formulation, execution, and assessment that results in the alteration of an intended end state 
depending on what has been learnt or intended by the participants. Although there is a logical 
sequence linking each of these stages and each is crucial the sequence need not and often 
does not unfold in the manner shown by the above-described orderly linear process. In order 
to obtain a desired conclusion, the process may need to unfold in a tentative manner that 
needs ongoing testing or even going backward to previous stages. For instance, although an 
initial diagnosis may elucidate a problem, it may fail to establish a desirable end state. 
Although the present change sequence has not yet been finished, it is usual for unexpected 
difficulties or new demands for change to develop and need attention even when a goal may 
be established early in the process.  

Predetermined versus Constructed Trajectories 

According to Van de Ven and Poole, theories of the life cycle and evolution depict change as 
a programmed process that develops through time in a predictable manner. This kind of 
transformation entails gradually and predictably changing organisational structures. The 
process may be governed by an innate code like biological evolution or by the constraints 
placed on it by a larger system. For instance, Greenwood and Henings contend that an 
organization's institutional framework might constrain the scope for change, particularly 
when the organisation is a part of a larger system with close connections. 

While objectives and the actions taken to attain goals may be modified at the whim of people 
engaged in the process, teleological and dialectical theories see change trajectories as created. 
This viewpoint claims that the process is not overly restricted by an innate code or elements 
beyond the immediate system. Those driving the change have the authority to step in and take 
actions that might really make a difference. The quality of the strategic decisions made by the 
members of the dominant coalition who govern the organisation, according to the strategic 
choice framework, is one of the major variables influencing its effectiveness. According to 
teleological and dialectical theories, change agents may act to bring about change in ways 
that will either increase or decrease organisational effectiveness. These theories emphasize 
the importance of human agency[9][10]. 

DISCUSSION 

The Impact of Sequence on Outcome 

Although teleological and dialectical theories assert that individuals within a system have a 
great deal of freedom in constructing change trajectories and that it is possible for them to 
deliberately diverge from ingrained patterns and move the system in a new direction, this 
may not always be simple to pull off in reality.  

The degree to which individuals in charge of the change will be able to realize this prospect 
will depend on the nature of the change sequence, whether it is reactive or self-reinforcing.A 
transformation process involves a variety of interconnected activities, choices, and events. 
They are related in that each event is affected by previous occurrences and likewise 
influences later events.  

In the order A>B>C>D>E, event B influences event C, which influences D, and so on. It also 
responds to event A. Depending on how other people react, an earlier incident may have an 
influence on subsequent ones. 
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Reactive Sequences 

The competing objectives of persons engaged in a situation are the main focus of dialectical 
theories.Reactive sequences result from these conflicts, when one side opposes another's 
efforts to effect a certain change. In reactive sequences, later occurrences contradict rather 
than validate the previous ones. This pivotal point results in the transformation being pushed 
in a different direction. This new course, though, could not last very long. It is contested in 
this scenario after incident Y.It may not always be feasible for individuals in charge of a 
change to avoid conflict by developing a vision that takes into account the interests of several 
constituencies, including bosses, peers, subordinates, consumers, suppliers, and bankers 
please everyone, some people could object to the modification. This emphasises how crucial 
it is to act in a manner that will bring all parties involved together to support the change, in 
addition to trying to establish a workable path for it. Negative responses may sometimes only 
result in little detours from the leader's desired course, but they can sometimes stop the 
change in its tracks or drastically alter it. 'Backlash' is a term used by Mahoney, while Pierson 
notes that events may set off counter-reactions powerful enough to shift the system in a 
whole other direction. An excellent example of how the vehicle dealers objected to the 
importer's ideas for deification.  

Self-Reinforcing Sequences  

Sequences that reinforce one another arise when a choice or action results in reinforcement of 
previous occurrences and support for the direction of change. Further movement in the same 
direction is prompted by this reinforcement. While self-reinforcing sequences may be 
advantageous in the short run, change managers must be aware that they may lead to a route 
that leads to worse than ideal results in the long run. Three factors that influence self-
reinforcing sequences will be used as examples to demonstrate this: growing rewards, 
psychological adherence to prior judgements, and cognitive biases. 

Increasing Returns 

Increasing returns, a notion that originally attracted attention from economists, are a 
significant driver of self-reinforcing sequences. According to Pierson, Arthur and David 
sparked early interest. They contended that a particular technology, even if it is not the most 
effective option, that is first to market or widely adopted by early users, such as the 
QWERTY keyboard and VHS video format, may generate increasing returns and achieve a 
significant advantage over rival technologies, such as the Dvorak keyboard and Betamax 
video format. According to Arthur there are four circumstances that might encourage rising 
returns. These criteria apply to practically every element of organisational change, not only 
the adoption and dissemination of new technologies: 

1. Set-Up Costs:When they are substantial, there is a motivation to continue with a 
selected course of action in order to spread expenses out over a longer period of time. 
For instance, if new arrangements continue over time after the adoption of a new 
business process, greater returns from the original investment are likely to be realized. 

2. Learning: Repeated application of knowledge may boost competence and promote 
ongoing development. Members of an organisation, for instance, learn by doing, and 
the more they practice, the more skilled they become. This learning offers a strong 
motivation to keep moving forward since performing more of the same results in 
increased gains from using these learned competencies. Changes in working methods 
might, at least initially, result in decreasing rewards as new skills are acquired. 

3. Coordination: As more people choose the same course of action, the advantages of 
one specific activity grow. As more individuals purchased VHS video recorders, 
Arthur saw that video retailers found it to be more beneficial to carry VHS tapes 
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rather than Betamax cassettes, which in turn encouraged more people to purchase 
VHS recorders. 

4. Choosing the Appropriate Equine: People are driven to choose the choice they 
believe will be chosen by the majority of people because they understand that 
solutions that do not gain widespread favor will have disadvantages in the future. 
They believe that sticking with this decision will eventually result in rising returns. 

Psychological Commitment to Past Decisions 

A self-reinforcing process is the psychological adherence to prior choices. Staw contends 
that, in reality, decision makers are often driven by retroactive rationality and the desire to 
defend prior actions, even though most decision theories assume that people are prospectively 
rational and want to maximise future advantage. Staw noted that leaders may invest more 
resources in order to defend a prior choice and show the final logic of their initial course of 
action when confronted with unfavourable results after making it. However, the increased 
expenditure may not be able to help. Instead, it can have additional negative effects, which 
would then prompt a second choice to spend more in an effort to achieve a favourable result. 
The 'escalation of commitment' to a selected path of action is how Stew describes this 
destructive loop. 

There are two things that seem to support this increase in commitment. The first is that 
change managers must establish their own competency and defend a prior choice. This might 
come in the form of self-justification to maintain one's own self-esteem or justification to 
others to convince them that a previous choice was not incorrect. The second is a reaction to 
what one could see as consistency pressure. According to Staw, there is a belief in many 
organisational contexts that change managers who are constant in their activities are stronger 
leaders than those who alternate between different courses of action. In contrast to those who 
monitor performance and are prepared to change course if results are not as good as 
anticipated, consistent change managers who stick with a course of action in the face of early 
setbacks are frequently seen as being courageous, committed, and steadfast. 

Cognitive Biases and Interpretive Frames 

A change manager may construct and maintain visions and objectives for change that are 
unsuitable for their intended purpose due to their implicit theories about how things operate 
and their selective views of what is significant. This may lead to cognitive biases and unique 
ways of interpreting events. Conger contends that although change agents must be aware of 
the possibilities and limits present in a given scenario and attentive to the demands and 
priorities of individuals with a stake in the change, this may not always be the case. Change 
agents may get so invested in a project that they only take note of data that supports their own 
viewpoint. By contrasting imminent choices with analogous prior decision circumstances, 
Edwards contends that leaders prefer to categorise decisions into groups. This motivates 
individuals to assess results by concentrating attention just on those aspects of the current 
circumstance that are compatible with the chosen scenario category. As individuals adopt a 
mentality that limits their attention to those components of a situation, they judge to be 
significant, important but contradictory information is disregarded. 

CONCLUSION 

Structured frameworks for comprehending and managing change within organisations are 
provided by process models of change. These models provide a methodical method for 
navigating difficult changes by outlining the phases and processes required in the change 
process. Key process models, like Kotter's 8-Step Model, Lewin's Change Model, and the 
ADKAR Model, all have features in common, such as seeing the need for change, instilling a 
sense of urgency, Organising and putting the change into action, and maintaining it over time. 
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They stress the need of strong stakeholder participation, clear communication, and leadership 
support. Organisations may increase their chances of successfully implementing change, 
reduce opposition, and achieve desired results by adhering to process models of change. 
These models must, however, be customized for particular organisational settings since every 
change project may call for particular considerations and modifications. 
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ABSTRACT: 
A Process Perspective offers a process-focused approach to driving organizational 
transformation. It emphasizes the importance of stakeholder participation, communication, 
and leadership throughout the change process. The book also emphasizes the need for strong 
steering coalitions and a common vision to mobilize support and overcome opposition. Kotter 
believes that adopting a process view helps organizations manage change intricacies, foresee 
and resolve challenges, and achieve successful results. The book provides guidance, case 
studies, and real-world examples to help leaders understand and apply the process viewpoint 
in their change projects. Overall, Leading Change: A Process Perspective is a valuable tool 
for executives seeking to successfully steer and oversee organizational transitions. 

KEYWORDS: 

Change, Future, Managers, Process, State. 

INTRODUCTION 

Recognizing a need for change may not be enough to guarantee that it will occur, even while 
executives who are aware of or foresee changes in their organization's external environment 
may be better positioned to start the change. Lewin offered some insightful observations on 
the nature of change that are pertinent for people attempting to consciously alter the status 
quo. He maintained that a scenario in which everything is immobile is not the condition of no 
change. It entails a state of ‘stable quasi-stationary equilibrium' similar to a river flowing in a 
certain direction at a specific speed. A shift in a person's, a group's, or an organization's 
conduct may be compared to a change in the river's flow or direction. For instance, when two 
groups from the marketing department get together for departmental meetings, they could act 
both competitively and cooperatively. They interact with one another in a manner that reflects 
the present stable quasi-stationary equilibrium the flow, to use Lewin's metaphor. If the head 
of marketing believes that there is an imbalance between friendly cooperation and disruptive 
intergroup rivalry, she may opt to step in to encourage more productive cooperation. In this 
case, they seek to change the departmental meeting's dynamics from one stable quasi-
stationary equilibrium to another[1]–[4]. 

According to Lewin, every level of behaviour is kept in a state of quasi-stationary 
equilibrium by a force field made up of a balance of forces that promote and inhibit change. 
This degree of behaviour may be altered by either increasing the factors that promote the 
desired change or by decreasing the restraining or opposing forces. Lewin argues that 
although both strategies may bring about change, they will have distinct side consequences as 
a result.Tension will rise in circumstances when change is pushed forward by a greater 
number of factors. A reactive sequence that questions the change agent's intention may be 
sparked if this rises above a certain threshold because it may be accompanied by high levels 
of aggressiveness especially towards the source of the increased pressure for change, high 
levels of emotion, and low levels of constructive behaviour.  

On the other hand, a condition of comparatively low tension will result when change is 
induced by lessening the factors that obstruct or resist it.In contrast to a high-pressured 
approach that primarily concentrated on boosting the forces pushing for change, Lewin's field 



 
8 Change Management  

theory led him to recommend a strategy for managing change that stressed the need of 
minimizing the restraining forces a pull strategy. He stated that methods that include 
removing restraints from inside a person, group, or organisation are more likely to improve 
commitment and produce a more lasting change than those that involve applying pressure 
from the outside. 

Lewin’s Three-Step Process 

Lewin proposed a three-step strategy for effective transformation that includes the phases of 
unfreezing, moving, and refreezing.Therefore, managing change entails supporting a person, 
a team, or an organisation: 

1. Unlock or unfreeze the current degree of behaviour. 
2. Ascend to a higher level. 
3. The behaviour of refreezes at this new level. 

Destabilizing the equilibrium of driving and restraint forces is necessary to unfreeze. 
According to Kotter, the existing equilibrium might be upset by making organisational 
members aware of the need for change. Restraining and driving forces may be made less and 
stronger by imagining a better future state and giving knowledge that makes people feel 
urgent. Such behaviour may inspire people and organisations to let go of old habits and 
motivate them to look for better options. Schein also makes reference to the way that 
challenging people's perceptions of the advantages of the present situation may inspire 
learning and change.The modification of the driving and restraining force balance to raise the 
equilibrium to a new level occurs in Lewin's second phase, called movement. Although these 
factors might take on a variety of shapes, they often show up as performance-affecting 
behaviours. As a result, mobility often involves changing the processes, systems, and 
structures that determine conduct as well as one's attitudes and beliefs[5]–[8]. 

To sustain new performance levels and prevent relapse, refreezing entails reinforcing new 
habits. New habits may be more successfully ingrained with the aid of feedback that indicates 
their efficacy and consistency as well as with rewards that recognised higher levels of 
achievement.Burnishes seen a current trend to underestimate the importance of Lewin's work 
for modern organisations. For instance, Kantor et al. and Dawson contend that organisations 
working in stormy contexts do not need to consider the concept of refreezing. They contend 
that organisations must be flexible and adaptive and that forcing them to work a certain 
manner would be counterproductive. Lewin's argument, though, is that change is all too often 
fleeting. After a shot in the arm, the shift is not long-lasting, and things go back to how they 
were. According to him, it is insufficient to conceive of change as just obtaining a new state, 
such as temporarily increasing the amount of participation in the marketing department's 
meetings.According to him, permanence must be a key component of the objective for as 
long as it is relevant. Before going on to yet another shift, this condition could just last a short 
while and include nothing more than taking stock. However, in order to reduce the risk of 
reverting to the previous state, it is crucial to consider in terms of consolidation[9], [10]. 

DISCUSSION 

Stages in the Process of Managing Change 

We briefly look at three additional change process models that might be seen as expansions 
of Lewin's core framework. Lippitt et al. expanded Lewin's three-stage model in 1958. The 
moving phase was naturally divided into three substages based on their evaluation of 
descriptions of change in people, groups, organizations, and communities.  The determination 
or diagnosis of the client's problem. The examination of prospective deviations and 
objectives.  The creation of goals and plans for action. Intentions are transformed into 
tangible change activities. They also said that change managers can only be successful if they 
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establish and sustain a suitable rapport with individuals participating in or impacted by the 
change. Due to this, they decided to add two more phases to the process of providing 
assistance, one of which dealt with the beginning of partnerships and the other with their end. 
If the impetus for change is to be sustained, termination must be properly handled. Lewin's 
three stages of unfreezing, moving, and refreezing were the basis for Egan's similar model. 
However, it places the greatest emphasis on the unfreezing and moving phases, giving careful 
consideration to the diagnosis of the current scenario, the creation of a preferred scenario, and 
the design of plans that move the system from the current to the preferred scenario planning 
for change.  

The present situation: identifying high-impact issues or opportunities, evaluating challenges 
and opportunities, and establishing fresh views. Strategies and plans for moving to the 
preferred scenario: brainstorming strategies for getting there, selecting the best strategy or 
best fit package of strategies, and turning these strategies into a workable plan. The preferred 
scenario: developing a range of possible futures, evaluating alternative possibilities to 
establish a viable agenda for change, and winning support for the new agenda. A three-stage 
paradigm by Bechard and Harris focuses on identifying the present and the future, managing 
the transition, and upholding and updating the transformation. Some of the challenges 
connected with the moving or transitional period are given special emphasis, including the 
need for transitional arrangements, such as the appointment of a transition manager and the 
creation of transition plans, and the necessity to get support from important stakeholders. 
They also take into account the circumstances necessary to maintain the transformation. 

Key Steps in the Change Process 

Building on and synthesizing these concepts, the model shown in Figure 1 conceptualizes 
managing change as a deliberate, structured, and often contentious process that entails 
responding to seven key activities: 

1. Understanding the need for change and kicking off the process of change. 
2. Identifying what needs to be changed and creating a picture of the ideal state to be in 

the future. 
3. Preparing your intervention to bring about the desired change. 
4. Putting plans into action and monitoring development. 
5. Sustaining the change. 
6. Difficulties related to leading and managing people. 
7. Learning. 

Recognizing the need for change and starting the change process 

The process begins with the realization that a change is necessary, whether as a result of 
external factors like the financial crisis or internal factors like the retirement of key personnel 
or the introduction of a new product. Recognition requires intricate observation, interpreting, 
and decision-making processes that, if not properly handled, may result in incorrect results, 
such as the organisation failing to change when it should or changing when it is not 
necessary. Leaders can miss the need for change because they don't pay enough attention to 
what is going on in the larger environment. Even if members of the organisation are aware of 
what is happening outside, they may not understand what this might mean for the 
organisation. Involving fresh voices in the creation of the change agenda is one method for 
questioning widely held beliefs. People located at multiple levels in the hierarchy, such as 
members of the sales team, customer service staff, or those who have close contact with 
suppliers, may be better informed about emerging threats and opportunities. Often, this 
activity is restricted to senior managers at the top of a department or the organization. 
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Figure 1: Represting the steps involved in the Change Process [Semantic Scholar]. 

Starting the Change 

The process of turning a need for change into a desire for change comes once the need for 
change has been acknowledged. People's comfort zones might be challenging for leaders to 
push them out of. Making organisational members aware of the need for change and inspiring 
them to let go of the status quo are key to developing a willingness to change. This may be 
challenging for a variety of reasons, such as a track record of prior success and the absence of 
a pressing crisis. Change managers may react to this circumstance in a variety of ways, but a 
variety of criteria will determine whether a given approach will be successful. For instance, 
there may not be enough time to include others or try out other options if the need for change 
is urgent perhaps because leaders failed to recognised an impending danger. Change agents 
could believe that their only choice is to take a more or less directed stance. This could be 
effective in certain situations, but in others, it might encounter resistance, and organisational 
members might respond in ways that prevent the change.  

To build a common understanding of the need for change, those leading the change may feel 
empowered to take alternate steps, such as incorporating others in a preliminary diagnosis, in 
different situations, such as when they have identified the need for change in good time. 
Choosing who will be responsible for managing the transition is also crucial.According to 
Kotter, the change effort is unlikely to succeed unless individuals who see the need for 
change can form a powerful enough guiding coalition to guide the process. Despite not 
having to include all top managers, he contends that this steering coalition will be 
considerably more successful if it is seen to represent a genuine commitment to change in 
terms of titles, knowledge, experience, reputations, and relationships. With regard to training 
and expertise, according to Clegg, it is often believed that the lead should be a technical 
specialist rather than the manager who would be in charge of making the change successful 
after implementation. He disputes this notion and contends that implementation may not be as 
effective as change managers hope for unless users are important to the process' management. 

To ensure that there is a sufficient degree of knowledge and trust amongst all those involved, 
attention must also be paid to establishing successful relationships between change agents 
and people who will be impacted by the change. Early on in this relationship-building 
process, perceptions about the change agent's expertise, capacity for assistance, and 
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motivations are swiftly formed by others. This debate demonstrates how early process events 
may be especially significant from the standpoint of driving change. A poorly thought-out 
choice or action, a failure to see a need for change, or both, may trigger a series of responses, 
counter-reactions, and/or self-reinforcing sequences. These sequences can build up over time 
and affect the direction of change and result in unintended consequences. 

1. Who creates the agenda for change? is one query that could aid leaders in reflecting 
on how they are handling this phase of the process. Should other people participate? 

2. Do change managers acknowledge and pay attention to those with knowledge? 
3. Does the desire for change match the necessity for it? 
4. Exists a powerful governing alliance that can move things along? 
5. Does the governing coalition include a strong enough representation of the managers 

who will be in charge of implementing the change? 

Diagnosing  

During this phase of the process: 

1. Problems and opportunities are assessed, fresh viewpoints are created, and high-
impact issues or opportunities are selected for attention. 

2. Creating a variety of potential futures and assessing alternate scenarios in order to 
create a workable reform agenda. 

Despite first seeming to be two different and distinct tasks, assessing the present and 
predicting the future are often combined in practice.These two processes usually go through 
numerous iterations, developing from vague ideas into a vision of a better condition that is 
sufficiently specific and comprehensive to be put into action. Whether the procedure should 
begin by examining the present or the future is a topic of considerable discussion. The 
justification for doing so is to prevent the shift from being seen as a utopian leap to an 
impossible future that cannot be achieved from the present. On the other side, a 
preoccupation with the present may narrow one's perspectives and cause one to set change 
objectives that are too cautious and confined by the present. 

Reviewing the Present State 

The history, the external environment, and the series of reflexive and self-reinforcing events 
that led to the current status of the organisation are often necessary to understand it. 
Depending on the kind of change being managed, specific goals for analysing the current 
state will need to be determined. The most frequent justifications are toprovide a baseline so 
that it is evident what is changing assist in defining the future directiondiagnose the source of 
a problem, highlight present weaknesses, or explain opportunities in order to identify the 
needed change. This kind of review's data may also be used to predict organisational 
members' and other stakeholders' reactions and to assist people be ready for change. 

Identifying the Future State 

The kind of change, such as incremental or transformative, being implemented, as well as the 
role of change managers within the entire process, will determine what is necessary when 
establishing the future state. 

 If change managers are in charge of starting the transformation, one of their tasks will 
probably be to create a vision for what they and the other participants in the diagnostic 
process believe the organisation should look like in the future. On the other hand, if their 
responsibility is to carry out a vision that has been imposed from outside the organisation, 
their work may be more restricted to considering and imagining how the change would affect 
their particular area of the organisation. 
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Quality of the Vision 

Those in charge of the diagnosis may have an impact on the vision's quality. To diagnose all 
the problems and picture a final result that will be acceptable to all important stakeholders, 
they require the expertise and experience, including an understanding of the local 
circumstances. This is significant because it may help concentrate attention and motivate 
activity if one can see a more desired future state. It may channel effort and 
energy.According to Locke and Latha, when objectives are specific and attainable, 
individuals are more driven to work towards them and are less likely to quit up. Despite the 
vision's evident relevance, individuals driving change may have a stake in a certain result or 
latch onto the first vision they come up with, which prevents them from evaluating 
alternatives. The initial vision could not be the greatest in terms of how desirable the desired 
outcome would be or how well it would motivate individuals who would need to be involved 
in the transformation. Whether or whether the need for change is turned into a desire for 
change might depend on how the diagnostic stage is handled. According to Schein, 
organisational members are more likely to be motivated to give up the status quo and seek a 
more desirable state if:  

1. The diagnostic process challenges their belief that everything is fine with the current 
state of affairs. 

2. This challenge generates enough anxiety to spur organisational members to look for 
alternative options.  

3. The potential future has enough promise to make the effort to change worthwhile. 

In summarizing these three points, Schein contends that individuals will not be motivated to 
change unless the unfreezing process provides a promise of psychological safety, with either 
some benefit or, at worst, a minimal threat to their wellbeing. This is because any 
disconfirmation provided by the diagnostic phase will be denied or defended against.This 
explanation of how diagnosis might aid in situational unfreezing and aid in fostering a ready 
for change serves to emphasize an earlier remark that the distinctions between the phases 
shown in Figure 1 are not always distinct. Later in the process, implementation and assessing 
change may also contribute to an emerging diagnosis when new issues and opportunities are 
recognised. Diagnosis has a role to play in the detection of problems and 
opportunities.Leaders may find it useful to ask themselves the following questions as they 
consider how they are handling this phase of the process:  

1. Who does the diagnosis: top managers, consultants, or those who will be in charge of 
implementing the change? 

2. Are leaders open to new information, or do they simply pay attention to facts that 
uphold the status quo or confirm their preconceptions? 

3. Does the diagnosis provide a vision that is both attainable and motivating in order to 
inspire others and guide the transformation effort? 

Planning and Preparing for Change 

The planning stage is responsible with formulating and outlining the change objectives' 
methods of implementation. Sometimes those driving the change don't pay enough attention 
to this. Burnes makes the following observation while analysing Lewin's contribution to 
change management: Following unfreezing, change managers need to explore possibilities 
for movement by reviewing all the driving and restraining forces at work, she writes. This 
emphasises the idea that every stage of the transformation process includes diagnosis to some 
level.The choice of the overall change approach, whether push, pull, or a combination of the 
two, is crucial since it may significantly affect how the change turns out. The sorts of 
treatments that will work best must also be taken into account. The numerous jobs will each 
have a varied lead time, interdependencies, resource limits, and other factors. Making poor 
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choices now might have consequences later. For instance, in circumstances when essential 
resources are limited, committing resources early to a certain course of action may reduce the 
likelihood of changing course later since, once committed, the resources may not be reusable 
for another purpose. 

When a change is what is commonly referred to as a blueprint change, it is feasible to engage 
in more thorough preparation. Changes that have a predetermined end point are known as 
blueprint changes. Relocation, computerization of a corporate process, or the implementation 
of a new grading or rating system are typical examples of blueprint changes. In certain 
situations, it is simpler to foresee what has to be done, and the management of change may be 
seen from the viewpoint of a planned change that entails a preset linear process, following the 
subsequent steps in the model shown in Figure 1 step by step.However, it is often impossible 
to define the end point before implementation. While a need for change may be apparent, for 
instance because the company is losing market share or unable to innovate as quickly as its 
rivals, it could be less clear what has to be done to make things better. It may not be feasible 
to offer a precise definition of what this end state will look like or what has to be done in 
order to attain it, even while there may be a generally defined aim and a direction for change, 
such as boosting competitiveness. 

Because the operational environment may change so quickly in certain circumstances, it may 
not even be beneficial to conceptualize in terms of particular end states because the notion of 
a desired end state is likely to alter over time. A blueprint approach to change is incorrect in 
these situations. It is necessary to understand planning as a more fluid, iterative process that 
develops and changes over time. Before taking more action, plans are tested as they are 
carried out.Change managers must take into account more than just the technical aspects of 
planning. The concerns affecting individuals must also get careful consideration. Plans must 
take into account how prepared and accepting individuals are of change, as well as if the 
process poses any threats to them.Following are some queries that might aid executives in 
considering how they are handling this phase of the procedure: 

1. Is the change approach, such as push, pull, or a combination of both, appropriate? 
2. Is it obvious what has to be done? Are choices being made with enough consideration 

for their long-term effects? 
3. Is it being sufficiently considered how people could respond to the change? 
4. Does it seem obvious what form of intervention would work best? 

CONCLUSION 

In today's rapidly changing business environment, change management implementation and 
planning are crucial tasks for organizations to adapt, develop, and prosper. Effective change 
management involves articulating change goals, making a strong argument, and involving 
stakeholders at all levels. Effective communication and employee participation are essential 
for deepening knowledge, reducing resistance, and developing commitment. Lewin's Change 
Model and ADKAR Model are two frameworks that provide direction and resources for 
change management. Adopting a structured change management strategy increases the 
chances of achieving desired results and reducing disruption. 
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ABSTRACT: 
Implementing and maintaining change is crucial for organizations to adapt and thrive in a 
constantly changing world. A methodical approach involves a clear vision, a well-defined 
plan, effective communication, engagement, and flexibility. A thorough action plan is 
created, considering potential hazards and impediments. Strong leadership and change 
management abilities are essential, as well as the freedom to own the process. Maintaining 
change requires constant work and focus, assessing progress, building feedback loops, 
celebrating milestones, and aligning systems, structures, and policies with the intended 
changes. Investing in training and development ensures staff are equipped to adopt new 
working practices. Overall, a culture of continuous improvement and acceptance of change 
are essential for long-term success. 
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INTRODUCTION 

The emphasis switches from planning to action as whatever has been prepared now needs to 
be put into practice. Change managers often neglect to give managing the people problems 
enough attention, which results in change plans not being executed as planned. Even if a 
change manager may see clear advantages for the organisation as a whole from the change, 
certain organisational members may not perceive many advantages for themselves, which 
will influence their desire to support or oppose the change. The communication of the 
change, inspiring people and groups to support the change, and managing stakeholder 
interests all need careful consideration[1]–[4].Reviewing the modification and keeping track 
of progress must also be given attention. Change may need a lot of retracing, according to 
Buchanan and Story. According to Burke, who shares this viewpoint, the change process 
often resembles a series of loops rather than a straight line because things seldom go as 
planned and because even when plans are carried out as intended, there are frequently 
unintended effects. The ongoing need to fix things in order to keep the change on track is 
something change managers regularly mention.  

It was said before during the discussion of planning that, in certain situations, change entails 
taking cautious incremental steps in what is considered to be the proper direction and, after 
each step, examining the step itself to see if it worked and whether the direction still holds 
true. To determine if the change plan is effective, leaders must actively seek out and respond 
to input. Change managers need to be aware of the risk that, even if planned actions are 
carried out as intended, they could not have the desired outcome. A lack of commitment and 
motivation on the part of those who will be directly impacted by the change, reward systems 
that penalize new behaviour, rigid organisational structures, a lack of political support from 
those who could sabotage the project, or a lack of resources, among other things, could be the 
cause of this. It's also possible that some of the early advantages of the implementation's first 
steps may fade when rigidities brought on by path-dependent behaviours reduce the options 
for action. Feedback on how the change is going might indicate that the change plan and the 
manner it is being carried out need to be reviewed.All too often, persons in charge of 
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implementing change fail to actively seek out accessible input and become aware that the 
change is having unintended effects until a third party or unanticipated event brings it to their 
notice[5], [6]. 

Change managers may still run into problems even after understanding how important it is to 
assess and track progress since the essential data may not be accessible or may be challenging 
to utilise. The fragmentation of the transition process is one of the causes of this. The phases 
of strategy, feasibility, conceptual design, detailed design, programming, implementation, 
usage, and maintenance are characteristic of the software design process, according to Clegg 
and Walsh.Each of these phases often involves a variety of participants, each with their own 
objectives and concerns. This dispersion compromises the feedback procedure. One group 
may push the project in a certain way without realizing the need to alert others to this, or it 
may face and solve an issue without considering how its actions would affect end users.  

Even when they are aware that others may need to be informed, they might not always 
specify who needs to be informed, and those who are informed might not understand the 
relevance of what they have been told. This lack of consistency and feedback, according to 
Clegg and Walsh, might make it challenging for people participating in the change process to 
influence and learn from one another. It's crucial to coordinate. Everyone in a leadership 
position has to encourage alignment and interact with others in a manner that motivates them 
to band together to support the change. 'Expert' change agents often determine when and 
where change is necessary and set change goals without considering stakeholder concerns or 
taking into consideration the ways in which they might support or obstruct the change 
process.Following are some queries that might aid executives in considering how they are 
handling this phase of the procedure: 

1. Do change agents articulate a compelling vision and provide practical objectives? 
2. Are stakeholder relationships being handled well? 
3. Is commitment maintained when uncertainty is managed? 
4. Do change managers ask for input to get rid of implementation roadblocks? 
5. Does everyone engaged in putting the change into place have enough coordination? 

Sustaining Change 

Lewin asserted that transformations are all too often fleeting. After receiving a shot in the 
arm, life resumes its previous state. According to him, thinking about change as just entering 
a new condition is insufficient. The goal should be to preserve this new condition for as long 
as it is advantageous to do so; nevertheless, it is crucial to note that there are instances in 
which maintaining a change may not be advantageous due to recent changes.A sustained shift 
is one in which new ways of working and improved outcomes become the norm, where the 
thinking and attitudes behind them are fundamentally altered, and the systems surrounding 
them are transformed in support, according to the NHS Modernization Agency. Numerous 
things may have an impact on sustainability. One is the manner in which the whole 
transformation process is handled from the outset. While more involved techniques may 
garner a greater degree of commitment that is more likely to be maintained, tough top-down 
strategies are more likely to produce compliance, which can disappear when the pressure to 
maintain the change is relaxed[7]–[10].How leaders behave after the primary transformation 
objectives have been reached is another consideration. 

A change objective has not become the new norm just because it has been accomplished and 
is producing better results. Kotter issues a warning against prematurely announcing triumph 
since, in his opinion, doing so might kill momentum before the thoughts and attitudes 
necessary to sustain the new style of working have taken root. He also believes that after 
implementation, leaders should use every chance to demonstrate to people and organisations 
how their work is generating advantages. He demands that organisations provide members 
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with timely, clear, and targeted feedback so they may concentrate their efforts on the areas 
that are really making a difference. According to a number of authors, customized feedback 
methods may aid in maintaining change in addition to facilitating monitoring and control 
throughout the implementation phase. In order to create feedback mechanisms, they can use 
for themselves to monitor and manage the situation over the longer term, change managers 
can collaborate with operational managers, who will continue to be responsible for day-to-
day management once the change has been implemented. 

'Churn' is another element that Kotter says might thwart change. According to significant 
study conducted in the UK's National Health Service (NHS), Buchanan et al. found that once 
leaders left, their successors often had different priorities and desired to pursue their own 
agendas. The next generation of leaders must be carefully chosen to guarantee that the new 
strategy is supported in order to reduce the effects of turnover. Even when leaders stay in 
place, turnover may still be an issue if some of the other participants in the shift go and their 
understanding and experience with the new methods of working is lost. According to 
Buchanan et al., this issue may be made worse if replacements bring attitudes and work 
practises that are inconsistent with the change. In these situations, careful consideration of 
selection and induction might be helpful.Following are some queries that might aid 
executives in considering how they are handling this phase of the procedure: 

1. Do change managers work to enact change in a way that gains enduring support? 
2. Do they follow-up on adjustments made after implementation? 
3. Do they refrain from claiming success too soon? 
4. Is mitigating the effects of churn given enough thought? 

DISCUSSION 

Leading and Managing the People Issues 

When creating and executing plans for change, those in charge of it can take a strictly 
technical approach and pay inadequate attention to what some refer to as the softer human 
concerns, like divergent aims and prioritiesinternal politics and the ability of stakeholders to 
effect outcomes the way leaders engage with the intended beneficiaries of change 
communication and commitment support for people who will be affected by the change.  

An excellent illustration of how challenges with stakeholder management, motivation, and 
communication may impact the success of a change projecting this instance, the procurement 
of components from nations with competitive prices is the Triumph scenario from the 
Introduction to Part IV.  

Recognizing the need for change, identifying what needs to be altered, and creating change 
plans are not easy tasks. Stakeholders may oppose any attempt to even explore the notion that 
change may be necessary, refuse to collaborate with management to develop change plans, 
and make significant efforts to thwart changes that are already being implemented. When 
considering how they are handling this part of the change process, persons in charge of the 
change might ask themselves the following questions: 

1. Do leaders comprehend how others may feel and how they could respond to the 
prospect of change? 

2. Do they behave in a manner that will gain commitment and foster trust? 
3. Do they recognised and include the people and organisations who have the power to 

influence the success of the change? 
4. Do they communicate well? 
5. Do they encourage others to help bring about change? 
6. Do they stand with those that the change threatens? 
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Learning  

Effective leaders are individuals who are able to draw lessons from their mistakes and use 
those lessons to alter their conduct in order to perform better. The two types of learning are 
single-loop and double-loop, according to Argyris and Schön. 

Single-Loop Learning 

When leaders concentrate on seeing mistakes and acting on this feedback to change their own 
and other people's conduct, single-loop learning (see Figure 1) takes place. It encourages 
ongoing development based on extrapolating historical tendencies. This may not be ground-
breaking since it may not result in much change in the fundamental ideas and assumptions 
that govern conduct, but it may be beneficial over the short and long terms. New methods of 
action are likely to be constrained by accepted norms and ways of thinking. 

 

 

Figure 1: Represting the overview to Single-Loop Learning [Research Gate. Net]. 

Existing practises often become reinforced when leaders operate in a way that generates 
positive feedback via continual development. When faced with pressure to provide higher 
profits, a leader may look for methods to streamline processes through enhancing internal 
organisational fit. For instance, training might be suggested as a way to enhance the 
alignment between workers' skill sets and the competencies required to operate the current 
manufacturing system effectively, and reorganizing departmental structures might be 
suggested as a way to resolve jurisdictional conflicts that impede the manufacturing process. 
Despite the fact that these and similar actions can result in efficiencies, it is also possible that 
short-term gains could be negated if leaders' actions lock the system into a path that involves 
producing the same products for customers in traditional markets using existing technologies, 
albeit more efficiently, and lock out the possibility of acting in ways that can facilitate the 
exploitation of new opportunities as and when they arise. 

Double-Loop Learning 

Double-loop learning (see Figure 2) happens when leaders are able to think outside the box 
by analysing results, recognizing and questioning the presumptions and beliefs that guided 
the choices and actions that resulted in these results, and, when necessary, revising their 
presumptions in a way that makes it possible to try out novel behaviours.For instance, leaders 
at the Midland Bank in the UK were among the first to question the business model that 
presupposed that the only way to connect with retail customers was through an expensive 
branch network. As a result of their bold thinking, First Direct, the first telephone bank, was 
introduced. At a less strategic level, leaders could make an effort to relate to individuals 
impacted and comprehend why they objected to the change after considering how people 
responded to the implementation of a new performance management system. When leaders 
consider the situation from this angle, they may realize that their management approach may 
be a contributing factor, which may lead them to reevaluate some of their presumptions about 
the dedication and drive of their employees. 
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Figure 2: Represting the overview to Double-Loop Learning[Research Gate. Net]. 

While leaders believe they are objective and see things as they are, according to Covey, they 
really see what they have been conditioned to see. In the performance management example, 
a newly hired HR director may have relied on prior expertise in a different organisation 
without realizing that assumptions made on the basis of that experience are unfounded in the 
present context. According to Covey, the more aware we are of our fundamental paradigms, 
maps, or assumptions, and the degree to which they have been shaped by our experiences, the 
better we are able to accept responsibility for those paradigms, examine them, test them 
against reality, listen to others, and be open to their perceptions, resulting in a more 
comprehensive and objective perspective. The assumptions that leaders make about time are 
one area that often goes unnoticed. Huy makes the case that a leader's view on time 
influences how they priorities problems, allot resources, and gauge the urgency of tasks. 

While leaders with a longer time view are more likely to strive towards obtaining long-term, 
enduring achievements, leaders with a shorter time perspective are more likely to select 
activities that yield quick, visible benefits and pay less attention to longer term objectives. 
Leaders may be more susceptible to the route dependencies that might result in inefficiencies 
in the long run when they are unaware that they have a limited time perspective. Double-loop 
learning offers a fresh perspective on circumstances and occurrences while challenging 
conventional ways of thinking and doing. Through this insight, leaders may be able to 
prevent unproductive route dependencies and the need to spend time and resources 
overcoming unwarranted opposition from other stakeholders. 

1. Do people participating in the change anticipate how others would react to events 
before determining what to do? is one question that could help leaders reflect on how 
they learn from the process of managing change. 

2. Do they keep tabs on the results of their acts and utilise this data to shape their future 
choices? 

3. Do they accept criticism from others? 
4. To what degree do they see errors made by themselves and others as teaching 

moments? 
5. Do they make an effort to recognised and question the presumptions that guide their 

behaviour? 
 

6. Are they aware that choices that have favourable short-term effects may have negative 
long-term effects on performance? 

Improving Leader Performance 

It has been suggested that leaders may improve their effectiveness if they take a step back and 
observe what is happening, paying close attention to how people respond to their actions and 
how their choices affect short- and long-term consequences. They can then use these 
observations to inform their conduct. But all too frequently, this does not occur because of 
the following: 
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1. Leaders are so enmeshed in a flurry of activity that they have little chance for 
observation and reflection Leaders are so steadfast in their commitment to a course of 
action that they fail to notice information that contradicts their worldview 

2. shielded from knowledge about the effects of their decisions by organisational 
structures, policies, and management practises that obstruct upward communication 
and foster a climate of organisational silence. 

3. Harbor beliefs about the competence and motivations of others that make it easy for 
them to dismiss their feedback. 

4. Because they are too engrossed to take an outward-looking viewpoint, are so 
entangled and tied by a route that gradually reduces their ability to make decisions 
that they become path dependent to the exclusion of path-breaking activity. 

Leaders must be aware that these obstacles might make it difficult for them to switch from an 
instant doing mentality; instead, they must make a concerted effort to adopt a observing mode 
and apply a critical perspective to their daily job. Leaders are more likely to be able to take 
action and intervene in ways that can break inefficient patterns and move the change process 
in a direction that has a higher likelihood of producing superior outcomes when leadership is 
seen as a process and when events, decisions, actions, and reactions are seen to be connected. 

CONCLUSION 

Organizations must enhance leader performance by providing them with the necessary skills 
and qualities to manage and inspire their teams. This includes professional growth, coaching, 
and mentoring. Double loop learning helps leaders critically analyze underlying assumptions, 
attitudes, and values, fostering a culture of continuous improvement. This reflective and 
iterative approach allows leaders to identify and solve structural problems, promoting original 
problem-solving and cooperation among leaders. By investing in their development, 
organizations can develop flexible, imaginative, and innovative leaders capable of achieving 
strategic goals. 
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ABSTRACT: 
Patterns of change are present in various aspects of life, including personal behavior, 
organizational dynamics, and societal changes. The S-curve represents the course of growth 
and development, with gradual growth followed by an acceleration phase. The ripple effect 
helps stakeholders anticipate and manage potential problems. Resistance and adaptation are 
common patterns, with individuals and organizations showing resistance to new ideas or 
practices. The boomerang effect highlights the potential for setbacks or reversals in change 
projects. Emergent change emphasizes the importance of adaptability and agility in dealing 
with unforeseen changes and opportunities. Leaders must be equipped to deal with these 
obstacles, reevaluate plans, and redouble efforts to advance the transformation. 
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INTRODUCTION 

An effective conceptual framework for seeing organisations as a system of interconnected 
components that interact with a broader environment is provided by open systems theory. The 
focal system, whether it be a work group, department, or organisation, is a component of a 
bigger system that provides it with the resources, information, and feedback it needs to 
function.  

This larger system is known as the external environment. An organisation may be 
conceptualized in its most basic form as an open system that interacts with its surroundings, 
receiving numerous inputs that it turns into outputs (see Figure 1). When an organisation 
creates products or provides services to third parties, the money made from the sale of these 
outputs may be used to pay for the purchase of new inputs, such as personnel, raw materials, 
tools, and facilities, which may be used to create further outputs. Feedback from customers 
and other external stakeholders may indicate that an organisation needs to change how it 
produces the goods and services it exports or that new products need to be developed in 
response to market changes, which may have an impact on the organization's need for 
environmental inputs[1]–[4]. 

The strategy of an organisation may be impacted by changes in the cost and accessibility of 
inputs. The majority of organisations work in dynamic environments, and in order to thrive in 
this evolving world, they must be aware of new possibilities and risks and be able to act on 
them. The ability of an organisation to react to opportunities and dangers is examined in this 
chapter. However, this is the exception rather than the rule. It is believed that the best answer 
is a continual stream of incremental changes that guarantee the organization is always in 
alignment with its environment.  

The standard is that due to internal factors that encourage inertia, many organizations take a 
long time to adjust to new situations. Strategic drift and a growing mismatch with their 
external environment are the results, and they are ultimately forced to engage in dramatic 
reform[5]–[8]. 
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Figure 1: An Organization Transacting With its Environment [Research Gate. Net]. 

Adapting to Change: The Gradualist Paradigm 

According to the gradualist paradigm, organisations adapt to opportunities and dangers by 
making gradual changes over time. Their reaction is changing, and as time passes, these 
ongoing modifications add up to restructure the organisation (Figure 2). This viewpoint is 
supported by Brown and Eisenhardt, who mention organisations like Intel, Walmart, 3M, HP, 
and Gillette as examples. They argue that these organizations’ cultures are built around their 
capacity to adapt quickly and continually. They cite Bargeman and Chakravarthy who 
contend that firms adapt and sometimes transform via a process of continuously updating 
their goods, and that continuous change is often played out through product innovation. HP is 
seen as a typical instance. Instead of a dramatic abrupt transformation, the corporation 
transformed from an instruments company to a computer firm via quick, continual product 
innovation.When it happens, continuous change necessitates ongoing revisions to societal 
norms and business procedures. In the lack of a change agent's a priori objectives, Weick and 
Quinn contend that this produces new patterns in how an organisation organizes itself. It is 
emergent in the sense that change has not been purposefully orchestrated. It is ongoing and 
the result of management's routine operations. They cite Orlikowski (1996), who contends 
that continuous change requires people and groups to experiment with and accommodate 
commonplace breakdowns, opportunities, and unintended consequences before repeating, 
sharing, and amplifying them to create noticeable and striking changes. 

 

Figure 2: The graduate paradigm leading to continuous evolutionary change[Research 

Gate. Net]. 

When the Pentium processor, multimedia, the internet, and the blending of telephony and 
consumer electronics sped up product development, Brown and Eisenhardt analysed product 
innovation in six businesses in the computer sector. Their case studies included three studies 
of companies with a track record of effective product innovation and financial performance 
and three studies of companies with a less than stellar track record of creating multi-product 
portfolios. They discovered three traits in the businesses that were successful at managing 
change as a continual process of adjustment: semi-structures that encouraged improvisation, 
connections in time that encouraged learning, and sequenced actions for managing 
transitions.The defining characteristic of continuous change, according to Weick and Quinn, 
is the notion that tiny continuous modifications made concurrently across units may add up to 
produce significant change. Improvisation, translation, and learning are the three 
interconnected processes linked to ongoing change, according to them: 
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1. Improvising enables the change of work procedures via cooperative adjustments in 
which the time difference between planning and implementing becomes less and 
smaller until it converges with execution at the point where planning meets execution. 

2. Refers to the ongoing revision and modification of ideas as they go through the 
organisation. 

3. Learning entails the ongoing updating of common mental models, which helps the 
organisation become more responsive. 

Organisations produce continuous change, according to Weick and Quinn, through repeated 
acts of improvisation that involve simultaneous composition and execution, repeated acts of 
translation that transform ideas into usable artefacts that serve the needs at hand, or repeated 
acts of learning that increase, strengthen, or decrease the repertoire of responses.Burke 
challenges Orlikowski's presumption that a steady stream of incremental changes can result 
in fundamental change, even though he accepts the possibility that more than 95% of 
organisational changes are, in some way, evolutionary and gradually unfold over time in 
response to changing circumstances. Burke claims that in order to overcome the inertia that 
prevents change in most organisations, the system has to be given a discontinuous jolt: 
Although it is possible to continuously pay attention to and make efforts to improve an 
organisation, it is doubtful that the core structure of the organisation will change 
fundamentally. 

The Punctuated Equilibrium Paradigm 

The punctuated equilibrium paradigm's central tenet is that systems develop through 
alternating periods of equilibrium, during which persistent deep structures only allow for 
small-scale incremental change, and periods of revolution, during which these deep structures 
are fundamentally altered (Figure 3). The gradualist paradigm, which contends that 
organisations may be substantially altered by a continual stream of gradual modifications, 
contrasts sharply with this pattern of development.One of the first to question the idea of 
gradual, cumulative development was Gould. He studies the natural world and is fascinated 
by Darwin's idea of evolution. According to traditionalists, evolution entails a steady stream 
of minute adjustments that are continually moulded throughout time by environmental 
selection. Gould disputes the idea that change is gradual and continuous even if he supports 
the idea of natural selection. According to Gould, the data suggests that there are lengthy 
stretches of relative calm interspersed with episodes of catastrophic extinction and fast 
origination. Some of his writings concentrate on the two most significant punctuations. After 
4 billion years of almost little change, there occurred the Cambrian explosion of life (600 
million years ago), followed by the Permian extinction (225 million years ago), which 
eliminated half the families of marine invertebrates. 

 

Figure 3: Represting the overview to Punctuated Equilibrium[Research Gate. Net]. 

The punctuated equilibrium paradigm was supported by Gersick, who examined theories of 
change in six fields: individual transformation, group development, organisation 



 
25 Change Management  

development, history of science, biological evolution, and physical science. The paradigm is 
comprised of relatively long periods of stability equilibrium, punctuated by compact periods 
of qualitative, metamorphic change revolution) according to Gersick.Gersick continues by 
stating that the link between these two modes is explained in all of the models she looked at 
across the six domains by the idea of a deeply ingrained, very lasting order. During moments 
of equilibrium, this deep structure endures and restricts change, while it disassembles, 
reconfigures, and compels complete metamorphosis. 

DISCUSSION 

Deep Structure 

According to Gerick, an organization's deep structure refers to the fundamental decisions it 
takes that shape the fundamental activity patterns that support its survival.According to her, 
deep structures are very stable since a system's organization'sdecision-making process tends 
to reject out a lot of possibilities and favor those that are reliant on one another  early steps in 
the decision tree are the most fateful. She also contends that via the use of reciprocal 
feedback loops, the activity patterns of a system's deep structure strengthen the system as a 
whole. This argument is comparable to that made by Sydow et al., who contend that self-
reinforcing sequences result in the formation of a pattern of actions, choices, and occurrences 
that start to take precedence and draw attention away from other options.The deep structure 
of an organisation may be considered as being represented by five core areas of 
organisational activity, according to Tushman and Roman ell. These include the control 
mechanisms, organisational culture, strategy, and structure. According to Romanelli and 
Tushman, it takes a revolution to change a system of interconnected organisational parts 
when the system is upheld by dependencies between the parts and when external competitive, 
regulatory, and technological systems support the legitimacy of the managerial decisions that 
led to the parts. 

The main contention is the same, but Greenwood and Hinings provide a slightly different 
viewpoint grounded in neo-institutional theory. There is a force for inertia that prevents 
incremental change from occurring, and this resistance to change will be greatest when there 
is a network of tightly coupled mutual dependencies. According to Greenwood and Hinings, 
normative embeddedness of an organisation within its institutional context is a primary cause 
of resistance to change. Institutional expectations must be met if an organisation is to exist. 
They use the institutional context's impact on accounting companies' structure and 
governance to demonstrate their claim. They were set up as professional partnerships, and the 
most of them still are, not because that form of governance made it easier to do tasks 
effectively and efficiently, but rather because it was deemed the best method to organise the 
conduct of accounting work. 

Convergent change occurs within the limits provided by such an archetypal pattern. For 
instance, according to Greenwood and Hinings, if an accounting business expands, it may add 
a kind of representative democracy in place of the conventional, widely based democratic 
system of government. This kind of small-scale change might be implemented since it is seen 
to be in line with dominant basic beliefs and values. A shift towards a more bureaucratic type 
of power and governance, however, would meet with fierce opposition since it is seen to be at 
odds with the current model. The organisation would have to switch from one template to 
another in order to make such a drastic adjustment. The deep structures of Gersick are 
analogous to these templates in operation. The ability of the template to restrict the 
possibilities of gradual cumulative change in any specific organisation will, however, depend 
on how deeply ingrained and powerful these templates are in the various sectors.  

In the case of the accounting profession, a robust network of reciprocal interactions between 
professional organisations, universities, governmental agencies, and accounting companies 
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supports the partnership organisational structure with its dedication to independence, 
autonomy, and responsible behavior. The end result is a system in which many accounting 
companies are closely related to the dominant archetypal pattern. Although extreme change 
in closely related domains will be exceptional, according to Greenwood and Hinings, it won't 
come gradually. It is more likely to manifest as an abrupt revolutionary transformation. 
However, in loosely related domains, fundamental change will be simpler to accomplish via a 
process of ongoing adjustment that takes place over time. However, a slack connection might 
hold change back. According to Weick and Quinn when interdependencies are slack, ongoing 
modifications may be contained inside individual subunits and stay as isolated pockets of 
innovation rather than accumulating to bring about fundamental change across the whole 
organization.  

Equilibrium Periods 

In order to depict an organization's deep structure, Gersick uses the analogy of a playing field 
and the game's rules. He then uses the analogy of the game being played to describe activities 
during an equilibrium phase. The playing surface and the game's regulations dictate the 
constancy of how a football match is played, even if it may alter during a match. Although 
the coach and the players may intervene and make adjustments that would impact team 
performance, they are unable to alter the playing field's characteristics or the game's 
regulations the deep structure.When it comes to organisational change, change agents may 
step in and make minor modifications in reaction to internal or external disturbances during 
times of equilibrium, but these interventions won't significantly alter the organization's 
underlying structure.The punctuated equilibrium paradigm states that organisations are 
difficult to change during equilibrium periods because of factors of inertia that seek to 
preserve the status quo. As long as the deep structure is intact, the system will not be able to 
generate alternatives outside of its own confines, according to Gersick. Furthermore, any 
deviations that do occur may be brought back into alignment by these inertial forces. 
Cognitive frameworks and obligations are three types of inertia that may be caused. Gersick 
identified these three types of inertia.  

Members of an organisation often create common mental models and cognitive frameworks 
that affect how they see the world and learn. Shared mental models may force people to only 
think within the frame. In periods of equilibrium, assumptions about the organization's theory 
of business frequently go unchallenged and organisational members fail to give enough 
attention to the possibility of doing things differently or even doing different things. With 
regard to change, attention may be limited to looking for ways to do things better.Change 
might also be impeded by obligations. Even if a system can get past its own cognitive and 
motivational obstacles to realizing the need for change, Tushman and Romanelli note that the 
networks of interdependent resource relationships, such as relationships with suppliers, and 
value commitments generated by its structure will frequently prevent it from being able to 
achieve the necessary change. This perspective lends credence to Greenwood and Hining's 
claim that an organization's embeddedness in norms might impede transformation, at least in 
part.Discontinuous change episodes happen when a radical transition is sparked by inertia, or 
an organization's failure to adapt as quickly as its surroundings. 

Revolutionary Periods  

The defining characteristic of the punctuated equilibrium paradigm, according to Gersick, is 
that organisations do not change from one kind of game to another by gradual transitions. 
This is due to resistance to change, which, according to Romanelli and Tushman, inhibits tiny 
changes in organisational units from taking root and significantly impacting activity in 
connected subunits. Small adjustments thus do not gradually add up to overhaul the 
organisation. Weick and Quinn point out that punctuated equilibrium theorists contend that 
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revolutionary change events take place at times of divergence, when there is a rising 
misalignment between the underlying structure of an organisation and the expectations of the 
external world. As short-term adaptations are attempted in order to reach greater levels of 
efficiency, they claim that the metaphor of the company represented by episodic change is an 
organisation that contains a collection of interdependencies that converge and tighten get 
more tightly matched. The organisation is sluggish to respond to environmental change as a 
result of this emphasis on internal alignment, which diverts attention from the requirement to 
maintain alignment with the external environment.  

Up until a misalignment causes significant changes, inertia sustains the equilibrium Lewin 
referred to as a stable, quasi-stationary condition. The organisation must change for the better 
if it is to go ahead. According to Gersick, deep structures can only be transformed through a 
process of complete upheaval. In order to achieve any fundamental change, the deep 
structures must first be destroyed, temporarily causing the system to be disorganized. The 
system may then be reconfigured to work in accordance with a new set of rules by 
reassembling a portion of its old components with some new ones.A new equilibrium is made 
possible by this process of revolutionary upheaval and organisational transformation. This 
new equilibrium, however, gives birth to another time of relative stability, which is followed 
by yet another period of revolutionary upheaval because of forces of resistance that prevent 
ongoing adaptation.  

This process, which is one of punctuated equilibrium, is still in progress.According to 
proponents of the punctuated equilibrium paradigm, revolutionary moments may have an 
impact on a single organisation or an entire industry. The UK's energy supply business is one 
example of an entire industry that had to adapt its fundamental makeup. When the 
conservative administration made the decision to privatise the sector, a new playing field and 
a new set of regulations were established for all the utility businesses operating in the market. 
When Marks & Spencer discovered that it was out of sync with its environment and 
underperforming other top retailers even after a protracted period of incremental 
improvement, it realized that it needed to reinvent itself. 

CONCLUSION 

Deep structures, equilibrium, and revolutionary epochs are crucial concepts in social and 
organizational development. Deep structures are the underlying ideals, principles, and 
presumptions that influence people's behaviors and decision-making processes. They provide 
stability and continuity within a system, while equilibrium preserves order and predictability. 
However, when equilibrium is insufficient, revolutionary eras occur, characterized by 
significant ruptures or shocks that disrupt existing deep structures and power dynamics. 
These tumultuous and unexpected periods can spark creativity, reworking established 
structures, and promoting paradigm shifts. Conflict, opposition, and uncertainty may also 
arise as existing interests and deep structures struggle to maintain power. 
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ABSTRACT: 
The punctuated equilibrium paradigm suggests that evolution and transformation occur in 
irregular spurts separated by prolonged periods of stability. This perspective is supported by 
various academic fields, including evolutionary biology, paleontology, sociology, and 
organizational theory. Fossil record and evolutionary biology provide evidence for 
punctuated equilibrium, as species often experience stasis and rapid evolutionary change, 
challenging the idea of slow, steady evolution. Social revolutions, such as the Civil Rights 
Movement, Industrial Revolution, and the Internet, also support punctuated equilibrium in 
sociology, as they disrupt societal conventions and systems, leading to significant changes in 
society. 
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INTRODUCTION 

The punctuated equilibrium paradigm is supported by several case studies. According to 
Pettigrew, ICI underwent alteration between 1969 and 1986. He discovered that periods of 
drastic transformation were alternated with times of gradual adjustment and that changes in 
basic beliefs came before changes in organisational structure and corporate strategy. In their 
analysis of the growth of AT&T, General Radio, Citibank, and Prime Computers, Tushman et 
al. noted instances when organisational systems, structures, and tactics converged to be more 
in line with the core purposes of these companies. They also noted that these times of 
stability were interspersed by short bursts of powerful and widespread change, which resulted 
in the formulation of fresh missions and the beginning of fresh equilibrium periods[1]-[4].  

The Nature of Change Confronting Most Organizations 

According to Dunphy, people's inability to build a continually adaptable organization 
sometimes referred to as a learning organization causes planned change to occur. The ideal 
organisation, according to Weick and Quinn, would be similar to the successful self-
organizing and highly flexible businesses that Brown and Eisenhardt discovered in the 
computer sector. However, although some organisations could reach this goal and develop 
double-loop collective learning capabilities to the point where they are seldom out of 
alignment with their environment, most do not. If they last long enough, the majority of 
organisations go through episodic change, which alternates between relatively lengthy 
stretches of constant incremental progress and brief bursts of discontinuous revolutionary 
transformation[5]–[7].Organisations that may not undergo periods of discontinuous change 
fall into three broad categories: 

1. The many types of self-organizing, dynamic learning organisations that Brown and 
Eisenhardt discovered. 

2. Businesses engaged in slow-moving or specialised markets where they have not yet 
experienced the type of environmental change necessitating the transformation of 
their underlying structures. 
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3. Organisations that can go on operating without changing because they have enough 
fat to withstand the inefficiencies brought on by misalignment. 

4. In most organisations, change manifests itself as a pattern of punctuated equilibrium, 
with these two exceptions. 

The punctuated equilibrium paradigm states that organisations go through two different forms 
of change: 

1. Incremental change this takes place over the comparatively lengthy periods of 
equilibrium and is connected to extrapolating historical patterns, improving processes, 
and ensuring efficiency. 

2. Transformational transformation this takes place during moments of unrest when the 
organization's external environment is so out of alignment with it that it cannot 
continue as it has in the past due to inertia's effects and a refusal to see the need for 
change. 

3. The research conducted by Tushman and colleagues, which is summarized in Nadler 
and Tushman, indicates that most businesses not only experience periods of 
incremental and transformational change, but also this pattern of change repeats itself 
with some regularity patterns differ across industries; for instance, periods of 
discontinuity may occur on a 30-year cycle in cement, but a 5-year cycle in 
minicomputers. 

The rate of change is accelerating and the space between times of discontinuity is shrinking 
in practically all sectors.This last argument is significant because it foretells that all managers 
would be required to manage both incremental and transformative change to an ever-
increasing extent. Not all organisations can navigate periods of discontinuity, and those that 
are unable to change may disband or be bought out by rival organisations. Foster and Kaplan 
provide ominous proof of the consequences of not adapting. Between 1917 and 1987, they 
discuss changes to the Forbes top 100 firms. Only 18 of the initial 100 firms were remained 
on the list in 1987, and 61 of them were no longer in business. 

The Possibility of Anticipating Change 

Sometimes seeing the need for change is rather simple. For instance, businesses operating in 
the European Union may foresee the effects of new legislation that are now being negotiated 
in Brussels if they pay close attention. Companies that operate in margin-constrained markets 
might foresee the need to increase efficiency or find new revenue sources. However, there are 
times when organisations must deal with unforeseen developments, such as the 2008 
economic crisis, the aftermath of the 9/11 terrorist attacks, or the SARS pandemic of 2002–
2003.Compared to other organisations, some are far better at foreseeing the need for 
change[8], [9]. They take initiative. They look for prospective dangers and openings. They 
plan for potentially unstable circumstances or think forward to any modifications they may 
make to obtain a competitive edge. Other businesses are far more reactive and only take 
action when there is a real, urgent need to do so.The more alternatives’ managers have when 
selecting how to handle a need, whether it be for incremental or transformative change, the 
sooner the need is recognised. Managers are often limited in what they can accomplish when 
they are compelled to respond to an immediate and compelling demand for change.For 
instance: 

1. There won't be enough time to involve many people. Involving people and 
encouraging participation in the change process can aid diagnosis, reduce resistance, 
and increase commitment, but this also takes time. 

2. There won't be much time to experiment. Early movers not only have time, but also 
are more likely to be proactive and anticipate the need for change. Finding original 
ideas is more challenging when a change is urgently required. 
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3. Late movers may have limited ability to affect changes in markets and technology. 
Early movers may have chance to obtain competitive advantage by inventing and 
protecting their innovative goods or technologies, such as via patents. 

DISCUSSION 

A Typology of Organizational Change 

A helpful typology of organisational change can be created by combining two of the 
previously discussed dimensions of change: the degree to which change involves incremental 
adjustment or transformational change, and the degree to which the organization's response to 
an opportunity or threat is proactive or reactive. Change that takes place even when it's not 
immediately necessary. It entails looking for more effective ways to realise and defend the 
strategic goal, such as enhancing policies, techniques, and procedures; implementing new 
technology; revamping processes to save costs, time to market, and so forth; or raising up 
personnel with the necessary competencies. Most organisations spend a lot of time fine-
tuning their operations. This kind of change is often started internally in order to make tiny 
modifications to keep the organization's internal components and its strategy aligned with the 
external environment. 

Adaptation a step-by-step, adaptable reaction to an urgent external need for change. It can 
include reacting to a competitor's effective new marketing plan or a shift in the availability of 
a crucial resource. In order to stay competitive, it essentially entails doing more of the same 
but better. When one business, like Nestlé, is compelled to react to a move made by another, 
like Mars, which may have raised the size or decreased the price of certain of its 
confectionery items, that is an example of adaptive change. This kind of change does not 
involve doing something essentially different or in a fundamentally new manner. While 
tuning and adaptation may include both subtle and significant adjustments, they both take 
place within the same framework and are constrained by the current paradigm. On the other 
hand, reorientation and re-creation are sorts of change that, to use Gersick's example, target 
the playing field and the rules of the game rather than the manner in which a specific game is 
played. They include changing the organisation and defying convention in order to carry out 
new or alternative activities. 

Reorientation involves changing how the business is defined. It is started in anticipation of 
potential possibilities or issues in the future. The objective is to guarantee future alignment 
and effectiveness for the organisation. The frame may need to be changed, but because the 
requirement for modification has been foreseen, this might include bending the frame 
continuously over time. In the middle of the 1980s, Nestlé provided an excellent illustration 
of reorientation. When it was performing well, it started a significant transformation project 
to make sure that over the long term, it would stay in line with its environment. In order to 
determine which industries, it should operate in, it started a top-down assessment. Should it, 
for instance, continue producing baked beans in the pet food industry when the margins on 
that product were shrinking, or should it, as a significant purchaser of cans and glassware, 
produce its own or buy them in on a just-in-time basis? Additionally, a significant initiative to 
redesign the supply chain for the whole company as well as a bottom-up evaluation of the 
added value provided by each primary activity were started. British Gas is yet another 
example.  

The corporation was sent to the Monopolies and Mergers Commission after being privatized 
as a monopoly gas provider. The leadership team understood that the firm would be 
compelled to adapt and maybe be disbanded when the commission presented its findings. A 
group of 10 top managers were assembled to investigate and test potential outcomes and aid 
the organisation in building the capacity to react to the unavoidable but as of yet unidentified 
changes it would have to confront. Senior management may need to put in a lot of effort as in 
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the case of British Gas to instill a sense of urgency and win general support of the need to be 
ready for change in situations where the need for change is not universally apparent and may 
not be seen as urgent by many. Re-Creation a reactive transformation that includes quickly 
and simultaneously changing all of the organization's fundamental components in order to 
alter it. It always entails organisational frame breaking and the annihilation of certain system 
components, according to Nadler and Tushman. It may cause confusion. When Lee Iacocca 
took over as Chrysler's new CEO, he made several changes that are often highlighted as an 
example of this sort of transition. He started a process of radical reform that includes 
changing the majority of the executive team, pulling the business out of the market for big 
cars, and selling off several international businesses.  

Implication of These Different Types of Change management Practice 

As will be covered below, different forms of change may have an impact on the locus for 
change, the emphasis of change efforts, and the order of phases in the change process.  

The Focus for Change Efforts 

With incremental change, the goal is to enhance internal alignment between already-existing 
organisational components in order to perform tasks more effectively and increase 
organisational efficiency. In order to realign the organisation with its changing environment, 
transformational change seeks a new configuration of organisational components. As 
previously said, this often results in doing things differently or differently. 

The Sequence of Activities Required to Achieve a Desired Outcome 

One of the main obstacles to change might be inertia. Interdependencies between job 
functions, departments, procedures, technologies, customers, and suppliers tighten as an 
organisation moves through an equilibrium phase, ideologies that dictate the best way to 
operate are more widely accepted, and resistance to change is strengthened by concern over 
losing benefits from the status quo. Thus, equilibrium breaking also known as unfreezing 
according to Lewin is the first stage of the change process. By unfreezing, the organisation is 
able to shift to a new state and enter a new phase. Unfreezing is a crucial initial stage in the 
change process since certain stakeholders will likely fight most forms of change.  

The problem might not be overcoming inertia and unfreezing the organisation, but rather 
reviewing and rerouting the continuous process of change that is already under way in a small 
percentage of situations where constantly adapting organizations are operating in high-
velocity environments.According to Weick and Quinn, the proper change sequence needed to 
reroute this type of continuous change begins with freezing in order to take stock and 
highlight what is occurring, then moves on to rebalancing, which entails reinterpreting history 
and resequencing patterns so that they unfold without as many roadblocks, before concluding 
with unfreezing to resume improvisation, translation, and learning in ways that are more 
mindful of sequence. 

The Locus for Change 

According to Nadler and Tushman, the degree of the change that is, its level of trauma and 
dislocations a key element in deciding how it will be handled. In light of the change typology 
described. More effort goes into transformational change than into incremental change. 
Gerick noted that organisational members, including senior managers, experience 
uncertainty, frequently accompanied by strong emotions, during transformational change 
because organisations are no longer directed by their old deep structures and do not yet have 
future directions. The intensity of reactive change is higher than proactive change. According 
to Nadler and Tushman, everyone is aware that failure might endanger life during reactive 
change. Additionally, organisational members could discover that their efforts are limited by 
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time constraints and often by a lack of resources. The least intensive is tuning, they continue, 
followed by adaptability. Reorientation causes an increase in intensity, while re-creation 
causes the biggest increase in intensity.  

Their major claim is that local leaders can often manage change when its intensity is modest 
by employing project management and other types of implementations associated with 
standard management practises. Up to a point when it cannot simply be handled using regular 
management methods, the burden of change management grows along with the intensity of 
change. Senior management often develops particular structures and responsibilities to ease 
the process when the intensity of change reaches this level. They may even employ an 
internal or external change agent to support the transformation. This kind of change 
management is referred to as transition management by Nadler and Tushman. It entails using 
tools built especially for managing a particular transition. The senior staff takes a supportive 
role, and business as usual is maintained at the organisation. If the change is significant 
enough, it could be included on the senior team's agenda as one of many critical issues that 
must be examined and handled over time. The CEO takes on responsibility for leading the 
change rather than delegating it to others when the severity of the changes grows, however, 
and change management is no longer simply one of the things on the executive team's 
agenda. 

New Patterns of Change 

This pattern of change may not be brand-new, according to Gersick's multi-level and multi-
domain examination of punctuated equilibrium. The way that people are perceiving it is what 
is novel. Many individuals could work their whole working lives in organisations that were 
never noticeably out of sync with their surroundings when change was happening at a slower 
rate. As a result, their exposure to organisational change could have been limited to gradual 
adjusting and fine-tuning. The only route ahead, however, is some kind of dramatic reform 
since more organisations than ever before have gone through phases of strategic drift and 
misalignment with their environment. 

For managers, managing change presents several difficulties. Burnes makes the following 
observation. Managing and transforming organisations seems to be growing more complex 
rather than less so, and more crucial rather than less so. There is no question that the capacity 
to manage change effectively has to be a key competency for organisations given the 
continuously changing environment in which they operate. Many change projects some 
would even say the majority of them fail to provide the desired results. The inability to see 
the need for change at an early enough stage is one of the causes of this. We'll go into greater 
depth on accepting the need for change and beginning the change process.A collection of 
case studies illustrating how organisations have adjusted to shifting conditions concludes this 
chapter. You are encouraged to think about this chapter's material and how it relates to these 
situations. 

CONCLUSION 

In conclusion, the discovery of novel patterns of change casts doubts on conventional ideas of 
linear development and emphasises the dynamic and intricate character of change processes. 
For successfully navigating and managing change, it is important to recognised that it often 
happens via S-curves, ripple effects, resistance and adaptation, boomerang effects, emergent 
change, deep structures, equilibrium, revolutionary periods, and punctuated equilibrium. In a 
world that is always changing, adopting these new patterns enables people, organisations, and 
society to embrace flexibility, adaptation, and creativity, resulting in more effective and long-
lasting improvements. We may better negotiate the complexity of our linked and fast 
changing world and seize the chances for growth and development that change brings by 
embracing these new patterns of change. 



 
34 Change Management  

REFERENCES: 

[1] B. Van Bocxlaer, D. Van Damme, and C. S. Feibel, “Gradual versus punctuated 
equilibrium evolution in the Turkana Basin molluscs: Evolutionary events or 
biological invasions?,” Evolution (N. Y)., 2008, doi: 10.1111/j.1558-
5646.2007.00296.x. 

[2] D. Bejou and A. Bejou, “Shared Governance and Punctuated Equilibrium in Higher 
Education: The Case for Student Recruitment, Retention, and Graduation,” J. Relatsh. 

Mark., 2012, doi: 10.1080/15332667.2012.736072. 

[3] R. Guerrero, L. Margulis, and M. Berlanga, “Symbiogenesis: The holobiont as a unit 
of evolution,” Int. Microbiol., 2013, doi: 10.2436/20.1501.01.188. 

[4] C. Parsons and B. Fidler, “A new theory of educational change - Punctuated 
equilibrium: The case of the internationalisation of higher education institutions,” Br. 

J. Educ. Stud., 2005, doi: 10.1111/j.1467-8527.2005.00306.x. 

[5] A. H. Salden and M. Kempen, “Sustainable cybernetics systems: Backbones of 
ambient intelligent environments,” in Ambient Intelligence: A Novel Paradigm, 2005. 
doi: 10.1007/0-387-22991-4_11. 

[6] “The Open Source Paradigm Shift,” in Perspectives on Free and Open Source 

Software, 2019. doi: 10.7551/mitpress/5326.003.0032. 

[7] Y. P. Shimansky, “Adaptive force produced by stress-induced regulation of random 
variation intensity,” Biol. Cybern., 2010, doi: 10.1007/s00422-010-0387-5. 

[8] R. A. Fortey, “Seeing is believing: gradualism and punctuated equilibria in the fossil 
record,” Sci. Prog., 1988. 

[9] W. L. BROWN, “Punctuated equilibrium excused: the original examples fail to 
support it,” Biol. J. Linn. Soc., 1987, doi: 10.1111/j.1095-8312.1987.tb01999.x. 

 

  



 
35 Change Management  

CHAPTER 6 
IDENTIFYING THE CATALYST: RECOGNIZING 

THE NEED FOR CHANGE 

Ms. Navita Roy, Assistant Professor 
School of Business and Management, Jaipur National University, Jaipur, India 

Email Id-navitaroy27@jnujaipur.ac.in 

 

ABSTRACT: 
Recognizing a need or opportunity for change is crucial for effective transformations within 
organizations and people. This involves understanding the existing condition, critically 
evaluating current systems, procedures, and results, and analyzing obstacles and constraints. 
Staying updated on new trends, technology, market trends, and client wants is essential for 
identifying areas for change. Actively seeking information and being open to input from 
stakeholders is also crucial. Being receptive to criticism and fostering a culture that values 
feedback and cooperation is essential for effective implementation. A forward-thinking 
attitude is essential, imagining a preferred future state and coordinating it with tactical goals 
and objectives. This forward-looking perspective enables people and organizations to foresee 
difficulties or disruptions and proactively seek new solutions or chances for progress. 
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INTRODUCTION 

The external environment of an organisation contains many of the possibilities and challenges 
that cause change, but some of these come from inside the system itself. This chapter 
examines a variety of internal and external causes of change and looks at some of the 
problems that might make it difficult for an organisation to see when a change is necessary or 
possible.When it comes to seeing chances and dangers in the outside world, some managers 
seem to be more adept than others. Successful businesspeople seem to be especially adept at 
doing this, using intuition to spot possibilities when others perceive just chaos, 
inconsistencies, and uncertainty. However, there are certain helpful analytical tools that 
anybody may utilise to aid in their search for possibilities and hazards in the external 
world[1]-[4]. An analytical technique known by the abbreviation PEST focuses emphasis on 
technical, social, political, and economic changes that managers should be aware of: 

1. Political Factors:they include new laws regulating markets in industries like banking, 
telecommunications, and broadcasting; fiscal policies; environmental management; 
consumer protection; and employment. Companies that do business internationally 
need to be mindful of how potential regulatory changes or shifts in the degree of 
political stability throughout the globe may affect their operations. 

2. Economic Factors:they include things like the credit crunch's continuing effects, 
currency rates, financing costs, changes in disposable income levels, raw material 
costs, supply security concerns, new rivals, and the trade cycle. 

3. Sociocultural Variables:Demographic trends like a decline in the birth rate or an 
ageing population are examples of sociocultural variables. The availability of skilled 
workers, spending habits, and other factors may be impacted by changing attitudes 
about education, training, employment, and leisure. Business ethics and how business 
is conducted throughout the globe may be influenced by cultural variables. 

4. Technological Factors:these include things like the amount of money competitors 
are investing in R&D and the results of that investment, the availability of new 
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materials, goods, production methods, distribution channels, etc., the rate of 
obsolescence, and the requirement to reinvest in infrastructure and personnel. 

Strebel created a model that managers may use to foresee environmental technical and 
economic changes and to assist them in implementing adjustments that would allow their 
business to stay one step ahead of the competition. He contends that competitive conduct 
evolves in a cycle, with distinct stages of the cycle distinguished by breakpoints. He adds that 
these break moments might be anticipated in advance if competition tendencies are properly 
monitored. Innovation and efficiency are the two stages of the cycle (see Figure 1).Beginning 
when an invention by one rival is seen to present a new business opportunity, the inventive 
phase of the cycle is characterised by a dramatic increase in divergence between what 
competitors are providing. As a result, there is an increase in the range of offers products and 
services offered to clients. This cycle continues until there is little room for further innovation 
that adds much value for suppliers or clients. As rivals copy the finest elements of earlier 
breakthroughs, the divergence of products starts to decrease at this stage[5]–[7]. 

 

Figure 1: Strebel’s Cycle of Competitive Behavior [Research Gate. Net]. 

When one or more providers start focusing on efficiency rather than innovation, the cycle's 
next phase starts. Cost cutting is seen as the best way to keep market share and boost profits. 
By enhancing systems and procedures, they lower the cost of delivery. Every stage of the 
cycle might provide opportunities to certain people while posing hazards to others. Only the 
strongest competitors remain throughout the cycle's efficiency phase, and ineffective rivals 
are forced out of business.The cycle will repeat again after the majority of the options for 
acquiring competitive advantage via efficiency improvement have been taken advantage of. 
According to Strebel, convergence, which occurs when organisations focus on efficiency, is 
typically easier to predict than divergence because it involves a move towards greater 
similarity among already-existing products and services, whereas divergence is based on 
potential new offerings, the existence of which may not be known until a competitor makes 
them available to customers. Managers need to think about internal alignment and how 
internal misalignments might lead to change. Up to this point in the debate, the organization's 
alignment with its external environment has received the majority of emphasis. 

Internal Sources of Change 

Greiner warns managers against the risk of focusing only on the now and the future. He 
claims that rather to current events and external dynamics, many organizations’ most serious 
issues are more closely tied to the organization's previous actions. According to his theory, 
organisations grow over the course of five predictable phases, and each stage carries with it a 
specific set of alignment-related problems that must be controlled if the organisation is to be 
successful. According to Greiner, each stage of an organization's life cycle entails a 



 
37 Change Management  

protracted time of evolutionary development, during which changes are often subtle and 
gradual, and these stages each bring about their own crisis caused by internal misalignments, 
which is followed by a period of upheaval and revolution. Greiner contends that internal 
issues are what lead to crises and produce discontinuous change, contrary to Romanelli and 
Tushman, who hold that times of discontinuous revolutionary change are caused by changes 
in the external environment (see Figure 2). Whether the organisation survives and advances 
to the next stage of evolutionary development depends on how these crises are handled. 
Managers must be aware of where their organisations, as well as the individual elements 
within the organisation, are in relation to the five phases of growth and be able to identify the 
types of issues that need attention[8]–[10]. 

Greiner said that each stage of evolution is marked by a dominant management style, and 
each revolution is marked by a dominant management issue that must be fixed if the 
organisation is to advance. There are five phases: 

1. Growth through creativity leading to a crisis of leadership. Most businesses first focus 
on finding a market and developing a product. The organization's structure, 
procedures, and culture tend to be informal, and the founders are often technically 
adept and enterprising. But as the company expands, the need for greater expertise in 
manufacturing efficiency, more expert systems for keeping financial control, and 
more formal methods for managing and training employees results in a leadership 
crisis. The firm needs a new management and leadership style, but the founders may 
not be able to provide it. Sometimes the founders' hiring of a capable outside business 
manager is the only viable option. For instance, when Larry Page and Sergey Brin 
founded Google, they hired Eric Schmidt to lead the firm. 

2. Growth through direction leading to a crisis of autonomy. A functional organisational 
structure, a defined hierarchy, more formal communication channels, and advanced 
accounting, inventory control, and production systems are often developed by 
organisations during the second phase of expansion. Even while this higher level of 
organisation and direction increases efficiency, as the organisation expands, it 
ultimately loses effectiveness due to factors like lengthy communication chains that 
delay decision-making and defined processes that inhibit capable individuals from 
taking initiative. Demands for more autonomy follow from this. 

3. Growth through delegation leading to a crisis of control. There are several advantages 
to delegation. Lower-level employees are motivated, and supervisors working in a 
decentralised organisational structure may take action more quickly. But with time, 
they start to lose sight of the big picture, adopt local perspectives, and operate too 
autonomously. The organisation as a whole has to coordinate more effectively as a 
result of this. 

4. Growth through coordination leading to a crisis of ‘red tape’. The use of formal 
structures and processes enables better coordination. While these efforts unite many 
departments, work groups, and functions behind corporate objectives, the 
organization's gradual bureaucratization ultimately stifles innovation and chokes 
progress. 

5. Growth through collaboration: The development of interpersonal skills, matrix and 
network structures, and related systems allow individuals to collaborate in ways that 
depend more on social control and self-discipline than formal control and tight 
supervision from above, so promoting more spontaneity. 

Greiner's five stages of evolutionary progression, which are characterized by an ongoing 
stream of low-intensity incremental changes, are shown in Figure 2 and mapped onto the 
punctuated equilibrium pattern seen in Figure 2 previously. times of revolutionary upheaval 
are interspersed between times of stability, and if the organization is to survive and thrive, 



 
38 Change Management  

these eras must be effectively navigated.Greiner contends that when organisations reach the 
end of one of the evolutionary phases and enter a period of crisis revolution, the crucial task 
for change managers is to be aware of the organization's history and current stage of 
development and identify the new set of organisation practises that will pave the way into the 
next phase of evolutionary growth.  

 

Figure 2: Represting the internal factors triggering discontinuous change[Research 

Gate.Net]. 

DISCUSSION 

Recognizing the Need for Change 

The efficiency of an organisation may be harmed by internal and external misalignments 
caused by a failure to see the need for change. According to Hickman and Silva, the majority 
of failing organisations are oblivious to their own issues, and they contend that in most 
instances, this is why they are suffering rather than their inability to remedy them. 
Organisations must cultivate a culture of vigilance, as described by Egan, but vigilance can 
be undermined by a variety of factors, including cognitive biases, retrospective rationality 
and the need to defend prior choices, as well as short-term perspectives that encourage 
managers to stick with a successful formula for too long and pay insufficient attention to how 
the situation may change over a longer time frame. 

Organizational Path Dependence and the Trap of Success 

Sydow et al. 's idea of organisational path dependency is supported by Nadler and Shaw, who 
note that one of the ironies of organisational life is that success often creates the conditions 
for failure. This is so because successful organisations tend to lock their managers into the 
conduct patterns that led to the success in the first place. These tendencies are seldom 
questioned since they become institutionalized or defined. Nadler and Shaw further develop 
their case with the claim that expansion often results in complexity and increased 
differentiation. As a result, focus moves from managing the organization's existing ties with 
its environment which are assumed to be successful to managing new and more complicated 
relationships inside the organisation. Less attention is paid to customers and suppliers, and 
inadequate attention is paid to competitor organizations’ competitive advantages, such as 
lower costs or faster time to market as occurred to M&S and was addressed. When internal 
concentration and complacency result in poor performance, an organisation may act as 
though the answer is to keep doing what worked in the past. According to Nadler and Shaw, 
the organisation has become learning disabled. Managers lose their ability to look beyond 
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themselves, reflect on their successes and failures, embrace new ideas, and gain fresh 
insights. The 'death spiral' is what they refer to as the ultimate result of this success trap if left 
unchecked. 

Improving the Organization’s Ability to Sense the Need for Change 

When people see and react to what they consider to be major external or organisational 
events, they begin to feel the need for change and create a change agenda. Pitt et al. note that 
while the signals or occurrences that prompt people to see a problem as significant or urgent 
may sometimes be comparatively weak, some people are nonetheless able to foresee the 
ramifications of these signals based on their intuition and context-specific experience. 

Attending to Indicators of Effectiveness 

Managers are in charge of making sure that the company, or the area within the company, 
operates efficiently. The need for change is indicated by discrepancies between actual and 
desired levels of performance, but issues can occur when these discrepancies go unnoticed 
because managers focus on a small number of indicators while ignoring others that may be 
equally or even more crucial. You may want to revisit these signs after finishing this chapter 
to see if any of them need revision. When evaluating performance, managers may need to 
consider a number of aspects, such as: 

1. Purpose: Profit is one of the primary measures of effectiveness used by many 
businesses, however not all businesses may utilise this measure. Profitability may not 
be seen as a crucial sign of efficacy, even if it may be required for the survival of 
organizations like religious orders, universities, hospitals, or charities. For instance, 
waiting times and death rates may be used as metrics to assess hospital performance 
in the British NHS rather than 'profit'. Performance indicators that represent an 
organization's mission are important for change managers to pay attention to. 

2. Stakeholder Perspective: Different stakeholders often use different indicators to 
assess an organization’s effectiveness. For stockholders, profit could be more 
significant than for employees. Suppliers, clients, staff, and members of the general 
public impacted by the goods, services, and pollution created by an organization will 
all have different opinions on what factors should be considered when determining 
whether or not it is successful. When John Birt joined the BBC, he believed that the 
organization's sustainability was in jeopardy because programmers were ignoring 
some of the major stakeholders. 

3. Level of Assessment: At several levels, such as the organization, subunit, or 
individual employee, effectiveness may be evaluated. If you just focus on overall 
performance, you risk missing significant organizational inefficiencies. 

4. Alignment: Effectiveness evaluations must be coordinated from top to bottom and 
across the organization. The indications of departmental effectiveness must be in 
alignment with the indicators of organizational effectiveness, which must be in 
alignment with the indicators of individual and group effectiveness. 

5. Time Perspective: Profitability has previously been mentioned as a potential 
beneficial indication of organisational performance in specific circumstances. 
Although organisation A is now more lucrative than organisation B, this does not 
always that A is the most efficient company. In order to invest in new equipment, 
product development, and staff training in the hope that doing so would assist to 
assure survival and growth over the long term, Organisation B may now suffer greater 
expenses and lower earnings. This has the conclusion that while evaluating the 
efficiency of specific departments or the organisation as a whole, organisational 
leaders must consider the temporal perspective. 
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6. Benchmark: Effectiveness is often measured in terms of some output-to-input ratio, 
such the quantity produced per person-hour. Any gain in output while maintaining or 
reducing inputs is said to signify better efficacy, and vice versa. It is necessary to use 
a benchmark or standard when doing this sort of evaluation. For instance, the 
adoption of a novel and widely used production technology may have resulted in 
efficiency advantages for all manufacturers within a certain product category or 
industrial sector. In this situation, comparing one producer's performance against that 
of other producers may be necessary to determine if that producer's efficacy has been 
maintained or increased. Although a corporation could have increased its output-to-
input ratio and hence its efficiency, it might have done so at a slower rate than other 
manufacturers of similar goods. In certain situations, the business can be judged to be 
less effective than similar businesses yet more efficient than it was before. 

7. Constraining and enabling factors: Additionally, any limitations or enabling 
elements that enhance performance in comparison to similar other organisations must 
be taken into consideration. The new production technology mentioned above may 
emit harmful pollutants at levels higher than those allowed by environmental rules. 
These rules could only be applicable to a small portion of producers in a certain area 
or nation. Despite the fact that a producer in these conditions may not be able to 
increase output-to-input ratios as much as some of its rivals, it may still be successful 
in modifying its production processes in a way that enables it to adopt new 
manufacturing technology and increase efficiency sufficiently to produce enough 
profit to survive. If this response hadn't been given, the firm may have gone out of 
business. It can be considered a successful organisation if it can reduce the impact of 
the restriction imposed by environmental regulations. 

Summarizing the discussion thus far, it can be said that those who evaluate effectiveness 
must consider the following factors: 

1. Purpose and desired outcomes.  
2. Stake-holder perspective.  
3. Level of assessment. 
4. Alignment of the various indicators used at different levels and across different 

functions. 

Short, medium, or long-term time frames are set, and benchmark standards are used. 
Performance is also affected by any unique limitations or enabling variables. Those who 
evaluate performance may fail to recognised issues and recognised the need for change in a 
timely manner if any of these elements are neglected. 

CONCLUSION 

A critical first step in both personal and professional development is seeing a need or 
opportunity for change. It entails admitting that the situation or strategy is not ideal right now 
and figuring out how to make it better.  

Individuals and organisations become more receptive to new ideas, creativity, and 
constructive transformation when they see a need or opportunity for change. This awareness 
enables the creation of efficient plans, the carrying out of required changes, and the pursuit of 
desired results. In the end, accepting change may result in more success, fulfilment, and a 
brighter future. 
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ABSTRACT: 
An important turning point that prepares organisations for effective transformation is the 
beginning of the change process under change management. It entails making conscious 
decisions about how to start and manage the transition from the present condition to the 
desired future one. Strong leadership, efficient communication, and meticulous preparation 
are required for this key phase. Organisations may mobilize their workforce, coordinate 
activities, and foster a feeling of urgency by clearly identifying the vision, goals, and scope of 
the change. It is crucial to include important stakeholders, deal with opposition, and provide 
the required resources and assistance. A methodical approach, flexibility, and an emphasis on 
continual development are necessary when beginning the change process. It establishes the 
groundwork for a seamless changeover, encourages employee participation, and raises the 
probability of obtaining the intended results. 
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INTRODUCTION 

Some of the problems with commencing the change process are discussed in this chapter. The 
most crucial step is turning a desire for change into a necessity for change. Because they don't 
believe they and others can affect change, organisational members may be unwilling to seek 
it. This chapter uses a voluntaristic approach and contends that, in the majority of situations, 
organisational members are not helpless puppets unable to bring about change but rather are 
autonomous agents able to make significant contributions. They need ideas and theories that 
will help them comprehend how things may change and how to intervene in order to achieve 
this, but they also need to have faith in their own and other people's capacity to influence 
outcomes. The last section of this chapter examines who should be in charge of the change 
and how those individuals might create productive change partnerships[1]–[4].  

Believes About Change Agency 

The capacity of a manager or other change agent to influence how an organisation reacts to 
opportunities and risks is referred to as change agency. The manager and other organisational 
members are portrayed in one method of studying change and change management as 
puppets who are impacted by change rather than as agents who can start and secure change. 
Wilson refers to this strategy as determinism. 

The Deterministic View 

According to the deterministic viewpoint, a manager's power to affect change is constrained 
since the primary influencing factors are outside of the organisation and the managers' areas 
of strategic decision-making. Wilson points out that proponents of this approach see 
organisations as interconnected parts of a larger open system and believe that the qualities of 
these broader organization-environment links are what ultimately determine how strategically 
a company will evolve. For instance, even the best CEOs may find it difficult to turn around 
the organization's fortunes in the short term when confronted with a sharp decline in the trade 
cycle or unfavourable currency rates. When discussing how, in certain situations, an 
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organization's institutional framework might restrict the opportunities for change, particularly 
when the organisation is integrated in a larger system with closely connected linkages, 
Greenwood and Hinings reaffirm this point of view. The deterministic function of the 
environment as a constraint on management activity is one of the areas on which academics 
of organisational ecology and classical industrial organisation may agree, according to 
Mellahi and Wilkinson[5]–[7]. 

The Voluntarist View 

The voluntarist perspective opposes the premise that managers have no control and supports 
the idea of built pathways. Supporters of this viewpoint believe that managers and other 
organisational members are the key decision-makers who define the organization's future. 
The strategic choice framework stresses managers' capacity for decision-making and offers a 
concrete illustration of how the voluntarist approach may be effective. It questions the 
concept that there is a perfect organisation and a perfect management style. It acknowledges 
functional equivalents and the potential for equifinality, which allows for a range of various 
approaches to accomplish organisational goals. The calibre of the strategic decisions made by 
members of the dominant coalition is one of the important criteria that defines an 
organization's performance. According to this strategy, managers may act to bring about 
change in ways that would either strengthen or weaken organisational performance. It places 
a strong emphasis on the importance of human agency. 

Raynor et al. warn against drawing conclusions about how persons in charge of a change 
should behave from success studies since not all successes can be attributable to human 
initiative. Results may also be impacted by random variables. They contend that a few of the 
businesses included in management classics like In Search of Excellence and Good to Great 
could have just been fortunate. By recounting an experiment that one of them carried out at 
the start of her strategic management class, Raynor et al. show how easy we might give in to 
the urge to explain supposedly important results that are completely random. She calls on 
everyone in the room to rise up as she begins class and orders them to throw a coin. They are 
instructed to sit down if the coin comes up tails, but to rise if it comes up heads: 

The class has around seventy (70) people, so after six or seven rounds, there is only one 
person still standing. I approach the pupil and inquire;how did you do that? with the right 
theatrics. Seven consecutive heads! Do you allow interviews for Fortune? The T-shirt, 
perhaps? Is it a quick wrist motion? Can I use you as a case study subject?This example 
shows that chance is a component that must be taken into consideration. Despite this, there is 
nevertheless evidence that managers do take actions that help their organisations succeed. For 
instance, Pettigrew and Whipp report the findings of a study of businesses in the auto 
manufacturing, book publishing, merchant banking, and life insurance sectors and come to 
the conclusion that there are observable differences between how leaders in higher 
performing businesses manage change compared to those in less successful businesses. 

The deterministic view presents a viewpoint that is too fatalistic from the standpoint of 
change agency. While there may in certain circumstances be external causes that have a 
significant impact on an organization's success, there will virtually always.The voluntarist 
perspective opposes the premise that managers have no control and supports the idea of built 
pathways. Supporters of this viewpoint believe that managers and other organisational 
members are the key decision-makers who decide the organization's future. The strategic 
choice framework stresses managers' capacity for decision-making and offers a concrete 
illustration of how the voluntarist approach may be effective. It questions the concept that 
there is a perfect organisation and a perfect management style. It acknowledges functional 
equivalents and the potential for equifinality, which allows for a range of various approaches 
to accomplish organisational goals[8]–[10]. 
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The caliber of the strategic decisions made by members of the dominant coalition is one of 
the important criteria that defines an organization's performance. According to this strategy, 
managers may act to bring about change in ways that would either strengthen or weaken 
organisational performance. It places a strong emphasis on the importance of human 
agency.Raynor et al. warn against drawing conclusions about how persons in charge of a 
change should behave from success studies since not all successes can be attributable to 
human initiative. Results may also be impacted by random variables.They contend that a few 
of the businesses included in management classics like In Search of Excellence and Good to 
Great could have just been fortunate. By recounting an experiment that one of them carried 
out at the start of her strategic management class, Raynor et al. show how easy we might give 
in to the urge to explain supposedly important results that are completely random. She calls 
on everyone in the room to rise up as she begins class and orders them to throw a coin. They 
are instructed to sit down if the coin comes up tails, but to rise if it comes up heads: 

Since there are around 70 people in the class, there is only one kid left standing after six or 
seven rounds. I approach the pupil and inquire; how did you do that? with the right theatrics. 
Seven consecutive heads! Do you allow interviews for Fortune? The T-shirt, perhaps? Is it a 
quick wrist motion? Can I use you as a case study subject? This example shows that chance is 
a component that must be taken into consideration. Despite this, there is nevertheless 
evidence that managers do take actions that help their organisations succeed. For instance, 
Pettigrew and Whipp report the findings of a study of businesses in the auto manufacturing, 
book publishing, merchant banking, and life insurance sectors and come to the conclusion 
that there are observable differences between how leaders in higher performing businesses 
manage change compared to those in less successful businesses. 

The deterministic view presents a viewpoint that is too fatalistic from the standpoint of 
change agency. There will virtually always be room for managers to interfere in ways that 
will advance the organization's goals, even if there may sometimes be external influences that 
have a significant impact on organisational performance. According to Burnes, managers 
have far more freedom to influence choices than most organisation theories recognised, 
notwithstanding the limitations they encounter. He claims that where change, especially 
major change, is on the managerial agenda, the scope for choice and the development of 
political influence is likely to be more pronounced.However, issues may develop when 
managers and other individuals lack confidence in their own capacity to serve as change 
agents. As a result, they may not respond pro-actively. They may respond passively to 
external influences for change, and as a result, the organization's reaction may also be 
passive[11], [12]. 

DISCUSSION 

Voluntarism and Change Agency 

The method to managing change used in this book is predicated on the ideas that managers 
can have an impact and can improve their ability to manage change. Effective change 
managers need to have the following qualities, which may be assisted in developing: 

1. The desire to alter. 
2. Conceptual frameworks, techniques, and interventions. 
3. Expertise in change management. 

Confidence in their Own Ability to Affect Outcomes 

Some managers may possess the conceptual understanding and necessary abilities to step in 
and make a difference, but they may choose not to do so because they lack confidence in their 
own capacity to influence outcomes. While optimism and overconfidence can be problematic 
and lead to unwarranted risk-taking for instance, Thaler and Sunstein found that 90% of 
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drivers believe they are driving above average, change managers are frequently ineffective 
because they lack the confidence to act in a way that will allow them to exert the control 
necessary to achieve desired outcomes. May suggested that individuals utilise their own sense 
of helplessness as a justification for doing nothing in many different spheres of life. He 
claims that the basis of contemporary human neuroses is the weakening of people's sense of 
self-responsibility and the sapping of their willpower and capacity for decision-making. May 
claims that the loss of will is much more than just an ethical issue since the contemporary 
person so often believes that even if he did use his will or whatever illusion passes for it, his 
acts wouldn't be beneficial in any case.For some managers, this internal sense of helplessness 
is a serious issue since it might limit their capacity to be change agents. For this, there are two 
possible explanations: 

1. Locus of control Rotter created the idea of locus of control after seeing that certain 
individuals tended to ascribe outcomes to chance rather than to variables, they had 
some degree of control over. The degree to which a person believes that their actions 
affect their fate is reflected in their locus of control. Internals are individuals who 
believe results are a result of their own efforts, while externals are those who believe 
results are a result of luck, fate, other people, the status of the economy, or other 
variables over which they have no influence. Those who are too devoted to a 
deterministic view of change in the context of change management may be prone to 
think that the locus of control is outside of themselves and the organisation and may 
as a result come to feel that there is nothing, they can do to affect events. These 
individuals are less likely than those who have a more internalized perspective on the 
locus of control to seek to take a proactive approach to the management of change. 

2. The locus of control is connected to Seligman's learned helplessness hypothesis, 
which contends that a person's belief in their capacity to influence outcomes is learnt. 
It implies that managers may start to doubt their capacity for managing change if, 
when faced with a fresh opportunity or challenge, tried-and-true management 
techniques fall short of expectations. In addition, if their first efforts to try out other 
management styles prove to be similarly ineffective, this self-doubt may turn into an 
assumption that they are powerless and the related conviction that there is nothing 
they can do to achieve desired results. 

Following a prior encounter with uncontrolled occurrences, motivational deficiencies entail 
failing to take any deliberate activities intended to control circumstances. Managers won't 
even be motivated to attempt if they think they have no influence over the results. Failure to 
understand that one may influence events is a sign of cognitive impairments. Even if there is 
proof that a manager's own actions have really had a significant influence on results, 
managers may not see chances to exert control if they have the view that they cannot alter 
outcomes in a specific set of changing circumstances. 

According to the notion of learned helplessness, managers and other individuals will be 
motivated to start activities aimed at controlling change if they have a expectation that their 
efforts would result in some improvement of the difficult circumstance. They won't attempt 
to use influence if they lack faith in their own capacity to lead the change and bring about any 
changes. When faced with change, both people and organisations may come to believe that 
there is not much they can do to ensure desired results. However, people and organisations 
may also come to understand that they have the power to shape their own futures and how to 
do so. 

The Motivation to Change 

According to Pugh, people who are generally successful but are struggling or failing in one 
area of their employment are more likely to wish to change. This group will be motivated and 
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self-assured enough to make changes. The successful are the next most likely to change since 
they will have the necessary confidence, but due to their success, they could be content with 
the status quo and lack the desire to change. Both individuals and organisations are 
susceptible to the success trap. The unsuccessful are the least likely to comprehend and 
embrace the necessity for change. Even though they could be the ones who need change the 
most, they are also the ones who are most prone to lack faith in their own capacity to alter 
their situation. As a result, people could prefer the current situation to the potential results of 
an unsuccessful change attempt.Being prepared for change is crucial. According to Jones et 
al, employee preparedness is measured by how strongly they agree that change is necessary 
and that it will benefit both the individual employee and the whole organisation.By 
investigated the management of change in the UK tourist sector and found evidence to 
corroborate Armenakis et al.'s claim that the degree of change preparedness is positively 
connected with effective implementation. 

Conceptual Models 

Change managers may learn a variety of ideas and concepts that they might use to managing 
change. They essentially fall into two groups: diagnostic models, which concentrate on 
figuring out what has to be altered, and process models, which are concerned with the how of 
change management. Change managers require concepts and theories that will enable them 
to: 

1. Identify the type of change they are dealing with, such as incremental or 
discontinuous. 

2. Comprehend the process of change. 
3. Determine what needs to be addressed in order to achieve desired outcomes.  

Applying various theories to the conduct of people and groups in organisations, to 
organisational processes like power and influence, leadership, communication, decision-
making, and conflict, as well as to organisational structure and culture constitutes diagnosis. 
Managers may utilise these models of individual, group, and organisational performance to 
determine what has to be altered in order to preserve or enhance organisational effectiveness. 
Chapter 7 examines organizational-level diagnostic models.Change managers need to be 
knowledgeable with a variety of various sorts of intervention they might use to achieve a 
desired change, in addition to the conceptual tools that can assist them comprehend the 
change process and identify what has to be altered. In order to choose which interventions to 
apply in a given situation while taking into consideration variables like the rate of change, the 
ability of stakeholders to resist, and other factors, change managers also need to have a solid 
foundation.  

Change Management Skills 

Although it is crucial, conceptual knowledge alone cannot ensure that change agents will be 
successful in securing the needed improvements. When managers take on the role of change 
agents, they must be able to interact with people effectively, provide leadership, work with 
teams, confront, negotiate, and inspire.These and many more management abilities are 
necessary for change agency. Because they fail to understand the significance of certain of 
these abilities or because they don't employ them, when necessary, change agents sometimes 
perform less effectively than they might. 

Starting the Change Process 

After convincing others that a change is important, it is vital to choose who will, at least 
initially, promote the transition. The change agent might be an insider, a participant in the 
system or component of the system that needs to change, or an outsider. The manager of the 
unit or subsystem that will be the target for change is committed to acting as a change agent it 
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is acknowledged that a particular insider has the time, expertise, and commitment to manage 
the change more effectively than an outsider. The system lacks the resources to hire an 
outsider. The choice of the change manager may have a significant influence on how the 
process turns out. A technical specialist is often immediately expected to be the lead rather 
than the manager or user who will be in charge of making the change work after 
implementation. In contrast, Clegg argues that users should take a more active leadership 
position. This may lead to the separation of usage and maintenance from diagnosis, planning, 
and execution. This division might enable the technical specialists driving the change to pay 
too much attention to technical concerns, such creating a system that is technically better, 
rather than the demands of consumers.  

Establishing a Change Relationship 

Entering the change relationship may not be too difficult if the change agent is a member of 
the target system, provided that everyone can agree that there is a problem or opportunity that 
deserves attention 

1. It is necessary to obtain some kind of basic data in order to ascertain whether more 
steps are necessary. 

2. A brand manager who is dissatisfied with how long it takes to alter how a product is 
packaged may solicit the help of others to compare their performance to that of top 
rivals. 

Similar to this, a manager of a sports facility may call a staff meeting to discuss potential 
explanations for why an increasing number of current members are failing to renew their 
membership. Many of the problems that might be troublesome and demand careful 
consideration when introducing an external consultantchange agent such as developing trust 
and confidence can often be addressed informally and without too much effort since the 
change agent is an insider and well-known to others.The process of establishing a change 
relationship may be more difficult when the change agent is an outsider senior manager, 
someone from another department, or someone from outside the organisation. Some of the 
reasons are listed below. 

Issues that Can Affect the Quality of the Relationship 

Building trust and confidence is one of the main problems. When it comes to being honest 
and talking about their relations with strangers, certain people and groups are more 
uncomfortable than others. This may be due to their concern that it may be challenging to 
explain the nature of their issue or opportunity to others and that others may think less of 
them or think they are silly or inept. Another explanation is that they worry that asking for 
assistance would undermine their independence and place them in a position of too much 
dependence. Early on in the relationship-building process, customers might make snap 
judgements about the change agent's expertise, helpfulness, friendliness, and implied 
motivations.Early interactions between the change agent and the client are likened by 
Margerison to knocking at doors that are half open and seeing them either close in your face, 
or open fully.  

According to Lines et al., the change agent's ability to acquire information and cooperate is 
directly impacted by their level of trustworthiness. Clients are more likely to be open, offer 
information, and refrain from defensive behaviours when they believe that the change agent 
is someone they can trust. As trust-building is an incremental process, it often takes time, 
especially if the change agent is wholly unfamiliar with the environment. According to Lines 
et al., trust is a condition that expresses how individuals and groups see other people and 
social groupings. They contend that it is founded on the analysis of a wide range of 
experiences, often spread out over a lengthy period of time. This is especially true for people 
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and groups who feel exposed which is common during times of transition, since they will 
analyse any information or experience, they believe will have an impact on how much they 
can trust the change agent. According to Morgan and Zeffane, organisational change is a 
crucial event that has the power to instantly build or sever trust in a relationship. 

Building trust and confidence is one of the main problems. When it comes to being honest 
and talking about their relations with strangers, certain people and groups are more 
uncomfortable than others. This may be due to their concern that it may be challenging to 
explain the nature of their issue or opportunity to others and that others may think less of 
them or think they are silly or inept. Another explanation is that they worry that asking for 
assistance would undermine their independence and place them in a position of too much 
dependence. Early on in the relationship-building process, customers might make snap 
judgements about the change agent's expertise, helpfulness, friendliness, and implied 
motivations.Early interactions between the change agent and the client are likened by 
Margerison to knocking at doors that are half open and seeing them either close in your face, 
or open fully. According to Lines et al., the change agent's ability to acquire information and 
cooperate is directly impacted by their level of trustworthiness.  

Clients are more likely to be open, offer information, and refrain from defensive behaviours 
when they believe that the change agent is someone they can trust. As trust-building is an 
incremental process, it often takes time, especially if the change agent is wholly unfamiliar 
with the environment. According to Lines et al., trust is a condition that expresses how 
individuals and groups see other people and social groupings. They contend that it is founded 
on the analysis of a wide range of experiences, often spread out over a lengthy period of time. 
This is especially true for people and groups who feel exposed which is common during 
times of transition, since they will analyse any information or experience, they believe will 
have an impact on how much they can trust the change agent. According to Morgan and 
Zeffane, organisational change is a crucial event that has the power to instantly build or sever 
trust in a relationship. Identification of the client and clarification of the problems that need to 
be addressed are two other things that external change agents need to pay close attention to. 

Identifying the Client 

The identification of the customer is a matter that must be handled properly from the change 
agent's standpoint. It's possible that the individual or group that welcomes an outsider into a 
situation won't end up being the focus customer. If a preliminary diagnosis indicates that the 
issue is not limited to one group or unit but rather involves multiple groups, several levels of 
the hierarchy, or people outside the organisation like clients, suppliers, trade associations, or 
unions, the change agent needs to be prepared to modify the definition of the client. When 
external change agents identify the client as the person or organisation who invited them into 
the situation, issues may result. They could unintentionally attempt to advance or defend a 
sectoral interest rather than the efficiency of the organisation if they are naïve to the need to 
redefine who the customer is. 

One approach to define the customer is to think of them as the person or people who own the 
issue and are in charge of solving it, like the sales director in the Lyons Confectionery 
example from earlier. According to Cummings and Worley, the customer is any 
organisational member who may directly influence the change issue, whether it involves 
resolving a specific issue or enhancing an existing positive circumstance. In contrast to 
identifying the client as an individual, this definition is more likely to refer to the client as a 
group or the constituents of a subsystem. Cummings and Worley define the client as 
everyone who can have a direct influence on the change because, in their view, if important 
clients are left out of the contracting and entry processes, they may be unwilling to cooperate 
with the change agent. 
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The author has firsthand knowledge of this. He was asked to assist with an issue at a far-off 
oil refinery by the personnel director of an international oil firm. He was taken by aircraft to 
the closest large airport, lodged there, and then, the following morning, taken by tiny plane to 
the refinery's own runway. He eventually ended himself in a refinery conference room with 
all the top management. The meeting began with the refinery manager asking the consultant 
why he was there after a quick round of introductions. It was obvious that the refinery 
manager had not been consulted in the personnel director's decision to hire an outside 
consultant.By the time the consultant arrived at the refinery, there was nothing he could do to 
establish a productive working relationship with the management group since this was 
bitterly despised. A few months later, the consultant was contacted by the same refinery 
manager and encouraged to return to the facility to work on a separate issue. It was his issue 
in this case, and he chose to engage a third party. The consultant's skill had nothing to do 
with the first rejection. The refinery manager was upset that someone else had determined he 
had a problem and that, without consulting him, he required outside assistance to fix it. 

Clarifying the Issues 

The symptoms or problems that a third-party change agent is presented with could not really 
be the genuine problem that has to be solved. When people ask experts for assistance, they 
often claim that the issue belongs to someone else. A manufacturing company's HR director 
invited a consultant to lunch to meet the finance director. The issue the finance director, who 
also served as the board's vice chairman, intended to address was the lack of effective 
communication between the board and top management. He described the issue in terms of 
the top managers' quality.  

Eventually, when the consultant and the board held a meeting, they reinterpreted the issue as 
coming from inside the board itself, where there were divergent opinions about the board's 
job and political concerns that affected how it operated. 

The fact that issues are often stated in terms of their presumed solutions is another difficulty. 
For example,we need help to improve the appraisal system build a more cohesive team 
improve communications. 

For instance, the issue with communication may be further characterised as the need for 
certain people to develop their communication abilities. The organisational structure and its 
impact on communication networks, however, may be a significant component contributing 
to the issue, according to a preliminary examination by a change agent, even if 
communications may be enhanced. In such a case, strengthening the communication abilities 
of chosen persons or bringing in new members may not be sufficient to address the 
underlying structural issue. 

Change agents must have an open mind on the nature of the issue until some kind of 
preliminary inquiry has been completed. The change agent must, however, pay close 
attention to the client's perceived demands and the nature of the issue, as well. 

CONCLUSION 

A crucial stage that sets the tone for a successful transformation is the beginning of the 
change process inside organisations. It calls for capable leadership, clear communication, and 
thorough preparation. Organisations establish a feeling of urgency and focus their efforts on 
the desired future state by starting the transformation process. It is crucial to include 
important parties, deal with opposition, and provide the required resources. A successful shift 
requires a methodical approach, flexibility, and a commitment to continual development. 
Beginning the change process creates a foundation for employee involvement and raises the 
likelihood of obtaining the intended results, which promotes organizational development and 
success. 
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ABSTRACT: 
A key component of efficient change management is creating connections with the change 
community. It entails building solid relationships and encouraging fruitful exchanges with the 
stakeholders who are impacted by or participating in the change process. Organisations may 
improve communication, garner support, and deal with opposition more skillfully by 
developing connections around change. To comprehend and resolve the issues and 
viewpoints of people and groups, this calls for active listening, empathy, and transparency. 
It's critical to build relationships of trust, encourage teamwork, and provide chances for 
participation and criticism. Creating connections for change promotes ownership, reduces 
opposition, and improves the chances of effective change implementation. It creates a 
welcoming atmosphere where participants feel valued and included, resulting in less stressful 
transitions and long-lasting change effects. 

KEYWORDS: 

Change, Efficient, Management, Professional, Relationship. 

INTRODUCTION 

Several factors, including trust and confidence, may impact how well a relationship changes. 
This chapter explores the value of change agents exhibiting true respect for the people they 
are dealing with while focusing on five different types of intervention. When people think of 
change agents, they often only picture external consultants; nevertheless, many individuals 
work for organisations in positions that are almost entirely focused on assisting change. 
System analysts, business development consultants, and project managers are just a few of 
these professionals. Additionally, many managers use interventions to promote change as part 
of their routine day-to-day duties. They aid in the introduction of new working procedures, 
the search for cost-saving opportunities, the improvement of staff relationships with 
customers, the identification and exploitation of opportunities presented by shifting 
conditions, or the support of coworkers who are dealing with issues that are affecting their 
performance or general well-being.  

All people who enable change will be referred to as change agents or helpers throughout this 
chapter, while those who are being helped  whether they be coworkers, subordinates, or 
clients in the more traditional sense - will be clients[1]-[3].The abilities needed by change 
agents have been extensively covered in writing. Greiner and Metzger mention a variety of 
skills but contend that consulting and facilitating change are fundamentally human 
endeavours. Whether the issue at hand relates to the need for better strategic planning or a 
new accounting system, the success of the project will be greatly influenced by the 
effectiveness of the change agents' interactions with the client or client group. This viewpoint 
is shared by Margerison, who also emphasises the significance of interpersonal and personal 
abilities. 

Intervention Styles 

Change agents might step in to assist in several ways. The intervention style indicator below 
was created to assist you in determining your favorite method of encouraging change. Filling 
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it out now will allow you to review your intervention style profile as you continue reading. It 
will serve as a point of reference for you as you consider future assisting initiatives and how 
you may increase their efficacy[4]–[6]. 

Example 1: The Intervention Style Indicator 

There are five issue situations mentioned, and for each, there are five instances of possible 
responses from a change agent or helper. Mark the number on the scale that most accurately 
represents the likelihood that you would choose each of the five options for each situation. 
For instance: 

Scenario A 

A recently hired supervisor has complained to you about how her staff members are 
unpleasant, temperamental, only listen to what they want to hear, and often disobey orders. 
She compared their actions to those of disobedient school kids who are out to break the new 
instructor. According to her narrative, her subordinates were solely too responsible for the 
quickly worsening scenario. She had fantastic recommendations when she joined the 
organisation, and she had a 10-year track record of effective people management, so you 
hadn't anticipated this type of dialogue. Additionally, her team has never previously been the 
cause of issues. The majority of them are highly qualified, and two of them have just through 
the firm's assessment centre and been recognised as having potential for advancement. They 
have all worked for the company for at least ten months. 

How likely is it that you would use each of the following responses? Circle one number on 
each of the five scales. 

1. Introduce a theory to the manager so that she may learn more about the circumstance. 
You could, for instance, go over the fundamentals of transactional analysis with her, 
then ask her to apply it to her issue and consider whether her subordinates see her as a 
controlling parent dealing with a group of inexperienced children or as an adult 
interacting with other competent adults, and speculatively consider how she might 
apply the theory to resolve the issue. 

2. Inform her that she has to delegate more and give her subordinates more 
responsibility since she has failed to see the value of their contributions. 

3. In order to encourage her to open up and share her experience and maybe get a better 
grasp of the issue and what needs to be done to address it, pay close attention while 
she speaks and try to comprehend the situation from her perspective. 

4. Ask her whether she has actually paid attention to all the signals conveyed to her by 
the members of her work group, and make the suggestion that it may not only be her 
subordinates who choose to hear what they want to hear. 

5. By aiding her in gathering additional information, you may help her get to the bottom 
of the issue so she can better understand what is happening and what can be done to 
make things better[7]–[9]. 

Scenario B 

The leader of a key business unit in your company has come to you and asked for assistance. 
After serving in her current position for six months, she has grown to believe that the way her 
top team functions are negatively harming performance.How likely is it that you would use 
each of the following responses? 

1. Offer to gather data from those who are impacted by how well the team is working 
and relay it to her and her senior colleagues so they can assess their performance and 
come to a consensus on what needs to be done to make things better. 
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2. Offer to have a trainer conduct a session for her top team that will introduce them to 
the idea of team roles, teach them how to utilize Belbin's model of team roles to 
assess how effectively they are collaborating, and suggest ways they may do better. 

3. Encourage her to express her worries by being sympathetic and listening to her, since 
this will assist her to better grasp the problem for herself and to organize her ideas and 
emotions. 

4. Interview every member of her top team and those whose lives are impacted by how 
well the team is doing in order to create a report that outlines a series of suggestions 
that she should put into action in order to make things better. 

5. Pay close attention to her actions and ask yourself whether they could be contributing 
to the issue. This strategy can include questioning some of her presumptions and/or 
pointing out inconsistencies between what she claims she does and what you see her 
doing. 

Scenario C 

You oversee human resources at a big power firm. A 40-year-old widower who worked at a 
bustling office in the city for the most of his career was recently promoted and transferred to 
oversee a tiny but crucial office in a remote little town. He is uncomfortable with his new 
work, which is why he came to meet you.  

He complains that the locals are cliquish, distant, and unpleasant, and he misses his pals. He 
also does not appreciate being the boss since he lacks relatable coworkers.How likely is it 
that you would use each of the following responses? Circle one number on each of the five 
scales. 

1. Inform him that there is a position open in the division where he had worked at his 
previous grade, and say that you believe moving back would be the wisest course of 
action. 

2. Ask him how he feels about it without making assumptions or passing judgement. 
Make sure you really get the source of his dissatisfaction and do everything in your 
power to aid him in identifying the issue on his own. You may pay close attention to 
what he has to say and then summarise what you believe you heard for him. For 
instance: Have I understood what you seem to be saying? 

3. Encourage him to use a balanced approach to problem-solving, completely investigate 
all aspects of the issue, and, if required, acquire data that might aid in the 
identification and evaluation of potential solutions, such as by assisting him in 
locating chances to network. 

4. Give him the kind of criticism that might inspire him to take new initiative, such as 
noting that you have carefully listened to him and have not once heard him mention 
anything he has actually done to try to make new friends; rather, all he seems to do is 
complain about others and how they don't make him feel welcome. Asking him 
whether he has considered what he might do to pique people's interest in him could 
help you persuade him to take action. 

5. Give him a copy of Dale Carnegie's 1936 book How to Win Friends and Influence 
People and tell him that if he could learn some of the strategies and abilities described 
in it, he could be able to make new friends more quickly. 

Scenario D 

After a project team failed to execute a significant project under budget and on time for the 
second time in a year, the CEO of a rapidly expanding software firm sought you for 
assistance.  
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She informed you that it seems that the failures on both instances were caused by identical 
issues. She also informed you that the project team's relationships had soured and that 
everyone seemed to be blaming one another for the failures.  

Which of the following options would you utilise most frequently? Each of the five scales 
should have one number circled. 

1. Before advising the CEO on what to do to guarantee that future projects will be 
handled more effectively and efficiently, conduct interviews with the CEO and the 
manager in charge of the project team to ensure that you have a thorough knowledge 
of what occurred. 

2. To assist team members in reviewing how they handled the previous two projects and 
identifying lessons they may use to shape how they would handle the next project, 
conduct a training on new methods of project management. 

3. Talk to each team member separately to encourage them to share any frustrations, 
worries, or other emotions that could be preventing them from providing an unbiased 
evaluation of the issue. 

4. Interview every member of the project team and other stakeholders to determine the 
key factors that contributed to the failures. Then, hold a workshop where you can 
present the information and use it to spark discussion about the issue and guide them 
in looking into ways to improve their performance. 

5. Help the CEO identify and articulate the concerns she wants to voice to the project 
team before facilitating a meeting where she may do so. 

Scenario E 

A coworker has asked you for assistance. He doesn't want to be a dictatorial boss and thinks 
that when individuals are allowed the freedom to do their tasks, they perform at their best. 
However, his department is starting to develop a reputation for making mistakes. While he 
constantly attempts to have an open-door policy, he has acknowledged that some individuals 
never go through his door.  

He is thus ill-informed, and errors that may have been avoided have been made. He seems to 
be agitated, and you have a suspicion that he and his boss may have just had a difficult 
conversation about this. 

Which of the following options would you utilise most frequently? Each of the five scales 
should have one number circled. 

1. Tell him about a comparable issue you have had and what you did to resolve it. 
Additionally, say that there may be a moment when you must read the riot act, which 
is what he should do right now, and democracy must be abandoned. 

2. Inform him of a theory you are aware of that contends that the best leadership style 
may vary depending on the circumstance, and suggest that one possible course of 
action might be for him to think about whether his current style seems to be the best 
fit or whether the theory would suggest an alternative leadership style. 

3. Challenge his assertion that he always keeps the door open based on what you have 
seen. You may mention to him, for instance, that although he might think of himself 
as friendly, others regard him as aloof and distant since he is never there when he is 
needed. You may ask him to think about how accurate this is after that. 

4. You can see he's agitated, so you decide the best course of action is to sit him down 
with a cup of coffee and let him vent. 

5. Help him identify some instances when things went wrong specifically, and then ask 
him questions about a lot of these issues to figure out exactly what occurred and see if 
there are any trends he might address[10], [11]. 
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DISCUSSION 

Scoring 

Each case's possible replies have been organized into columns in the grid below in order to 
represent the five various assistance techniques. Enter the number you circled next to the 
appropriate answer code in the grid for each situation as you go. For scenario A, for instance, 
you could have circled for answer A1, so type '2' in the square for A1. You might have 
circled for response A2, so type '5' in the square for A2. The answer codes are not organized 
from 1 to 5 but rather in various sequences for situations B to E. Make a total score 
calculation for each column and put it in the space given. The sum of the scores for each 
column shows how you feel about the various assistance methods. All five of the intervening 
modes should have been graded at this point. Take note of whether your scores are evenly 
distributed across the five intervention methods or if your pattern of responses suggests that 
you like using one or two techniques over the other types of intervention more often. It could 
be helpful to have this knowledge on hand. 

The Goal of Intervening  

Change agents go in to help bring about change. Their initiatives are characterised as cycle-
breaking endeavours by Blake and Mouton. They contend that conduct has a tendency to be 
cyclical, meaning that certain patterns of behaviour tend to recur in certain circumstances or 
time periods. While some of these behavioural patterns benefit the client or client group, 
others do nothing to advance their interests and may even be detrimentall. They continue by 
arguing that behavioural cycles may be forced onto people, groups, or bigger client systems 
like whole organisations. They may not be aware that their actions might have negative or 
self-defeating effects. Even though they may be aware that something is wrong, they may not 
know why or how to make things better.  

The role of the change agent is to assist clients in recognizing and exiting these destructive 
patterns.There are many ways to stop the cycle. It may be directive or cooperative. Egan 
contends that change agents do not help customers with issue solving or opportunity 
generation. He promotes a collaborative strategy in which customers work with change 
agents to achieve their objectives. However, as we shall see below, a lot of the assistance 
provided by outside consultants and internal change agents is not collaborative in character. 
We will now talk about the five types of intervention that are included in the intervention 
style indicator: advising, assisting, theorising, challenging, and information collecting. 

Prescriptive Mode of Intervening: Advising 

On the intervention style indicator, the method of intervention known as advising is 
prescriptive. Many change agents go in to address issues or create opportunities by advising 
others and instructing them what to do. Change agents that use this kind of intervention do so 
with the assumption that they are more knowledgeable about the topic than their customers 
and can better ascertain their needs. They also seem to presume that customers are incapable 
of developing a reliable diagnosis or formulating their own course of action.Many times, 
consultants or change managers may see a solution because they have more experience than 
their customers, but if they interfere by giving them advice or telling them what to do, they 
rob them of the chance to figure out the answer on their own. Clients may develop reliant on 
the change agent, forcing them to seek assistance once again the following time they run into 
problems. 

Clients often actively seek assistance, particularly when they are under a lot of pressure to 
find a solution and when they have attempted several solutions to the issue without success. 
According to Steele, the client's demands and the change agent's attitudes may lead to the 
change agent's sole occupation of the position of expert in their relationship. If the customer 
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agrees that the change agent is an expert, there may be certain advantages. He does, however, 
list some expenses. The first is a rise in reliance, while the second is a result of the change 
agent ignoring the clients' awareness of their own issues.Even in cases when customers do 
not make an effort to conceal this information, the helper may decide to disregard it. If the 
client's knowledge value is overemphasized, worse decisions may be made than if there were 
a more balanced perspective of what each party can provide to the problem. The customer 
often has significant wisdom, about many elements of his own circumstance. Additionally, 
even though customers often ask for assistance, there are certain situations in which they 
could reject any counsel that is given to them. When the change agent's competence is 
questioned or when the change agent comes out as being indifferent to their requirements, for 
instance, they are more likely to reject the suggestion. 

Collaborative Modes of Intervening 

Supporting, theorising, confronting, and information collecting are the other four non-
prescriptive strategies of intervention. Instead of interfering by telling clients what to do, 
change agents that use these strategies engage with clients to help them generate 
opportunities or handle their own difficulties. Clients may be ineffective opportunity creators 
or issue managers for a variety of reasons. They may be less able to perform properly if they 
are experiencing negative emotions like rage or insecurity. They could not have the 
knowledge necessary to comprehend the issue or formulate a solution. They could be 
shackled by an ideology or set of ideas that prevents them from reacting appropriately.They 
may not have access to theories and models that can show them the connections between 
causes and effects that uphold the status quo and alter opportunities. Additionally, it's 
possible that they've previously made an attempt to make modifications but were unable to 
achieve the intended results. All of these circumstances may be factors in customers' low self-
confidence. According to Seligman's theory of learned helplessness, which is discussed in 
Chapter 5, people will develop expectations of non-contingency between response and 
outcome when they are exposed to uncontrollable events, that is, when the probability of an 
outcome is the same regardless of how they respond.  

According to the idea, clients' motivation to start an action aimed at fixing a problem rest on 
their belief that acting would result in some improvement to the problematic circumstance. 
Clients won't attempt to develop if they lack confidence in their own abilities. With an 
experiment that exposed one group of college students to loud, controlled sounds they could 
end by pressing a button four times and a second group to uncontrollable noises that ended 
regardless of what they did, Hiroto demonstrated this effect. A third group didn't hear any 
sounds at all. Then, in a scenario where noise termination was a controllable factor, each 
participant was put to the test. Hiroto discovered that individuals who had previously been 
exposed to unmanageable noise failed to silence sounds during subsequent tests, but those 
who had either experienced controllable noise or no noise learnt to do so. Abramson et al. 
distinguish between universal helplessness where the client believes that the problem is 
unsolvable by anyone and personal helplessness where the client believes that the problem is 
solvable, for example by the helper but not by the self. The risk with the prescriptiveadvising 
approach to assisting is that it may encourage in the client a feeling of personal powerlessness 
and lead to the client being reliant on outside assistance. 

Egan talks about 'empowerment' in the helpful relationship. He observes that some 
individuals develop the notion that they have no control over some aspects of their lives, 
often from an early age. They speak to themselves negatively and convince themselves they 
can't handle particular circumstances or cope. According to Egan, clients may and must 
actively participate in managing their own issues, including the search for answers and 
actions taken to implement those solutions, whether they are victims of their own doing or the 
doings of others. He also contends that those who provide assistance may significantly 
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contribute to helping others gain a feeling of agency or self-efficacy. They may support their 
clients when they take calculated risks and encourage them to do so by challenging their 
clients' self-defeating attitudes and ideas about themselves and their circumstances. They can 
also assist clients in acquiring the information, abilities, and tools they need to succeed. The 
function of the change agent, according to Egan, is to encourage clients to apply a problem-
solving approach to their current situation and to learn from this experience, so that, over the 
longer term, they will apply this approach again to future situations. Providing clients with 
support, concepts and theories to help them make sense of situations and identify what can be 
done to improve things, challenging and confronting their assumptions, attitudes, and 
behaviours, and assisting them in identifying and acquiring the information they need to 
manage the situation more effectively are all part of the collaborative modes of intervening 
that are discussed below. 

Supportive Approach 

The change agent collaborates with others to help them communicate sentiments and feelings 
that prevent objective thinking about a problem or opportunity. This is known as the 
supportive way of intervention.According to Margerison, change agents assist clients in 
giving themselves permission. Clients must first give themselves permission to discuss tough 
topics, which leads to giving themselves permission to take action rather than to worry. He 
claims that in his consulting experience, a successful intervention has sometimes consisted of 
just listening and assisting managers in opening up challenging topics and talking about 
issues they had previously shied away from. He notices that customers seem to find this kind 
of intervention to be a huge relief. Change agents that use a supportive style of intervention 
listen sympathetically, refrain from passing judgement, and assist clients in forming their 
own, more objective opinions of the circumstances. It is expected that they will often be able 
to go on and resolve the issue on their own with the support of this new level of awareness. 

Supportive interventions have many characteristics with the client-centered approaches used 
by counsellors and social workers. They pay attention to what clients have to say about 
themselves, their relationships with others, and the situation, reflecting on it and sometimes 
interpreting it, but they don't become involved or come up with any proactive solutions to the 
issues they raise. It is a helping strategy that puts the needs of the individual before those of 
the issue. According to Blake and Mouton, a Western Electric consultant at the Hawthorne 
Works facility in the United States utilised a supportive strategy to assist a shop-floor 
employee. Although supportive forms of intervention may be beneficial, there are certain 
circumstances in which this strategy of assisting clients in better understanding their 
circumstances may not be enough to bring about change. In certain situations, additional 
types of intervention could be necessary, although early-stage assistance might still be very 
beneficial. 

Theorizing Approach 

The theorising approach entails change agents finding theories and conceptual models 
relevant to clients' problem situations, presenting them to clients, and teaching them how to 
use them to help clients gain a better understanding of their situation in an analytical cause-
and-effect manner. Using this knowledge as a foundation, the change agents assist customers 
in determining what they can do to move in the direction of a more ideal condition of 
things.When change agents believe that a theoretical framework might aid clients in 
Organising their ideas and serve as the foundation for a new assessment of their situation, 
they may choose to intervene in this way. The Burke-Litwin causal model of organisational 
performance, for instance, can be used to highlight significant cause-and-effect relationships 
that influence performance. It can also be used to help a management team identify key 
stakeholders and create strategies for gaining their support. The application of ideas by 
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change agents may also help to open up difficult or sensitive topics for debate. An 
examination of Belbin's team roles, for instance, may provide a reasonably secure and non-
threatening means to examine how members of a management team collaborate. This theory-
based method may also serve as a foundation for enhancing the client's capacity for 
autonomous action and a means of examining and evaluating underlying beliefs and values 
without resorting to direct confrontation. 

Challenging Approach 

There is a lot of potential for transformation to be facilitated by the demanding way of 
intervention. It entails the change agent challenging the client's underlying assumptions in an 
effort to pinpoint beliefs, values, and presumptions that could be skewing how events are 
seen. According to Blake and Mouton people's thoughts, feelings, and perceptions of what is 
significant and unimportant are all influenced by their values. Sometimes following the 
advice of a certain set of values is wise; things go well, and the outcomes are positive. Values 
may sometimes lead to issues when they are incorrect, invalid, or unjustifiable in the given 
situation. People who must cooperate often possess divergent views; inability to reach 
consensus in such circumstances leads to enmities, disorganization, or complete anarchy. 

This difficult style of intervention is predicated on the idea that clients' resistance or 
incapacity to accept reality might impede the efficacy of their efforts. They may not be aware 
of some parts of their conduct or its effects, or they could excuse or rationalize their actions 
and therefore cause or maintain an unhappy situation. Challenges to unsuitable precedents or 
practises are the goals of challenging interventions, which are meant to draw attention to 
inconsistencies between action and attitude. This method's objective is to question beliefs and 
presumptions while also identifying alternatives that can make it easier to take advantage of 
opportunities or result in the creation of more efficient solutions to issues. 

Information-Gathering Approach 

Change agents support clients in acquiring information that they may use to assess and 
reframe a problematic situation as part of the information-gathering method to helping.This 
strategy is predicated on the idea that incomplete information is a significant contributor to 
malfunctioning. The goals of helpers are to lead clients towards a greater understanding of 
the root causes of an issue and to assist them in determining the appropriate course of action 
to address it. Many change agents who use this strategy do so because they believe that any 
information, they would offer will be less understood and less likely to be accepted than 
knowledge that people or groups come up with on their own. Another common presumption 
made by change agents using this strategy is that customers would be less hostile to any 
suggestions or action plans they develop on their own. 'Positive deviance' is cited by Pascale 
and Sterin as an example of an intervention that depends on assisting others in gathering and 
using knowledge independently.  

It entails assisting customers in locating and researching instances of innovation and 
exceptional performance so that they can present their results and utilise them as a foundation 
for investigating how to disseminate this best practice. For instance, a hospital department 
that had a relatively low incidence of the MRSA superbug was recognised as a positive 
outlier. To determine potential reasons and steps they may take to manage the issue in their 
departments, employees from other areas of the hospital visited the department and 
conducted interviews with staff and patients. According to Pascale and Stern, disbelief and 
resistance are easier to overcome because the information gathering process is carried out by 
clients, creating a high level of ownership, and because the innovators who are responsible 
for superior performance are clients too.Change agents occasionally participate more directly 
in data collection, but when this happens, they are frequently acting on behalf of their clients 



 
59 Change Management  

and provide the information back to them so they can use it to better understand their issue 
and look into potential solutions.  

Developing Collaboration Relationships 

When change managers really appreciate the people they are working with, collaborative 
ways of intervention are most successful. To do this, they must: 

1. Indicate that the other person's perspective is important to hear. This shows their 
readiness to dedicate themselves to collaboration. It also implies a degree of 
receptivity to their viewpoint. Even when change managers go through the motions of 
getting other people's opinions, they are far too often not really devoted to listening. 
Change managers must respect others' viewpoints and make this regard abundantly 
obvious if collaborative working is to be successful. 

2. Change managers need to retain an open mind and refrain from jumping to 
conclusions if they are really dedicated to collaborating with others. This, according 
to Egan and Reddy, does not include signalling agreement with all they hear or see; 
rather, it entails conveying that their point of view has been heard and understood. 
The client may be inspired to consider their stance by the act of putting aside personal 
judgement and making an effort to grasp the other's perspective. They are not forced 
into a defensive stance, and they are given the option to modify their minds. 

Prescriptive versus Collaborative Modes of Intervening 

According to some, the most successful approach to assist others is to enable them to assist 
themselves, which often entails using a collaborative style of intervention. However, there 
could be times when a more directive manner is necessary. Clients could be dealing with a 
pressing issue that, if not addressed right away, might have grave repercussions. It would be 
useful to adopt a prescriptive mode to provide the necessary assistance promptly if the change 
agent has the knowledge to assist them in preventing this tragic consequence. Even while this 
kind of intervention is only likely to provide a short-term fix, it could be successful if it can 
buy clients the time, they need to acquire the skills they need to deal with circumstances like 
this in the future. 

Mode of Intervening and the Stage of the Helping Relationship 

Over the course of a helpful relationship, the best way to intervene may change. At the start 
of the helping process, the supportive mode that uses empathic listening to assist clients in 
reaching a new level of understanding could be particularly useful. It may assist clients 
explain their thoughts about a chance or an issue as well as aid in the growth of trust and a 
supportive connection between the change agent and the client. However, as the working 
relationship progresses, it could be essential for change agents to adjust their original strategy 
and start using a more demanding, data-gathering, or theorising style of facilitation. They 
may need to confront clients about contradictions between their statements and actions, 
provide them feedback, or assist them in gathering fresh knowledge that would enable them 
to approach their issue from a different angle.  

Educating clients on ideas and conceptual frameworks that may aid in their diagnosis and 
action planning may also be helpful. In other words, a single strategy used in isolation would 
not necessarily result in the creation and application of plans to advance towards a desired 
future or in an acceptable degree of awareness of an issue. As the requirements of the 
customers vary, it can be essential to use a variety of various types of intervention. Egan 
contends that due to their interdependence, all of the helping strategies covered in this 
chapter, helps should be proficient in all of them. For instance, if helpers who specialised in 
confronting clients are not able to do so with empathy or if they approach clients too early in 
the helping relationship, they may not be effective confronters. 
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Helping Skills 

The intervention styles that may be used to promote change throughout the helping 
relationship have received the majority of the chapter's emphasis. A passing mention has also 

been made of some of the particular assisting techniques that change agents must use in order 
to intervene successfully. These 'helping talents' are not a unique set of abilities only 

applicable in helping relationships.The right use of a broad variety of everyday and 

commonly used interpersonal skills is required while providing assistance. The following are 
a few of these: 

1. Self-awareness.  
2. Rapport-building and relationship-building.  

3. Empathy.  

4. Listening to facts and emotions.  
5. Probing for information. 

6. Finding themes and seeing the wider picture. 
7. Offering feedback. 

8. Questioning assumptions. 

In-depth discussion of these and several other pertinent interpersonal behaviours may be 
found in Interpersonal Skills at Work. 

CONCLUSION 

In conclusion, developing connections with change agents is essential for effective change 

management. It entails forging solid relationships, building trust, and communicating clearly 

with stakeholders. Organisations may resolve issues and win support by paying attention, 
showing empathy, and being open.  

The development of change connections encourages stakeholder participation, ownership, 
and cooperation.  

It improves the likelihood of attaining lasting change results by reducing resistance and 

fostering a supportive atmosphere. In the end, making an investment in cultivating change 
connections helps change projects succeed overall and fosters a healthy organisational 

culture. 
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ABSTRACT: 
The change management process involves identifying organizational changes by evaluating 
the organization's current situation and conducting a comprehensive diagnostic. This involves 
collecting and analyzing data, conducting surveys, interviews, and observations, and 
involving key stakeholders. The diagnostic process helps identify underlying causes, 
fundamental issues, and potential change-resistance hurdles. This data forms the basis for 
creating specialized strategies and action plans to address the highlighted improvement areas. 
By diagnosing what needs to be altered, organizations can execute change successfully, 
providing clarity, priority, and direction. 

KEYWORDS: 

Change, Components, Diagnostic, Environment, Organizational. 

INTRODUCTION 

Research of an organization's operations that yields suggestions for improvement is known as 
organisational diagnosis. In order to make you more aware of the implicit models you use 
when thinking about organisations and determining the need for change, the first section of 
this chapter examines the role of models in organisational diagnosis and introduces the Site 
Security and Secure Escorts case study and an exercise on diagnostic model building. The 
second section evaluates four holistic models that have been heavily used by change agents 
and compares their relative benefits to component and holistic models.Making a diagnosis is 
a continuous process. The case study on Site Security and Secure Escorts demonstrates how 
diagnosis is often a multi-stage iterative process that starts with the first identification of 
issues or possibilities but does not end there. Take note of how the diagnosis changed over 
time as you read the case.  

It can be useful to consider who was engaged, what they focused on, and how they gathered 
data in addition to the various stages of the diagnosis[1]–[4]. 

Using Models to Aid Diagnosis  

In the SSSE instance, the CEO did not begin his diagnosis on a clean sheet. His implicit 
understanding of how organisations like SSSE operate influenced what he paid attention to 
and how he processed what he found. At all of its levels, organisational conduct is a 
complicated phenomenon. Anyone cannot pay attention to or comprehend the interplay 
between the many components or factors that might affect an organization's operation. As a 
result, we frequently simplify reality by creating models that concentrate on:  

1. A small number of essential components that we believe accurately reflect reality.  
2. The interactions between these components, sometimes referred to as causal 

relationships or laws of effect. 
3. The results of these interactions, which serve as the foundation for evaluating 

outcomes and determining effectiveness. 

We all construct our own implicit theories or conceptual models about how organisations 
work, and we rely on these models to: 
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1. Direct the information we pay attention to. 
2. Interpret what we see.  
3. Choose the appropriate course of action. 

We create these models based on our own experience, whether we are internal observers of 
organisational behaviour or external observers like the CEO in the SSSE instance. These 
models may sometimes serve as a useful starting point for understanding what is happening 
and making predictions about the kind of activities or interventions that might result in the 
desired change. However, they often exhibit a great deal of subjectivity and prejudice, 
emphasising certain aspects of organisational performance while entirely ignoring others. As 
a result, they don't always serve as an effective manual for managing change. 

This chapter's initial section aims to increase your degree of awareness of your own model of 
organisational functioning. This will enable you to determine if the model you use is 
appropriate for or consistent with the issues or opportunities you need to address. 
Additionally, it will enable you to contrast your implicit model with alternatives and identify 
improvements you may make to it to increase its usefulness. Increasing the explicitness of 
your implicit models may be advantageous for all those engaged in change management. 
They may be able to discuss their models' relative merits, exchange ideas, and work towards 
creating a common model that will serve as the foundation for collaborative diagnosis and 
coordinated action[5]. 

Component versus Holistic Models 

Holistic models take into account the whole system, as opposed to component models, which 
concentrate on specific elements of organisational functioning, such as motivation, decision-
making, group dynamics, organisational structure, and so on. Although Nadler and Tushman 
recognised the value of component models, they advise against merging the particular 
evaluations they provide in any additive way since doing so might result in an inaccurate or 
incomplete picture of the organisation.They contend that since organisations are systems, 
some characteristics of the whole cannot be comprehended by just putting the pieces together. 
In fact, the way the many elements of organisational behaviour interact with one another has 
a role in the overall dynamic. 

 

Figure 1: The CEO’s model of casual relationships affecting the performance of SSSE 

[Research Gate.Net]. 

This is essentially the same as the old Indian tale of the six blind men and the elephant. They 
all made contact with various bodily parts of the elephant. The blind man who felt an 
elephant's leg described it as being similar to a pillar; the blind man who felt its tail as being 
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similar to a rope; the blind man who felt its trunk as being similar to a tree branch; the blind 
man who felt its ear as being similar to a fan; the blind man who felt its belly as being similar 
to a wall; and the blind man who felt its tusk as being similar to a spear. They learnt nothing 
about the nature of the whole system when they discussed their findings and described what 
they had found[6]–[9]. 

The new CEO in the SSSE instance began his diagnosis by examining the organisation as a 
whole, and only later, once specific difficulties had been identified, did he and his team start 
to drill down and study individual problems using component models. When the CEO was 
questioned after the shift, he discussed his ideas on the nature of organisations and how he 
utilised them to direct his investigation into what was happening at SSSE. The essential 
components of his model and the interactions between them are shown in Figure 1's model. 

Open Systems Theory 

The idea of open systems offers a paradigm that sees an organisation as a network of 
connected parts interacting with a broader environment. Organisations have a number of key 
qualities from the standpoint of open systems, including: 

1. Incorporated into a bigger system. Organisations rely on the environment for the 
resources, data, and feedback they need to survive. 

2. Organisations are able to prevent entropy, or the tendency to decay, by exchanging 
matter, energy, and information with the wider environment. They may even become 
more crucial with time. People may import food, drink, and air to breathe, but certain 
portions of the body cannot be regenerated or replaced, making them partly closed 
systems. On the other hand, groups and organisations have the potential for endless 
existence. Organisations may be seen as open systems in their most basic form, as 
shown by Figure 2, where they receive numerous inputs, alter them in some manner, 
and then export the results as outputs. Organisations must continue to have good 
input-output interactions with the environment in order to thrive. 

 

Figure 2: The Organization as an open System[Research Gate. Net]. 

3. Regulated by feedback. Systems control their inputs and transformation procedures by 
monitoring their outputs (see Figure 2). There are also feedback loops among the 
many internal parts of the system. As a result, modifications to one component may 
have an impact on modifications to others. 

4. Subject to equifinality. Different configurations of the system may result in the same 
results. 

5. Events are cyclical in their behaviour. They follow patterns and often occur in cycles 
of input, throughput, and output. For instance, the proceeds from the sale of outputs 
may be used to pay for inputs like labour, supplies, and equipment, which in turn may 
be used to create further outputs. 

6. Seeking equilibrium. Open systems have a propensity to go towards a steady state 
when all of the system's elements are in equilibrium. 

7. Diverse elements of the system work to restore equilibrium whenever changes take 
place that disrupt it. 
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8. Boundaries define open systems. The movement of information, energy, and matter 
between the system and its surroundings is controlled by external barriers that 
separate the organisation from the greater environment. Internal boundaries separate 
the system's many parts from one another and control the inputs and outputs of 
subsystems. This chapter discusses four holistic whole system models that have been 
frequently used for determining the need or opportunity for change while 
acknowledging the value of component models.  

Kotter's integrated model of organisational dynamics emphasises the significance of 
alignment and investigates the elements that affect an organization's short-, medium-, and 
long-term performance. The McKinsey 7S model shows how instruments for change may be 
created to identify areas of misalignment that need further research. Weisbord's six-box 
model, which has three boxes, emphasises both informal and formal components of 
organisational functioning. The Burke-Litwin causal model of organisational performance 
and change emphasises the causal weight of the various organisational components and 
shows how the need for various types of change may affect which organisational components 
may require attention [10], [11]. 

DISCUSSION 

Kotter’s Integrative Model of Organizational Dynamics 

According to open systems theory, any changes to one of the system's internal or external 
parts will result in changes to other elements. This suggests that in order to comprehend an 
organization's performance, one must see it as a network of interrelated decisions. When 
Kotter created his integrated model of organisational dynamics, he expanded on this idea. His 
model consists of seven main components, as indicated in Figure 3 a group of important 
organisational activities and six structural components. 

 

Figure 3: Kotter’s integrative model of Organizational Dynamics[Research Gate. Net]. 

There are two interrelated sets of organisational processes; one set deals with the movement 
or transformation of matter and energy, while the other is concerned with information 
collection, decision-making, and communication. Market research, product development, and 
manufacturing processes are just a few examples of the numerous specialised processes that 
may be classified based on their intended use. Following are Kotter's model's six structural 
components: 
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1. External Environment this encompasses the immediate task-related environment as 
well as the larger environment, which includes societal attitudes, the political system, 
and so on.  

2. Workers and other physical assetsthese include real estate, machinery, and supplies, 
as well as cash. Three formal structures are defined by these job design, operating 
systems, and the grouping of activities and hierarchical groupings. 

3. Social system including the social structure and culture of the organization 
Technology related to the company's main goods. 

4. Dominant coalitionthe goals and tactics of those who direct policy. 

Short Term 

The nature of the cause-and-effect connections that hold all the components of the system 
together may be used to describe an organization's effectiveness in the short term. For 
instance, executives in certain organisations may notice a decline in demand for a key 
product and move to address it far quicker than leaders in other organisations. The 
effectiveness of an organization's information gathering and decision-making processes will 
affect its response, as well as how quickly these processes can influence other parts of the 
organisation to modify matter/energy conversion and transportation processes in ways that 
will maintain their efficiency. To minimise any build-up of completed products inventories, 
adjustments may entail decreasing output, locating new clients, or lowering pricing. Resource 
waste will come from any delays in responding to changes. Therefore, in the near term, 
successful organisations are those that have important procedures that support the efficient 
use of resources by ensuring high-quality decision making and matter/energy efficiency.  

Medium Term 

According to Kotter, a successful organisation is one that can hold onto its short-term 
efficacy throughout the medium term, which he defines as a few months to a few years. In 
order to guarantee that the six structural components are in alignment with one another, he 
proposes that organisations keep the essential process elements in an efficient and effective 
condition. Continuous misalignment, often known as poor fit, produces waste levels that 
ultimately endanger the existence of the organisation. He asserts that it is often intuitively 
obvious what defines a misaligned connection between any two or more structural parts, and 
he provides numerous instances to support his claim: 

1. The dominant coalition and the task environment are visibly out of sync if the 
objectives and tactics supported by the organization's dominant coalition are founded 
on false assumptions about the task environment.  

2. The two components are visibly out of balance if the workforce or other physical 
assets of the organisation are too small to benefit from the economies of scale 
provided by its technology.  

3. The two factors are also out of alignment if the degree of specialization demanded by 
formal organisational systems is incompatible with the workforce's talents. 

Growth and changes in the external environment are the two most frequent causes of 
misalignment. According to Kotter, organisational systems adjust for misalignments by 
choosing the option that involves the least amount of effort; they go in the direction of this 
option. This often entails realigning around the aspect or components of the organisation that 
are the costliest and hardest to modify or that over time become the primary driving factor. 
Minor instances of poor fit, however, might continue unchecked for long time if the 
organisation can afford the waste associated with misalignment. According to this reasoning, 
the medium-term goal of change management should be to make sure that all organisational 
components are properly linked. 
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Long Term 

Kotter asserts that the organization's driving force and the flexibility of the six structural 
components will be the key determinants of effectiveness over the longer period six to sixty 
years. He points out that, over time, one or more structural variables, such as the workforce, 
technology, the prevailing coalition, or the external environment, often start to have a greater 
impact on important organisational processes than the other parts. This ingredient, or these 
components, becomes the impetus that directs how the business develops. Due to the 
interconnectedness of all the components and systems' inclination to seek balance, he 
contends that if one or two factors start acting as the driving force, the others would naturally 
follow. They adjust to the driving force in order to keep themselves in harmony internally. 
This notion is shown by the ASE's founder and managing director.  

For many years, his obsession with technical excellence controlled the organization's culture, 
influenced its strategy, and formed its management techniques. According to this reasoning, 
the driving force may result in a deep structure inside an organisation, which can cause inertia 
and thwart change.  

The capacity of an organisation to change in order to preserve external alignment is essential 
to its success and long-term survival. This flexibility, in Kotter's opinion, depends on how 
well its structural components are functioning. On a continuum, they may be either very 
constrained and difficult to align with other structural components, or unconstrained and 
simple to align with. He gives instances of structural states in Table 1 that both assist system 
adaptability and do not.  

The McKinsey’s 7S Model 

The McKinsey 7S model emphasises seven interconnected organisational components that, 
when in harmony, significantly increase organisational performance (Pascale and Athos, 
1981). It may be used to spot relationships that are out of sync and bring out organisational 
components that need adjustment.These are the seven components: 

1. Strategy: The organization's goals and methods for enhancing its competitive edge. 
2. Structure: Activity division; methods for integration and coordination; informal 

organisation type. 
3. Systems: Formal processes for evaluation, compensation, and resource distribution; 

unofficial practises for communication, dispute resolution, and other activities. 
4. Staff: The people resources of the company, including their demographic, 

educational, and attitude make-up. 
5. Style: The organisation as a whole and important groups like managers and other 

professionals' typical conduct patterns. 
6. Shared:Shared values and overarching goals: Fundamental principles and values and 

how they affect how an organisation views its clients, workers, shareholders, and the 
general public. The core competencies and unique characteristics of the organisation. 
When adopting the 7S model, change managers may build a 7S matrix and use the 
matrix to gauge the degree of alignment between the seven organisational aspects 
based on the first phase of the diagnostic. The change manager, for instance, may 
evaluate the degree to which shared values are in line with the organization's strategy, 
structure, processes, personnel, skills, and other factors using a five-point scale. This 
study will highlight instances in which designing an intervention to alter a component 
in order to enhance fit could necessitate using component models. The model offers a 
framework for evaluating each modification and taking additional action as necessary. 
However, proposing a change to enhance the fit between two particular pieces could 
produce misalignments elsewhere. 
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Weisbord’s Six-Box Model 

Weisbord (1976) describes his systemic model as a 'practise theory' that combines knowledge 
and expertise from change agents. It offers a conceptual framework of six boxes, or 
components, which may be used to examine each element in a manner that reveals new 
connections and interconnections between them. It is an open systems model that 
acknowledges the significance of interactions between the organisation and its environment 
but places the most emphasis on what must be done internally to guarantee that the 
organisation develops into and maintains a high-performance organisation capable of 
adjusting to external changes. According to Weisbord, the activities that take place within 
and outside of the six boxes determine how well an organisation functions. Both the formal 
and informal characteristics of each box need consideration.  

He contends that formal organisational features, such as declared aims or the structure as 
shown by an organisation chart, may not always reflect actual operations. made the 
significance of these behaviours for organizational success, consideration must be made to 
how often employees engage in certain behaviors. This prompts reflection on human 
motivations and what needs to be altered to encourage more productive action.Coordination 
of the activities taking on in the other five boxes is thought to need leadership. According to 
Weisbord, any diagnostic exercise should begin by focusing on one major output of a unit or 
the entire organisation, exploring how satisfied its producers and consumers are with it, and 
tracing the causes of any dissatisfaction to what is occurring within or between the six boxes 
that represent the unit or organisation in question. 

The Burke-Liwin Casual Model of Organizational Performance and Change 

The Burke-Litwin model emphasises the relative importance of organisational functioning 
components as well as the causal relationships that influence performance levels and change 
processes. The model also distinguishes between two forms of change: transformational 
change, which happens in reaction to significant changes in the outside environment, and 
transactional change, which happens in response to the need for more immediate incremental 
improvement.These characteristics set this model apart from the other models taken into 
account in this chapter. The model has 12 connected components. The external environment 
element at the top of the diagram serves as the model's input, while the elements representing 
individual and organisational performance at the bottom serve as its output. The performance 
of an organisation impacts its external environment, and the external environment influences 
performance in a feedback loop.  

The following 10 parts, which reflect various stages of the process of converting inputs into 
outputs, constitute this process. For instance, organisational strategy and culture represent 
facets of the whole organisational or comprehensive system. A local unit level aspect is the 
work unit environment, whereas individual level components include motivation, personal 
needs and values, duties, and roles.To illustrate causal links and the relative influence of 
items on one another, the model is displayed vertically.Burke and Litwin contend that higher-
ranking aspects in the model, such as purpose and strategy, leadership, and organisational 
culture, have a bigger influence on lower-ranking elements than vice versa. In other words, 
while components higher up in the model may have some influence on components lower 
down, the component's location in the model represents the component's weight or net causal 
effect.Despite this, the paradigm does not mandate that changes always begin with the items 
at the top. It's a predictive model as opposed to a prescriptive one. 

It identifies the kind of causal connections and forecasts the probable outcome of altering 
certain aspects but not others. Whether securing transformational or transactional change is 
the goal may have an impact on where to start intervening. These two different sets of 
organisational dynamics are elaborated by the model. One is linked to organisational change 
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and the need for a fundamental change in beliefs and conduct, whilst the other is linked to 
behaviour on a more casual level.When an organisation must react to the types of 
environmental discontinuities transformational change is necessary. Such a transition entails 
a paradigm shift and altogether different habits. The organisation has to do things differently 
or differently, not just modifications that would help it do things better. This necessitates a 
revision of the guiding concepts, presumptions, and values for both implicit and explicit 
standards of conduct. It entails a shift in the culture of the company. It also demands that the 
organization's purpose and strategy be changed, and that managers at all levels set the 
example by acting in a manner that makes the new plan clear and inspires others to follow 
suit.  

Transactional change is connected with fine-tuning, with how the organisation performs 
within the current paradigm. Where this kind of change is required, emphasis should be paid 
to the transformational aspects. The structures, management procedures, and systems that 
influence the work environment, which in turn has an effect on unit and individual 
performance, should be the centre of attention.Because of their relative importance and 
weight, interventions intended to bring about organisational change that focus on higher level 
components in the model will ultimately and ineluctably have an effect on all other parts in 
the system. However, the influence is more likely to stay at the local unit level if the focus of 
interventions is mostly on the components in the bottom section of the model, intended to 
achieve what Burke and Litwin refer to as transactional change. Interventions focused on this 
kind of component may have little, if any, effects on organisational culture and strategy as a 
whole. Burke and Litwin give an outstanding overview of research that offers evidence in 
favor of the causal relationships proposed by their model. 

Revising Your Personal Model of Organizational Functioning 

This chapter gave a succinct overview of a few popular holistic models of organisational 
functioning and noted some of their key distinctions. It is suggested that you adopt a healthy 
skepticism about the usefulness of certain models and regularly examine which is best 
suitable for the task at hand. 

Characteristics of a Good Model 

All of the models that have been taken into consideration are skewed representations of 
reality. None are promised to be universally applicable, provide a solid foundation for 
understanding why things are the way they are, or suggest activities that may be performed to 
bring about a desired result. Some theories or models may be more useful than others, 
depending on the situation and the goal.'Good' diagnostic models have the following three 
qualities: 

1. Are pertinent to the specific cocorns being considered. 
2. Assist change agents in identifying cause-and-effect connections. 
3. Concentrate on factors they have control over. 

How the models discussed above connect to your own experiences. For instance, how much 
do they take into account or disregard certain factors and causal connections that your 
experience has taught you to feel are significant? It may not be a good idea to slavishly 
follow a model that fails to take into account elements of organisational functioning that your 
own experience has shown to be important. 

 Do any of these models include components or connections that you hadn't previously 
thought about but that, with contemplation, would help you better understand your own 
experience? The risk of prematurely dismissing other models must be kept in mind. You 
could discover that a model that is quite different from your own might provide insightful 
new information. 
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CONCLUSION 

In conclusion, one of the most important steps in the change management process is 
identifying what needs to be altered in organisations. In order to identify areas in need of 
development or change, data must be gathered and analysed. Organisations may discover 
underlying problems, comprehend underlying causes, and spot possible change-resistance 
factors by undertaking a thorough diagnostic. They may create focused strategies and action 
plans using this information for efficient change implementation. Clarity, priorities, and the 
assurance that the change efforts are concentrated on the most important areas are all 
provided by diagnosing what needs to be altered. It acts as a road map for businesses to 
implement meaningful change that is effective and results in increased productivity, creative 
thinking, and organisational development. 
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ABSTRACT: 
It is essential for people and organizations to gather information and analyse it in order to 
make choices and take appropriate action. It entails methodically collecting pertinent 
information, facts, and insights from a range of sources. Individuals and organisations may 
get a thorough awareness of the situation, trends, and elements affecting their decision-
making by collecting information. This might include gathering data using digital tools, 
performing research, surveys, interviews, and report analysis. It takes thorough study, critical 
thinking, and the capacity to spot patterns, trends, and correlations to interpret information. It 
entails interpreting the gathered data, gleaning valuable insights, and reaching judgements. 
Effective interpretation reveals possibilities, identifies obstacles, and evaluates the possible 
effects of various circumstances. Individuals and organisations may use accurate and well-
interpreted information to make educated choices, create successful strategies, and 
accomplish desired results. A crucial step in making wise decisions and addressing problems 
successfully is gathering and understanding information. 

KEYWORDS: 

Analyssa, Change, Data, Information, Study. 

INTRODUCTION 

The process of acquiring, assessing, and interpreting data regarding individual, group, and 
organisational functioning is required to diagnose the need for change.The last part looks at 
how to start the process of action planning after interpreting diagnostic data. It is explained 
how the SWOT analysis and force-field analysis may be effective planning tools.It was 
previously said that organisational behaviour, at all of its many levels, is a complicated 
phenomenon and that managers are unable to focus on every facet of how an organisation 
runs. We construct or adopt conceptual models that reduce the actual world and concentrate 
attention on a small number of components and interactions in order to deal with this 
complexity, often unknowingly. Some of the explicit organisational functioning models that 
are accessible to change agents have to do with how the organisation works as a whole. 
Others, referred to as component models, concentrate on certain aspects of the total system, 
such as management, organisation, job design, competencies, and so on[1]–[4].  

Since they provide us a focus for information collection and assist us in determining which 
parts of organisational behaviour deserve attention, conceptual models are essential to the 
diagnostic process. They also provide a foundation for understanding the data that has been 
gathered. The first factor to take into account when choosing a model for diagnosis is how 
relevant the model is to the problem at hand, such as loss of market share, dysfunctional 
intergroup conflict, excessive employee turnover, etc.An efficient model is one that pinpoints 
particular factors andcause-and-effect connections that contribute to the issue or opportunity, 
as well as which of these factors has the most influence on other facets of organisational 
performance. The change manager may choose an appropriate model for diagnosis with the 
use of evidence from personal experience or published research about a conceptual model's 
capacity to explain and forecast cause-and-effect linkages. However, organisational diagnosis 
goes beyond just increasing our comprehension of why something is the way it is. It also 
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entails planning actions to increase organisational effectiveness using this information. 
Therefore, in order for a diagnostic model to be useful in practise, it must identify 
characteristics of organisational performance that the change manager may influence directly 
or indirectly. 

The change manager can choose the data points that will be necessary to evaluate how an 
organisation unit or group is functioning and to determine what is and is not working what is 
working well and what isn't. What this entails is demonstrated by two examples. The 7S 
model concentrates attention on seven organisational functioning factors: strategy, structure, 
systems, staff, style, shared values, and skills. When adopting this model, a change manager 
must determine the type of data needed to explain each element. For instance, under strategy, 
they might look for details on how the organisation manages to match its resources with the 
opportunities, restrictions, and demands in the environment, how it aims to develop going 
forward, and how it goes about establishing and preserving a competitive advantage. A 
change manager may look for information under structure about formal and informal plans 
for grouping and coordinating tasks, outlining roles, and creating reporting links. The 
structure of an organisation may be explained in terms of its divisions, operations, matrix, or 
network[5]–[8]. 

The samples come from a diagnostic test that the BBC used in 1993. There was a minimum 
of four inquiries about each component of the model in the survey instrument. On a five-point 
scale, respondents were asked to rate each question. Later in this chapter, it is discussed how 
a change manager might use this kind of data to determine what would need to be 
altered.When defining the information needs, people conducting a diagnosis must also 
consider how simple or challenging it will be to get the needed information and how they will 
examine it later.Beginning with a set of planning decisions on the data collection techniques 
to use and whether data can/should be acquired from every potential source or from a 
representative sample of the whole population of sources, the information gathering stage of 
the process begins. Information can be gathered using a variety of techniques or procedures, 
including one-on-one and group interviews, surveys, projective techniques like collages and 
drawings, observation, and the use of secondary data, sometimes known as unobtrusive 
measures. The majority of these techniques are usefully discussed by Cummings and Worley.  

Interviews 

A wealth of information about what is happening in an organisation can be obtained from 
both individual and group interviews. People can be asked to explain specific organisational 
components and how they work, as well as to express their opinions on how well the 
organizationor a particular component of it functions and how this makes them feel, or their 
affective reaction. For instance, after detailing how an organization's assessment system 
works, some employees may say that they think it is ineffective but that they are actually 
quite glad about this because the poor system serves their own interests. The benefits of 
individual interviews are enhanced. Respondents may be convinced to communicate personal 
opinions that they might be hesitant to do so in a more public setting. Respondents may be 
inspired to express and be clear about hazy sentiments and viewpoints that they had not yet 
defined at a conscious level through the interviewer and respondent's interaction. 

Interviews can be customized. If respondents bring up concerns the interviewer had not 
anticipated, the interview schedule can be changed to allow for a more thorough investigation 
of these new concerns. The interview gives the interviewer/change agent the chance to 
establish a connection with the respondents, earn their trust, and inspire them to adopt a 
positive attitude towards the change programme. In a group interview, respondents' 
interactions can produce information that might not be revealed in an individual interview. 
For instance, if people from various organisational levels or units voice contrasting opinions, 
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this could spark a fruitful conversation about the reasons for the disparate viewpoints and any 
opportunities or challenges they may indicate. 

However, using an interview to gather information might lead to a number of possible issues. 
Although group interviews are less time- and money-consuming than individual interviews, 
interviews can nonetheless be both. Coding and analysing responses can be challenging, 
particularly in unstructured interviews. By using a more structured approach, asking all 
respondents the same set of predefined questions, and reducing the use of open-ended 
questions, coding and interpretation can be made easier. The benefits of using a more 
structured approach, though, must be weighed against the potential loss of rich information 
that can be gleaned from a more unstructured conversation, such as when the interviewer 
starts with some general open-ended questions and then follows the respondent's line of 
reasoning.Another issue that can result from how interviewers arrange the topics to be 
addressed in order and how they craft their questions is bias. Use of questions that provide 
the respondent a hint that a certain response is intended must be avoided at all costs. 

Questionnaires 

'Self-administered interviews' is another name for questionnaires. They are made to gather 
data by posing a prepared series of inquiries to organisational members and othersabout their 
perceptions, conclusions, and emotions. Because questionnaires may be distributed 
concurrently to many people without the employment of expensive interviewers, they can be 
more cost-effective than interviews for gathering diagnostic data. Additionally, they might be 
created around questions with predefined responses to lessen the load of analysis.They do, 
however, have a few drawbacks. They lack empathy. It might be challenging for change 
managers to establish rapport and convey empathy with respondents while utilising surveys 
to gather data. This could have a negative impact on respondents' willingness to provide 
accurate and thorough replies to the questions posed. 

Additionally, questionnaires are far less flexible than interviews. Interviewers might adjust 
their strategy based on how the subject responds to questions and even investigate 
unexpected issues. On the other hand, the questionnaire's structure must be chosen in 
advance. Respondents' inability or misinterpretation of a question's intent might lead to 
issues. Important questions might also be left off the questionnaire, which is a problem that is 
challenging to fix after the survey has been completed. Self-report bias is an additional issue. 
Interviews and questionnaires both gather data from persons who may purposefully or 
unintentionally skew their answers. Questions are answered based on how responders view 
the circumstances. These opinions could be based on inaccurate or insufficient 
information.Additionally, responders have a propensity to highlight their own actions and 
defend their own interests. Responses may be skewed by the questionnaire's design. For 
instance, respondents may develop a habit of responding questions that are close together in a 
similar way, or their focus may wander and they may answer questions at the conclusion of 
the survey with less care[9]–[11]. 

Projective Methods 

Projective techniques, such collages and drawings, can be an effective way to gather data 
about topics that people might find challenging to articulate in other ways. According to 
Fordyce and Weil, asking subgroups to create collages based on themes like how do you feel 
about this team? or what is happening to the organisation? and then presenting and explaining 
them to the entire group during a plenary session can help organisational members express 
and explore issues at a fairly deep and personal level. Inviting people to produce and share 
drawings that depict specific parts of organisational life is a similar process. People might be 
requested to draw circles for each person in their group, varying the size of the circles 
according to how much power each person has over the group's functioning. They might also 
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be invited to add more detail to their design by positioning the circles to represent how 
closely each member of the group must cooperate in order to complete the task. Asking them 
to unite the circles with blue lines where the persons they represent have a close personal 
relationship and with red lines when they are far apart in terms of communication, rapport, 
and empathy may help to further elaborate.These methods of bringing up information can be 
effective icebreakers and offer a simple way to talk about delicate subjects that are rarely 
brought up in public. However, while some groups might embrace them, others might dismiss 
them as frivolous pastimes. 

Observations 

One method of gathering information that prevents self-report bias is to observe behaviour as 
it happens. The organisation of the observation in order to concentrate on the necessary 
behaviour and prevent getting distracted or overloaded with extraneous information is one of 
the primary challenges with this approach. For example, the level of structure for observing 
and documenting group behaviour can range from using broad categories like leadership or 
communication to the use of detailed category sets like the interaction process analysis 
framework created by Bales.The ability of the observer to spot behavioural patterns that the 
subjects of the observation may not be aware of and hence be unable to describe in interviews 
or in questionnaire replies is a benefit of this approach of information gathering.Another 
benefit is that observations are more relevant to present behaviour and are less likely to be 
tainted by historical circumstances than self-reports. An adaptive method of information 
gathering is observation. The observer may be prompted by what they see to investigate 
related elements of contemporary practise. This method has some drawbacks, such as 
interpretive and coding issues, cost issues, and potential observer bias. 

Unobtrusive Measures 

Many organisational settings collect a lot of data on a regular basis about a variety of 
organisational functions, including costs, downtime, wastage rates, absenteeism, labour 
turnover, delivery times, margins, complaints, the frequency and type of meetings, and so 
forth. Because it is unlikely that any particular response bias will result from the fact that this 
information is being gathered for diagnosis, it is referred to as unobtrusive information. 
Considering the nature of many of the records that include this kind of information, it is also 
likely to be widely accepted by organisational members and might be simple to quantify.Even 
when records are kept, it could be challenging to get information in the right format. The 
results of performance review, raises given, absenteeism, and sickness rates, for instance, 
may all be included in an individual's personal record but may not be accessible in any 
aggregate form for all members of a specific department. 

Sampling 

Sometimes it may be possible to include every member of the group in the survey, for 
instance when gathering data from members of a small work group. However, if a diagnostic 
exercise calls for gathering data on an entire division or the entire organisation, it may be 
necessary to think about how to sample people, activities, and records in a way that will yield 
enough data to present a representative picture of what's happening.When selecting a sample, 
there are a number of important factors to take into account, including sample size in relation 
to the entire population as well as composition.  

For instance, how many individuals should be questioned, events should be watched, and 
records should be examined, and which people, events, or records should be included in the 
sample? The size or how many question will be answered in accordance with the level of 
assurance necessary in the findings and, if the data will be subjected to statistical analysis, the 
type of analysis to be applied. The complexity of the entire population determines the 
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response to the composition or which question. If the entire population is quite homogeneous, 
the sample's members could be chosen at random, using random number tables, or by 
choosing every nth person in the entire population. However, if there are various subgroups 
in the overall population, it may be crucial to guarantee that each one is represented in the 
sample. This entails selecting a sample from each of the various subpopulations that have 
been divided into the overall population. 'Stratified sample' refers to the composite sample 
that is produced as a result of this technique. 

DISCUSSION 

Analysis 

After data has been gathered, it must be analysed. Only part of the respondents may have 
given a positive response to a question such, how challenged do you feel in your current job? 
for instance. To determine whether a lack of demanding work is a problem, the change agent 
may be interested in learning what percentage of the sample answered in this way compared 
to those who responded in the same way in other organisations. Consider whether there is any 
connection between people who don't feel challenged at work and the division they are in or 
their rank in the hierarchy. Information is arranged in accordance with analytical techniques 
in ways that can produce responses to diagnostic queries. Analytical methods are frequently 
categorized as either qualitative or quantitative. Instead,then counting the number of people 
who think or behave in a given manner, qualitative techniques are used to explain why people 
think and behave in a particular way. Quantitative techniques concentrate on data points that 
can be tallied and are most effective when used to address what, when, and who inquiries as 
opposed to why ones. 

Qualitative Techniques 

Scientific tests are typically less important to qualitative procedures than meaning and 
underlying patterns. Two examples of qualitative analytical methods often employed in 
organisational diagnostic activities are content analysis and force-field analysis. 

Content Analysis 

The goal of content analysis is to group the responses' comments into informative groups. In 
order to do this, it is necessary to identify the remarks or responses that tend to repeat most 
frequently and to organize them in a way that creates a collection of exhaustive and mutually 
exclusive categories or themes. Several answers to a question like What do you like best 
about your work? can mention things like working with kind coworkers, thoughtful bosses, 
and having the chance to interact with coworkers while on the job. All of these remarks could 
be interpreted as alluding to the social aspects of the profession, which are a frequent topic. 

A distinct set of remarks might be made on the work's level of difficulty, the chance for 
creativity, and the freedom to try out novel approaches. All of these remarks could be 
interpreted as addressing various facets of the nature of the work itself. These two groups 
might then serve as the foundation for assessing the substance of all the data gathered from 
respondents. Every response can be categorized when a collection of categories is exhaustive, 
and every piece of information will fit into a certain category when a set of categories is 
mutually exclusive. Identifying the categories that have been referred to most frequently after 
all replies have been categorized is one method of judging the significance of the various 
categories. 

Force-Field Analysis 

Information categorization is also a part of force-field analysis, which is covered in earlier 
chapters. Organising the categories into two main types those relating to forces or pressures 
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for change and those relating to forces or pressures sustaining the status quo and fighting 
changes what makes force-field analysis unique. Lewin believed that the level of behaviour in 
any circumstance was the consequence of a force-field made up of a balance of the forces 
pushing for change some different level of behaviourr and the forces resisting that change. 
Action plans for securing the intended change can be developed with a useful foundation 
provided by diagnosing situations in terms of driving and restraining forces. The dynamic 
equilibrium shifts when the forces pushing in one direction outweigh the forces pushing in 
the other direction. By strengthening the forces for change in the desired direction or by 
weakening the restraining factors, the level of behaviour can be altered towards a more 
desirable state. 

Quantitative Techniques 

Quantitative methods use counting and measuring to provide answers to what-when-who 
questions by concentrating on facts with numerical meaning. Means, standard deviations, 
correlation coefficients, and difference tests are some of the fundamental methods that 
change agents most typically employ when assessing quantitative data. The mean is a statistic 
that represents the typical response or activity. For instance, the eight workers in department 
X may have taken an average of 5 days of sick leave throughout the previous year. The 
standard deviation shows how much variance, either high or low, there is around this mean. 
For instance, six department employees might have had no sick days while the other two 
might have had 20 days apiece. The degree of a relationship between two variables is 
measured by the correlation coefficient; for instance, sick leave may be negatively correlated 
with work satisfaction.  

Difference tests show whether a group's results for instance, the average number of sick days 
taken by department X employees are significantly different from those of other groups, such 
as other departments within the same organisation or a benchmark score or industry standard. 
You can get further information on these and other strategies in any standard statistics 
text.Conceptual models serve as a foundation for deciphering diagnostic data and determining 
what has to be altered to create a more desired state of affairs. When implementing the 7S 
model, change managers can create a 7S matrix that can be used to identify any potential 
internal misalignment issues.The BBC's 1993 staff survey, which was based on the Burke-
Litwin causal model of organisational performance, revealed some areas that needed reform 
most urgently. Structure, leadership, and motivational factors were the area’s most in need of 
development, but there was also evidence that many other areas might use better.  

Political Considerations 

Because people will be concerned about who will use the data, for what purpose, and how 
they will evaluate and interpret it, gathering information is not a harmless or innocent 
activity. According to Nadler, the gathering and sharing of information can alter the structure 
of power relations. For a variety of reasons, gathering data might spark interest in the actions 
or behaviours that are being analysed. For instance, it can lead to the dissemination of 
information that a person or organisation had previously kept to themselves in order to gain 
some sort of political advantage, compromising their authority and influence. It allows for the 
comparison of a person's or a group's present performance to their past performance, other 
people's performances, or some standard.  

When there is a connection between performance and rewards, these possibilities may be 
seen as dangerous. Data gathering can be used to either support or undermine the change 
agent's efforts to identify areas that need to change. People's perceptions about potential uses 
for the data in the future will have an impact on where the energy is focused. Employees may 
be more inclined to offer correct information if they anticipate the information gathered in a 
diagnostic survey would be used in a transparent, non-threatening, and beneficial way, for 
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instance. On the other side, if they anticipate that it will be used as a kind of punishment, they 
can try to hide or falsify information.  

CONCLUSION 

Gathering and interpreting information is crucial in decision-making, problem-solving, and 
learning. In today's information age, it is essential to gather diverse sources, evaluate source 
credibility, analyze and synthesize information, contextualize data, avoid confirmation bias, 
and communicate findings effectively. It is essential to consider the background, 
circumstances, and underlying factors surrounding the information to avoid biases and ensure 
unbiased analysis. Communication should be clear, concise, and understandable, using visual 
formats and graphs to enhance comprehension. Continuous learning and adaptation are 
essential for a lifelong learning mindset. By employing diverse sources, evaluating 
credibility, analyzing data within the appropriate context, and avoiding biases, informed 
decisions can be made and our understanding of the world around us is enhanced. 
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ABSTRACT: 
The success of organisational transitions depends critically on the role of leadership in 
change management. When it comes to directing and facilitating change, inspiring and 
motivating employees, and directing their efforts towards a shared vision, effective leadership 
is absolutely essential. Strong communication skills, the capacity to foster confidence and 
trust, and the readiness to accept and promote change are just a few of the essential traits that 
make a great leader. They must make clear why change is necessary, be specific about the 
results they want, and provide a safe atmosphere for workers to make the move. In addition, 
leaders need to take the initiative to deal with opposition, handle conflicts, and offer 
resources and support to people and teams affected by the change. Effective leaders can 
successfully lead their organisations through change and generate long-term growth and 
sustainability by exhibiting a clear vision, including stakeholders, and establishing a culture 
of openness and adaptation. 
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INTRODUCTION 

Although it is widely acknowledged that leadership is the primary facilitator of change, there 
seems to be substantial disagreement over what makes for effective leadership. Using 
Northouse's definition, leadership is described below as a process that entails persuading 
people to carry out specific objectives. This chapter discusses the function of leadership, 
investigates the idea that managerial work is increasingly a leadership duty during times of 
transition, looks at what leaders must do to implement successful change, and takes into 
account the idea that leadership needs to be seen as a collective activity[1]–[4].The conflict 
between management and leadership is highlighted by Tichy and Devanna and Kotter. They 
contend that while leadership is concerned with change, management is more interested in 
preserving the current organisation. In other words, leadership is about doing the right things, 
whereas management is about doing things correctly. Leadership, on the other hand, is 
concerned with new paths and change, whereas management is focused on stability and 
order. 

Managerial work, in times of change, is increasingly a leadership task 

Despite being separate activities, management and leadership are complementary and both 
are required for success in a changing company environment. According to Bolden, it might 
be difficult to think of managers and leaders as being entirely dissimilar and incompatible 
with one another. For instance, some describe managers as uninspired bureaucrats who only 
concentrate on the task at hand and leaders as dynamic, charismatic people with the potential 
to inspire others. A manager's actual experience does not align well with such a concept, 
according to Bolden. People are typically hired for ‘management' jobs rather than 'leadership' 
positions and are required to accomplish a variety of responsibilities, from short-term tactical 
planning to long-term strategic planning. None of these are carried out 
independently.According to Kotter, managers are in the best position to give the leadership 
necessary to guarantee that a change will be effective. However, if they are to exercise this 
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leadership, they must understand that their role entails a dual responsibility: management, 
which entails maintaining the system's effectiveness, and leadership, which entails 
revitalizing and renewing the system to ensure that it will continue to function effectively in 
the long run.  

The transformational change is now more important than managing continuous change, 
which is also accelerating. This change has the effect that management work now places a 
greater emphasis on leadership and providing direction.Kotter uses a straightforward military 
comparison to demonstrate the idea that administrative work is increasingly a leadership 
responsibility in times of change. A peacetime army can typically endure with competent 
leadership focused at the top, along with good administration and management at all levels of 
the hierarchy. However, a wartime army needs capable leadership at all levels. Platoon 
leaders and company commanders still have management responsibilities in a wartime army, 
but the effectiveness of their leadership in combat situations is crucial. The center of 
leadership cannot be confined to the organization's hierarchy. This chapter's discussion of the 
distributed nature of leadership will further expand this theme[5]-[7]. 

The Role of Leadership 

Growing data suggests that 'what leaders do' can have a significant impact on follower 
behaviour and the effectiveness of change projects. The definition of leadership has been 
greatly debated. According to Kotter, effective leadership is developing a vision, sharing it 
with others, bringing them on board, and inspiring them by appealing to their needs, values, 
and emotions. After analysing prior research, Higgs and Rowland [8] find five behaviours 
linked to effective change implementation:  

1. Building a case for change. 
2. Ensuring that any change is founded on a thorough comprehension of the problems. 
3. Involving others and fostering adherence. 
4. Creating efficient strategies and sensible monitoring procedures. 
5. Supporting and enhancing the participants' capacity. 

Four skills are mentioned by Ancona et al. sense-making, relating, visioning, and invention. 
Inventing entails coming up with, creating, and implementing fresh approaches to solving 
problems. A 4E framework is provided by Yates. 

1. Imagining a set of objectives and tactics that are based on values. 
2. Facilitating their accomplishment by choosing the proper techniques, resources, and 

personnel. 
3. Enabling others by fostering interdependence and trust between leaders and followers. 
4. Inspiring everyone to spearhead the change. 

According to Yates, the instant a leader falters or exhibits a lack of resolve, the team will get 
demotivated and performance will suffer. The way followers view their leaders' actions can 
have a significant impact on their efficacy. 

The ability of the leader to inspire people, communicate clearly, and form teams were found 
as three criteria connected to support for change by Gilley in their study of subordinates' 
opinions of effective leader behaviour.  

In a review of 700 studies on how change recipients responded to change, Some researchers 
found that recipients were more likely to respond favourably to change when they felt the 
process was collaborative and supportive, with clear channels of communication, and when 
managers were seen as competent and impartial[9], [10].On the basis of these concepts, it is 
possible to list seven actions that leaders must take to guarantee the success of 
transformation. Below, they are covered in further detail. 
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DISCUSSION 

In order to identify the issues that need attention, leaders must be able to make sense of the 
world around them and construct cognitive maps, which are mental representations of their 
surroundings that demonstrate what they consider to be more or less relevant. This is not 
always simple since conservative people, even leaders, often evaluate current events in terms 
of historical events. When considering sense-making in the context of counterterrorism, 
Colville et al. say that a sensible event often resembles one that has happened before. They 
cite the 9/11 Commission Report, which concluded that while intelligence community 
members were on the lookout for historical clues, they were unprepared for and unaware of 
signals pointing to an emergent, shifting present. According to several accounts of what 
transpired, the CIA allegedly ignored reports that prospective terrorists were taking flying 
lessons because the information did not match their mental models of how terrorists work. 
Similar arguments are made by Näslund and Pemer after they examine the dominant stories 
in two Scandinavian businesses.  

To help make sense of their everyday experience, organisational members utilise stories 
about people, events, and their perceptions of cause-and-effect linkages. Over time, dominant 
narratives form, acting as both collective frames that facilitate and constrain sense formation. 
Stories that align with the mainstream narrative are taken as credible, while those that don't 
are seen as improbable or even unimaginable, and as a result, have minimal effect. As a 
result, organisations discover that it is simpler to adapt in a way that is consistent with the 
dominant narrative. According to Ancona et al., leaders can enhance their sense-making by 
gathering information from a variety of sources, determining whether various individuals 
have unique viewpoints, and using preliminary observations to create small experiments to 
test theories. Despite the fact that sense-making may be a crucial starting step, it is important 
to remember that it is a continuous process. Leaders must constantly be aware of how new 
developments may affect the change agenda since situations change. 

It is crucial that persons exercising leadership develop a vision based on a realistic evaluation 
of the situation as well as the requirements and priorities of important stakeholders, even if 
sense making and visioning are independent tasks. Sense making, is the process of cueing a 
tale in the form of a frame that gives leaders a recipe that acts as both a scheme of 
interpretation this is the meaning of the circumstance and a scheme for action this is what we 
should do next. Leaders can start to define their vision of a more desirable state of affairs and 
what needs to be done to progress towards this better future based on how they evaluate the 
current situation and forthcoming risks and possibilities. It is widely acknowledged that a 
strong vision, guided by a thorough understanding of the context, can significantly increase 
the likelihood that a change attempt will be successful.  

The best way for leaders to develop a vision is not predetermined. As did the CEO in the 
Direct Banking case, when he declared his intention to implement voice automation and 
routing in order to reduce costs, some leaders work independently to develop a vision before 
presenting it to others as a clear and formulated picture of a preferred future. Others start to 
voice their opinions nearly as soon as they become conscious of a need or an opportunity for 
change, and they invite others to join them in imagining what a better future might entail. 
While the degree to which others are permitted to engage can vary, there is strong evidence 
that involvement does have an impact on achievement. Participation was linked to a sense of 
agency and control over the change, reduced levels of stress, a higher readiness to accept 
change, and general support for the process. 

Kotter contends that visions that disregard the legitimate demands and rights of some 
stakeholders and privilege certain stakeholders over others may never be realized, but there 
are some situations where leaders may be compelled to priorities the interests of some 
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stakeholders above those of others.According to Conger, sometimes leaders become so 
devoted to a project or a belief that they only pay attention to information that supports their 
own position and fail to recognised signals that point to, for example, changes in customer 
requirements or the limited availability of necessary resources. As a result, Conger contends, 
visions can be flawed. A track record of prior triumphs may exacerbate this problem. In 
previous chapters, the trap of success is discussed, where past success fosters a sense of self-
belief and hubris, which can inspire leaders to forge on without giving the situation's crucial 
details or other people's worries enough thought.Bruch et al. contend that prior to deciding 
how to do the change right, leadership decisions regarding the right thing to do must be made 
since continuing discussions about does the change make sense? will sap the project's energy 
and impair the implementation process. 

Sense Giving 

'Sense providing' is another term for conveying the vision. Giving sense is described as the 
process of attempting to influence the sense making and meaning construction of others 
towards a preferred construction of organisational reality. In order to convey their vision of a 
different and better reality and persuade others to share it, leaders communicate their vision 
to stakeholders and constituents.Before interacting with a larger audience, a leader frequently 
starts by speaking with senior team members. Even when leaders do not include others in the 
initial formulation of the vision, it is rarely a one-way process because, once communicated, 
the vision will almost always start as a ‘sequential and reciprocal cycle' of sense making and 
sense giving. In order to understand the consequences of the leader's new vision for 
themselves and their unit or organisation, the recipients of the leader's message engage in 
their own sense-making, processing and interpreting what they have heard. However, after 
trying to make sense of what they have heard, the recipients frequently feel the need to 
engage in their own sense-making activity, which often entails providing feedback to leaders. 
The leader's vision may immediately elicit an enthusiastic and favorable response.  

This feedback could take the form of a demand for further clarification, an attempt to alter 
and mould the leader's initial vision, or even a challenge to the idea that a new vision is even 
necessary.The nature of the mutual process of sense-giving and sense-making can 
significantly affect the vision's quality. When leaders sincerely welcome criticism and debate, 
there is a significant probability that the final vision will be solid and useful. However, there 
are instances where leaders get little to no feedback on their suggested vision. This might 
occur if people are excessively reliant on and trusting of the leader's assessment, or if they are 
afraid of the consequences if they disagree with any aspect of the leader's vision. According 
to some authors, charismatic leaders with strong personalities can encourage this kind of 
uncritical reliance. When the leadership team exhibits what Janis called groupthink because 
they are so dedicated to a single philosophy, a lack of challenge can also result. 

Translating the Vision into a Desire for Change 

Just because change agents comprehend the leader's vision doesn't mean they agree with it 
and will work hard to make it a reality. Giving advice is most effective when the potential 
recipients actually want to change something after receiving it, rather than just realizing that 
something has to change. There are several actions that leaders can take to influence whether 
or not this will occur.When potential change beneficiaries trust their leaders and believe that 
leaders value their opinions, the realization of a need for change will more likely translate 
into a desire for change. By asking for feedback, encouraging others to express their 
opinions, and sending a message that their opinions are valuable and that they will try to keep 
an open mind until they have understood what they have to say, leaders can aid in the 
development of this kind of respect. However, leaders occasionally come out as not paying 
enough attention to or trivializing the opinions of others, despite the fact that they may appear 
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to be doing so. The perceptions of the benefit or damage of the change are a major factor in 
determining whether change recipients will accept or resist it. Leaders can be more effective 
if they present a compelling vision that is in line with the values of change beneficiaries and 
assures them of a personal gain. Conger raises a cautionary note and argues that leaders need 
to be cautious not to present information in ways that make their vision appear more realistic 
and more appealing than it actually is. He notes that while crafting the vision so that it 
appeals to change recipients can produce more support for a change, Conger sounds a note of 
caution.This competency is viewed as the leader's capacity to influence outcomes and achieve 
desired goals. This emphasises how crucial it is for leaders to exert every effort in order to 
establish the connections and acquire the skills that will enable them to implement change 
successfully.  

They also need to make sure that those affected by the change perceive them as 
knowledgeable and connected. Despite this, Conger issues a further warning and claims that 
leaders shouldn't convey a vision in a way that fosters the perception of control when the 
situation is actually out of control. The necessity to inspire confidence in order to encourage a 
readiness for change, but this must be done responsibly. Sometimes, information is twisted in 
such a way as to persuade stakeholders and workers to make choices that are neither in their 
own best interests nor those of the company.Kotter outlines the challenges leaders frequently 
face when attempting to push individuals outside of their comfort zones and foster a readiness 
for change in his article on why transformation attempts fail. To solve this issue, he suggests 
taking actions that elicit a sense of urgency. In order to convey the severity of the 
predicament the company is in, Stephen Elope, the new CEO of Nokia, used the analogy of a 
burning platform. 

Aligning 

Communicating in a way that encourages a common sense of direction and brings people 
together so they can cooperate to realize the vision is a crucial component of sense-making. 
According to Kotter, interdependence where no one has complete autonomy and the majority 
of organisation members are connected to many others by their work, technology, 
management systems, and hierarchy is a key characteristic of modern organisations. 
According to Kotter, these linkages provide a unique problem for organisations attempting to 
change since without a line-up and coordinated movement, people will trip over one another 
and get in the way. According to Kühl et al., managers at all levels of the organisation must 
exercise 'lateral leadership' in order to forge consensus, shape the political landscape, and 
foster trust. Some of the best leaders are able to recognised persons who could help or hurt an 
endeavour, build relationships with them, and persuade them of what needs to be done. Even 
those who are at lower levels of the organisation are empowered when they are aligned in this 
way. Committed stakeholders, including subordinates, are more likely to feel empowered to 
act when there is a clear, shared sense of direction because they won't be as likely to run afoul 
of others or receive criticism from superiors. 

Enabling 

Receivers of the change and those involved in executing it can be motivated to overcome the 
inevitable obstacles they will face as the programme progresses by being given a clear and 
compelling vision and having people aligned behind it.However, managers must go beyond. 
Even the most compelling vision will lose its power if it floats, unconnected, above the 
everyday reality of organisational life, claim Ancona et al. They contend that in order to turn 
a vision of the future into a reality today, leaders must establish the conditions that will make 
implementation easier.Kotter contends that an elephant may show up and obstruct their 
progress even when individuals involved in the shift understand and accept the new route. 
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The leader may need to challenge their worldview or work with them to gain the confidence 
they need to move through with the change when they perceive an elephant in their 
imagination. When it comes to complex organisational structures, constrained job functions, a 
lack of access to pertinent information, erroneous performance standards, and incentives that 
encourage individuals to stick with their old work habits, the elephant can be a very real, 
physical obstacle to change.In order to create the circumstances that will enable individuals to 
bring about change, leaders must take steps to remove these obstacles.Using the research of 
Hackman, Higgs and Rowlandand others, it is feasible to identify a variety of ways in which 
leaders can establish the circumstances under which others might contribute to the 
implementation of change. Making sure that everyone is aware of what needs to be done is 
one way that leaders may empower others to bring about change. 

Establishing explicit frameworks and processes that allow individuals to collaborate to 
accomplish a shared goal. To enable the sharing of information and other resources, this can 
include changing organisational structures or opening up departmental boundaries. Creating 
and assigning assignments that are compatible with people's ideals and challenging enough to 
make their work worthwhile. When possible, provide tasks for teams rather than individuals 
to increase the sense of collaborative responsibility among participants in the transformation 
process. Enabling access to information that some people would think should be restricted, so 
that people and groups can make decisions without constantly requesting information and 
approval from others. Creating feedback mechanisms that people and groups can use to track 
their own development and take lessons from their triumphs and mistakes. Encouraging the 
change's participants to come up with and discuss justifications for how well the change is 
going. Establishing top-level alignment to ensure that senior managers convey consistent 
messages to everyone and use a common strategy to accomplish the change. 

Supporting Others During the Change 

The necessity for those affected by a change to understand how the change will affect them 
personally outweighs the fact that leaders often find it simpler to identify and explain benefits 
for the organisation than benefits for the individual. Therefore, it is crucial to acknowledge 
and address these worries. Even if a leader is confident that the impacted person would 
benefit from the change, some people may not agree with this assessment, and even if they 
do, they may still feel helpless or like they have no influence over what will happen to them. 
This kind of response might encourage people to resist change rather than let go and accept it. 
These worries can be addressed by giving those affected the chance to talk so they can 
investigate and comprehend what will be entailed. Concern that persons impacted by the 
change might not be able to perform at the required level after the change is implemented is a 
related problem. Offering training opportunities ahead of the change, on-the-job assistance 
throughout implementation, and creating a safe environment for mistakes and seeking help 
can all help workers gain confidence and accept the change. 

Maintaining Momentum and Sustaining the Change 

Because adopting changes can be expensive in terms of time and other resources, there is 
frequently a tension between keeping the show on the road maintaining output and 
introducing improvements that will offer higher performance over time. Employees who are 
under pressure to sustain output may put less emphasis on the change agenda in order to meet 
immediate needs. Leaders must take care to behave in a way that keeps the momentum of 
change going and prevents the loss of hard-won gains. There is a good possibility that 
individuals will be inspired to stick with the change even when faced with difficulties that 
might otherwise have called into question their commitment if they can see their leaders' 
active involvement in and dedication to the change. However, a common issue is that after 
identifying the need for change, developing and communicating a vision, and initiating the 
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change, leaders divert their focus, leading those responsible for implementing the change to 
believe that there is a lack of support from the top. Whelan-Berry and Sommerville contend 
that for leaders to be effective change agents, they must walk the talk throughout the 
implementation process.  

Additionally, it is critical that leader support extend beyond the senior managers who may 
have started the transformation. They must involve future leaders and hold them responsible 
for making the change in their divisions and teams. To make sure that the task receives the 
proper attention and resources, managers and supervisors at all levels must be devoted and 
equally invested in walking the talk.Sometimes, executing a change can take a while, and 
there is a risk that individuals will eventually lose the initial urgency and turn their attention 
to more urgent, day-to-day operational difficulties. According to Kotter, one strategy for 
reducing this danger is for those driving the change to focus on quick victories and make 
plans for audible performance gains that may be acknowledged along the way. While Kotter 
supports celebrating early victories, he advises against doing it too soon because it can kill 
the momentum. 

Leadership Style 

Considering the characteristics of the situation, the team's current state, and their own unique 
skills and preferences, Hackman contends that too much emphasis has been placed on the 
importance of leadership style and asserts that leaders can succeed by utilising the behaviours 
or styles that make the most sense to them personally. Early research on leadership tended to 
Favor some leadership philosophies over others. For instance, Lewin et al. examined how 
leadership styles affected classroom environments and came to the conclusion that 
democratic leadership was superior to an authoritarian approach. In later research, Ohio State 
University scholars discovered two aspects of a leader's behaviour that seemed to affect 
output.  

They were consideration, which measures the degree to which supervisors and subordinates 
have relationships characterised by mutual trust, respect for each other's opinions, and 
consideration of each other's feelings, and initiating structure, which measures the degree to 
which the leader is prone to defining and organising the work of subordinates. The results of 
Fleishman et a revealed that good leaders were those who gave high priority to both 
consideration and organisation. As a result, the conceptual framework for Blake and 
Mouton's managerial grid was established, which identified team management as the most 
efficient type of leadership.Situational leadership cast doubt on the idea that there is a single 
leadership style that will work well for every manager in every situation. The most effective 
style is dependent on situational aspects, including the people, the work, and the 
organisational setting, according to theories put out by Fiedler, Adair, and Hersey and 
Blanchard, to name just a few. 

Charismatic Leadership 

Research findings that traditional, sometimes referred to as transactional, leadership models 
that focus on goal setting, direction, support, and reinforcement only accounted for a 
relatively small percentage of variance in performance outcomes were, at least in part, what 
spurred the development of new models of leadership. Avolio et al. found that charismatic 
and transformational leadership are positively associated with a variety of significant 
organisational outcomes, including job satisfaction, motivation, morale, and performance, 
across many different types of organisational settings.The effectiveness of the emotional 
relationship between leaders and followers is highlighted by charismatic leadership. 'Leaders 
who by the power of their person have significant and remarkable effects on their followers,' 
according to Bass, are what is meant by the phrase 'idealized influence'. They have the power 
to inspire followers to take on challenges they may not have previously thought possible. 
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Using Podsakoff's model of transformational-transactional leadership, Antonakis proposes 
that they accomplish this by inspiring others with their vision, setting high performance 
standards and challenging followers to meet them, encouraging cooperation and teamwork to 
get people working towards the same goal, setting an example, and leading by example rather 
than by telling. 

According to Conger, one characteristic of charismatic leaders is their ability to communicate 
in a way that motivates others. He offers the example of two stonemasons who were asked 
what they were doing while working on the same job to demonstrate what this entails. The 
first responded, I'm cutting stone, and the second, I'm erecting a massive cathedral. Conger 
claims that the second mason was able to explain his job in a more comprehensive and 
profound manner. He contends that in order to inspire others, leaders must possess the 
capacity to clearly explain an organization's objective. There are two different skill sets 
needed for this. The first is framing, or the capacity to meaningfully describe the 
organization's goal. The second skill is what Conger calls rhetorical crafting, which is the 
capacity to employ symbolic language to imbue the message with emotional power. While 
the fundamental message gives the change's participants a feeling of direction, it is the 
rhetoric that heightens its motivating appeal and decides if it will be memorable enough to 
affect their day-to-day decisions.Adopting the proper leadership approach can aid in the 
facilitation of change, however there is a lot of evidence to support the idea that there is no 
one optimum approach. 

Distributed Leadership 

It's crucial that charismatic leaders are not viewed as heroic figures who can bring about 
change on their own via the force of their personality.Deep hierarchies, in which the 
relationship between the leader and the subordinate is clearly defined, have given way in 
many organisations to new organisational forms, where cross-functional teams, networks, and 
communities of practice call for a style of leadership that can be separated from 
organisational hierarchies. Leadership must be passed down the ladder, at least in part, even 
in typical hierarchical organisations. According to Gilley et al., while top management may 
create the organization's vision, mission, and corporate-wide change initiatives, middle 
managers are typically tasked with creating the shorter-term operational plans that give life to 
top management directives, and frontline managers are primarily responsible for carrying out 
these plans. 

In other words, the leadership process involves the participation of many organisational 
members.Change is frequently started by a single person or a small group. These change-
initiators may be seen as the ones driving the change, but Kotter contends that for the change 
to succeed, leadership must be expanded and shared. All managers inside the system must 
acknowledge that they have a leadership role to perform. They must contribute to establishing 
a vision, coordinating interactions, and motivating others. In support of this viewpoint, 
Oxtoby et al. make the case that in addition to a system of leadership cascading down the 
organisation in the form of a distributed network of key players, each providing leadership in 
their respective parts of the organisation, this network also needs to share a common vision of 
the organization's purpose that is clear, consistent, and motivating in order to be effective. It 
is not always simple to establish and maintain this unified strategy. 

Leadership is compared to a two-partnered dance by Spillane. While concentrating on the 
actions of one partner is possible, it is vital to give attention to all of the dancing partners in 
order to fully comprehend the dance performance. Collinson points out that numerous 
leadership studies have largely neglected or undervalued the significance of relationships 
between leaders and followers in favor of focusing solely on the characteristics and 
philosophies of the leaders. According to Bolden, there is a growing understanding of the 
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value of interpersonal relationships, the requirement that followers grant authority to leaders, 
and the understanding that no one person can be the ideal leader in every situation. Because 
of this way of thinking, less formalized models of leadership have been created to account for 
the potential that leadership is not the sole domain of a single manager or even a group of 
senior managers.Bolden notes that people can exhibit leadership influence over coworkers at 
all organisational levels not just managers, which can affect the general course of the 
organisation. This viewpoint changes focus from the individual heroic leader to a more 
group-based sense-making and direction-giving process. 

The Collective Nature of Leadership 

The position of the CEO as a leader receives a lot of emphasis in a lot of organisational 
change literature. There is conflicting research on the relationship between organisational 
effectiveness and the leadership style of the CEO. According to Avolio et al., some studies 
found no correlation between the charisma of the CEO and later organisational performance, 
while other studies found the opposite. This may be the case since leadership must frequently 
be perceived as a group endeavor. According to Pascale and Sterin, there is a chance that 
individuals who stand out as change agents will cause other employees to become dependent 
on them in an unhealthy way. They contend that a community's own members should 
exercise leadership. Additionally, Denis et al. warn against exalting particular heroes. 
Organisations are growing increasingly diverse and complicated.Due to the numerous 
collaborative relationships, they have and the outsourcing of many of their operations, their 
exterior boundaries are becoming more and more hazy.  

Organizational environments where traditional command and control cultures are eroding and 
managers are increasingly forced to collaborate with people, they have no direct authority 
over are being created by the growth of matrix and network structures as well as the shift 
from functional to more process-oriented organisational forms.The creation of enough 
coherence is one of the major issues involved in managing change in pluralistic 
environments. According to Denis et al, change projects should be led by a group of people 
as opposed to a single person in circumstances when power is spread and there are conflicting 
goals. The major change in pluralistic organisations is more likely to be achieved under 
unified collective leadership, in which members of a leadership constellation play 
complementary roles and collaborate well. This argument is based on the authors' research in 
healthcare organisations.  

However, the membership of the leadership constellation is frequently wider than this, with 
members having different but complementary roles. Conventions or legally binding codes of 
practises in many countries explicitly formalize the collective nature of strategic leadership 
by separating the posts of CEO and president or chair of the company's board of directors.As 
an illustration, some people might concentrate on managing exterior relations, whereas others 
might manage ties with specific internal constituencies. When a single person is unable to 
develop and implement a vision that is supported by a large enough group of influential 
stakeholders, collective leadership is crucial. Collective leadership offers the chance to 
combine the variety of knowledge and expertise necessary to create a workable vision as well 
as the capacity to influence others in a way that is seen as genuine.  

Fragility 

While leadership configurations are constantly brittle, the cohesive collaborative leadership is 
required in pluralistic environments. They use three different sorts of coupling to define 
fragility.Internal harmony among the leaders in the leadership constellation is known as 
strategic coupling. When conflicting opinions about what's important start to form within a 
constellation, constellations might start to become disjointed. It indicates the interaction 
between the leadership constellation's members and their organisational constituencies, which 
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in turn refers to the perceived alignment between leaders' goals as demonstrated by their 
actions and constituents' interests. Constituents will start to feel that their leaders are not 
adequately representing their views if members of the leadership constellation lose contact 
with their followers. Since leaders’ rule, at least in part, with the agreement of the led, this 
may lessen their capacity to influence constituents and possibly jeopardise their place in the 
leadership constellation. Thorpe and Gold cite the story of an Indian chief to illustrate their 
point.  

When asked why he was the leader, the chief said because he had followers. When hunting 
buffalo on the wide plain, he added, if he rode to the left and the braves followed him, he was 
confirmed as the leader. However, if he rode to the right and the braves did not follow him, 
he would lose that position.The opinions of others on whether one's behaviour is appropriate 
in a setting of shifting power dynamics are essential for long-term survival in a leadership 
role. Credibility-enhancing actions tend to improve survival prospects, whereas credibility-
draining ones tend to worsen them. Changes in credibility have a direct or indirect impact on 
an individual's or leadership group's ability to take action in the future. The potential for 
action is expanded with greater credibility. Credibility declines it and could result in leader 
change. This has effects on how effective various leadership philosophies are. The members 
of a tightly coupled power constellation may find that acting aggressively, secretively, and 
authoritarian is an effective way to get things done in the short term, but they contend that 
these strategies can erode credibility over time.  

It might be vital, particularly in the long run, to strike a balance between assertive leadership 
action and maintaining the necessary amount of support from people being led.Environmental 
Coupling the degree of agreement between the leadership constellation's goals and objectives 
and the requirements and restrictions placed upon it by significant outside stakeholders. 
Constellations might fail if they become so cut off from their surroundings that their 
performance starts to suffer. This occurs when pressure to replace members of the 
constellation comes from the company's board or other strong external stakeholders due to 
concerns about performance. When there is some organizational wiggle room, it is simpler to 
accommodate different interests; nevertheless, when resources are scarce, there are fewer 
opportunities for adjustments and compromises. In these situations, the members' 
interpersonal and personal qualities may have an impact on the stability of leadership 
constellations and their capacity to effect change. According to Denis et al., it's critical to 
have a tacit understanding of how the organisation operates, as well as creative opportunism 
the capacity to recognised possibilities to balance a variety of desires with external forces.  

CONCLUSION 

In summary, effective organisational changes are driven by the leadership role in change 
management. Direction is provided by effective leaders, who also motivate staff members 
and foster a change-friendly workplace. They discuss the need for change, deal with 
opposition, and provide assistance to both people and teams throughout the process. Leaders 
may guide their organisations through change while establishing a culture of flexibility by 
exhibiting strong leadership traits. This will guarantee long-term growth and success.Other 
elements might also be crucial. While it was concurring that tacit knowledge and self-efficacy 
are important, they also highlight the importance of a number of other social skills such as 
social intelligence, emotional intelligence, ego resilience, and self-monitoring. Hollenbeck 
and Hall highlight the effect of self-efficacy, that is, leader self-confidence, on leader 
performance. 
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ABSTRACT: 
One of the most important aspects of successfully managing changes and developing 
resilience is supporting one another during change. Uncertainty, stress, and resistance are 
common during times of change. In these situations, offering assistance can stimulate 
teamwork, build trust, and create a sense of stability. Through attentive listening, empathy, 
and unrestricted conversation, support can be provided. People can encourage, reassure, and 
provide useful aid by acknowledging and recognizing each other's worries. This collaborative 
strategy fosters a welcoming and inclusive environment that enables people to adapt, develop, 
and flourish in times of change. 
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INTRODUCTION 

Leaders must be aware of how others are reacting to change, comprehend what they may be 
going through, and be aware of what they can do to help people who are weak, nervous, or 
uncertain about their capacity to deal. Regardless of whether they see it as an opportunity or a 
threat, this chapter discusses how organisational members experience change. It investigates 
how a person's psychological response to change develops throughout a number of stages. It 
also takes into account how those in charge of the change may plan and carry out the change 
in a way that will maximise benefits and reduce costs for the organisation as a whole as well 
as for specific organisational members by taking into account how people react to change. 
Technology, structures, systems, and necessary competencies are examples of contextual or 
situational elements that are involved in organisational change[1]-[4]. This is commonly 
known, but it also requires a number of personal changes for everyone who is impacted. 
According to Bridges, while many managers are knowledgeable about the mechanics of 
change, they frequently lack awareness of the dynamics of the transition.Personal transitions 
are crucial because, despite the fact that some situational variables can be changed rapidly, 
the new organisational structures might not function as intended until the people involved let 
go of how things used to be and adapt to the new situation. According to Bridges, while 
discussing the variables that may prevent change from being implemented successfully. It 
isn't the changes that do you in, it's the transitions. 

Both incremental and discontinuous changes can be experienced by individuals, just like they 
can by organisations. Some alterations take time, like ageing. There are very few abrupt 
challenges to people's presumptions about how they relate to the world around them in this 
process of steady incremental transformation. However, not all types of change follow this 
pattern. An unexpected merger and the revelation that important employees will need to 
reapply for their employment in the new organisation will leave individuals affected with 
many uncertainties about their future. This is an illustration of a shift that poses a significant 
threat to someone's assumptive world. According to Parkes, this assumed world is the only 
one of which we are aware. Everything we know or believe to know is included. It has an 
impact on how we interpret the past, how we anticipate the future, how we make decisions, 
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and how we see people. Whether or not these changes are viewed as gains or losses, any or 
all of these may need to change as a result of an organisational transformation. 

Changes are seen as personal transitions when they have long-lasting impacts, occur over a 
brief period of time, and impact sizable portions of the assumed world. The elevation of a 
team member to team leader may be seen by those in charge of the transition as an easy and 
speedily completed organisational move. The personal shift brought on by this transformation 
may, however, be a longer one from the perspective of the person who gets promoted. The 
newly promoted team leader might find it difficult to let go of their previous position as a 
team member, including the intimate friendships this role entailed with some coworkers and 
the distanced, professional relationships this role entailed with others. The newly promoted 
team leader could feel awkward in the new position and confused of how to interact with 
others, particularly with subordinates who were once both coworkers and close friends. 
Finding a management style that works may take some time and much experimentation. In 
some situations, the person may be so dissatisfied with the new position that they may give 
up the fight and quit, leaving the change manager in charge of hiring a replacement team 
leader[5]–[8]. 

Another example of a personal transition is losing your job, such as through redundancy or 
early retirement. According to Parkes losing a job robs a person of their place of 
employment, their coworkers' company, and their income. Additionally, it eliminates a 
dependable source of identity, self-worth, and sense of direction. New presumptions 
regarding daily routines and revenue sources, for instance, will be necessary as a result of this 
development. It could also have an impact on the person's confidence in their ability to work 
hard and make a living. An individual will initiate a cycle of adjustments in response to this 
kind of disturbance to their presumptive reality in order to establish a new match between 
themselves and the altered environment. Due to the models of the world as it is and as it 
could be present in a person's assumptive reality, even the loss of a desired but unacquired 
employment can be tough to deal with. Promotion candidates for managerial positions 
visualize the world they want to build. The vivid idea of their cozy new office, difficult 
duties, and respected subordinates aids them in a sort of anticipatory socialization. Giving up 
these hopes and illusions could be almost as difficult as giving up real world items. 
Therefore, those who are not promoted may truly lose something significant and may need to 
adjust their expectations for the future. 

According to Marks, discontinuous transitions are now commonplace in many workplaces. 
These transitions include an acquisition, followed by a downsizing, a restructuring, a change 
in strategy, a subsequent restructuring, another wave of downsizing, and so on. He contends 
that stressful situations have cumulative impacts and that continuing change has increasing 
costs. He quotes O'Toole, who observes that resistance is to be expected and that prolonged 
discontinuous change is not a natural state of life. When he continues by making the case that 
the phenomenon of resistance to change is more accurately a resistance to losing something 
of value to the person loss of the known and tried in the face of being asked, if not forced, to 
move into the unknown and untried he is echoing Burke [9], [10]. 

The Process of Personal Transition 

The end of one thing and the start of another are both components of organisational change. 
A new organisational structure, a more automated production process, changed operating 
procedures, the merger of two units, the closing of a facility, a redundancy programme, job 
transfers, a new project, or a promotion are a few examples of what it might include. Even 
though these modifications may be properly planned and implemented on a specific date, it 
may take some time for people affected to adjust to their new situation. Managers must learn 
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to comprehend how people react to change. They must be aware of the progression of the 
transition process and the kinds of behaviours they can adopt to promote adaption. 

A Model of Change as a Personal Transition 

The model shown below is based on Bridges' work. It views a person's transition as starting 
with an end and progressing to a new beginning via a neutral zone (Figure 1). These three 
phases are not distinct stages with distinct borders separating them. A person may be in more 
than one phase at once, and phases might overlap. According to Bridges, the passage through 
a transition is indicated by a shift in one phase's dominance as it gives way to 
another.Endings entail letting go of the past circumstance and the associated sense of self. 
Before anybody can fully commit to a new position or purpose, the previous role or purpose 
must be let go by everyone concerned. For instance, as mentioned above, a promotion 
necessitates relinquishing the role of group member and internalizing the new role of group 
leader, particularly when it occurs within the same work group. Lewin's theory is referenced 
by Fink et al., who contend that every human system contains both factors that promote 
progress and forces that maintain the status quo. Although these factors seem to conflict with 
one another, the ratio of expansion to upkeep is always changing. Endings are frequently 
linked to a strength of maintenance forces that shows itself as resistance to change and a 
refusal to let go. 

 

Figure 1: Represting the Bridges’ Model of Transition [Research Gate.Net]. 

The interim state is the neutral region. It entails an acceptance of the necessity for change and 
a lack of clarity regarding the characteristics of end states that are more desirable. Although it 
is a time of confusion, self-doubt, and anxiety, it may also be a time of development and 
innovation during which new opportunities are discovered. However, there is a chance that 
people will seek for finality and closure too soon because they feel uncomfortable with the 
uncertainty and confusion that come with this time of change. As a result, individuals can 
seize the first opportunity that seems to hold the promise of a more agreeable situation, 
blocking out the chance to engage in a creative quest for better options.Beginnings entail 
reorienting to a new environment and creating a new identity. The forces of growth initially 
prevail, but as the new circumstance becomes more clearly defined and a new identity is 
internalized, these eventually become again balanced with the forces of maintenance. 

The Stages of Psychological Reaction 

People who are undergoing transition go through a range of emotional and cognitive states. 
The cycle of generally predictable phases that transitions typically go through is outlined 
below. This is true of all changes, both desired and unwanted, voluntary and imposed. It is 
usually believed that, in each circumstance, the person going through the transition must go 
through all the stages in order for the transition to be successful. Individuals and managers 
can benefit from understanding this process.From an older version that first appeared in 
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Transitions: Understanding and Managing Personal Change by Adams et al., Hayes and Hyde 
generated Figure 2. The cycle shows variations in a person's self-efficacy and belief in their 
capacity to exert control over the circumstance. Below is a discussion of the seven 
transitional stages seen in Figure 2. 

 

Figure 2: Represting the overview about Transition Phases[Research Gate.Net]. 

Awareness 

People frequently describe the first stage of a transition as being shocking when they have 
little advance notice of the changes. Depending on how important the change is to them, they 
could feel paralyzed and overwhelmed. Their capacity to absorb new information, think 
critically, and plan might be negatively impacted by feelings of fear and panic. As a result, 
you become immobile. People appear to be operating on autopilot and don't react much to 
fresh information. While their mood might be more upbeat if the shift is seen as a desirable 
gain, such as winning the lottery's top prize, they might still feel paralyzed and find it 
difficult to make plans or take effective action. When people gradually become aware of 
impending change, they frequently focus on what they could lose and participate in worry 
work, which diverts their attention from other issues that might need it. The degree of 
readiness and desirableness of the shift will affect this phase's severity; unexpected and 
undesirable transitions will result in higher immobilization. 

Denial 

A withdrawal from the realities of change is what this stage is distinguished by. Negative 
changes can be downplayed or dismissed, and focus might be diverted to less significant but 
more urgent issues. The known and the familiar receive attention and activity, and any 
perceived challenge to the status quo is dealt with by acting in the same predictable ways. 
Anxiety can be reduced by clinging to the past and rejecting the need for change. Anyone or 
anything that threatens this erroneous sense of security is likely to elicit a hostile reaction. At 
this stage, resistance to change is at its strongest. Euphoria brought on by positive 
improvements may make people unwilling to think about any potential drawbacks. Denial 
may occasionally have a purpose if it allows a person to replenish their emotional reserves 
and helps them accept the need for change. 

Depression  

A withdrawal from the realities of change is what this stage is distinguished by. Negative 
changes can be downplayed or dismissed, and focus might be diverted to less significant but 
more urgent issues. The known and the familiar receive attention and activity, and any 
perceived challenge to the status quo is dealt with by acting in the same predictable ways. 
Anxiety can be reduced by clinging to the past and rejecting the need for change. Anyone or 
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anything that threatens this erroneous sense of security is likely to elicit a hostile reaction. At 
this stage, resistance to change is at its strongest. Euphoria brought on by positive 
improvements may make people unwilling to think about any potential drawbacks. Denial 
may occasionally have a purpose if it allows a person to replenish their emotional reserves 
and helps them accept the need for change. 

Letting Go 

Accepting reality as it is is a need of this stage. It suggests a definite letting go of the past. 
This might be perceived as a little death, and it frequently involves a grieving process. At this 
stage, it may be helpful to keep in mind that the tide's turn occurs at its lowest ebb. 

Testing 

Beginning to take place is a more active, inventive, and exploratory involvement in the novel 
scenario. New behaviours and ways of being are tested. More energy is accessible, but if the 
new conduct fails, rage and impatience may be quickly stoked. Trial-and-error behaviour or a 
more active cycle of plan, do, study, act may be used during this stage. This stage 
progressively gives way to the next as certain patterns that appear to work are discovered. 

Consolidation  

New ways of being and acting that emerge from the testing process progressively become the 
new norm. This relates to Bridges' model's initial stage. Although testing and this stage 
advance together, initially there is frequently more testing and rejecting than testing and 
consolidating. It entails thinking back on fresh experiences and determining if they provide a 
solid foundation for moving forward. There may not always be much consolidation. Early 
attempts at adopting new roles and relationships are unsuccessful, and the person going 
through the change does not gain anything from the experience. Consolidation entails looking 
back on the new experience (the result of a test) and using any new information to build on it 
and guide the selection of future testing events. 

Internalization, Reflection and Learning 

The transformation is complete when the new behaviour becomes the norm, occurs 
automatically, and becomes the new normal course of events. In a perfect world, the past has 
been put behind us and there is little to no 'unfinished business'. Thinking about what all of 
the action and feeling have really meant is called reflection.At this moment, it is possible to 
recognised learning and personal development that may help with future transitions. 

DISCUSSION 

Some Observations on the Stage Model of Transition 

The way a change affects each person will vary depending on a variety of factors. These 
factors include the transition's significance, whether it is seen as a gain or loss, the extent of 
its influence, the presence of additional transitions occurring at the same time (and the 
severity of any resulting life crises), personal resiliency, and others. There cannot, thus, be a 
pattern of response that is totally conventional. 

Here are a few potential changes. The general shape of the curve may be skewed one way or 
the other, and the wave (seen in Figure 2) may be shallower or deeper. For instance, if the 
change is seen as a welcome opportunity, the person may find it easier to let go of the past; 
yet, if the change is seen as a threat or a loss, the person may be hesitant to let go and oppose 
the change as long as they can. The amount of time needed to complete each phase can vary 
significantly. 
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The time it takes for organisational members to adjust to a work-related transition can vary, 
just as some people take longer than others to cope with the loss of a loved one. Although the 
process is depicted as being strictly linear, humans may regress and move backward through 
the process. People are able to get trapped at any point during the cycle and stop there. For 
instance, they can keep downplaying the necessity of change or ignore the brand-new chances 
presented by it. People respond to situations when there are several transitions in various 
ways.Some people cope with the transitions one at a time and keep them clearly segregated 
from one another. Others focus their efforts on one transition to divert attention from another, 
which is then maintained in denial. In other situations, one significant transition dominates 
and suffocates the others.  

Facilitating Progress Through a Transition 

Here, we discuss a few interventions change managers can use to promote other people's 
transitional growth. Marks suggests that those in charge of the change can intervene in ways 
that, on the one hand, weaken the forces that encourage people to maintain the status quo and, 
on the other hand, strengthen the forces for accepting the new situation. This is relevant when 
talking about ways to aid organisational members in adapting to discontinuous changes like a 
merger, acquisition, downsizing, or restructuring. He contends that by demonstrating 
empathy and understanding and letting people know that they are aware that their 
circumstances are challenging, leaders can undermine factors that uphold the status quo. By 
energizing those who will be affected by the change, getting them excited about potential 
benefits that may be available after the change, and setting expectations about what will be 
expected of them in the post-change situation, leaders can help people accept the new reality 
that may, for example, follow a restructuring, according to Marks.  

Giving them a sense of control by allowing them to participate in the creation of the change's 
component that will directly affect them is one way to do this.In order to prevent people from 
being stuck at a certain level of the process, leaders frequently need to assist others in moving 
through the stages of psychological reaction covered above.  

The interventions listed below are categorized according to the various phases of the 
transition process. What is written below is not intended to be a comprehensive list of what 
the change manager must undertake. It is a list of recommendations based on observations 
and anecdotal evidence of what has looked to work in practise, augmented by managers' 
accounts of what they have done that has appeared to help others manage their personal 
transitions. These recommendations could make you aware of some of the problems that need 
to be solved and potential courses of action that might be suitable in a certain set of 
circumstances. 

Shock 

The shock reaction brought on by the announcement or discovery of a change that affects a 
person's presumptive world can occasionally be reduced by laying the groundwork and 
cultivating an environment that is receptive to change by offering timely information and 
chances to participate in pertinent decision-making. If this is not feasible, the change manager 
may think about alternative methods of making the change public.  

Consolidation 

Consolidation can be facilitated by Examining performance and learning, Achievement 
should be recognised and rewarded, and people should be encouraged to help others and 
share their experiences. People should also be assisted in building on their triumphs and 
publicizing them. 
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Reflecting, Learning and Internalization 

Facilitating reflection, learning, and internalization can be done in a number of ways, 
including: asking them questions, leading review workshops, etc.; conducting formal post-
implementation evaluations; and encouraging individuals to share their experiences and tell 
tales. 

CONCLUSION 

In conclusion, it is crucial to help others through change in order to facilitate smooth 
transitions and promote resilience. Individuals can help reduce anxiety, foster trust, and 
empower people to manage and adjust to new circumstances by offering empathy, 
communication, and resources. A supportive environment must be created by actively 
listening, acknowledging worries, and providing advice and aid. We can encourage 
resilience, promote growth, and ensure a more seamless transition for everyone involved by 
cooperating and acknowledging the specific difficulties each individual may encounter 
throughout change. 
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ABSTRACT: 
The process of developing implementation strategies is essential to attaining successful 
results and promoting organisational change. Implementation strategies entail creating a 
methodical and organized plan to carry out initiatives successfully. The process necessitates 
carefully taking into account a number of variables, such as organisational goals, resources at 
hand, stakeholder engagement, and potential difficulties. Leaders may guarantee that change 
projects are carried out smoothly and effectively by matching implementation techniques 
with the overarching vision and objectives. This entails establishing precise deadlines, 
realistic time frames, and responsibility distribution among individuals or teams. Strategies 
should also include tools for tracking development, assessing outcomes, and making required 
adjustments as they go. Organisations may improve their capacity for change, increase the 
likelihood of success, and promote sustainable transformations by carefully establishing 
implementation strategies and incorporating key stakeholders. 

KEYWORDS: 

Approach, Change, Organizations, Time, Variables. 

INTRODUCTION 

Sometimes change agents fail to devote enough time to creating a change plan that will be 
effective for their objectives. If they have a track record of successfully implementing 
change, they might believe that what has in the past will continue to work in the current 
circumstance. Perhaps this is not the case. An historical overview of change strategies, 
together with the guiding principles and presumptions, opens this chapter. Some of the 
situational factors that must be taken into account when forming a change strategy are 
discussed after examining the advantages and disadvantages of three commonly employed 
ways to managing change.The chapter's conclusion synthesizes these concepts and offers a 
contingency model that managers may use to decide which change implementation strategy 
will be most successful[1]–[4].  

A Historical Overview of Change Strategies 

In the first half of the 20th century, a Tayloristic top-down search for efficiencies 
predominated as the primary change strategy. Experts, such as seasoned managers and 
methods engineers, applied their practical knowledge and scientific principles to analyse 
issues and find solutions, which they then implemented/imposed with little, if any, input from 
others. Their primary area of expertise was technostructural issues, and the adjustments they 
made ranged from new work practises and job redesign to company-wide production 
systems.A new approach to managing change, known as organisation development (OD), 
based on these values, was created in the late 1930s and early 1940s as a result of a series of 
studies on autocratic and democratic leadership that suggested that involvement and 
participation led to better outcomes. According to Burnes and Cooke, proponents of OD 
believed that a more bottom-up participatory approach was the answer because bureaucracy 
and autocratic top-down administration were choking the life out of organisations.  
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Sensitivity training, also known as T-groups, was widely utilised in the 1960s to increase 
managers' self-awareness and build their interpersonal skills so they could collaborate more 
successfully with others to solve problems. This early school of organisational development 
quickly gave way to participatory management techniques like action research and 
others.Most early OD interventions were small-scale and localized, guided by the notion that 
change is most effective when it involves participation and occurs at the group level. 
However, as time went on, more large-scale OD change initiatives, such as total quality 
management (TQM), started to develop. This, according to Burnes, is due to the realization 
that more localized change initiatives were frequently hampered by divisional and corporate 
hierarchies, as well as large-scale production and process technology. As a result, while 
human processes continued to take Centre stage, group learning started to give way to 
organisational learning[5]–[8]. 

A number of factors, including increases in the price of oil and other commodities, the 
development of new technologies, and the rise of low-cost competitors with headquarters in 
emerging economies, started to disrupt the comparatively stable economic environment that 
had existed following the end of the Second World War in the last quarter of the 20th 
century. Organisations now have to respond swiftly to changes in the external environment as 
a result of these disruptions. This made organization-wide transformational tactics more 
necessary than localized, generally slow, incremental change strategies. Survival became a 
need. According to French and Bell's description of how this shift affected the values of those 
driving change, top managers now place a greater emphasis on the bottom line and r the price 
of stock, resulting in some executives having a slash and burn mentality. Burnes and Cooke 
cite this passage as evidence. 

However, despite the fact that top-down, organization-wide imposed change techniques 
gained importance once more, some organisations continued to choose small-scale 
incremental change, particularly, but not solely, when localized change was required. Burnes 
and Cooke contend that while some critics had predicted OD's collapse, it is now 
experiencing a revival in the twenty-first century. While some scholars are focusing on 
different theoretical stances like social constructionism, which examines the socially created 
nature of reality, and complexity theories, which consider how order, structure, and pattern 
arise from extremely complicated, seemingly chaotic systems, a new generation of scholars 
has reevaluated Kurt Lewin's work and acknowledged the significance of human processes. 
These trends are motivating practitioners to create novel OD strategies, such as appreciative 
inquiry, which emphasize conversation between individuals, groups, and other constituencies 
and tackle problems at both the subsystem and systemic levels[9]-[11]. 

Three Approaches to Managing Approach 

Beer, a renowned US consultant and professor at Harvard Business School, conducted 
research on the change strategies employed by companies. Beer identified two well-proven 
approaches, organisation development and economics, but contends that a third approach that 
combines the best of both is the most effective approach. Economic strategies emphasise the 
pursuit of economic value by forceful, top-down activity focused on results. These activities 
entail imposing technical fixes on the issues that are thought to be undermining 
organisational effectiveness. including solutions come in a variety of forms, including as 
restructuring, reengineering, drives for efficiency, and layoffs. To assist top management in 
implementing the changes throughout the organisation, huge teams of consultants are 
frequently hired. As in the example of Asda mentioned above, a new CEO or other top 
executive may occasionally be chosen to serve as a turnaround manager.  

There are numerous instances where employing economic techniques has increased 
shareholder returns. Many people think they had a significant role in Lord Hanson and his 
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colleagues' success at Hanson Trust, where the strategy was to buy underperforming assets 
and turn them around while taking whatever steps were required to reform the company, 
including huge layoffs. However, economic tactics have come under fire for frequently 
destroying personal devotion. As a result, even if they might produce benefits immediately, 
they might not ensure success over the long term. Organisational development (OD) plans put 
a lot of effort into developing the skills needed to maintain performance excellence and 
competitive advantage. Beer and others list the following as examples of these abilities 
Cooperation and teamwork. Dedication and trust.  Technical and leadership competence. 
Open communications. Instead of using financial rewards as a change agent, OD techniques 
place a major emphasis on the value of a common purpose, a strong culture, involvement, and 
bottom-up change. This strategy can increase shareholder value, but it has drawn criticism for 
being too indirect and taking too long, particularly when change is urgently needed. 

While economic and organisational development (OD) strategies can both result in gains, 
according to Beer, neither is as effective as one that blends top-down, results-driven change 
with the more gradual building of organisational capabilities. With the advantage of 
hindsight, one might argue that Beer's combined method was adopted by the BBC and that 
the change there was successful because it was executed progressively rather than 
simultaneously. Change at the BBC, however, was not envisioned as a coordinated effort. 
This came about as a result of Dyke realising the importance of addressing problems that his 
predecessor had overlooked. The true problem for people in charge of change is to carry out 
multiple strategies at once. According to Beer, change strategies that can provide sustained 
high performance need to be able to: 

1. The creation of an effective leadership team that can speak with one voice and tell 
a cogent story about why and what kind of change is required, as well as the 
formulation of a compelling and balanced business and organisational growth 
strategy, are required. Key stakeholders are more likely to support this narrative 
when it offers an inspiring vision of the ideal future, along with an explanation of 
the organisational capabilities needed to realize and maintain this vision. This 
vision should include a business direction that will result in the achievement of 
key results. 

2. Managing important stakeholders to buy time to build organisational capability: 
This frequently, but not always, involves controlling shareholder expectations. 
Making overly ambitious promises to shareholders about achieving financial 
results can encourage change managers to pursue short-term cost-cutting tactics 
rather than longer-term plans intended to build the capacity needed to produce 
revenue or achieve other outcomes necessary to sustain organisational success. 

3. The implementation of a sociotechnical strategy that involves the training of 
managers farther down the line: When strictly regulated change projects are 
implemented throughout an organisation, they frequently concentrate on 
enhancing the technical system while neglecting the interaction between the 
technical and social systems. When a programmatic change plan like this one 
doesn't:  take into account the specifics of the scenario, it can lead to issues. Give 
local managers the chance to reflect on and draw lessons from their experience 
managing change. Sufficiently include local managers in a way that enables them 
to take genuine responsibility for pushing the organization forward. 

Beer makes the case that top-down initiatives undercut one of the critical skills required for 
long-term success down the line leaders who can guide an organisational learning process. In 
order to empower organisational members to interact with senior managers and shape the 
change process encourage the development of down the line leaders; he advocates managing 
corporate change on a unit-by-unit basis with a high level of local employee involvement. 
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DISCUSSION 

Top Management’s Reluctance to Adopt a Combined Approach 

According to Beer’s research, CEOs and the people on their top teams frequently adopt a 
mentality that encourages a top-down focus on performance. There is discussion of this 
mindset's three main facets. 

The Importance Given to Shareholder Interests 

In comparison to employees and even customers, shareholders now have a significant amount 
of authority. Analysts, the larger financial community, and board members push CEOs for 
reform as a result of low share prices. Those who don't reply run the risk of being let go. The 
leadership team is therefore concentrated on the requirement to maximise economic value. 
According to Guerrera and widely regarded as the father of the shareholder value movement 
Jack Welch is now criticizing this strategy. He argues that analysts' and management' heavy 
emphasis on quarterly profits and share price increases is a dumb idea and that greater 
attention should be paid to enhancing a company's long-term value. 

Shareholder value ought to be viewed as an outcome rather than a goal. He continues by 
arguing that employees, clients, and products all require more consideration. However, a lot 
of executives still seem to place a high focus on enhancing shareholder value in the short 
term. Their focus on shareholder interests is consistent with Schein's observation that top 
executives and their direct reports frequently perceive themselves as lone, beleaguered 
warriors defending the organisation in a hostile business climate. To stay informed about 
what is happening within the organisation, they create complex management information 
systems, and they enact control systems to limit costs. Instead,then seeing individuals as 
human assets, they see them as resources and costs. 

The idea that performance in an organisation is primarily determined by its 
technological system rather than its social structure 

Change management techniques such as business process re-engineering, TQM, and 
performance management are frequently seen as technical solutions because they are 
intended to improve the organisation as a technical system. Beer expands on this thesis by 
arguing that new human resource management initiatives, like performance reviews, 
succession planning, and training initiatives, should be implemented. They are put into place 
with little consideration for how they might impact roles, responsibilities, relationships, and 
the authority, status, self-esteem, and security of individuals and groups throughout the 
organisation. Neglect like this can damage relationships and communication. 

The Assumption that There is Little to be Gained from Dialogue with Employees 

Top teams frequently rely too heavily on top-down communication when they are Organising 
and carrying out transformative change. Beer describes how adopting a drive strategy can 
influence the CEO and the executive team's ideas and feelings. They remove themselves from 
employees in order to avoid the tension created by the conflict between the need to get 
commitment to change and the opposites of forceful, top-down action to fire staff and sell 
enterprises. They start to believe that the employees are contributing to the issue. 

Situational Variables that Can Shape an Implementation Strategy 

An integrated drive and development approach was what Archie Norman at Asda used. The 
company was on the verge of bankruptcy when he came, and it was urgently necessary to 
both create cash to preserve the company's short-term survival and reform the company in 
ways that would ensure its long-term prosperity. He used a tough approach to managing 
change; at times, he was highly directive, which led to many individuals quitting, but he also 
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urged employees of all ranks to get involved in the process of modernizing the company. 
Norman went above and beyond to get other people involved and make sure that bosses in the 
future interacted with their subordinates. He also combined thorough planning with a 
readiness to wait for the specifics of the transformation approach to take shape over time. 
 Designing implementation techniques based on Beer's third way is not as easy as it may 
seem. Eriksson and Sundgren came to the conclusion after examining the merger of the 
Swedish pharmaceutical business Astra AB with the British company Zeneca that, while 
there are advantages to merging economic and OD theories, the optimal ratio may differ from 
instance to case. Successful change strategies, according to Kotter and Schlesinger, are those 
that are internally consistent and compatible with important situational variables. In reality, 
many managers change how they handle change at various points in the process. Some may 
elect, for instance, to exclude others from the first diagnostic phase, but they may decide to 
include more individuals in the latter stages of problem description and the specification of a 
more ideal future state. They might next proceed to include a lot more people in the specifics 
of carrying out the modification plan. 

The following section will pay more attention to the variables that could cause a change in 
strategy over time.When the focal unit work group, department, or organisation is embedded 
in a stable environment, incremental adjustment may be an effective change strategy. 
However, when the environment is unstable and the organisation or other focal unit must deal 
with external discontinuities, a more transformational strategy is required. The more change 
managers may need to use a directive strategy is when there are significant short-term threats 
to the organisation from the status quo. Participation and involvement require time, which 
might not be available if a change is urgently needed. If there is little support for the change, 
the reform's proponents should think about if a more collaborative approach could help lessen 
resistance. If this is doubtful, a more top-down forceful approach may need to be taken into 
account. The level of other stakeholders' faith in the change-leaders: The more other 
stakeholders trust the change-leaders, the more likely it is that they will be willing to follow 
their lead. 

 A more directive change strategy may be effective when there is a lack of trust, there is little 
time, and those leading the change have more power than those who will be affected by it. 
However, when the change is not urgent and the balance of power is ambiguous, a more 
collaborative strategy may help to increase trust. Clarity of desired future state. Emergent 
changes are those where the need for change is acknowledged but it is challenging to predict 
what a more desirable future state will look like. Blueprint changes are those where the 
desired end state can be clearly articulated from the beginning. When faced with a blueprint-
type modification, it could be simpler to adopt a more directive approach to implementation 
depending on other variables, such as the power dynamic. A collaborative incremental 
adjustment method may be most effective when there is a need for change but uncertainty 
about what needs to change or what a better future might look like. Strategies for incremental 
change frequently entail iterative cycles of speculating about what needs to be done, 
formulating a plan for getting it done, acting on that plan, and then reflecting on the results. 
The success of this process increases when individuals driving the change solicit advice and 
criticism from others. 

The degree to which change managers have the information necessary for planning and 
enacting the change managers will need to adopt a collaborative approach and solicit 
feedback from others more when they anticipate needing information from others to help plan 
and implement the change, such as when there is little clarity about what a desirable end state 
would look like. The extent to which change managers must rely on the dedication and drive 
of others to carry out the plan: Change managers must pay more attention to gaining the 
support and commitment of individuals they must rely on the more they are relying on the 
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drive and commitment of others to participate in discretionary behaviours to make the change 
plan succeed. To do this, one strategy is to take a more team-oriented stance. According to 
research by Burnes and Jackson, a change project has a better chance of succeeding when the 
values of those driving it are compatible with those it will affect. Because it is challenging to 
change people's values in the near term, individuals enacting the change may believe that the 
only option to go forward is to take a more directive approach when values are out of 
alignment.  

Kotter and Schlesinger and Balogun and Hailey both hold that a change strategy's focus may 
change over time. For instance, ensuring the organization's survival can be the crucial 
demand in the short term. It can be essential to adopt a strict top-down, results-driven strategy 
that involves drastic cuts and closures in order to achieve this, or it might be necessary to 
reframe the organization's mission. Longer term, the emphasis may shift to a more 
incremental approach to fine-tuning, and continual improvement may emerge as the primary 
issue. This shift in emphasis can entail moving from a directive to a more cooperative method 
of execution.If a change is divvy up into smaller parts and speedy action is needed, an 
appropriate strategy might be to instruct a portion of the organisation to adopt a small-scale 
experiment before deciding how to move forward. If it is determined to move forward, 
commitment might be more significant than speed.  

Coordination may become an issue if a number of distinct and incompatible change efforts 
start to arise at various places within the organisation. As a result, at this stage, a less 
directive approach may be used. Even if many of the efforts come from lower levels of the 
organisation, coordination from the top may occasionally be a crucial component of a 
successful change strategy. Regardless of the overarching approach people in charge of the 
change choose to take, they might want to think about where the change should start. The 
advantage of first limiting a modification to a pilot site is covered by Balogun and Hailey. A 
pilot site could be just one unit or a brand-new location. For the early trial stage of the 
transformation at Asda, three current stores were chosen. An alternative strategy would be to 
test the change at a different location with fresh personnel. Initiatives that would face 
resistance elsewhere due to deeply rooted conventional attitudes and practices can be tested 
successfully on new settings. 

A Contingency Model 

According to Kotter and Schlesinger, one of the biggest errors change agents make is that 
they frequently rely on a single strategy for enacting change, regardless of the circumstance. 
They refer to the following types of managers the autocrat whose only strategy is to coerce 
people the people-oriented manager who usually tries to involve and support people the 
cynical manager who always tries to manipulate others the intellectual manager who relies 
too heavily on education as an influence strategy and the lawyer-type boss who typically tries 
to negotiate and bargain.Leaders can use a variety of alternative change management 
techniques. As we saw above, Beer talks about the benefits of both economic and OD tactics 
and claims that combining both will frequently result in the highest success. The contingency 
method is promoted by Dunphy and Stace, who provide a model to assist decision-making 
that combines the two aspects of change type and change mode collaborative and coercive. 
An alternative model built on environmental turbulence, size of change, and change pace is 
presented by Burnes.The three factors that make up the model shown in Figure 1 are the 
amount of time available for the change, the style of change incremental or discontinuous, 
and the degree of support for the change. 

Incremental Change Strategies 

An incremental collaborative change strategy that can be effective when the change target 
organisation, department, or work group is generally in alignment with its environment but 
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still needs to make a small adjustment, when the need to implement the change is not urgent 
so there is time to involve others, and when important stakeholders acknowledge and accept 
the need for change. Another incremental strategy that can be effective even when there is an 
urgent need for change and not enough time to involve those who will be impacted, provided 
that charismatic leaders can effectively convey a compelling vision and that others have faith 
in them to follow through on their promises. 

 

Figure 1: AThree-Dimensional Model to Aid Choice of Change Strategy [Science 
Direct]. 

A directive strategy used to coerce people into accepting the change by using the leaders' 
rightful authority. When there is a need for gradual change, there is no urgent need for 
immediate change, but leaders believe it will be challenging to garner enough support for the 
change, they may find success with this technique. Those in charge of the change can avoid 
imposing their authority in a hasty, heavy-handed manner because the need for change is not 
urgent and time is on their side. However, this tactic will only be effective if significant 
stakeholders eventually come to accept the leaders' authority. If not, individuals in charge of 
the change might have to take a more coercive stance and use their influence to impose the 
change. A top-down push technique that may be employed when gradual modification is 
urgently required but major stakeholders are opposed to the change. The power dynamics 
between those who wish to enforce the change and those who are opposed will determine 
how effective this coercive strategy is. 

 

Figure 2: Represting the Incremental Change Strategies[Science Direct]. 

Transformational Change Strategies 

Four change tactics are shown in Figure 2 that may work well when a transformational shift 
is required. Organisations can occasionally foresee the need for transformational change in 
enough time to be able to adopt a collaborative transformational change strategy, even in 
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challenging times, like the years following the 2008 credit crunch. However, this strategy 
won't work unless change recipients acknowledge and accept the necessity for change. If 
leaders can communicate a compelling vision and if employees have faith in them to deliver 
the desired results, they may still be able to win their support for the change when there is an 
immediate need for transformational change and not enough time to involve employees. 
Leaders may decide that a collaborative strategy is unlikely to be effective and a more 
directive approach is necessary when they foresee the need for transformative change but do 
not have the backing of key stakeholders.  

However, similar to the forced evolution outlined above, they can avoid taking a hasty, 
intrusive approach because the need for change is not urgent. However, the success of this 
technique depends on the eventual acceptance and respect of the leaders' authority by 
important stakeholders. Major restructuring and mergers frequently go against the long-
standing interests of important stakeholders. People who will be affected by the change are 
unlikely to support it if they see few benefits or fear negative results. In such situations, the 
change agents may believe that their only choice is to employ a tactic that involves either 
implicit or overt coercion.  Change agents must be aware of the long-term repercussions of 
using forceful change tactics. In order to ensure the organization's survival in the short term, 
they could feel as though they have no choice but to impose change. However, if they want to 
ensure the organization's long-term profitability, they may need to change their strategy at 
some time. 

CONCLUSION 

In conclusion, developing implementation strategies is essential for getting the results you 
want from organisational transformation. Leaders can more successfully handle the 
complexity of change by carefully establishing and carrying out well-structured strategies. A 
successful implementation process is facilitated by clear objectives, achievable deadlines, and 
delegated duties. Regular review and monitoring enable required adjustments and guarantee 
progress towards targeted outcomes. Throughout the process, involving important 
stakeholders fosters ownership of the change and improves collaboration. Organisations can 
boost their chances of effective and long-lasting transitions by giving strategic 
implementation priority. 
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ABSTRACT: 
Organizations must be flexible and adaptable to navigate and manage change effectively. To 
create a successful change strategy, organizations must identify the need for change, define 
the scope, and identify specific objectives. This involves key stakeholders, thorough 
investigation of potential risks, consequences, and obstacles, and involving relevant 
specialists and stakeholders. A thorough implementation plan is essential, outlines steps, 
deadlines, and materials needed for successful implementation. A clear communication 
strategy is crucial for including and educating stakeholders, while a welcoming culture is 
essential for effective change management. Regular monitoring and evaluation are crucial for 
success, and continuous learning and progress are essential for navigating change challenges. 
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INTRODUCTION 

When creating a change plan, one must consider what must happen in order to move a change 
target work group, department, or organization towards a desired end state.In cases when the 
desired outcome is known in advance, it might be useful to create a blueprint plan that details 
a variety of factors, including who will lead the change, what needs to be done, a timeframe 
for implementation, and the provision of resources at each stage along the way. However, 
blueprint planning may not be feasible in situations where it is difficult to identify the desired 
end state in advance, and the change plan will need to be more tentative and flexible. This 
kind of adaptable strategy must change over time[1], [2]. 

Planning can occasionally be a distinct, discrete activity, but more frequently, the distinctions 
between planning, implementation, and diagnosis are hazy. There are a number of planning-
related concerns that need to be addressed even when this is the situation and planning is 
intimately tied to other activities.The formation of high-level plans is the first topic covered 
in this chapter. After that, it discusses what needs to be done to turn these high-level 
intentions into detailed plans. Eight tasks are the main focus of attention: 

1. Designating a transition coordinator. 
2. Determining what must be done. 
3. Creating an implementation strategy with precise objectives that can track progress 

and flag any needs for corrective action 
4. Utilizing numerous, dependable leverage factors for change 
5. Activities for scheduling. 
6. Ensuring that sufficient resources are devoted to the change and that a proper balance 

is maintained between maintaining the organization's operations and putting the 
changes into place that are required to get to the desired future state. 

7. Putting in place incentives that support experimentation and change. 

Especially when the plan calls for consistent change in a number of connected areas, having 
feedback systems that offer the information necessary to guarantee that the change 
programme proceeds forward in a coordinated manner is important.The interval between 
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recognizing a need for change and achieving a desired future condition is referred to as the 
transition state by Beckhard and Harris. Key stages of this state frequently differ from either 
the pre-change state or the post-change state in a distinctive way. An organization will go 
through a time of transition, for instance, if it decides to switch to an enterprise resource 
planning integrated information system after realizing that its information management has to 
be improved. There will come a time when the business must continue using the current 
system while the replacement is being created, set up, and tested. People who will be 
impacted by the transition will need to continue using the old system during this time while 
learning how to use the new one and creating the work roles and connections that will need to 
exist when the new system is operational[3]. 

It is common for many sorts of change to weaken current management systems and disrupt 
customary working procedures. According to Nadler, one of the main difficulties 
managements is currently experiencing is control. Any attempt to manage the shift may be 
frustrated if earlier management systems are dropped before replacements have been created 
unless a temporary management system is put in place. 'Transition devices' are necessary, 
according to Nadler. These include the selection of a transition manager, the creation of a 
timeline for the changeover between the current state and the desired future state, the 
allotment of particular transition resources like funds, staff, and time, and the creation of 
feedback systems to facilitate monitoring and control. These will be taken into account here, 
along with a few other planning-related difficulties. 

Appoint a Transition Manager 

Who should be in charge during the transition period is not always clear-cut.Should whoever 
be in command during the pre-change state remain in charge during the changeover? Should 
the person who will be in charge after the transition assume management responsibilities or a 
temporary project manager? According to Beckhard and Harris, there isn't a clear-cut solution 
to this problem. High degrees of uncertainty and disagreement are frequently present during 
the transition state, so the person in charge of managing the transition needs the following: 

1. Influence to mobilize the assets required to keep the change going. When resources 
are limited, people in charge of maintaining the old system could be reluctant to give 
up the staff time and other resources needed to create the new system. The transition 
manager needs to have the authority and power to control resource allocation. 

2. Regard for the current operational leadership and those involved in creating the new 
system. 

3. Capacity to do tasks in a way that inspires dedication and support rather than 
compliance and resistance. 

There could be numerous possibilities for the transition management position, depending on 
the type of change. It's possible for a senior member of the organization to take charge. There 
is a chance that a project manager will be hired on a temporary basis. In addition to their 
existing operating job, the person in control of the pre-change state may also be given 
responsibility for the transition. It may be possible to form a task force or temporary team. 
When a team method is used, the team's makeup must be taken into account.It may consist of 
representatives from the groups impacted by the change, a cross-section of staff from various 
organizational levels, natural leaders those who command the respect and loyalty of a sizable 
number of their coworkers, or a group of people who are brought together due to their shared 
technical expertise[4]–[9]. 

Avoid Unnecessary Fragmentation 

Some of these solutions, like the selection of a temporary project manager, have the 
drawback of potentially fracturing the change process. According to Clegg and Walsh, many 
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change processes appear to be created without any consideration for the persuasive reasoning 
that underpins business process thinking. They relate to software development initiatives that 
are frequently handled through a number of consecutive phases, such as strategy, feasibility, 
conceptual design, detailed design, programming, implementation, use, and maintenance. 
Even when change projects involve fewer steps, they may still be fragmented. Recognition, 
initial diagnosis, and visioning are carried out by one group, which then transfers 
responsibility to another group for more in-depth work and implementation. This second 
group then transfers responsibility to users who must implement the changes. According to 
Clegg and Walsh, this can result in a number of issues, including: 

1. Limited feedback loops. 
2. Consequently, limited opportunities to influence and learn from one another.  
3. Different people involved at each stage can make different assessments and prioritize 

different objectives, resulting in confusion, conflict, and waste. 

Therefore, while it's crucial to choose a capable individual to manage the transition, it's also 
crucial to make sure that this individual stays in close contact with other parties involved 
earlier in the process and the post-transition manager, who will have to deal with the effects 
of the change[10], [11]. 

Identify What Needs to be Done 

Following the identification of a change target, consideration must be given to the steps 
necessary to bring about the change.  

The Awakishi diagram might be useful in this situation.The Awakishi diagram is an effective 
tool for inciting actionable thought. Let's say that the modification calls for the closure of a 
plant in order to reduce costs. Ideas about what needs to be done to accomplish this aim could 
be generated by an individual. The brainstorm may result in a huge number of problems that 
need to be solved and can be divided into categories.The primary 'bones' that connect to the 
skeleton's spine are provided by the most significant categories (see Figure 1).  

These include employees, stocks, surplus equipment, and plants that will be shut down.The 
other tasks that will need to be completed can be determined and prioritized using these 
bones as guides. What steps must be taken, for instance, in order to decide which factory 
should be shut down, which equipment should be disposed of, and which employees should 
be fired?The necessary steps to actually shut down the target plant, dispose of surplus 
machinery, and coordinate the transfer or termination of surplus employees can then be 
addressed. Other topics that can be addressed include stakeholder management, 
communications, and so on. 

 

Figure 1: Using the awakashi diagram as a change tool plant closure 

[Fast Voice media. De]. 
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DISCUSSION 

Develop an Implementation Plan 

Two factors will influence the change plan. Participants' opinions of the suggested change in 
terms of its desirability and likelihood of happening. Clarity of the intended outcome. Is the 
change a blueprint change, where the intended outcome is known, or an emergent change, 
where the intended outcome is still unknown? 

Change Participants’ Perceptions 

Dibella cites four scenarios involving the appeal of the change and the chance that it will 
occur and explains how these views may influence how a change manager reacts (Figure 2). 

 

Figure 2: Change Participants’ Perceptions of the Appeal and Likelihood of the 

Change[Fast Voice media. De]. 

1. Participants think the shift is a good thing and see it coming. The change manager's 
job in this situation is to hasten the change. The essential necessity is to create an 
implementation strategy that outlines crucial activities and deadlines because there 
won't be any pushback. This will lessen the chance that people engaged would 
become complacent and forget to do some critical activities because the change is 
seen as inevitable. 

2. Participants are hopeful about the change but doubt it will materialize: In order to 
empower and motivate others, the change manager must devise strategies that alter 
people's perspectives and strengthen their belief that the change will be successful. 
According to Dibella, this can be accomplished by creating a change strategy that 
prioritizes initially obtaining little victories by taking care of the low-hanging fruit. 
Insuring early wins will assist establish credibility. 

3. Participants believe the change is not desirable yet believe it is unavoidable. This is 
consistent with the stereotyped circumstance when opposition to change is 
anticipated. According to Dibella's theory, individuals will work to change the 
circumstances and lessen its likelihood by lowering their engagement, whether overtly 
or covertly. Delaying strategies, for instance, could keep the change from happening 
until it is overshadowed by a crisis or another endeavor that draws focus to something 
else. Change managers need to concentrate their efforts on rephrasing and improving 
the change in this situation. It's possible to alter some aspects of the modification to 
make it more desirable. The change manager will at the very least need to convey an 
inspiring vision. 

4. Participants believe the change is undesirable and unlikely to occur because there isn't 
a compelling reason for them to take part in it. They might act in ways that put the 
change manager's credibility to the test and be overtly defiant. 
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Dibella proposes that the change manager's alternatives include retrenchment, which involves 
changing the environment to make the change seem more inevitable, or revitalization, which 
is adapting the change to make it more acceptable. One option for changing the environment 
is to bring in a group of champions or advocates who perceive the change in a more positive 
light, or to kick out some of the most stubborn participants. 

Clarity of the End State 

When the desired end state is known, planning becomes simpler. With a blueprint change, it 
is typically quite simple to specify the change objective, but occasionally it is not possible to 
have a precise vision of what the end state will entail. When an organization is losing market 
share or is not innovating as quickly as its rivals, for example, there may be a need for 
change, but it may not be immediately clear what has to be done to make things better. It may 
not be possible to specify in detail what this final state would entail, but there may be a broad 
objective and a direction for change, such as increasing competitiveness. In this case, change 
must be seen as an ongoing, iterative process that develops or emerges over time.  

The change manager may need to think in terms of creating a number of smaller but 
reasonably well-defined plans rather than one large plan to achieve a clearly defined end 
state. The plan for the subsequent step in the process can be firmed up after each phase of the 
implementation process, as well as the step itself and the direction of the change. Quinn 
contends that even when change managers do have a vision for where they want the business 
to go, taking an incremental approach to planning and implementing change can be 
beneficial. He contends that making small steps, reflecting on them, and building on them can 
be successful because they: 

1. Enhance the quality of the data used to make important decisions. 
2. Aid in overcoming the political and personal pressures opposing the change deal with 

the various lead times and sequencing issues related to change and increase the level 
of awareness, understanding, and commitment needed to ensure implementation. 

Quinn draws the conclusion that, frequently in practice, by the time change plans begin to 
crystallize, components of them have already been implemented based on his observations of 
senior managers in Xerox, GM, and IBM. According to him, change managers may create 
enough momentum and garner enough support for change plans by actively using this type of 
incremental approach to make them flow towards flexible and successful implementation. 
While acknowledging the value of preparation, Nadler and Tushman issue a warning against 
making a rigid commitment to an execution plan. It is expected that some unanticipated 
possibilities and issues will be found. Early activities will have unintended outcomes, some 
welcome, some not. They contend that ignoring unexpected possibilities just because they are 
not in the plan may be considered foolish. Learning and ongoing modification are necessary 
for planned transformation. It's important to strike a balance between planning and what they 
call bounded opportunism. However, within certain bounds, being opportunistic and altering 
plans can be beneficial. Change managers shouldn't feel obligated to respond to every issue, 
opportunity, or incident because doing so may result in taking actions that are at odds with 
the change's intended course of action.Seven features of successful transition strategies are 
listed by Beckhard and Harris. Planning that works is: 

1. The planned activities have a clear connection to the change goals and priorities in 
number one. 

2. Task-specific the tasks involved are specifically identified as opposed to being 
generally generalized. 

3. The separate tasks are connected in three ways. 
4. Temporal Scheduled events and activities. 
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5. There are backup plans and methods for responding to unforeseen possibilities and 
issues. 

6. Concurred by top management, other important stakeholders, as necessary. 
7. Cost-effectiveness number.  
8. Preventing waste. 
9. Some of the difficulties discussed below might be added to this list, such as providing 

sufficient resources and rewards for desirable behaviors. 

CONCLUSION 

Creating a change plan is an essential task for organizations looking to navigate and manage 
change successfully. Organizations can improve their chances of successfully implementing 
change initiatives by adopting a systematic approach that includes identifying the need for 
change, setting clear objectives, analyzing risks and impacts, developing an implementation 
plan, fostering a supportive culture, and tracking progress. A well-crafted change plan gives 
firms a road map for adapting, developing, and thriving in a constantly shifting business 
environment.Organizations are systems that seek equilibrium, as was previously mentioned. 
If only one part of the system is altered, forces may be set in motion that aim to realign all the 
parts and restore the pre-change state. Using a variety of consistent leverage points to effect 
change is one strategy to prevent this. In order to achieve the desired benefits, it could be 
required to adjust other system components simultaneously, such as the culture and career 
management systems, if it is chosen to change the structure of an organization. 
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ABSTRACT: 
Action research is a dynamic and inclusive method of study that focuses on resolving 
practical issues and enhancing practice. It involves a cyclical process of observation, 
contemplation, planning, and action, with collaboration and active participation of 
stakeholders. Researchers find problems and discuss them with stakeholders, obtaining a 
thorough understanding of the issue. They collaborate with practitioners and stakeholders to 
create and implement action interventions, ensuring timely and efficient results. Data is 
gathered and analyzed, using techniques like interviews, surveys, and document analysis. 
Action research includes reflection and evaluation, guiding future advancements. Its 
relevance and applicability to practice make it a valuable approach. Action research promotes 
ownership, empowerment, education, and creativity, leading to significant improvements in 
methods and results. Overall, action research fosters collaboration, learning, and significant 
results by actively including those impacted by the research. 
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INTRODUCTION 

The fundamental framework for the majority of organizational development interventions is 
action research. It serves as the foundation for the general process model of change described 
in Chapter 2 and entails the application of scientific methodologies fact-finding and 
experimentation to organizational problems.When Lewin realized that social scientists 
needed to base their theory development on research into real-world issues, he created the 
action research methodology. Early initiatives included Coch and French's work with 
Harwood Manufacturing Company employees to overcome change-resistance and Lewin's 
community effort to lessen violence between Catholic and Jewish juvenile gangs. In these 
early studies, social scientists teamed up with individuals from social systems to comprehend 
issues and take appropriate action to address them. The action research methodology assisted 
participants in using scientific principles to direct their behavior and assisted social scientists 
in learning about social processes that they could extrapolate to other contexts[1]–[4]. 

Lewin first envisioned action research as a process that entailed switching back and forth 
between an ever-deepening surveillance of the issue situation and a succession of research-
informed action experiments, according to Dickens and Watkins. These experiments played a 
significant role in the procedure. The standard scientific paradigm, which entails 
experimental manipulation and observation of the effects of the modification, is the 
foundation of action research. However, action research and conventional science differ 
significantly in a number of ways, as Dickens and Watkins point out. Unlike traditional 
science, action research does not try to impose strict restrictions and controls on the 
experimental environment. A further difference between action research and traditional 
science is that the latter entails researching information for the aim of learning and often 
comes to an end at the point of discovery.  

This dual emphasis on problem solving and theory development has shifted over time as 
those tasked with facilitating change have put more of their attention on enhancing 
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organizational performance within a specific context than on assisting social scientists in their 
efforts to advance theoretical understanding. However, an increasing number of social 
scientists have been employing action research as the foundation for theory development over 
the past few years. There is nothing so practical as a good theory, according to Lewin 
according to Brydon-Miller et al. This statement had a significant impact on their research. 
Action research, according to Brydon-Miller et al., recognizes that theory can and should be 
generated through practice. They also claim that theory is only truly useful when it is applied 
to a practice that aims to bring about positive social change[5]–[8]. 

Action Research and Organizational Learning 

Lewin's three-stage process of change is referred to as a learning process by Hendry in his 
study of the function of learning in the management of change. Cognitive dissonance and the 
sense of disconfirmation act as the driving force behind learning and transformation.The first 
questioning and unlearning brought on by this unfreezing experience, motivates people and 
groups to conduct the research, diagnose problems, and conduct experiments that result in 
new learning.It is continually necessary for people, groups, and entire systems to learn and 
adapt in order to deal with changing conditions. The most adaptable people are those who are 
able to take lessons from their mistakes[9]–[11]. Lewin's model was expanded upon by Kolb, 
who also developed a theory of experiential learning that conceptualizes learning as a four-
stage cycle in which experience is converted into concepts that are then utilized to inform the 
selection of future experiences (Figure 1). 

 

Figure 1: Represting the experiential learning model[Research Gate.Net]. 

Stage 1 entails having an immediate, concrete experience that will serve as the foundation for 
stage 2's observation and reflection. Stage 3 involves interpreting and incorporating these 
data into a theory from which fresh implications for action can be inferred. Stage 4 planning, 
which involves deciding how to act to produce new experiences, is then guided by these 
implications or hypotheses. Effective learners and action researchers are those who can:  

1. Engage in their experiences fully, openly, and without prejudice. 
2. Reflect on and observe their experiences from a variety of perspectives. 
3. Develop concepts that incorporate their observations into logically sound theories. 
4. Apply these theories to decision-making and problem-solving. 

Role of the Facilitator 

A change agent can help this process forward. Shepard promoted a partnership between the 
consultant and the client. In his opinion, a consultant's job is to 'assist' the client or client 
group create their fact-finding procedures and arrange their activities so they can learn from 
them in order to establish better organizational structures. There has been a lot of focus on the 
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change agent's function as a facilitator rather than a solution-prescriber. For instance, action 
learning promotes a method of education that involves resolving actual issues. Mumford 
argued that individuals who want to help learners should do so by facilitating their exposure 
to challenges and to one another. The facilitator's or trainer's job is to assist learners in 
creating their own plans of action and testing them through actual execution.In the past 60 
years, action research has given rise to a variety of related action strategies that have been 
used with individuals, teams, organizations, and even larger networks of institutions special 
issues of Human Relations and Management Learning, both edited by Raelin in 1999 and 
1993, respectively. Raelin mentions five more action research models in addition to the 
traditional one, including participatory research, action learning, action science, 
developmental action inquiry, and cooperative inquiry. Many people also see appreciative 
inquiry as a modern evolution of the traditional action research methodology. 

The Participative nature of Action Research 

All of these action plans have participation built into them. In order to 'unfreeze' the 
presumptions that underlie their behaviors, facilitators and members of the target system must 
mutually open themselves to an inquiry process, according to Raelin. The majority of their 
methods are experimental and are carried out in groups. Action research is defined by Reason 
and Bradbury as a democratic, participatory approach that focuses on creating practical 
knowledge in the service of noble human goals.It aims to integrate theory and practice, action 
and reflection, involvement with others, the pursuit of workable solutions to pressing 
problems facing people, and more generally the flourishing of unique individuals and their 
communities.The majority of people who support a cooperative strategy for solving 
challenges in organizations do so because they think a lot of the knowledge necessary is 
widely shared inside the organization. Participation makes it more likely that those who 
possess crucial information will divulge it to others. In addition to fostering commitment, 
collaborative problem-solving methods also make it easier to carry out the steps necessary to 
fix the issue. One of the earliest action research instances is reported by Blake and Mouton to 
highlight the value of participation. 

DISCUSSION 

The Process of Action Research 

The traditional action research process entails gathering and analyzing data on the nature of a 
problem, acting to make a change, and then evaluating the results to inform future actions to 
improve the situation. Sometimes the process begins after a senior employee of the 
organization who has the authority and clout to affect change recognizes an issue. But there 
are other ways to introduce action research methodology into businesses than this top-down 
strategy. Members of a group may occasionally be aware of an issue, but for a number of 
reasons they struggle to handle it better. This can encourage them to take the initiative and 
ask an outside facilitator for assistance. Whatever the starting point, Lewin maintained that a 
felt need, or an internal realization that change is required, is an essential prerequisite for 
action research. This type of collaborative intervention will probably fail unless the group is 
willing to work on their issue.Action research comprises repeated cycles of action and 
evaluation after a problem-solving issue has been identified. A cycle has five steps in it. In 
order to assess the effects of the action taken at the conclusion of the previous cycle, data 
must first be collected and analyzed in the subsequent cycle (Figure 2). 

Results From Action Research 

Action research is well known for being a powerful tool for changing things. The Harwood 
Manufacturing Company project was already mentioned in example below, which shows how 
it might be utilized to get over resistance to changes suggested by upper management. 
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Employees successfully changed senior management's suggestion to outsource the 
manufacturing of specific components as part of an action research project at the Xerox 
Corporation, according to Greenwood et al.The Xerox Corporation made a number of 
significant modifications in the 1980s in reaction to a drop in market share and earnings. The 
creation of an employee involvement program at the Webster factories, the company's main 
US production base, was one result of this procedure. Later, this was combined with a quality 
improvement program and jointly managed by local managers and union members at the 
plant level. They had group problem-solving training so they could participate in the program 
as internal consultants and facilitators. This extensive cooperation established the foundation 
for an effective action research project. Xerox chose to outsource the production of parts that 
could be produced outside at a cheaper cost as part of a competitive benchmarking exercise. 

 

Figure 2: Represting the Action Research Process[Research Gate.Net]. 

The initial outsourcing choice centered on wire harness manufacturing. The corporation could 
save $3.2 million a year by outsourcing production and closing the wire harness section, 
according to benchmarking and cost comparison studies. 180 jobs were expected to be lost as 
a direct result of this outsourcing decision, but the union feared that this might only be the 
start of a significant program of layoffs as the competitive benchmarking exercise was 
expanded to include a wider range of components and local managers also realized that their 
jobs were in jeopardy.According to Greenwood et al., a cost study committee made up of six 
employees and two management representatives was established following many weeks of 
meetings with top union and management officials. The group was formed to see if Xerox 
could reduce its production costs enough to compete with the outside proposal and keep the 
jobs. A social psychologist, cost accountants, industrial engineers, and other experts were 
consulted for their input. The results of this action research intervention were exceptional, 
according to Greenwood et al. The team was able to show senior management significant cost 
savings that convinced them to continue producing wire harnesses in-house. Four additional 
examples were successfully added to the exercise, saving 900 jobs in the process. 
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CONCLUSION 

In addition, noted further advantages as a result of the action research initiative at Xerox. As 
management's confidence in employees' talents grew, they promoted a number of other 
initiatives that involved workers in the design of new plants and the restructuring of the 
research and development program for the discovery of new goods and new manufacturing 
techniques. Both union officials and employees reported feeling more confident in their own 
capacity to contribute to the intellectual solution of production issues. The cost research 
teams learned how traditional methods of allocating indirect costs to industrial products could 
influence management to make choices that are detrimental to the business' and employees' 
economic interests. Additionally, according to Greenwood et al., their investigation resulted 
in a theoretical rethinking of the relationships between worker participation and production. 
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ABSTRACT: 
Appreciative inquiry is a positive and strengths-based approach to organizational and human 
growth. It focuses on identifying and highlighting strengths and good traits within 
individuals, teams, and organizations. The constructionist concept emphasizes the importance 
of sharing good experiences and goals through discourse and narrative. The simultaneous 
inquiry principle involves investigating various viewpoints and realities, while the 
anticipatory principle encourages imagining and constructing a desirable future. The positive 
principle emphasizes positive transformation through examining positive experiences and 
attributes. The 4-D cycle of appreciative inquiry includes discovery, dream, design, and 
destiny. It encourages participation, motivation, and collaboration, invigorating people and 
teams, promoting ownership and empowerment, and encouraging learning and discovery of 
new possibilities. 
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INTRODUCTION 

Exploring the best of what is or has been includes amplifying this best practice, which is the 
process of appreciative inquiry. Instead, then eradicating the problematic, it aims to highlight 
the positive; it concentrates attention on what is right and working rather than what is wrong 
and ineffective. In order to improve performance and quality of life in companies, this 
chapter analyzes appreciative inquiry from three angles a philosophy of knowledge, an 
intervention theory, and a methodology for doing so.The idea that there is an objective 
universe out there that is somehow enduring and physically observable is challenged by 
social constructionist theory. The idea is that reality is something that society creates. Despite 
the ambiguity of the facts we utilize, Elliot offers a straightforward exercise that demonstrates 
how easily we construct and defend our own versions of reality. Giving a group a set of 
squiggles on a flip chart and asking each participant to take a few minutes to decide what 
they stand for is the activity[1]–[4]. After a little while, he claims that each person starts to 
noticeor believes they are observing some emergent shape. When put into small groups of 
three or four and asked to reach an agreement on what the squiggles actually represent, 
participants typically begin with various interpretations, believe that their readings are true, 
and attempt to persuade the others that this is the case. 

Everything we come across and go through can be interpreted in various ways. According to 
social constructionists, conversation and compromise produce our perceptions of reality. For 
instance, Dixon contends that communication and engagement among organizational 
members help them create a shared mental image of the company. She argues that people 
change the meanings they hold as a result of expressing their own meanings and 
understanding the meanings others have created. No single objective reality exists.The way 
we build realitythe way we see the world has a significant impact on how we act and the 
results of that behavior. And our beliefs influence how we perceive the world. Our beliefs, 
according to Srivastava and Cooperrider, determine what we look for, what we see, and how 
we interpret what we see. Therefore, our beliefs may result in expectations that turn out to be 
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true. According to Cooperrider and Srivastva, people are free to seek a change in traditional 
behavior by altering their belief and idea systems to the extent that action is based on beliefs, 
ideas, and meanings[5]–[8].The idea that organizational life is difficult is one that is 
frequently believed. This idea encourages a deficient perspective that emphasizes the 
dysfunctional elements of organizations, which has led to the construction of several 
solutions with the presumption that organizations are problems to be solved. These 
approaches often entail:  

1. Identifying important issues. 
2. Identifying causes and looking for solutions. 
3. Creating plans of action to handle these issues more successfully. 

Since the formulation of a problem assumes that someone has knowledge of what should be, 
Cooperrider and Srivastva contend that this type of organization development intervention is 
conservative because any corrective action is constrained by what is previously known. 
Appreciative inquiry proponents contend that this deficit strategy is comparatively 
unsuccessful at fostering organizational transformation since it frequently simply results in 
single-loop learning, or continual improvement inside the current paradigm. 

An alternate view of organizations is that they are possibilities to be embraced rather than 
problems to be solved, which is the premise of appreciative inquiry. Appreciative inquiry 
proponents contend that a communal inquiry can aid in the process of revision and that 
organizations' social constructions are not just open to revision. They also contend that rather 
than focusing on a list of issues that need to be fixed, this group inquiry should focus on the 
factors that give the organization life. It entails valuing the best aspects of what is and using 
these to inspire a vision of what might be. The procedure is creative; it questions the beliefs 
and presumptions that underlie behavior and takes nothing for granted. The group is regarded 
as a complex riddle with a wide range of as-yet unexplored possibilities. Appreciative inquiry 
proponents contend that this social constructionist perspective is more likely to result in 
double-loop learning than a perspective that is more narrowly focused on organizational 
dysfunction, which will cause the organization to act differently or even differently. 

A Theory of Intervention 

The heliotropic hypothesis, according to Cooperrider, forms the basis of a potent theory of 
transformation. The core idea behind this theory is that social systems contain self-images 
that serve as the foundation for processes of self-organization and have a built-in propensity 
to advance in the direction of the most optimistic self-images held by their members. They 
develop toward the light that gives them life and energy, much like plants do. This supports 
the idea that interventions that encourage the intentional genesis of positive imagery present a 
workable means of improving social systems.A common misconception regarding 
organizations is that they are troublesome, as was already mentioned. According to Elliot, 
when he asked 45 managers to list 20 adjectives that best described their organization, 72% 
of the words they used were hostile, critical, or negative, such as chaotic, ineffective, inward-
looking, lazy, poorly structured, over bureaucratic, slow, careless, or unaware. Only 15% 
were positive and approving, for example creative, exciting, thrilling, cutting edge, 
determined, rewarding, customer oriented, high-tech, accomplishment oriented; 13% were 
indifferent, for example mainstream, average, happy, unambitious. 

Some organizations have a very positive conception of themselves, whereas the members of 
numerous organizations concentrate emphasis on aspects that are not operating properly. The 
foundation of appreciative inquiry is the idea that we are in control of the components of our 
experience we focus on. According to Elliott, one of the most significant changes that 
appreciative inquiry aims to bring about is the shift from a culture that views itself primarily 
negatively and is therefore prone to becoming stuck in its own negative construction of itself 
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to one that sees itself as having the capacity to enrich and enhance the quality of life for all 
stakeholders and, as a result, move toward this appreciative construction of itself.Elliott 
emphasizes the importance of imagination and memory. Every organization has a history, but 
this history is not an undisputed reality; rather, it is an artifact of the people who remember it. 
This is why memory is crucial. Organizational memory is founded on how persons who 
remember things perceive what happened, and how they build the present and where they are 
in the present are two things that have an impact on how they interpret the past. According to 
Elliott, the plasticity of memory and our ability to change the past of our organizations are 
fundamental to the appreciative approach: 

The ability to create a narrative about the organization that emphasizes the noble and 
enriching themes while avoiding the darker or more somber tones that are likely to be present 
is at stake. Only when we are able to view history from this angle are we likely to be able to 
get past either the challenging present or the terrifying future. The way organizational 
members anticipate the future is a forerunner to how they construct and reconstruct the 
present and the past. Positive inquiry does not encourage the creation of impossible fantasies. 
It encourages people to imagine a future based on extrapolating the best aspects of the present 
or past.One of the biggest barriers to an ailing group's welfare, according to Cooperrider et al. 
(2003, p. 386), is the affirmative projection that now governs that group. In their view, 
affirmation refers to a holding firm and that the strength of affirmation, the degree of belief or 
faith invested, is what permits the imagery to carry out its heliotropic task. 

They continue by saying that a group's current affirmative projection is insufficient if it 
discovers that its solutions only make matters worse or that the same issues persist despite 
efforts to resolve them. Cooperrider et al. agree with Elliot in asserting that every new 
affirmative projection of the future is a consequence of an appreciative understanding of the 
past or present. We don't have to see the present with an emphasis on its drawbacks. By 
emphasizing the positive, we may embrace the present and create optimistic visions of the 
future. According to the heliotropic hypothesis, we create the future we envision. A 
tremendous pull effect produced by strong images of affirmation may aid the organization in 
moving in the direction of this more promising future.The heliotropic hypothesis is supported 
by research on the Pygmalion and placebo effects, according to proponents of appreciative 
inquiry. The potency of self-fulfilling prophecies is referred to as the Pygmalion effect. 
Numerous studies have demonstrated how expectations of others affect the performance of 
individuals and organizations, including soldiers, apprentice welders, and students. For 
instance, Rosenthal and Jacobsen contend that pupils live up to the expectations that teachers 
set for them in terms of success and failure. 

But in addition to reacting to the mental attitudes of people around us, particularly those who 
are in positions of control over us, we also react to our own mental attitudes and expectations 
of ourselves. Studies on the placebo effect in the medical sector have revealed that patients 
who anticipate an improvement in their health are more likely to do so than patients who do 
not. Similar to this, the people who maintain their optimism and resolve under extremely 
dangerous conditions have the best chance of surviving. Alternatively, nothing fails like the 
anticipation of failure and nothing succeeds like the expectation of failure.Although this 
serves as the foundation for an appealing intervention theory, Golembiewski issues two 
warnings. The first is about how appreciative enquiries turn out. According to the heliotropic 
hypothesis, people are driven to go in the direction of an imagined future that magnifies peak 
experiences, which is why social formations incline in that direction. Because it is said that 
you can catch more flies with honey than you can with vinegar, people are less inclined to 
oppose this kind of change. The question of whether or not people are driven to change, 
however, is a much smaller concern in the search for social forms.  
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Golembiewski poses the issue, Motivation for what purpose? and points out that there are 
numerous instances when individuals have been driven both to elevate bestial human systems 
as in Chang's 1997 description of the Nanking rape and to degrade them. Having said that, it 
appears from the evidence that appreciative inquiry not only captures the interest of 
organizational members but also promotes a process of organizational learning that steers the 
company in a way that benefits all stakeholders.His second word of caution concerns what 
appears to be appreciative inquiry's dislike of negative narratives. He worries that this can 
promote reckless optimism about the truth or certain ideas. However, Elliot expresses less 
concern. He contends that non-blaming, non-judgmental dialogues that express appreciation 
help individuals realize that the best is not always the case. When describing the best of what 
is currently available, someone could say, but it isn't usually like this, before going on to 
detail. Most of the time, we waste too much time arguing or hating the opposing department, 
mistrusting them, and finding fault with them. Even if this kind of comment admits flaws, it 
can encourage optimistic thinking. A skillful interviewer might do this by posing questions 
like, what is special about the good times? according to Elliott.What should you and your 
coworkers do or be, in your opinion, to increase the likelihood that the good times will 
become the norm? 

DISCUSSION 

A Methodology for Intervening in Organizations 

A common process of inquiry into the best of what is how appreciative inquiry generates a 
shared vision of a better future. This envisioned future offers the strong pull effect that directs 
the growth of the group or organization. The investigation is a crucial component of the 
intervention. The process of change is initiated by the simple act of asking questions. It 
follows that the more positive the questions, the more positive the facts, under the premise 
that the things we choose to focus on and the questions we ask impact what we find. And the 
more convincing the evidence, the more optimistic people are likely to become about the 
factors that influence peak experiences. Additionally, the more optimistic these beliefs are, 
the more optimistic the organization's ideal vision is, and finally, the more optimistic this 
image is, the more energy it inspires for change. According to Bushe, there are three steps in 
the appreciative inquiry process: 

 

Figure 1: Five Steps of an Appreciative Inquiry [Research Gate. Net]. 

1. Finding the finest ofentails locating the best instances of planning and structuring 
inside the knowledge of organizational members. 

2. Gaining insights into the factors that promote outstanding performance and what it is 
about the people, the organization, and the context that produces peak workplace 
experiences are all part of understanding what makes the best. 
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3. Reinforcing and amplifying those aspects of the environment that lead to exceptional 
performance is involved in amplifying the individuals or processes that represent the 
best of the five steps of a commonly used process for identifying, comprehending, and 
enhancing the best of what is are depicted in Figure 1 and are covered in more detail 
below. 

Defining the Focus of the Inquiry 

Early on in the 1990s, appreciative inquiry was frequently seen as a macro-organizational 
intervention that looked at the entire organization. The scope of appreciative inquiries has, 
however, recently been broadened to include more targeted inquiries into problems including 
turnover, team building, leadership, customer service, conflict management, inter-gender 
relationships, and culture change.A steering group of some kind, maybe one that includes 
representatives of the many organizational member types that may be participating in the 
investigation, is frequently responsible for defining the particular subject of inquiry. The 
investigation needs to be defined in a way that emphasizes people's good experiences rather 
than their negative ones. For instance, if a company has a problem with excessive staff 
turnover, the investigation might pay more attention to why employees decide to stay rather 
than the reasons why they leave. Similar to the previous example, if there is a problem with 
sexual harassment, the investigation might concentrate on the circumstances and elements 
that foster positive cross-gender working relationships rather than the issues linked to cross-
gender interactions. 

Discovering Examples of Excellence and Achievement 

People are invited to share tales about the better aspects of the present through appreciation 
research.It can involve a group of interviewers or a pair of interviewers talking positively to 
ten or twenty different people each before presenting their results to the core group. 
Interviewers need to be good listeners, able to pay attention to what people are saying, and 
able to understand their thoughts and feelings from their perspective, regardless of the format 
of the inquiry. They must also be skilled at persuading others to share their tales of brilliance 
and accomplishment. The questions they pose are crucial to this. An Encyclopedia of Positive 
Questions was created by Whitney et al. in 2002, which some practitioners could find useful. 
It produces a positive feeling, but as Bushe points out, caution must be exercised to prevent 
social banter from developing from discussing peak experiences.  

The most effective appreciative interviews offer at least one insight into the underlying 
causes of accomplishment. Beyond finding what works effectively, the interview must also 
examine why it works well and how this success may be maintained, boosted, and expanded 
to other areas of the business.Sharing the stories that have been gathered and finding themes 
about the organization's strengths are the final steps in this discovery phase. There are several 
ways to accomplish this. Interviewers can either share their tales with a core group that has 
been entrusted with interpreting the data and identifying key themes, or they can do it 
verbally in an open meeting to everyone who has participated in the inquiry process. The 
discussion of the stories can then be open to everyone in attendance in order to pinpoint and 
agree upon the main themes.According to Bushe, grouping the data into a inquiry matrix can 
help to concentrate attention on themes related to the inquiry's goal when there are many 
stories to analyze. Prior to gathering data, he suggests that the steering group might highlight 
the aspects of the organization they want to focus on and emphasize, such as inter-gender 
relationships in the workplace, teamwork, or customer service, and identify an organizational 
model they believe captures the key organizing principles, such as structure, technology, 
culture, leadership, job design, rewards, and so on. This data can be used to create a matrix, 
which can then be used to classify any themes that emerge from the stories. The matrix may 
be very straightforward and contain cells for things like cooperation and structure, teamwork 
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and technology, and teamwork and rewards, or it could be more sophisticated and contain a 
comparable set of cells for additional things that might have been covered in the inquiry, 
including customer service. 

A different, less structured way is to have each member of the core group of interviewers 
independently study a sample of written reports of the appreciative dialogues before coming 
together to discuss the major themes. This method was described by Elliot. In the instance 
Elliot described, a core group of ten individuals had done 100 interviews. Three group 
members reviewed all 100 reports, while the remaining seven read and analyzed 10 reports in 
addition to the 10 reports from the interviews they had performed. The facilitator, who had 
been actively involved with every phase of the inquiry, presented a list of concerns he 
believed would emerge as major themes to aid in their analysis. Members of the group can 
utilize this type of list's category set to help them find relevant themes, but it's crucial that 
they not feel constrained to only evaluating the list's applicability. Everyone involved in the 
inquiry must feel free to identify other groups of statements that could point to different 
themes if they want it to be an inclusive and collaborative process. Members attend a meeting 
with their opinions of the reports' content and share and discuss their discoveries until they 
can agree on a list of key themes that reflect both the past and present as being positive. 

Dreaming  

The dreaming phase is all about using these themes to motivate a picture of a more optimistic 
future. Members of the organization are urged to consider what the future may look like if the 
best aspects of the present or past became the new standard. The following advice is given by 
Elliot to individuals who are concerned in analyzing the stories of brilliance and 
achievement:You're looking for recurring elements that, taken together, indicate a prospect 
that the company is currently just on the cusp of realizing. You're not looking for a majority 
opinion or a radical outlier; rather, you're looking for a collection of concepts that, when 
brought together, given coherence, and given shape, will elicit an Ah, yes from the vast 
majority of stakeholders who will recognize it as building on the best of the past but 
unlocking a new future. 

Despite the literature's emphasis on visioning, Elliot contends that only a small number of 
organizational members consider their imagination to be a valuable resource they may offer 
to the workplace. As a result, a lot of employees don't accomplish much of it throughout their 
regular workday. He continues by saying that if imagination is not employed, it withers just 
like many of our other faculties, such as memory and muscles. Therefore, it's probable that 
some group members will require support and encouragement in order to utilize their 
imagination to picture a better future. Elliott offers five warm-up exercises that could give 
people the courage to consider novel ideas. Inquiries like, have you ever visited another 
organization and seen things you'd like to introduce here? and  

if one of your grandchildren were to eventually work here, what do you hope it might be like 
for them? are examples.The process moves on to the design step once organizational 
members have agreed upon their ideal future. 

Designing: Co-Constructing the Future to Deliver the Dream 

It must be transformed into a series of assertions of intent in order to make the vision easier to 
realize. These are 'provocative suggestions' that will challenge organizational members and 
point them in the direction of a reachable preferred future. The process of developing the 
statements of intent usually involves a lot of energy and engagement, and it is through the 
discussion that results in testing, redrafting, and refinement that the potential for magnifying 
the best aspects of the past and present is achieved.If the intriguing ideas were created by a 
subgroup, it is crucial that they be shared with and approved by other organizational members 
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in order to broaden the audience for the discussion. When numerous individuals need to be 
involved, according to Bushe, it is possible to test the theories using an organizational survey. 
There can be a question such, to what extent do you believe this proposition is an important 
component of the topic under study? next to each proposition.  

He contends that simply completing the questionnaire can generate momentum and 
contribute significantly to the ideas spreading throughout the firm.It is encouraged for people 
to consider and discuss potential futures. Sharing the survey results and letting everyone 
know how strongly people feel about each proposal can also inspire action, allowing 
organizational members to start putting the notions into practice in their daily work. These 
intriguing ideas are design concepts that can be utilized to pinpoint the organizations' dream-
oriented structures, procedures, and practices. They are described as filters by Finegold et al. 
that can be used to assess any suggested adjustments. 

Delivering the Dream 

However, individuals in charge of the appreciative inquiry do not necessarily need to get 
involved in the finer points of execution in order to enhance the best aspects of what is and 
steer the business toward a more optimistic future. While some consider this to be significant, 
most practitioners only get involved when organizational members are developing and 
validating their vision. 

 If the vision and the intriguing proposals that go along with it are strong enough, they not 
only inspire change but also serve as the central point of focus for individual and group 
projects as well as organizational action.Joep de Jong, a Dutch consultant Elliot spoke with, 
has a slightly different viewpoint. He notes that once organizational members return to their 
regular day-to-day responsibilities, they might not find it simple to utilize the provocative 
propositions to guide every action, but they might use them regularly as a motivator to return 
to the appreciating style of thinking. While pursuing the fulfillment of the provocative ideas 
continuously can be challenging, the process of generating them alters how they view 
themselves, their coworkers, and their organization. According to de Jong, this alters their 
routine tasks in a way that increases the likelihood that the core idea of the provocative 
proposition would materialize. 

CONCLUSION 

In conclusion, Appreciative Inquiry is a potent strategy that shifts the emphasis from solving 
problems to recognizing and highlighting strengths and triumphs. Appreciative Inquiry 
develops a positive company culture, improves engagement and creativity, and generates a 
common vision for the future by including stakeholders in a collaborative and inclusive 
process. This strategy equips people and organizations to realize their full potential, effect 
good change, and foster an environment that is vibrant and encouraging of growth and 
innovation.The system group or organization is propelled to achieve its objectives under the 
direction of the design principles incorporated within the provocative propositions. Inquiry 
leaders occasionally assist organizational members in creating implementation strategies, 
action plans, scorecards, and other methods for tracking success. 
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ABSTRACT: 
Training and development are crucial for individuals and businesses, as they enhance work 
performance, personal and professional growth, and decision-making abilities. A thorough 
analysis of a company's needs and goals is essential for creating effective programs. 
Designing programs considers participant preferences, effective teaching strategies, and 
interactive learning opportunities. Blended approaches, combining online and in-person 
training, are increasingly used. Evaluation is essential for assessing the programs' impact on 
individuals and organizations, and measuring results using feedback mechanisms, 
assessments, and performance evaluations. Training and growth improve performance, self-
esteem, career growth, and organizational productivity, efficiency, and innovation. 

KEYWORDS: 
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INTRODUCTION 

Individual change, which is frequently the result of an unofficial and organic process of 
learning and development, is typically related with organizational change to some extent. To 
help people acquire new information, skills, attitudes, and behaviors, those in charge of 
managing organizational change may occasionally determine that some kind of deliberate 
training intervention is necessary. Such interventions might be quite organized and narrowly 
focused on achieving predetermined results, or they can be created to teach organizational 
members how to learn and motivate them to take an active role in their own self-directed 
professional development.Two broad categories of organizational members are typically the 
focus of training interventions. On the one hand, there are people who must take on new 
responsibilities related to managing the transformation. To lead a task force tasked with 
diagnosing organizational issues and determining what needs to change, or to facilitate 
activities that are part of the diagnostic, planning, or implementation phases of the change, 
they may need trainings[1]–[5].  

On the other hand, some organizational members would need to behave differently as a result 
of the shift and might need training to meet higher performance criteria. For instance, training 
is a significant factor in determining the success of teams, according to Banker et al. When 
working in a team, the supervisor's position is frequently altered, or team leaders are 
appointed. To help leaders guide their teams, training is necessary. Team members may also 
receive training in group processes, covering other people's jobs, or taking on more 
responsibility for their work.This chapter briefly discusses how training can support the 
maintenance or restoration of alignment between organizational members' competencies and 
other system components like task and structure. The key components of a systematic method 
for creating efficient training interventions will also be covered. The last section examines a 
few Australian studies that looked at current trends in training delivery[6]–[8]. 

Adding a Match Between Organizational Members and Changing Task Demands 

There are a lot of variables that will affect whether or not organizational members will adopt 
new behaviors when change is required. These include the effectiveness of reward systems in 
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motivating people to meet the revised performance outcomes, the quality of the fit between 
competencies and task requirements, and the accessibility of feedback to allow people and 
their managers to gauge whether the new performance standards are being met. The first of 
these is the subject of this chapter.Members of an organization may occasionally already have 
all the skills necessary to meet the new performance criteria. For these individuals to be able 
to perform in new ways, all they will need is knowledge of the updated performance goals 
they will need to meet. Other instances, the individuals who will be affected by the change 
might not have the necessary skills.Those in charge of the alteration may have a variety of 
alternatives here. They may look into ways to adapt the task to meet the competencies already 
held by organizational members, replace current employees with those who already possess 
the necessary competencies, or assist current employees in acquiring the necessary new 
competencies. The latter is discussed further below[9], [10]. 

A System Approach to Training 

Effective training, according to Goldstein and others, entails three main processes, which are 
currently covered analysis of training needs, design and delivery of training, and evaluation 
of training efficacy. 

Training needs Analysis 

How the proposed change would impact organizational goals, objectives, and task demands is 
determined via a systems-level analysis. This summary gives you the knowledge you need to 
decide which tasks and people need additional in-depth studies. For instance, several 
organizational units' tasks altered as a result of the switch from optical to digital scanning 
technology in the reprographics equipment industry. A system-level evaluation in this 
scenario might have indicated the need for a more in-depth investigation in divisions like 
product design, assembly, technical support, sales, and so forth. The system-level study may 
have found few consequences for the nature of the tasks performed and the necessary 
competencies in other areas, such as finance. 

A task analysis evaluates how changes to a unit's task will influence the type of performance 
that will be expected of its members. It focuses on certain occupations or positions. 
Additionally, it emphasizes the competencies knowledge, skills, attitudes, or behaviors that 
individuals in these new or changed roles will need to possess in order to meet the new 
standard. Using the manufacturer of reprographics equipment as an example, a task analysis 
of, say, the selling function might have shown how the advent of digital scanning technology 
altered the type of performance needed by salespeople to market digital reprographics 
equipment as opposed to optical reprographics equipment. 

Person Analysis 

A person analysis looks for gaps between the competencies needed to complete the new 
tasks, as identified by the task analysis, and the current competencies of the organizational 
members who can perform them.  

This analysis gives the data required to pinpoint which people or groups will need training 
and define training objectives in terms of what learners must know and how they must 
act.Training objectives are best stated in terms of behavioral goals that outline what learners 
will be able to do after training. For instance, one of the training goals for salespeople for 
reprographics equipment might be to be able to:  

1. Accurately describe how new technology affects the performance of the company's 
new range of copiers; and  

2. Show customers how to maintain the equipment to keep it running at peak efficiency. 
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The Design and Delivery of Training 

According to Smith, the kind of competencies the training is intended to transmit should, at 
least in part, dictate the choice of the training approach. For instance, some of the best 
training techniques might be lectures and reading from books and manuals when the goal is 
to convey knowledge and information. The most efficient techniques might be role playing or 
informal discussion groups when attitudes are the main focus. Case studies, simulations, 
projects, or mentoring may be employed in situations when the goal is to develop cognitive 
methods. Different approaches could be taken into consideration when perceptual and motor 
skills are the main focus. These could include the progressive components technique, a plan 
for organizing the practice of complicated motor skills, and the discriminating method, which 
is intended to assist learners notice differences between similar items. Training techniques are 
divided into five categories by Reid and Barrington on-the-job training, planned organization 
experience, internal courses, planned experience outside the organization, and external 
courses. To choose which of these tactics will be most effective, they suggest using the 
following four criteria: 

1. Compatibility with training goals is a priority. 
2. Estimated likelihood of learning transfer to the workplace. 
3. The availability of resources including money, time, and skilled labor. 
4. Aspects relating to trainees. 

These criteria might be used, for instance, to find the best strategy to train new change project 
team members. Now, each is covered individually. 

Compatibility with Training Objectives 

The following could be among the learning outcomes for the new project team members:  

1. Knowledge transfer to help learners comprehend, be able to explain to others, and 
recognize actions that will help the new project team achieve the goals of the change 
program. 

2. Developing good attitudes will help trainees be dedicated to the program's goals and 
work cooperatively with other team members to meet these goals. 

3. Developing group process skills, which will enable trainees to assess the state of the 
group and take actions that will improve the efficacy of the group. 

Because they conflict with the training objectives, some approaches may be swiftly rejected 
by the change manager, while others may only be employed after adaption. 

 Because the organization might not currently be running any project teams that could 
provide useful on-the-job work experience, on-the-job training might be declined.External 
programs, such outward-bound-style team training, may be a useful means of cultivating 
cooperative attitudes and group-processing abilities.  

The change agent or another employee from the organization would need to be involved, and 
the course would need to be modified to include some sessions that address the goals of the 
change program, in order to meet some of the other training demands. This would also 
necessitate limiting enrollment in the external course to managers from the same organization 
and to those managers who will collaborate on the new project team. A particularly created 
in-house course could be a desirable choice.  

It might combine formal presentations on the goals of the change program with informal 
discussion sessions to examine trainees' responses to these goals and group activities that 
could be used to hone group-processing abilities. In the next section we will discuss more 
about systematic approach to training.  



 
128 Change Management  

DISCUSSION 

Transfer of Learning 

In terms of learning transfer, the external course, if it were only open to potential project team 
members, and the internal course could ease the transfer of group process skills and 
considerate behaviors toward other trainees to the workplace. If the group exercises entailed 
working on actual problems that the team would have to deal with once it went live, the in-
house training may also score highly on the transfer of learning. 

Availability of Resources 

Time may be a constraint that prevents the use of internal or external planned work 
experience in terms of resource availability. Cost, measured in terms of the amount of money 
in the budget rather than the lost opportunity cost of the change agent's time, could also be a 
deterrent to an expensive external training. The in-house course might be less expensive, but 
the change agent would still need to find the time to create the training materials and the 
group activities that would be relevant to their place of employment. The change agent may 
feel confident in their ability to develop and deliver the internal program. Additionally, they 
might be aware of a third-party expert whose assistance could be obtained at a cost far lower 
than that of the outside course. 

Trainee-Related Factors 

From a business standpoint, it might not be viable to release all the managers at once to take a 
weeklong external training in terms of trainee-related aspects. Additionally, certain members 
of the planned project team might find it challenging to travel for a whole week due to 
domestic issues. In light of all these considerations, the change agent may choose the in-
house course, which, if necessary, might be planned as a number of brief modules to 
accommodate trainee availability. 

Evaluation of Training Effectiveness 

There are several approaches to measure the efficacy of training, but according to Aguinis 
and Kraiger, the most popular model for evaluating training is Kirkpatrick's four-level 
approach: 

1. The trainees' responses to the training are the criterion at level one. Did they think it 
was fascinating, relevant, demanding, etc.? 

2. The standard at level two is what they learned. It is not uncommon for trainees to 
respond well to the training but to learn little or only reach acceptable learning 
standards in regard to some, but not all, of the learning objectives. Those in charge of 
choosing and creating the specifics of the learning activity must consider the 
ramifications of this type of feedback. 

3. The third level's criterion is behavior. It's possible that trainees responded favorably to 
the instruction and gained the knowledge that was intended for them. Back at work, 
though, it's possible that their behavior hasn't changed much at all. In other words, it's 
possible that the course material wasn't applied to the workplace. It is very simple to 
employ the pertinent learning principles to create a training activity that will promote 
learning, but much more challenging to create one that will ensure that the learning is 
retained and put to use in the workplace. The social pressure trainees experience after 
leaving training is a frequent issue that prevents transfer. Even though they may have 
acquired best practices on the course, once they return to their jobs, coworkers 
frequently put pressure on them to resume using the conventional methods of 
working. 
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4. Results are the criterion at level four. Although the training may result in the desired 
behavioral changes, these changes may not have the desired effects. Sales personnel 
may have begun to contact clients more frequently, but this may not have resulted in 
the anticipated rise in sales. This kind of feedback suggests that the training approach 
needs to be completely rethought. 

Paul Simpson: Using training to Deliver Culture Change 

Paul Simpson works with businesses to help them perform better. He is a skilled HR and OD 
professional with a wealth of expertise. He formerly led organization development at London 
and Scandinavian Metallurgical Co. Ltd., was head of OD at Aviva, the director of learning 
and development, and the HR business partner for Arla in the UK. Paul serves as the chair of 
the Yorkshire HR Directors' Forum and makes contributions to the programs at the Leeds 
University Business School. He provides some information about how training was utilized 
to help improve the culture of a special metals firm below and in his video. 

The company was struggling to thrive until recently, but over the past three years it has 
changed for the better and increased its profitability. The organization's culture needs to 
transform from a traditional top-down, prescriptive management style to one that is more 
open and engaging and encourages contributions from everyone throughout the entire 
enterprise in order to preserve this momentum, the CEO and a new HR director concluded. 
For the top 50 managers and directors to receive this training, they hired a company of 
training consultants to collaborate with them on designing and delivering a five-module 
training program over an 18-month period. Paul Simpson's responsibility was to assist the top 
50 in integrating what they had learnt from the training program into their everyday 
management practices. Through coaching, one-on-one assistance, and group facilitation, he 
achieved this. 

The lessons from this experience were numerous. First, offering one-on-one and group 
support to trainees in this case, managers and directors during the back-to-work periods in 
between modules helped them see the importance of what they had learnt and encouraged 
them to adopt new working practices.  

Second, various reactions are displayed. Overall, participants responded favorably to the 
instruction, but while some tried hard to put theory into practice, others discovered that it was 
more difficult stated than done. Some people did not agree that they needed to modify their 
management approach.  

Third, by encouraging trainees to share their triumphs, others were inspired to adopt the new 
culture. Fourthly, and somewhat surprisingly, a bottom-up movement for change started to 
emerge as some managers adopted the new ways of working and realized how this improved 
the atmosphere in their specific area of the organization. As a result, they became less 
tolerant of the senior managers who were still adhering to the previous top-down adversarial 
culture. 

CONCLUSION 

In conclusion, training and development are essential elements of both individual and 
organizational progress. Organizations may improve performance, productivity, and 
innovation by making targeted investments in programs that fill skill gaps and encourage 
ongoing learning. People gain from better job performance, more job satisfaction, and more 
career options.  

Organizations may prosper in a competitive and dynamic environment thanks to training and 
development, which act as catalysts for the development of a talented and adaptive staff. 
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ABSTRACT: 
High Performance Management is a strategy aimed at improving organizational performance 
through goal alignment, fostering a high-performance culture, and utilizing efficient 
management techniques. It focuses on excellence, ongoing improvement, and fostering a 
high-performance culture. Leaders play a crucial role in setting an example and providing 
tools for staff success. Efficient performance management procedures, frequent performance 
reviews, criticism, and coaching, as well as clear communication channels and performance 
indicators, help employees reach their full potential. This approach leads to enhanced output, 
employee engagement, and organizational effectiveness. By coordinating goals and fostering 
a high-performance culture, organizations can increase employee satisfaction and retention, 
while fostering creativity and adaptation, enabling firms to stay ahead in a rapidly changing 
business environment. 
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INTRODUCTION 

Change agents can employ high performance management as an intervention to harmonize 
people management practices and enhance performance. It entails creating and putting into 
place a collection of people management techniques that are internally consistent, compatible 
with other business procedures, and congruent with the organization's business plan. This 
intervention, it is said, is far more successful than attempting to enhance other people 
management techniques, like as training, performance management, or incentive programs, 
on their own. This chapter begins with a brief overview of the commitment maximization and 
cost reduction approaches to managing an organization's human resources and makes the case 
that high performance management initiatives are most effectively supported by the 
commitment maximization philosophy. Then, it is discussed how employing people 
management techniques can boost performance by enhancing workers' knowledge and 
abilities, inspiring them to engage in discretionary behaviors that depend on their knowledge 
and abilities, and changing organizational structures in ways that help workers perform their 
jobs more effectively. There are a few people management techniques that can produce these 
results[1]–[4]. 

Two change tools are presented in the last section. The first factor, which focuses on external 
alignment, can be used to gauge how closely people management methods adhere to the 
organization's business plan.  

The second measures internal alignment and can be applied to determine how closely people 
management techniques line up with one another. It is possible to intervene and realign 
processes to increase performance when misalignments are discovered. With open systems 
thinking and the idea of fit, high-performance management is a strategy for enhancing 
organizational performance. Additionally, it is in line with what Paul Simpson argues in his 
film regarding the necessity of changing more than just one people management practice, 
such as training, if systemic change is to be achieved[5]–[8]. 
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Soft and Hard Models of Human Resource Management (HRM) 

Human resources (HR) are commonly underutilized, according to Bailey, because employees 
frequently perform below their capacity. Walton distinguished between two fundamentally 
distinct approaches to human resources management, one centered on imposing control and 
the other on evoking commitment. When examining HRM practice in eight businesses in the 
UK, Truss et al.  drew a similar distinction between hard and soft commitment techniques. 

The Cost Reduction or Control Approach 

The cost-cutting or cost-control strategy emphasizes the application of controls to lower 
direct labor expenses and boost productivity. This is accomplished by applying precise rules 
and procedures to enforce compliance. Many of the presumptions that underlie Beer's 
economic change strategy, which emphasizes the drive for economic value through tough 
top-down, results-driven action, are shared by this method. According to Truss et al., this 
hard approach is founded on McGregor's theory X statement that individuals detest labor and 
must be controlled and directed in order to exert sufficient effort toward the accomplishment 
of organizational goals. Walton makes reference to the kind of environment where control 
tactics are successful. He gives an example of a factory where workers have certain tasks to 
do and must meet minimal performance standards, but peer pressure prevents them from 
going above and beyond this need and from making efforts to increase performance. Here, 
management uses tight monitoring, supervision, and what MacDuffie refers to as efficiency 
wages to ensure proper job effort because motivation is low[9], [10]. 

Commitment Maximization Approach 

The commitment maximization strategy is predicated on the idea that when employees are 
totally committed to the company, they perform at their highest level and contribute the most 
to organizational performance. Insofar as it entails developing the competencies necessary to 
preserve competitive advantage and high performance over the long term, this strategy is 
similar to many of the presumptions underlying Beer's organization development strategy for 
change. According to Truss et al. (1997), the HR movement, the use of unique skills, and 
McGregor's theory Y, which contends that individuals will practice self-direction and self-
control in the service of goals to which they are devoted, are the origins of soft HRM. It 
focuses on creating devoted workers who can be relied upon to exercise discretion when 
working in a manner that is in line with corporate objectives. This strategy makes the 
assumption that when workers are trusted and given autonomy, commitment is produced. It 
makes the supposition that people are capable of working hard and intelligently without the 
need for punishment or other forms of external pressure. High performance management 
techniques are supported by this approach to commitment maximization. 

Theoretical Foundations: How Commitment Strategies Work 

By developing employees' knowledge and skills and encouraging them to engage in 
discretionary behaviors that draw on their knowledge and skill, Huselid, drawing on the work 
of Bailey, claims that people management methods can have an impact on an individual's 
performance and changing organizational structures so that workers may execute their duties 
more effectively. Some examples of the practices that contribute to these outcomes are listed 
below.  

Improving Employees Knowledge and Skills 

A variety of procedures can improve staff expertise. These include: 

1. Recruitment practices that produce a sizable pool of qualified applicants; Selection 
practices that identify those individuals who possess the necessary competences; It 
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might be possible to improve selection practices by concentrating attention on what 
the organization does to attract suitably qualified individuals and how this influences 
the types of people who apply for positions Pfeffer  contends that rather than 
emphasizing abilities, focus should be given on screening for cultural fit and attitudes. 

2. Induction practices that influence how people are socialized into the organization: It 
may be possible to improve induction practices by paying attention to what happens 
to new employees after they join the organization and how this affects the 
development of competencethe technique of induction may also affect employees' 
incentive to participate in discretionary behavior and influence their desire to work 
more diligently and intelligently. 

3. Training practices that develop the knowledge and abilities needed by organizational 
members. Pfeffer contends that training is a crucial element of high-performance 
work systems because these systems depend on frontline staff using their competence 
and initiative to recognize and address issues, bring improvements to work processes, 
and take ownership of quality. Due to the fact that training budgets frequently 
fluctuate with company economic fortunes, a perverse, procyclical training schedule 
typically develops: training funds are most abundant when the company is doing well. 
Nevertheless, some organizations fail to invest sufficiently in training, and many more 
are too quick to cut training budgets when times are tough. However, when a 
company is doing well, its employees are busiest and have the most work to perform, 
making it the least feasible for them to travel for training. In contrast, when a 
company is less busy, people have more time to work on their abilities and participate 
in training exercises. However, training is least likely to be made available at that 
time. 

4. Additional training exercises that foster the knowledge, abilities, and work habits 
necessary for successful performance include: These practices, including coaching, 
mentoring, on-the-job training, secondments, and job rotation, might be examined to 
see whether they are as effective as they could be and if there is a good balance 
between them and more formal training activities. The practice of performance 
appraisal is described below as one that influences how motivated individuals are to 
engage in discretionary behaviors, but it can also serve as a means of fostering 
competence. 

Do retention strategies that reward valuable employees for sticking around encourage 
individuals who are most likely to be snatched up by rivals to stay with the company? 

1. Do they motivate staff members to show up on time and complete their assigned tasks 
so they can learn from others and teach others from their own expertise and 
experience? 

2. Information-sharing procedures that give staff members the background on both 
current work-related difficulties and broader business challenges they need to function 
well: The manner and timing of information delivery as well as its appropriateness 
may be taken into account. 

Motivating Employees to Engage in Discretionary Behaviors 

Huselid contends that if employees lack motivation to work, even the most highly skilled 
ones will be ineffective. Several people management techniques can motivate employees to 
perform more diligently and strategically. These consist of: 

1. Depending on whether employees are seen as a changeable cost or a valuable asset, 
their loyalty to the company may be affected. 
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2. How do the company handle the issue when employees are no longer needed in their 
existing positions? How does this effect the motivation of both the employees who 
will be transferred and their coworkers? 

3. By taking into account issues like: What are the goals of the performance appraisal 
system?, it would be able to enhance the advantages of evaluating performance. It 
measures what exactly? Are people or groups evaluated? Who performs the 
evaluation? Is the procedure viewed as fair? 

4. There are many variables that might influence the relationship between incentives and 
perform, but some of the questions that fall under this category include: How are 
people paid? Are incentives correlated with the achievement of performance goals or 
the development of new skills? If they are, is compensation determined by an 
organization's, a group's, or an individual's performance? 

5. How are candidates for advancement found and prepared? Because they can impact 
motivation, it may be helpful to go over the many status distinctions that exist and 
their influence on output. 

Enabling Motivated Employees to Engage in Discretionary Behaviours 

According to Bailey, the contribution of highly skilled and motivated workers would be 
constrained unless their occupations are designed in a way that enables them to use their 
knowledge and abilities to enhance how they carry out their duties. Employees are able to 
engage in such discretionary behaviors thanks to a variety of initiatives. 

Organizational structures: How are they set up, and how does that effect how well-rounded 
employees can become in their work?  

For instance, is the organization process-based or does it have a functional structure with 
people working in silos?Does the organization employ parallel and ad hoc structures to 
encourage the sharing of concepts for performance improvement, such as quality circles and 
awaydays? 

1. Job Design:Are workers hired to carry out precisely defined tasks that are low skill-
required, or does the job design place an emphasis on a total activity that combines 
doing and thinking? Do people work alone or in groups? 

2. Locus of decision-making: Is decision-making decentralized and delegated or is it 
centralized at the top of the organization? 

3. Employee voice: Is feedback welcomed? Is it permitted to discuss both broad and 
specific topics? How are upward, lateral, and downward communications facilitated? 

4. Self-managed teams: Do self-managed teams have any authority to make decisions? 

Self-managed teams and delegated decision making are recommended as the guiding 
concepts for organizational design by Pfeffer.  

He contends that teams can replace hierarchical control with peer-based control, encourage 
people to share ideas and find better solutions to problems, and offer a setting in which 
employees can more readily assist one another and share their production knowledge.  

Other Benefits from High Performance Management Practices 

According to Pfeffer, high commitment work methods can result in savings through lowering 
administrative costs.  

Many supervisory positions can be eliminated by giving more authority to employees lower 
on the organizational hierarchy. High commitment work practices can also cut back on many 
of the expenses related to having a disenchanted staff that is at odds with management. 
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DISCUSSION 

Alignment of People Management Practices: The Essence of High-Performance 
Management 

Because changes are made piecemeal and are concentrated on certain practices, such 
selection, performance appraisal, compensation, or training, many attempts to increase 
performance through the adoption of new people management practices fail. If other practices 
stay the same, increasing resources for one activity, such as training, may not have much of 
an impact. For instance, if positions are not changed in a way that allows people the freedom 
to use their new knowledge and abilities, the potential benefits of training may be lost. If 
employees and the organization are to gain from what MacDuffie refers to as multiple, 
mutually reinforcing conditions, people management methods must be coordinated with one 
another. 

Some people believe that alignment is the key component of high-performance management 
systems and that techniques can be used in any way as long as they are internally consistent. 
However, there is a broad consensus that a high level of commitment is the best method to 
ensure excellent performance. This school of thinking supports a set of procedures that 
supports the commitment approach to management rather than the control approach. The 
three-pronged approach to performance improvement described above is theoretically 
underpinned by the idea that techniques in people management should be aimed at boosting 
commitment in order to encourage discretionary behavior. High commitment management 
practices include employment security, selective hiring, self-managed teams and 
decentralized decision making, high compensation contingent on performance, extensive 
training, reduced status distinctions, and extensive information sharing, which are all 
characteristics of systems that produce profits through people. 

Being implemented is not always simple. It can be challenging to transition from a control- to 
a commitment-oriented set of management practices since many managers are devoted to the 
control philosophy. According to the one-eighth rule, which Pfeffer mentions, only 
approximately half of all senior managers think there might be a link between how firms 
manage their employees and their financial success. Only approximately half of these will 
seek to change more than one people management practice, failing to recognize that effective 
people management necessitates a more thorough and organized approach. Only 
approximately half of the firms where managers do implement significant changes will stick 
with them long enough to see any financial rewards.Many times, it takes a paradigm shift for 
some managers to adopt a commitment-based high performance management strategy. 
Pfeffer contends that any attempt to implement high performance management practices is 
likely to fail if managers view their staff as expenses that need to be cut, as recalcitrant 
employees prone to opportunism, shirking, and free riding, as people who can't be trusted and 
who need to be closely controlled through monitoring, rewards, and sanctions. 
Implementation success demands a mentality that sees people as inherently reliable, smart, 
and driven. 

Diagnosing the Alignment of People Management Practices 

The two-part alignment diagnosis, which is a crucial component of every high-performance 
management solution, as described by Pfeffer. The first, which deals with external alignment, 
entails determining how closely management practices match the organization's business 
goal. The second focuses on internal alignment and involves determining how closely people 
management methods line up with one another.Use the Change Tools 1 and 2 listed below to 
evaluate how well your organization's people management practices are aligned. If you are a 
student with little to no work experience, you can still practice diagnosing external alignment 
by researching a company's strategy online (some businesses publish their strategy on their 



 
136 Change Management  

website), and then coming up with a list of the competencies and people management 
techniques you believe would be necessary to achieve this. 

Change Tool 1: Diagnosing External Alignment 

Diagnosing external alignment involves four steps 

1. Examining the company's approach. 
2. Recognizing the important behaviors and related competencies needed to implement 

the plan. 
3. Determining the methods used by the company to manage people. 
4. Evaluating how each people management and HR practice aligns with the skills and 

attitudes needed to carry out the organization's strategy. 

Does each practice encourage the presence and use of essential skills and behaviors?We'll 
think about each stage in turn.  

1. Defining the plan of the company. A company's strategy outlines how it will match its 
resources with the opportunities, restrictions, and demands in the external 
environment. The value propositions the firm makes to stakeholders are implied in 
this claim. Please summarize your company's strategy. 

2. Identifying the crucial actions and relevant skills needed to carry out the approach. 
When a company's strategy is built on providing outstanding customer service and the 
majority of employees deal directly with customers, the company requires employees 
with the skillsets to back up this value proposition. A different set of competencies 
will be necessary if, on the other hand, the strategy is predicated on being the first to 
market with innovative items. Pfeffer advises focusing only on the six or so behaviors 
and associated abilities that are most crucial. The external alignment matrix shown 
below allows for these to be entered at the beginning of the columns. 

3. Identifying the methods, the business use to manage its personnel. According to 
Bailey'sconcept of how HR practices might impact performance, the external 
alignment matrix is separated into three sections. The first section deals with the 
practices and regulations that have an impact on the availability and development of 
the competencies required to exhibit the requisite behaviors. Recruitment, selection, 
induction, training, additional professional development opportunities, attendance, 
and information exchange are a few examples of these procedures. The second section 
deals with procedures that influence workers' motivation to engage in independent 
actions that call for using crucial skills to enhance performance.  

4. These practices include internal promotion systems, status distinctions, performance 
evaluation, redeployment and severance pay, incentives, and employee security. The 
third section focuses on procedures that enable motivated workers to participate in 
independent actions that boost performance. Organizational design, temporary and 
parallel structures, job design, locus of decision-making, and employee voice are 
some of these techniques. To reflect your organization's current approach to HRM, 
review your people management procedures and make the necessary changes to the 
list in the external alignment matrix below. You might also add more techniques to 
this list that, if used properly, could help you achieve high performance. 

5. Evaluating each people management practice's congruence with the skills and conduct 
necessary to realize the organization's business strategy. This entails determining the 
likelihood that each people management practice indicated in your external alignment 
matrix would support the competencies and behaviors you selected as being essential 
for the strategy's implementation. Pfeffer advises using a three-point scale, with +1 
denoting alignment with the organization's business plan and supporting the 
development of necessary competences and behaviors, 0 denoting neutral effect, and -
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1 denoting misalignment. This process is an effective technique to pinpoint areas with 
significant misalignment and a clear need for action to create and put into place a 
revised people management practice. Some of the most typical alignment-related 
issues are listed by Pfeffer. Two of these relate to the relationship between training 
activities and skills as well as the relationship between pay and the accomplishment of 
important performance goals: 

CONCLUSION 

In conclusion, high performance management is a tactical strategy that seeks to maximize 
organizational performance through goal alignment, the establishment of a high-performance 
culture, the adoption of efficient management techniques, and the investment in personnel 
development.  

Organizations may increase productivity, employee engagement, and overall effectiveness by 
putting a strong emphasis on excellence, responsibility, and continuous improvement.  

Organizations are given the tools they need by high performance management to innovate, 
adapt to changing surroundings, and prevail over the competition of today. When it comes to 
training and necessary skills, many businesses prioritize topics like time management and 
negotiating skills since they are generally useful, but they disregard the essential talents that 
are directly related to achieving strategic goals.  Pfeffer illustrates the issue with 
remuneration and key performance targets by using the example of a company rewarding 
managers for making budget numbers when the really crucial criteria had to do with being 
innovative, quick, and customer-focused.  
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ABSTRACT: 
Business process re-engineering (BPR) is a strategic strategy that aims to restructure and 
enhance organizational processes to provide transformative outcomes. It involves a 
methodical analysis of current procedures to eliminate inefficiencies, cut costs, and improve 
overall performance. BPR focuses on customer value, fresh start, and cross-functional 
cooperation. The process involves identification, analysis, redesign, implementation, and 
monitoring stages. Analyzing current procedures helps identify bottlenecks, overlaps, and 
potential improvements. The redesign stage focuses on developing a new, efficient procedure 
aligned with corporate goals, redefining roles and responsibilities, and optimizing workflows. 
Implementation involves managing the change process, training staff, and implementing new 
systems or tools. BPR offers advantages such as enhanced customer satisfaction, decreased 
costs, higher operational efficiency, and increased agility. By rethinking and redesigning 
processes, organizations can adapt to changing market conditions and consumer expectations, 
gain a competitive edge, and foster a culture of innovation and continuous improvement. 
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INTRODUCTION 

Business process re-engineering (BPR) is a technostructural intervention that involves 
switching attention away from fragmented functional thinking towards cross-functional 
processes.  Reviews some of the debates about BPR, such as whether it requires a 
fundamental rethink and radical change or incremental improvement organization wide 
wholesale transformation or localized piecemeal changetop-down direction or collaborative 
effort. Presents BPR as a seven-stage process that involves process mapping, identifying 
which process to reengineer, understanding the selected process, defining key performance 
objectives, designing new processes, testing and implementation. Argues that BPR can be a 
highly politicized process that often involves jurisdictional disputes when managers are 
required to let go of activities or decisions they value. Discusses research findings regarding 
the success of BPR interventions. Some reports suggest that a high percentage of 
interventions fail to deliver intended outcomes, but there is evidence that when BPR is 
successfully implemented it can deliver impressive improvements. Contextual factors that 
can affect outcomes are discussed [1]–[4]. 

The Effect of Organizational Structure on Performance 

The division of labor theory, which Adam Smith1776/1950 initially introduced in The 
Wealth of Nations, has had an impact on the structure of the majority of companies. Smith 
noted that rather than assigning the entire operation to a single generalist worker, it was 
considerably more effective to divide the process of creating pins into numerous parts that 
could be completed by specialists. Today, firms that organize their activities around 
specialized roles rather than value-generating processes exhibit this principle. According to 
Hammer and Champy, a lot of businesses have vertical structures that resemble functional 
silos and are constructed from small segments of a process.  
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They use the order fulfillment process, which begins when a consumer puts an order and 
concludes when the goods are delivered, to demonstrate how this impacts organizational 
functioning: A member of the credit department, which is most likely a division of the 
financial organization, is responsible for checking a customer's credit. Workers in the 
warehouse who may be subordinates of the vice president of manufacturing pick up 
inventory. On the other side, logistics also includes shipping. No one in a process looks 
outward toward the client; instead, everyone is focused inward toward their department and 
upward toward their boss.  BPR entails refocusing on cross-functional activities that add 
value for the organization rather than fragmented, functionally driven thinking. According to 
Kaplan and Murdock, businesses can become more responsive to changes in competitive 
conditions, market expectations, product life cycles, and technology by concentrating on and 
rethinking fundamental processes to make them faster and more flexible[5]–[8]. 

The Nature of BPR 

BPR is the basic rethinking and radical redesign of business processes to yield noticeably 
better performance, according to Hammer and Champy. Below, some of the opposing 
viewpoints on BPR are reviewed. 

Fundamental Rethink and Radical Change or Incremental Improvement? 

BPR, according to Hammer and Champy, is 'fundamental' because it entails posing the most 
fundamental inquiries regarding an organization's operations, which raise numerous 
challenging hypotheses. BPR entails investigating why an organization does what it does, as 
opposed to just looking at if something can be done better. For instance, personnel in charge 
of re-engineering the order fulfillment process mentioned above should wonder whether 
credit checks are actually necessary rather than assuming they are a necessary step in the 
procedure. Because doing a check is more expensive than any potential losses from bad 
debts, it is feasible that monitoring a customer's credit adds no value at all.According to 
Hammer and Champy, established practices, routines, and procedures should not have an 
impact on new thinking. They recommend a clean sheet strategy for process redesign. 

It is refuted by Davenport and Stoddard. They claim that, in practice, a clean sheet technique 
is infrequently used based on interviews with managers from more than 200 different firms 
and thorough study on 35 reengineering initiatives. Companies that do use this strategy 
frequently distinguish clearly between clean sheet design and clean sheet implementation. 
They might utilize a clean sheet approach to design since it might offer a picture of a world 
with the best-of-all-processes on which the organization can concentrate its transformation 
initiatives. Davenport and Stoddard reported that designers frequently start with a dirty slate, 
taking into account the opportunities for enabling a new process and the constraints that 
disable it You can design assuming a clean slate, but you must implement assuming the 
existing state.The design team could create the best process feasible given the enablers and 
constraints if they kept both design components in mind. Although this is a less appealing and 
more challenging design approach, designing with a dirty slate typically results in a more 
workable process. 

Organization-Wide Wholesome Transformation or Localized Piecemeal Change? 

According to Hammer and Champy, fast transformation rather than piecemeal change is 
necessary for BPR to succeed. Re-engineering is not, according to Davenport and 
Stoddard1994, incompatible with continuous improvement. They concur that re-engineering 
is a process that can aid in organizational change, but they do not concur that the two are 
equivalent. They note that numerous organizations have failed in their attempts to undergo 
dramatic transformation because they tried to alter too many processes at once. They also 
note that they observed a number of businesses effectively implementing hybrid designs, in 
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which processes were re-engineered within a functional organization like the marketing 
division. In their thorough investigation of BPR at the Leicester Royal Infirmary McNulty 
and Ferlie present findings that are consistent with Davenport and Stoddard's viewpoint. They 
discovered that, in contrast to the intended strategy, which was radical and revolutionary, the 
emerging strategy of re-engineering had an overall convergent and evolutionary approach. 
The initial radical ambition for organizational process reform was scaled back as the re-
engineering effort progressed and recast in accordance with functional organizational 
principles that supported the preexisting pattern of specializations and clinical directorates. 
Re-engineers quickly realized that in order to affect change at the specialty and clinical 
directorate levels, they needed the help of managers and clinicians.  

Top-Down Direction or Collaborative Effort 

Re-engineering is typically seen as a top-down process by those who contend it offers a 
radical, system-wide approach to change. For instance, Hammer and Champy think that those 
on the front lines lack the wide perspective that re-engineering requires. They may be able to 
identify the specific issues that plague their departments possibly better than anyone else - but 
they struggle to view a process holistically and identify that a process' poor general design is 
the root of their issues.Additionally, they contend that middle managers lack the necessary 
power to alter processes that transcend organizational boundaries. However, other people 
think that re-engineering might be a process that is more participatory. Despite 
acknowledging that innovative designs for broad processes are unlikely to come from anyone 
whose head is buried deep in the bowels of the existing process, Davenport and Stoddard see 
no reason why all members of design teams must be high up in the organizational hierarchy. 
They contend that folks on the front lines may offer important insight into the planning of 
certain process activities.  

Additionally, they provide instances of organizational members who failed to put newly 
created processes into practice since they had no involvement in their development.At the 
Leicester Royal Infirmary, re-engineering began as a top-down initiative to identify, rethink, 
and implement hospital-wide fundamental procedures. An architecture of reengineering 
committees, reengineering laboratory’s physical locations where teams of reengineers may 
work on the redesign of processes and internal and external change agents was used to 
develop a central reengineering competence. This initial plan started to fail and was later 
replaced by a decentralized model in which management within clinical directorates took up 
reengineering duties from a specific team of re-engineers. It was at this juncture, according to 
McNulty and Ferlie, that the enthusiasm and momentum for change intensified because 
people felt more able to adopt, adapt and customize re-engineering ideas to suit specific local 
needs and goals[9], [10]. 

DISCUSSION 

The Application of BPR 

BPR typically involves seven steps, which are now discussed in detail.  A process is a 
sequence of steps that results in a result. Process maps demonstrate the movement of work 
within an organization. Manufacturing, R&D, or marketing are examples of organizational 
units that people are more familiar with than the processes that these divisions support. Order 
fulfilment order to payment, including intermediate phases like manufacturing, product 
development idea to prototype, and sales prospect to order are a few examples of processes in 
a commercial organization. Patient testing referral to diagnosis and patient stays admit to 
discharge are two examples of processes in a healthcare setting. There are typically only a 
few fundamental processes in most businesses, but each one may include several 
subprocesses. Any BPR initiative should begin by mapping the processes that help the 
organization achieve its goals. 
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It will typically be impossible to re-engineer all of the organization's processes at once, even 
when the goal is to use BPR to drastically transform the business in the shortest amount of 
time. Three criteria are offered by Hammer and Champy1993 for selecting which processes 
to reengineer and in what order. As follows Dysfunction refers to processes that are the most 
problematic. Processes that have the biggest impact on the organization's consumers are the 
most important. Feasibility the procedures that are most amenable to effective redesign. 
According to the classical school of BPR, the re-engineering team does not need to do any in-
depth analysis; rather, it only needs to understand the process, what it does, how well it does 
it, and any significant factors that govern its performance. Too much analysis, according to 
Hammer and Champy1993, can focus attention on internal processes rather than on 
questioning ingrained preconceptions.  

They contend that effort should be directed on achieving a high degree of understanding, 
beginning with what the process produces and how closely these results adhere to what 
customers actually desire. This then serves as the foundation for an exercise in clean sheet 
design. However, other people believe that it is beneficial to start with a dirty slate and search 
for chances to incrementally enhance processes as was said above. Working with an existing 
process and looking for chances for gradual improvement is one way to improve processes in 
healthcare settings. Another method is to start from scratch and drastically alter a process. 

The re-engineering team and other stakeholders' assumptions about what the customer needs 
from the process provide the foundation for the key performance objectives. They serve as a 
foundation for defining the metrics that will demonstrate whether the adjustments have been 
successful. Sometimes benchmarking is used to assist define performance goals, but re-
engineers must be aware of the risk that benchmarking may limit ambition to what is already 
being achieved by the best of the rest and stifle creative thinking about what the process 
might produce. Baselining, the process of gathering and storing information about past 
performance-re-engineering, can aid in the creation of reasonable performance goals and 
serve as a foundation for evaluating the project's success. 

An employee of an insurance business noted that working on a large claim cost the same per 
hour as working on a small claim. This made people consider what may be done to lower the 
price of resolving claims. The goal of the gathering was to discuss potential solutions. One 
suggestion was to modify the process for small claims to shorten the time needed to settle 
them by introducing a phase early in the process that would sort out those claims that would 
cost a lot to resolve often those including a claim for personal injury and those that would 
not. One idea for reaching this result was to settle any claim for less than a specific sum right 
away. While some team members believed that this could encourage fraud and drive up the 
cost of claims, others believed that this risk could be minimized by only providing fast 
settlement to policyholders with a strong no-claims history. Another suggestion was to give 
the agent control over claims under a certain threshold. This prompted someone else to 
propose that the garage be given the opportunity to handle the claim, doing away with the 
requirement for several of the steps in the current procedure.  

This idea was first rejected because to concerns that garages may drive up the cost of repairs. 
The team was brought back to this notion, though, and someone made the argument that 
many garages would be ready to toil for low margins if doing so would help them gain more 
business from the insurance company. It was also acknowledged that doing so would increase 
consumer happiness while also lowering expenses for the insurance provider. Customers 
most desired to have their vehicle back on the road as soon as feasible. Some new, difficult 
concepts were brought forward at this first meeting that deserved additional consideration and 
testing. In order to reduce hand-offs and waiting times, it also included applying a number of 
re-engineering ideas, such as structuring work around outcomes like decreased cost and 
increased customer satisfaction. Additionally, it entailed challenging some deeply ingrained 
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beliefs, such as the notion that garages cannot be trusted. The new process can be put into 
place and, if necessary, distributed to other areas of the company if the testing are successful. 
If the redesigned procedure is to be applied to influential persons or groups that were not 
involved in and committed to the re-engineering process, however, extreme caution must be 
taken. When managers are forced to abandon tasks and choices they value, BPR can become 
extremely politicized and frequently involves legal disputes. 

Results from BPR 

Research findings on the effects of BPR are conflicting. According to research by Cummings 
and Worley2001 of 497 US companies and 1,245 European companies, 60% of US 
companies and 75% of European companies had at least one re-engineering project 
underway, but only 15% of them had reported successful results. Compared to the results 
published by Caron et al.1994, this is very different. Although just half of Cigna's 20 BPR 
initiatives, a top provider of insurance and related financial services, were successful the first 
time around, they discovered that reengineering had a very beneficial impact and the business 
saved more than $100 million overall. They stated that some of the most effective projects 
were those carried out in isolated places. Process re-engineering attempts to drastically alter a 
big hospital were fiercely debated, according to McNulty and Ferlie2002, and the results of 
the transformation were varied throughout the institution. Results were significantly 
influenced by contextual factors, particularly those that dealt with how much control doctors 
had over work procedures.  

Additionally, they discovered that procedures or portions of processes that did not cross 
borders between clinical directorates or between directorates and outside agencies were 
simpler to secure change in. This supports one of the conclusions made by Caron et al.1994, 
who found that some of the initiatives that were carried out in isolated locations were the 
most effective ones.McNulty and Ferlie noted that the re-engineering process did play a 
significant role in securing change despite the numerous challenges faced when attempting to 
redesign the hospital. For instance, there were some beneficial results in the field of trauma 
orthopedic care. The baseline activity generated facts about patient activity that could be used 
to support the case for change. The re-engineers and other stakeholders, including doctors, 
were able to analyze and comprehend the care process using process mapping and create a 
vision for change. Finally, piloting enabled some modifications to be implemented, 
frequently without people recognizing a significant shift had occurred. 

CONCLUSION 

In conclusion, business process re-engineering is a revolutionary strategy that empowers 
companies to significantly boost productivity, cost-effectiveness, and client pleasure. BPR 
enables firms to minimize inefficiencies, optimize workflows, and utilize technology for peak 
performance by questioning conventional ways of thinking and completely reinventing 
processes. Increased operational effectiveness, lower costs, improved customer value, and a 
continuous improvement culture are all advantages of BPR. Organizations may adapt, 
innovate, and survive in a dynamic and cutthroat business environment by adopting business 
process re-engineering. 
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ABSTRACT: 
This chapter examines whether lean is a philosophy underlying the lean enterprise, providing 
value to end customers, or a set of tools and procedures. It covers the evolution of lean 
thinking, takes into account Womack and Jones' five tenets, and reviews tools and techniques 
used by practitioners. It also discusses the Toyota Production System, a successful example 
of lean application in both manufacturing and nonmanufacturing contexts.Lean Enterprises is 
a management concept that focuses on adding value to consumers while reducing waste and 
increasing efficiency. It originated from the Toyota Production System and has spread across 
various sectors. Core tenets include waste detection, continuous improvement, respect for 
people, and a customer-centric approach. Kaizen, or continuous improvement, involves staff 
members in identifying and implementing incremental changes, fostering a culture of 
innovation and adaptation. Lean emphasizes pull, minimizing waste and inventory. Tools like 
value stream mapping, standardized work, the 5S methodology, just-in-time production, and 
visual management help organizations analyze processes, cut waste, and improve workflow 
and communication. This approach leads to increased productivity, lower costs, higher 
quality, shorter lead times, and higher customer satisfaction. 
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INTRODUCTION 

The term lean was first used by Womack et al. to describe a manufacturing system that 
produces more with progressively less. It is a customer-focused approach that attempts to 
give clients precisely what they need, without any flaws, at the precise time they need 
it.Womack and Jones outlined five guiding principles for their lean methodology Set values 
with precision for each product or product family. Determine value streams for each product 
to reveal waste.  Ensure uninterrupted value flow. Let consumers extract value from the 
producer,  Strive for excellence by identifying and eliminating more waste [1]–[4]. 

A Philosophy or a Set of Tools 

Lean is seen as a philosophy by some practitioners while a set of tools and procedures by 
others. The focus of toolkit-oriented practitioners is on applying tools, such as control charts, 
the 5S and 7 wastes, total productive maintenance, just-in-time JIT inventories, and so forth, 
to achieve particular goals. These specialized outcomes may involve change initiatives that 
are limited to certain areas of the business or aimed at achieving certain objectives, such cost 
reduction. Those that see lean as a philosophy, on the other hand, place more emphasis on 
working in accordance with guiding principles and overall objectives to develop a lean 
enterprise. They take a more comprehensive approach and take into account how 
performance throughout the entire company may be impacted by relationships between and 
the synergistic impacts of related practices.Lean thinking was initially created in the context 
of manufacturing, but it has since branched out and is now widely used in industries 
including finance, health, and education. This chapter discusses the problems that must be 
taken into account while applying lean in these various contexts[5]–[8]. 
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Antecedents of Lean Thinking 

In order to construct Model T Fords, Henry Ford developed the first flow production line in 
1913. It was a noteworthy invention to manufacture car parts on specialized equipment that 
generated identical and interchangeable parts. Because they were identical and could be fitted 
without any last-minute alteration, these components were transported to the necessary 
location on a moving assembly line. Workers followed standardized procedures to fit them 
and quickly build their section of the automobile as it proceeded down the line.Ford's 
assembly line, which incorporated flow and inventory control to supply affordable 
automobiles to a growing market, was groundbreaking. But it has several significant 
drawbacks. For instance, the production system was unable to keep up with the demands of 
increasingly sophisticated and diversified clients. It wasn't adaptable. Almost every machine 
used to create components created a single part. Years could be used to quantify cycle times. 
Production of new products moved slowly. For instance, the chassis manufactured when 
production ceased in 1926 were substantially the same as those manufactured when it started 
in 1913. 

Customers had a restricted selection due to this rigidity, which is best summed up by the oft-
quoted adage: You can have any color you want as long as it's black. Customers were 
eventually given a choice of body types;however, this was accomplished by dropping several 
bodies onto identical cars at the end of the assembly line.Some of the advantages of flow 
production have been diminished by efforts to improve flexibility. Businesses created 
production processes that entailed building batches of components on more powerful and 
quick machines. Machines were reset to generate a fresh batch of various components once a 
sufficient number of one component had been produced. Greater flexibility and lower 
component unit prices were provided by this batch method, but these advantages came at a 
price.The production process frequently has separate steps. Times for throughput accelerated. 
A entire batch of subpar components could be produced, and the error might not be 
discovered until an item from that batch was utilized, necessitating higher inventories to 
accommodate components that had to be stored until needed. 

Sakichi Toyoda, the creator of the Toyota Group, created a loom that would stop immediately 
if a thread snapped in 1902, eleven years before Henry Ford created his first manufacturing 
line. This sparked the creation of additional self-monitoring devices that could spot flaws 
deviations from the norm as soon as they appeared. Process halting, to identify and remove 
the source of problems, eventually evolved beyond self-monitoring devices and became one 
of the pillars of the Toyota Production System. When they noticed an issue, workers were 
urged to step in and halt production. This made it possible to contain issues. The elimination 
of the root cause was given urgent attention, which helped with continual improvement. The 
work that is reflected in lean thinking involved numerous additional people. Standardized 
work methods were developed and implemented with help from F.W. Taylor.JIT scheduling 
techniques were created by Toyota engineer Taiichi Ohno, who was motivated by customer 
demand rather than sales or production goals. W.E. Deming's early work on the statistical 
control of processes during the interwar period served as the basis for his subsequent research 
on the common ordinary, measurable and special rare, non-quantifiable causes of variation 
and the idea of quality. 

 He started working with Japanese manufacturers shortly after the Second World War to 
implement his ideas to enhance quality while lowering costs by eliminating waste and 
gaining market share by giving customers what they desired. He used systems thinking to 
optimize end-to-end procedures like order fulfillment from the time an order is placed to the 
time payment is received, including intermediate steps like manufacturing, statistics to 
understand and manage variation, motivating staff by showing them how their actions 
affected performance, matching goals to actual customer needs, and using a plan, do, study, 
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act PDSA approach to learning.Members of the Toyoda family studied Ford's assembly lines 
in the 1930s and again after the end of World War II, as well as other innovations in Japan 
and elsewhere, to investigate the possibility of developing a production system that could 
offer high variety, low cost, high quality, and quick throughput times. These ideas were 
brought together by Taiichi Ohno, who also created the Toyota Production System, which is 
covered in greater detail below[9]. 

DISCUSSION 

Womack and Jones’s Five Principles of Lean Thinking 

Lean thinking, as mentioned in the chapter introduction, entails defining value, sequencing 
value-creating activities in the most efficient order, carrying out these activities uninterrupted 
whenever customer demand pulls them to do so, and continually looking for new ways to 
improve this process. We'll go over each of Womack and Jones's 1996 five principles one at a 
time. 

Specifying Value 

Lean thinking's crucial first step, specifying value, must be carried out from the viewpoint of 
the final consumer. All too frequently, value definition begins with consideration of other 
stakeholders, such as stockholders.According to Womack and Jones 1996, it can be 
challenging to define value since many producers place an undue emphasis on the goods or 
services they already create while many consumers only consider some variation of what they 
already receive. If they do make an effort to rethink value, they might just fall back on tried-
and-true formulas like reduced price, more variety, or rapid delivery rather than questioning 
the status quo and determining what is actually required. They provide various examples to 
support this idea. As an illustration, Doyle Wilson Housebuilders launched a radical total 
quality management TQM program that was well-received by clients and assisted the 
business in gaining market share.  

Doyle Wilson started to wonder why the other 78% of homebuyers selected older homes 
when he realized that just 22% of individuals who were buying a home purchased a new 
home. Instead of focusing just on what his current clients’ purchasers of new homes valued, 
he looked into why 78% of non-clients chose older homes. This led to some insightful 
discoveries. Because of the perceived hassle involved in negotiating the build specification, 
the lengthy lead times before moving in, the unavoidable to-be-done lists of work still 
needing to be done after moving in, and the phony choices offered by builders who promised 
customized homes but then loaded them with standard equipment, they shied away from 
purchasing new homes. Womack and Jones discuss how this fresh viewpoint sparked a 
radical reevaluation of what consumers valued and what a new home builder needed to offer. 

The Specification of Value in terms of the Whole Product or Service 

Value is typically produced by numerous departments within an organization or numerous 
businesses within a supply chain. When any of these components of the value stream fails to 
understand how their activities affect value from the perspective of the end user, problems 
start to occur. For instance, a business committed to creating well-designed, high-quality 
furniture and selling directly to consumers may decide to cut expenses by outsourcing 
delivery to a private trucking company. In exchange, the haulage contractor can choose to 
reduce expenses by paying drivers on a commission basis. This may have the effect of 
encouraging drivers to perform as many 'drops' as they can in order to increase their earnings 
and discouraging them from spending time with clients in order to assist them in removing 
and discarding packaging, inspecting the quality of their purchase before signing for delivery, 
or carrying the furniture from the front door to the desired location.  
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Customers may value each of these services individually. This last component of the value 
chain has the potential to seriously disrupt the furniture company's efforts to provide value to 
the client. The haulage contractor and the drivers it employs have the power to erode client 
loyalty and negatively impact product demand by concentrating on their own short-term 
objectivesin order to rethink value, it is necessary for all participants in the value stream to 
have frank conversations with one another about how they might each increase the value of 
the whole good or service from the viewpoint of the consumer. 

Target Cost  

After value has been established, target cost can be specified. After all, currently visible 
waste has been eliminated from the process, this is the quantity of resources and labor needed 
to manufacture the good or service in accordance with the necessary specifications, according 
to Womack and Jones 1996. This target cost serves as the lens through which each stage in 
the value stream is examined. 

Identifying the Value Stream and Eliminating Wasteful Steps 

One efficient method of revealing waste is through identifying and mapping value 
streams.The process of mapping a value stream entail identifying every action that, in the 
eyes of the consumer, provides value and classifying those that don't into type one and type 
two waste. All operations that provide no value but are necessary given present technologies 
and production resources are classified as type one waste. Activities that don't bring value but 
are easily preventable are referred to as type two waste. Once type two waste has been 
eliminated, it will be possible to use flow, pull, and other lean strategies that will be covered 
later in this chapter to work on removing the remaining type one non-value-adding 
steps.Value stream mapping shouldn't be limited to the confines of a single supply chain 
organization. The lean enterprise idea encompasses the entire value chain, which frequently 
involves contributions from multiple organizations. 

Making Value Flow 

The remaining value-creating processes can be made to flow once the value has been defined, 
the value stream has been mapped, and steps that are manifestly inefficient have been 
removed. Radical change may be necessary when re-engineering to achieve flow. For 
instance, a batch and queue production system might need significant adjustment. This could 
entail the creation of more compact machines, quicker techniques for switching tools to 
enable the manufacturing of smaller batches, and the co-location of related processes in the 
production process to reduce waste from moving partially finished components between 
locations. A continuous flow arrangement frequently entails sequencing related production 
steps within a single cell and transporting the product swiftly from one step to the next 
without any wasted work-in-progress gaps in between. 

Making value flow calls for a three-pronged strategy, according to Womack and Jones 1996. 
Following the product as it moves through the value stream is the first step, which is taken 
once value has been defined and the end-to-end value stream has been recognized. The 
second strategy, which is similar to the clean sheet approach to BPR discussed in Chapter 21, 
ignores traditional boundaries and other barriers to continuous flow, and the third strategy 
entails reevaluating particular work practices and tools to eliminate backflows, scrap, and all 
other unnecessary sources of stoppages so that the process can continue continuously. 

Womack and Jones 1996 are skeptical of the re-engineering movement, despite the fact that 
some lean principles and some features of BPR are identical. Although re-engineers aim to 
divert attention from inefficient departmental/functional thinking to value-creating processes, 
in their opinion, they focus excessively on aggregated processes, such as taking orders for a 
wide variety of products, rather than the value-creating activities for a particular product or 
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product family. Additionally, they contend that re-engineers frequently focus only on 
implementing change within a single business and that they take a top-down, expert-driven 
strategy that frequently fails to involve workers. They contrast this with their own lean 
mindset, which promotes employee involvement, concentrates on particular products, and 
adopts a lean enterprise approach that takes into account all the phases in a value stream, 
even if they span other enterprises. 

Pulling Flow 

Although flow is essential, it is insufficient. The production system needs to be pulled 
through with flow. According to the pull theory, nothing is created until it is needed 
downstream. In 1996, Womack and Jones made a crucial distinction between push and pull. 
Any unexpected drop in demand when products are pushed through a production system to 
fulfill a sales projection can result in a quick accumulation of undesirable finished goods 
waste, which, if not discarded, may have to be sold off at a steep discount. Making exactly 
what clients want, when they want it, is a component of lean production. Figure 1 shows how 
the system pulls flow as a result of requests made farther down the line. Customers take the 
product from the manufacturer, and every step of production downstream in the system takes 
inputs from stages of production upstream that are close by. 

 

Figure 1: Parts being pulled in response to customer requests [Research Gate.Net]. 

Perfection: Continually Searching for Improvement 

Early stages of the lean transformation process may entail discontinuous change, such as a 
dramatic realignment of the value stream, such as switching from a batch and queue system 
to a continuous flow system pushed by customer demand. However, this is not where the 
hunt for progress should end.  

The constant pursuit of continuous improvement, or kaizan, is a key lean philosophy. The full 
eradication of waste is perfection. The pursuit of perfection is an endless endeavor, according 
to Womack and Jones 1996, p. 94, who compare perfection to infinity: Trying to envision it 
and to get there is actually impossible, but the effort to do so provides inspiration and 
direction essential to making progress along the path. They contend that the first four lean 
principles work in concert to create a positive feedback loop. 

Attempts to increase value flow reveal hidden sources of waste. Pulling products through the 
system reveals barriers to flow, and working with consumers to clarify the meaning of value 
invariably reveals new opportunities for value addition, streamlining flow, and enhancing 
pull.  

The pursuit of perfection entails determining the distance between the present state of affairs 
and perfection; then, as opposed to attempting to address every issue at once, prioritizing the 
primary sources of waste and concentrating effort on them to close the distance.Womack and 
Jones 1996 argue that when pursuing perfection, one thing at a time should be the center of 
attention, and this should be done continually until the desired improvement is attained. 
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Some Other Lean Tools and Techniques 

Waste can be found via value stream mapping, the fundamental tool for implementing lean. 
Employees can utilize Taiichi Ohno's seven wastes as a helpful framework for identifying 
and removing all the activities that don't contribute value. These are the seven wastes 
producing more than is necessary or doing so earlier than is necessary. Things are waiting for 
the next stage of production, or people are waiting for work to be done. Idling transportation 
transporting goods further than necessary. Overprocessing of goods or components this might 
be brought on by inadequate tool design or usage. Unneeded movement individuals moving 
or walking more than is strictly necessary, such as while hunting for tools or bending to pick 
up a part or tool from the ground as opposed to picking it up from a waist-high, non-stoop 
scaffold. It will take work to evaluate and repair the seven problematic pieces. 

Womack and Jones 1996 added the production of goods and services that fall short of 
customer expectations as an additional eighth source of waste. Asking a group of employees 
to utilize the categories of trash checklist and locate as many waste sources as they can in 
their office is a helpful place to start. The 5S Methodology 5S is a further method for 
enhancing how work is carried out. According to Kocakülâh et al. 2008, it can be used in a 
kaizen event, which is when a variety of managers and production workers are pulled out of 
their regular routines to concentrate on the 5Ss in a particular area. Separateassessing and 
removing anything from the producing area that is not necessary. Sort Outlining and labeling 
the locations of all additional objects needed to complete the assignment. Locations are 
picked to reduce movement. Sweep to promote effective working, the space is cleaned and 
kept clean. Standardize Ensure that everything is uniform. To facilitate the flexibility of 
employees between work stations, machines are set up identically and duties are carried out 
in a consistent manner. We don't have a maintenance schedule for our equipment. The 
damaged safety rail is not the main issue; the issue is the absence of a maintenance schedule 
for the equipment.  

CONCLUSION 

To sum up, Lean Enterprises provides a potent management philosophy and method that 
enables businesses to streamline their procedures, get rid of waste, and continuously enhance 
their business operations. Organizations may boost productivity, save costs, improve quality, 
and ultimately provide customers more value by adopting Lean concepts and establishing a 
culture of constant improvement. Lean Enterprises equips businesses with the tools they need 
to be responsive to market changes, agile, and efficient, giving them a competitive edge.A 
safety rail repair or even a one-time trolley safety rail inspection won't ensure that patients 
will never be late for the theater due to broken equipment. The PDSA cycle, total productive 
maintenance, single-minute dye exchange, six sigma, control charts, cause-and-effect 
diagrams, and many more tools and approaches are among the others. 
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ABSTRACT: 
Culture profiling is the study of a culture's traits, values, beliefs, and actions, focusing on 
language, traditions, conventions, social norms, and historical influences. It helps gain 
insights into people's interactions, worldviews, and decision-making. Culture profiling helps 
identify trends, parallels, and contrasts between cultures, promoting successful 
communication, teamwork, and adaptability. It helps researchers, companies, and individuals 
manage cross-cultural interactions, create inclusive policies, and promote intercultural 
understanding. Culture profiling provides a framework for understanding cultural aspects and 
tendencies, rather than stereotypes or generalizations. It acknowledges the diversity and 
individual variance within each culture, facilitating better communication, teamwork, and 
adaptability. 
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INTRODUCTION 

Culture profiling is the practice of looking at and studying a certain culture or set of people's 
traits, values, beliefs, and actions. It entails researching a variety of elements that contribute 
to a society's overall identity, including its language, traditions, conventions, social norms, 
and historical influences. Understanding a culture's distinctive characteristics and dynamics 
may help one gain important insights into how people interact with one another, view the 
world, and make decisions. It aids in seeing trends, parallels, and contrasts between cultures, 
promoting successful communication, teamwork, and adaptability in a variety of contexts 
[1]–[4].  

Researchers, companies, and people may better manage cross-cultural interactions, create 
inclusive policies, and promote intercultural understanding by undertaking culture profiling, 
which gives them a deeper grasp of cultural subtleties. It facilitates navigating any 
misunderstandings, disputes, and prejudices that could develop when individuals from 
various backgrounds join together. The goal of culture profiling is to give a framework for 
comprehending cultural aspects and tendencies rather than to stereotype or generalize people 
within a culture. It recognizes that although different cultures may share some characteristics, 
there is also substantial diversity and individual variance within each culture [5], [6]. 

People’s Response to Mergers 

When a merger is being considered, much of the anticipated advantages depend on the desire 
of the employees to support the new unit or organization and to collaborate to produce high 
performance. According to Cartwright and Cooper, the successful fusion of people, 
knowledge, and organizational cultures is the primary element influencing merger success. 
This necessary level of interpersonal synchronicity is not frequently attained. This chapter 
will make mention of both mergers and acquisitions at various times. Most corporate mergers 
and acquisitions involve one group, department, or organization acquiring control of another; 
however, to make the takeover more acceptable to the members of the acquired unit, the 
combination is frequently referred to as a merger. Mergers are met with a variety of reactions 
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from employees. Some regard the merger as a method to increase job security or elevate 
status by affiliation with the new unit or organization, and they welcome the prospects for 
professional advancement, increased challenges, and expanded scope and diversity of work. 
Others hold a less rosy opinion.  

For instance, employees of an acquired company could feel as though they have been sold out 
and, particularly if the merger was challenged, as though they have been outnumbered and 
vanquished. Even if redundancy is not an immediate danger, members of the amalgamated 
units could worry about their job security and feel less in control of their short-term working 
conditions and long-term career possibilities. This combined with stress and mental health 
issues have been shown to have a negative impact on performance, according to Ashford and 
Cooper and Payne. These outcomes include anxiety, stress, poor performance, higher 
absenteeism, and an increase in turnover. There are several accounts of these undesirable 
results. According to a number of studies, including those cited by Cartwright, lower post-
merger performance is a result of reduced morale and perceived unfairness. Cabrera cites 
instances of unproductive behavior such as wasting time chit-chatting about merger-related 
matters, engaging in political maneuvering, and jockeying for position in an effort to obtain 
an edge or prevent a loss. According to Walsh , top executives from acquired firms turnover 
at a rate 25% greater than normal top team turnover during the first year [7]–[10]. 

Organizational Identity and Negative Effects: Social Identity Theory 

Social identity theory is cited by a number of authors as providing a conceptual framework 
for comprehending why many workers respond adversely. Their sense of belonging to a 
group or organization is a crucial component of their social identity, and mergers pose a 
danger to this identity. In addition to identifying as I, or their unique physical attributes, 
interests, skills, and personality traits, people also identify as we, or their connections with 
societal categories like nationality, occupation, and religion. For many people, membership in 
a work group or organization is a significant component of their social identity. Following a 
number of influential research on intergroup prejudice conducted by Tajfel and colleagues, 
the social identity theory was created [11]. 

Their laboratory tests looked at the bare minimum requirements that cause members of one 
group the in-group to discriminate against members of another group the out-group. The most 
arbitrary criteria, such as a coin flip or participants' preferences for an abstract painter, were 
used to divide participants into groups. Results showed that when people classified 
themselves as belonging to a group, even if the foundation for this classification was 
unimportant, it might lead to a sense of belonging that had an impact on their behavior. Tajfel 
and Turner understood, nevertheless, that group membership did not always result in 
favoritism inside the group. They discovered three factors that contribute to both intra- and 
intergroup prejudice. Which are: 

1. The degree to which people internalize belonging to an in-group as a component of 
their self-concept and identify with it. 

2. The perceived significance of the comparison group, which in turn depends on the 
relative and 

3. Absolute status of the in-group, is a key factor in how much the current situation 
encourages comparison and rivalry between groups. 

All three of these circumstances are present in mergers. A key component of many 
employees' self-concepts is their identification with a work group or organization. 
Undoubtedly provide groups the chance to compare and compete with one another, and in 
nearly every merger and acquisition scenario, there are status discrepancies between the 
merging units or organizations. According to Van Dick et al, mergers have an impact on 
employees' social identities because they redraw or eliminate the lines that formerly 
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distinguished two different firms. Employees' pre-merger group identification becomes more 
salient and in-group differences and out-group similarities are reduced when they regard the 
merger or acquisition as a threat to its distinctiveness. The employees create favorable 
judgments of their own pre-merger organization while forming unfavorable opinions about 
the other organization. This usually encourages people to hold onto all they treasure about 
their pre-merger group or organizational identity and to oppose any changes that will 
compromise it.  

The members of the weaker unit are most likely to face the greatest harm to their group or 
organizational identity in mergers if there is a dominating partner. The individuals who are 
more likely to feel continuity and see less variations in their unit's culture and day-to-day 
operations are those who belong to the dominant group or organization. This enables people 
to transfer their identify to the new post-merger company while simultaneously preserving 
their identification with their prior group or organization. Group identity may be significantly 
impacted by continuity and absence of continuity. 

A study of two merging banks that indicates the benefit of continuity is cited by Van Dick et 
al. The stronger people's connection with the combined bank and the more favorable their 
sentiments about individuals from the merger partner were, the happier they were with how 
their pre-merger bank continued in the merged bank. But frequently, the acquiring company 
won't make an effort to maintain continuity for the members of the acquired unit or 
organization. It will seek to make adjustments that break continuity and endanger the 
organizational identity of its members. 

The speed with which employees shed their distinct pre-existing us and them identities and 
assume a new shared organizational identity has been suggested by Cartwright as a proxy 
measure of successful M&A integration.  

This idea is supported by evidence that high levels of identification with the post-merger 
organization result in increased work motivation, performance, and organization citizenship 
behaviors. Each unit group or organization in a merger has its own culture, which is made up 
of common values and ideas that have been socially acquired over time and serve as the 
foundation for how things are done and how people interact with one another. 

 According to Elsass and Veiga, the social identification processes offer a valuable theoretical 
framework for analyzing the cultural difference that takes place when groups or organizations 
unite. The principles of social identity theory would imply that the sheer existence of these 
two subcultures is enough to contribute to emotions of in-group out-group bias, 
discrimination, and conflict. According to Hubbard, one of the issues with cultural diversity 
is that although employees implicitly understand their own culture, they frequently struggle 
to convey it to new coworkers. As a result, figuring out the unwritten rules of conduct in the 
new amalgamated unit is a laborious process of trial and error [12]. 

DISCUSSION 

Acculturation 

Acculturation is described by Berry as the simultaneous process of cultural and psychological 
change that results from contact between two or more cultural groups and each of its 
individual members. Early research on acculturation concentrated on the colonial powers' 
dominance of indigenous people and how immigrants changed as they assimilated into a 
receiving community. More recently, the adaptation of organizational members to M&As has 
been studied by Nahavandi and Malekzadeh and Elsass and Veiga. Nahavandi and 
Malekzadeh outline the many ways that members of acquired and acquiring units’ groups or 
organizations might integrate their cultures, practices, and systems by drawing on Berry's 
research: 
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1. Integration includes some degree of change for both units, but it also gives them the 
opportunity to keep many of the fundamental presumptions, convictions, working 
methods, and systems that are significant to them and give them a sense of identity. 

2. Separation occurs when members of the acquired unit try to maintain their own 
culture and practices by remaining apart and independent of the dominant unit 
department or organization.  

3. Assimilation is a unilateral process in which one group voluntarily adopts the identity 
and culture of the other.  

4. Deculturation entails unit members refusing cultural interaction with both their unit 
and the other unit, and if permitted, the acquired unit will operate as a distinct unit 
under the financial protection of the acquiring unit. It happens when members of an 
acquired unit do not respect their own culture and do not want to be absorbed into the 
acquiring unit perhaps because they believe their work group, department, or 
organization has failed. 

The degree of agreement between the acquired and acquiring unit's chosen modes of 
combining, as well as each partner's capacity to enforce its desire, determine how much 
acculturation really takes place. 

The Acquired Unit’s Preferred Mode of Acculturation 

The degree to which members of the acquired unit value and desire to maintain their own 
culture, as well as their opinion of how appealing the acquiring unit's culture is, determine the 
chosen style of acculturation (see Figure 1).  When its members appreciate their own culture 
and many of their current practices and desire to retain them, but also see some appealing 
parts of the acquiring unit's culture and practices they would want to embrace, integration 
will be their preferred form of acculturation. 

1. Assimilation will be the favored approach when members are drawn to the culture and 
practices of the acquiring unit and do not value or desire to retain their own. 

2. When members value and desire to retain their own culture and current practices and 
are not drawn to the acquiring unit's culture and practices, separation will be their 
preferred form of acculturation. 

3. When members feel alienated because they do not appreciate the culture and practices 
of either their own or the acquiring unit, deculturation will be their preferred 
approach. 

 

Figure 1: Acquired unit’s Preferred Mode of Acculturation [Research Gate. Net]. 

The Acquiring Unit’s Preferred Mode of Acculturation 

The degree to which the acquiring unit is multicultural and the degree of relatedness between 
the merging units both affect the chosen form of acculturation (see Figure 1). It will be more 
probable for the acquiring unit to impose its culture and systems on the acquired organization 
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if it is uncultured and values compliance. Contrarily, if it is multicultural that is, if it 
embraces a wide range of subcultures, it will be more inclined to let the acquired unit keep its 
unique culture. The degree of relatedness between the merging organizations and the degree 
of integration or assimilation sought by the acquiring business are frequently related. For 
instance, the goal of the acquisition can be to grow the purchasing company's size or lessen 
its reliance on a certain aspect of the environment. When this is the case, the acquirer may be 
content to take a hands-off strategy, pursuing only the minimal amount of necessary 
procedural integration legal and financial. However, the driving force behind buying a related 
company is frequently some kind of synergy that may be obtained through combining 
physical assets, operational methods, and other things. Higher levels of physical and cultural 
integration will be necessary for this. Therefore, when a multicultural unit merges with a 
related unit, integration will be the acquiring unit's preferred method of acculturation.  

1. If the unit is uncultured and the merger is with a related unit. 
2. Assimilation will be the preferred mode. 
3. If the acquirer is multicultural and the merger is with an unrelated unit, separation will 

be the preferred mode. 
4. Deculturation is unlikely to be a mode of acculturation that will be preferred, unless it 

is committed to creating a wholly new culture for the new unit. 

Organizational members are likely to experience significant levels of merger stress if the 
chosen modes of acculturation of the acquiring and acquired units are not compatible. 
Negative feelings like denial, sadness, and rage can result from this, which can lower morale, 
raise confusion and intergroup conflict, and trigger unproductive behaviors that obstruct the 
integration process. On the other side, high degrees of congruence might have the opposite 
impact and encourage interpersonal synergy and organizational fit. How organizational fit is 
established is seen in Figure 2. The way the purchase is handled will determine whether or 
not personnel synergies are realized. The focus of the next section is on what those driving 
the transformation can do to reduce the dysfunctional effects of cultural difference and the 
lack of continuity that M&A participants frequently encounter. 

 

Figure 2: Acculturative Model for Implementing Organizational Fit[Research Gate. 
Net]. 

Managing the Implementation Process 

Managers can take a variety of actions to encourage people synergy. The acquiring 
organization can pre-screen possible target units or organizations for cultural compatibility 
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early on in the merger process. When there are significant disparities in organizational culture 
and preferred acculturation methods, the acquiring unit may decide to drop the merger 
proposal or look for another, more congenial partner. An analysis of the partner units' cultural 
similarities and differences may be done later on to determine which aspects of group or 
organizational functioning will be the most challenging to integrate and which aspects of the 
merger process are most likely to result in merger stress. A cultural assessment of this kind 
could:  guide the selection of an integration plan. It's possible to establish worthwhile 
synergies without aiming for total integration.  

By avoiding some of the disruption that is sometimes brought on by high merger stress, a 
looser style of integration might lessen the severity of the discontinuities that employees feel 
and produce extra value. Involving the managers who will be in charge of running the 
acquired unit early in the acquisition process and having them concentrate on potential 
personnel issues are just a few examples of how to help manage the many components of the 
integration process. Ensuring effective communication about the changes, including 
personnel from the acquiring and acquired units in joint task teams to plan how certain 
organizational components would be integrated. Cross-posting personnel to the other unit to 
gain first-hand knowledge. Offering socioemotional assistance.Looking into transitional 
arrangements that will make the implementation of standard employment conditions easier; 
and so on. 

Culture Profiling at Different Points in the Process 

The due diligence process, which includes culture profiling, can aid in choosing the best 
merger partners. Although strategic fit is crucial, it is not the only requirement for a merger to 
be successful because human resource-related concerns can scuttle the process. As previously 
indicated, culture profiling at a later stage of the merger process might give information that 
can be utilized to examine similarities and contrasts between the partner firms and flag 
problems that may need further attention. People who, for instance, are accustomed to 
working in a more restricting power or role culture may require assistance in changing their 
management or other work styles to fit in with a new task achievement culture.  

Although they may enjoy more freedom, they might not be sure how to fit in with new 
working conditions, and because they are not being constantly watched, they might feel 
deprivation of input that could help them perform better. Similar to this, workers who are 
accustomed to less restrictive task or person cultures may find it challenging to shift to a 
more restrictive work environment. Instead of just letting them get by as best they can, it 
could be more beneficial to look into ways of assisting individuals in adjusting to the new 
culture. By recognizing their abilities and assisting them in contributing positively, 
individuals in charge of leading the new, combined unit following the merger may aid people 
from the acquired unit in adjusting. Before they have had a chance to acclimate to working in 
the new post-acquisition culture, it is all too simple to pass judgment on their future 
contribution. 

CONCLUSION 

Finally, culture profiling provides a helpful framework for figuring out and negotiating the 
difficulties of cultural diversity. Culture profiling offers insights that help improve 
communication, cooperation, and intercultural understanding by looking at the traits, 
convictions, values, and behaviors of a certain culture. It encourages cultural competency by 
assisting people and organizations in acquiring the abilities and information required to 
function politely and successfully in multicultural environments. However, it's crucial to keep 
in mind that culture profiling should only be used as a technique for identifying cultural 
characteristics and trends rather than to stereotype or generalize people within a culture. In 
the end, culture profiling promotes a more varied and respectful global community by 
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encouraging empathy, appreciation, and the understanding of the wide diversity of human 
experiences that exist across other cultures. 
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ABSTRACT: 
In various disciplines, such as psychology, education, and healthcare, choosing interventions 
is a crucial step in identifying and implementing efficient solutions to meet specific needs or 
issues. This process involves weighing the pros and cons of available alternatives and 
selecting the best treatments based on available data, viability, and individual or contextual 
considerations. The underlying aims and objectives must be taken into account, and 
treatments must align with the target results and meet the specific requirements of the target 
group. This may involve gathering information, conducting requirements analyses, 
researching related topics, and considering best practices. Evidence-based procedures are 
essential for assessing intervention programs' efficacy and applicability in the given 
environment. Feasibility is another important factor in choosing interventions. Examining 
variables like available resources, logistical issues, and organizational capability is crucial. 
Although theoretically good and based on data, an intervention may not be the optimal option 
if it cannot be executed due to real-world constraints. Contextual and individual factors also 
influence the choice of interventions. Treating the traits, interests, and requirements of the 
people or groups involved is essential, as is considering the socio-cultural, economic, and 
environmental context to ensure culturally appropriate treatments. 

KEYWORDS: 

Change, Dimensional Model, Group, Intervention, Management. 

INTRODUCTION 

This chapter looks at the elements that should be taken into account when deciding the kind 
of intervention to utilize. The Company, Change, Element, Intervention, Management. 
Variables that may influence judgments on the sequence of interventions when more than one 
may be required are also taken into account. This is crucial because occasionally, an improper 
order might reduce a change program's efficacy. There is a significant risk that change agents 
may utilize fewer innovative and favorable interventions than more established, tried-and-
true ones [1]–[3]. According to Ettorre's life cycle theory of management fads, there are five 
steps that must be taken before an intervention is adopted: 

1. Discovery people start to notice the intervention.  
2. Wild acceptance unquestioning adoption. 
3. Detractors start to claim it is not a cure-all. 
4. Acknowledging issues with the intervention 
5. Few people still participate in the intervention. 

However, the most popular interventions might not necessarily be the best ones. Staw and 
Epstein conducted a survey of the top 100 Fortune 500 companies and discovered that while 
the use of popular interventions, such as teamwork, empowerment, and total quality 
management, was positively associated with corporate reputation organizations were 
admired, seen as more innovative, and had higher quality management, CEO pay, it was not 
associated with an improvement in economic performance measured over a one-to-fif ratio. 
The treatments that will work best in a certain situation should be chosen and used. This may 
occasionally need utilizing tried-and-true interventions. 
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Factors Indicating which interventions to use 

Priority is given to the variables that must be taken into account when determining which 
actions are most likely to help a change program achieve its objectives. Three key elements 
are highlighted the nature of the issue or window of opportunity for action must deal with the 
identified problem, the degree of change target who will be the center of the change, and the 
depth of intervention needed. Two other elements are also taken into account. These are the 
amount of time that may be used to effect change and the effectiveness of various 
intervention approaches [4]–[7]. 

Diagnosed Issue 

The nature of the identified issue or opportunity is a critical factor in determining the most 
effective remedy. This supports the change program's goal and identifies the problems that 
must be solved to transition a company or unit from its present condition to a more desired 
future one. The problem might be described in terms of either transformative change or 
gradual change at the macro level. The most successful interventions, according to Burke and 
Litwin, will be those that are aimed at changing system-wide components, such as mission 
and strategy, leadership, and culture, where the problem is articulated in terms of the need for 
transformational change. If these factors are effectively changed through interventions, nearly 
every other element in the system will be affected as well. The most successful treatments 
may, however, be those that focus on aspects that, if modified, may have a more localized 
influence in terms of the units or levels impacted, especially when the problem is stated in 
terms of incremental change or fine-tuning.  

These interventions include those that focus on things like structure, systems, climate, tasks, 
and roles. For instance, improving task performance in a given department can be the main 
concern. The remedy used to solve this problem may be a redesign of the workplace. The 
competencies needed by employees who execute the job or the departmental structure may be 
impacted by restructuring the work to enhance task performance. This is especially true if the 
redesign calls for fewer levels in the hierarchy. Even if this type of intervention does have 
some consequences for how the target unit interacts with other units, it may not have much of 
an overall influence on how the organization runs [8]–[10]. At the micro level, problems may 
be easily characterized in terms of the organizational components that are most closely 
related to the identified opportunity or problem. This classification of challenges might be 
based on the 12 components of the Burke-Litwin model. The typology used to categorize 
interventions by Cummings and Worley is an option and is employed in the three-
dimensional model shown below. It highlights four different categories of detected problems: 

1. Communication, problem-solving, decision-making, interpersonal and intergroup 
relationships, and leadership are among the human process challenges. 

2. Difficulties with technology and structure, such as vertical and horizontal 
differentiation, coordination, technology and production methods, and work design 

3. Challenges with human resources, include finding, choosing, training, inspiring, and 
keeping qualified personnel. 

4. Managing the organization's interaction with its environment is one of four strategic 
problems, along with choosing which markets to enter, what goods and services to 
provide, how to obtain a competitive edge, and what values should direct the 
organization's development. 

Level of Change Target 

In their categorizations of units that can be the target for change, Schmuck and Miles, Blake 
and Mouton, Pugh, and others all include the person, group, intergroup, and organization. 
Additionally, the wider social system is mentioned by Blake and Mouton as a potential client 
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or change target, while Schmuck and Miles add dyads/triads as a separate entity. Five levels 
are identified by the three-dimensional model for choosing interventions individual, group, 
intergroup, organizational, and trans organizational (see Figure 1). For instance: 

1. A diagnostic investigation may show that the fundamental problem has to do with a 
mismatch between work requirements and individual competencies, indicating that 
the individual should be the target of change. 

2. The diagnosis can indicate that a group has to undergo transformation because of poor 
working relationships inside the group. 

3. The diagnostic can highlight the dysfunctional intergroup interactions, indicating that 
intergroup connections ought to be the emphasis. 

4. The diagnosis may point to a lack of alignment between organizational strategy and 
market circumstances or a failure on the part of organizational members at all levels 
to adequately understand it, pointing to the entire organization as the target for 
change. 

5. At the trans organizational level, the diagnostic may indicate that all the organizations 
that contribute to a value stream should be included in a lean business, or that finding 
a partner for a joint venture or merger may be the best course of action. 

Depth of Intervention 

According to Harrison, a critical element in deciding whether an intervention will be 
successful is the level of personal emotional engagement. This element considers how much 
the essential aspects of personality or self are the focal point of changing occurrences. He 
suggests a dimension that extends from surface to depth. At the surface end of the continuum 
are interventions that target an individual's outward characteristics and address their more 
visible and noticeable behaviors. At the extreme are interventions that make reference to or 
aim to change personal and private perceptions, attitudes, or feelings. Operations research is 
an illustration of an intervention that may be categorized at the surface end of the continuum. 
This is because it is a method of logical analysis that deals with roles and functions without 
paying much regard to the specific qualities of the people who hold these positions. 
Management by objectives is an instance of a more thorough intervention.  

 

Figure 1: A Three-Dimensional Model to Aid Choice of Interventions [Research 

Gate.Net]. 
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In order to do this, a supervisor and a subordinate must set mutually acceptable performance 
goals and track progress toward them. The sharing of information is frequently restricted to 
visible information. Interventions that are further down the continuum include management 
counseling, which, for instance, can entail a consultant working with managers to raise their 
knowledge of how their personality, role connections, and prior experience impact their 
management style. Group members may discuss with peers the interpersonal processes that 
influence their contribution to group performance as part of deeper interventions. Members of 
the group may share personal information about themselves, how they view their own 
behavior and that of others, and may discuss with one another how they and others may 
change their attitudes, roles, and behavior to enhance group performance. 

According to Harrison, as the level of involvement increases, so does the amount of 
information provided. Examples include the information necessary by operations researchers, 
which is frequently a matter of record, and the information needed by individuals involved in 
management by objectives, which is frequently observable. People might not be open to 
receiving comments from others about their interpersonal style or to discussing openly their 
views and feelings toward others. Harrison proposed the following standard as a result of 
these factors. Change agents should only get involved at the level necessary to deliver a long-
lasting solution to the issue at hand. While important, this criterion is insufficient to assess 
the scope of the intervention. The change target person, group, or system may not feel 
comfortable working at this level, despite the change agent's perception of the nature of the 
knowledge needed and the extent of the action required to create it.  

Harrison contends that any intervention must be accepted as consistent with group or 
organizational norms and must appear to address the members' perceived needs in order to be 
effective. This prompted him to propose a second standard: intervene no lower than the level 
at which the client can devote their attention and resources to problem-solving and 
transformation. According to Harrison, when change agents believe that the necessary 
knowledge is hidden at a depth deeper than the client feels comfortable exploring, they 
should fix the problem by choosing an intervention based on the second criterion. Once the 
client has acquired confidence, they may be willing to participate in an intervention that 
requires discussing information that they would typically consider private and personal, such 
as attitudes and sentiments. 

DISCUSSION 

A Three-Dimensional Model to Aid Choice 

The criteria taken into account thus far may be merged to create a three-dimensional model 
that can be used as a general guide for deciding which kind of intervention could be most 
useful in a particular circumstance. Figure 1 illustrates this. The following figures provide 
examples of interventions for each of the four diagnosed issues.  

Because they indicate circumstances that are unlikely to necessitate an action that satisfies all 
three requirements, certain cells in Figure 2. For instance, there might not be many 
circumstances that necessitate a profound technological intervention focused on the person. 
Some treatments could show up in many cells. For instance, team building is an example of a 
human process intervention that is aimed at the group. However, some interventions for team 
development are shallow and others are fairly deep. At the shallow end, interventions could 
just be concerned with establishing the group's goals, benchmarks for successful 
performance, and performance tactics that might help it get there. On the other side, 
interventions might go deep and examine interpersonal connections and how they either 
support or detract from performance. Only a selection of the interventions that are accessible 
to change agents is shown in Figure 3. There are many additional options available in the 
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literature on change management. The amount of time available and the effectiveness of the 
intervention are two additional criteria that may potentially affect the choice of intervention. 

 

Figure 2: Represting the examples of human process interventions[Research Gate. Net]. 

Time Available to Implement the Change 

There might not be enough time to implement some of the more time-consuming 
interventions that provide organizational members the chance to participate in determining 
what needs to change or how the change will be achieved in situations where the need for 
change is urgent and the stakes are high. It can be required to limit the options to treatments 
that can be put into place fast this might, for instance, include using professionals who can 
swiftly prescribe remedies. Interventions that are prescriptive or directive can be helpful, 
especially in the short term and when organizational members are aware that this sort of 
activity is required. But it's always possible that some organizational members won't like how 
the change was handled, won't feel much ownership over the procedure or the result, and 
won't agree to the change unless their behavior is strictly monitored and there is a perceived 
risk of punishment for disobedience. The change agent may be able to evaluate a 
considerably larger choice of actions if the demand for change is less urgent. 

 

Figure 3: Represting the example of Technostructural Interventions[Research Gate. 

Net]. 
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Efficacy of the Interventions 

Will it accomplish the anticipated result? is a fundamental issue that must be answered before 
picking a certain intervention. Some well-known initiatives are not always as successful as 
people would like to think. Disappointment with the results of significant change programs 
that have included interventions like BPR, TQM, job design, or interpersonal skills training is 
frequently reported in academic publications and the business press. Ineffective interventions 
are sometimes chosen by the change agents, which causes problems. By looking for proof of 
the effectiveness of treatments from reports, colleagues, and other sources, this type of issue 
may be avoided. But frequently, the issue is not that the intervention is useless, but rather that 
it depends on a variety of unforeseen circumstances. In these situations, it is crucial to 
consider these elements while choosing treatments. Three of the numerous interventions 
instances that are impacted by contingent factors are now briefly reviewed. 

T-Group Training 

T-group training is a type of social skills instruction that gives participants the chance to 
become more conscious of themselves and how they affect others in order to learn how to 
work in groups more successfully. There is evidence that T-groups can enhance abilities to 
diagnose individual and group behavior, as well as foster better communication, more 
tolerance, consideration, competence, and flexibility. However, occasionally this learning and 
behavior modification may not translate to the workplace. The degree of transfer depends on 
a variety of variables, one of which is the degree of similarity between the structures and 
norms that distinguish training and work environments; the higher the similarity, the greater 
the transfer, and vice versa. 

Job Design  

When individuals are asked to complete simple, repetitive tasks with short cycle times, job 
design is frequently promoted as the all-encompassing solution to low commitment and poor 
performance. According to motivation theory, people are more dedicated and perform at their 
best when they are given a variety of challenging tasks that:  

1. Give them feedback on how well they are doing.  
2. Let them feel personally responsible for outcomes. 
3. Give them the opportunity to produce outcomes that are thought to be worthwhile and 

meaningful. 

Job design has been proven to be helpful in certain situations in practice but not in others. 
The degree to which workers are looking to have their needs met at work is one of the most 
significant dependent factors associated to the effectiveness of this intervention. Where 
employees are looking to use their work to meet higher order requirements for personal 
development, job design seems to be most effective. 

Total Quality Management (TQM) 

TQM is a long-term, organizational-wide transformation initiative created to center all 
organizational operations around the idea of quality. According to Cummings and Worley, 
around 75% of Fortune 1000 organizations in the USA had adopted TQM in some capacity. 
They also state that 83% of people have either had a favorable or extremely positive 
experience with TQM. Other assessments of the efficacy of TQM programs, however, are 
pessimistic. For instance, Crosby claims that more than 90% of TQM interventions by US 
corporations fail, and Burnes cites several studies that opine that European organizations 
have also suffered a high failure rate.  
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It is not immediately clear why TQM interventions work better in some contexts and less 
well in others, but top management behavior is one theory. TQM may perform less well in 
situations when there is a sincere commitment to consistently meeting or surpassing customer 
expectations, such as when it is seen as a means of obtaining a kite mark like ISO 9000 that 
will give a competitive advantage.  

Organizational members may view the intervention as a need to abide by a new set of rules 
when the goal is only to get a kite mark. Their ideals and attitudes toward consumers might 
not be much impacted in the long run by this. A more customer-focused culture may not last 
long once the kite mark has been attained since senior management may turn their focus 
elsewhere. 

CONCLUSION 

Finally, choosing interventions is a critical decision-making process that has to carefully take 
into account a number of criteria.  

Practitioners and decision-makers can raise the possibility that treatments will be successful 
by coordinating interventions with goals, taking into consideration evidence-based practices, 
evaluating feasibility, and accounting for individual and contextual characteristics. In order to 
successfully address specific needs or issues and promote good impact across multiple 
domains, the choice of the right interventions is crucial. In the end, choosing interventions 
carefully and methodically increases the likelihood of attaining desired results and enhancing 
the wellbeing of people and communities. 
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