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8610 Breadth Abstract

This paper explores principles of Organizational
Change and Development. A general review of Lewin’
model, the Action Research model, and Transformatio
change are presented. A comparison of Lewin’s chan
model, the Action Research model, in the context of
transformational change is included along with conc
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8622 Depth Abstract

This paper explores current literature on
organizational change and development. It focuses
transformational change including the role of
transformational leaders and the transformational p
Also contained in this work is an annotated bibliog
recent articles on the various subjects contained i
paper. The paper ends with a summary and conclusio
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8632 Application Abstract

This paper explores a business situation that requ ires
organizational change. A hypothetical problem rega rding
the implementation of new purchasing processes is
presented. Corrective actions are presented based on
Kotter’'s change model. The paper concludes with a summary

and conclusion by the author.
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Introduction

This research paper will focus on organizational
change and development theories and practices. Cit
by Warner Burke, Thomas Cummings, Michael Harrison,
Howard, Michael Harrison, Amir Levy, and Stephen Ro
will provide the research for defining leadership t
styles, and practices. Additional information from
authors will be used to add theoretical application

In this KAM, | will define organizational change us
current research. First, | will present a history
general definitions of organizational change. | wi
explore Lewin’s change model, the Action Research m
and transformational change. | will present a brie
overview of each model and then analyze the two mod
the context of transformational change. Finally, |
offer a conclusion that summarizes my findings and

personal perspective of what | have learned from th

History Of Organizational Development And Change

Fredrick Winslow Taylor is considered the father o
scientific management (Burke 2002). He studied
organizational change in the late 1800s and early 1
This period of time included an industrial revoluti
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engineering were the primary disciplines. Taylor's
scientific management is based on four principles.
first is data gathering. This includes the gatheri
traditional data about how work is being done and
translating it into work rules that are enforced by
managers. The second principle is worker selection
development. This involves selecting and training
right workers for jobs they are suited for. The th
principle is the integration of science and the tra
worker. This involves treating workers well and
implementing the best methods of work with the best
workers. The final principle is the redivision of

of the business. This involves dividing the compan
two groups. One group actually performs the produc
tasks. The other group plans and monitors the work
2002).

The Hawthorn Studies, led by researchers from the
Harvard Business School and Western Electric, studi
worker productivity and morale at Western Electric’
Hawthorn Works in Chicago during the 1920s and 1930
During this period, a series of experiments were pe
to measure the effects of working conditions, incen
pay, personal health, and supervision on the produc

of workers (Burke 2002).

The

ng of

and
the
ird

ined

trained
the work
y into
tive

(Burke

ed

S

S.
rformed
tive

tivity

8



KAM 6 Breadth — Models of Orgaatibnal Change and Development

Industrial psychology emerged in the late 1940s an
early 1950s. The Fleishman study is an example of
industrial psychology. It was focused on testing w
guestionnaires, and studied morale and efficiency.
were made to measure the effects of training. Befo
after surveys charted the changes in behavior assoc
with supervisor training. The studies also measure
effects of culture and environment on these changes
linked training objectives, individual change objec
and overall organizational change objectives (Burke

In the 1950s and 1960s, research was started at Oh
State University, the University of Michigan, and t
Massachusetts Institute of Technology, which was fo
Kurt Lewin. This research studied how to best use
results of surveys and questionnaires for organizat
improvement. This evolved into the method known as
feedback. This method starts with the collection o
through an instrument like a survey. Employee perc
about management and organization are collected. N
feedback from the survey is reported back to the
organization in a systematic way. This systematic
reporting includes a top-down evaluation of the res

where each level of the organization discusses what

ith
Efforts
re and
iated
d the
. This
tives,
2002).
io
he
unded by
the
ional
survey
f data
eptions

ext, the

ults

the



KAM 6 Breadth — Models of Orgaatibnal Change and Development 10

results mean and how to implement improvement plans (Burke
2002).
Definitions of Organizational Change and Developmen t

Most organizational change is neither significant n or
successful. One reason is that deep cultural chang eis
difficult to execute. Another reason is that, when things
are going well, it is difficult to build a case for change.
Few people possess the knowledge required to plan a nd
implement large-scale organizational change (Burke 2002).

To address the cultural issues associated with

organizational change, three areas require diagnosi S.

First is the focus on where the organization is goi ng and
what it wants to be. Second is the involvement of the
employees. Everyone involved must be motivated to adopt a
new behavior and direction. Third is the alignment of the

organizational systems to support and reinforce new
behavior (Howard 1994).

Amir Levy and Uri Merry talk about the concept of

planned change within organizations. This involves a
deliberate decision to execute a program of change and
involves a change process (Levy and Merry 1986). T hey
describe first-order change as minor adjustments th at occur

naturally as an organization evolves and does not ¢ hange
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the organization’s core. Second-order change invol
modifications to an organization’s core and is irre
(Levy and Merry 1986). There are two goals associa
planned change. First, it attempts to improve the
organization’s ability to adapt to environmental ch
Second, it attempts to modify the behavior of the e
(Robbins 2000).

Linda Ackerman Anderson and Dean Anderson define
planned organizational development this way:

Organization development is a system-wide and value

based collaborative process of applying behavioral

science knowledge to the adaptive development,
improvement, and reinforcement of such organization
features as the strategies, structures, processes,
people, and cultures that lead to organization

effectiveness (Anderson and Anderson 2001, p. xxi).
They go on to include the concept of change managem
part of the change leadership process (Anderson and
Anderson 2001).

Planned change refers to how an organization’s
internal and external experts help the organization
implement desired changes and cope with the difficu
associated with those implementations. Internal ch

managers become change experts as they work with an
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from external consultants. Planned change involves a
planned process for moving an organization to a new

structure. This includes modifications in staffing , power,
and departmental structures (Levy and Merry 1986).

The change process involves letting go of existing

paradigms. Managers must feel that there is an urg ent need
for change. They must be open to the idea of creat ing a
new organization that functions differently than th e
current organization. Once there is a sense of urg ency,
new technologies, operating procedures, and directi on can
be introduced to facilitate the movement to the new state.
After the organization has moved to the changed sta te, it
must be solidified and institutionalized so there i s no
tendency to drift back to the way things were befor e (Burke
2002).

Strong leadership is required to make organization al
change possible. Robert Lussier defines leadership as “the
process of influencing leaders and followers to ach ieve
organizational objectives through change” (Lussier and
Achua 2001), p. 6). The process of setting and inf luencing
objectives is all about change (Lussier and Achua 2 001).
Leadership is different than management. Managers are

concerned with budgets, schedules, and agendas. Le aders
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are concerned with setting direction, building a vi sion,

and creating organizational change (Northouse 2000)

Lewin’'s Change Model

Kurt Lewin developed one of the early models of

planned changed. He identified two forces at work in
organizations. The first is those who are striving to
maintain the status quo. The second is the group t hat is
pushing for change. When those forces are equal, t he

current behavior is maintained in a state of quasi-

stationary equilibrium. Lewin described a change p rocess
that consists of three steps (Cummings and Worley 2 001).
The first step is called Unf r eezi ng. In this step the
organizational forces that maintain the status quo are
reduced. The leadership of the organization commun icates
the new, desired behaviors and articulates the chan ges
necessary to achieve the new desired state. Organi zation
members are motivated to accept and engage in chang e

activities (Cummings and Worley 2001).

There are three ways of unfreezing an organization

The first is through di sconfirmati on. This involves
communicating the need for change. Leaders can exp lain how
customers are dissatisfied with the organization’s current

performance. Changes to the organization’s externa I
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environment can be communicated creating an urgent need to

respond for the organization to survive. Second,

leadership can induce a feeling of guilt or anxiety . This
involves showing members the gap between the curren t state
and the desired state. When faced with these facts , the
members of the organization feel guilty and strive to close
the gap. Third, leadership must create a a feeling of

psychol ogi cal safety. For people to truly change, they

must feel that doing so will not result in a feelin g of
embarrassment or a loss of self-esteem. Members mu st feel
psychologically safe, meaning that there will be no

retribution or punishment for participating in the change

(Burke 2002).

The second step is called novi ng. In this step the
organization develops new processes and behaviors. The
organization shifts to the new desired state. This is the
point where new organizational structures are intro duced

(Cummings and Worley 2001).

Two processes are necessary for organizations to m ove
or change to the new state. First, the organizatio n must
begin to identify with a new model or leader to beg in
seeing things from the new point of view. As peopl e begin
seeing others operate in a new way, they can imagin e the

new behavior in themselves. The second process is scanning
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for new information. This is a way to alleviate th e fear
of change. Gathering and disseminating information about
other organizations that have initiated the same ch anges
helps people see that the changes can work. It lev erages
the experiences of others and allows an organizatio nto
learn from them. This can be accomplished by visit ing
other organizations, inviting representatives from other
organizations to visit, or attending conferences (B urke
2002).

The third step is called ref reezi ng. In this step,

the organization stabilizes in the new state. New
organizational policies and structures support the new
organizational state (Cummings and Worley 2001).

There are two parts to making this stabilization

permanent. The first part is personal. The organi zation
member needs to feel comfortable with his or her ne w
behavior to make the change successful and permanen t.
Members must feel comfortable trying new behaviors, getting
constructive feedback, and then being rewarded when they
get it right. The second part is interpersonal. T he new
behavior must fit well with other organization memb ers.

All of the changes need to work together to be effe ctive
and permanent. All employees must be comfortable w ith the

changed behavior of each other (Burke 2002).
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Later work by Ronald Lippitt expands the original
by Lewin. It includes the addition of steps to est
relationships with external or internal change mana
consultants and terminate those relationships when

change is completed.

Action Research Model

The action research model is a cyclical process.
Research about an organization is used to guide cha
efforts. It is an iterative cycle of change and ev
that guides the action. It involves consultation w
expert in organizational change or behavioral scien
is focused on both change and knowledge (Cummings a
Worley 2001).

The action research model has eight main steps foc
on implementing change and developing knowledge. T
step is problem identification. This is when a key
executive in the organization determines that there
or more problems that might be solved with the help
organizational development consultant.

The second step involves consultation with an exper
in behavioral science or organizational development

this step, both the organization and the consultant
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evaluate each other to determine if there is good f
(Cummings and Worley 2001).

The next step is data gathering and preliminary
diagnosis. This step is performed by the consultan
with some organization members. In this step, data
gathered and analyzed to determine the underlying c
organizational problems. Data gathering is accompl
through interviews, observing processes, questionna
and performance data (Cummings and Worley 2001). G
data can be time consuming and expensive. Consulti
practitioners must be careful to understand the con
which the data is taken. For example, employee eva
may be skewed, by supervisors, in the employees’ fa
show them in a favorable light. The review of the
evaluations, by higher managers, may have a differe
in their desire to minimize salary expense increase
(Harrison 1994).

The fourth step is when the consultant gives feedba
to the client. Work teams are assembled to analyze
findings of the consultant and identify organizatio
strengths and weaknesses (Cummings and Worley 2001)
consultant only gives feedback to the clients who ¢

for the study. However, when group problem solving
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techniques are being used, feedback may be given to

participants (Harrison 1994).

Step five involves jointly diagnosing the problem.

this phase, organization members discuss the feedba
the potential for problem resolution with the consu
It is important for the consultant and the client t
this activity jointly to improve the validity of th
diagnosis and gain acceptance of the resolutions (C
and Worley 2001). Consultants can make major contr
to the diagnosis effort by reinterpreting problems
issues for the client. This can help clients and
consultants focus on problems instead of symptoms (
1994).

In step six the joint action planning is done.
Specific action plans are developed taking the

organization’s culture, technology, financial situa

and environment into consideration (Cummings and Wo

2001). Consultants and clients work together to de
change project’s objectives and plan the interventi

actions that achieve these objectives (Harrison 199

The seventh step is the action phase. This is when

the organization changes from one state to another.
processes, procedures, and reorganized structures a

installed. A transition period may be required if
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the changes cannot be implemented simultaneously (C
and Worley 2001). Consultants guide the organizati
through the change intervention. With the iterativ

of this process, interventions often move back and
between stages as new data is gathered and analyzed
the action phase (Harrison 1994).

In the eighth and final step, data is gathered afte
the change action is complete. This feeds the cycl
aspect of action research model. The data is used
measure the effects of the change on the organizati
Feeding this information back to the organization m

to new change action (Cummings and Worley 2001).

Most current approaches to organizational developm

and planned change are based on the action research
It has been used in many different types of change
situations. It is used to promote social change wh
used in community development projects. Unlike ear
adaptations, contemporary uses of the action resear
include more involvement from the client’s organiza
members. In the beginning, consultants were respon
for executing most of the change. Now, organizatio
members are more in the forefront of change. This

the organization understand more about itself and
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eventually it is able to deal with future changes w ith its
own internal resources (Cummings and Worley 2001).
This focus on gathering information makes the acti on

research model a learning experience for both the

consultant and the organization’s members. In this co-
learning environment, neither the consultant nor th e
members of the organization take a dominant role in the

change process. Each brings unique information and

expertise to the process. This collaboration is us ed to
determine the best way to change the organization.

Consultants bring expertise in diagnostic instrumen ts and

intervention techniques (Cummings and Worley 2001).

Transformational Change

In order to understand transformational change, one
must understand the antithesis of the transformatio nal
process. This is called the transactional process. It

focuses on the exchange between leaders and their

followers. Examples of transactions are; politicia ns who
win votes by promising not to increase taxes, manag ers who
offer promotions to employees who surpass their goa Is, and
teachers who give grades for completing work (North ouse
2000). There is a transitory aspect to transaction al

leadership. Once a transaction is complete, the
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relationship between the leader and the followers m ay end
or be redefined for the next transaction (Lussier a nd Achua
2001). In stable, repetitive situations, the trans actional

process maintains the status quo. It establishes a

relationship between the leader and followers where the
leader clearly defines objectives and rewards follo wers for
obtaining those goals. Leaders and followers can

accurately predict outcomes for themselves and each other.

Weaknesses associated with transactional leadership

include the fact that it is difficult to introduce change
in organizations where it is used. The transaction al
nature of this style of leadership fosters short-te rm

relationships between leaders and followers.

The Transformational process became popular with a

work titled Leader shi p by political sociologist James

MacGregor Burns in 1978. Burns linked the roles of leaders
and followers. Instead of looking at leadership as a
power-wielding position, he considered it inseparab le from
the needs of the followers (Northouse 2000). Lussi er says
that:

Transformational leadership focuses on what leaders
accomplish, rather than on a leader’s personal
characteristics and followers’ reactions. As

organizations continue to face global challenges, t he
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need for leaders who can successfully craft and
implement bold strategies that will transform or al ign
the organization with the level of environmental
turbulence is ever greater (Lussier and Achua 2001, p.
381).
The transformational process is focused on change.

Lussier defines it this way:
Transformational leadership serves to change the
status quo by articulating to followers the problem S
in the current system and a compelling vision of wh at

a new organization could be (Lussier and Achua 2001 :

p. 382).
The transformational leadership process engages wit h others
to raise the level of motivation and morality in bo th the

leader and the followers. Transformational leaders

motivate behavior in their followers that supports the
greater good instead of their own self interest. (N orthouse
2000).

Transformational change is a systemic and
revolutionary change to an organization’s culture a nd
design. The fundamental elements that define the
organization are altered. Transformational changes often
occur rapidly so that they are not stalled by polit ics or

individual resistance. In transformational change, the
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majority of the individuals in an organization must
their behavior (Cummings and Worley 2001).

Organizations typically experience periods of smoo
operation and growth. During these periods of evol
incremental change occurs as part of the normal gro
the organization. However, external or internal ch
the environment often cause existing structures to
ineffective. When this happens, successful firms e
transformational change projects as a response to t
threats to survival. These rapid transformational
in structure, culture, and process allow the organi
to return to a period of smooth operation and growt
the next period of required transformational change
faster an organization can get through the transfor
period, the sooner it can take advantage of the cha
return to a smooth period of operation (Cummings an
2001).

Transformational change is driven by senior execut
and line management. They are responsible for the
strategic direction and actively lead all phases of
organization’s change process. EXxisting managers o
not well suited to lead a transformational change.
of this, they are often replaced by outsiders who a

specifically recruited to lead change. Research sh
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externally recruited executives are three times mor e likely
to initiate transformational change than existing e xecutive
teams (Cummings and Worley 2001)

There are several strengths to the transformational

approach. There is a lot of research to support it . tis
appealing to people because they like the idea of t he
leader being the lead change agent providing the vi sion of
the future. It treats leadership as a process betw een
leaders and followers. It includes followers in th e
process of leadership. The transformational approa ch
includes not only the transactional elements of rew ards,
but also the leader’s attention to the growth and n eeds of

the followers (Northouse 2000).

Transformational leaders are usually brought into a n
organization in trouble to affect a turnaround. Th ey must
communicate the need for change, create a new visio n,
manage the transition, and institutionalize the cha nge

(Lussier and Achua 2001).

Executive leadership has three key roles in

transformational change. The first is envisioning. This
involves articulating the new strategic direction a nd
standards for performance. The second is energizin g.
Executives must demonstrate excitement for and be e xamples

of the expected change. The third is enabling. Le aders
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must provide the resources necessary to accomplish the

change by developing new management practices and u sing
rewards to reinforce new behaviors (Cummings and Wo rley
2001).

Analysis of Change Theories

Lewin’s change model and the action research model

both have steps in which planned change occurs. Le
model breaks the change process down into three ste
action research model breaks it down into eight ste
Although the number of steps is different, there ar
common phases in each of the models. The flowchart
Appendix 1 depicts these phases.

In the first phase, preliminary research is done t
diagnose the current situation. Opportunities for
improvement are identified and the new end state is
identified. In Lewin’s model, this is called unfre
In the action research model, this activity is incl
the problem identification, consultation, and data
gathering steps. In the action research model howe
role of the consultant is more defined and formal.
introduction of the external consultant is included
initial step. In Lewin’s model, internal change ag

perform the same function as the organizational dev
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practitioner. The focus is on the change function, not the
roles of the consultants and the organization membe rs. In
both models, the output of this phase is a proposed end-
state, an action plan, and a mandate for change tha t can be

communicated throughout the organization.

In the second phase, the change actually occurs.

Lewin’s model refers to this as moving. The change is
included in the feedback, joint diagnosis, action p lanning,
and action steps of the action research model. In Lewin’s
model, the leadership of the organization or the co nsultant
can play a dominant role in making the change happe n. An
environment is created where the changed behavior i S
accepted and encouraged. In the action research mo del, the
consultant works with the members of the organizati on.
Continuous planning, diagnosis, and feedback guide the
organization’s movement to the new state. Again, t he
consultant plays an important role in leading the g roup

through the process of change.

In the third phase, the changes are solidified. | n
the Lewin model, this is called refreezing. In the action
research model, this is called data gathering after the
action. In the Lewin model, changes are solidified by
making the organization’s members feel comfortable with

their new, changed roles. Feedback is given to hel p the
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newly defined parts of the organization work well t ogether.
In the action research model, this solidification i s an
iterative process. The continual process of feedba ck and
analysis solidifies the changes as they occur. Dat ais
gathered from each change action and included in th e
analysis of each next step. Again, as in the two p hases
mentioned before, the action research model focuses on
defining the roles of the consultant and the organi zation’s
members. Lewin’s model focuses on the change proce SS

itself.

When considering the process of transformational

change, one must consider how transformational chan ge
occurs. An organization’s leadership must articula te the
need for change. The current state must be well de fined
and the reasons why this state is a threat to the s urvival
of the organization must be clearly stated. This c reates
the sense of urgency. Leadership must also articul ate a
vision for the new end-state and why this new, prop osed
state is better for the organization than the prese nt or

past states.
Transformational leaders are often brought into
organizations to affect change. In these cases, th e agent

for change comes from within the organization. The leader
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may engage a change consultant, but the leader is s

the instigator.

Both Lewin’s Change Model and the Action Research

Model can be used to affect transformational change
organizations. The Action Research model allows fo
iterative change process. The eight step process i
continual analysis that facilitates adjustments in
organizational change plan. As each change is intr
its effect on the organization can be assessed to e
that the desired results are achieved. This assess
allow the change agents to go back and readdress is
from the prior change, modify the plan for the next
or add additional change activities. Transformatio
change works best when it happens rapidly. In a
transformational environment, one needs to ensure t
change process does not become stalled. Constant
reevaluation could lead to delays that prevent the
organization from returning to a period of smooth
operation. Leadership must put mechanisms in place
resolve issues quickly so that resistance and inter

politics do not take over and undermine the change

When using Lewin’s model, there is less opportunit

for reassessment during the change process. Analys

planning prior to the change event allows an organi
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leadership to clearly communicate an end state and develop
a plan to achieve it quickly. Once the organizatio nis
unfrozen, and progresses into the moving phase, rap id
implementation of the new organizational structure and
processes allows the organization to refreeze and g et back
to stable operations. For this to occur, leadershi p must

be prepared with the information needed to make the

organization’s members comfortable with the planned changes
and feel confident that they will be successful. S ince
continuous assessment is not part of the change pro cess,
confidence in the leadership and the new end state is

important to keep a resistance movement at bay.

Transformational change is linked tightly to an

organization’s leadership. Once the proper leaders hip team
is in place, and confidence is established in the

leadership, the Lewin model could work well in a

transformational environment.

Summary And Conclusion

When considering organizational change models in t he
context of transformational change, one must assess the
applicability of the models on the organization to be
transformed. Several factors must be considered be fore

deciding on an approach. It is the responsibility of the
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change practitioner to assess each individual situa tion and
design an approach.

Transformational change is dependent on an
organization’s leadership. Many times, a company’s
leadership is not experienced in transformational ¢ hange
skills. Often, new leadership is brought into an
organization to lead it through a transformational change.

Skilled leadership is required at all levels of an

organization for change events to be successful. T he
organizational change consultant must assess manage ment’s
skill level and make appropriate recommendations. The
skills of the organization’s leadership may dictate the
level of involvement required by the change consult ant.
Before transformational change can begin, the curr ent
situation must be analyzed. Responses to environme ntal

elements that threaten the company’s future must be
developed. New organizational structures and proce sses
that better address the current environment must be
devised.

Once the new organization is defined, the
transformation must be planned. Itis critical to lay out
the change process to minimize any potential risk t o the
business’s operations. This planning requires that

analysis is done early in the process to ensure tha t the
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new, transformed organization better addresses the
company’s environment. The amount of up-front plan
affects how the change is approached later in the
transformation project.

An organization’s leadership team must clearly
communicate to everyone in the organization. In
transformational change events, everyone is require
change. The leadership must create confidence in t
change. Everyone must know what is going to change
what is going to remain the same. The plan must be
articulated and everyone must understand how the ne
organizational design addresses the threats to the
and how this design is better than the past or curr
designs.

The amount of analysis and the degree of communica
in the organization will have an effect on the spee
which the transformation can be completed. Fully i
and properly motivated people can work with good le
affect transformational change successfully. The c
practitioner can take a less prominent role in
organizations that are well staffed and have planne
Speed is very important during transformational cha
because of the disruptive nature of it. During the

process, the company’s performance is at risk becau
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established structures and processes are no longer

and the new ones are not firmly established.

When applying Lewin and Action Research methods, t

change practitioner must assess the individual comp
situation. Both methods are similar, but the Actio
Research Method is more granular. Looking at the f
mentioned, a change readiness assessment can be don
determine what elements of each method are applicab
given situation. Better leadership, analysis, plan

and communication prior to starting the change proj
result in using a less granular approach. Less gra
during the actual change can result in a faster
implementation reducing cost and risk. The benefit
transformation are realized more quickly.

Using the flowchart in Appendix 1, one can assess
level of granularity associated with each phase of
change. A combination of the two methods can be de
fit an organization’s individual needs. If enough
and planning occurs prior to the change event, then
Lewin’s approach can increase speed in the first an
phases. It could also allow for a faster move thro
solidification phase and allow for adjustments in t
organization to take place as incremental changes d

the normal course of business.
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When comparing Lewin’s model with the Action Resea rch
Model, one notices that the change event ends in th e
solidification phase of the Lewin model. Once the

organization refreezes with its new processes and

structure, it can focus on getting back to smooth, stable
operations. In the Action Research Model, the orga nization
doesn’t actually refreeze. The process continues t o loop
as data is gathered after each action and feedback is given
to the stakeholders. Without a defined ending poin t, the
change practitioner must be careful not to get stuc kina

pattern that evolves into incremental change.

Transformational change should begin, execute, and end.
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Appendix 1

Lewin’s Model Action Research
Model

Phase Of Change

Research Phase
Problem
Identification

Unfreezing

A

Consultation With
Behavioral
Science Expert

A

Data Gathering
And Preliminary
Diagnosis

V

Feedback To Key
Client Or Group

Changing Phase
Movement
y

Joint Diagnosis Of
Problem

A

Joint Action
Planning

Action

V

v Data Gathering
After Action

Refreesing

Solidification Phase

Adapted From (Cummings and Worley 2001)
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Annotated Bibliography

Abraham, R. (2000). "Organizational Cynicism: Bases

Consequences." Genetic, Social & General Psychology

Monographs 126(3): 269-292.

The author of this article addresses the
phenomena of cynicism and its effects on employee
performance, relationships, and organizational chan
initiatives. Cynicism occurs when the members of a
organization loose faith in its leaders.

Organizational change cynicism is a reaction to a
pattern of failed change efforts. Pessimism toward
future change efforts works as a defense mechanism
against the disappointment of those change efforts
failing.

Research for this article comes from a review of
current literature on the subjects of occupational
cynicism, organizational psychology, leadership, an
employee burnout. Additional data is provided by a
survey of 69 employees from varying industries.
Different types of organizational cynicism are
reflected in questions assembled from various

instruments.

and

ge
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Axelrod, R. H. (2001). "Terms of engagement: changi ng the

way we change organizations." Journal For Quality &

Participation 24(1): 22-27.

In this article, the author explores the idea
that the current change management paradigm is
ineffective and actually leads to resistance. The
author lists six factors that lead to ineffectivene SS.
Four key principles are offered as the solution and
basis for revamping the change management process.
Research for this article appears to be based on

the experiences of the author. He is an

organizational change practitioner and is the found er
of his own company. The article is based on excerp ts
from his book Terns of engagenent; Changing the way we
change.

This article is relevant to my research because
it establishes new ideas for the way organizational
change is accomplished. It offers a basis for

critically evaluating existing change theories.

Baron, J. N., M. T. Hannan, et al. (2001). "Labor P ains:
Change in Organizational Models and Employee Turnov erin
Young, High-Tech Firms." American Journal of Sociol ogy

106(4): 960-1012.
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In this article, the authors address the issues
associated with employee turnover during periods of
organizational change. The authors studied turnove
in companies who changed their business models afte
startup. The study focused on the relationship
between change and turnover of high-tenured employe

Research for this article comes from a review of
literature on the subject as well as surveys and
interviews conducted by the authors. Hypothesis we
stated and scientific research was conducted to
support the hypothesis. The study concludes that
changing an organization's blueprint increases
turnover among long-tenured employees and, this
turnover has a negative effect on organizational
performance.

This article is relevant to my research because
it takes a scientific approach to studying
organizational change and how it relates to employe

turnover.

Bennett, J. L. (2001). "Change happens." HRMagazine

149-153.

The author of this article explores issues

associated with employees' acceptance of changes in

€s.

re

46(9):
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organization. He attempts to summarize responses t 0
change and how individuals react differently. He

offers several suggestions for managers to use to h elp
deal with employees as individuals during a change

event. He also offers suggestions to help employee S
deal with change.

Research for this article comes from the author's

experience in the field of organizational change. He
is the president of a management consulting group t hat
works with companies undergoing change. Much of th e
information presented in the article is the opinion of
the author.

This article is relevant to my research because
it deals with acceptance issues during an
organizational change event. It establishes the
existence of certain types of employee reactions wh en

change occurs or is attempted.

Breu, K. (2001). "The role and relevance of managme nt
cultures in the organizational transformation proce ss."
International Studies of Management & Organization 31(2):
28-47.

In this article, the author reports on a study of

state-operated German organizations that underwent

41
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change. Different management models were studied a nd
the effects on change was recorded as the
organizations adopted more western-like systems.
Issues of culture and the effects on how change is
accomplished in the East German culture are examine d.
Research for this article comes from a review of
literature on the subjects of Eastern European cult ure
and organizational change. Data was gathered throu gh
interviews and company documents. Analysis was
conducted to categorize management models and chang e
processes.
This article is relevant to my research because
it explores the link between social culture and the
way it affects the change process. It also brings in
additional social and economic perspectives from wh ich

to study change.

Castelloe, P. and T. Watson (2000). "The Participat ory
Change Process: a capacity building model from a US NGO."
Development in Practice 10(2): 240-244.

The authors of this article explore the
participatory change process as a model for achievi ng
organizational change in a community situation. Th is

process focuses on the promotion of change from the

42
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grass roots level. The article references the Trip le-
A methodology which is a systematic process for
planning and prioritizing development projects.

Research for this article comes from a review of
literature on the subjects of Triple-A methodology and
social development. The authors also include
information from their experiences in community and
social change.

This article is relevant to my research because
it introduces an additional methodology for promoti ng
change. It also brings the broader perspective of

organizational change in a social, community settin g.

Cooley, R., A. Jackson, et al. (2001). "E-commerce,
Location and IT Aspects of Kent Cancer Centre Netwo rk."

Information & Communications Technology Law 10(3): 293-298.

In this article, the authors examine the
organizational changes required when introducing ne w
technologies to business processes. The article
explores the link between business process
reengineering and organizational change. The focus of
the article is on changing an organization to bette r

serve an e-commerce market.



KAM 6 Depth -Models of Organizational Change & Development

Research for this article comes from a review of
current literature on the subjects of electronic
commerce and healthcare service delivery. A review of
the situation that exists in the current organizati on
and the requirements for the future state is also
included.
This article is relevant to my research because
it establishes the link between business process
reengineering and organizational change. It also
establishes the link between these traditional

subjects and the contemporary subject of e-commerce

Dutton, J. E., Ashford Susan J., et al. (2001). "Mo ves that
matter: Issue selling and organizational change." A cademy
of Management Journal 44(4): 716-736.

The authors of this article examine the effects
of how issues are sold at varying managerial levels in
organizations and how effective selling influences the
change process. The authors contend that
knowledgeable behavior from those that know what wo rks
in an organization greatly influences the change
initiatives that will be acted upon.

Research for this article comes from a review of

current literature on the subjects of organizationa I
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behavior, decision making, strategic management, an
administration. Additional data was gathered about
individual selling events and specific behavior
associated with those that were successful and thos
that were unsuccessful.

This article is relevant to my research because
it explores the real-world environment of selling
ideas in a corporate setting. It introduces this

selling activity as an early stage of organizationa

change.
Edwards, T. (2000). "Innovation and Organizational Change:
Developments Towards an Interactive Process Perspec tive."
Technology Analysis & Strategic Management 12(4): 445-464.

In this article, the author explores how the
Interactive Process Model can be better adapted to
dealing with organizational changes associated with
innovations. This is the process through which new
ideas and practices are developed and reinvented.
paper focuses on a technology transfer example. Th
author found that organizational politics is a
defining aspect of the innovation process. Using t

interactive process perspective, organizational

45
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politics is set aside and better interaction betwee n
employees and management is possible.

Research for this article comes from a review of
current literature on the subjects of technology an d
restructuring, industrialization and technology, an d
social structure. Additional empirical data from a
case study of UK's Teaching Company Scheme is also
included.

This research is relevant to my research because
it addresses issues associated with introducing
innovative processes in an organization. It provid es
an application of the Interactive Process Model in a

business organization.

Feldman, D. C. (2000). "The Dilbert Syndrome." Amer ican

Behavioral Scientist 43(8): 1286-1300.

The author of this article explores the cynicism
that is growing among employees of large
organizations. As these employees loose faith in t he
effectiveness of management, changes in organizatio nal
development techniques are required to address how
employees shift their loyalties to developing their
individual careers independent of their careers at the

companies in which they are employed. This has
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resulted in a desire for employees to develop highl
transportable skills.

Research for this article comes from a review of
current literature on the subjects of career
management, organizational staffing, and
organizational downsizing. The author frames the
research around the themes made popular by the Dilb
cartoon series.

This article is relevant to my research because
it establishes that contemporary organizational
development issues are making their way into popula
culture. It links research on organizational
development to contemporary attitudes toward busine

organizations.

Gallivan, M. J. (2001). "Organizational adoption an
assimilation of complex technological innovations:
Development and application of a new framework." Da

for Advances in Information Systems 32(3): 51-85.

In this article, the author explores the unique
issues associated with introducing new technology i
an organization. He states that when employees are
required to adopt technology chosen by an authority

figure, a more contemporary approach is needed to
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adoption and assimilation techniques. This study
focuses on the development of new theories of
organizational change that focus on the unique
situations that present themselves during technolog y
implementations.

Research for this article comes from a review of
current literature on the subjects of technology
adoption, organizational process research, and
innovation adoption. A survey was also conducted i n
several large firms that implemented client/server
software. Information technology workers as well a S
software users were surveyed and interviewed.

This article is relevant to my research because
it focuses on the change management issues associat ed
with the implementation of new software at large
companies. It focuses on a hybrid change model whi ch
combines traditional innovation adoption models and
organizational-level research on technology

implementation.

Herman, S. (2001). "Counterpoints: Notes on OD for the 21st

century-part I." Organization Development Journal 19(2):

115-118.
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The author of this article explores changes in
organizations that are driven by the introduction o
new information technologies in the workplace. The
author shows how organizational development
consultants must deal with dramatically changed
structures, processes, and values as new technologi
are introduced. Leadership strategies are replaced
and business processes are redesigned. Strategic
thought becomes an ongoing process and the reflexes
the business become instantaneous. Organizational
members learn high-speed multitasking and
collaboration using new high-tech tools.

Research for this article comes from selected
writings of organizational development consultants
business leaders. A bibliography is not provided w
the article, but some specific literature is
mentioned.

This article is relevant to my research because
it establishes the perception, within the organizat
community, that technology-driven changes produce
unique challenges for the consultant. It helps bui
a foundational perspective from which to do additio

research on the subject.
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Hopkins, S. A., W. E. Hopkins, et al. (2002). "Tran
low-tech environments into high-tech environments:

Strategies and developmental barriers.” S.A.M. Adva

50

sforming

nced

Management Journal 67(1): 14-21.

In this article, the authors investigate
strategies and issues associated with the
transformation of an organization from a low-tech t
high-tech environment. The authors define low-tech
environments as those with low research and
development spending, product-driven strategies aro
commodity products such as rubber and steel, and
bureaucratic organizational structures which includ
unions and labor contracts. High-tech environments
are defined as those that invest in research and
development, adopt technology-intensive strategies
around products such as computers, and easily adopt
organizational changes as a normal part of the
organizational routine. The article explores
cultural, human resource, and geographic factors.

Research for this article comes from a review of
current literature on the subjects of organizationa
development, strategy development, and labor

management. The authors also include information f
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their experiences in academia and organizational
consulting.
This article is relevant to my research because
it looks at organizational change from the perspect ive
of a specific change-need. The authors explore the
specific issues associated with technology-driven

change.

Jamison, C. (2001). "Passion and Practice: Change A gents

Living In an Organization." Journal For Quality &

Participation 24(1): 34-38.

The author of this article explores how change
consultants can get to know their clients better an d
how this in-depth knowledge can make them more
effective change agents. The author describes how
consultants can "live in" their clients' systems to
understand how the organization works and relates t o]
itself and what opportunities exist for improvement
This requires a willingness on the part of the
consultant to start fresh with each new client with out
bringing in preconceived notions about what exists.

Research for this article comes from the author's

experiences as a change consultant. She is the
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president of a consulting company and has written
several articles on diversity and downsizing.
This article is relevant to my research because
it establishes perceptions in the consulting indust ry

about how consultants interact with their clients.

Jung, D. I. (2000-2001). "Transformational and
Transactional Leadership and Their Effects on Creat ivity in

Groups." Creativity Research Journal 13(2): 185-195.

In this article, the author studies transactional
and transformational leadership. The article explo res
how leadership and creativity are linked. The arti cle
asserts that transformational leaders generate more
innovative ideas from those they lead than
transactional leaders.
This article is relevant to my research because
it contrasts two different leadership styles.
Scientific data is presented in the form of an
academic dissertation.
Research for this article comes from a literature
review as well as data generated from studying two
groups. One hundred ninety-four undergraduate

students were studied as part of this research. |
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liked this article because it seemed to use scienti

methods to generate and analyze data.

Kirkman, B. L. and D. L. Shapiro (2000). "Understan

team members won't share.” Small Group Research

209.
In this article, the authors investigate the
factors that affect how employees accept team-based
reward systems. With more organizations utilizing
work teams, there is the need to reward performance
based on objectives being met by teams of people fr
different functional areas of the organization. Th
research studies the effect of collectivism,
preference to team cultures, and commitment on
individual receptiveness to team-based reward syste
Research for this article comes from a review of
current literature on the subjects of organizationa
psychology, incentive programs, and organizational
change. Also, 618 employees of Fortune 500 insuran
companies were surveyed. This article seemed very
well researched and supported by first hand researc
This article is relevant to my research because
it provides research into organizational changes

associated with changes in compensation plans. It
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also provides information on factors associated wit h
changing compensation plans to better support desir ed

organizational changes.

Lillrank, P., A. B. R. Shani, et al. (2001). "Conti nuous
improvement: Exploring alternative organizational d esigns."
Total Quality Management 12(1): 41-55.

The authors of this article explore the subject
of continuous improvement and the organizational

change efforts associated with it. They also

investigate the link between total quality manageme nt
and continuous improvement. The article incorporat es
some of the concepts of Lewin's theory in the conte xt

of continuous improvement.
Research for this article comes from a review of
literature on the subjects of organizational change
and total quality management. A review of case
studies from industry is also included.
This article is relevant to my research because
it explores the real world example of incremental
change and total quality management. It explores t he
issues associated with quality improvement as the

driver for change.
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Mann, D. W. (2000). "Why Supervisors Resist Change

You Can Do About It." Journal For Quality & Partici

55

and What

pation

23(3): 20-22.

In this article, the author explores the subject
of resistance. He points out that many times, the
people in critical change-support positions actuall
are the ones who resist it. The author explores wh
makes supervisors uncomfortable with change and how
unrealistic expectations contribute to the resistan
He asserts that training and communication are the
ways of dealing with these issues.

Research for this article comes from the author's
experience in the field of organizational change.
has a PhD and is an organizational psychologist.

This article is relevant to my research because
it addresses the issue of change resistance. It
offers ideas on research that could be performed to
determine why managerial personnel are uncomfortabl

with organizational change.

Maurer, R. (2000). "Creating a shift." Journal For

at

ce.

He

Quality

& Participation 23(5): 64.

The author of this article explores how

communication can be used to counter the resistance

to
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change. He offers techniques for planning change a
conducting meetings in which change is discussed.
Research for this article comes from the author's
experience in the field of organizational change.
includes excerpts from his book entitled Bui | di ng
capacity for change sourcebook.
This article is relevant to my research because
it establishes a link between communication and the
change process. It provides anecdotal examples tha
can be used as a foundation for more scientific

research.

nd
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Maurer, R. (2001). "Build a foundation for change." Journal

For Quality & Participation 24(3): 38-39.

In this article, the author looks at the high
rate of failure in organizational change efforts.
discusses an approach that builds a foundation for
change. This is accomplished by performing a chang
readiness assessment. A questionnaire is included
the article as a proposed way of starting the proce
Research for this article comes from the author's
experience in the field of organizational change.
includes excerpts from his book entitled Bui | di ng

capacity for change sourcebook.

He
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This article is relevant to my research because
it acknowledges that there are risks involved in
making organizational changes. It also provides a
framework for a readiness questionnaire that can be

evaluated against other instruments.

Roepke, R. (2000). "Aligning the IT human resource with
business vision: The leadership initiative at 3M." MIS
Quarterly 24(2): 327-353.
This article describes the transformation of
Information Technology Leadership at 3M corporation
It includes the realignment of the organization as
well as the training and development of the
leadership. The article also describes changes in the
recruitment practices of the Human Resources
department.
This article is relevant to my research because
it focuses on transformational leadership in
information technology.
Research for this article comes from a review of
published literature. In addition to the literary

review, surveys were conducted with 3M employees.



KAM 6 Depth -Models of Organizational Change & Development

Sharkey, L. D. (1999). "Changing organizational cul
through leadership development: A case in leadershi

transformation.” Organization Development Journal

29-37.

In this article, the author explores how the
development of leaders can be used to change an
organization's culture. Measurements of cultural
change are presented for organizations who invest i
leadership training. Conclusions are drawn about h
leadership training affects cultural change. The
author also makes some assumptions about leadership
turnover.

This article is relevant to my research because
it addresses both leadership and organizational
change. It establishes a foundation for exploring
correlations between leadership and culture.

Research for this article comes from a review of
published literature as well as data gathered throu
a survey. The Organizational Culture Inventory (OC

was used as the primary survey instrument.
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Van Aken, E. M. and R. L. Groesbeck (2001). "Integr
organizational assessment process and tools: Applic

an engineer-to-order company." Engineering Manageme

ated

ation in

nt

Journal 13(4): 17-26.

The authors of this article describe an
organizational assessment methodology which include
the collection of quantitative and qualitative data
from organization members. The purpose of the
assessment is to accurately define an organization’
current state for the purpose of defining a desired
future state. The subject of the study is an
engineer-to-order organization whose leaders have
decided to use transformational change methods to
dramatically improve performance.

Research for this article comes from a review of
current literature on the subjects of leadership an
transformational change. Literature on the Malcolm
Baldrige Quality Award criteria is also used. Data
provided for analysis using the Baldrige self-
assessment questionnaire.

This article is relevant to my research because
it provides a perspective on several aspects of
organizational change. First, it is concerned with

transformational change. Second, it focuses on the
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first stage of transformational change which is to
define the current state. Third, it introduces the
idea of using the Malcolm Baldrige criteria as a

research tool.

Van Den Berg, A., A. C. Masi, et al. (2000). "Manuf acturing

Change: A Two-Country, Three-Industry Comparison.” Acta

Sociologica 43(2): 139-156.

In this article, the authors focus on
technological and organizational changes in
manufacturing industries. The article deals
specifically with the introduction of new technolog ies
and the organizational changes associated with them
Data is gathered and analyzed to explain reactions and
obstacles to change. Three industries in two
countries are studied. The authors are able to
compare differences in the data based on geography and
industry.

Research for this article comes from a review of
literature on the subjects of economics, labor unio ns,
productivity, and industrial relations. Many of th e
references pertain to the subject matter from the
perspective of the individual country being studied

Additional data is provided from survey interviews.
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This article is relevant to my research because
it provides data on employee attitudes and barriers
change. It provides a multinational perspective

across several industries.

Wong-Mingji, D. J. and W. R. Millette (2002). "Deal
the dynamic duo of innovation and inertia: The "in-

of organization change." Organization Development J

61

to

ing with
" theory

ournal

20(1): 36-52.

In this article, the author explores the “in-*
theory as a conceptual model for managing the
complexities of organizational change. Using the
“in-* theory, the two opposing forces of innovation
and inertia are used to conceptualize the things th
create tension during an organizational change even
The theory states that interactions between innovat
and inertia generate organizational tensions. Thes
tensions lead to organizational change.

Research for this article comes from a literary
review of books and articles on the subject. The
authors provide a summary of lessons learned and a
conclusion.

This article is relevant to my research because

it addresses the subject of organizational change a
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the multiple complexities that occur during a chang

event in a large organization.
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Background

Organizational change is motivated by some action.
This motivation starts as an awareness and then act
Organizations see these motivations in the environm
which they operate. Change can be motivated by
competition, new technology, changes in government
regulations, or failures within the organization it
(Anderson and Anderson 2001). For example, western
businesses that are expanding into East and West Ge
must learn to deal with different cultures and hist
within the same geographic region as well as govern
issues different than those in the west. (Breu 2001
companies have implemented new organizational struc
because of widespread downsizing (Kirkman and Shapi
2000). High-tech firms need technology workers suc
engineers, programmers, and system analysts. Lower
organizations must deal with the issues associated
guality and availability of these human resources i
environments (Hopkins, Hopkins et al. 2002).

Change is driven by a sequence of triggers. Each
trigger requires a response or change from the othe
triggers that it affects. Dean and Linda Anderson
seven attributes that trigger or drive change. The

is the environment. These are the larger forces wi
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which people and organizations operate. These forc
include social, economic, political, governmental,
demographic, and natural. The second trigger is th
marketplace’s requirements for change. These inclu
customers’ requirements for a business to succeed i
given marketplace. The third is business imperativ
These imperatives outline the strategic moves the ¢
must make to be successful. The fourth trigger is
organizational imperatives. These are the changes
in the organization’s structure, systems, processes
technology, and skill base to achieve its business
imperatives. Cultural imperatives are the fifth tr
These are the collective ways of working and relati
the company that must change to support the organiz
new design. The sixth trigger is leader and employ
behavior. This is the collective behavior that cre
expresses an organization’s culture. The final imp

is leader and employee mindset which includes the m
models that cause people to behave the way they do

(Anderson and Anderson 2001).

Types Of Change

Organizational development and change practitioners

describe first-order and second-order change. Thes

es
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often referred to as transactional change and
transformational change. In first-order change, al

as evolutionary, adaptive, incremental, and continu
change, the fundamental nature of the organization

the same. In second-order change, the fundamental
of the organization is substantially changed. Seco
change is also known as revolutionary, radical, and
discontinuous change. There is an increasing empha
organizational development programs on second-order
(French and Bell 1999).

The scope of the change required determines the ext
of the type of change needed. Minimal marketplace
environmental changes may only dictate content chan
Developmental or transitional changes may be called
address organizational imperatives but not cultural
Transformational change is dictated when marketplac
environmental changes are so great that content, cu
and people must change and all triggers are affecte
(Anderson and Anderson 2001).

There is a distinction between organizational clima
and organizational culture. Organizational climate
describes the people’s perceptions and attitudes ab
organization. For example, this includes whether t

environment is good, bad, friendly or easy-going.
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Organizational culture describes the deep-seated

assumptions, values, and beliefs of the organizatio

climate is relatively easy to change because it is

the employees’ reactions to the actions of manageme

practices of the organization. Culture is more dif

to change because it is affected by the mission, st

and leadership of the organization (French and Bell
Three types of change occur in organizations. They

are developmental change, transitional change, and

transformational change. Developmental change repr

the improvement of existing skills, methods, and

performance standards. Transitional change is more

complex. Instead of improving the current situatio

replaces the current situation with something compl

different. Transformational change is the most com

It is a radical shift so significant that it requir

change in culture, behavior, and mindset to success

implement and sustain (Anderson and Anderson 2001).

requires commitment from a critical mass of the

organization’s members (Carter, Giber et al. 2001).

The Role Of Leadership

To engage the internal and external people and

resources required for transformational change, lea
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must hear and assimilate four levels of wake-up cal
the first level, leaders recognize that the status
no longer effective and that change is necessary.
second level, leaders recognize that the change is
transformational and that the process of transforma
change is different than that of developmental or
transitional change. The third level is the realiz
that transformation requires new strategies and pra
The fourth level of wake-up call is when leaders re
that transformation requires them to change, person
and that their behaviors and mindsets must change t
successfully lead transformation. After hearing th
level call, leaders acknowledge that they must beco
model of the desired change by transforming themsel
Successful transformation is dependent on the leade
ability to create and maintain a conscious awarenes
change (Anderson and Anderson 2001).

The role of leadership is important during
periods of wide-scale change. Warner Burke says “T
no substitute for visionary leadership in times of
By definition, if there is leadership there is
followership” (Carter, Giber et al. 2001, p. 8). T
distinct styles of leadership are transactional and

transformational. Transformational leaders inspire
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followers to work toward the good of the organizati

whole without the concerns of self-interest. This

the performance of the individuals. Transactional

motivate followers toward the accomplishment of est

goals. This leads to normal individual performance

Transactional leaders can accomplish first-order ch

Transformational leadership is needed to accomplish

order change (French and Bell 1999). Organizationa

revitalization requires transformational, not trans

leadership. Transformational leaders engage in at

three kinds of activity. These are; the creation o

vision, the mobilization of commitment to the visio

the institutionalization of change. Leadership is

enabler of organizational change (Roepke 2000). Ro

Lussier describes leadership’s role this way:
Transformational leadership serves to change the
status quo by articulating to followers the problem
in the current system and a compelling vision of wh
a new organization could be (Lussier and Achua 2001
p. 382).

Followers of transformational leaders think of old

in new ways (Jung 2000-2001).
Leadership behavior, during transformational chang

is affected by the approach that is taken to accomp
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Reactive and conscious are two different approaches
organization’s leadership learns more about the nec
changes, the more they move from reactive to consci

their approach (Anderson and Anderson 2001).

Reactive Approach

The reactive approach to leading transformation is
most common. This is an unintentional phenomenon a
leaders automatically react in habitual ways to eve
happen. When this happens, managers do not adequat
analyze the situation and therefore do not understa
a transformational approach is needed and that this
approach is different than developmental or transit
change. The failure to recognize this limits succe
contributes to most failures. Reactive leaders are
heed the wake-up calls. They have strong denial
mechanisms. They often resist or deny the needed ¢
by explaining away the signals for change. This is
done unconsciously. Once marketplace conditions be
severe that the organization’s survival is threaten
reactive leaders respond quickly to regain their co
and sense of control. Because they do not understa

differences in change strategies they often respond
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the wrong approach (Anderson and Anderson 2001). D
Anderson puts it this way:
They will typically attempt classic problem-solving
and project-management techniques, training, and
improving communications, each of which has value,
is not sufficient for leading transformation.
Reactive leaders attend mostly to the surface sympt
they face, seldom addressing the underlying root
causes (Anderson and Anderson 2001, p. 61).
These efforts often produce temporary results becau
do not address systemic causes or provide real chan
solutions (Anderson and Anderson 2001).

The reactive approach often leads to low morale in
employees. Front line employees often see the effe
leadership denial and inadequate change plans. The
often the first to see the inevitable failure of th
plans. The employees are threatened because they f
their personal security is dependent on the organiz
ability to transform, and they do not expect change
to succeed. The feel like they are spinning their w
numerous, non-integrated change initiatives are thr
them without adequate planning or communication. T
efforts strain the organization’s resources and oft

require extra and duplicate effort on the part of t
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employees (Anderson and Anderson 2001). Anderson p
another analogy:
When change continues to be poured into a saturated
sponge, the consequences are threefold:

€)) morale deteriorates;

(b)  the initiatives that are attempted result in
only short-term superficial application of
the intended goals; and

(c) people stop listening to the leaders, who
continue to announce changes that never
fully materialize (Anderson and Anderson
2001, p. 64).

The popularity of the Dilbert cartoon series shows
many employees identify with the cynicism that it d
(Feldman 2000). The impact of this is a reduction
organizational and employee productivity, quality,
and customer relations (Bennett 2001). In some cas
companies that drastically changed their business m
experienced high levels of employee turnover (Baron
et al. 2001).

Leaders must be aware of employee perceptions,
especially if there have been a number of failed at
to introduce change. As employees loose confidence

their leaders, organizational cynicism begins to se

rovides
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Organizational cynicism diminishes organizational
commitment, which is the product of the exchange be
the employee and the organization. If employees be
feel that their skills are not being productively u

their basic needs met, then making future innovatio

becomes more difficult (Abraham 2000).

Conscious Approach

The conscious approach, while not the most common,
the more desirable. Conscious leaders create innov
change strategies through their awareness of human
process transformation. They are able to recognize
personal and organizational shortcomings and choose
effective alternatives (Anderson and Anderson 2001)
Change leaders must recognize that some of the resi
to change is, in fact, the organization’s applicati
its experiences and prior knowledge. Some of this
can be used as an organizational learning opportuni
assess changes as they occur and leverage this expe
for innovation (Wong-Mingji and Millette 2002). Th
addresses the problem that leaders have accepting ¢
They have learned not to speak out until they know
facts, because failure to do so makes them look bad

2000). Transformational change strategies can be a
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to address unforeseen problems. Unlike the reactiv
approach which operates in reaction to the environm
conscious approach works in partnership with the
environment and wake-up calls are viewed as feedbac
guide decision-making. Conscious leaders seek wake
calls for change. The three most critical areas le

by conscious leaders are marketplace dynamics, peop
dynamics, and process dynamics (Anderson and Anders
2001).

Anderson discusses ten principles of conscious
transformation that increase consciousness and awar
transformational dynamics. The first principle is
promote what is best for the whole system as one in
entity. Each change initiative must be linked to t
organization’s primary transformation objective. T
second principle is to interconnect organizational,
technical, cultural, and human initiatives. Change
must build a collaborative environment that promote
information sharing and shared accountability for
enterprise outcomes. Third, change leaders must at
the internal and external realities of internal dyn
and the external forces marketplace and environment
Fourth, change leaders must understand how the past

influences the present and how current decisions an
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actions affect the future (Anderson and Anderson 20
External change consultants should spend time with
organizations to understand these dynamics (Jamison
Changing an organization is one of the best ways to
about it (Carter, Giber et al. 2001). Transformati
change often generates a sense of urgency which, un
can slow the process. Taking the time to establish
proper conditions for success can pay off downstrea
fifth principle is to continuously learn and correc
Change leaders understand that all answers are temp
because new information will surface to improve the
they currently hold. They focus on learning instea
being right and build learning communities around
transformation issues. The sixth principle states
change leaders assume that the resources, time, ene
opportunity exist within the system or the environm
accomplish the transformation. They seek out and f
they need and, if it does not exist, they acquire i
seventh principle is to balance planning with curre
dynamics. Change leaders must be observant and res
the moment. Plans should be expected to change as
occurs. Transformational change practices must be
to support real-time course corrections. Decisions

competing interests must be made in favor of the sy
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a whole. The eighth principle states that transfor
change leaders lead as if the future, desired cultu
already exists. This demonstrates to the employees
the new direction is valid and that leadership is ¢

to it. The ninth principle is the recognition of h
dynamics. As the organization lets go of the past,
openness and multi-directional communication allows
conflicts and “undiscussable” subjects to be brough
the open and resolved. Foundational organizational
development practices such as relationship-building
negotiation, and team building must be employed to
establish bonds across the community that create a
effective way of operating. The tenth and final pr
involves the mindset of the organization. Change |
must explore assumptions and self-limiting beliefs
communicate relevant information to transform the m
of themselves and the employees. Transformational
opportunities must be created for leaders and emplo
Individual development plans must be an integral pa
the overall transformation (Anderson and Anderson 2
Studies also show that team-based rewards work well
motivate individuals and reinforce desired behavior
(Kirkman and Shapiro 2000). But, it is up to the t

managers in an organization to develop the norms an
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structures that promote the behavior that they want
(Dutton, Ashford Susan J. et al. 2001). A moderate
of the senior leaders’ compensation should be tied
success of the transformation initiative (Carter, G

al. 2001).

Common Areas Of Concern

There are common mistakes made in leading
transformation. Too much top-down control is often
on the change process and the design of the future
(Anderson and Anderson 2001). Many times this can
increase bureaucracy, cynicism, and resistance (Axe
2001). The transformation is viewed as an event in
a complex, evolving process. Leadership often fall
address the culture, behavior, and mindsets of the
employees and themselves (Anderson and Anderson 200
technique for addressing these aspects is the Parti
Change Process. This process focuses on grass-root
participation. Techniques such as small-group meet
brainstorming get the ideas and concerns of the low
organizational levels included in the decision-maki
top leaders (Castelloe and Watson 2000). Rick Maur
This disciplined form of communication allows peopl

to learn things about other people and about
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themselves. Dialog allows people to explore issues
deeply to find underlying values, assumptions and
beliefs (Maurer 2000, p. 64).
Many transformations are not scoped accurately by f
only on organizational design or technology upgrade
Leaders often try to do the least possible in the s
amount of time while setting unrealistic and crisis
producing timelines (Anderson and Anderson 2001).
technology, however, often requires organizations t
their structures in order to take advantage of the
system’s potential (Herman 2001). New technology,
by authority figures, often requires special change
techniques to ensure adoption (Gallivan 2001). Lea
avoid these common mistakes by becoming more self-
reflective, hear all four levels of wake-up calls,
understand the efforts required for real transforma
change (Anderson and Anderson 2001).

Carter, Giber and Goldsmith describe leadership’s
in the implementation phase of the transformational
process. They describe the following three roles p
a change champion:

The first role is that of the envisioner who

articulates a clear and credible vision of the new

organization and its strategy and generates pride a
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enthusiasm. The energizer, the second role, is

someone who demonstrates excitement for change and

models the behaviors linked to them. Lastly, the
enabler allocates resources for implementing change
uses rewards to reinforce new behaviors, and builds
effective top-management teams and management

practices (Carter, Giber et al. 2001, P. 526).

For successful transformation to occur, an
organization’s leadership and employees must change
mindsets (Anderson and Anderson 2001). Organizatio
should examine their past success rates to help pre
probability of success in future change initiatives
2001). Using the ten principles of conscious
transformation to guide planning and decision-makin
leaders can facilitate a successful change project
(Anderson and Anderson 2001). Managers can benefit
analyzing specific design requirements and their
alternatives along with their fit to the business s
at hand (Lillrank, Shani et al. 2001). The
transformational change methodology includes a stru
assessment to collect qualitative and quantitative
information from the members of the organization (V

and Groesbeck 2001).
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Traditional methods can be leveraged to execute
transformation. Standard project management method
can be used to create a linear action plan of what
be done. However, project management methodologies
stable, closed-system environments to be effective.
project management techniques can be used in isolat
applications, they are too linear and inflexible to
transformational change. System diagrams are usefu
to help identify an organization’s underlying struc
Using this type of systems thinking, leaders can id
an organizations leverage points where small, well-
actions can produce larger desired results. Proces
thinking tools such as system diagrams help build k
about an organization’s systems dynamics. Change p
models organize actions to alter system dynamics.
two tools, used together, deliver the maximum benef
the transformational change effort. One should be
that these types of process maps are different than
used for process mapping in quality and continuous
improvement efforts, which are designed to be a sna
time and do not work to analyze the systemic effect
changes (Anderson and Anderson 2001).

Transformational change is a process that is

disruptive to the organization. Transformational |
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should understand the punctuated equilibrium model
described in a study in the Journal of Management
Information Systems (1999). This article reference
model which describes organizational change as cons
of long periods of stable infrastructure interrupte

brief periods of revolutionary change. Three disti
features of the punctuated equilibrium are:

1. Deep structure; the set of fundamental choices an
organization is made up of. These are the basic
parts into which an organization is segmented and
the activity patterns within these segmentations.

2. Equilibrium periods; the stability in the
organization’s structure and activity patterns.
Equilibrium consists of maintaining the deep
structure. Equilibrium periods are maintained by
awareness, motivation, and obligation. As long as
an organization’s deep structure is intact, it is
difficult to change.

3. Revolutionary periods; the major upheaval and
reformation of deep structure. For significant
change to occur, the deep structure must be
dismantled, leaving the organization temporarily

disorganized. This period includes a
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reconfiguration of the organization with a new set

of rules (Lassila 1999).

Summary And Conclusion

Transformational change, while creating great
opportunities for organizational improvement, also
introduces an enormous amount of risk. Before ente
into a process of transformational change, an organ
must recognize the need for it and be prepared to e
quickly.

Leadership must me aware of the internal and exter
factors that contribute to the survival and growth
organization. Reactive leaders, who are best at
maintaining an organization’s status quo, often bec
aware of the need for transformational change after
situations become critical. While not the most des
approach, it is the most common one. The conscious
approach is the most desirable. Conscious leaders
aware of organizational shortcomings and are able t
sooner when changes are needed.

Most leaders are not experienced in leading
transformational change. Some organizations recrui
leaders or engage the services of an organizational

development consultant before attempting transforma
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change. In order to minimize risks to the organiza
is important to have a critical mass of committed a
knowledgeable leaders at all levels of the organiza
Development plans must be part of the transformatio
change plan and reward and repercussion systems mus
in place to encourage the desired behavior.
Change initiatives that fail change the mood of an
organization. Transformational change initiatives
a lot of effort. When they fail, the morale of the
employees suffers. They become cynical and stop i
to their leaders, especially if changes are continu
announced and never materialize. This loss of conf
in leadership is called organizational cynicism and
it occurs, it makes future changes more difficult.
Leaders must understand that transformational chan
is risky, disruptive, and rewarding. If not execut
failed transformations can have a destructive effec
organization. Employee turnover and lost customers
result from bad planning or if the transformation t
long. During transformational change, the organiza
dismantled and does not function properly. The new
structure needs to learn to work as a unit again.
reason, the change must be planned well so that it

executed quickly and the disruption kept to a minim
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Transformational changes that address critical gaps
the organization works internally and externally pr
organization that is better able to survive and gro
environment in which it operates. For this reason,
changes must be swift so that the benefits can be r

as soon as possible.
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Introduction

In this paper | will evaluate a business situation
that requires organizational changes. | will asses
business situation and, using theoretical knowledge
in the breadth and depth sections, propose organiza
changes to improve performance. | will use the eig
change process described in John P. Kotter’'s book L
Change as a framework for my analysis. | will incl
Anderson’s nine-phase process as supporting informa
Many of the senior managers and leaders in the orga
described here are familiar with Kotter’s process a

believe that they follow it.

The situation described in this paper is a compila
of circumstances. It should not be construed as an
other than a fictitious organization and a series o

hypothetical events.

Overview Of Change Models

Information from the two change models mentioned

before will be used to analyze the situation presen
the paper. Appendix 1 shows the correlation betw

Lewin’s model, the Action Research model, Anderson’
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phase process, and Kotter's eight-stage process. E
research, changing, and solidification phases. Due
tight correlation, Kotter’s process is a relevant m
use for this research. It adds a popular model for
affecting transformational change in organizations
other research presented in the breadth and depth s

of this research paper.

Kotter’s process consists of eight steps. The firs
step is to establish a sense of urgency. If compla
high, few people are interested in working on a cha
initiative. If urgency is low, it is difficult to
enough people with enough power and credibility to
change. The second step is to create a guiding coa
Individual CEOs cannot develop and communicate the
vision alone. Weak committees are also ineffective
coalition of the right people with the same vision
high level of trust is necessary for success. Deve
vision and strategy is the third step. This is ess
because it clarifies the change direction, motivate
to take action in the right direction, and coordina
actions of people in an efficient way. In the four
the change vision is communicated. Kotter says “Th
power of a vision is unleashed only when most of th

involved in an enterprise or activity have a common
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understanding of its goals and direction” (Kotter 1 996, P.
85). Transformational leaders develop and communic ate a
vision to the organization. There are three parts to
transformational visioning. First, leaders must ag ree on
the content of the vision. This includes the direc tion and
outcome of the transformation. Second, leaders mus t craft

a vision statement that captures the possibilities for what
the transformation will produce. Third, transforma tional
leaders ensure that the entire organization underst ands and
commits to the vision creating a collective intenti on for
the success of the transformation (Anderson and And erson
2001). The fifth step is to empower employees for b road-
based action. Employees cannot help with transform ational
change if they feel powerless. The sixth step is't o]

generate short-term wins. Creating wins helps the
coalition validate their vision and provides milest ones to

look forward to. In the seventh step, gains are

consolidated and more change is produced. In this step,
leadership can recognize the efforts and accomplish ments to
date, but still be clear that the change is not ove r and
strong effort is still required. In the eighth and final
step, the new approaches are anchored in the cultur e. This
is essential to ensure that the change accomplishme nts are

not lost over time. Kotter says “When the new prac tices
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made in a transformation effort are not compatible
relevant cultures, they will always be subject to

regression” (Kotter 1996, P. 148).

Dean Anderson describes a similar nine phase change

process. The first is preparing to lead the change
During this phase, leaders initiate the transformat
clarify change leadership roles, create the case fo
change, and build the strategy. In phase two, lead
create the organizational vision, commitment, and c
Phase three involves assessing the current situatio
determine the requirements of the new design. Inp
four, the desired state, including processes and st

is defined. During phase five, the system-wide imp
the desired state is assessed to analyze its impact
organization. In the sixth phase, leaders plan and
organize for the implementation of the desired stat
phase seven, the change is implemented and the desi
state is corrected as the change process is monitor
Phase eight is where the new state is celebrated an
integrated as it is mastered by the organization.

nine, a process is implemented to refine and contin
improve the new state. In this phase, any temporar
support structures and management systems are disma

(Anderson and Anderson 2001).
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During transformation, an organization’s core purpo se

remains the same. Anderson says:

To provide focus during the chaos, people need to

remember why the organization is in business and wh at
it stands for — its values. Organizations that los e
touch with their core purpose, vision, and values h ave

no inspiration to fuel their process of change

(Anderson and Anderson 2001, p. 45).

Without this inspiration, fear and panic can take o ver.
With it, leaders can move the organization from the past,
through uncertainty, and into a tangible future (An derson

and Anderson 2001). P 45

Situation Description

A twelve billion dollar company initiates a projec tto
transform one facet of its purchasing organization. The
purchasing process for maintenance, repair, and off ice
(MRO) items is to be revamped to gain process effic iencies
and leverage the company’s size to negotiate better prices

for these items.
The MRO category of purchased items is limited to
those that are not used as input to the products so Id by

the company. Examples of MRO items include spare p arts for
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machines, lubricants, cleaning supplies, and office

supplies. These purchases are often regarded as no n-
strategic and commodity items. They typically do n ot
affect the quality of the goods and services that t he

company’s produces.

The culture of the company is one of decentralizat ion.
Employees are considered experts in the twenty five square
feet in which they work. There are few corporate-w ide

policies and procedures and the company expressly

discourages the development and implementation of t hem.
The company also articulates, to the entire organiz ation,
that it discourages centralization. It tempers the se
cultural statements with the edict that all employe es
should do what is best for the company as a whole. The
company is managed by profit and loss and this mana gement
process is taken to the lowest levels of the organi zation.
The management of each location is evaluated on tha t
location’s individual profit and loss results. Mer it

raises and bonuses are paid based on these financia I

results. The company believes in promoting from wi thin and
most managers have over ten years of service. Many of the
company’s managers do not have any other profession al

experience.
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Prior to the transformation effort, its purchasing

structure is completely decentralized. The MRO pur chasing
function occurs at the lowest levels of the organiz ation.
Even though the company has corporate, business uni t,
division, and plant levels in its organization stru cture,
almost all MRO sourcing and purchasing decisions ar e made
at the plant level. Personnel to perform these fun ctions
exist at the plant level and not at the higher orga nization
levels. Responsibility for MRO cost containment al SO
exists at the plant level. MRO purchasing personne | report
to plant managers who are held responsible for MRO budgets.
Incentive programs are in place to reward budget co mpliance
at this level.

Senior management, at the corporate level, feels t hat
there is a financial advantage to negotiating the p rices

for MRO items at the corporate level. By doing so,

corporate-level management feels that the company’s size
can be leveraged to negotiate lower prices for thes e
commodity items. Global, corporate catalogs can be

developed with vendors to ensure that purchases mad e at the
plant level are priced at the negotiated price.

Information about purchases can be captured about t he
company’s global consumption of specific items and this

information can be used to negotiate even lower pri ces as
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the company is able to commit to volume purchase le vels for
those items. In order to accomplish this, corporat e-wide
compliance to these global contracts is critical.
Negotiated purchase levels must be met and data abo ut these
purchases must be captured to prove compliance and generate
leverage for future negotiations.

Research and benchmarking generated the informatio n

used to make the decision to go forward with this

transformation endeavor. This information showed t hat most
companies achieve an overall cost reduction of twen ty
percent for MRO item purchases. Using the company’ S
financial consolidation and reporting system, it wa S
discovered that the annual spend for MRO items was $750
million. To reasonably set expectations, it was de cided
that a conservative ten percent savings would be at tempted

in the initial transformation project. This would

represent a $75 million improvement to the company’ S bottom
line annually.

A senior leader and global president was named as the
champion of the project. This champion communicate d to the
other senior leaders and was the initial spokespers on to
the rest of the corporation. The company initiated the
project by appointing a director of global purchasi ng at

the corporate level. Three people were hired to re port to
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the director. These three people performed primari ly
administrative tasks associated with a traditional process.

They updated prices, resolved problems, developed

processes, and did other general administrative tas ks. In
addition to these direct reports, four part-time re sources
were assigned to the director. These four people r eported
directly to the business unit level of the organiza tion and
performed vendor selection and price negotiation fu nctions
for their assigned MRO commodities. These function S were

in addition to their full time responsibilities of
coordinating strategic purchasing functions at the business
unit level of the organization.

The purchasing director and his full and part time

staff researched and purchased a software tool to h elp
deploy a global MRO purchasing process throughout t he
company. The software was an internet-based system that
allowed for the entry of global catalogs of MRO ite ms. By
using the tool to perform the MRO purchasing functi on at
the plant level, globally negotiated prices for the items
in these catalogs could be enjoyed throughout the ¢ ompany
without the negotiating function being done at each plant

in the enterprise. In addition, the system would r ecord

information about all MRO purchases so that vendor

performance and price analysis could be done at the
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corporate level. This database would grow over tim
become an asset for future negotiations. It allowe
global view at a centralized level.

A steering committee was formed to oversee the
implementation of the MRO purchasing software. The
Information Technology (IT) department was engaged
install, customize, and document the system. They
also charged with the responsibility for training p
at each facility on how to use the system. A budge
timetable was established for a global rollout that
include over three hundred facilities in two years.
total budget for the implementation project was $50
million. The IT budget established for the ongoing
and maintenance of the system was $20 million annua
Based on the conservative estimates used to justify
project, the company expected a slight payback in t
second year and the full $75 million savings in sub
years. The net effect after expenses was expected
$55 million in annual savings.

A key factor for success was to move the vendor
selection and price negotiating functions out of ea
facility and perform them at the corporate level un
direction of the new director of purchasing. The a

MRO buying transactions would still occur at each f

e and

d for a

to

were
ersonnel
t and
would

The

support
Ily.

the

he
sequent

to be

ch
der the
ctual

acility,



KAM 6 Application — Models of Organizahal Change and Developmes®

but these other functions would cease at that level
was recognized that the overall cost savings would
percent, but that individual items may fluctuate gr
and, in some cases, actually cost more in the new s
as corporate purchasing agents would agree on highe
for lower volume parts to get lower prices on highe
ones.

The first three months went well, from the perspec
of the IT department. The system was up and runnin
they were ahead of schedule on the plant implementa
The corporate global purchasing department was begi
fall behind. Contracts for company-specific catalo
pricing were not being put in place. Processes for
performing these tasks were inefficient and constan
being modified. The part-time commodity managers w
keeping to their schedule. Conflicting priorities
their individual business units were not allowing t
time to perform their corporate global tasks. In a
to this, some of the heads of the business units, t
these commodity managers reported, did not support
corporate-level purchasing initiative. Some commod
managers began working to derail the project as the
supportive business unit heads became more vocal in

resistance to the project. The chief executive off
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became involved to reinvigorate interest in the ini
but business-unit level support continued to dimini
the costs associated with the project were allocate
business units, affecting their bottom lines.

The annual corporate bonus cycle occurred
approximately eight months into the project. Since
corporation’s financial performance was good, most
on the program, from the corporate level to the pla
received bonuses. The criteria for bonus payout re
primarily to budget adherence and profit forecasts.
Individual plant purchasing personnel were rewarded
keeping MRO costs low at their locations by purchas
outside the new process whenever they were able to
better prices by doing so. Since the part-time com
managers had direct line reporting to the business
their bonuses were based on the financial performan
those business units. The corporate global purchas
organization, as well as the IT organization receiv
bonuses based on their individual departments’ budg

performance.

Throughout the second year of the implementation

project, The IT department encountered increasing
resistance to the implementation at the plant level

Executive level communications did not filter down

tiative,
sh as

d to the

the
everyone
nt level

lated

for

ing

get
modity
units,
ce of
ing

ed

et

to the



KAM 6 Application — Models of Organizatal Change and Developméiftl

plants, and the vision was not understood at that | evel.
As more cost was allocated to lower levels of the ¢ ompany,
resistance grew. Even locations that were “live” o n the
system continued to perform the MRO purchasing proc ess as
they had done it before their implementations. Wit h the
part-time commodity managers running behind in nego tiating
better prices and including more of the required it ems in
the catalogs, resistance grew, and became justified as the
new process remained unable to meet the needs of th e
corporation. Nine months into the second year, the IT
department was still slightly under budget and ahea d of
schedule. But, with usage diminishing, the decisio n was

made to discontinue implementations until the item,
pricing, and process problems could be fixed.

With the project on hold, the part-time commodity

managers were able to spend more time building thei r cases
to abandon the initiative. Further analysis showed that

the total MRO spend was actually $400 million, not the $750
that was originally identified. This reduced the p otential
annual savings to $40 million. This still represen ted a
$20 million annual savings after expenses. As supp ort for
abandonment grew, the decision was made to eliminat e half

of the implementation team and their employment was

terminated. During this period of time, the econom y began
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to slip into recession. Corporate profits fell and
bonuses were paid to anyone during that corporate b
cycle. Six months later, the project was all but a
and an exit strategy for those locations still usin
system was being devised by each business unit's co
manager.

The corporate level purchasing group continued to
meet, but more as a communications council than a
purchasing organization. The steering committee wa
disbanded, although they rarely met throughout the

and were uninvolved in problem resolution.

Situation Analysis

A high-level flowchart of Kotter’'s eight-stage pro
for transformational change is shown in appendix 1.
Flowcharts of other approaches are included for com
purposes. Using the chronology of events described
previous section, an analysis is provided that comp
project steps taken and possible improvements in th
project based on Kotter’s process.

During the research phase of a transformational ch
initiative, competitive opportunities are examined,
empowered team is assembled, a vision and strategy

developed, and the vision and plan are communicated
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organization (Kotter 1996). The vision and strateg y are
the primary outputs from this phase. These element s lay
out the necessity for change and the roadmap for

accomplishing the change.

There are three elements of change strategy. The f irst
is content. Content refers to what must change. E xamples
of content are structure, business processes, manag ement
systems and technology. The second element is peop le.

This component refers to human dynamics that influe nce or
are influenced by change. The third element is pro cess.

This component refers to how the organization will

transform. Change strategy is the leaders’ high-le vel
approach to an integrated organizational change (An derson
and Anderson 2001). Anderson says that it summariz es all

three elements and explicitly states:

* How you will position the transformation in the
organization;

» Core activities for igniting and accomplishing the
transformation;

* How management and the workforce will be involved i n
the effort to create a critical mass of commitment;
and

* Your critical milestones and general timeline

(Anderson and Anderson 2001, p. 114).
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Developing a transformational change strategy requi
leaders to build the case for change and clearly

communicate it to the organization.

Any case that is developed must be based on facts.

The action research model recognizes the importance
effort in its data gathering and preliminary diagno
step. This step is often performed by a consultant
with some organization members. In this step, data
gathered and analyzed to determine the underlying c
organizational problems. Data gathering is accompl
through interviews, observing processes, questionna

and performance data (Cummings and Worley 2001).

The research phase of the project started out well.

Senior leaders were engaged. A financial analysis
performed to identify opportunities for improvement
realistic goals and measurements were established.
senior leadership of the company was supportive and
A compelling story was developed to explain how $75
would improve the company’s profitability and help
into the world of electronic commerce. The company
leadership was familiar with Kotter’s process, but
made superficial attempts to follow it.

As stated, the financial justification seemed

compelling with a total MRO spend of $750 million,
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at $400 million, the case was substantially weaker.
the discovery of this error had a dramatic impact o
credibility and integrity of the overall project.

further investigation, it was discovered that the h
decentralized culture of the company contributed to
erroneous data gathered in the initial phase. Indi
accounting systems and charts of accounts at busine
division, and plant levels caused categorization er
the numbers were consolidated. While the overall M
dollar amount was correct, the portion in the categ
that were candidates for this project was substanti
smaller than the total number. Since the communica
the vision was based on an erroneous cost-benefit a
the power of the message was diminished. Kotter id
the lack of a strong vision as mistake number three
analyzing why transformational change efforts fail
1996). He also mentions vision and its communicati
error number four when he says “Without credible
communication, and a lot of it, employees’ hearts a
are never captured” (Kotter 1996) P. 9). Anderson
describes a communication process where initial

communications start with sponsors, key change lead

selected managers and employees from throughout the

organization. From there the communications cascad
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throughout the organization. Facts, perceptions, a nd
outcomes are clearly articulated. Feedback is soli cited

and questions are answered. The next wave of

communications provides an update to the organizati on.
Actions, outcomes, and best practices are communica ted.
Subsequent communications continue the pattern cele brating
successes and explaining issues and challenges (And erson

and Anderson 2001).
The company assembled an organization to execute th e
change project. Moving large portions of the MRO

purchasing function from the plant level of the

organization to the corporate level presented the n eed for
major structural changes. Again, the company attem pted a
superficial effort to follow the Kotter change proc ess. A
corporate-level director’s position was created to lead

this new part of the company’s structure. This new

director reported to the senior global president th at was
championing the effort. This new director was a re spected
member of the purchasing community both inside and outside
the company. The new structure weakens once you lo ok below
the director’s position. The full-time staff, repo rting

directly to the director performed, primarily,
administrative and clerical functions and helped wi th

project implementation tasks. The personnel respon sible
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for analyzing MRO spend patterns, vendor selection,
global contract negotiations were part-time resourc
reported directly to senior managers at the busines
level. This strategy was adopted to fit with the c
overall decentralized culture. Representatives fro
business unit were expected to create buy-in at tha
and keep the corporate-level staffing low.

Ultimately, this structure was a major cause for th
failure of the change effort. Maintaining the busi
unit, division, and plant profit-and-loss structure
basis for the reward system caused confusion among
people filling key structural roles in the new
organization. With all salary, bonus, promotion, a
review activities remaining at the business unit le
these key employees, their incentive was to follow
to the individual needs and strategies of the organ
to which they had direct-line reporting instead of
corporate-level strategies to which they indirectly
assigned. Itis important to align reward systems
ensure that the desired behavior is enforced (Kirkm
Shapiro 2000). It is also important that a portion
entire leadership’s compensation is tied to the suc
implementation of the change initiative (Carter, Gi

al. 2001). In describing error number five, Kotter
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Compensation or performance-appraisal systems can
force people to choose between the new vision and
self-interests. Perhaps worst of all are superviso
who refuse to adapt to new circumstances and who ma
demands that are inconsistent with the transformati
(Kotter 1996, P. 10).

As the project entered the changing phase, two
organization structures emerged. The corporate-lev
organization had an existing process for developing
implementing, and supporting the implementation of
technologies. They employed basic project-manageme
techniques to plan and execute tasks that they were
familiar with from previous, similar projects. Dir
reporting minimized conflicts of interest and allow
the ongoing project performance analysis and correc
described in the Kotter process (Kotter 1996). The
corporate-level MRO purchasing group functioned mor
committee. Without full-time people directly respo
for specific tasks, the new organization was unable
develop processes and develop a plan that it could
to. Since all members of the new organization were
recruited from within the company, few had any expe
working in a centralized environment. This lack of

experience made much of their work efforts appear t
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inconsistent with the overriding policies and proce dures of
the rest of the company.

The Kotter process addresses these issues in its

“empowering” step. Structures, skills, systems, an d
supervisors are often the biggest obstacles in a ch ange
initiative (Kotter 1996). Middle-level managers, ¢ onvinced
that they are doing the right thing for the company , Often
resist change as they protect their functional fief doms and
the business benefits of the legacy structure. It is
important for transformational leaders to understan d their
role in organization-wide transformation. Everyone that

has influence over the transformation must be suppo rted.
This includes executives, employees, and consultant s that
are contributing to the effort. Top leaders can sq uelch

transformation if they resist the requirements of

transformation. Leaders operating in the tradition al
command and control fashion often do not understand or
support the requirements of transformation (Anderso n and

Anderson 2001). Anderson says:
It has been our experience 100 percent of the time
that, when the entire system must transform, even i f
the change ignites in the middle or bottom of the
organization and then spreads out, if the senior

executives do not eventually get on board with the



KAM 6 Application — Models of Organizaal Change and Developmdri

shift in consciousness and behavior required for th
transformation to succeed, the transformation
eventually dies on the vine or goes underground. |
is put aside until the top leaders get a painful

enough wake-up call that they finally recognize the

need to change (Anderson and Anderson 2001, p. 245)

Training is critical and must be delivered at the r
time and in the right quantity. Technical and func
training is usually given, but social training is o
required to teach employees new ways of interacting
teams and different levels of the organization. Pe
rarely resist change when that change is in their b
interest. Human resource systems must be modified
alignment with the change initiative. Performance
appraisals, compensation, promotions, and successio
planning must be aligned with the new vision (Kotte
Anderson says that in order to support transformati
leaders must promote changes to the mindset and beh
the organization. This is an area that does not al
receive the attention required for success. A crit
mass of the organization must be involved in initia
breakthrough process of self-awareness and transfor
This is done by leveraging the case for change and

sustaining it throughout the transformation process
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important to make sure that the organization unders

that the old way of operating no longer exists (And

and Anderson 2001). Anderson says:
People must recognize that the future promised by t
transformation is better and more essential than th
past or the present. Otherwise, they will not be

willing to change (Anderson and Anderson 2001, p.

141).
People must abandon the realities of the present be
they can embrace something new no matter how much s
or coercion they are subjected to (Anderson and And
2001).

Many transformations are not scoped accurately by
focusing only on organizational design or technolog
upgrades. Leaders often try to do the least possib
the shortest amount of time while setting unrealist
crisis-producing timelines (Anderson and Anderson 2
Changing technology, however, often requires organi
to change their structures in order to take advanta
the new system’s potential (Herman 2001). Kotter,
describing error number eight, says:

In the final analysis, change sticks only when it

becomes ‘the way we do things around here,” when it

seeps into the very bloodstream of the work unit or
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corporate body. Until new behaviors are rooted in
social norms and shared values, they are always

subject to degradation as soon as the pressures

associated with a change effort are removed” (Kotte r
1996 P. 14).
The project ended before reaching the solidificatio n phase.
The changes were never committed to the culture of the
company.

Recommended Actions

There are two scenarios to explore in this example

The first is to make hindsight recommendations for how
organization change aspects of this project should have
been handled. The second is to make recommendation s for

how to salvage the project in its current state.

Organizational change should have been a more

prominent part of the original project. The primar y
consideration is the idea of introducing a centrali zed
process in a traditionally decentralized organizati on. The
company’s policies and procedures specifically stat e that
centralized processes are frowned upon. This fact by

itself encouraged upper and middle managers to resi st the

change. The additional fact that financial incenti ves did
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not keep pace with the new behavior further complic ated the
change process.
Kotter’s eight step process could have been used t o]

improve the probability of success for this change

initiative. Also, since the company had promoted m ost of
its managers from within, a change consultant or em ployee
brought in from the outside should have been used a s alead
change agent. In any case, a lead change agent sho uld
always be identified. Time should be spent becomin g

familiar with the unique structure of the company’s

organization, culture, and incentive programs. Als 0,
greater care must be taken to ensure that the analy sis used
to formulate the strategy is accurate. Assuming th at the

analysis still proves that this type of change is

beneficial, the CEO of the company should become th e
executive sponsor of the transformation, since he o r she is
the only one with a centralized position of authori ty. The
CEO should use the analysis to create a sense of ur gency

about the change. All current methods of corporate

communication must be used to reinforce the change. Clear
messages about the new structure, the financial ben efits,
and the desired behavior must be articulated. Addi tional
transformational communication plans should be esta blished

to focus on the change and the process for achievin git.
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It is obvious that the company’s culture,
organizational structure, chain-of-command, and
compensation structure are not aligned to support t
proposed transformation. A coalition in the purcha
organization must be formed and the function must b
restructured to support a centralized process. Dir
reporting from the CEO to the commodity purchasing
must be established with a vice president of purcha
a full time staff. The negotiating function must b
removed from the business units and the compensatio
for the new structure must be tied to the desired r
Senior and middle managers in the rest of the organ
must have an incentive to implement the new process
portion of their compensation should be contingent
support of and participation in the new process.

A realistic timeline should be followed to properl
set expectations. Each milestone should have measu
results that can be communicated to the organizatio
create more change momentum. Extraordinary results
might be achieved in individual pockets of excellen
should be honored and presented as best-practices f
rest of the organization to follow.

With a new organization structure in place along w

supporting processes and compensation plans, the
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transformed MRO purchasing function can become part of the
culture. Continued communications about how the ne w
structure is improving the organization’s performan ce would
help the organization’s members understand how this new

structure is good for the company and overrides the
company’s decentralized policy.

If the scenario is to salvage the existing project :
then new analysis should be done to ensure that all
information is correct. A professional change cons ultant
should be engaged to help the company through the

transformation. The CEO should reorganize the MRO

purchasing function under a new corporate-level pur chasing
department that reports directly to him or her thro ugh a
staff-level executive. Full-time staff should be a ssigned
to the department to take over the currently decent ralized

functions at the central, corporate level. A

communications plan should be devised to clearly an d
honestly inform the organization about the project’ S
problems. This communication must come directly fr om the
CEO who must become the executive sponsor for the p roject.
He or she, personally, should tell the organization why the
MRO purchasing transformation must occur and clearl y

describe the individual behavior expected from each

employee to ensure success. A new process for exec uting
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MRO purchasing should be deployed. Functions that
be centralized should move to the corporate level a
with the personnel and cost to perform them. This
that these functions can no longer be performed at
lower levels of the organization. However, the new
corporate-level group must have the necessary resou
provide services to the lower levels of the organiz

a level higher than they could provide those servic
themselves. Metrics must be captured to show real
savings and to make adjustments to the plan as nece
These metrics must also be communicated regularly t
organization to generate enthusiasm. The metrics s
used to support a new compensation package that rew
centralized group for obtaining cost savings and pr
high levels of service to the organization. This
compensation package should also reward the other |
the organization for participating in the transform

deployment project.

Summary and Conclusion

In transformational change, leaders must initiate a

change process that realigns the organization with

environment (Anderson and Anderson 2001).
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transformational leaders think of old problems in n
(Jung 2000-2001).

It is necessary for transformational leaders to ta
an active part in change initiatives. They must be
image of the desired transformation. Organizationa
structures must often be changed to support transfo
Sometimes these structural changes are counter to t
company’s culture. Reward and repercussion systems
support the desired behavior. It takes time and su
for changes to become engrained in an organization’
structure.

Transformational leaders should understand the
punctuated equilibrium model described in a study i
Journal of Management Information Systems (1999).
article references the model which describes organi
change as consisting of long periods of stable
infrastructure interrupted by brief periods of
revolutionary change. Three distinct features of t

punctuated equilibrium are:

4. Deep structure; the set of fundamental choices an
organization is made up of. These are the basic
parts into which an organization is segmented and

the activity patterns within these segmentations.
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5. Equilibrium periods; the stability in the
organization’s structure and activity patterns.
Equilibrium consists of maintaining the deep
structure. Equilibrium periods are maintained by
awareness, motivation, and obligation. As long as
an organization’s deep structure is intact, it is
difficult to change.

6. Revolutionary periods; the major upheaval and
reformation of deep structure. For significant
change to occur, the deep structure must be
dismantled, leaving the organization temporarily
disorganized. This period includes a
reconfiguration of the organization with a new set
of rules (Lassila 1999).

These three periods are consistent with Anderson’s nine-

phase change process.
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Appendix 1

Lewin’s Model Action Research Kotter's 8-Stage Anderson’s 9-

Phase Of Change

Model Process Phase Process
Research Phase
Unfreezing Problem Establishing Preparing To Lead
Identification Sense Of Urgency Change
v v
Create The
Consultation With . o Organizational
Behavioral Creating Guiding Vision
Science Expert Coalition
y v Determine The
Requirements For
Data Gathering o Change
And Preliminary Developing Vision
Diagnosis & Strategy
A
Define The
v v Desired State
Feedback To Key C icati
—p CE ommunicating
Client Or Group Change Vision i
A
Changing Phase Assess The
Movement System-Wide
Impact
4 v
. X . Empowering
Joint Diagnosis Of Employees For
Problem Broad-Based A
Action
Plan & Organize
To Implement
Change
A y i
Joint Action Generating Short-
Planning Term Wins
Implement Change
And Correct As
Necessary
v , L
X Consolidating
Action Gains & Producing Celebrate &
More Change Integrate The
Change
4 v l
A Data Gathering Anchoring New Implement A
After Action Approaches In The Continuous
Culture Improvement Plan
Refreesing
Solidification Phase Q

Adapted From (Cummings and Worley 2001)
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