Chapter 14-  Organizational change.
1. Lewin`s Force Field Analysis Model.
A model that helps change agents diagnose the forces that drive and restrain proposed organizational change.

In the model there are driving forces, that push organization to a change and restraining forces that maintain the status quo (resistance to change). Stability occurs when driving and restraining forces are in equilibrium.

In the model, the change take place when the disequilibrium between the driving and restraining forces is produced (unfreezing) and the move to a desired condition is effected. The last part of the change process is a refreezing, in which systems and conditions are introduced to reinforce and maintain the desired behaviours.

A) Restraining Forces

There is a natural tendency of people to resist change. It is due to a fear about the consequences of change as well as the process of the change itself. There are 6 main reasons for resistance to change:

1. Direct costs- removing some resources, personal status, career opportunities

2. Saving face- driven also by a desire to prove that the person who wants a change is incompetent

3. Fear of the unknown- worries of problems regarding an adjustment to the new environment (risk of personal loss)

4. Breaking routines- employees need to abandon habits, invest time and energy to learn new role patterns

5. Incongruent organizational system- rewards, information systems, patterns of authority, carreer path etc. – it can be a failure to reallign these systems to reinforce changes- failure to overcome the structural confines from the past

6. Incongruent team dynamics- team developed reiforce conformity (about the norms in the company etc), and this, on the other hand may discourage employees from  accepting organizational change.
2. Unfreezing, Changing and Refreezing.
To make the change effective we need to unfreeze the current situation by increasing driving forces and reducing restraining forces at the same time (if we only increase driving forces, the restraining forces also tend to increase). 
A) Inceasing driving forces- 

A need to make employees believe that the change is urgent and necessary- by informing them f.e. about competitors, changing consumer trends, impending government regulations etc (showing some external forces that make it urgent to the company to adopt some changes).

It looks like urging change is quite effective and easier with these external forces, however, sometimes leaders want to change the culture before sth wrong happens- it is more difficult then and it requires a lot of persuasive influence from the leaders, to help employees visualise furture competitive threats and environmental shifts.
B) reducing the restraining forces

There are 6 ways to do it:

1. communication- the highest priority and first strategy for a change. To create urgency for change as well as reduce fear of unknown

2. learning- to give the employees new knowledge and skills to fit the organization`s evolving requirements.

3. employee involvment- make emloyees resposible for the success of the change effort. It minimises risks for saving face adn fear the unknown. In large organizations they use so called FUTURE SEARCH, a system-wide group sessions, usually lasting a few days, in which participants identify trends and ways to adapt those changes. Disadvantages- some individuals can domnate a group, may generate too much exepcations towards ideal future, disappointment from employees if they dont see meaningfull decisions and actions resulting from these meetings.
4. stress management- all 3 above strategies can help with that, but sometimes additional stress management practices are necessary.

5. negotiation- strategy used with those who would otherwise lose out from the change. The company will need to give them sth else in exchange for the compliance with the changed culture

6. coercion- used as a last resort- reminding people of their new duties, monitoring them, threats and sanctions to force compliance, replacing staff.

C) Refreezing the desired conditions

Needed to be done, not to make the employees go back to their old habits. The company needs to constantly realign organizational systems and team dynamics with the desired changes

D) Change agents and strategic vision.

Change agent it is anyone who can possess enough knowledge and power to guide and facilitate the change effort. More than 1 person is usually required. Transformational leaders are here the primary agents, cause they form the vision and communicate that.

3. Three Approaches to Organizational Change. 

There are 3 basic apporaches that the agents and consultants may apply in the organizational change:

A) Action Research Approach

A problem focused change process that combines action orientation (changing attitudes and behaviour) and reasearch orientation (testing theory through data collection and anlysis).
It is a highly participative process `cause requires knowledge and commitement of employees who are co-researchers adn participants of the ntervention. There are 4 stages of this process:
1. form client-consultant relationship (usually the agent from the outside needs to form good relationship with the client (eployees) and make them ready for change.

2. diagnose the need for change- systematic analysis of the situation, interviews and surveys of the employees and other stakholders.

3. introduce intervention- two ways of implementign changes- incremental change (slow, small steps towards the desired change), or quantum (traumatic) change (the system is overhauled decisively and quickly).

4. evaluate adn stabilise the change- evaluation and refreezing process.

Action research approach is seen to be focused on negative dynamics of the group, therefore another approach, stressing out the positive change opportunities was evolved:

B) Appreciate Inquiry Approach:

An organizational change  strategy that directs the group attention away of its own problems and focuses participants on the group`s potencial and positive elements.
The stages are  represent by 4 D model:

1- Discovery (identifying the positive elements of the future organization)- 2. Dreaming stage (envisioning what might be possible in an ideal organization. Revealing hopes and aspirations) – 3. Designing (process of dialogue, creation of image of what the change should be like)- 4. Delivering (participants establish specific objectives and direction for their own organization based on their model of what will be).

(generally good but still younr theory, no contingencies exemined, requiring mind set and willingness to solve problems from the employess` site)
C) Parrallel Learning Strucute Approach

Higly participative arrangements, composed of people from most level of the organization who follow the action research model to produce organizational change. F.e. few week-long camps with teams of frontline people to elaborate on the problem.

5. Cross Cultural and Ethical Issues in Organizational Change.
- All the above theories may not be adequate if it comes to the non western clutures, where change is accepted as a natural consequence of development;-)

- The other thing is that the process of change requires the employees to reveal some data about themselves which they may find offensive at times, they simply may not want to do it.

- The change may also strengthnen managerial power by inducing compiliance and comformity.

- Some organizational changes may undermine individuals` self-esteem.

