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ABSTRACT

Using a qualitative case study, the merger of the Palmerston North College of Education with

Massey University, this research had two main goals.

Goal One: To provide an objective, analytical account of the merger.

Goal Two: To generate a substantive theory of change.

To achieve these goals, two sets of specific questions were formulated, focusing on aspects of

the merger and the change principles that could be used to guide organisational change.

The research data were obtained, over a period of twelve months, during 1997 and 1998, from
four main sources: organisational change literature, official merger records, key players’
recollections and views, and staff recollection and views. Responses from key players and staff

were obtained through structured interviews and questionnaires.

The focus of the research was on the period from 25 October 1989, when merger negotiations
were formally initiated with a letter to the Principal of the Palmerston North College of
Education from the Vice-Chancellor of Massey University, until 1 June 1996, when the

negotiations were formally completed.

The research methodology involved the use of a qualitative case study design with a modified

grounded theory approach to the collection and analysis of data.
The research is presented in three parts.
Part One: Setting the Scene, the writer outlines the research project, reviews the change

literature relating to organisational change generally, and mergers in particular, and describes

the grounded theory methodology used to collect the data.



iii

Part Two: Collecting the Data, summarises the merger discussions as revealed by official
records, by key players and by staff of the merged institution, the Massey University College of

Education.

Part Three: Telling the Stories contains the researcher’s report of the merger negotiations, the
presentation of a principle-based theory for facilitating organisational change, a summary of the

research and suggestions for further research.

The theory presented argues for a principle-based approach to organisational change and
provides ten principles for consideration: the Trust, Timing, Vision, Valuing, Communication,

Consultation, Culture, Compromise, Commitment, Change and Serendipity principles.

In providing a detailed examination of one significant organisational change, and by presenting
a principle-based theory of changing, the study claims to have added further to our knowledge

of the change process.
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THE RESEARCHER’S ROLE

As background information to the study reported in this thesis it is important to
acknowledge the dual roles that the researcher had as both a participant and as the
researcher.

In my role as Vice Principal of the Palmerston North College of Education , I was
directly and very closely involved with the merger negotiations at all stages of the
process. I was a member of the three main committees that operated throughout the
merger period: the Joint Steering Committee, the Working Party and the Merger
Implementation Group. As Vice Principal, I was present at the College of Education
Council meetings, I was Co-Chairperson of the Programme Sub-Committee and I
participated in a wide range of formal and informal meetings concerning the merger with
staff and executive officers from both the University and the College of Education.

In my role as the researcher, I sought to distance myself from my Vice Principal
participant role and to maintain a researcher’s objectivity. During the collection and
reporting of the research data , I endeavoured to not let my own personal views obtrude
and to report accurately and clearly what the participants had to say. My own analysis of
these reports appears in Chapters Eight and Nine and represents my own interpretation of
the data that were forthcoming. As the study progressed I became more aware of the
different organisational cultural perspectives that existed between the two institutions and
the influence that these had on the merger negotiations. I also came to appreciate more
clearly the extent to which the affective domain, intruding upon the cognitive domain, at
times worked to impair ,rather than promote, effective judgement.

The fact that I filled these dual roles brought with it some ethical considerations. With my
position as a senior member of the College staff, there was the possibility that this might
in some way impose constraints on the responses that staff felt free to make. This issue
was considered fully by the University Human Ethics Committee when approval for the
research was sought. The Committee satisfied themselves that, in view of the fact that I
was shortly to leave the University and that responses to the staff questionnaire were to
be made anonymously, this would not be a problem. To clarify the situation, the
following statement was included in the Information Sheet which accompanied the
questionnaire.( Appendix 3). “While I was directly involved with the Merger negotiations
as part of Senior Management, and some of you may have been aware of my views, I am
no longer part of the Senior Management team and will be examining the change
involved from a research perspective.”

The views to which reference is made in this statement concerned my general disposition
towards the merger and the approach that would need to be taken to examine the issues
involved in the merger. I was clearly supportive of the view that, if the practical details
could be satisfactorily solved, then the synergy resulting from the two institutions
working-together, rather than in competition, would be beneficial to all concerned. In
exploring this possibility, I was of the view that, if a merger was to be effected, a good
deal of compromise and commitment would be required and all negotiating parties would
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need to establish a solid basis of trust upon which their negotiations could be secured.
However, in undertaking the research, I endeavoured to be as open minded as possible, to
all views as they were expressed. Similarly I endeavoured to prevent any such
predispositions, as that described above, from influencing the direction of my research.

Finally, in presenting this study, I am aware that the world is a highly subjective place
and that meaning is largely a social construct. Perhaps put another way, we tend to
believe our own perception of events. Beliefs, rather than facts, however, often form the
basis of perception and this accounts for much of the variance that occurs in everyday
reporting. Aware of the tensions posed by my dual roles as researcher and participant, I
have done my best to be faithful to the data I have presented. I have viewed, reported and

interpreted events as I perceived them. I acknowledge and accept the fact, that others may
see things differently.



CHAPTER ONE

Introduction

Reformers have the idea that change can be achieved by brute sanity.
(George Bernard Shaw)

Change has been endemic to the world since time began. Great civilisations have come and
gone, nations have risen and fallen and humanity’s ability to come to terms with its environment
has fluctuated violently. However, it was not until Alvin Toffler (1971), introduced into our
lexicon the term “future shock” that the magnitude and accelerating rapidity of the change that
is occurring in our own time began to be realised. Now, some three decades later, the full impact
of Toffler’s message has taken hold and, quite literally, the race is on for finding ways of

meeting the challenge that this presents.

Eleven years ago Connor and Hughes (1988) highlighted the situation when they observed that:

We are living in the midst of what is probably the most dynamic epoch in the
history of the human race. Throughout the world we are transforming the basic
paradigms in science, technology, government, politics, business and human
behaviour, that have provided the structure for civilisation. Educational institutions
sit squarely in the midst of this change... Change will be rampant and endemic to
our academic culture. Managing that change process will be one of our top
priorities. (ibid:15-16)

More recently, Davis (1995) made similar observations and suggested that, while there has
never been a time when so many organisations are engaged in change, the majority of these
changes have been singularly unsuccessful. While this assessment may be pessimistic, it is a
useful reminder of the difficulty of the task faced by all sectors of society in adapting to today’s
changing world. Brute sanity alone, as Shaw suggested, may be inadequate for such a task. The
study reported here addresses this issue and represents one response to the challenge of change.
In researching the principles that can be followed to facilitate effective organisational change, it

seeks to add to our knowledge of the change process.



1.1 The Research Goals

This research had two main goals.

Goal One: To provide an objective, analytical, account of a specific and significant
organisational change, namely: the merger of the Palmerston North College Of Education with

Massey University.

Goal Two: To generate a substantive theory of change.

In the first goal, the focus was on attempting to provide an accurate account and assessment of
the discussions and negotiations that preceded and culminated in the formal merger of the
Palmerston North College of Education with Massey University on 1 June 1996. It was hoped
that, as well as providing the basis for the generation of a useful grounded theory, this report
would also provide what would probably be the first comprehensive “inside” account of events

during the seven years (1989 to 1996) of formal merger negotiations.

In pursuing the second goal, the focus was on identifying and describing major principles that
could be followed in order for organisational change to be successfully implemented. By
focusing on principles, it is argued, maximum mileage can be obtained from the theory which is
generated. While strategies, tactics and techniques are situationally specific, principles, by their
very nature, are general and have the virtue of being universally applicable in a broad range of

diverse situations.

In much of the literature which is reviewed in this study (e.g. Havelock, 1973; Bately, 1989;
Scott & Jaffe, 1989; Brown, 1990; Plant, 1991; Connor & Lake, 1994), many of the
prescriptions for the successful implementation of organisational change have a distinct “recipe”
or “blueprint” flavour about them, carrying the implication that, if the directions are followed
carefully, then all will be well. Unfortunately, the business of organisational change is more
complicated and more varied for this to be the case. A much more “situationally sensitive”
approach is required. The goal of this research is to provide such an approach through the

considered application of a number of basic change principles.

To use a culinary metaphor, the goal is not to produce a recipe that can be followed step by step
with assured results, but, rather, to suggest the basic ingredients that are necessary to create the
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desired product and to leave to the wisdom, skill and experience of the “master cooks’” (i.e.

change leaders) decisions about how these ingredients should be balanced and processed.



In the change literature, support for this “cook book” approach is considerable. Fullan (1997), in
commenting on the complexity of change, declares that there is no “magic bullet” that will
provide the answer to effecting change. He emphasises the fact that change is not a fully
predictable process and argues that we need to better understand the processes involved in
change. The answer, he claims, is not found by seeking ready-made solutions but by “struggling
to understand and modify events and processes that are intrinsically complicated, difficult to pin

down, and ever changing” (ibid:213).
Kanter (1992), presents a similar view when she suggests that:

The appropriate way of thinking about change implementation has less to do with
obeying “commandments” and more to do with responding to the “voices” within
the organisations, to the requirements of a particular situation, and to the reality
that change may never be a discrete phenomenon or a closed book. (ibid:391)

Jick (1993), also points up the complexity of the change process and the limitations of any

“recipe” approach:

There are no sure-fire instructions which, when scrupulously followed, make
change succeed, much less eliminate or solve problems accompanying any change
process. Changing is inherently messy, confusing and loaded with unpredictability,
and no one escapes this fact. (ibid:xiv)

The Price Waterhouse Change Integration Team (1995) give support for a “principle” approach
to change management. They point out that each change situation is unique and from their
experience with hundreds of client assignments there is, they declare, a “finite set of principles

to which one can securely look to achieve a better change.” (ibid:4).

It is the formulation of such a set of principles that the present research has as its second goal.

1.2 The Research Context

The Palmerston North College of Education opened in 1956 as the Palmerston North Teachers
College, a stand alone institution offering a two year non-university programme for prospective
primary school teachers. In 1969, it expanded to a three year programme and the following year
entered into a conjoint relationship with Massey University whereby its students were able to

study for the new Bachelor of Education degree instituted by Massey University in 1969.



Palmerston North is a small provincial city with a current population of around seventy
thousand. The College was located on the west side of the Manawatu River, approximately two

kilometres from the centre of the city.

Massey University, formerly a small agricultural college, is situated on the east side of the
Manawatu River. The former Manawatu University College became a full university in 1964. It
is now organised into four Colleges (Business Studies, Education, Humanities and Science)
which provide both internal and extramural programmes. In 1964, the University had a roll of
just under two thousand. Its present roll, in equivalent full time students (EFTS), is just under
seventeen thousand. It has three main campuses; two in Palmerston North, Turitea and
Hokowhitu, and one in the Auckland suburb of Albany. In 1996 it merged with the Palmerston
North College of Education, in 1999 it merged with the Wellington Polytechnic, and is currently

in the process of merging with the Auckland College of Education.

Following an initiative from the Vice-Chancellor of Massey University, in October 1989, the
University and the College entered into discussions to explore a merger between the two
institutions. On 1 June 1996, with the disestablishment of the Palmerston North College of
Education, the merger was effected and the Massey University College of Education came into
existence. At the time of the merger, the former College had a roll of just under a thousand

equivalent full-time students.

1.3 The Research Questions

In order to address the research goals, specific research questions were formulated.

To achieve the first goal, the provision of an objective, analytical account of the merger of the

Palmerston North College of Education with Massey University, the following questions were

constructed:
1. What were the reasons for the merger?
2. What caused the breakdown of negotiations in 1993?
3l Why were the resumed negotiations successful?
4. What criteria should be used to judge the effectiveness of the merger?
S. What are the barriers to the success of the merger?

To achieve the second goal, the generation of a substantive theory of change, the following

question was asked:



. What are the important change principles that should guide effective organisational

change?

The responses to these two sets of questions provided the foundation for the design of this

research.

14 The Research Methodology

The methodology used in this research involved the use of a qualitative case study design with a
modified grounded theory approach to the collection and analysis of data. In Chapter 4 this
methodology is described in detail.

Using this approach, the researcher had no preconceived hypothesis to test, but entered the field
with an open mind (as much as this is humanly possible) seeking to induce from the data a set of
principles that would facilitate effective organisational change. Through a series of progressive

steps, the data were examined, coded and synthesised into a comprehensive theory.

1.5 The Research Data

The data for the study were obtained from four sources over a period of twelve months during

1997 and 1998. Each source is presented in summary form.

1.5.1 Literature Review

As a basis for the research, an extensive review of the literature relating to organisational

change was undertaken. For ease of access, the viewed material was arranged into two broad

groupings:
(a) organisational change in general; and
(b) mergers, acquisitions and amalgamation.

Three hundred publications were read and summarised on a database for later reference.

1.5.2 Official Records

Relevant excerpts from the records of the Palmerston North College of Education Council, the

Massey University Council, the Joint Steering Committee, the Working Party and the Merger



Implementation Group provided the main source of the “official” details of the merger

deliberations and negotiations.

1.5.3 Key Players’ Recollections

During 1997 and 1998, in-depth structured interviews (Appendix 1) were conducted with thirty-
one of the “key players” who were involved in the merger negotiations. Each interview was tape
recorded, transcribed and returned to the interviewees for the deletion of any statements which

they did not wish to remain on record.

The key players comprised the people who were members of the three major groups involved in
the negotiations, (the Joint Steering Committee, the Working Party and the Merger
Implementation Group) together with the following who had been closely associated with the

merger:
e the Chancellor, Pro-Chancellor, Assistant to the Vice-Chancellor and Registrar
of Massey University during the period of the merger negotiations;
e the Vice-Chancellor during the major period of the merger negotiations;
e the Vice-Chancellor during the latter period of the negotiations;
e the Principal of the University Albany Campus;

e the Deputy Chairperson of the College of Education’s Council during the
period of the merger negotiations;

e a member of the University Council during the period of the negotiations;

e a member of the College of Education Council during the period of the
negotiations;

e a staff representative of the University’s Education Faculty;
e two staff representatives of the College’s academic staff;

e a former Principal of the College of Education.

(A complete list of all those interviewed is contained in Appendix 2).

A year after the interviews, a follow-up questionnaire was administered to the key players

(Appendix 3).



In addition, correspondence was exchanged with two former principals of the College of
Education, the two Members of Parliament in whose electorates sections of the University were

located, and the Minister of Education at the time of the negotiations.

1.5.4 Staff Views And Recollections

During 1997, and as a preliminary to the main data gathering exercise, 81 staff from the newly
constituted Massey University College of Education were interviewed and asked two questions

relating to organisational change, in general:

1. What are the three most important principles change managers should
follow in implementing any change in an institution or organisation?

2. What one important principle is most often violated?

The responses to these questions were hand recorded and subsequently ordered and analysed.

Towards the end of the 1997 academic year, all 205 (equivalent full-time) academic and general
staff of the Massey University College of Education, were invited to complete a questionnaire
concerning some aspects of the merger (Appendix 4). Fifty-nine of the 135 academic staff
(44%), and eighteen of the 70 general staff (26%) responded to the invitation, giving an overall

response rate of 38%.

1.6 The Research Period

On 25 October 1989, the Vice-Chancellor of Massey University formally initiated merger
discussions with a letter to the Principal of Palmerston North College of Education. In this letter
(Appendix 5) the Vice-Chancellor indicated that, subsequent to their recent meeting, where they
had discussed generally the future relationship between the University and the College, he had
concluded that the matter should be pursued. Accordingly, he invited the College to consider the
establishment of a Joint Committee, “to get down to details forthwith... If we cannot then make
progress by about the end of the first term next year we will know that our goals and perceptions

are not the same and that a combined approach probably will not work.” (25 October 1989).
On | June 1996, after a period of negotiations lasting almost seven years, the Palmerston North
College of Education was formally disestablished and the Massey University College of

Education began existence.

The period between these two significant events is the focus of this research.



1.7 The Research Definitions

A number of terms require specific definition in terms of their use in the context of this thesis.

1.7.1 Principles

The word “principle” refers to a guiding idea that informs judgement and action. Expressed in
these terms, “Principles for Effective Organisational Change” can be viewed as *“basic building

blocks” upon which productive organisational change can be built.

1.7.2 Effective

Effective, in the context of organisational change, is defined as that which achieves the goal or

goals it was designed to achieve.

The agreed and publicly stated goal of the discussions between the College and the University
was to effect a merger of the two institutions. With the disestablishment of the College on 1
June 1996 and the establishment of the Massey University College of Education on the same
date this goal was achieved. In terms of effectiveness, as defined in this research, the
organisational change involved can be said to be effective. However, it is important to note here
that this judgement of effectiveness applies only to the research period under discussion, i.e.
1989-1996. Any question of effectiveness of the merger as it occurs in subsequent years, is a

much more extended matter which is outside the scope of this research.

1.7.3 The Merger

In defining the word “merger”, it needs to be acknowledged that the word refers not just to a
single event but to a series of events; also, “merger” is perceived as a process as well as a

product.

The term “merger” is used in this research to refer to those events and activities of the College
and the University that led up to and concluded with the 1 June 1996 disestablishment of the
Palmerston North College of Education and the establishment of the new identity, Massey

University College of Education.



1.8 The Research Presentation

The research report is presented as follows:

1.8.1 Part One: Setting The Scene

Chapter One: Introduction: An outline of the thesis research.

Chapter Two: Effective Organisational Change: What The Literature Tells Us. A synthesis of

relevant change literature.

Chapter Three: Mergers, Acquisitions and Amalgamations: What the Literature Tells Us. A

synthesis of the literature on these three forms of organisational change.

Chapter Four: The Research Methodology. A Grounded Theory Model: A description of the

methodology used in the research.

1.8.2 Part Two: Collecting The Data

Chapter Five: The Merger: What The Official Records Tell us. A summary and analysis of the
merger discussions and negotiations as revealed by the official records of the Councils of
Palmerston North College of Education and Massey University, the Joint Steering Committee,

the Working Party and the Merger Implementation Group.

Chapter Six: The Merger: As The Key Players Saw It. A report on the merger process as
perceived by the key players.

Chapter Seven: The Merger: As The Staff Saw It. The responses of Massey University Coliege
of Education staff to an initial interview about organisational change in general and to a

subsequent written questionnaire about the merger.

1.8.3 Part Three: Telling The Stories

Chapter Eight: The Merger Story: As Analysis Reveals It. The researcher’s overall report of

the merger negotiations.

Chapter Nine: The Wider Story: As A Theory Informs it. Presentation of a principle-based

theory for facilitating organisational change.
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Chapter Ten: Conclusion. A summary of the research project, the methodology revisited and

suggestions for future research.

1.9 The Researcher

When the merger was formalised in June 1996, the researcher had been a member of the
Palmerston North College of Education staff for 24 years, the last fourteen years as the Vice
Principal of the College. In this capacity he was directly and closely involved in the discussions
and negotiations associated with the merger process. He was a member of the three major
merger working parties, the Joint Steering Committee, the Working Party and the Merger
Implementation Group. He was the Co-Chairperson of the Programmes Sub-Committee. He was
present at the meetings of the Palmerston North College of Education’s Council and participated

in a range of College-wide discussions and fora on the merger proceedings.

In the next chapter a synthesis of relevant change literature is presented.
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CHAPTER TWO

Effective Organisational Change:
What The Literature Tells Us

In this chapter a synthesis of change literature is presented using the framework of three

questions suggested by the present study:

@ What are the important characteristics of change?
@ How best can the process of change be managed?

@ What is the role of leadership in this process?

Oliver (1992), in her investigation into the process of change as it related to aspects of the
amalgamation between the University of Waikato and the Hamilton Teachers College, the first
such institutional merger in New Zealand, noted the abundance of literature in this field. “There
appears to be” she observed, “about as many theories of the change process as there are writers
on the subject.” (ibid:10). However, she noted, “Despite the extensive range of literature there
are some broad areas of agreement.” (loc. cit.). Oliver described two broad types of change

theory that appear in the literature: implementation theory and change process theory.

Marks (1996), in her qualitative study of New Zealand pre-service primary education in a
climate of change, notes the large body of literature currently available on change theory and
suggests that a further category of change theory, that of *“change management theory”, be

considered.

Accepting the validity of these observations, the present writer was faced with two problems:

selection and presentation.

First, from this extremely extensive and diverse field of available literature (in the writer’s first
database search, using the keywords “organisational change”, some five thousand entries arose)

a sensible selection had to be made of the writings.
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Second, in view of the wide range of items, a strategy for grouping and presenting this material
had to be found.

Careful reflection and a consideration of the range of possibilities suggested the first problem

could be addressed by the employment of three criteria.

Relevance: the selected literature should be relevant to the area of change under investigation.
A considerable amount of the literature was general in its focus and was only peripherally

related to the present study.

Robustness: the selected literature had to be robust. That is, being of sufficient substance to
warrant serious consideration. Much of the literature failed to meet this criterion, often being

insubstantial and frequently being repetitive.

Recency: the selected literature had to be relatively recent in the sense that it represented the
most advanced understanding of the organisational change process. For the most part the period
of relative recency was taken as the last twenty years, although there were a number of
important exceptions to this judgement (e.g. the works of Lewin, 1952; Halpin, 1967; Beeby,
1968; Toffler, 1971). These criteria provided a manageable way of solving the selection

problem.

The second problem, presentation, though not of equal significance, nevertheless also required
resolution. Rather than attempt to contain the presentation of the literature within the parameters
of broad families of change theory, the literature has been grouped in order to answer three

pertinent questions related to, and suggested by, this particular study:

e  What are the important characteristics of change?
e How best can the process of change be managed?

e  What is the role of leadership in this process?

In response to each of these questions the relevant change theories are presented. By adopting
this method of presentation, it is argued, relevant theories are not forced into artificial or

misleading categories. Such theories can be viewed where they more naturally fit.
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2.1 The Characteristics Of Change

2.1.1 Change Is Inevitable, Pervasive And Powerful

Some of the first observations that can be made about change are that it is inevitable, powerful
and occurs everywhere. The history of mankind is the history of change. “Nothing is permanent

but change.” (Heraclitus).

The influence of change is universal. Nothing, least of all human organisations, is immune to its
power. Fullan (1993) expresses this characteristic well when he observes, “Change is ubiquitous
and relentless, forcing itself on us at every turn.” (ibid:vii). Given this situation, the imperative
to contend with the forces of change is very strong. Fullan, in his influential work “Change

Forces” (loc. cit.), provides useful insights into how best this imperative might best be actioned.

2.1.2 Change Is Self-Perpetuating

Change also appears to have a momentum of its own. Change begets more change and at an
ever increasing rate, in spite of the homeostatic pull towards maintaining the status quo. The
world wide “merger movement”, both in the corporate and educational sectors, provides an

example of this. The following fable illustrates this feature graphically.

The Lily and the Farmer

A farmer had a big pond for fish and ducks. On the pond was a tiny lily. The lily
was growing. It was doubling its size every day.

“Look” said the people to the farmer, “you’d better cut that lily. One day it’ll be so
big it’1l kill all your fish and ducks.”

“All right, all right,” said the farmer, “but there’s no hurry. It's only growing very
slowly.”

The lily carried on doubling its size every day. “Look” said the farmer several days
later, “the lily is still only half the size of the pond. No need to worry yet.”

The next day the farmer was very surprised! (Whitaker, 1993:19).

The influence of Toffler (1971) in alerting us to this characteristic of change has already been
acknowledged (Chapter One, p. 1). More recently, Bainbridge (1997) makes the point with
reference to formal organisations by observing, “Change is moving to the top of the corporate
agenda. Our organisations are being bombarded from every side by pressures for change, be

they social or political, economic or technological.” (ibid:i).
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Providing appropriate responses to these pressures poses one of the most important challenges

of our contemporary society.

2.1.3 Change Is Complex

Change is also very complex. Numerous writers attest to this fact.

From his vast experience, Beeby (1986) declared he had learned that, ““Change is a slow and
ragged process that does not proceed uniformly on all fronts.” (ibid:37) and Conner (1998) also

highlights this characteristic when he notes:

Human transformation is too complex to be described by a rigid set of laws.
Change is not a discrete event that occurs by linear progression; rather it unfolds on
many different levels simultaneously. Instead of relying on hard and fast rules that
can get you into trouble, acknowledge the complexity of change by focusing on...
patterns and principles for your direction. (ibid:10)

Everard and Morris (1990) also point to the complexity of change and contend that, “Few
individuals in organisations appreciate how multi-dimentional change really is; we tend to

espouse a comfortably simplistic notion of it.” (ibid:233).

A similar view is expressed by Williams (1996:237) when he says that change is difficult and

fraught with conflict and uncertainty. Jick (1993) reinforces this view when he declares:

There are no sure-fire instructions which, when scrupulously followed, make
change succeed, much less eliminate or solve problems accompanying any change
process. Changing is inherently messy, confusing, and loaded with unpredictability,
and no one escapes this fact. (ibid:xiv)

Handy (1991), in The Age of Unreason, also highlights the complexity of change when he
emphasises its discontinuous nature. He argues that discontinuous change is all around us and

that we need to realise that there are opportunities as well as problems with this state of affairs.

Gibson (1997) supports this view and contends that, “As our world becomes more complex and
interdependent, change becomes increasingly non-linear, discontinuous and unpredictable.”
(ibid:6). This complexity of change is illustrated by Fullan (1993) when, speaking of

educational change in particular, he declares:

Productive educational change roams somewhere between over control and chaos.
There are fundamental reasons why controlling strategies don’t work. The



underlying one is that the change process is uncontrollably complex, and in many
circumstances “unknowable” (ibid:19)

2.1.4 Change Provokes Resistance

Another very obvious characteristic of change is that, wherever it occurs, it almost inevitably
creates some form of resistance. Elliott-Kemp (1982) highlights this feature when, speaking of

the adaptability of humankind, he notes:

Yet paradoxically, despite the undoubted adaptive characteristics of the human
species in a wide variety of problematic situations and environments from a long
term biological or historical perspective, resistance to change appears to be an
endemic feature of human life: the status quo seems to possess an obvious
rationality which needs no justification - it is change which must be justified, and
justified well. (ibid:1)

This aspect of change, as it relates specifically to organisations, was noted by Schon in the 1971

Reith Lecture. He pointed out that:

Organisations are dynamically conservative: that is to say, they fight like mad to
remain the same. Only when an organisation cannot repel, ignore, contain or
transform the threat, it responds to it. But the characteristic is that of least change:
nominal or token change. (Everard & Morris, 1990:229)

Plant (1987), makes a helpful observation when he points out that resistance to change
essentially comes in two forms, systemic and behavioural. Systemic resistance, he explains,
arises from a lack of appropriate knowledge or information about the change or from the lack of
the appropriate skills to deal with it. Behavioural resistance, on the other hand, describes
resistance as resulting from the reactions, perceptions and assumptions that individuals or
groups make about the proposed change. This distinction, which he describes as cognitive
versus emotional, is useful in that it allows for efforts to deal with change resistance to be more

appropriately directed to the causative factors.

Levels of systemic resistance, Plant notes, will be less if systemic aspects such as information
and communication flows are well attended to in a period of change. Likewise, levels of
emotionally based behavioural resistance will be considerably lower if an atmosphere of trust
pervades the change activity. The crucial importance of creating this atmosphere of trust is

highlighted in the present study (Chapters 8 and 9).
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Within this general resistance rubric, writers have itemised specific trigger points for change

resistant behaviour.

Yukl (1998), in emphasising the fact that change is a common phenomenon for individuals and
organisations, provides a valuable summary of what many have written on this topic. “There
are”, he declares, “at least nine reasons for resisting major change.” (ibid:439). Lack of trust, he

suggests, is the first.

A basic reason for resistance to change is distrust of the people who propose it.
Distrust can magnify the effect of other sources of resistance. Even when there is
no obvious threat, a change may be resisted if people imagine there are hidden,
ominous implications that will only become obvious at a later time. (loc. cit.)

Reasons two and three relate to beliefs that change is both unnecessary and is not feasible. If
people are not convinced that change is necessary or is likely to succeed, then they are likely to
oppose it. Economic threats and the overall personal cost to those concerned are cited as reasons
four and five. “Regardless of how change would benefit an organisation, it is likely to be
resisted by people who would suffer personal loss of income, benefits, or job security.” (loc.
cit.). Reasons six to nine touch on people’s belief in themselves and their place in the overall
scheme of things. They resist change through fear of personal failure in the new situation.
through fear of a loss of status and power, through threat to their values and their ideals and

resentment that the change is an encroachment on their own autonomy.
Yukl concludes his analysis with the comment that:

Resistance to change is not merely the result of ignorance or inflexibility, it is a
natural reaction by people who want to protect their self-interests and sense of self-
determination. Rather than seeing resistance as just another obstacle to batter down
or circumvent, it is more realistic and helpful to view it as energy that can be
redirected to improve change. (ibid:440)

Another feature of change resistance is exemplified by the phases that individuals experience in
reacting to change. Whitaker (1993) outlines the phases that individuals frequently go through

when faced with this intrusion into their lives.

In the first instance there is a reaction of shock; mild in some cases but traumatic in others.
There is disbelief that change is taking place and fear that the individual’s familiar world is
falling apart. When the implications of change begin to emerge the next reaction is one of

withdrawal. “In an attempt to keep the familiar world intact, people search for ways of avoiding
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the consequences of change and struggle to maintain the status quo. At this stage, counter-

arguments will be rehearsed and resistance rationales developed.” (ibid:64).

The third stage is one of acknowledgement; an acceptance of the inevitability of the change.
There comes the realisation that the change is a reality and that the energy required to resist it
will be much greater than that required to *“go with it”. The fourth and final stage is that of
adaptation. This adaptation can take many forms. At one end of the adaptation continuum, a
wholehearted acceptance of the new situation can result while, at the other end, departure from
the situation altogether is the response. Most reaction lies somewhere towards the mid-point of

these extremes.

In outlining these phases, however, Whitaker (1993) makes the relevant observation that:

There is nothing systematic or predictable about this model. In some circumstances
we can move through the phases in a matter of minutes, in other more traumatic
situations the stages can take years to work through and may never be fully
resolved. (ibid:65)

A further related and useful point he makes with respect to change resistance is that change in
itself does not bring with it an imperative for it to be feared and avoided. Rather, as he suggests,
“Change can present new opportunities and exciting prospects. It can focus thinking and

concentrate ambitions. It is through change that some wilder dreams can be realised.” (ibid:68).

Another way of describing this phased response of individuals to change is offered by Morrish
(1976) who sees the adoption of change as best represented by a cumulative S-curve. In this
representation about ten per cent of the given population are seen as “early adopters”, forty per
cent as the “early majority”, forty per cent as the “late majority” and ten per cent as the

“laggards”.

2.1.5 Change Occurs In Defined Stages

Organisations, it is claimed, also react to a change in a series of phases. One of the
characteristics of change that it is important to recognise in this regard is that change “is a
journey not a blueprint” (Fullan, 1997:2), a process not an event, and this process, this journey,

proceeds through a number of definable, characteristic stages.

One of the first to advance this notion was Kurt Lewin (1952) whose force-field model had, and

continues to have, a remarkable influence on all those endeavouring to understand the
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complexities of the change process. In essence, and expressed in very simple terms, Lewin’s
theory consisted of a three-stage concept of change involving the processes of “unfreezing,

restructuring and refreezing”.

In the first stage, the unfreezing-stage, for change to occur, existing patterns and structures have
to be loosened and broken down (i.e. they would be unfrozen) so that conditions for change
become favourable. In the next stage, that of restructuring, with the environment now suitably
receptive, the actual envisaged changes take place. Finally, in the third stage, the refreezing

stage, the changes become established.

While there is a very large body of unquestioned support for this model (e.g. Lippitt, Watson &
Westley, 1958; Gross, Giacquinta & Bernstein, 1971; Huse, 1985; Kilmann, 1989; Miller, 1990;
Plant, 1991; Schein, 1992; Connor & Lake, 1994; Owens, 1995; Yukl, 1998), and it does have a
beguiling, if deceptive, simplicity, it needs to be noted that such unqualified support is not

necessarily warranted.

Rosabeth Kanter (1992), the noted American authority on corporate organisational change, is

one writer who is perceptive and brave enough to say so.

Lewin’s model was a simple one with organisational change involving three stages:
unfreezing, changing, and refreezing. This quaintly linear and static conception -
the organisation as an ice cube - is so wildly inappropriate that it is difficult to see
why it has not only survived but prospered, except for one thing. It offers managers
a very straight forward way of planning their actions by simplifying an
extraordinary complex process into a child’s formula. (ibid:10)

Kanter explains:

Suffice it to say here, first, that organisations are never frozen, much less refrozen,
but are fluid entities with many “personalities”. Second, to the extent that there are
stages, they overlap and interpenetrate one another in important ways. Instead, it is
more appropriate to view organisational motion as ubiquitous and multidirectional.
Deliberate change is a matter of grabbing hold of some aspect of the motion and
steering it in a particular direction that will be perceived by key players as a new
method of operating or as a reason to reorient one’s relationship and responsibility
to the organisation itself, while creating conditions that facilitate and assist that
reorientation. (loc. cit.)

Not withstanding this well directed criticism, Lewin’s work on change has been tremendously

influential and is of undoubted value in highlighting this particular characteristic of change.
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2.1.6 Change Can Be Promoted By Various Means

One final characteristic of change is that it can be effected by a variety of basic strategies. The
classical exposition of this characteristic was presented by Chin & Benne (1971) and still

provides a useful, albeit very general, description of such strategies.

In this model, three approaches to effecting change are postulated. The first, the Rational -
Empirical approach, involves the appeal to the rational nature of the projected change with its
foundation firmly anchored in a sound empirical base. The second, the Normative-Re-Educative
approach, relies on an educative process whereby the majority of those affected by the change
are convinced of its merit. The third, the Power-Coercive approach, as its name suggests, resorts

to the application of power to coerce an acceptance of the projected change.

While this model provides a useful, overall picture of the approaches to effecting change, it
needs to be realised that it over simplifies the situation. The complexity of the change process,
as already noted, defies any such clear cut categorisation and, in actual practice, a blend of these

approaches is more usually what occurs.

2.2 The Management Of Change

Not withstanding the extensive literature relating to the management of change, it is possible to
identify some commonality in the elements that are the focus of most attention. Six broad areas
seem to identify themselves and the separate consideration of each of these suggests a viable

way of sampling the literature in this field.

The areas identified are grouped under the headings of: vision, culture, value, trust,

communication and consultation.

2.2.1 Vision: The Necessity To Establish A Clear Direction For The Proposed Change

The place of vision in the management of change receives considerable attention in most change
literature. It receives similar attention in the present study. The necessity to establish a vision for
any planned change, is something that all change theorists and change practitioners agree is
essential if the change is likely to have any real chance of success. This is eminently logical. As

Pfeffer (1992), when speaking of vision, colourfully observes:
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The first step is to decide on our goals. It is, for instance, easier to drive from
Albany, New York to Austin, Texas if you know your destination, than if you just
get in your car in Albany and drive randomly. Although this point is apparently
obvious, it is something that is often overlooked in the business context. (ibid:29)

666

Jick (1993) makes a similar point, *“‘visions’, ‘visionaries’, ‘envisioning’, are concepts everyone
agrees to be essential to change; indeed common sense indicates that a change must be ‘seen’,

its direction in some way charted, before anything happens.” (Jick, 1993:75).

However, while there is general agreement that, in the change process, visions are an essential
ingredient, this agreement is not as evident when it comes to delineating the specific nature of
this ingredient. A variety of views are espoused about the key elements of useful visions, how
they are best developed and the specific benefits they can bring to those who have them. The

following review presents some of these views.

2.2.1.1 Visions: What are they? What are their key elements?

When considering the key elements of useful visions, all commentators appear to agree that. for
a vision to be useful, it must be stated clearly and in terms that can be readily understood.
Unless it is expressed in such terms and can be clearly understood by all those involved in the
change activity, then its effectiveness will be severely limited. Somewhat trite, though this
observation may at first appear, its importance should not be underestimated. Many change
enterprises have failed to gain momentum through the failure to explicate what the change was

seeking to obtain.

Further, it is generally agreed that, to facilitate this objective of clarity, visions should be
expressed as simply as possible. Yukl (1998), in acknowledging that, “Vision is a term used

with many different meanings, and there is widespread confusion about it.” (ibid:443) declares:

A vision should be simple and idealistic, a picture of a desirable future, not a
complex plan with quantitative objectives and detailed action steps... Finally, a
successful vision should be simple enough to be communicated clearly in five
minutes. (loc. cit.)

While not all would agree with this rather restricted and specific time frame, the general
sentiment of simplicity seems to have widespread acceptance. To be effective, a vision needs to

meet the dual criteria of clarity and simplicity.
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As well as being clear and simple, useful visions also have to strike a balance between being so
general that they are no more than a pious hope and so specific that they prove to be an
unworkable strait-jacket. About what this balance should be there is much less agreement. Some
writers argue that visions should be very specific and give detailed indications of what is being
envisaged and how it is to be obtained. Hensey (1995) takes this view. The vision, he claims,
“needs to be shared and supported by the vision community. The vision will be most useful

when it’s specific and detailed.” (ibid:26).

Others, however, suggest that visions should be less like blueprints and more like general travel
guides, documents which inspire travellers and lay before them a whole range of exciting
possibilities. Newton and Tarrant (1992) take this view. Visionary objectives, they claim, are

frequently looked upon as too theoretical, unattainable or abstract but, they declare:

They have led individuals and organisations to some remarkable accomplishments.
They have the power to inspire and spur by providing a vivid picture of what a
team is trying to achieve, an image of what it stands for, challenge and excitement
as well as a common direction for its activities. (ibid:81)

A number of others present more “middle-of-the road” views. Kotter (1990) provides a fair

representation of such views when he says that:

A vision is not something mystical or intangible but is simply a description of
something (an organisation, a corporate culture, a business, a technology, an
activity) in the future, often the distant future, in terms of what, in essence, it
should become. Typically, a vision should be specific enough to provide real
guidance to people, yet vague enough to encourage initiative and to remain
relevant under a variety of conditions (ibid:36).

This seems sensible advice although it is the striking of this balance that is the difficult task.

As well as being sufficiently specific, clear and simply expressed, visions, according to some
writers, need also to be flexible. Fullan (1992) emphasises this aspect. He makes the point that
visions should always be provisional and that, should circumstances indicate that they need to
be modified then, this modification should happen. Sometimes visions, “maps of change”, are
faulty, in which case they need to be modified or discarded. As he succinctly observes, “It’s
hard to get to a destination when your map doesn’t accurately represent the territory you
traverse” (ibid:745). The critical question, he suggests, is not whether visions are important but,

how can they be shaped and reshaped given the complexity of change.
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Visions die prematurely when they are mere paper products chumed out by
leadership teams, when they are static or even wrong and when they attempt to
impose a false consensus suppressing rather than enabling personal visions to
flourish. (Fullan, 1993:30)

To Fullan and others, visions, to be useful, must retain their flexibility. Just as it is important to
have visions, so is it important not to be blinded by them. The retention of flexibility guards

against this possibility.

Another generally agreed key element of visions is their ability to inspire. Reference to this
property occurs in various terms. Senge (1994), speaking of visions, says, ‘“Visions are
exhilarating. They create the spark, the excitement that lifts an organisation out of the
mundane.” (ibid:208). Yukl (1998) says they should be challenging and Whitaker (1993)
declares that, “A vision, needs to be seen as a calling rather than simply a good idea. Shared
visions can uplift people’s aspirations, create sparks of excitement, compel experimentation and

risk taking and increase the courage to succeed.” (ibid:70).

This inspirational property of visions is far more likely to become a reality if the vision is
shared. All writers seem agreed on this point. Senge (1994) suggests that, “A shared vision is
the first step in allowing people who mistrusted each other to begin to work together. It creates a
common identity.” (loc. cit.) He points out that a shared vision fosters genuine commitment
rather than compliance and this occurs when individual “pictures of the future” are unearthed

and translated into one collective vision.

Kanter (1992) expresses similar sentiments when she declares that, “One of the first steps in
engineering change is to unite an organisation behind a central vision.” (ibid:306). Fullan
(1993), likewise, stresses the importance of having shared visions but notes that such visions,
“must evolve through the dynamic interaction of organisational members and leaders” (ibid:28).
When this happens, and this takes time, a powerful synergy for successful change is created. As
Nanus (1992) expresses it, “There is no more powerful engine driving an organisation toward
excellence and long-range success than an attractive, worthwhile, and achievable vision of the

future, widely shared.” (ibid:3).

Finally, as well as being clear and simple, balanced between specificity and generality, flexible,
inspirational and shared, effective visions need to be realistic. Useful visions have to be more
than utopian dreams. They have to be based on reality with a “reasonable” chance of coming to

fruition. Most writers accept this requirement.
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The vision should be challenging but realistic. To be meaningful and credible, it
should not be a wishful fantasy, but rather an attainable future grounded in the
present reality. The vision should address basic assumptions about what is
important for the organisation, how it should relate to the environment, and how
people should be treated. (Yukl, loc. cit.)

Nanus (1992), “Quite simply, a vision is a realistic, credible, attractive future for your
organisation” (ibid:8) and Kanter (1983), similarly declares that, in addition to being
inspirational, visions that drive change must be realistic, based on an assessment of the

particular circumstances that prevail at the time.

2.2.1.2 Visions: How are they best developed?

An examination of the literature on this question reveals a polarisation of views. On one hand,
those writers favouring a more traditional approach suggest that the responsibility for vision
generation rests solely with the leaders of the change whose task it is to formulate the vision and
to work to ensure that as many people as possible accept it. On the other hand, there are those
who advocate a different approach. This view says that, essentially, the vision for change should
largely come from those who are going to implement it and be affected by it, with the leaders

acting more in the role of catalysts and co-ordinators.

The former view is expressed by Newton and Tarrant (1992) who argue that if changes are
going to be successful in an organisation, then whoever is driving them needs a clear vision of
where they are going and this involves having a clear plan of attainable and short term or

intermediate objectives which are worked out in some detail against a clear time span (ibid:86).

This position also finds favour with Nanus (1992) who is quite clear about the role leaders have
to play in this matter. The responsibility for establishing a vision for an organisation clearly

rests with them.

There is no mystery about this. Effective leaders have agendas; they are totally
results oriented. They adopt challenging new visions of what is both possible and
desirable, communicate their visions, persuade others to become so committed to
these new directions that they are eager to lend their resources and energies to
make them happen. (ibid:4)

Morton (1991) expresses a similar view when he declares that it is the responsibility of top
management to provide a clear vision for the organisation and to delineate the steps to the

realisation of that vision.
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The contrary view is that, while leaders have an important part to play in helping build visions,
their role is more that of facilitators than directors. Visions need to arise from the collective
enterprise of all those involved in the change. In this respect, the views of Senge (1990) are

broadly representative of those holding to this position.

Senge maintains that collective vision-building is a reinforcing and essential process. If people
are not allowed to have their own vision and contribute to a shared vision, then “all they can do

is to ‘sign up’ for someone else’s.” (ibid:211). He points out that:

Today, “vision” is a familiar concept in corporate leadership. But when you look
carefully you find that most “visions” are one person’s (or one group’s) vision
imposed on an organisation. Such visions, at best, command compliance - not
commitment. A shared vision is a vision that many people are truly committed to,
because it reflects their own personal vision. (ibid:206)

Whitaker (1993) strongly supports this stand and makes the point that the generation of visions
is not a uni-directional process. Rather it is a two-way top-down and bottom-up activity with
input coming both from the leaders and the led. As he puts it, “Shared vision can never be
‘official’, it needs both to bubble up the organisation as well as to filter down, connecting

personal vision in an elaborate tracery of ambition and purpose.” (ibid:70).

Further support for this approach comes from Fullan (1993) who, while supporting the notion
that visions need to be collaboratively developed and not imposed unilaterally, puts forward the
interesting proposition that visions should not lead the change process but, rather, should
develop later. He claims that in place of the usual “Ready, aim, fire” sequence for planned
change the command should read “Ready, fire, aim” with the aim, the vision, following, rather

than preceding, much of the change process activity. As he puts it:

Visions come later for two reasons. First, under conditions of dynamic complexity
one needs a good deal of reflective experience before one can form a plausible
vision. Vision emerges from, more than it precedes, action. Even then it is always
provisional. Second, shared vision, which is essential for success, must evolve
through dynamic interaction of organisational members and leaders. This takes
time and will not succeed unless the vision-building process is somewhat open-
ended. Visions coming later does not mean they are not worked on. Just the
opposite. They are pursued more authentically while avoiding premature
formalisation. (ibid:28)

Although at first glance such a stand may appear a little overstated, (in the literal sense firing

before one aims usually does not result in a high level of accuracy) the point is well made. In
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developing visions collaboratively, a certain caution against premature closure is well

warranted.

2.2.1.3 Visions: What benefits do they have ?

Clearly the major benefit that visions have is that they provide some direction for the change
which is sought. As Millett (1977) observed some time ago, “One cannot draw a road map

without knowing in advance where one is going.” (ibid:47).

In addition to providing the direction for change, visions have a number of other benefits. Nanus
(1992), in pointing out that effective visions inspire and encourage commitment, highlights the
motivational aspects of visions. The right vision, he declares, “is an idea so energising that in
effect it jump-starts the future by calling forth the skills, talents, and resources to make it
happen”. (ibid:8).

He proceeds to point out that, not only do good visions have energising value, but they also give
valuable focus to the change activities. Good visions, he says, prevent people being
overwhelmed by immediate problems because they help distinguish what is truly important
from what is merely interesting. By acting in this way, they greatly assist in bringing attention

to things that really matter and not to matters that are essentially peripheral. (ibid:30).

Similarly, Covey (1994) notes that the passion of a shared vision enables people to transcend the
petty, negative interactions that inevitably arise with change and which consume so much time

.

and energy. Other writers make similar comments. Land and Jarman (1992) note that, “a
forceful vision focuses the energies of the entire organisation.” (ibid:25) and Huse and

Cummings (1985) point to the value of vision as a means of energising commitment.

Finally, effective visions not only provide the inspiration and direction for a change but they
also, and very importantly, plot some of the steps that need to be taken in order to ensure that

the desired destination will be reached.

Pfeffer (1994), in reiterating the obvious point that “It’s hard to get any where if you don’t know
where you are going” (ibid:57) strongly suggests that, for successful change, visions need to.
“guide the tactical decisions and provide a framework for the organisation as it proceeds.” (/oc.

cit.).



26

This role of visions, in providing guidance for the process as well as the product of the change,
is highlighted also by Prahalad (1997). Companies in a state of change, he declares, need to
work on their vision and in the process, “identify the migration path that will take them to that

future and then start to follow it.” (ibid:65).

2.2.2 Organisational Culture: A Recognition Of The Vital Role Played By The Culture
Of An Organisation When Any Change Is Contemplated

2.2.2.1 Recent Recognition Of The Importance Of Culture

The recognition that the culture of an organisation has a vital role to play in the process of
change is relatively recent. Change literature deals extensively with this element but this was
not the case one or more decades ago. In 1984 Peters and Waterman (1984) in their influential
publication, /n Search Of Excellence observed that, “The business press, starting sometime in
1980, has increasingly used culture as a metaphor of its own” (ibid:105). They went on to say
that, “Now the word seems to pop up more and more frequently in business journalism.” (loc.
cit.). Pritchard (1986) also noted the increasing attention being paid to the role of culture in the

change process, pointing out that:

This move into exploring the “softer” areas of organisation such as style or culture,
and regarding them as important mediators of organisational effectiveness is, of
course, a current debate with many of the traditionally “harder” oriented
management consultants, and there have been numerous writings on the subject.
(ibid:135)

Hassard and Sharifi (1989) made a similar observation several years later. They noted that. “In
recent years management theory has discovered a new buzz-word, culture.” (ibid:4) and they
suggested that this concept was. for the 1980’s, what “strategic planning” was for the 1970’s.
Farmer (1990) also observed that organisational culture had only recently emerged as an

important field of study. (ibid:8).

Now, however, culture is no longer a buzz-word. Its importance as a crucial element in the
change process is firmly established, although, it must be noted, that, while this importance is

acknowledged, the response to it does not always do justice to this acknowledgement.

2.2.2.2 What Is This Thing Called Culture?

While the importance of the concept of culture, as it relates to organisational change, is now

well recognised and agreed, just what the term means and how it is best handled, receives far
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less agreement. Bainbridge (1997) suggested that, “Culture tends to be one of the most
misunderstood areas of change, with as many different opinions offered as there are

organisations where cultural change has been attempted.” (ibid:129).

He highlights this variety of opinions by comparing on the one hand those who talk rather glibly
about culture, as if it is a distinct task that can be outlined, specified, planned and then carried
through until a particular end point is reached with, on the other hand, those who believe that all
that is required is a slight change in thinking and the adoption of a few new slogans or corporate

values. (loc. cit.).

Covey (1995) expresses similar sentiments when he declares that most executives don’t really
understand the true nature of organisational culture and, consequently, have no appropriate way
of changing it. This picture is developed by Stoll and Fink (1996) who agree that culture,

because of its largely implicit nature, is elusive and hard to define. (ibid:81).

Although these commentators rather overstate the case, and although there are many elements in
common, there is undoubtedly quite a wide range of views on the meaning of the term
“organisational culture”. (In this review of the literature, 48 writers proffered different
definitions of the term and made suggestions as to how the matter should best be addressed, e.g.
Bennis, 1997; Plant, 1991; Jenlink, 1996; Connor, 1998; Fullan, 1997; Kashner, 1990; Wilkins.
1989; Peters & Waterman, 1984). At one end of the definition spectrum, simple, one line

definitions are offered, while, at the other end, much more detailed descriptions are given.

Reasonably representative of the simple end of this continuum is the definition by Corbett and
Rossman (1989). For them culture is simply, “the way things are done around here: how people
define their work, roles, and relationships.” (ibid:182). Hensey (1995) defines culture in a very
similar way and says it represents how people behave, fecl, decide and respond to events almost
automatically. The definition offered by Evans (1998) goes further and suggests that culture is
the shared norms and expectations that govern the way people approach their work and interact

with each other.

While these definitions are acceptable in that they point to some of the important elements of
culture, (that culture is reflected by what people do and the way they react to events and that it
involves the customary beliefs and shared values that are at work) they are quite limited in
providing a clear and detailed picture of what is involved. Definitions towards the other end of
the spectrum overcome this deficit. That advanced by Huse and Cummings (1985) comes into

this category:
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Corporate culture is the pattern of values, beliefs and expectations shared by
organisation members. It represents the taken-for-granted and shared assumptions
that people make about how work is to be done and evaluated and how employees
relate to each other and significant others. (ibid:350)

Schein (1992) adds to this definition by listing ten elements of culture: language, group norms,
espoused values, formal philosophy, rules of the game, climate, embedded skills, habits of
thinking, mental modes, shared meanings and root metaphors. He also provides a very useful
way of viewing culture by suggesting three levels (the artefacts, the espoused values and the
basic underlying assumptions) which make their distinctive contribution to the overall picture.
(ibid). This much more detailed exposition is very helpful in providing the definitional precision

Bainbridge (op. cit.) and others complain is lacking in this area.

Other writers contribute to finer definitions. Connor and Lake (1994) consider that culture
represents the unwritten, feeling part of an organisation and provides members with a sense of
organisational identity. Through this identity comes commitment to a common set of values and

beliefs.

The informal nature of an organisation’s culture is stressed by Burmnes (1992) who notes that
informal rules, patterns of behaviour and communication, status, norms and friendships are
created by people to meet their own emotional needs and these together exert a powerful
influence over all those involved. He suggests that ultimately these informal elements of culture

are more significant than the formal structure and procedures of the organisation.

A similar observation is made by Deal and Kennedy (1988) who assert that values are the
bedrock of any corporate culture. Paradoxically, however, they are not *“hard”, like
organisational structures, policies and procedures, but “soft” in the sense that they are normally

unwritten and not subject to formal approval or publication.

Kilmann and Kilmann (1989) provide further support for this view of organisational culture
when they describe it as, “The invisible force behind the tangibles and observables in an
organisation, a social energy that moves people into action.” (ibid:49) and they make an
interesting comparison between culture and personality, suggesting that the former is to the
organisation as the latter is to the individual, “a hidden yet unifying theme that provides
meaning, direction and mobilisation” (loc. cit.). This is a very useful reminder of the nature and

power of this often elusive force.
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2.2.2.3 Implications For Change Management

The literature on this aspect of organisational culture is extensive and focuses on three main
areas: the need to discover the existing culture of an organisation, the need to distinguish those
aspects that need to be retained and, most importantly, the need to decide how to change that
which needs to be changed. This is a task of considerable magnitude; a task which is not easy

and one which needs to be handled with considerable sensitivity.

Marsh and Beardsmore (1985) note that changing a strong culture to meet new circumstances is
a major undertaking but is essential if positive change is to be effected. They liken culture to a
flywheel that stores up enormous amounts of corporate energy. To change the direction of this
flywheel requires overcoming the wheel’s inertia and this, they point out, is an expensive and

energy-sapping exercise. (ibid:69).

Deal (1986) points to the necessity of first understanding the depth of an organisation’s culture
as a prerequisite for learning how to action any move from the status quo. From this learning
comes an understanding of what is, and what is not, susceptible to change. (ibid:33). A similar
view is presented by Connor and Hughes (1988). They suggest that those who are successful in
implementing change are those who understand the importance of managing an organisation’s
culture as a strategic resource. By doing this, the desired change can be positioned, ‘“‘so that it is
driven, not impeded, by the beliefs, behaviours and assumptions of the people affected.”

(ibid:17).

The difficulty of changing the culture of an organisation is highlighted by Huse and Cummings
(1985) who explain that, “Corporate culture tends to be so pervasive and taken for granted that
it is extremely difficult to change.” (op.cit:356). They note that people hold tightly to their
values and beliefs and find difficulty in questioning them or considering the possibility that they
may have to relinquish them. Because corporate culture tends to remain outside of conscious
awareness, it is extremely difficult to access. Kotter (1997) makes the same point when,
speaking of dealing with an organisation’s culture, he observes, “The thing that makes all this so
tricky, of course, is that values and norms are invisible, and actions to reinforce them occur

subconsciously.” (ibid:166).

In attempting to bring about change, it is essential, as Hensey (1995) points out, (op.cit:29) to
recognise that culture is the phenomenon, or conceptual glue, that holds organisations in their
current modes. The solution is to look for ways to temporarily reduce the adhesive power of this

glue so that it can be re-applied just as effectively in the changed circumstances.
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When trying to do this, however, when trying to loosen the power of this “cultural glue”, many
of those responsible for bringing about organisational change unfortunately fail to recognise the
power that culture exerts over an organisation and, as a result, they frequently bring about quite
disastrous consequences. As Wilkins (1989) noted a decade ago, “Too many managers have
tried to change their organisation’s culture and have succeeded only in destroying the character
of their organisation”. (ibid:xi). In such cases quite clearly it is not only the bath water that has

gone down the proverbial plughole but the organisation as well!

Managing an organisation’s culture, Deal and Kennedy (1988) affirm, is difficult and requires a
great deal of skill, commitment and courage. However, they say, “The difficulty of managing
culture pales, ...by comparison with the problems of changing culture.” (ibid:155.). Change,
they point out, always threatens the culture of an organisation. Members of the organisation
form strong attachments to the organisational rituals, the shared values and beliefs and the
unwritten social networks of the organisation. Change challenges these attachments and strips

them bare, leaving those involved, “confused, insecure and often angry.” (ibid:157).

This difficulty in changing an organisation’s culture, and the associated distress that invariably
accompanies the attempts to do so, is also highlighted by Schein (1986). He points out that,
once a shared set of basic assumptions is formed and acted upon in an organisation, this can
serve as a cognitive defence mechanism both for the individual members of the organisation and
for the organisation as a whole. As a result of this, he declares, culture change, “is therefore,
difficult, time consuming and highly anxiety provoking.” (ibid:27). This fact, he stresses, is

particularly relevant to those who set out to change the culture of an organisation.

Almost inevitably the difficulty in addressing the anxiety and distress that accompanies a
change in an organisation’s culture will be compounded by the resistance that members of the
organisation wili mount to stall or subvert such an occurrence. A number of writers offer some

useful commentaries on how this problem can be addressed.

Fullan (1992) makes the telling comment that a negative culture will always overcome
individual enthusiasm. He stresses the point that it is necessary to work through the discomfort
of change before any real change is possible. He observes that things hardly ever go easily
during change efforts and it is necessary to recognise this. Rather than ride over the resistance
that individuals have to any changes to their culture, it is much more productive to acknowledge
its legitimacy and work with it, rather than against it. Failure to do this will simply convert such
resistance into subversion and drive it underground where it is much more difficult to handle.

Sensibly, he notes that, “It is usually unproductive to label an attitude or action ‘resistance’. It
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diverts attention from real problems of implementation, such as diffuse objectives, lack of

technical skill, or insufficient resources for change.” (Fullan & Miles, 1992:748).

Farmer (1990) adds to this picture by noting that meaningful change is neither superficial nor
cosmetic but it is something which impinges deeply on the lives of all those concerned. It
involves redefining the corporately held values and beliefs of the organisation and transforming
the whole organisational culture. He suggests that, in dealing with this situation, it is necessary
to understand the nature of the resistance that invariably arises with any *attack” on an
organisation’s culture. The effective leader, he notes, “understands that much of the resistance
to an innovation usually arises more as a result of a perceived threat to the organisation’s culture

than as a reaction to the substance of the change.” (ibid:8)

Kotter (1997) makes the telling observation that you cannot ignore an organisation’s culture, it
is there anyway. What needs to be done is to, “Create a culture that will facilitate change, rather

than act as an anchor.” (ibid:167).

In addition to being difficult, upsetting and resistance provoking, attempts to change an

organisation’s culture are also usually time consuming. Numerous writers attest to this fact.

Wilkins (1989) observes that, “Unfortunately, organisational culture usually takes some time to
change. Hence, hard lessons about failure and success have been slow to come clear.” (ibid:xi).
Hopkins et al. (1997), much more recently, make the same point and declare that, “The process
of cultural change is also not a ‘one-off’ as implied by the notation, but evolves and unfolds
over time.” (ibid:269). Dealing with the same issue, Conner and Hughes (1988) make a relevant
observation concerning the time required to change the culture that operates in educational
institutions of higher learning, “The higher education culture is particularly strong and steeped
in a rich historical tradition. Change tends to come slowly because of the traditional committee

structures and consensus building process inherent in the culture.” (ibid:17).

The challenge, they point out, is for the relevant administrators to find ways of maintaining the
values that underlie the structures and process of the institutions at the same time as bringing

about the desired changes. This again is a task of some magnitude.

Morgan (1993) has some pertinent observations to make about organisational culture in generai
and he speaks of it as “the culture metaphor”. This metaphor, he argues, has considerable value
in that it “directs attention to the symbolic or even ‘magical’ significance of even the most

rational aspects of organisational life.” (ibid:39). This metaphor also points to the function of
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culture as the “corporate glue” holding organisations together and, “it opens the way to a
reinterpretation of many traditional managerial concepts and processes.” (ibid:40). Finally, the
metaphor highlights the need to treat all organisational cultures individually as, “Attitudes and
values that provide a recipe for success in one situation can prove a positive hindrance in

another.” (ibid:41).

Too often, Morgan (1993) argues, management theorists view culture as a distinct entity with
clearly defined attributes. Such a view, he asserts, is unduly mechanistic, giving rise to the
mistaken belief that culture can be manipulated in an instrumental way. He concludes his
insightful analysis with the waming. “An understanding of organisations as cultures opens our
eyes to many crucial insights that elude other metaphors, but it is unlikely that these insights
will provide the easy recipe for solving managerial problems that many writers hope for.”

(ibid-43).

2.2.3 Value: An Awareness Of The Importance Of Valuing, Respecting And Attending
To The Human Face Of Change

Change literature dealing with the culture of organisations has its focus on the network of
interrelationships that pervade the organisation as a whole. The literature dealing with the
“human faces of change”, the valuing aspect of change, focuses, on the other hand, on the
individuals in the organisation. They are part of the total organisational culture but are viewed

as people in their own right.

As the term is used in this study, *“valuing” refers to the importance and attention given to
placing value on all the individuals in an organisation and attending genuinely to their
multifarious desires, needs and potential contributions. It refers to all those actions that accord
due respect to each individual whatever their circumstance, values or beliefs. This aspect of
change management finds various but frequent forms of expression in the change literature and

there is almost total agreement about its crucial role in the change process.

Speaking of people in an organisation, Covey (1997) points out that they are in fact the most
valuable asset an organisation can have. To make use of this asset, it is necessary to encourage
them to believe in themselves, to feel that they are valued and to accept that what they do really
counts. In a period of change, people don’t want to be regarded by the organisation as faceless

units, they want to feel that they have a meaningful and appreciated part to play in the process:
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They don’t want to be “used” by the organisation like victims or pawns. They want
to have stewardship over their own resources. They want to feel that they are
making a personal contribution to something meaningful and that’s when you get
real motivation and fulfilment. (ibid:37)

Failure to do this, failure to value people for what they are and for what they individually
represent, leads to what Covey (ibid) describes as a “vertical organisation”; an organisation that
fuels elitism and arrogance and fails to capitalise on the most valuable resource that it has
available at its organisational doorstep. He is not alone in highlighting the crucial importance of
nurturing and placing high value on the people who individually and collectively comprise any

organisation’s corporate body.

Marks (1998) points to the need for change leaders to be sensitive to the needs of their human
resources and to the importance of human resources management and development in any
change process (ibid:13) and Farmer (1990) declares that, “The ability to understand and
respond to the human dimension of change is ultimately the determining factor in implementing
and sustaining successful change.” (ibid:7). Similarly Kriegel and Brandt (1997) declare that
people are the “gatekeepers of change” with the power to breathe life into a new programme or
to kill it. From their experience, they believe that, “Management consultants who deal with
companies in transition know that the ‘people’ part of change is critical and that it is most often
overlooked and undervalued.” (ibid:5). Kanter (1983) also acknowledges the importance of
people and the talents and contributions of individuals to a company’s success and notes,
somewhat wryly, that in times of change, “People seem to matter in direct proportion to an

awareness of corporate crisis.” (ibid:1).

The respect that individuals in an organisation receive as an outward manifestation of the value
in which they are held is the subject of considerable comment in the literature. In their
influential study of 75 leading American business enterprises, Peters and Waterman (1984)
quoted IBM’s chief, Thomas Watson, as saying, “IBM’s philosophy is largely contained in three
simple beliefs. I want to begin with what I think is the most important: our respect for the
individual. This a simple concept, but in IBM it occupies a major portion of management time.”

(ibid:15).

These writers observed that the message that came through most strongly in all the studies that
they reviewed was that people like to be respected, to think of themselves as winners, as being
valued for whatever contributions they could make. They concluded that there was, “no reason

why we can’t design systems that continually reinforce this notion.” (ibid:57).
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Harrison and MaclIntosh (1989) add to this picture by pointing out the responsibility
management has to accord respect to those whom they are managing and to be sensitive to the
needs and concerns of all those involved. They declare that management, “does not and should
not imply the naked exercise of power, nor the subservience of anyone managed.” (ibid:49) but

rather requires a sensitivity to individual needs and the respect for human values.

This view is strongly reinforced by Fullan and Miles (1982). They are unforgiving in their
criticism of those who disregard the human face of change and fail to respect the dignity and

worth of those most directly affected. Quite categorically, they declare:

When those who have power to manipulate changes act as if they have only to
explain and when their explanations are not at once accepted, shrug off opposition
as ignorance or prejudice, they express a profound contempt for the meaning of
lives other than their own. (ibid:749)

In speaking of organisational change, Bumes (1992) notes that, in the new forms of
organisations that are emerging, the message being transmitted is that, for organisations to
survive, they will need to treat their employees in a more responsible and human fashion than
has been the case in the past. Employees will need to be respected and seen as capable of
making substantial contributions to the growth of the organisation. This, he observes, is in fact

what successful organisations already do.

A cherished principle of the excellent companies is that they treat their workers
with respect and dignity; they refer to them as partners. This is because people,
rather than systems or machines, are seen as the primary source of quality and
productivity gains. (ibid:61)

Directly related to the need to value and show respect for those undergoing the anxieties and
upheavals invariably associated with organisational change, is the need to demonsirate that, as

individuals, they are genuinely cared for. Again, a number of writers highlight this point.

Peters and Austin (1985) maintain that caring is not a footnote to any organisation’s success, but
is at the very heart of it. In their observations of organisations across the United States, thev
found that caring, manifest in a host of different ways, was central to all positive outcomes.
Marshall (1985), when asked what was the essential element any successful leader of an
organisation must have, replied, “I think it can be reduced to one word and a rather simple one
at that: caring.” (ibid:59). He observed that, when people believe that those leading an
organisation are emotionally committed to them then they will go to great lengths, even

extremes, to get done what is necessary. Also stressing the importance of all people in an
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organisation feeling that they are cared about, and for, is Kotter (1997). In considering the core
characteristics of healthy organisational cultures, he declares that the management group must,
“deeply, honestly, and sincerely value the various players in the corporate drama.” (ibid:167)
and this value must find expression in the care that is extended to all of the players, not just

those at the top.

Apart from the ethical imperatives to consider the human dimensions of organisational change,
there are also very strong instrumental and pragmatic reasons for doing so. Argyris (1971),
some time ago, recognised this fact and pointed out that, if little attention is paid to the human
beings in an organisation, then there is a high cost to be paid in practical terms. (ibid:138). More
recently, Blanchard and Johnson (1989) make the same point. They declare, from a simply
pragmatic point of view, it pays to treat people well. To value them, to catch them doing
something right and to reward them ensures their maximum co-operation. Quite simply, they
say, “People who feel good about themselves produce good results.” (ibid:19). A similar
observation is made by Strazewski (1997). He notes that people generally crave personal
recognition and a sense of achievement. If they are valued and their contributions appropriately
acknowledged then, not only the person themselves, but the organisation as well, benefit
considerably (ibid:115). Fullan (1985) adds to this with the telling observation that, “Nothing is
more enticing than the feeling of being needed, which is the magic that produces high

expectations.” (ibid:240).

Jick (1993) makes a pertinent observation concerning the importance of placing high regard on
the personal well-being of all those involved in any organisational change. He notes that
introducing change in an organisation is both an exciting and formidable adventure and that the
lives of many are deeply affected. Unfortunately, however, he observes, very frequently the
psychological effects on those closely involved are not taken into account and the results are
often very difficult to deal with, and are certainly counter-productive to the orgaiisation’s desirc
to bring about positive change. (ibid:6). A similar observation is made by Kanter (1990). She
refers to the “emotional leakage” that occurs during a period of change and the undesirable
consequences, some quite bizarre, that frequently accompany this leakage. She rightly
comments that any change consurnes emotional energy, especially if the change is perceived
negatively, and notes that often little is done to deal with this situation, “Managers are so
focused on the tasks to be done and decisions to be made that they neglect or ignore the
emotional reactions engendered by the change. But the reactions leak out anyway, sometimes in

unusual behaviour.” (ibid:63).
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The overall message from the literature on this aspect of change is clear and unequivocal. A
sensitive understanding of the human face of change is essential for the success of any

organisational change. Organisations which ignore this “truth” do so at their peril.

2.2.4 Trust: The Imperative To Establish A Sound Basis Of Trust To Underpin Any
Change Activities

Of all the elements focused on in the change literature under review that of trust would be the
one about which there is the greatest agreement. Although stated in a variety of ways, all writers

speak of the imperative to establish a sound basis of trust to underpin any organisational change.

Bennis and Nanus (1985), who have a great deal to say about trust, point to its crucial

importance, suggest that, like leadership, it is hard to describe, and even harder to define:

We know when it is present and we know when it is not, and we cannot say much
more about it except for its essentiality and that it is based on predictability. The
truth is that we trust people who are predictable, whose positions are known and
who keep at it. (ibid:44)

Nevertheless, definitions of trust are attempted and do provide useful baselines from which to
operate. Handy (1993), who also has much of value to say about trust, and about change in
general, explains that by trust he means consistency and integrity, the feeling that a person and
an organisation can be relied upon to do what they say, come what may (ibid:116). While this
definition touches on some elements of what the term can be taken to mean it is somewhat

skeletal. A more comprehensive definition is offered by Codd (1998) who sees trust as:

a term that refers to a relational condition existing between people in a given social
context. It is an attitude or disposition from which people will act towards each
other in particular ways. These ways of acting and relating will presuppose
principles such as faimess and respect for persons and will entail virtues such as
honesty (or veracity), friendliness and care. (ibid:11)

One of the features of organisational change is that, at the point of change, it is quite common
for a loss of this “relational condition” to occur. The writers from the Manchester Open
Leamning Team (1993) observe that, “It is not unusual for staff to exhibit a lack of trust when
changes are being introduced.” (ibid:49) and that the factors leading to this mistrust might
include the belief that management are up to something; that something is being planned which
is going to adversely affect them and they are deliberately being kept in the dark about it. The

importance of trust, they affirm, can never be overstated.
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Covey (1992) is one of many who give full support to this affirmation. For him, trust is, “the
emotional bank account between two people” (ibid:31); the foundation principle that holds all
relationships together. It is this relationship that enables people to have what he describes as a,
“win-win performance agreement” (loc. cit.). He makes the useful point that trustworthiness
precedes trust, and this precedes empowerment, which, in turn, leads to quality. It is this trust, or
lack of it, he maintains, which is at the root of success or failure in business, industry, education,

government, or whatever. Again, organisations which ignore this “fact” do so at their peril.

He also highlights the very important relationship that exists between trust and control in an
organisation by asking, “How are you going to get people empowered if you don’t have high
trust?” (ibid:37). When there is low trust in an organisation a great deal of control has to be
exercised. The less trust, the more control required. The more trust, the less control and the

greater likelihood of genuine empowerment of all those engaging in the change process.

Further, trust is something which is never given unreservedly and can never be taken for
granted. Bennis and Townsend (1997) observe that trust, especially today, does not come easily
and is something that is not given but must be eamed. “CEOs who believe that trust comes
automatically, along with the perks, salary and power, are in for some rude surprises.”
(ibid:155). They assert, “Trust binds leaders and followers together, and cannot be bought or
mandated.” (ibid:61). Greenleaf makes a similar point when he suggests that leaders need to
elicit the trust of their followers and this doesn’t happen unless the followers have confidence in
the leaders’ values and competence (Greenleaf, 1991:16). Likewise, Marshall (1985) declares
that, “Leadership is not a granted privilege. It is rather a specific trust with continuing
obligations and responsibilities.” (ibid:62) while Mant (1997) notes that people authorise their
leaders to get on with things because they have come to trust them. He suggests that, during the
1990’s, there has been a “rediscovery of trust”, a widespread and overdue recognition that
human enterprise depends greatly on this element. One of the reasons, he suggests, why some

kinds of Asian businesses perform so well is that all that they do is underpinned by trust.

The effects of a lack of, or loss of, this trust, are extremely difficult to deal with. This was well
exemplified during phase one of the College-Massey merger negotiations when the erosion of
trust between several key players was a crucial factor in bringing about the eventual collapse of
the negotiations. A number of writers stress this point. Yukl (1998) lists the lack of trust as the
first of nine reasons he gives for people resisting change and Plant (1991) declares that, *“an
emotionally based resistance, such as low trust, is much more difficult to handle than a lack of

information or misunderstanding of facts.” (ibid:19.). The same point is made by Whitaker
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(1993), and by Handy (1985), who highlights the damaging effects of what he graphically
speaks of as, “the spiral of distrust.” (ibid:91)

Given the importance of trust in an organisation, questions naturally arise as to how best this
trust can be developed and sustained in a time of change. Gibson (1997), speaking of principles
that will guide successful organisations in the future, notes the importance of building a “high
trust” culture by decentralising power and involving a variety of people at all levels. Through
such involvement and collaboration, he asserts, vital trust will be established and all members of

the organisation will be in a position to move forward into the change together.

Kotter (1990) makes the excellent point that trust is built up in an organisation largely through
consistency and a total congruence between words and action. He suggests that a major
challenge that leaders face in an organisation relates to their ability to get their followers to
trust, to believe, the messages they are being given. He observes, “Whether delivered with many
words or a few carefully chosen symbols, messages are not necessarily accepted just because
they are understood.” (ibid:57). It is imperative, as Dick Nicolosi, the Procter and Gamble
executive, first suggested, that leaders “walk the talk” and earn the trust of those they have

responsibility for leading.

Adding to this picture, Wilkins (1989) notes the very crucial tension that often exists for leaders
of change in their attempts to build up trust at the same time as they try to lead their followers
into new and unfamiliar directions. Using the term *“social capital” as the outcome of established
trust, he notes that if this capital is squandered, then resistance sets in and change becomes
increasingly difficult. On the other hand, he suggests, if trust is established, “If people believe
that they will be treated fairly and have confidence that the organisation can become competent.
then they are willing to co-operate on developing shared vision and appropriate execution

skills.” (ibid:25).

Once established, however, trust must be maintained. Unlike some other matters it cannot, once
established, be left to its own devices and to proceed unattended. Like a delicate plant, it has to
be “watered and carefully nurtured.” Harrison and MacIntosh (1989) make this point well when

they assert:

It is a mistake to think that you can establish an atmosphere of trust and then forget
it. I have learned that such an atmosphere is remarkably fragile and can be
shattered by careless words, failure to communicate properly, forgetting to consult.
Perhaps not shattered but temporarily cracked at least. (ibid:106)



39

2.2.5 Communication: The Need To Establish Workable Protocols For Promoting
Effective Communication

Communication, as a core element in effective organisational change, features prominently in
all change literature. Its importance is widely acknowledged and much is written about its

nature and the means whereby it can be best facilitated.

Bainbridge (1997) declares, “communication is at the hub of successful change.” (ibid:32) and
Bennis and Nanus (1985) suggest that without communication you have nothing. They point out
that communication creates meaning for people and that the management of meaning and the
mastery of communication is inseparable from effective leadership. Of communication they
declare, “It’s the only way any group, small or large, can become aligned behind the
overarching goals of an organisation. Getting the message across unequivocally at every level is

an absolute key.” (ibid:43).

The New Zealand State Services Commission (1988) supports this view: “Good communication
is absolutely vital to the management of change.” (ibid:18). Brown (1990) expresses the same
point when he says that, “Communication is to an organisation what paper is to a book.”

(ibid:19).

Peters and Waterman (1984), in their widely reported study of American companies, noted that
communication was the “bugaboo” of all large companies and that the nature and use of
communication in the excellent companies was remarkably different from that found in their
non-excellent peers. (ibid:121). It was the intensity of communication in the excellent

companies that marked them out from their less successful competitors.

A number of writers emphasise the vital role that listening skills play in the creation of effective
communication networks. Greenleaf (1991) suggests that most of us would like to communicate
at a significant level of meaning and the best test of whether we are in fact communicating at
this depth is to first ask ourselves the question: Are we really listening? This is a timely
reminder of the two-way nature of true communication and the vital importance of “receiving”
as well as “broadcasting”. The Price Waterhouse Change Integration Team (1995) have similar
concerns and suggest that, in achieving the open and frank communication necessary for
effective change management, “What is needed here is better listening skills, not necessarily
better directive or control skills.” (ibid:13). Good listening skills, observes Bately (1989), are
not as common as many people believe and these skills include the ability to understand what is

being said and being able to organise and analyse the message in order to retain it for
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subsequent use, “Many people are so absorbed in themselves that listening to someone else
becomes boring and painful. They cannot wait for the other person to pause so that they can

start talking and expound their own more important opinions.” (ibid:105)

Covey (1992) shares this view and suggests that the root cause of almost all “people” problems
is a basic communication problem, the fact that people don’t listen with empathy. People fail to
communicate effectively, he declares, because they, “Listen from within their autobiography”.
(ibid:45) and, as a result, don’t hear what is being said to them from the biography of others. He
makes the distinction between the language of logic and the language of emotion and affirms
the latter is far more motivational and powerful. This, he says, is, “why it is so important to
listen primarily with our eyes and heart and secondly with our ears.” (ibid:116). An appreciation
of this fact is of considerable significance for those charged with the responsibility for bringing
about change in an organisation. Halpin (1967), quite some time ago, made a very similar and

important point:

Communication embraces a broader terrain than most of us attribute to it. Since
language is, phylogenetically, one of man’s most distinctive characteristics, we
sometimes slip into the error of thinking that all communication must be verbal
communication. To persist in this narrow view of communication is folly. Yet few
executive training programs escape such folly; they ignore the entire range of non-
verbal communication, the “muted language” in which human beings speak to each
other more eloquently than with words. (ibid:253)

A number of other writers add to this overall picture of the place and nature of communication

in the change process.

Marshall (1985), in highlighting the importance of communication, makes the interesting
observation that communication is not a one- or two-way process; rather, “Communication
demands four-way conversations-up, down and across in all directions. Such communication
demands as much listening as it does talking.” (ibid:62). Hensey (1995) too, in acknowledging
the important role that effective communication plays in any organisational change, makes a
useful contribution by describing four barriers to effective communication that need to be
addressed. First, some problems are what he terms, “undiscussable” and need to be dealt with
very sensitively. Second, often “triangulation” occurs. By this, he means those directly involved
are not communicated with directly but through a third or fourth person, with a consequential
loss of meaning or accuracy. Third, communication is uni-directional and no feedback occurs.
Fourth, and finally, for whatever reasons, there is a distortion of what was intended to be the

communicated message, and this needs to receive attention.
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Finally, in all this affirmation of the importance of communication for the organisational change
process, one concluding comment from Kotter (1979) is timely, “Some people would argue that
managers can get control of their jobs if only they would communicate more. But a careful
examination of managerial work shows that good communication, while clearly helpful, has its

limitations.” (ibid:15).

Not withstanding the crucial importance of communication, it must be recognised that, while it
is a necessary condition for effective planned change to occur, communication in itself is not

sufficient. Much more is required. Kotter’s comment is helpful in reminding us of this fact:

2.2.6 Consultation: The Necessity To Engage In Consultative Activities That Are
Perceived To Be Genuine And Meaningful

In a strict sense, consultation is actually a sub-set of the larger communication set but it receives
so much attention in the change literature, and is so important in the organisational change

process, that it warrants separate consideration.

Although almost all writers today attest to the crucial importance of consultation in the change
process, this wasn’t the case several decades ago. With a greater understanding of the *“people-
power” aspect of organisational change, the role of effective consultation, in overcoming

resistance and finding better ways of doing things, is now widely realised and commented upon.

Bennis (1993) suggests that today’s leaders must create a culture of trust and openness and that,
through consultation, people will come to feel that they are at the centre of things rather than on

the periphery:

Today the laurel will go to the leader who encourages healthy dissent, and values
those followers brave enough to say no. The successful leader will have not the
loudest voice, but the readiest ear. His or her real genius may well lie not in
personal achievements, but in unleashing other people’s talents. (ibid:107)

Genuine consultation is the means whereby this can be made possible.

In an earlier publication, Bennis (1972), made the excellent point that change is most successful
when those who are affected are involved in the planning and he noted that, “This is a platitude
of planning theory, and it is as true as it is trite.” (ibid:338). He suggested that nothing makes
persons so resistant to change as the feeling that change is being imposed on them. Effective

consultation helps reduce any legitimate grounds for such a feeling. Bennis was directly
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involved in a major restructuring of the State University of New York at Buffalo in the early
seventies and, from his involvement in that “transformation”, made the observation that
members of a university, “are unusually sensitive to individual prerogatives and to the
administration’s utter dependence on their support.” (loc. cit.). This observation is particularly

germane to the study being reported here.

Cummings and Huse (1985) provide further support for Bennis’s insistence on the importance
of consultation. They note that people tend to resist change when they are uncertain about its

consequences and they suggest that:

One of the oldest and most effective strategies for overcoming resistance is to
involve organisational members directly in planning and implementing change.
Participation can lead both to designing high quality changes and to overcoming
resistance to implementing them. (ibid:112)

Through this consultation at the action level, they declare, the likelihood that the interests of
those most directly involved in the change will be taken into account is greatly increased. As a
consequence of this consultation, support for implementation of the proposed changes is likely

to be considerably enhanced.

Fullan (1993) is another to emphasise the value of consultation and its importance as a means of
ensuring ownership of a change. He suggests that ownership is a process as well as a state and
that, “Deep ownership comes through the learning that arises from full engagement in solving
problems” (ibid:31). Appropriate consultation provides the opportunity for this problem solving

to occur.

In acknowledging the importance of consultation in the change process Hamel (1997) suggests
that this entails giving a disproportionate share of voice to the people who, until now, have been
disenfranchised from the strategy-making process. By doing this, he argues, the ‘“hierarchy of
experience” that exists in most organisations can be supplemented by the “hierarchy of
imagination” which, he claims, exists toward the periphery of any organisation and which, far
too often, is omitted from the consultation process. (ibid:91). While this view perhaps gives too
much credence to the location of imagination on the periphery of an organisation, it is

nevertheless helpful in pointing to the need to spread the net widely in all consultative activities.

A valuable contribution to this discussion is made by Kilmann and Kilmann (1989), who point
out the instrumental, or pragmatic justification, for engaging in the process of consultation.

They declare, “Participative management, therefore, is advocated not because of some social
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’

value or ethical imperative, but because it is the only way to solve a complex problem’
(ibid:15). Leaving aside any ethical consideration, they say, consultation should be engaged in
because it works. Pfeffer (1994) makes the same point at some length. He stresses participation
and empowerment as activities and outcomes of the consultative approach and observes that not
only does this result in increased employee satisfaction, but also in, what is for the business

P

world the “bottom line”, “increased employee productivity.” (ibid:42).

In terms of how best to go about the consultation process, the Manchester Open Learning
writers (1993) make an excellent point concerning the timing of consultation activities. If
organisations are serious about wanting their people to be committed to change and to be
supportive, rather than merely compliant, then, they suggest, there are obvious benefits in
entering the consultation process and getting people involved as soon as possible. One of the
practical benefits of this is that people are able to make their own individual contributions to the
new developments with the likely consequence that they, “will own it and make sure that it
works.” (ibid:71). The downside of failure to engage in consultation at an early stage is that
there is a strong likelihood that, when presented with a change plan which has reached an
advanced stage of preparation and into which they have had no input, people will examine it
very closely and, rather than be positive about it, will look for ways in which it will not work.
As the writers wamn, “What might have been a helpful suggestion, if it could have been made in
time, becomes a distinctly unhelpful complaint when it is produced too late to affect the issue.”
(ibid:77). The New Zealand State Services Commission (1988) writers make the same point and
state that ideally all interested parties to a change should be consulted as early as possible and

be enabled to participate in the change process from the time it begins. (ibid:13).

As well as being appropriately timed, consultation, Marshall (1985) declares, must be both
genuine and seen to be genuine. In participative management, he notes, leaders must be trusted.
Nothing disaffects those involved in change more quickly than to feel that the “consultation”
that they have been required to participate in is nothing more than a token gesture, a face-saving

sham.

Owens (1995) makes the useful observation that, where there is a shift in an organisation to
engage in the process of consultation, where there is a shift from the more traditional
hierarchical model of management to a more participative one, then this, “requires
administrators to develop a new understanding of power, a new sense of administrative
wisdom.” (ibid:201). He notes that traditionally it was believed there was only so much power
in an organisation and it was the task of the leader to gamer and husband all the power

available. The modern realisation, however, refutes this view and has come to the understanding
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that, “one gains power by sharing it with others because in collaborative effort the power
available to the group multiplies.” (loc. cit.). In this context, genuine consultation becomes a

very high priority.

Brief reference to two case studies attests to the value of genuine consultation and involvement

in the process of change.

Ramsay (1993) and his team, in their study of a range of New Zealand schools as they planned

and implemented change, defined five levels of consultation and concluded that:

Where people were able to discuss matters in non-threatening environments, where
they genuinely valued and supported other people’s ideas, where novel ideas were
fostered and nurtured, where a climate of respect existed between all involved
(parents, teacher and students), rapid change became a strong likelihood. (ibid:156)

Teubner and Prideaux (1997), in their recent report on the restructuring of an Australian
Medical School, provided an example where consultation with those most closely involved as
recipients of a change had very positive results. At the conclusion of their study, the writers
were able to report that, “We are confident that the involvement of students in helping to
determine the direction of change has contributed in part to the overall student satisfaction with

the quality of the medical course.” (ibid:22)

As a final comment on the importance of consultation in the change process, Whitaker (1993)

speaks of “resistance voltage” and makes the interesting and very telling observation that:

The less I know about plans to change, the more I assume, the more suspicious I
become, and the more I direct my energy into counter-productive “resister games”.
Once I feel manipulated, or uninvolved, I will inevitably tend to veer towards a
negative view of the change and its effect on me. (ibid:63)

2.3  The Role Of Leadership In The Change Process

The role of leadership in the management of change is absolutely critical. In very large measure
the outcome of any organisational change is heavily reliant on the manner in which the process
is led. Much has been written on this subject and debate continues on such matters as: “Are
leaders born or can they be made?” “What are the characteristics of good leaders?” “Do all
leaders have to be charismatic?” The focus in this literature review, however, is not on these
matters but rather on the more pragmatic question of, *“‘What, in broad principle, do leaders need

to do to be effective in managing change?”
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In the literature already reviewed, six areas of change management have been the centre of
attention (vision, culture, value, trust, communication and consultation). Reference has been
made to the role of leaders in each of these areas and indications have been given as to the

actions that leaders need to take to be effective.

In creating a vision for an organisational change, writers have stressed the need for leaders to be
both leaders and followers and to engage all members of their organisation in the vision
building process. Fullan (1993), in particular, stresses the point that vision building is a
collaborative effort between leader and those being led and that it is something that very much

grows out of the change process rather than precedes it. (op. cit.).

In dealing with the culture of an organisation, leaders are enjoined to act very sensitively, to
recognise the culture of an organisation as the “corporate glue” (Morgan, 1993: op. cit.) that
binds together the organisation and its people. They are reminded that, “The difficulty of
managing culture pales, however, by comparison with the problems of changing culture.” (Deal
& Kennedy, op. cit.) and they are warmned that the process of cultural change is not a “one-off

activity” but that it evolves and unfolds over time (Hopkins ez al., 1997: op. cit.).

The importance of valuing the people in their organisation and showing respect for what they
have to offer is something of which leaders are reminded by numerous writers. Covey (1997:
op. cit.) and many others explain to leaders that people are, in fact, the most valuable asset they
have to help them in an organisation and that it is imperative that they value this resource and

treat it with all the respect that it is due.

The leader’s role in building up trust in an organisation has also been highlighted and writers
like Kotter (1990: op. citr.) point out that this trust is built up over time largely through a total
congruence between words and action and that a major challenge that leaders face in an
organisation is that of getting their people to trust and believe the messages they are giving

them.

The twin responsibilities that leaders have for communicating and consulting efficiently and
genuinely have also received much attention. Bainbridge (1997: op. cit) and others have
pointed out that communication is at the hub of successful change and without communication
leaders have nothing. With reference to the importance of consultation, writers like the
Kilmanns (1989: op. cit.), Pfeffer (1994: op. cit.) and others point to the necessity for leaders to
engage in real consultation, if not for ethical reasons, then certainly for pragmatic ones, in that

such consultation actually has very observable practical pay-offs.
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In addition, however, leaders have a number of other roles to which they need attend.

Two major concerns for leaders in any organisational change are centred on how to overcome
any resistance to change that may arise, and how to gain the commitment of all those concerned
to enthusiastically implement the change. To do this effectively, there are a number of strategies

they need to adopt.

23.1 Resistance To Change

Conceming the role of leaders in dealing with resistance to change within an organisation, much
has been written. Confrontational and consensual approaches to the problem are considered,
with the latter nowadays receiving much greater approbation as the clearly superior approach to

take.

Reasons for resisting change have already been briefly reviewed (Chapter Two, pp. 30). A

number of other writers add to this picture.

Farmer (1990) noted that change invites resistance because it always carries with it a sense of
violation. He points out that effective leaders understand that much of the resistance to change
usually arises more as a result of a perceived threat to the culture of the organisation than as a
resistance to the substance of the change. He also makes the observation that, “Resistance to
change is particularly intense in higher education because faculty members are instinctively

hyper-conservative about educational matters” (ibid:7). A provoking thought!

In any organisation there are many hidden barriers to change. For example, as Deal and
Kennedy (1988) observe, new leaders frequently overlook some of the important values that
have guided an organisation for many years and, in the process, they “topple heroes” who have
been revered and valued in the organisation for a long time. They make the pertinent
observation that, unless these leaders take action to reduce this perceived “devaluation”, then,
“The force of the old culture can neutralise and emasculate any change that is proposed.”

(ibid:158).

A similar claim is made by Johnson ez al. (1986) who suggest that it is an over simplification of
the problem of resistance to change to say that, “We resist change per se.” (ibid:191). Rather,
they suggest, resistance comes from the disturbance of the interpersonal equilibrium within the

environment in which both the individuals and the social groups operate.
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The writers from the Manchester Open Learning group (1993) list five particular reasons why
change is resisted. These reasons are, they claim: the fear of the unknown, the lack of perceived
benefits resulting from the change, the disruption of normal routines, a lack of trust of those
leading the change and parochial self interest (ibid:27). A somewhat, but not entirely different,
set of four reasons are advanced by Kotter and Schlesinger (1986). Change is resisted, they
believe, because of: a desire not to lose something of value, a misunderstanding of the change
and its implications, a belief that the change does not make sense for the organisation and a low

tolerance for change (ibid:161).

A very important consideration, highlighted by a number of writers, is the often overlooked fact
that not all resistance is unwarranted. In practice, there are often very good reasons for resisting
change. To be carried along unthinkingly on the wave of change is, at the best of times, a very
risky pastime and can have quite disastrous effects. Stoll and Fink (1996) make the point well
when they observe, “There are many valid reasons why people do not implement change; it is
not just resistance to all change.” (ibid:46).-They suggest that even where there are good reasons
for change to occur some people may still resist. In these cases, they advise rather picturesquely,

“Don’t water the rocks.” (loc. cit.).

Bennis er al. (1976:118) also suggest that not all resistance to change should be considered
irrational and Whitaker (1993) reminds leaders that resisting change is usually very purposeful
behaviour. Such behaviour should be carefully considered and not lightly dismissed as mindless

opposition. (ibid:61).

The approach to meeting the problem of resistance to change, whatever its cause, has recently
undergone what some writers refer to as “a paradigm shift.” Instead of regarding resistance as
something that has to be subdued, something to be repressed at all costs, it is increasingly being
regarded as something that needs to be worked with, rather than against, so that its energy can

be directed to positive rather than negative outcomes.

An early sign of this is found in the writings of Heriot and Gross (1979) who attacked the
traditional response to change resistance (called by them the “Overcoming Resistance Model to
Change” - the ORC model), by advocating a much more conciliatory approach whereby *“power
equalisation” was sought, involving a much greater sharing of decision making power between

leaders and their followers. (ibid:31).

A little later, Cummings and Huse (1985) also commented on this development:
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Traditionally, change management has focused on identifying sources of resistance
to change and offering ways to overcome them. Recent contributions have been
aimed at creating visions of desired futures, gaining political support for them, and
managing the transition of the organisation toward them. (ibid:108)

Recently, Fullan (1993