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INTRODUCTION

The aim of this report is to examine leading and implementing change in an organisation formed by the local farmers in Nigeria called ‘Cooperative Farmers Union - CFU’. This union is located in a remote village called Oba in the South Western part of Nigeria. The organisation was formed in 1954 by organisations of farmers long before the country got independent from Britain in 1960. The writer’s grandfather; been a successful cocoa cash crop growers was one of the founding fathers of the union. CFU was initially formed to help farmers who were producing cash crops: essentially; Cocoa, Rubber, and Kola Nuts to market their crops to the Western countries including United Kingdom, France, Germany and Italy. Ageing cash crop trees were not been replaced by the farmers and as such yields were dwindling very fast. Western countries were forced to look elsewhere in the South American countries; Brazil for example. Nigeria’s independent created a dilemma of abandonment for the farmers as UK government was no longer interested in helping organisation of farmers any longer. In order to help the organisation of cash crop farmers, boost cash crop production to pre independent era, Nigerian government stepped in and endeavoured to try and educate CFU members. Nigerian government education programme strategized the areas of clearing land for farming, identification of the kind of crops that are likely to thrive on specific types of soil, dealing with land ownership by inheritance, causes and solutions to land fragmentation, preparation of land for seasonal plantation, application of fertilizers and chemicals on the land, and induction for farmers on the use of weeders on the land. 
When Nigeria got independent, civilians were allowed to rule the country. However, shortly afterwards, the military overthrew the civilian government and took over the mantle of power. This new political development did not help the CFU farmers anymore. Also, there was a fall in the market price of cash crops worldwide. Farmers’ children were becoming more educated and were seeking help from International Co-operative Alliance to help their fathers. Additionally, the hopes of winning Western World market with new volumes of cash crops production was becoming a forlorn hope. The union was been politicised to win favour from any ruling government; be it civilian or military. It became imperative that unless you belong to the union and can demonstrate support for any ruling government, farmers were not been given high yield and reliable cash crop seedlings nor chemicals required by the farmers. The unpredictable changes in the country’s political arena, awareness of the farmers’ educated children, new market for cash crops from South American countries and world cash crops falling prices situation demanded farmers to form a strong but self-reliance organisation that combines old with the new approach to solving their problems.
2.1 THE RECENT HISTORY OF THE CFU
The uncodified history from few and ageing but retired members of CFU informed that the idea of Cooperative Union was actually brought into Nigeria by the British Colonial masters to boost cash crops productions for the British Factories across the world. It was set up as a non-profit making Union of farmers. The recent history of CFU can be traced to the time of independent Nigeria from England in 1960. The culture and core values of CFU are shared ownership by all member farmers, empowerment and democratic control of the organisation. Members are bound to each other through shared experiences in the Union. Most farmers in the locality joined the union because of the invaluable opportunities including: being able to buy farming tools and chemicals at controlled prices, and being able to hire tractors for land cultivation from the local government at subsidised rates. 
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Fig. 1 (Sourced from Cooperative Farmers Union – CFU)
The descendants of members are encouraged to become members at an early age. When one member dies their descendants carry on with the Union. It now stirs up the argument that indeed and according to (Rick, 2014), “Organisation does not change. People do – or they don’t”. Now one can see that it is often people within, around and outside of the organisation that change. Hence, according to (Webster, M., 2019) change means “to make different in some particular way”. Change, however must be properly managed. Why? First, to produce a constant, plesant and rewarding outcome and to increase the likelyhood of success. Second, to reduce the transition time. According to proponent of change management (Lewin, 1951) but reported in  (Armstrong, 2017, P.178), change management is “the process of managing change by unfreezing, changing and freezing, and force-field analysis”. This can be further explained as the process of analysing and dealing with the propulsion that affect transition to a future being. Another researcher (Johnson, 2019) reported change management fairly recently as “the planned organisational-wide effort to increase individual and organisational effectiveness via behavioural science knowledge”. Hence, management change can be referred to as a collective term for all approaches to prepare, support, and help individuals, teams, and organisations in making organisational change. As one can read from CFU practical experience as analysed above, change may fail because of lack of or improper communication, due to functional boundaries, and lack of change skills. However, change can be managed to yield a synergetic result by good communication, strong and unbiased mandate by people in position of authority, having an adaptive plan, and involving all stakeholders.
For CFU to become more efficient in meeting members’ needs, they need to change. To change; they need to understand the forces for change. These include changing customer needs; to support or to overcome regulatory requirements; and to survive in today’s changing market. The most worrying of these necessities is the regulatory requirements which mean all applicable laws inclusive of Local Government laws; State Government laws; Federal Government laws; Rules; Orders; Regulations; Guidelines; Directives and Requests must be challenged. Regulatory requirements are difficult to manage because they are arbitrary in nature. However, CFU President, Manager and even its Cashier are able to convince the members, the importance of change, through effective communication involving weekly regular meetings explaining the Vision, the Rational - that is based on clear thought and reason, discussion of the Plans, Resources available, and what is in it for all members. 
2.2 CHANGES AND ITS IMPACT ON THE EXTERNAL ENVIRONMENT OF 

     THE CFU
The changes that besieged CFU cannot be attributed to external environment alone without evaluating the internal environment as there are both internal forces which emanates from inside of the Union including Performance failures; Leadership and Vision; New Ideas; Inability to generate more employment and external forces which flows from outside of the Union including Market Niche; Government; Social Needs and Human Values; Economy and Technology. Both can be evaluated using tried, tested, reported and famous management tools, namely SWOT and PESTEL analysis respectively. Change is normally undertaken by top management in the organisational hierarchy. See Fig. 2
GRAPHYCAL ILLUSTRATION OF STRATEGIC DECISION MAKING LEVELS IN AN ORGANISATION

                                                                                  Strategic Management Decision 

                                                                                  (Unstructured and Infrequent)
                                                                                Tactical Decision (Semi Structured)                           
                                                                                Operational Decision (Structured)
Fig. 2 

Starting with the acronym SWOT analysis, CFU Strength is identified with: Ease of Formation ranging from about 10 adult farmers or more with every member having and sharing common interest. Continuous Existence, Government Support, Limited Liability, Each member with one vote to elect president, Social Upliftment and requiring Limited Financial Resources to set up. Its Weaknesses are not far-fetched in the form of Lack of Secrecy, often exposed to Corruption, Members Lack Business Acumen, Inadequate Working Capital, and Lack of interest from some members. Its Opportunities being sharing of ownership which gives each member a stake in the Union which equally encourages members owned value local enterprise; Sharing of ownership encourages members to bring their cash crops to the union which boosts collective production to the Union, Sharing of experiences and Encouraging innovation. Threats to CFU survival are identified as minimal Management skills, Occasional Disruptive attitude from members, Minimal Economic Viability, and Minimal Commercial Viability of some business activities embarked by the Union.
PESTEL analysis will be used to examine the macro analysis of the external problems facing CFU. The CFU’s Political problem ranges from Local Government, State Government and Federal Government; each trying to exert their own political agenda, on the hapless Union for political supports. Hence, it is a question of ‘do as you are asked or else you do not get our necessary support’. The Union have not been able to benefit from relatively Economic wellbeing of the country. The volatile exchange rates have led to the depreciation in the earning powers of the Union members who are farmers. This is because the country’s exchange rates are linked to the petrodollars rather than agricultural products both of which are exported to foreign countries at the same dollar rates.  Social influences rising from changing cultures and demographics leading to increase in the population of youths who are reasonably educated but unemployed is forcing the youths to rethink as to the actual benefits of CFU to their community. The inability of CFU to raise finance to introduce and develop Technology in the form of internets, modern and advanced agricultural farming equipments and chemicals did not meet the aspirations of CFU members and their generations to have access to the world and seek opportunities in modern farming techniques. Series of Environmental decrees and laws is hindering the potential of the CFU members to expand the cultivation of their lands for farming. Challenging the Legislation in the form of decrees and laws constraining the cultivation of forest for farming is a monumental mountain that is absolutely impossible for farmers to overcome.
With CFU historical experience and according to Change Management advocates (Lewin, 1951 ) reported in (Armstrong, 2017, P.178) change is important to meet the aspirations of Union members. For CFU three main persons composing the Union Management team – the president, the manager and the accountant to succeed in their proposed change, they must understand the causes of resistance to change. Resistant to change may include intolerance to change by some people because of their attitude and cultural believe of ‘it has always been like that’. Other members may fear the consequences of the unknown outcome of change. Some members may not even trust those leading the change in the Union. Some members may for some obvious reasons disagree on the proposed change. Therefore, the parties proposing the change must put plans in place to convince the resistors by clarifying the problems to members; Present the plan that paces the change; Encourage and embrace those who oppose the change probably ascertaining reasons; Identifying other problems that need to be solved first; and welcome encouragement from members with reasons to force change leaders to think again before implementing the change. 
3.1 CFU MODELS OF CHANGE AND RELATED STRATEGIC CHANGE
Change management must incorporate the Union’s change management tools that can be utilised to help individuals in the team make successful personal transitions resulting in the adoption and realisation of change. Proposing Union’s models of change should follow a standardised researched, reported, tried and tested format to avoid unfamiliar problems in managing change. One of the leaders of change models researcher is (Lewin, k., 2019). He adduced what is popularly known as Lewin’s 3-Stage Model of Change: Unfreezing, Changing & Refreezing. These Lewin’s 3 Stage Model of Change can equally be represented graphically as in (Prosci, 2019).
IMPLEMENTING CHANGE MANAGEMENT STRATEGY IN CFU

Fig . 3 Sourced From  (Lewin, k., 2019), (Prosci, 2019) &  (Management Study Guide 
            Content Team, 2019).
3.2 CURRENT STAGE – IDENTIFICATION OF THE NEED FOR CHANGE
Sourced From Lewin’s

This stage requires the process of creating perception that change is imperative. This is followed by a realistic plan for change. The next step is moving on to the active consultation for change and the desired level of behaviour and reinforcing that new behaviour as the norm.
The propose changes for CFU include: name from ‘Cooperative Farmers Union - CFU’ to ‘Cooperative Farmers Union Plus – CFU Plus’. The second proposed change is ‘Commercialisation of CFU Plus’ engaging in Farm Tools Hire; additions of Supermarkets and Groceries Shops. The Third being injection of fund from members by way of shares in the CFU Plus. Fourth is obtaining extra funding from Federal Government Development Fund Bank at reduced interest rates and building a bigger premises to accommodate their projected plans. The CFU members respects the skills of the president, the manager and the cashier however minimal their skills in managing organisation is. A critical appraisal of change can be done using researched management tools approach – Bono “The Six Thinking Hats” (Bono, 2017). The hats as identified by the advocate: White; Red; Yellow; Black; Green; and Blue used in this method are imaginary. They are used as yardsticks as parts of a group decision-making processes. The method involves the parallel thinking of every individual in the group rather than mare arguments. It is because everyone in the group is looking at the same issues from the same parallel position of all information available but importantly with an assessment of the positive and negative of the proposition.
If the answer is “Yes” from Union Members, the team must make plan for the changes. The Planning Team, the Union Members and the Organisation must be involved in every key stages of the process. Plans must be carefully architecture to include what (Bently, 2015) reported as milestones and deliverables which will be sequentially designed and stated in the plan. The good thing in executing this change management is that the management team members are only three. Hence, decision making process will be very fast, considering the small composition of the team. However, any misfortune that happens to a team member may create a significant delay. Hence, some creditable members of the Union should be interviewed and enlisted to step in should in case their help is required. The next stage is how the change will happen, requiring detail plan of the change. All stakeholders must be brought on board at every deliberation of the plan. Finance, essentially must be secured at the initial stage of the change proposition.
STAGE 1 – UNFREEZE (CURRENT)
This stage involves determining why the need for change and what needs to change. Ascertain there is strong support for change from Stakeholders, especially Union members. Create motivation for change. It also involves the reasons for the employees and Union members to jettison the old cultural believes and attitudes and religiously embrace the new way forward. Highlighting the importance of Benchmarking as reported by (Dattakumar, 2003) will be of invaluable benefits to the change. Manage and try to understand doubts and concerns of the Stakeholders. 
STAGE 2 – MAKE THE CHANGE (TRANSITION)
Changing as a step can be referred to as moving or transforming which is marked by the implementation of the change. Communicate regularly with all Stakeholders. It is important to appreciate the fact that staff and Union members begin to struggle with the new reality of operation. According to (Armstrong, 2017, P. 330) and (Mullins, 2010 P. 175 & P. 184) people learn new things according to their own learning ability highlighted by Honey and Mumford in (Armstrong, P. 281). There will be anxiety over mistakes being made. Change process should involve providing CFU employees and Union members with the necessary information and supports, new processes with procedures, new behavioural models required to succeed, new equipment and other necessary resources. The change must focus on the 5 identified issues as in above. All stakeholders involved in the change must be constantly reminded of the importance of the change, highlighting the potential benefits once the changes have been successfully transited. 
The new “Cooperative Farmers Union Plus” organisational chart should look like this in Fig. 4 after change. At this level, change is presumed stabilised by supporting all participants integrate the change cultural behaviours into individual participants normal way of doing things.
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Fig. 5
STAGE 3 – REFREEZE (FUTURE)
This stage reinforces the process of stabilising and galvanising the state of the new change. In reality, it means the changes made to the Union’s name, which is now “Cooperative Farmers Union Plus”; Or simply “CFU Plus”; goals, structures, offerings or people are accepted and frozen as the new norm. However, in sustaining the change, first; the management must maintain constant monitors and reviews and second it must maintain constant communication to ensure CFU Plus is achieving its predetermined, what another researcher (Field, 2000, P. 181) refers to as the milestones. There must be some reasonable flexibility to allow for necessary amendments. Considerations must be given to positive rewards; especially acknowledgement must be given to individual participants’ efforts. 
Additionally all changes according to (Olins, 2010, P. 56 - 61) should be treated as “Brands” and must be right protected in line with another advocate of IP  (Chesbrough & Vanhaverbebe, 2013, P. 4, 11, 48, 51, 54, 87, 105, 134 & 233) under Intellectual Property Rights – IP rights. Wally Olins went further (Olins, 2010, P. 61), “The Brand as a Corporate Resource” and as such must be managed as a resource. If these introductions successively take off, the brand will become invaluable as CFU Plus resource. Other organisations who become enviable of the success, may try to capitalise on the Union’s success and may want to copy. It now becomes the duty of the CFU Plus leadership - president, manager and cashier to actively stand up for the brand with (Ollins, 2010, P. 61) Brand Management and as another writer (Evans, 2018, P. 52 & 53) adduced – strategy, so that it becomes commercial goddess internally and externally.
HOW CHANGE WAS MANAGED AND THE LEADERSHIP STYLE

The writer (Armstrong, 2017, P. 671 - 673) regarded managing change as leading and facilitating change which he went on to describe as “initiating and achieving the smooth implementation of new developments and initiatives by planning and introducing them systematically, allowing for the posibility of them being resisted or at least misunderstood”. Another researcher (Kotter, 1996) explained more on the importance of leading change as opposed to marely managing it. There are lot of available leadership styles identified with managing change in an organisation. Examples are: Autocratic Leadership Style of managing change (Mullins, 2010, P. 822) involving the process whereby the manager alone exercises his decision-making and the authority for determining the policy, the process, the procedures and the allocation of tasks and has absolute control of purnishment and rewards. Democratic Leadership Style, (Mullins, 2010, P. 824) involving  the process whereby the leadership functions are shared with members of his group and the manager is more part of the team. Transactional (Mullins, 2010, P. 391) involving the process whereby the president of the Union promoting compliance with his manager, the cashier and Union Members and he is able to motivate them with rewards or punishment. Transformational (Mullins, 2010, P. 833), involving the process whereby the leader works with the manager, the cashier and the Union Members to identify the need for change, creates vision to guide the change through inspiration and putting a planned change into action. Laissez-Faire (Mullings, 2010, P. 381) involving the process whereby the leader consciously makes decisions on the basis of his perceived competency of his team, passses the focus of power to members of his group, giving them the freedom of action. 
In CFU Plus change, the president actually sets his change management tips, including highlighting the problems CFU Plus have been going through for many years and letting his manager, the cashier and the CFU Plus Members know that only change can make them overcome most of the probles in the future. Secondly, he carried on-board; his manager, the cashier and the CFU Plus in the process of leading and facilitating change. He embraced the change cycle, letting everyone involved in the change proceed at their own pace, and watching out for the doubters, maintaining patient throughout transition period. His leadership style approach to managing change can be identified prominently with Transformational Leadership Style combined with modes of other explained leadership styles in the last paragraph as  advocated by many management writers and researchers.
3.3 SYSTEMS MODEL OF CHANGE

There is another researched and reported Model of Change called “A System Model of Change”. This model in question provides a whole new size to the concept of organizational exchange and describes the role performed by way of six interconnected or interdependent variables like human beings, mission, method, tradition, era, and design. All of these 6 variables are the key awareness of deliberate change as graphically represented in Fig. 4. 
GRAPHYCAL REPRESENTATION OF “SYSTEMS MODEL OF CHANGE” 








Fig. 6 Sourced from (Management Study Guide Content Team, 2019)
This system takes a big picture perspective of the organisational change.

PEOPLE: This includes the individuals who work in the CFU. Considerations must be given to individual’s personalities, attitude, goals, needs, motives, perceptions, and his or her attributions.
STRATEGY: This variable was critically appraised by Prefessor Susan Greenfield’s chemical model of the brain (Wootton, 2010, P. 66 - 70) that could help channel the role of strategic thinking in Business Planning. Another researcher (Bourbonniere, 2017)  has helped the business community in his own advocate and reports of using strategy in business. Another proponent of Strategy is (Liedtka, 2017). All of the research reports boil down to: Strategic thinking which is a planning process that applies creative thinking - innovation, leading to Strategic planning which is a systematic process of envisioning the future of a business and translating that vision into clearly defined goals and laying out carefully structured steps of how to achieve the targetted goal and resulting to Strategic operations which involves developing business strategies; that is activities that have greater chance for success. 
CULTURE: In planning ‘change’ in an organisation, ‘culture’; if care is not taken, could be a hard nut to crack soon. It involves given careful considerations to shared values, beliefs, norms and expectations of members of the organisation. ‘Norms’ particularly in some society, is attached to: “that is the way we normally do it”. As such it may be difficult to break some people out of that hegemonic rigidity of operationalising business.
TASK: This process involves job specification and job designs which individual is tasked with in the organisation. It involves Setting clear and achievable objectives for each task, identifying the key opportunities for delegation, Set a timeline, motivate and apply follow-up tasks to check progress.
TECHNOLOGY: The available technology must be considered when appraising system model of change for an organisation. ICT technology and the support systems, expertees, automation, new processes are all important aspects of change. 
DESIGN: Design organisational structure with adequate system of communication with segmentation of authority, delegation of authority, accountability and control.
VISION: This is a long term goal normally undertaken by the senior management, Figure 5. It defines what an organisation wants to become.     
MISSION: According to (McChesney, 2012, P. 300), reported vision as the “organisation’s predefined purpose”.
MISSION STATEMENT: This codified statement will include ‘Mission Statement’ as to the reason the Organisation exists. 

STRATEGIC PLAN: This is an organisation’s long term main focus and the actions required to accomplish planned results. It is normally undertaken by top management, Fig. 5.
TARGETTING ELEMENTS OF CHANGE: This process involves the identification of some aspects of the organisation that require changing. It ranges between: Organisational arrangement, Methods, Social factors and People Organisational.       
SUCCESSFUL APPLICATION OF THE SYSTEMS MODEL OF CHANGE:       
Manager needs to be aware of why people resist change in the workplace. For example, leadership style, disruption of traditions, disruption of group relationships, poor timing, and personality conflicts. However, there is no problem without a solution. Resistant to change can be overcome by manager: Conducting meetings to address staff’s concerns, Informing staffs about the important reasons for the proposed change, Providing as much information as practically possible maintaining confidential issues affected by Data Protection Legislations and IP rights.  
4.1 CFU ORGANISATIONAL CULTURE AND ITS IMPACT ON THE 
      CHANGE MANAGEMENT PROGRAMME

Many management researchers and theorists have endeavoured to explain what organisational culture is or are. However, (Mullins, 2010, P. 737 - 748 & 829) tends to provide some well researched reports on the organisational culture. 

The first sound of culture is the ‘common comprehension of how things are done around here’. But according to (Atkinson, 1990) reported in (Mullins, 2010, P. 739) explained organisational culture as the tradional ‘norm’ of the way work or things are done or performed; standard of what is considered acceptable and what is not acceptable; and what behaviour and actions are encouraged and discouraged.
Another researcher (Mclean, 1993) but reported in (Mullins, 2010 P. 739) and in  (Mullins, 2010, P. 829) as “The collection of traditions, values policies, beliefs and attitudes that constitute a pervasive context for everything we do and think in an organisation”. 
The general assumption is that in an organisation culture influence the behaviour of the workforce. Culture is shared. When staffs join the team, culture is taught to those new members. It is also believed that culture helps members solve problems. Culture functions in an organisation by helping to define boundary which are the demarcation of social and hierarchical structures that formed the organisation. It creates social cohesion that assist in uniting the organisation together. It helps in guiding and shaping the attitudes and behaviours of the workforce. It helps speed up the commitment from the workforce rather creating individual self-interest. Additionally, it helps propagate a unique sense of identity for the workforce members.
Creating organisational culture involve: Creation of organisational culture with attention to details where staffs are expected to pay attention to details. Team Orientation and this is where work activities are organised around teams in the workforce rather than individual. The team can be developed and groomed by management to become outcome oriented by focusing on the targeted results rather than on the technique or process. Culture of innovation and risk taking will surface where staffs are motivated to be creative, innovative and take risks.
Creating and sustaining culture requires carefully planned recruitment and selection process. This involves job specification and job description for specific job in the organisation. For example, selection should identify and employ individuals who will blend in with the culture of the workforce. Consideration can be given for promotion within the organisation rather than recruiting someone from outside. Organisation can teach and groom the culture to new recruits. Senior Staff need to establish and communicate the norms of the organisation.
Despite the positive impact of organisational culture, but on the other hand its change management programme could encounter negative impacts such as: Barriers to diversity which means strong cultures can put considerable pressure on staffs to comply with standard rules, laws and new procedures. As a barrier to change, when CFU Plus is undergoing change, culture may be a stumbling block for the management. As a barrier to Acquisitions and Mergers, if other organisations in the country realise the success of CFU Plus in the future, there may be attempt to expand through acquisitions and mergers. Such ambitious plans may be difficult to exercise.
5. CONCLUSION
On the microeconomic reports of the current state of CFU, Union members realised that from the years of their great grandfathers and grandfathers, the Union have not made any progress which is detrimental to the members and their families’ financial survivals. And this is because the Union’s ‘Weaknesses’ and ‘Threats’ considerably overwhelmed the Union’s ‘Strengths’ and ‘Opportunities’. The causes could be traced to what evaluators concluded as “avoidable man made perennial problems”. On the macroeconomic side, members are becoming agitated about the way they are being kicked around like Political football by successive various government. They are worried about: ‘Economic and Business cycles in the country; Unstable National Exchange Rates; Not been able to benefit from differential economic growth around the world; Consequences of Social influences by increasing youth population who have been disfranchised by lack of motivation from being a Union member and changing cultures; Lack of access to ‘Technology’ such as ICT and internet that can educate Union Plus members and connect them to the rest of the world to seek market for their products directly and have access to modern agricultural technology that can help members to boost production. Members are worried about Ecological - ‘Green Environmental issues’ which limits cultivation of forests for farming. Members are worried about Legal bills for any attempt to challenge environment decrees and legislation.  Members are now asking the CFU president, the manager and the cashier to put plans in place for change. 
The change proposed by the CFU president is of a comprehensive one. Change of name was the starting point and has been proposed to be “Cooperative Farmers Union Plus”. There is a proposition to commercialise the Union while retaining the historical members’ benefits. This crucial proposed change will invariably create more jobs for CFU members. To commercialise the Union, members have unanimously agreed to contribute and invest more money in the CFU. It has also been approved by members for the CFU to take advantage of Business Development Programme Fund from Federal Agricultural Bank at insignificant reduced interest rates. 
The proposed commercialisation authorised the expansion of CFU businesses to include local ‘Cooperative Farmers Union Plus’ or ‘CFU Plus’, Farm Equipment Hire Shop, Super Markets, and Grocery Shop and Internet service provider. 
These new bold move will minimise the impacts of any successful future government. Cooperative Farmers Union Plus will be able to create jobs for members’ children. It could also provide launching pad for grooming young and educated members into taking up jobs away from the community. ‘CFU Plus’ can create awareness of what is going on around the world through ICT. However, funding from future government may affect funding status of ‘CFU Plus’.
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