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STRATEGIC CHANGE AND ORGANZIATIONS 
Assessment 2



Who is ultimately responsible for organizational change?

Organizations in all the industries are progressively being challenged to develop the ability and aptitude for change in response to any technological advancement, competitive reasons and to anticipate any of these changes. In this hyper competitive environment, it is a dire need of the organizations to develop the capacity to embrace change. Therefore, this topic is being researched consistently in order to develop in depth understanding of the change process and change management. Many big consultancy firms have structured extensive change management practices (Garfoot, 2003; Werr & Docherty, 1997; Warren, Ruddle &Moore, 1999) and numerous universities have added organizational change management courses in the MBA programs (Adams &Zanzi, 2001; Kerber, 2001). The literature on managing organizational change is extensive and is still increasing (Beckhard & Pritchard, 1992; Beer &Nohria, 2000). Many tools and have been identified to administer change process in the organizations. These tools have helped the ability of firms to deal with change process and implement the process smoothly. They are really helpful to overcome the resistance to change process. 
Organizational Change 
Organizational change management can be defined as ‘the process of continually renewing an organization’s directions, structure and capabilities to serve the ever-changing needs of internal and external customers (Moran and Brightman, 2001). Burnes (2004) defined change as ubiquitous feature of any organization at operational and strategic level. Hence, the organizations should be prepared to embrace change and identify the need to implement the change and how to manage the change process. Therefore, organizational change and organizational strategy cannot be isolated (Burnes, 2004; Rieley and Clarkson, 2011). Change is inevitable and hence importance of change management is undeniable. It is the most sought after managerial skill by the organizations (Senior, 2002). Research suggest that due to globalization, the technological advancements, increase in the knowledge of the workforce deregulation, the rapid pace of technological innovation, a growing knowledge of workforce, changing social and demographic trends the fundamental job for management is to set the leadership of the organizational change (Graetz, 2000). The leadership is the most critical feature to enable any change management process. 
In simple words, Organizational change is defined as the actions that an organization take to alter a major component of its organization like its culture, the technology being used or any change in infrastructure. Organizational change management is the method of leveraging change or to introduce a solution to the existing problem. 
The need for organizational is not easily predictable, it can be discontinuous and often prompted in response to organizational crisis (Burnes, 2004; Luecke, 2003). The successful implementation of change process is considered as a necessity in order to survive in today’s highly competitive and constantly progressing environment (Luecke, 2003; Okumus and Hemmington,1998). Balogun and Hope Hailey (2004) have suggested that 70% of the change programs fail which shows that there is a lack of a consistent and effective process to implement and administer change. There is a wide-ranging range conflicting theories and approaches (Burnes, 2004). 
The literature related to organizational is quite comprehensive. Armenakis and Bedeian (1999) categorized four research issues in implementing change in organizations. The first one is content issues which are centered on the contemporary organizational changes and the second research theme is contextual issues which focuses on external and internal environment of organizations. The third is process issues which includes the actions or steps taken to address the change and the last one is criterion issues which deals with outcomes of the change process. Many researches focus on identifying the drivers of organizational change including both internal and external factors. In this constantly evolving environment organization need to adapt to change and even transform. The earlier studies related to organizational change are focused on the changes or actions to take in response to external threats and factors. They are more focused on the environmental factors to inspire the organization to embrace change (Kotter, 1996; Lawrence, 1990; Hedberg, Nystrom and Starbuck, 1976).  These researchers have identified macro factors like economic, political issues, technological changes, globalization to be the reasons that influence change in organizations (George and Jones, 2002). 
Leadership
Organizational undergo internal change processes over the normal business life cycle. In internal change process leadership form change drivers within the organizations to influence change. Companies initiate the fundamental change that can bring structural transformation in order to survive in the market (Chandler, 1962; Child, 1972; Miller and Friesen 1982). The factors like mergers and acquisitions, change of management, change in company dynamics, reorganization and restructuring need organizations to enable significant changes in the structure and strategy of the company as well as the culture of the organization (Keifer, 2005). The studies suggest that continuous organizational change has an amplified effect on the organizations that are engaged in various internal change processes. many researchers suggest that restructuring to cutback the costs and reengineering involves different attitude and behavior in the organization to instill that change. (Keifer, 2005; Parker et al., 1997, Erakovic &Wilson, 2005). The need for restricting and reorganization usually arise when management fail to anticipate the change or were unable to identify the changes in the environment hence, major restructuring is the only option left. 
Irrespective of the external or internal factors causes the change in the organization, the leadership continuously strive to maintain or seek competitive advantage with the constant changes in external and internal environment. Studies conclude that driving factors of organizational change are the outcome of the need to increase productivity and efficiency of the company (Arnetz, 2005).
Organizational leaders recognize the need to change. It is their job to successfully implement the change initiatives. It is the responsibility of leadership to comprehend the change process for the rest of the staff. The literature on the implementation of change process is also significant. It focuses on the process of implementation of organizational change (Kanter, 1983; Quinn, 1980) and the issues encountered during the course (Hambrick, 1989; Robbins and Duncan, 1988) and the response to the objectivity of the process. It shows whether the process of implementation was handled fairly or not (Cobb et al., 1995; Schweiger and DeNisi, 1991). The leadership is the key to successfully implement organizational change. It is the primary job of the management to exercise leadership during the whole change process and be the guideline for the employees. It is their job to motivate employees and instill behavior to endeavor change. the management behavior and attitude is one of the keys to successfully implement any organizational change. it is constant with the social learning theory that narrates that people learn through observing others (Bandura, 1986, Miller & Dollard, 1981). It is one of the important tasks for the management or leadership to familiarize the employees with the change process and the understand the need to change. it is positive reinforcement from the top leadership for the employees if they can make them understand that why the change is required and favorable for the organization. In this way the employees can be motivated and it will help unite the forces in order to achieve the desired results. It will also impact the employees’ willingness to change and hence mitigate the resistance from employees. It is crucial to motivate employees for the change implementation. In order to simplify the implementation process, it vital for the management to keep them motivated and to instill the learning changes in the people. The importance of reinforcement has been highlighted in the literature as well (Robbins, 2005). The verbal reinforcement from the leadership is essential to implement the required changes. The management is required to communicate with the employees at all levels to produce necessary changes in behavior. The leadership or top management has to be actively involved in the change implementation process to decrease the resistance from the participants involved in the process. The verbal reinforcement is the inexpensive method to make the organization ready to implement change. the verbal reinforcement of behavior required for the implementation of organizational change is helpful to replicate those behaviors throughout the organization. They will help the employees to repeat the behavior necessary for the change implementation process. (Robbins, 2005). Because of this practice the new learned behavior will replace the old practices and behavior. Although it depends on the extent of organizational change being taken place. The reinforcement intensity and the method rests on the type and magnitude of organizational change being implemented. This type of reinforcement from the leadership to the employees is the driver to initiate the process and successfully implement the change. the verbal reinforcement coheres the whole team to implement the change process. It is easier for an organization to add the new structural or cultural changes in the rules and regulations of the organization but the employees would not adhere to those changes as quickly as required. Therefore, verbal reinforcement is vital to combine the theory and practice of the organizational change. it is reassuring for the employees to look towards the leadership practicing the organizational change as well as they expect from the employees. The reinforcement can be positive or negative to implement the organizational change successfully (Robbins, 2005). 
Some of the studies have identified the reasons behind the successful the implementation of organizational change based on the real life cases. There is three step process identified to improve the implementation of organizational change. the process involves continuous improvement, reengineering and benchmarking. The executive commitment is necessary to ensure reengineering along with strategic alignment. The leadership plays a crucial role for this alignment and also to empower employees to work effectively (Lok, Walsh, Wang & Crawford, 2005). Non tangible factors like strategy and culture plays a long lasting and important role in organizational change. the leadership and management job is to strategize the change process and create a culture in which employees feel motivated and well communicated (Caldwell, Herold and Fedor, 2004). These factors are essential to bring long term positive results. Change programs are frequently unsuccessful due to poor management of the change process. The change management process involves planning, monitoring and controlling the process. Because of the poor planning, lack of control and monitoring the changes process. The other factors also include lack of resources, unrealistic goals and dissenting policies that hinders the successful organizational change. thus change management is important but right leadership is crucial to ensure the successful implementation of organizational change. Good Management of change is a sine qua non (Gill, 2003).
Models and theories of Organizational change
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Source: Pryor et al., (2008)
The different theories and models have many similar characteristics. Almost every model is based on the first primary step that is the leadership of the organization need to identify the requirement and purpose of change. This identification has to start from the leadership. Henceforth leaders are held responsible for organizational change. the organizational leadership has to be the best fit. They should create the competitive and collaborative environment for the employees to participate and work towards the mutual goal. Employees resist to change when they are not aware of the aim of change; they need to be made aware of the rationale behind the organizational change. organizational leaders mostly react when there is gap in the performance in comparison to the external or internal pre-defined standard (Wischnevsky, 2004). The literature suggest that leaders are more likely to involve in organizational change process when there are frequent top management changes, frequent environmental changes and decrease in performance 
Vision 
Most of organizational change models requires the vision or specific objective from the current business state to the desired future state. Vision for the required change is essential. It is a fundamental stage of the organization change process. The clear vision for organizational change is crucial to set the process clear and communicate with the employees. It helps them understand the need to change. almost all the organization have set vision for the business which is written and posted everywhere but it is primary job of the leadership to incorporate the vision in their activities and decisions they make. They should be able to communicate those values and reason to the people and lead them by example (Pryor et al., 2008). So if the vision is not reflected in the activities of the business then it sends the message that vision is not of any value. For example, if the vision is to develop the best workforce in the industry but the leaders does not value employee feedback or does not spend on employee training. (Simonson, 2005). Kotter highlights the importance of vision for the change process as it gives clear the direction of the team, motivate people and help them align towards the common goal. Thus right leadership and clear vision is important to initiate the organizational change. 
Values and Culture 
The next step for the leadership is to instill strong and shred values in the workforce to unite them. The leaders have to create strong shared values to unify people (O’Toole, 1995). They should instill these values in culture as leaders reinforce culture through their behavior.  As said Leaders walk their talk (Ben &Goldsmith, 1997); there should be no discrepancies in their words and actions. Effective leaders are role models for their employees, they can reinforce the organization values. They lead by example. The corporate values should not be compromised for short term gains (Collins & Porras, 1998). The real leadership style demands both finding and encouraging shared values. Shared values are the prominent feature of any strong cultured organization. If the values are not part of the culture then they are not functional (Drucker, 1999). Shared values are an indication of a strong culture. Organizations with shared values have more sense of belonging for the team (Deetz et al., 2000). So the task for leadership is to incorporate the behavior of change in the workforce, create a culture of change (Kets de Vries, 2000). 
Strategy 
The efficient leadership devise a strategy to achieve the vision. The complete and clear strategy is necessary to attain the goals or the desired change. As described by Covey (1992) strategies are the road map of the change map in which a vision acts as a compass. The true leadership involves developing committed, detail strategies for possible future changes in the organization. They key to effective strategy is to involve the whole team in the strategy development (Eden, 1993). Although group thinking could be the danger but it is important to trust employees and team you are working with. 
Employee Empowerment 
Moreover, some of the models focus on the employee empowerment to successfully implement change in any organization. Again, this is the job of leadership to make employees part of the solution; use the knowledge and expertise of the workforce (Herrick, 2005). Leadership has to create a health and open door culture to provide them the opportunity to be a part of change. 
As discussed above all the models favor the concept of making small changes to bring in the required amount of change. organizations have models for change and improvement. As designed by Deming (1986) Shewhart cycle, it states that every step of change process can be improved and when the leadership pay attention to the continuous improvement and rewards the small attainments (Pryor, White and Toombs, 1998). As resistance is natural to change so, this is the responsibility of the leaders to understand the reaction and response of the workforce throughout the change process (white and Toombs, 1998). 
Shields (1999) in the model stated that the change process should involve all the staff along with the top management. The process should not be decided separately and then implemented on the team. The whole team should be part of that plan so they feel the part of the change so they can easily embrace change upon implementation rather change being forced on them by the leaders. Making employees part of the change plan will empower them (Collins, 2001). All these factors are directing towards the leadership of an organization. The leadership is crucial to organizational change; as they can make employees and staff to prepare and direct towards change. positive reinforcement is helpful to keep the employees motivated throughout the process. Shields (1999) has also emphasized on the importance of communication among the leadership and employees. The employees should be made aware where the organization is and why the change is necessary and where the organization is going to be in the future (Dawson and West, 2005). Similarly, the organizational change models presented by Mento’s (2002) and Jick (2003) focus on the strong leadership styles and encouraging leadership behavior. Whereas Kotter and Shields emphasized on the inclusion of whole team in the change process. The mento’s model involves monitoring and assessing every stage of the process. For this, the leadership has to assess the success of each and every step of the process. The leaders should be held accountable for their strategic change plan and the results that they achieved (Newcomb, 2005). Kotter suggest that the urgency of change should be highlighted in order to motivate people for change, in order to expedite the process. It is necessary to create importance of change and the understanding of the need to change (Kotter, 1995). 
All the highlighted features are important to implement change in any organization. As evident from the abovementioned literature that leadership is crucial to implement organizational change. the leadership is the one to initiate the change process and prepare the employees to embrace the change. The features that are part of the change models and are crucial for organizational change coincide with the characteristics of transformational leadership. Transformational leadership consists of four dimensions Charisma, inspire the workforce, individual consideration and intellectual stimulation. There are few studies that focus on the impact of the CEO on the functioning of the top management team (Farrell, Flood, Curtain et al., 2005). The literature suggest that transformational leaders challenge the team and inspire them to change. they drive the organization towards change (Newcomb, 2005). Newcomb has described the qualities and characteristics of successful leader which are as follows:
They should be able to assess the environment 
Leaders must have clear vision and inspire people to their vision
They must have a clear strategy to execute the change plan 
These leaders are depicting the same characteristics as transformational leaders (Carless, 1998). Transformational leadership is being studied widely and has become the popular type of leadership in the organization. Leadership is ultimately responsible for the organizational change.
In this modern world of hyper competition, change is constant and the leaders who are strategic and proactive can be successful. The leadership should be able to anticipate the change and predict it beforehand. Such leaders are successful in the industry. The people who fail to anticipate change or adapt to change lead their organizations to failure. 
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