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ORGANIZATIONAL CHANGE
LESSON OBJECTIVES
LEVEL
MEASURE

A.  Recall system theory and the definition of system
Knowledge
Written

B.  Explain the relationship of organizational elements to their subsystem concepts
Comprehension
Written

C.  Determine reasons organizations and individuals are resistant to change 
Comprehension
Written

D.  Determine the benefits of resistance to change and the approaches to handling this resistance 
Comprehension
Written

E.  Explain approaches to handling resistance to change
Knowledge
Written

F.  Determine ways to assist your commander in managing change
Knowledge
Written

SUPPORT MATERIAL AND GUIDANCE
Lesson Focus
Gain understanding of military organizations in that they are a complex system of interacting parts and changes in one part will affect other subsystems.  Understand that resistance to change is a natural occurrence and that the nature of the resistance is an indicator of the appropriate strategy for handling resistance.

Student Contributions
Take notes and ask questions to clarify information covered in the lecture.  Use the information learned during the lecture during the Sandy Beach Evaluation.

Student Instructional Material
Notetaking Guide

Instructional Method
Lecture (1 Hr)

Sandy Beach Exercise (4 Hrs 30 Min)
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NOTETAKING GUIDE

A. SYSTEM THEORY
1. System Theory
The systems approach to problem solving involves a way of thinking about the functions of an organization as interacting parts of a whole.  In other words, organizations are systems.

2. Definition of System

An organized set of doctrines, ideas, or principles usually intended to explain the arrangement or working of a systematic whole.  (Merriam-Webster)

B. RELATIONSHIP OF ORGANIZATIONAL ELEMENTS TO THEIR SUBSYSTEM CONCEPTS
1. The Relationship of Organizational Elements to Their Subsystem Concepts (Kast and Rosenzweig (K & R) Model)

a. People Subsystem – This subsystem includes not only the physical bodies in an organization, but all the things that make people “tick” - values, attitudes, personalities, and motivations.

b. Objective Subsystem – Encompasses the desired future state and achievements of the organization - unit mission, goals and purpose.  These elements must be clearly defined, realistic, and attainable.

c. Technology Subsystem – This subsystem includes the means and procedures used to get the job done – tools, methodologies, training, operating procedures, machinery, and equipment.

d. Structure Subsystem – The structure is the way we place people in the organization.  Within that structure the lines of authority and the power can be formal or informal.

· Formal:  The way an organization is supposed to function.

· Informal:  The way an organization actually does operate.

e. Commander Subsystem - Integrates all other subsystems.  The Commander coordinates and directs the efforts of the organization.  To do this effectively, the Commander must understand how each subsystem impacts on the others.  Your advice to the Commander on the impact of change in the organization is a critical aspect of your job.  If you are effective at your job, Command support for equal opportunity will be evident in all the subsystems of the organization.

f. Environment Subsystem – The final subsystem is an external one: the environment – anything outside the physical boundary of the system is different for every organization. 

2. Examples as to How Changes in one Subsystem Impact Other Subsystems
a. Objective Subsystem – Clarity of objectives directly affects people.

b. Technology Subsystem – Availability of appropriate tools directly affect people. 

C. REASONS ORGANIZATIONS AND INDIVIDUALS ARE RESISTANT TO CHANGE
1. Reasons Organizations are Resistant to Change

a. Mission - A statement defines this function and states or implies standards for reliable performance.

b. Power - Biggest center of resistance to change.

c. Structure - Top to bottom communication flow, which lacks a method to provide negative feedback.

d. Policies and Agreements - Imposed obligations on people which restrict efforts to change.

e. Resources - Fixed resources base, sunken cost, money, time, and effort.

2. Reasons Individuals are Resistant to Change
a. Misunderstanding – All too often the nature of change is unclear.  People do not know or understand the purpose of the change, the intended results, or the impact on themselves.  The people in the organization may not have information about the situation that led to the proposed change; or they may be unfamiliar with the concepts of the planned change and misunderstand what will be expected of them.  They may be afraid of new technology or that they will be unable to learn the new skills or behaviors required by the change.

b. Conflict - Assess change differently from supervisors.  No attempt from supervisors to solicit and consider their input.

c. Perceived Loss/Self-Interest - Loss of power and influence, job changes in scope or being eliminated; change may affect career patterns, income, or established working relationships.  As people feel less secure, self-interest becomes dominant.

d. Low Tolerance – Change involves risk, and changes also involve more work.  Some people have a low tolerance for either or both.

D. BENEFITS OF RESISTANCE TO CHANGE
Resistance is not all bad.  It can bring some benefits.

1. Review of Proposals – Resistance may encourage change managers to review change proposals to be sure they are appropriate.  If resistance causes a more careful screen of proposed changes, it can discourage careless decisions.

2. Identify Problem Areas – Resistance can also help identify those specific areas where change is likely to cause difficulties so leaders can take corrective actions before serious problems develop.

3. Feedback of Reactions – Resistance is a form of feedback on the intensity of feelings about the change among members of the organization.  People who are resisting change often exhibit dysfunctional behaviors.  Some of these are indicators of other problems as well, but they are indicators of resistance when they are clearly related to changes issues.  Behaviors include:

a. Loss of motivation or apathy toward work related to the change.

b. Failure to meet suspense’s or poor workmanship on tasks.

c. Constant quarreling or hostility.

d. Tardiness, unexcused absences, requests, requests for transfer, resignations, or retirements.

e. Sabotage of change efforts.

E. APPROACHES TO HANDLING RESISTANCE TO CHANGE
1. Education and Communication
a. Most common way to overcome resistance is to educate people before it happens.

b. Communicating ideas about the change helps people see the need and logic for change.

c. Requires time and effort.

d. This method is ideal when resistance is based on inadequate or inaccurate information and analysis and managers need the resistors’ help in implementing the change.

e. Successful use of this method requires a good relationship between the initiators of the change and the resistors.  Otherwise, resistors may not believe what they hear.

2. Participation and Involvement

a. Involve potential resistors in some aspect of the design and implementation of the change to minimize resistance.

b. Using the advice of those involved and encouraging participation leads to a greater commitment.

c. Involving potential resistors can also be enormously time-consuming if not managed carefully.  When change must be made quickly and will probably be resisted in any event, the involvement of others may not be worth it.

3. Support and Negotiation – When fear, anxiety or lack of security are at the heart of the resistance; leaders may want to use a combination of support and negotiation.  This might include training in new skills, or offering incentives or rewards if it is clear that someone will lose out as a result of the change.

4. Manipulation - May selectively use information and carefully structure events to manipulate others.  However, manipulative efforts can create a negative reaction if people realize they are being manipulated, and the result may be even more resistance.  Nevertheless, manipulative tactics may be necessary if other strategies are not feasible or have failed.

5. Coercion - When speed is essential and change will be unpopular regardless of how it is introduced, coercion may be your only option.  Commanders may have to force change through explicit or implicit threats or drastic actions.  Leaders need to be aware that this may result in changed behavior, but attitudes of resentment will remain and may surface later.

F. WAYS TO ASSIST YOUR COMMANDER IN MANAGING CHANGE
1. Methodologies to Managing Change
a. Use an Organizational Model – Managing change is part of the systems approach to problem solving.  Therefore, you will need an organization or systems model.  You need to have a clear idea of where change is needed, what strategy to use, and how change will affect other parts of the organization.

b. Identify the Requirement for Change – Determine the source for change in the organization.  Look at the overall unit climate and the subsystems.  What areas are affecting other areas?  Some theories set the subsystems in a hierarchy: Mission, Command, Structure, Technology, and People.  If a problem is isolated in one subsystem, its root cause is likely to be in an adjacent subsystem.  (What appears to be a leadership problem may be the result of unclear objectives guidance or poorly enforced operating procedures.)  Accurately analyzing information about the unit to identify the need for change is critical in the change process.

c. Recognize the Impact of Change – Determine how change to one or more subsystems affects the other subsystems and the organization as a whole.  It is important here to especially identify the likely sources for resistance to change.

d. Identify Actions Required – Here, you help the commander identify objectives for the change and a change strategy designed to modify the subsystem that is the primary source of difficulty in the unit.  In order to minimize disruption and adverse affect on mission accomplishment, it may also be necessary to identify a transitional structure.

e. Implement Action – The commander is responsible for implementing action in the unit.  It is critical to keep all the members of the organization informed of changes that are implemented and the progress of the implementation.

f. Monitor Change – During implementation, continue to monitor subsystems for effects that were not initially obvious.  Look for potential problem areas and be ready to make and monitor corrections.

g. Modify Actions as Required – Throughout the change process and after changes are in place, it is critical to re-evaluate the unit and follow up with further modifications as necessary.

2. A – P – I – E :
The strategy for managing change that has been described follows a model for organizational effectiveness called A-P-I-E.  The letters stand for Assessment, Planning, Implementation, and Evaluation.  Later, you will have a more detailed introduction to the process and to each step, as you learn the skills you will need to advise commanders and integrate equal opportunity into leadership in units.
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