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Abstract

The contemporary trends in world economies, coupled with the global competition, rapid
technological development and the astronomical increase in the application of change
management principles, developments in planning and control, management creative thinking,
and rapid development, and or political downturn are mounting pressures on developments,
profits, and nonprofit organisations today. The entire business and government sectors are
facing the greatest challenges in this century; they are, every day trying to adjust to and
embracing a non-stop changes. And, to cope with the ever-busy challenges, managers must
however, be able to learn rapidly, efficiently and continuously, and take on new strategic
imperative faster and more economical. As a response to the prevailing and dynamic nature of
change, companies and organisations are having difficulties in achieving sustained performance;
they are forced to look for new management approaches to develop a cutting-edge process to
deal with existing trends and developments. The effectiveness of organisations accepting and
adapting to change will determine the growth, development and the ability to understanding
the workings of SWOT matrix for better job performance. In spite of many studies carried out by
scholars and practitioners in the area of change management over the years, much still need to
be done about change management and factors inhibiting its successes. This paper, however,
offers a balanced approach to the relevance of effective change management in building and
improving Nigeria organisations.

Keywords: Change Management, Panacea to Organisational Growth, Effectiveness, Continuity,
Change Implementation, Increase Productivity.

Introduction
“The fundamental task of management is to make people capable of joint performance

through common goals, common values, the right structure, the training and development
they need to perform and to respond to change”. Peter F. Drucker

The contemporary business community, and of course the 21 century organisations are
facing the greatest challenges in this century. They are every day trying to adjust to and
embracing a non-stop changes, and, to cope with the ever-busy challenges, managers must
however, be able to learn rapidly, efficiently and continuously, and take on new strategic
imperative faster and more economical. However, managing change within organisations
is a core challenge for the HR professionals, as any change concerns people working within
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the organisation. The study of Human Resource Management is based on achievement of

goals through corporate strategy and effective management of change within the
organisation. Change can be successful when it links people, job satisfaction and
productivity within an organisation. Effective change management can result in greater
productivity, higher work life quality and improved readiness for future changes. Most HR
professionals are regularly being asked for developing attitudes and personal skills for
change implementation as technical understanding of applying the tools for managing
change.

Change management is not managing change. The essence of this paper is to change our
thinking and workings about managing change; to shift our focus from change to the
people facing change. Managing change is about managing people, which is fortunately
something we know a great deal about-though, we do not always apply what we know. In
this spectrum, therefore, we can deduce change management to mean a systematic and
structured process of developing and implementing strategies and interventions for
organisations transitioning from current state to a desired state. According to Korir,
Mukotive, Loice & Kimeli (2012), Change management is defined as the effective
management of a business change such that executive leaders, managers and frontline
employers work in concert to successfully implement the needed process, technology or
organisational changes. Change management typically deals with incremental change, or
first order change, and transformational change, or second order change. Usually, first
order change does not challenge the established overall system and context of
organisation. It is often associated with changes in policies and procedures, individual
needs, task and skill requirements, thus the change is incremental. Sometimes, it is also
called transactional change. On the other hand, it involves changes in fundamental
assumptions about reality coupled with a shift and realigning of vision, values, cultures,
beliefs and attitudes, and core processes, thus called transformational change. Change
management is a process for managing the people-side of change.

Change Management Defined

Change management has been defined as the process of continually renewing an
organisation’s direction, structure, and capabilities to serve the ever-changing needs of
external and internal customers (Morgan & Brightman, 2001). According to Burnes (2004),
change is an ever-present feature of organisational life, both at an operational to any
organisation of its ability to identify where it needs to be in the future, and how to manage
the changes required to getting there.

Consequently, however, organisational change cannot be separated from organisational
strategy, or vice versa (Burnes, 2004, Rieley & Clarkson, 2001). Due to the importance of
organisational change, its management is becoming a highly required managerial skill
(Senior, 2002). Graetz (2000) goes as far as suggesting against a backdrop of increasing
globalisation, deregulation, the rapid pace of technological innovation, a growing
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knowledge workforce, and shifting social and demographic trends, few would dispute that

the primary task for management today is the leadership of organisational change.
Mastering strategies for managing change is more important today since the rate of change
is greater than atany time in history. The marketplace is changing overnight, organisational
alliances and structures are shifting rapidly. Everything in the organisation is open to
scrutiny. Basic operating assumptions are questioned. Traditions are challenged. The risk
of failure is greater than ever before and the tension within the workforce is great and needs
constant attention by the management.

Change management according to Armstrong Michael (2010) ‘is the process of achieving
the smooth implementation of change by planning and introducing it systematically, taking
into account the likelihood of it being resisted’. Change management is a systematic and
structured process of developing and implementing strategies and interventions for
organisations transitioning from current state to a desired state. Change management
typically deals with incremental change, or first-order change, and transformational
change, or second-order change. The primary goal of change management is to enhance
organisational performance ability and capability through proactive or reactive actions to
cope with either internally induced or externally imposed changes. Change management
has always been an integral part of organisational management. A number of change
management models or processes are available. While differing in specifics, most models
contain the following three phases: preparing for the change, including analysing, planning,
and strategy development; managing change implementation and consolidating and
institutionalising the change including change review, feedback analysis, corrective action,
and stabilising the implemented change.

Change is inevitable, and as such, organisations must change to survive. There are many
approaches to influence change; these differences require change managers to consider
various strategies that increase acceptance and reduce barriers. A change manager is
responsible for planning, developing, leading, evaluating, assessing, supporting, and
sustaining a change implementation. Change management consists of models and
strategies to help employees accept new organisational developments.

Change management practitioners and academic researchers view organisational change
differently (Hughes, 2007; Pollack & Pollack, 2015). Saka (2003) states, “there is a gap
between what the rational-linear change management approach prescribes and what
change agents do”. This disconnect may make it difficult to determine the suitability and
appropriateness of using different techniques to promote change (Pollack & Pollack, 2015).
Hughes (2007) thinks that practitioners and academics may have trouble communicating
because they use different terms. Whereas academics use the terms, models, theories, and
concepts, practitioners use tools and techniques. A tool is a stand-alone application, and a
technique is an integrated approach (Dale & McQuater, 1998). Hughes (2007) again
expresses that classifying change management tools and techniques can help academics
identify what practitioners do in the field and evaluate the effectiveness of practitioners’

implementations.
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Types of Change

There are four types of change that an organisation goes through with the possibility of
overlap among the possibilities. Operational changes relate to new systems, procedures,
structures or technology, which will have an immediate effect on working arrangements
within a part of the organisation. It can affect the way active business operations are
conducted, including the automation of a specific business area. Strategic change is
concerned with organisational transformation, which deals with the broad, long terms, and
organisation-wide issues. It is about moving to a future state, which has been defined
generally in terms of strategic vision and scope. Strategic change covers the purpose and
mission of the organisation, and its corporate philosophy on such matters as growth,
quality, innovation, and values concerning the human resources, the customer’s needs
served and the technologies employed. Cultural changes affect the organisational
philosophies such as the way the business is conducted and in implementing a continuous
quality improvement system. The cultural norms affect the going concern of business
organisations. Political changes in human resources occur primarily due to political reasons
of several types such as changes that happen on top patronage levels in the government
agencies (Lorenzi & Riley, 2000, p. 116-124). Conversely, the effect of the political changes
is felt the most on the higher levels of the organisation. When change occurs relatively in
the bureaucratic organisation, those working on the bottom level often notice the change
at the top.

Organisational Effectiveness

Basically, organisations are characteristic of all complex societies-they are a means of
bringing together human beings and physical resources in a coordinated and controlled
ways in order to achieve particular objectives. It involves the creation of structures, norms
and values to monitor and control the interaction between the various individuals and parts
which makes up the whole.

Organisation is defined in this paradigm as a process or an element of management
concerned with change or growth of the structure. Organisations are primarily complex
goal-seeking units which in order to survive must maintain their internal system to
coordinate the human resources employed in companies and in order to cope with 21st
century’'s competitive business environment, adapt to, and shape the uncontrollable
external environment. The performance of the organisation is expressed by its
effectiveness and, in this sense therefore, an effective company is a successful one.
Effectiveness on the other hand, is best described as the degree to which objectives are
achieved and the extent to which targeted problems are solved. In contrast to efficiency,
however, effectiveness is determined without reference to costs and, whereas efficiency
means doing the thing right'. Effectiveness means doing the right thing'. Effectiveness in
dealing with, and adapting to change factor will go a long way to fostering the
organisation’s job performance.
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Strategy

Strategy is a process through which organisations analyses and learns from their internal
and external environments; establishing strategic direction, creating strategies that are
intended to move the organisation in that direction, and implement those strategies aimed
at satisfying key stakeholders. A typical dictionary will define the word “strategy” as
something that has to do with war and ways to win over enemies. In business organisational
context, the term is not much different. Businesses have to respond to dynamic and often
hostile external forces (SWOT) for pursuit of their mission.

We may define the term ‘strategy’ however as a long-range blueprint of an organisation's
desired image, direction and destination of what it wants to be, what it wants to do, and
where it wants to go. The injection of the idea of strategy into business organisations,
therefore, is intended to unravel complexity and to reduce uncertainty of the environment.
Strategy seeks to relate the goals of the organisation to the means of achieving them. It is
the game plan management is using to take market position, conduct its operations, attract
and satisfy customers, compete successfully and achieve organisational objectives.
Strategy is an informed action that managers take to attain one or more of the
organisation’s goals. It can also be described as “a general direction set for the company
and its various components to achieve a desired state in the future’. Strategy results from
the detailed strategic planning process. A strategy is about integrating organisational
activities, utilising and allocating scarce resources within the organisational environment so
as to meet objectives. While conducting a strategy, it is essential to consider that decisions
are not taken in a vacuum and that any act taken by an organisation is likely to be met by a
reaction from those affected-competitors, customers, employees and or suppliers. Having
knowledge of the goals, the uncertainty of events and the need to take into consideration
and the likely or actual behaviour of others is essential. Strategy is the blueprint of decisions
in an organisation that shows its objectives and goals, determines key policies, and plans
for achieving these goals, and defining the business the organisation is to carry on, the type
of economic and human organisation it wants to be, and the contribution (s) it plans to
make to its shareholders, customers and society at large. The typical business organisation
usually considers three types of strategy: corporate, business and functional. To this extent,
therefore, the term strategy is associated with unified design and action for achieving major
goals, gaining command over the situation with a long-range perspective and securing a
critically advantageous position. Its implications for corporate functioning are obvious.

Why Do People Resist Change?

People resist change because it is seen as a threat to familiar patterns of behaviours as well
as status and financial rewards. Joan Woodward states thus ‘when we talk about resistance
to change, we tend to imply that management is always rational in changing its direction,
and that human resources are stupid, emotional, or irrational in not responding in the way
they should, but if an individual is going to be worse off explicitly or implicitly when the
proposed changes have been made, any resistance is rational in terms of his own interest.
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However, the main reasons for resisting change are as follows;

The shock of the new: people are suspicious of anything which they perceive will
upset their established routines, methods of workings or conditions of service. They
do not want to lose the security of what is familiar to them.

Economic fears: loss of money, threats to job security, etc.

Inconvenience: the change will make life more difficult.

Uncertainty: change can be worrying because of uncertainty about its likely impact
on the

people.

Symbolic fears: a small change that may affect treasured symbol such as a separate
office or a reserved parking space may symbolise big ones especially when
employees are uncertain about how extensive the programme to change will be.
Threat to inter-personal relationship: anything that disrupts the customary social
relationship and standard of the group will be resisted.

Threat to status or skills: the change is perceived as reducing the status of individuals
or as de-skilling them.

Competence fears: it concerns about the ability to cope with the demand or to
acquire new skills.

How to Overcome Resistance to Change

Resistance to change can be difficult to overcome even when it is not harmful to those

concerns, but the attempt must be made. Thus, the following steps;

Education and communication: resistance can be reduced through communicating
with employees to help them see the need for a change.

Participation: though, it's difficult for individuals to resist change decision in which
they participated, but prior to making a change, those opposed can be brought into
the decision process.

Building support and commitment: change agents can offer a range of supportive
efforts to reduce resistance. When employee’s fears and anxieties are high, employee
counseling and therapy, new skill training, or a short paid leave of absence may
facilitate adjustments.

Negotiation: another way for the change agent to deal with potential resistance to
change is to exchange something of value for a lessening of the resistance. For
instance, if the resistance is centred in a few powerful individuals, a specific reward
package can be negotiated that will meet their individual needs.

Manipulation and cooperation: manipulation refers to covert influence attempts.
Twisting and distorting facts to make them appear more attractive, withholding
undesirable information, and creating false rumours to get employees to accept
change are all examples of manipulation. On the other hand, cooperation is a form of
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both manipulation and participation. It seeks to buy-off the leaders of resistance

group by giving them key roles in the change decisions.

e Selecting people who accept change: research suggests that the ability to easily
accept and adapt to change is related to personality. It appears that human resources
that adjust best to change are those who are open to experience, take a positive
attitude towards change are willing to take risks, and are flexible in their behaviours.

e Coercion: last of the list of tactics is coercion. That is, the application of direct threats
or force on the resisters. If the management really is ready and determined to close a
manufacturing plant, and the employees don't acquiesce to pay cut, then coercion
would be the label attached to its change tactic.

e Inthe final analyses, therefore, change management means to plan, initiate, realise,
control, and stabilise the change process on both the corporate and the personal level
by handling obstacles carefully (Singh, Saeed, & Bertsch, 2012).

Summary and Conclusion
Change management is an integral part of organisational management and it plays a critical

role in today’s organisation, not only in maintaining variation of existing operations, but
also in shaping the future directions of the organisation. Successful change management is
able to lead and enable employees to accept new vision, new behaviour, and new culture.
Regardless of dealing with proactive or forced changes, however, successful change
management can determine an organisation’s future status on survival, development, and
strategic direction.

Organisation change is highly complex process, which can have a negative or a positive
outcome on the organisation. The outcome is based on the manner in which the members
within the organisation are willing to accept change. There are significant challenges that
an organisation faced while making changes, these changes include resistance to change,
planning, communication, etc. There are clear differences in the approaches used by the HR
managers in different levels, cultures and countries. It is best for the HR managers to ensure
that the business is able to complete successful change. Successful change is dependent on
understanding the role of technology, role of customers, external business variables, and
improving communication within the organisation. As to the present competitive global
economies, future-oriented organisation cannot but be prepared for change at all times. No
organisation can boast of a better performance without giving adequate attention to the
need for change and the change management process.
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