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CHANGE MANAGEMENT – LECTURE 2 
CHAPTER 2 – Leading Change: A Process Perspective

LESSON 2
Learning Objective 1
The intentional management of change

While leaders who acknowledge or foresee shifts in their organization's external environment may be in a better position to instigate change, the mere recognition of a necessity (or opportunity) for change may not guarantee its realization. Lewin (1951) offered valuable insights into the essence of change that are pertinent to those intentionally seeking to alter the status quo. He contended that a state of no change does not signify a situation where everything remains static; instead, it denotes a state of 'stable quasi-stationary equilibrium,' akin to a river flowing at a constant velocity in a specific direction. Changing the behavior of an individual, group, or organization can be likened to altering the velocity or course of the river.

Lewin argued that any level of behavior is upheld in a condition of quasi-stationary equilibrium by a force field comprising a balance of forces pushing for and resisting change. This level of behavior can be modified by either introducing forces for change in the desired direction or reducing the opposing or inhibiting forces (as illustrated in Figure 2.1). Both approaches can lead to change, but, according to Lewin, they produce distinct secondary effects. When change is induced by strengthening the forces advocating for change, it tends to generate increased tension. If this tension escalates beyond a certain point, it may be accompanied by heightened aggressiveness (particularly toward the source of increased pressure for change), intensified emotions, and reduced constructive behavior. 

Lewin's field theory led him to endorse an approach to change management that underscores the significance of reducing the restraining forces (a pull strategy) over a high-pressure approach that exclusively focuses on amplifying the forces advocating for change (a push strategy). He asserted that strategies involving the removal of inhibiting forces within the individual, group, or organization are more likely to foster commitment and result in lasting change compared to approaches relying on external pressure to drive change.

Lewin’s three-step process

Lewin proposed a three-stage process for achieving successful change, encompassing the phases of unfreezing, moving, and refreezing. Consequently, the management of change entails assisting individuals, groups, or organizations in:

Disrupting or unlocking their existing behavioral patterns.
Transitioning to a new level of behavior.
Establishing and stabilizing this new behavior at the desired level.

The unfreezing phase entails destabilizing the equilibrium between driving and restraining forces. According to Kotter (1995), this current state of balance can be disrupted by making organizational members aware of the necessity for change. Creating a vision of a more appealing future state and providing information that generates a sense of urgency can weaken restraining forces while strengthening driving forces. Such actions can motivate individuals and groups to relinquish their current behaviors and actively seek more effective alternatives. Schein (1996) also underscores how challenging people's perceptions of the benefits of the current state can serve as a catalyst for learning and change.

Lewin's second phase, known as "movement," involves the adjustment of the balance between driving and restraining forces to shift the equilibrium to a new level. While these forces can take various forms, they often manifest as behaviors that impact performance, as noted by Ford and Greer in 2006. Consequently, achieving movement typically entails the alteration of attitudes and beliefs, as well as the modification of processes, systems, and structures that influence behavior.
The "refreezing" phase entails the reinforcement of new behaviors to sustain improved performance levels and prevent regression. Providing feedback that indicates the effectiveness and consistency of these new behaviors, along with offering incentives that reward the attainment of new performance levels, can be instrumental in ingraining and solidifying these new practices.

Learning Objective 2
Stages in the process of managing change

Three process models of change that expand upon Lewin's basic model:

Lippitt et al. (1958) extended Lewin's three-stage model by breaking down the moving phase into three natural substages. These include:

· Identifying and diagnosing the client's problem.
· Exploring different options and objectives, and setting clear goals and intentions for action.
· Transforming these intentions into tangible efforts for change.
· They also emphasized the importance of change managers establishing and nurturing effective relationships with those involved or affected by the change. Consequently, they introduced two additional stages to the process: one focused on forming relationships and another on concluding them. Proper termination of relationships is crucial to maintaining the momentum for change.

Egan (1996) devised a model based on Lewin's three stages of unfreezing, moving, and refreezing, with a strong emphasis on the first two phases. Egan's model includes:

· Assessing the current situation (diagnosis).
· Envisioning a preferred scenario for the future (visioning).
· Formulating plans to transition from the current state to the preferred scenario (planning for change).
· 
Key components within these stages involve evaluating problems and opportunities, generating new perspectives, and selecting high-impact issues for attention during the current scenario assessment. In the preferred scenario phase, various future possibilities are explored, evaluated, and committed to. The final stage involves brainstorming strategies, selecting the most suitable strategy or combination of strategies, and converting them into an actionable plan.

Beckhard and Harris (1987) present a three-stage model that centers on defining the present and future, overseeing the transition, and sustaining and updating the change. They pay special attention to the challenges associated with the transitional phase, including the need for transitional arrangements such as appointing a transition manager and developing transition plans. Additionally, they stress the importance of securing commitment from key stakeholders and highlight the conditions necessary to maintain the change over time.

These models underscore the significance of the following aspects:

· Cultivating change-oriented relationships: Building effective connections between change facilitators and those impacted by the change.

· Assessment and evaluation: Placing importance on the analysis of the organization's current status and envisioning a more desirable and achievable future state.

· Formulating strategies and blueprints: Creating detailed plans and approaches to guide the organization's progression towards the envisioned state.

· Execution: Transforming intentions, as encapsulated in strategies and plans, into tangible and active change initiatives.

· Sustaining the change: Preserving and safeguarding the achievements and benefits brought about by the change process.

Learning Objective 3

Key steps in the change process

The model presented in Figure 2.2 builds on and synthesizes these ideas and conceptualizes managing change as a purposeful, constructed and often contested process that involves attending to seven core activities:

1 recognizing the need for change and starting the change process
2 diagnosing what needs to be changed and formulating a vision of a preferred future state
3 planning how to intervene in order to achieve the desired change
4 implementing plans and reviewing progress
5 sustaining the change
6 leading and managing the people issues
7 learning.
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Recognizing the need for change and starting the change process

The initiation of the process begins with acknowledging that external occurrences, such as a credit crunch, or internal situations, such as the retirement of key personnel or the introduction of a new product, necessitate a change. This recognition entails intricate procedures involving perception, interpretation, and decision-making. If not carefully managed, these processes can result in inappropriate outcomes, such as the organization failing to adapt when necessary or changing when change is unwarranted.

At times, leaders may overlook the need for change due to insufficient attention to developments in the broader environment. Even when members within the organization are cognizant of external events, they may not fully grasp the potential implications for the organization. One effective means of challenging established thought patterns is to engage fresh perspectives in shaping the agenda for change. Often, this task is confined to high-ranking managers at the upper echelons of a department or the organization. However, individuals situated at various levels of the hierarchy, such as members of the sales team, customer service representatives, or those in close contact with suppliers, may possess more in-depth insights into emerging threats and opportunities.

Starting the change

After acknowledging the necessity for change, the subsequent step entails transforming this necessity into a genuine desire for change. It is a common oversight for leaders to underestimate the challenge of motivating people to step out of their comfort zones. The process of instilling readiness for change involves both informing members of the organization about the necessity for change and inspiring them to let go of the existing status quo. Numerous factors can make this endeavor challenging, such as a track record of prior successes and the absence of an immediate crisis. The response of change managers to this situation may vary, and the effectiveness of their response will be influenced by numerous factors. For instance, when the need for change is pressing, possibly due to delayed recognition by leaders of an emerging threat, there might not be enough time to involve others or explore alternative solutions. In such cases, change managers may perceive that their only viable option is to adopt a more directive approach. While this approach may yield results in certain situations, it may encounter resistance and opposition from organizational members in others. Conversely, in different circumstances, particularly when those spearheading the change have recognized the need for change well in advance, they may feel inclined to explore alternative courses of action, such as engaging others in an initial diagnosis to establish a shared understanding of the necessity for change.

Diagnosing what needs to be changed

This stage in the process involves:

1 Assessing problems and opportunities, developing new perspectives, and choosing
high-impact problems or opportunities for attention.

2 Developing a range of possible futures and evaluating alternative possibilities to
establish a viable agenda for change.
Reviewing the present state

Understanding the current condition of the organization often necessitates considering its historical context, external surroundings, and the reactive patterns and self-reinforcing cycles that have contributed to its present state. The specific objectives for evaluating the current state will vary depending on the nature of the change being managed. Common motivations include:

· Identifying the necessary change by diagnosing the root causes of an issue, pinpointing existing deficiencies, or clarifying potential opportunities.
· Establishing a baseline to clearly define what aspects are undergoing change.
· Assisting in defining the future direction or trajectory of the organization.

Additionally, insights gleaned from this type of assessment can be valuable for anticipating how both organizational members and other stakeholders may react to change, as well as for preparing individuals for the forthcoming changes.

Identifying the future state

The specific requirements for determining the future state depend on the nature of the change, whether it's incremental or transformational, and the role of change managers within the overall process. When change managers are tasked with initiating the change, their responsibilities often entail creating a perspective or 'vision' of how they, along with others involved in the diagnostic process, envision the organization should appear in the future. Conversely, if their role involves implementing a vision that originates externally, their focus may be more constrained to evaluating and conceptualizing the probable effects of the change on their particular segment of the organization.

Quality of the vision

The effectiveness of the vision can be influenced by the individuals responsible for the diagnosis. They must possess the requisite knowledge and expertise, including a deep understanding of the specific circumstances on the ground, to thoroughly identify all the issues and conceive a future state that garners acceptance from all key stakeholders. This is crucial because a compelling vision of a more desirable future state serves as a focal point for attention and action. It has the potential to ignite enthusiasm and drive. According to Locke and Latham (1984), individuals are motivated to attain goals they are committed to, and they exhibit greater determination and resilience when the goals are clearly defined and attainable.
Planning and preparing for change

The planning phase revolves around the process of formulating and clearly articulating the strategies for accomplishing the goals of the change initiative. Unfortunately, at times, those at the helm of change efforts do not allocate sufficient attention to this crucial stage. In the context of Lewin's contributions to change management, as noted by Burnes (2004a), following the initial stage of unfreezing, change managers must diligently explore avenues for progress by carefully assessing all the forces propelling and restraining the change. This underscores the idea that, to some extent, the diagnostic aspect is interwoven throughout each phase of the change process.

The selection of an overarching change strategy, be it a push strategy, a pull strategy, or a combination of both, holds significant importance, as it can wield a profound impact on the ultimate outcome of the change endeavor. Furthermore, it is imperative to contemplate the types of interventions that will prove most efficacious in facilitating the desired transformation.
Implementing change and reviewing progress

What has been devised in the planning phase must now be put into action, signifying a shift in focus from planning to execution. Frequently, change plans do not unfold as intended due to a lack of attention from change managers towards handling the human aspects of change. Even if a change manager recognizes clear benefits for the organization as a whole, individual members within the organization may perceive limited personal gains, impacting their motivation to either support or resist the change. Therefore, it is crucial to dedicate meticulous effort to communicating the change, motivating both individuals and groups to endorse it, and addressing the interests of stakeholders.

Furthermore, it is essential to continuously review and monitor the progress of the change. Buchanan and Storey (1997) assert that change often involves significant periods of revisiting previous stages. Burke (2002) shares a similar perspective, suggesting that the change process often resembles a series of loops rather than a linear path, acknowledging that plans rarely proceed as initially envisioned, and unexpected consequences can arise even when plans are executed as intended. Change managers often find themselves needing to make constant adjustments to keep the change initiative on course. As previously mentioned in the planning phase, some situations may necessitate taking gradual, incremental steps in the presumed right direction, followed by ongoing evaluations after each step to assess its effectiveness and ensure the chosen direction remains appropriate. Actively seeking and responding to feedback is imperative for leaders to gauge the success of the change plan.
Sustaining change

Lewin (1951) contended that change often proves to be short-lived, resembling a temporary surge of energy that fades, and life reverts to its previous state. He emphasized that it's insufficient to view change merely as reaching a new state; instead, it is vital to focus on maintaining this new state for as long as it remains beneficial to do so. This caution is significant because certain situations may necessitate discontinuing a change due to new developments.

The NHS Modernisation Agency (2002, p. 12) defines sustained change as a scenario where 'new methods of operation and improved outcomes become the standard,' and where 'the underlying thinking and attitudes undergo fundamental shifts, and the supporting systems undergo transformation.' Numerous factors can influence sustainability. One such factor is the management approach employed throughout the entire change process. Top-down (push) strategies tend to promote compliance, which may diminish once the pressure to uphold the change lessens, whereas more participatory (pull) strategies are more likely to garner a higher level of commitment that can endure over time.

Leading and managing the people issues

Those leading change sometimes approach issues when developing and implementing plans for change from a purely technical perspective and give insufficient attention to what some refer to as the ‘softer’ people issues, such as:

· different goals and priorities
· internal politics and the power of stakeholders to affect outcomes
· the way leaders relate with the intended recipients of change
· communication
· trust
· motivation and commitment
· support for those who will be affected by the change

Learning

Leaders who prove effective are individuals capable of extracting insights from their experiences and applying these lessons to adjust their actions, ultimately enhancing their performance. Argyris and Schön (1978) introduce the concept of differentiating between single-loop and double-loop learning to illustrate this distinction.

Single-loop learning

Single-loop learning, as illustrated in Figure 2.3, takes place when leaders concentrate on identifying errors and subsequently adjusting their behavior and the behavior of others based on this feedback. It encourages an ongoing enhancement process rooted in the extrapolation of historical patterns. While this approach can prove effective in both the short and long run, it may not lead to groundbreaking outcomes since it tends to generate minimal alterations in the fundamental beliefs and assumptions guiding behavior. New modes of action are likely to remain constrained by existing thought patterns and familiar routines.
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Double-loop learning

Double-loop learning, as depicted in Figure 2.4, takes place when leaders demonstrate the ability to think innovatively by contemplating the consequences, recognizing and questioning the underlying assumptions and beliefs that formed the basis for their decisions and actions leading to those consequences. When deemed suitable, they modify these assumptions in a manner that paves the way for the exploration of novel behavioral approaches.
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One area that often escapes attention is the assumptions that leaders make about time. Huy (2001) argues that leaders’ time perspective affects how they prioritize issues, allocate resources and the urgency they attribute to activities. Leaders who have a short time perspective are more likely to choose actions that produce immediate, visible results and pay less attention to longer term outcomes, whereas leaders with a longer time perspective are more likely to work towards achieving long-term, lasting outcomes. It is possible that when leaders are unaware that they have a short time perspective, they will be more vulnerable to path dependencies that can lead to inefficiencies over the longer term.

Double-loop learning challenges accepted ways of thinking and behaving and provides a new understanding of situations and events. This understanding can offer leaders the possibility of avoiding inefficient path dependencies and the need to invest energy and resources to counter negative reactions and unnecessary resistance from other stakeholders

Learning Objective 4

Improving leader performance

It has been argued that leaders can learn to be more effective if they step back and monitor what is going on – paying particular attention to how others react to what they do and how their decisions impact immediate and longer-term outcomes – and use these observations to guide their behaviour. 
But all too often this does not happen, because leaders:

· are so bound up in a frenetic range of activities that they have little time or no opportunity for observation and reflection
· are so committed to a course of action that they fail to recognize evidence that challenges their worldview
· harbour beliefs about the competence and motives of others that makes it easy for them to dismiss their feedback
· are insulated from information about the impact of their decisions by organizational structures, policies and management practices that impede upward communication and foster a climate of organizational silence (see Morrison and Milliken, 2000)
· are so bound up in and entrapped by a path that progressively limits their scope for decision making that they become path dependent to the exclusion of path-breaking behaviour, because they are too involved to adopt an outward looking perspective.

Summary

This chapter has built on the ideas discussed in Chapter 1 and presented a process model of change that draws on teleological and dialectical theories. It provided a conceptual framework that those leading change can use to identify the issues they need to address if they are to secure desired outcomes. It can also be used to identify the kinds of questions that will help them reflect on how well they are doing and what else they could do to improve performance.

The model conceptualizes the management of change as a purposeful, constructed but often contested process that involves attending to seven core activities:

1 recognizing the need for change and starting the change process
2 diagnosing what needs to be changed and formulating a vision of a preferred future state
3 planning how to intervene in order to achieve the desired change
4 implementing plans and reviewing progress
5 sustaining the change
6 leading and managing the people issues
7 learning.

These activities are presented as separate elements of the change process because the decisions and actions associated with them tend to dominate at different points in the process and there is a logical sequence connecting them. However, in practice, the boundaries are not always clear-cut. For example, the recognition of a need for change is based on an initial diagnosis of the situation, and attempts to implement plans for change that lead to unintended consequences also contribute to an unfolding diagnosis. Also, the sequence of the elements specified in the model is not linear. The change process is often iterative, in the sense that some
issues (such as diagnosis) can be addressed more than once. Also, some issues can be addressed simultaneously with others. For example, learning can occur at any or every point in the process and people issues need to be addressed throughout. This said, all the activities, such as diagnosis, planning and implementing, are important and need to be attended to by those leading a change. When managing change is viewed as a process and when events, decisions, actions and reactions are seen to be connected, those leading the change are more likely to be able to take action and intervene in ways that can break inefficient patterns and move the change process in a direction that is more likely to deliver superior outcomes.
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	All facts are accurate and relate back to the answer. Provided 2-5 citations throughout paper using the text, interview and or other related documentation.

	APA
	No works cited.
	Works cited is not formatted in the correct APA style.
	Works cited is formatted in the correct APA style.

	Mechanics/
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	Numerous errors, paper hard to read; questions are not stated before answers; format details are not adhered to.
	Enough errors to distract the reader; organization problems; questions not stated before answers; and / or format difficult to navigate.
	Use of correct grammar, spelling, and punctuation; well organized; one idea follows another in a logical sequence with clear transitions; questions stated before answers; format easy to navigate.

	Timeliness
	On time
	late
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Questions
1. Explain Lewin's three-step process of managing change, including the stages of unfreezing, moving, and refreezing. Discuss the significance of each stage in achieving successful organizational change. Provide examples to illustrate your points.

Answer

Lewin's three-step process of managing change is a fundamental framework for understanding and implementing successful organizational change. The process comprises the stages of unfreezing, moving, and refreezing, each with its unique significance.

Unfreezing: Unfreezing is the initial stage in which the existing equilibrium or status quo is destabilized. This phase involves creating awareness among organizational members about the need for change. To accomplish this, leaders often emphasize the urgency of change, create a compelling vision of a more desirable future state, and provide information that reinforces the necessity of change. Unfreezing weakens restraining forces that resist change and strengthens driving forces pushing for change. This stage motivates individuals and groups to let go of their current behaviors and processes and encourages them to seek more effective alternatives. For example, if a company is facing declining market share, the unfreezing stage may involve presenting data on market trends and competitive threats to motivate employees to embrace change.

Moving: The moving stage follows unfreezing and is where the actual change occurs. During this phase, the balance between driving and restraining forces is altered to shift the equilibrium to a new level. Change managers typically focus on modifying attitudes, beliefs, processes, systems, and structures to achieve the desired change. Movements are primarily observed in terms of behavior changes that impact performance. For instance, if a company is transitioning to a customer-centric model, the moving stage may involve changing organizational structures, revising job roles, and implementing new customer service processes.

Refreezing: Refreezing is the final stage that aims to reinforce new behaviors and maintain the new level of performance. Feedback mechanisms play a crucial role in this phase, signaling the effectiveness and consistency of the newly adopted behaviors. Incentives and rewards are also introduced to encourage and embed the new practices. Refreezing ensures that the changes become a sustainable part of the organization's culture and operations. For example, if an organization adopts a continuous improvement culture, refreezing may involve recognizing and rewarding employees who consistently contribute innovative ideas and improvements.

2. Compare and contrast Lewin's change model with the change models proposed by Lippitt et al., Egan, and Beckhard and Harris. Highlight the key stages and principles of each model and discuss the advantages and disadvantages of using these models in managing organizational change.

Answer

Lewin's change model serves as a foundational framework for understanding change management, but it is important to consider alternative models as well. Let's compare and contrast Lewin's model with the models proposed by Lippitt et al., Egan, and Beckhard and Harris.

Lewin's Change Model:

Stages: Unfreezing, Moving, Refreezing.

Key Principles: Emphasis on unfreezing the current state, creating a sense of urgency, and reinforcing the desired changes.

Advantages: Simplicity and clarity, focus on motivation and behavior change, widely recognized and used in change management.

Disadvantages: May oversimplify complex change processes, limited guidance on specific change strategies.

Lippitt et al.'s Model:

Stages: Clarification or diagnosis, Examination of alternative routes and goals, Transformation of intentions into change efforts, Formation of relationships, Termination of relationships.

Key Principles: Emphasis on developing and maintaining relationships with those affected by change, multiple stages for comprehensive change management.
Advantages: Comprehensive approach that considers relationship dynamics, flexible and adaptable.

Disadvantages: Complexity due to multiple stages, potential for extended timeframes.
Egan's Model:

Stages: Current scenario assessment, Preferred scenario development, Strategies and plans for moving to the preferred scenario.
Key Principles: Focus on assessing problems and opportunities, envisioning a preferred future state, and planning for change.
Advantages: Emphasis on strategic planning, clear stages for change implementation.
Disadvantages: Limited emphasis on behavior change and motivation, may require additional frameworks for addressing resistance.
Beckhard and Harris' Model:

Stages: Defining the present and future, Managing the transition, Maintaining and updating the change.
Key Principles: Focus on defining current and future states, managing transitional arrangements, and ensuring ongoing commitment.
Advantages: Detailed attention to transition management and commitment, consideration of conditions for maintaining change.
Disadvantages: Less emphasis on motivation and behavior change, complexity in managing transitions.


True or False 
1. [bookmark: _GoBack]Unfreezing in Lewin's change model involves creating a sense of urgency and disconfirming the benefits of the current state.

2. The movement phase of change management focuses on adjusting attitudes and beliefs but does not involve modifying processes, systems, or structures.

3. Refreezing aims to reinforce new behaviors and maintain new performance levels by providing feedback and incentives.

4. In Lippitt et al.'s elaboration of Lewin's three-stage model, one of the substages involves transforming intentions into actual change efforts.

5. Egan's change model primarily emphasizes the refreezing phase and provides detailed guidance on reinforcing new behaviors.

6. Beckhard and Harris' three-stage model of change highlights the importance of maintaining the change and developing change relationships.

7. One of the core activities in managing change is "Leading and managing the people issues.

8. Recognition of the need for change always involves a clear and immediate crisis that prompts action.

9. Double-loop learning involves challenging assumptions and beliefs that underlie decisions and actions, leading to the possibility of experimenting with new behaviors.

10. Sustaining change means ensuring that new ways of working become the norm, and the thinking and attitudes behind them are fundamentally altered.

Answer key 
1. True
2. False
3. True
4. True
5. False
6. True
7. True
8. False
9. True
10. True 
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