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Identifying the Reducing Resistance to
Change Phase in an Organizational Change Model

Daniela Bradutanu®

Abstract: In this article we examine where in an organizatlarhange process it is better to place
the reducing resistance to change phase, so th@bpees would accept the new changes easier and
not manifest too much resistance. After analyziwgl¥e organizational change models we have
concluded that the place of the reducing resistancehange phase in an organizational change
process is not the same, it being modified accgrtinthe type of change. The results of this study
are helpful for researchers, but especially foraaigational change leaders. As change leaders are
usually the ones confronted with resistance froeirthubordinates, they must know exactly how to
deal with it and when is the best moment to redyaepending on the type of change that is desired
to be implemented. The key contribution to thisqrap that the best way to gain employee’s support
and change attachment is to try and reduce resistanchange before the actual implementation.
Only when an immediate or imposed change is reduaode implemented, the methods and ways for
overcoming resistance should be applied during afitek the implementation stage, to ensure a
successful implementation of the change.
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1. Introduction

Changes are necessary for those organizationsatinatt to survive and improve
their performance. More recently, global environtakn technological and
financial shocks have forced organizations to adegk transform their activities
(Bennebroek Gravenhorst & In't Veld, 2004; Becp\it Feldman, 2008). And of
course, these transformations have been met wsiktaace from the employees.
For many change leaders, resistance to changesegysea big problem, something
that needs to be overcome, an assumption whichinc@st to be popular today
(Furst & Cable, 2008; Harvard Bussines School, 200Resistance to
organizational change is an inevitable phenomebenause people are asked to
reexamine and modify their behavior, which breedsstance.
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To ensure a succesful change implementation, mashage change leaders must
effectively overcome their subordinates resistalocehange (Agboola & Salawu,
2011; Burnes, 2004; Kotter, 1996; Pgedin, 2004). Overcoming resistance to
change is not an easy job, especially when oveye¢hes, employees have formed
certain habits.

Even if the goal of each organizational change gsscis represented by the
transition from the current state, considered tafmatisfactory, to a future desired
state, the process itself differs from one autlwoamother. The starting point in
developing all the organizational change modelsemesented by Kurt Lewin’s
work, especially his three step change model (Kagital., 1992; Griffin, 2008).

In this paper we aimed to identify the place whtre reducing resistance to
change phase should be located in an organizaticmahge process, so that
employees could accept the change easier, withoamhifesting too much
resistance. If people know why things are chandingy are more willing to join
the process (Ford &Ford, 2010).

We have analyzed twelve organizational change msodetl concluded that the
phase of reducing resistance to change is eitleept, either absent or it can be
inferred from the other stages that are presettigrmodel. Also, the place of the
reducing resistance to change phase in an orgamiahichange process differs,
according to the type of change which is desirdoetimplemented.

Further research could identify the reason why ohlyo of the twelve
organizational change models contain the actuaseplud reducing resistance to
change and why the other authors did not considppitant to include it in their
models.

2. The Reducing Resistance to Change Phase accordirggthe Type of
Change

The place of the reducing resistance to changeepimaan organizational change
process is not the same, it being modified accgrtbnthe type of change. Even if
the goal of each organizational change procespigsented by the transition from
the current state, considered to be unsatisfactoryg future desired state, the
process itself differs from one change to anotAecording to the change that is
desired to be implemented, employees resistanteavil too (Predican, 2004).

There are several types of organizational changetamndentify and highlight the
place of the reducing resistance to change phas®ilvrefer to some of them.

It is known that employees are more willing to pdevsupport for implementing a
new change when it is planned, incremental, pagdtory and bottom up. The
organizations personnel participates more actiirethe change process when they
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have the feeling that are part of the process amdribute to decision making.
Accordingly, employees will accept more enthuscdly the change decision if it
has been suggested by them.

For the above mentioned types of change, the pbhseducing resistance to
change is recommended to be placed before thel actpkementation stage. The
change decision needs to be communicated by thmitaxe managers in advance,
so that employees would have enough time to adaphe new conditions and
acquire the necessary skills. This positioninghaf teducing resistance to change
stage in an organizational change process is reemued, as to implement
succesfully a new change, the support and involwmé each member of the
organization is essential. Employees need to b&rmdd in advance about what
will take place and "feel" that are part of thenpieng process since the beginning.

Although most of the changes that are implememteghi organization are planned,
there are cases where the need for change is sy8deaican, 2004). Depending
on the economic environment, the management ofrganation may decide to
implement urgent and immediate changes, which m#yence the future success
of the organization.

The immediate changes, which necessity appearsr “oight”, usually are

unplanned, imposed, top-down and in some casésafaéEmployee reaction to
this kind of change will certainly be very negafivthe success of the
implementation being attributed to managements agp#o communicate with

and motivate employees properly. In such crisigasibns, when an urgent and
unplanned change is required to be implemented, ctienge agent has no
alternative but to resort to immediate implemenptatdf change. The question is:
where is located the stage of reducing resistemchange?

Since the organization does not have enough tinieféom and obtain employees
support regarding the new changes before the inei&tion phase, | recommend
doing this during the implementation phasend immediately after.Once the
implementation phase is started, the resistinge®owaill appear and simultaneously
with the advancement of the process, their maifiest will be increasingly
emphasized. Clearly, most of the staff will be emeid, with the morale down and
even resentful, which is why the change leadersldhaxct rapidly. For a successful
implementation of the new change | recommend masage communicate
constantly with their subordinates and to invollenm as soon as the process
begins. The role of the change agent is also vapoitant, the individual or the
team, having to immediately introduce the phaseediicing resistance to change,
otherwise, the success of the new change might dariger. First, employees must
be made aware of the reasons which lead to theesuthdplementation of the
change and secondly, the advantages employeeiseniffit from must be stressed.
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Although Predjcan (2004) recommends the positioning of the redyoésistance
to change phase immediately after the implememtaitlmse, the utility of the first
phase may not be the same if during the implemientdéihe change agent has not
communicated or informed employees about what aapéning. If an imposed or
immediate change has been successfully implementisdconsidered that the pro
change forces managed to effectively constrain résstant ones, with little
chances for expression of resistance at the eraditite implementation.

3. Identifying the Phase of Reducing Resistance to Chge in an
Organizational Change Model

To locate the reducing resistance to change phasanalyzed a few of the most
representative change models found in the liteeatuhnalyzing twelve
organizational change models, we have concluded tthe stage of reducing
resistance to change is either present, absemettier, or can be inferred through
the proposed ways to reduce resistance to change.

In the next table a synthesis of organizationahgeamodels and the importance
given to the reducing resistance to change phasesented.

Table 1. Identifying the reducing resistance to chege phase

Reducing resistance to Reducing resistance to Reducing resistance to
change phase is present  change phase is absent change phase can be
inferred
Predscan change moc | Kurt Lewin change mod Edgar Huse change mo
John Sena change model  Moorhead — Griffin changesabeth  Moss  Kanter
model change model
Beckhard and Harris changelohn Kotter change model
model
Florescu — Popescu chang&ichy and Devanna change
model model
Nadler ancTushman chang
model

Price  Waterhouse Change
Integration Team model SIJ

From Table 1 we can easily observe that only twdetoof organizational change
from those analyzed, respectively Pgedn change model and John Sena change
model, have the phase of reducing resistance tageharesent. This phase is
clearly defined and to ensure the success of thechanges, the authors placed it
before the implementation stage. Before making angh, employees must be
informed, educated and actively implicated in thecpss. They need to feel that
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are part of the process and contribute with pelddeas. Usually, all that is new is
associated either with a potential gain or a pdderbss. Therefore, proper
motivation and presentation of the advantages fidnich will benefit employees

are primary. The main methods to reduce resisttmahange recommended by
John Sena are: patience, education and commumgaiich, 2005).

In Predscan’s change model, the second phase of the desage is called
reducing resistance to change. The author empisaiephase because, if people
do not want to change and act according to the stamdards, the new change is
not likely to last. The main ways recommended ffucing resistance to change
effectively are employee’s information and motiati

The main method recommended to reduce resistandeataye is communication.

An open communication between change leaders argehagents and the other
members of the organization will always avoid anigunderstandings and will

stimulate a much active participation from empleypart. Rewarding employees
efforts equals with motivation, which can be ingitor extrinsic.

An important aspect of Predan model is that, although the model applies to
planned strategic changes, it can be adapted,casseey, to implement urgent or
imposed changes. In such cases, the author recodsnttes rapid identification of
the type of change needed, the change implememtatid then returning to that
phase of reducing resistance to change. Returminthis phase is imperative,
because if employees do not understand what, howy it happened, they can
sabotage the whole process, change being in vain.

In Lewin’s, Moorhead — Griffin, Beckhard — HarrisdaFlorescu — Popescu change
models, the phase of reducing resistance to chhagenot been identified. The
authors decided to omit this phase either becamg#ogees understand the need
for change and willingly participate at the chamgecess, or because they do not
manifest too much resistance.

In the other six models respectively, Edgar Husedslel, Rosabeth Moss Kanter’s
model, John Kotter's model, Tichy — Devanna mod&dler — Tushman model
and Price Waterhouse Change Integration Team maoldelphase of reducing
resistance to change can be inferred through thibade and procedures presented
in the models stages.

The planning stagef Edgar Huse’s model involves, besides preserliagactions
to be performed, the identification of resistanoechange from emplyees part.
Although the model does not include a stage iwtitleeducing resistance to
change”, the author emphasizes its importance earlthe planning stage.
Employee’s resistance to change is identified reesef measures for overcoming
resistance are recommended and only after, thechange is implemented.
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In Kanter's model, the following three stages eel&d reducing resistance to
change:

Line up political sponsorshjpstage in which, for a change effort to
succeed, all members of an organization must beliad in the
organizational change process. Leadership aloneotdning about large
scale change, which is why a change effort muse tewad based support
throughout an organization.

Develop enabling structuref this stage enabling structures are designed
to facilitate and spotlight change from the praadti¢raining programs for
employees, to the symbolic, rearranging the orgsiuiz’'s physical space.
Employees are empowered, but before that, theysemd to trainings to
gain the necessary knowledge. The effort rewardlss very important,
being it financial or non-financial.

Communicate, involve people and be honess. potent tools for
overcoming resistance to change, the author recomisnean open
communication between change leaders and orgammzapersonnel, an
active involvement and disclosure. People acceghamge more quickly
when they are given all the information, know thdvantages and
disadvantages, and feel part of the process.

Indirectly, Kanter et al. (1992) recommend firsiweing resistance to change and
only after obtaining the support and involvemeneofployees, to resort to actual
implementation.

Kotter (1996) also makes reference to the impogawic reducing resistance to
change, the ways recommended being identifiedaridiowing four stages:

Form a powerful coalitionstage which implies identifying and attracting
the key leaders of the change process and encagrége team members
to work together. These stages refer to a consdnslaking.

Communicate the visiorthe author describing the model as requiring
multiple conversations. The vision should be freglyeand powerfully
communicated, embedded in everything the changaleteadoes.
Employees need to know exactly what is happenimyheow their actual
situation will change.

The empoweringtage implies getting employees responsible, githem
both the authority to perform a task and the nesgdshowledge and tools.
It is considered that employees are less resigtatitey have all the
necessary information and are rewarded accordingly.

Generating short-term wingefers to the fact that any gain, being it small
or big, should be rewarded and communicated tother members. Thus,
people become more motivated to engage in the gpspdeecause their
involvement will be associated with a potentialmgai
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A constant two-way communication and employee’s @vgrment represent two
key ways to attract and involve staff in implemegtia new change (Gerhard,
2004). Usually people are excited to participateamething new when they know
exactly what will happen, how it will affect themndawhat benefits they will get.
As long as employees feel that they have suffidiaoiviedge and control over the
situation, resistance to change from their parthinigpt be manifested.

As in the models mentioned above, the reducingtaste to change phase, which
can be inferred from the four stages describddcated before the implementation
stage. Kotter recommends to attract and involvegrerel in the process before the
actual institutionalization of the change.

The main methods and ways to reduce effectivelgtatce to change presented in
the other models are: a constant and open comniigridaetween all members of
the organization, employee’s education and trainemgd an active implication.
These methods are recommended to be applied bemectual implementation of
the change.

4. Conclusions

The location of the reducing resistance to chantpges in a process of

organizational change varies from one organizatooanother, depending on the
type of change which follows to be implemented. Wiageplanned and strategic
change is decided to be implemented, the redu@sigtance to change stage will
always be placed before the implementation stageeder, in extreme situations,
when introducing a new change is urgent and imnbedfast the change will be

implemented and after, the change leaders hawetumrto the reducing resistance
to change phase.

Not all of the organizational change models analys®sent as being necessary to
go through a reducing resistance to change phaseever, authors of the most
models recommend that the reducing resistancedangehphase should be located
before the implementation stage.

Reducing resistance to change is a difficult phbhseause over the years,
employees form certain skills and habits. But, owaring employee’s resistance is
possible, if change leaders know how to act effitjeand remove all the barriers.
Once employees will be notified of the advantagethe new change, many of

them will become more open and willing to partitgpén the process. To ensure
success of the new implementation, it is importhat employees understand the
need for change and engage actively in the proddss.role of the executive

management in this stage is also essential.
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The present period, characterized by a dwindlirmnemic crisis, has contributed
greatly to the change of employee’s behavior. Gmgdions benefit from more and
more adaptable and “open” to new challenges empkyyehange becoming a
norm. Those who can cope with it remain in the oizgtion, while others leave.

5. Acknowledgments

This work was co-financed from the European So€iahd through Sectoral
Operational Programme Human Resources Developm@07-2013, project
number POSDRU/107/1.5/S/77213, Ph.D. for a career interdisciplinary
economic research at the European standards”.

6. References

Agboola, A. A. & Salawu, R. O. (2011). Managing @e% behavior and resistance to change,
International Journal of Business and Managemeot 6, No. 1

Beckhard, R. & Harris, R. (197 Mdrganizational transitions: managing complex changedison-
Wesley, Reading, MA.

Bennebroek Gravenhorst, K. M. & In't Veld, R. JO(@). Power and collaboration: Methodologies
for working togheter in a chang€hichester: Willey.

Burnes, B. (2004Managing changedth edition. Essex: Pearson Education Limited.
By, R. T. (2007). Ready or natournal of Change Managemei(1), pp. 3-11.

Dent, E. B. & Galloway Goldberg, S. (1999). Chafleny “Resistance to changeThe Journal of
Applied Behavioral Sciencep. 25.

Florescu, C. & Popescu, N. (1987)recerea la o no@ calitate prin conduceregtiinsifica a
schimbirilor/Switching to a new quality by Scientific Magement of ChangeBucharest: Politit

Ford, J. D. & Ford, L. W. (2010). Stop blaming stahce to change and start usin@itganizational
Dynamics Vol. 39, No.1, pp. 24-36.

Furst, S. A. & Cable, D. M. (2008). Reducing empmeyresistance to organizational change:
Managerial influence tactics and leadermember eagdadournal of Applied PsychologiNo. 93.

Gerhard P. L. (2004)Organizational Change: a comparison of four of test models of all time
Paris.

Graetz, F., Rimmer, M., Lawrence, A. & Smith, AO@B). Managing organizational chang@nd
edition, Australia: Wiley and Sons.

Griffin, R. W. (2008) Managementd" edition. Houghton Mifflin Company.

Harvard Business School Press (2005). Managing gehaio reduce resistanc&usiness &
Economics.

Kanter, R.M., Stein, B.A. & Jick Tood, D. (1992Jhe challenge of organizational chandggew
York: Free Press.

25



ACTA UNIVERSITATIS DANUBIUS Vol 8, no. 2/2012

Kee, J.E. & Newcomer, Kathryn E. (2008). Why Do G Efforts FailPublic Manager Vol. 37,
Iss. 3, pp. 5-12.

Kotter, J. P. (1996).eading changeBoston: Harvard Business School Press.

Litch, B.(2005). Facing Change in an OrganizatimwHto Chart Your Way through the Chaos.
Healthcare Executive, Vol. 20ss. 5, pp. 20-24.

Moorhead, G. & Griffin, R. (20090rganizational Behavio9™ edition. Boston: Houghon Miflinn.

Nastase, M. (2004)Culturé organizgionala si cultura manageriat/Organizational culture and
management cultur@ucharest: ASE.

Predican Mariana, &ui Violeta (2011). Opportunity to reduce resisemc change in a process of
organizational changd@nnals of the University of Oradea: Economic SogeMol. 1, Issue 2, 2011,
p. 698-702

Predgcan, M. (2004).Schimbare organizenala: ce, candsi cum @ schiml@m/Organizational
change: what, when and how to changenisoara:Universitatea de Vest.

Rothwell, W. J., Stavros, Jacqueline, SullivanLR& Sullivan, A. (2009).Practicing organization
development: a guide for leading changerd edition. Wiley: John&Sons Incorporated.

The Price Waterhouse change integration team (19BBjter Change: best practices for
transforming your organizatiorJSA: IRWING Professional Publishing.

Thomas, R. & Hardy, C. (2011). Reframing resistabzeorganizational changescandinavian
Journal of Managemenijo. 27, pp. 322-331.

Van Dijk, R. & Van Dick, R. (2009). Navigating ongaational change: chamge leaders, employee
resistance and work based identitizmurnal of Change Managemenbl. 9, No. 2, pp. 143-163.

Williams, C. (2010)Management6™ edition. Cengage Learning, pp. 260-280.

2€



