
PART 2: THE ENVIRONMENT OF CHANGE 
 

CHAPTER 2: UNDERSTANDING CHANGE 
 
WHAT IS CHANGE? 

 A “planned or unplanned response” (Jick, 1996) to internal or external forces  

 “The new state of things is different from the old state of things” (French and Bell, 1995) 
 

PLANNED CHANGE 

 Involves a series of activities for carrying out effective change in orgs  

 Rationally controlled  

 Performance gap b/w actual and desired states 

 A problem is to be solved 

 An opportunity to exploit 

 Goal is to maximise positive consequences  

 Is adaptive- done consciously; and internal – comes from issues driven within the org 
(Narayanan & Nath) 

 Can include different strategies 
- Empirical – rational (assumes individuals will follow their rational self-interests; cognitive 

intellectual level) 
- Normative-reeducative (assumes human motivation stems from individuals and 

attitudes/beliefs; supporting colleagues) 
- Power-coercive (aren’t consistent with underlying principles of OD) 

 Includes Organisational Development  
 

Central themes of OD 

 Encourages participation  
- Need commitment, involvement, support of stakeholders – recipients of the change 
- Involvement in initial stages of change 

 

 Data collection 
- Valid and reliable data about nature of problem  

 

 Improved effectiveness 
- Using a variety of org change interventions designed to improve the effectiveness of the 

org 
- About making the org more satisfying and commitment generating 
- Improving bottom line performance of org – survival 

 

 Legitimises self-examination 
- About creating a context where people feel safe to engage in critical self-analysis  

 

 External/internal consultants 
- Internal – within org e.g. HR 
- External – consulting firms 

 

 Long term, ongoing, developmental  
- Incremental  
- Slow change 



 

 Emphasis on error detection and correction 
- Trying to identify areas where org is underperforming  

 

 Systemic approach – sub-systems (structure, technology, people, or tasks) 
- Employees have the right environment they will become good performing employees  

 

 Power equalisation 
- Pushing responsibility down the org to empower employees  
 

 Climate of trust and authenticity  
- Need to be seen as genuine  

 

 Confrontation 
- Need good emotional intelligence and confident  

 

 Multiple levels of intervention 
- 2 reasons: 
- Orgs are complex systems 
- Many change interventions fail – need to intervene at multiple levels for it to be 

successful  
 

UNPLANNED CHANGE 

 Unanticipated disasters 

 Breakdowns 

 Shortages 

 Goal is to minimise negative consequences  

 Risk minimisation strategy 
 
LEWINS (1948) 3 PHASE MODEL 

 He conceived of change as a modification of those forces that keep a system’s behaviour 
stable; specifically, the level of behaviour at any moment in time is the result of 2 sets of 
forces:  
- Those striving to maintain the status quo 
- Those pushing for change  

 

 
 
 
 
 



Unfreezing  Usually involves reducing those forces that maintain 
the org’s behaviour at its present level 

 Sometimes accomplished through a process of 
“psychological disconfirmation” 

 By introducing info that shows discrepancies b/w the 
behaviours desired by the org members and those 
behaviours currently exhibited, members can be 
motivated to engage in change activities   

 Creating a context in which people develop a sense of 
trust with you, can talk about fears, hopes, anxieties, 
hopes 

 Recognise the need for change 

 Combat resistance to change  

 Reduce resistance so employees voluntarily join in on 
the change 

 Unfreezing destabilized the status quo and provided 
an opportunity to introduce new norms and 
behaviors. 

 

Change phase: Moving  Shifts the behaviour of the org, department or 
individual to a new level 

 Involves the development of new behaviours, values 
and attitudes through changes in org structures and 
processes  

 Transform people, tasks, structure, technology 
 

Refreezing   Stabilises the org at a new state of equilibrium 

 Need to institutionalise– making change permanent  

 Frequently accomplished through the use of 
supporting mechanisms that reinforce the new org 
state, such as: 
- Org culture 
- Norms 
- Policies 
- Structures  

 
e.g. rewards can institutionalise – for continuing behaviour  

 Assess results and make needed modifications  
 
THE “BIG THREE” MODEL 

Three kinds of movement 1. Macroevolutionary  
- In the environment 
- Historical 
- Industries or industry clusters  
- Relationship b/w org and its external environment 
- When environment always has change = much 

more uncertain environment to operate in 
 

2. Microevolutionary 
- Developmental 
- Related to co-coordination 



- Size and shape 
- About relationship of subsystems in org  

 
3. Political  

- Revolutionary 
- Jockeying for power among stakeholders  
- Who exercises power within the org  

 

Three forms of change Each type of movement leads to: 
 

1. Identity 
- Changes in the relationships b/w an org and its 

environment  
- Culture  

 
2. Coordination 

- Changes in size, shape and structure  
 

3. Control 
- Shifts in dominant coalitions, ownership and 

governance  
 

Three roles in the change 
process 

1. Change strategists 
- Concerned with the org’s overall direction 
- Tend to be involved early 
- Tend to be leaders of the org 
- Usually senior executives who commence change 

process  
- Senior executives thinking about goal they want to 

achieve 
 

2. Change implementers 
- Concerned with project management 
- Middle level 
- Facilitators of the change  
- Should also be a change strategist to understand  

 
3. Change recipients  

- Often involved at the end 
- Are affected and react to change  
- Don’t have very much opportunity to influence the 

actions that impact upon them 
- Wise to be a part of change implementers 

 
 
 
 
 
 
 
 



NARAYANAN & NATH’S (1993) CHANGE TYPOLOGY  

 
 

 Adaptive/PLANNED = proactive, org consciously engages in  

 Natural = happens regardless of what you do 

 Lifecycle: Not much change consultant can do in this situation – things unfold themselves 
- Birth, growth, death 

 

 
 

 Population ecology: some orgs retained and some extinct e.g. Woolworths and Coles look at 
competitors (prices), e.g. they have bread lower than comp for a long period of time to drive 
independent business out of market; driven by comp; not much a change consultant can do 
- Org has the ability to adapt  
- Something happens that can keep the org alive – uses its strength as one of the ways to 

start up somewhere new with small competitors and eats competitor 
- Orgs that survive are those that respond appropriately to their environment  

 



 
 

 Resource dependence: suggests survival of org is related to orgs ability to acquire resources 
from environment e.g. knowledge  
- Organisations require resources to survive  
- Typically, to acquire resources, an org must interact with others who control the 

resources  
- Thus, orgs are dependent on environments, which makes resource acquisition 

problematic and uncertain  

 Institutional theory of imitation: suggests that within industries, there’s one model that 
works; managers copy successful models that others do 
- This is because of 2 reasons: 

1. When managers confront uncertainty in their environment, they assume that other 
organisations face similar uncertainty. It makes sense to copy successful firms 

2. Managers seek legitimacy from the environment. They don’t want to be criticised by 
shareholders for being too different  

 Innovation: application of creativity and turning into something that’s usable 
- Make changes to existing products/processes 
- 5 elements are required for adoption to occur: 

1. Need – starting point for change is dissatisfaction with the existing state of affairs 
2. Idea – model, concept or plan that can be implemented by an org. Should be 

matched to the need 
3. Adoption – occurs when decision makers choose to go ahead with a propose idea  
4. Implementation – when org members actually use the idea, then adoption is 

complete 
5. Resources – change doesn’t happen on its own; it requires time and resources. 

When resources are withheld from the change process will very likely not flourish  
 
 
 
 
 
 
 
 
 
 
 
 
 
 



ORGANISATIONAL CHANGE STRATEGIES – CONTINGENCY APPROACH 
 
                                                                             Small               SIZE          Large 
 
Democratic  
 

Autocratic  
 
                                                   Enough                                 TIME                                  Running out  
 

Scale of change  Fine tuning 
- Org change that is an ongoing process characterised by 

fine tuning of the “fit”/match b/w the org’s strategy, 
structure, people and purposes 

- Usually at departmental levels 
 

 Incremental adjustment 
- Org change that’s characterised by incremental 

adjustments to the changing environment 
- Such change involves distinct modifications (but not 

radical change) to corporate business strategies, 
structures and management processes  

 

 Modular transformation 
- Org change that’s characterised by major realignment of 

1 or more departments/divisions  
- Process of radical change is focused on subparts not the 

org as a whole 
 

 Corporate transformation 
- Org change that’s corporation wide 
- Radical shifts in business strategy and revolutionary 

changes throughout whole org 
 

Style of management   Collaborative 
- Widespread participation by employees in important 

decisions about the org’s future and about the means of 
bringing about org change 

 

 Consultative 



- Consultation with employees, primarily about the means 
of bringing about org change, with their possible limited 
involvement in goal setting that is relevant to their area 
of expertise/responsibility  

 

 Directive 
- Use of managerial authority and direction as the main 

form of decision making about the org’s future, and the 
means of bringing about org change 
 

 Coercive  
- Managers/executives or outside parties forcing or 

imposing change on key groups in the org  

Change strategies   Participative evolution 
- Used when the org is in fit with external environment but 

needs minor adjustment, or 
- When the org is out of fit but time is available for input 

and key interest groups favour change  
- Small scale  
- Evolutionary not revolutionary  

 

 Charismatic transformation 
- Used when the org is out of fit and there is little time for 

extensive participation, but there’s support for radical 
change within the org 

- Large scale change 
- Trust the leader – viewed either favourably or necessary 

 

 Forced evaluation 
- Used when the org is in fit but needs minor adjustment, 

or 
- Is out of fit but time is available 
- Key interest groups oppose change 
- Gradual change 
- Lots of resistance 

 

 Dictatorial transformation 
- Used when the org is out of fit 
- No time for extensive participation 
- No support within the org for radical change 
- But radical change is vital to org survival and fulfilment of 

the basic mission 

 
SCALE OF THE PROBLEM OF SUSTAINABILITY 

 Population was 0.6 billion in 1775; in 2000 it reached 6 billion 

 For every new barrel of oil discovered, 3-4 are consumed 

 Reached peak oil point  

 Simple technological solutions unlikely to be effective 

 Reliance on Biomass for energy will require a marked decrease in population  
 

 



SUSTAINABILITY 

 Question of resource exploitation 
- Human 
- Material (raw) resources 

 6 stages according to Dunphy, Griffiths & Ben (2007) to respond to sustainability 
1. Rejection – exploiting all resources for economic gain 
2. Non-response – ignoring the problem and adopting a business attitude 
3. Compliance – react but only to legislation  
4. Efficiency – orgs think sustainable practices lead to cost reduction 
5. Strategic proactivity – having sustainable practices embedded in business strategy  
6. Sustaining corporation – corporations promoting self-renewal, looking at returns beyond 

financial returns  
 

Structural elements of reporting CSR learning & commitment to action (Fenwick, 2007) 
Environmental awareness is built into business model 
(FS CD CD) 

 Decentralisation – individuals site develops their own initiatives to develop CSR projects  

 Diversity – selecting staff from different backgrounds 

 Connections – creating environments where interaction and learning can occur b/w 
everyone  

 Shared focus – developing a corporate mission that focuses on Corporate Social 
Responsibility through action 

 Constraints – companies need to be selective about what to focus on 

 Feedback – creating multiple opportunities for feedback – stakeholders  
 

Positive responses to sustainability 

 CSR is being embraced by leading companies 
- Seeing more of triple bottom line reporting  

 Dow Jones Sustainability Indexes 

 Environmental Impact Assessment for new projects 

 Green Building Programs  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 


