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Change is an undeniable constant in any organization, especially with the current rate of technology advancements.  Unfortunately, change is often dreaded by employees and management alike.  Whether the change is large or small, management plays an essential role to ensuring the change is completed effectively.  “Transforming people and organizations requires that the leader be continually aware of the permanent and endless demands for a changing environment for human experience and for work” (Porter-O’Grady, p. 66, 2007).  Management needs to understand how to handle staff resistance to change, because people are naturally resistant to change.  The change process has four components: assessment, planning, implementation, and evaluation.  Management needs to fully understand the importance of following the change process to ensure a successful change.  
Management’s Role in Implementing Change


During times of change, management is called to develop a deep understanding of all aspects of the change to be taking place.  Management needs to understand not just how the change will affect the organization, but also how it will affect “the conditions and circumstances that affect the organization on the broader social and economic stage as well as in the competitive and operational environment of the organization” (Porter-O’Grady, p. 67, 2007).  Once management has a full understanding, they need to communicate the change simply to the organization.  Management needs to help the rest of the organization find importance in the change.  Then management needs to find effective support and investment for implementing the change.  One of the best ways for management to promote change is to approach it with a positive attitude.  A positive attitude is contagious, and when an organization sees management upbeat about a change to be taking place, they are more likely to be positive about the change themselves.  Unfortunately, when implementing change within an organization, management will undoubtedly encounter resistance among employees.  
Resistance to Change


Resistance to change is present in every organization.  Management plays an important role in helping alleviate staff resistance to change.  One of the most important actions that many managers overlook is that they need to allow staff to voice their opinions.  Often, staff members do not fully understand the reason for the change, and they may feel that there is a more effective way to achieve the same or better results.  “Resistance to a change in any development can stimulate a healthy debate over the validity of the idea, leading to a better decision” (Banutu-Gomez, p. 77, 2007).  According to Michael and Shandra Banutu-Gomez, individual change resistance stems from five main areas: habit, security, economic factors, fear of the unknown, and selective information processing.  Fortunately, there are six methods management can take to alleviate or overcome this resistance to change.  

The first method is education and communication.  Employees often do not understand the importance and benefit of a change because it has not been effectively communicated with the organization.  According to a survey performed by Padgett Thompson, a Kansas-based training organization, the top three aspects that employees valued most were appreciation for a job well done, a feeling that they are “in” on things, and management understanding of their personal problems (Maxwell, p. 158, 1995).  So feeling “out of the loop” on decisions or changes taking place can dramatically lower an employee’s job satisfaction.  

The second method is participation.  Allowing employees to actively participate in decision making and change procedures helps them to feel in the loop, and will make them more likely to adapt to the change.  “Their involvement can reduce resistance, obtain commitment, and increase the quality of the change decision” (Banutu-Gomez, p. 79, 2007).  

The third method is facilitation and support.  Employees need to feel as though they have support.  Without support and facilitation, employees are left feeling helpless and lost.  There needs to be support available for employees if they have questions or concerns.  

The fourth method is negotiation.  Sometimes employees need to feel as though they are receiving something in return for the change that they are opposed to.  Negotiation can be an effective way to alleviate resistance.  “There is the risk that once a change agent negotiates with one organization or individual to avoid resistance, he or she becomes open to blackmail by other powerful individuals” (Banutu-Gomez, p. 80, 2007).  Negotiation must be used carefully to avoid putting an individual or the entire organization at risk.  

The fifth method is manipulation and cooptation.  Manipulation refers to the withholding of undesirable information, or twisting the facts to make the change seem more desirable.  Cooptation is a combination of manipulation and participation.  This method is used within an organization when the leaders of a resistance group are sought after to participate in the change process in hopes that their participation will alleviate the negativity toward the change by the negative group.  This method is obviously not recommended, as manipulation in any organization causes distrust within the organization.  

The final method is coercion.  This refers to directly threatening the people who are resisting the change.  Whether a threat to be transferred to a different department, or threatening to terminate the employee, this method is highly ineffective.  Threats are never appropriate within an organization, but unfortunately this method is used in some organizations.  Some leaders may become so upset with the resisters that they unintentionally use this method.  In general, coercion will not make a resister more apt to change; rather it will push them further away from the desired result.  
The Change Process

Any effective change undergoes a four-step process, including assessment, planning, implementation, and evaluation.  Outside sources are often hired to help with the various stages of change.  Outside sources are helpful because they are often able to see changes needed better than management or employees who have become complacent with current processes.  Independent change consultants and change consultant firms are available for organizations to hire to assist in all four steps of organizational change.  Assessment is necessary periodically throughout any organization to evaluate whether a change is needed. The assessment process can also be thought of as a “problem identifying” process.  If a change is determined as necessary, the change needs to be thoroughly planned before it can be implemented.   The planning stage can also be thought of as the “problem solving” stage, in which the problem identified in the assessment process is further evaluated and a solution is found.  The solution needs to be thoroughly planned out, and employees concerns should be addressed before implementation begins (Nickols, p. 4, 2007).  The planning phase also includes education for the organization.  Blindly leading an organization into implementation will lead to disaster.  Employees will feel frustrated, and will not see the change as beneficial.  Once employees are fully prepared for what is about to take place, implementation can begin.  During implementation, employees need to undergo training to avoid feeling helpless.  Employees also need to have multiple support resources available.  After the implementation process, an evaluation is necessary.  During the evaluation process, employees need to feel free to voice their opinions and concerns.  When a change is evaluated as negative, management needs to admit fault and find an alternate solution.  
Conclusion


Change is inevitable in every organization.  For change to be implemented properly, management needs to understand their roles in change implementation.  Management also needs to be aware of people’s natural resistance to change, and learn how to deal with resistance effectively.  Understanding the change process helps management implement change in the most effective way.  Times of implementing change can be difficult within an organization for management and employees alike, but with proper implementation steps, changes can be implemented more effectively.  
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