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Abstract

     Change management has evolved from the fields of psychology, business, and engineering.  It is normally addressed in two sub-categories; individual change management and organizational change management.  Change management has its genesis in growth and significant increases technology (specifically computers and the internet), globalization, and advances in travel.  Now that changes are happening at a significantly faster rate, it is paramount that the management of the changes becomes a conscious effort in order to achieve proper success.  Many organizations including the United States Army are including the Management of Change as a critical element or their organizations.  Although there are many theories and methodologies related to change management- successful change management is an extremely difficult task, it requires the dedication of an extensive number of resources, and it is definitely not an exact science.
Change Management Defined

Many advances throughout the world have introduced a closeness or synergy that mandates that leaders, managers, and business become familiar with a new concept- Change Management.   Change Management is defined by Farlex Free Dictionary as “a structured approach to change in individuals, teams, organizations, and societies that enable the transition from current state to desired future state.”

“Ray Kurzweil's analysis of history concludes that technological progress follows a pattern of exponential growth, following what he calls The Law of Accelerating Returns”  (Wikipedia, 2009)    Whenever technology approaches a barrier, Kurzweil writes, new technologies will cross it. He predicts paradigm shifts will become increasingly common, leading to “technological change so rapid and profound it represents a rupture in the fabric of human history” (Kurzweil 2001).   The knowledge available for children today is significantly greater than it was twenty years ago.  Additionally the rate in when information changes is also significantly greater.

Thomas Friedman wrote an article, “It’s a Flat World After All.”  Subsequently, he wrote a book, providing a history of the 21st Century emphasizing ten key events from 1990-2000:

	Date/Capability
	Event 
	Effect

	Nov 9, 1989
	Berlin Wall Falls
	Start of Globalization

	1990
	Windows 3.0 Fielded
	Global Computer Standards

	Aug 9, 1995
	Netscape Goes Public 
	World Wide Internet Access

	Y2K
	Global Computer Risk
	Outsource fixes to Foreigners

	Outsourcing
	Software connections anywhere
	Windows

	Off shoring
	Factories moving to cheaper countries
	China

	Open Sourcing
	Operating systems for free
	Lenux

	In Sourcing
	Contracting internal functions 
	UPS and logistics

	Supply Chaining
	Linking Suppliers- just in time 
	Wall Mart Answer

	Informing 
	Information Sharing 
	Google


Figure 1-  Ten Significant Technology Event(Friedman, 2005)


Technology is a word derived from the Greeks that means a “systematic treatment of an 

art or a craft”  (Farlex Dictionary, 2009).  For this paper, I will constrain the technology definition to information which includes the use of computer systems and their applications that have the ability to extract, display and arrange data in many ways.  Data is available now on almost anything anytime.  Many people complain about being inundated with data due to e-mail and other source of contact (cell phones, texting, and twittering).  Data is defined as a ‘series of observations, measurement or facts (Farlex Dictionary, 2009).  Managers really desire the delivery of information which is a “collection of facts or data” (Farlex Dictionary, 2009).  The result is that there must be an analysis of what is important prior to accepting or advancing any change.  Within the next section,  I will write about the catalyst or forces for change within society, businesses and our daily lives.

Catalyst for Change


Organizations are subject to pressures for change from far too many sources to properly document in any one book or paper.  Additionally, due to the ever increasing rate of change, we can adequately predict the future changes and how they will occur.  One can describe the pressures for change in four areas people, technology, information processing and communication and competition. (Griffin & Moorhead, 2007, p 508)

The pressures of change involving people include generational differences between different ages, their perceptions, needs and values.  It also includes diversity as globalization drives a workforce comprised of many people with many different cultures.  Finally, the baby boom and medical advances has lead to a larger older population than ever previously experienced.  This drives needs for employment and services.

Technology advances serve as pressure to change as more data is available rapidly and in more mobile or portable formats.  Advances in computers and communication serve to pressure organizations and individuals to change.  Finally competition always serves as a catalyst for change as competitors leverage different advances or new competitors appear due to the global markets, emerging nations or technology advances.
Change Process Theories

Due to these pressures for change, the theories for planned change have emerged.   We will look at a few of these within this paper.  The first theory is from Donald Schon who identified that we have lost the “stable state” in society.  He stated that people once believed in a stable state which suggests “the unchangeability, the constancy of central aspects of our live or belief that we can attain such a constancy.  Such a belief is strong and deep, and provides a bulwark against uncertainty.  Institutions are characterized by “dynamic conservatism – a tendency to fight to remain the same.  (Smith, 2001)  Schon then built a case for a required “learning society”.  This theory goes back to ancient Athens where “education was not a segregated activity, conducted during certain hours, in certain places, at a certain time in life.  It was an aim of society.  The city educated the man.”  The Athenians were educated by culture.  (ibid).   Schon advocates that a people must learn about learning and reflect on what is happening about them.  Likewise he stated that organizations must retain their identity with an ability to transform as necessary based on the environment and other impacting factors.  A comparison of the organizational Classical and Learning model is below:
	Topic
	Classical
	Learning

	Innovation
	Product or technique
	Functional System

	Diffusion
	Center-periphery
	Systems transformation

	Leadership
	Fixed- Centered
	Adhoc- shifting

	Messages
	Stable- replication of a theme
	Evolving- family of msgs

	Scope limits
	Resources & centralized
	Only by technology

	Feedback Loops
	Hierarchical
	Local & universal


Figure 2-  Comparison the Classical vs Learning Organization-  (Smith, 2001)


Kurt Lewin developed an early model for change where he described a three stage process for change.  This process is depicted below.




Figure 3-  Lewin’s Change Model (Griffin & Moorhead, p513)

The first stage is unfreezing, it involves overcoming inertia and dismantling the existing mindset.  This is where defense mechanism must be bypassed.  The second stage is where change actually occurs.  It is a period that includes confusion and transition.  People are aware that the current practices are being challenged, but do not have a clear picture of the new processes.  During the third phase (unfreezing), the new mindset is crystallized and the organization’s mindset returns to the previous levels.  (Farlex, 2009).

Another theory of change was introduced from Elizabeth Kubler’s book “On Death and Dying.”  Within her book, she states the five stages of grief are:
	Stage 
	Definition

	Denial
	Refusal to accept facts

	Anger
	Be made that they are not better prepared

	Bargaining
	Trying to compensate for known deficiencies

	Depression
	Acceptance with emotional attachment

	Acceptance
	Realizing facts


Figure 4-  Kubler-Ross Model for Change Phases

The Kubler-Ross model of change is a direct lift from Elizabeth Kubler’s five stages of grief.


Another change model is the Gleicher’s Formula. Within this formula, they state that certain
factors must be present and mathematically calculated:
	Factor
	Definition

	D
	Dissatisfaction with the current state

	V
	Vision of what is actually possible

	F
	First-  concrete steps that can be taken toward the vision

	R
	Resistance  The factors of the above (DVF) must be greater than R for success


Figure 5-  Gleicher’s Formula Change Model

If the product of the factors (D,V,F) are greater than R- (Resistence), then change is possible.  If anyone factor is not present or lower than R- than change is not likely.  There is one variant of the equation and that is where they define resistance as the cost of change (Monetary cost and psychological costs).  


Another model for change is called the ADKAR model.  This model has basic building blocks for change.  This model provides for the concept of managing change a bit clearer than the previous models.  The five steps of the ADKAR model are:
	Concept
	Definition

	Awareness
	Why change is needed

	Desire
	To support and participate in the change

	Knowledge
	Of how to change

	Ability
	To implement new skills and behavior

	Reinforcement
	To sustain the change


Figure 6-  The ADKAR Change Model  (Kelly, 2008)


Griffin and Moorhead introduced a concept of a change agent within their Continuous Change model.  A change agent is a person who is responsible for managing a change effort.  It is imperative that organizations provide the change agent the required relief from current duties to properly execute their task.  Just appointing someone as a change agent does not effectively cause change to happen.  The Continuous Change Model is illustrated below:

 

Figure 7-  Continuous Change Model  (Griffin & Moorhead, 514)
Adapted Best Change Management Model


Based on the evolution (or at least the potential for evolution) of the above theories, I (very myopically) believe that the Army has indoctrinated the best concepts for change management within their implementation of change.  The Army has a Business Transformation Agency, which is also replicated at the Department of Defense Level.   We included all the best practices of the available concepts and theories.  The issues with this methodology are clear.  It is a very intense process and it involves a very extensive investment of resources.  Obviously, one must be extremely serious about the anticipated change because of the commitment that is required.   Although measuring and assessing is a key component of implementation, it is absolutely critical that people measure the critical features and not just measure things.  An illustration of the Change Management Methodology is below:

Figure 8-  United States Army Change Management Methodology (Army Business Transformation Agency, 2009)


After reviewing the methodology, it is also essential to ensure that there is organizational commitment to making whatever change is anticipated a success.   Implementing change within an organization takes time and usually can be broken into phases.  To ensure effective implementation, it is essential to inform, educate and then receive the proper commitment from individuals to make an organizational change a success.  Communication throughout the process is essential and that communication must involve senior leaders so that individuals can see and personalize the senior leader commitment to change.   Through time, individuals (eventually resulting in the organization) experience different feelings towards change.  This starts with unawareness to ultimately commitment.  The Army has illustrated the commitment to change in a diagram that I included below:
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Figure 9-  Commitment Curve (ibid, 2006 Aug, 3)

Conclusion

It is very interesting to note that the Army is starting to incorporate the principles of change management into their warfighting doctrine.  A recent draft Interim Field Manual contains the following information.  “The operational environment in which conflict takes place is a competitive learning environment where the greatest challenges are intellectual.  They require comprehending the significance of change, deciding on the best way to innovate and adapt, and following through to ensure those choices are implemented.”  (Army Field Manual Interim 5-2).
Large organizational change is extremely difficult to implement.  Resistance due to perceptions always seems to deter the effort.  Organizations need to utilize effective change management throughout the entire process.  Implementing change is not cheap and regrettably, it is frequently underestimated in resources (time, people, and commitment).   However, the requirement for change is pervasive throughout society.  One of the possible benefits of the current economic crisis is that people will be more receptive to attempts at large scale change.  Despite the acceptance from people within organizations, it is critical that leaders do not underestimate the cost to implement large changes.  Most significantly is the cost in time to monitor and ensure that the change is shepherd along to proper implementation. 
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