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Abstract:
The management of change is an important discipline in today’s ever changing business environment. Change is never easy and managing it in a large corporate environment is even more challenging. Human resource manager must be familiar with the techniques the organization can use to bring about Organizational Change. It includes understanding of 3 things.

1. How to overcome Resistance to Change?

2. How to organize and lead an Organizational Change?

3. How to use a technique known as Organizational Development?

This paper is based on a research that was conducted in 2011 and deals with the Management of Change and Organizational Development in banking sector. This bank had amalgamated 2 different business units into a single unified business entity. This transformation within the bank’s service center as a research problem, which was evaluated through the qualitative research method. This research focus on a change management process consisting of 

· Planning the change 

· Implementing that change through Organizational Development.

Based on the relevant literature, change can only be effectively implemented through proper planning and communication. The result of this research has indicated that the change process was adequately managed by the bank. As the bank has amalgamated into a unified business entity it was observed that there was a need to focus on the vision as it intended to change and so it was necessary to obtain commitment from all employees. This means that senior management needs to ensure that the vision of the business unit drives the change and overcome any resistance to the transformation. When focusing on the implementation of the change process, more effort could have been directed at communicating more regularly and taking the steps to ensure that all the employees feel motivated to change. 

This paper discusses the finding as per the research conducted and provides recommendations which include:

· Highlighting the strategic significance of the change

· Clearly formulating a vision for the change.

· Leaders applying transformational leadership principles 

· Providing plenty of communication message focus on what a change would entail for all the Stake holders going forward.

Understanding and managing the change is very beneficial to leaders and project managers in order to manage it effectively and Organization development activities intervene in the interactions of the people such as formal and informal groups, work culture and climate, and organization design to increase their effectiveness using a variety of applied behavioral sciences.
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 Introduction:
According to John Kotter, most credible evidence suggest that change will happen at a more rapid pace in the business environment in the future. Kotter states that the rate of environmental movement will increase and pressure on organization to transform them will grow over the next few decades. He suggests that if this is the case that the only rational solution is to learn more about what creates successful change.

By performing research, focusing on a real business situation, interesting results are often found. The change process evaluated in a recent research study, which forms the basis for this paper, is the alignment of two formally independent business entities into one unified business unit. The question is asked as to whether the change process was successful managed, or not. It also poses a question to Indian Companies in general:

Do Indian Companies in fact use formal Change management Technique to ensure the success of change imitative?

It will attempt to explain why change management should be considered as an important discipline in the Indian business environment, specifically relating to managing projects.

Defining Change Management:
In thinking about what is meant by ―change management, at least four basic definitions come to mind: 

1. The task of managing change. 

2. An area of professional practice. 

3. A body of knowledge. 

4. A control mechanism. 

 According to Lamarsh,

“Change Management is an organized, systematic application of the knowledge, tools, and resources of change that provides organizations with a key process to achieve their business strategy.”

A useful definition of change management that I use is: 

'The coordination of a structured period of transition from situation A to situation B in order to achieve lasting change within an organization'

 Organizational Change:
There are many forms of planned change innovations such as technological innovations, new product development or training and development. But the two types of change that have attracted analysis in the study of organizational behavior are organizational change and organizational development (Buchanan and Huczynski, 1997). This paper is more concerned with the latter. But a definition of both will strengthen the understanding of each. 

Organization change discusses the interrelationship between the organizational change and human change. Kubr (1996) states that organizational changes can involve; products and service, technologies, systems, relationships, organizational culture, management techniques and style, strategies pursued, competences and capabilities, performances and other features of a business. These change further affects features in an organization which may require further changes in structure, legal framework, ownership, sources of finance, networks and impacts. But he argues that the behavior of organizational workers at all levels determines what organizational changes can be made and what real benefits will be drawn from them. People must therefore understand change and be willing and able to embrace it. This can only be done if they are willing to learn new knowledge, absorb more information, upgrade their skills, and modify their work habits, values and attitudes. No real lasting changes can occur without a change in attitude and behavior as illustrated in figure below. 

This approach is preferred by organizations - including public sector organizations – operating in a fast moving competitive environment and faced with immediate threats that need rapid change and improvements within tight timescales. This marks a good point of divergence between organizational change and organizational development which on the other hand promises improved effectiveness within the long term. The difference between the two is that one is described as ‘results driven programmes’ (espoused by organizational change) and the other as ‘activity driven programmes’ (promoted by OD). The first targets results now while the latter aims at gaining sustained commitment to the pursuit of intangible goals such as attitude change and new sets of values (Schaffer and Thompson, 1992) which are long term. 

Organizational Development 
The above illustration describes vividly the OD approach. There are many definitions that have been given to describe the process none of which are likely to be understood in the context of this paper. Instead it is preferred to give the attributes that constitute the various definitions so that the entire concept is deconstructed and understood in context. But OD may simply be described as a methodology or technique used to effect change in an organization or section of an organization with a view of improving the organization’s effectiveness. It has the following attributes: 

• A planned process of change. 

• Applies behavioral science knowledge. 

• Aims at the change of organization culture. 

• Aims at reinforcement of organization strategies, structures and processes for improving organization’s effectiveness and health. 

• Applies to an entire system of an organization, department or group as opposed to an aspect of a system. 

• Targets long term institutionalization of new activities such as operation of self managed or autonomous work teams and other problem solving capabilities. 

• Encompasses strategy, structure and process changes. 

• A process managed from the top. 

Behavioral science knowledge and practices incorporate concepts such as leadership, group dynamics, work design and approaches such as strategy, organization design and international relations (Cummings and Worly, 1997). OD is not a business planning or technological innovation model but rather an easy and flexible process of planning and implementing change. 

 OD Approaches:
 There are at least three planned change models that have been identified by Cummings and Worley (1997) as shown in figure II below. The first and the second are principally different but the third one is an improved version of Action Research methodology which has taken centre stage in the 1990s to take care of the trend of emerging mega organizations, strategic alliances, mergers and public – private partnerships. The improved version named the Contemporary Action Research model is of great interest to the workshop participants as it can be used to promote projects in both public and private organizations. Later in this paper it will be shown how it can be used to promote Poverty Reduction Strategies and gender mainstreaming in local government. 

The distinction between Lewin’s model and Action Research model is in the repetitive nature of action research. Lewin’s model is a once only intervention. Buchanan and Huczynski, (1997) give seven steps that are followed in this intervention. 

1. Scouting – The initial stages of consultant and client exchanging ideas on the problem and the appropriate approach. 

2. Entry – Contract is entered into to formalize the relationship of consultant and client. 

3. Diagnosis – Information gathering to define the problem and identify causes. 

4. Planning – Consultant and client members jointly establish the goals of an OD intervention and the proposed approach 

5. Action – The intervention strategies are implemented. 

6. Stabilization and Evaluation – The change is stabilized (freezing takes place) and the outcomes are assessed. 

7. Termination – The consultant withdraws from the assignment. 

The action research model differs in several particular ways with the Lewin’s model. In action research the outcomes are fed back so that further improvements and changes can be made. This distinguishes this model as a cyclical and iterative process. The research aspect connotes a search for knowledge that may be used elsewhere. It is also a collaborative effort between the consultant and the client’s members who engage in joint planning diagnosis, implementation.

Formulating a Change Phases:

1. Creating a sense of Urgency:

Change in an organization does not happen in a vacuum. If nothing happened to disturb organizational life, change would be very slow and perhaps, merely accidental. Establishing a sense of urgency is crucial to gaining the needed cooperation to bring about change. Establishing a sense of urgency is crucial to gaining the needed cooperation to bring about change. Employees at all levels within the organization need to be impact on their personal and working environment.

2. Building a strong guiding coalition:

Because major change is so difficult to accomplish, a powerful force is required to sustain the process. A strong guiding coalition is always needed – one with the right composition, level of trust and shared objectives.  The kind of leadership that needs to be present with major change efforts is transformational leadership. 

Transformational leadership is where leaders are agents of change. These leaders develop a vision for the organization, inspire and collectively bond the employees to that vision and give them a “can do” attitude that makes the vision achievable. Transformational leaders energize and direct employees to a new set of corporate values and behaviors. The elements of transformational leadership are provided in 

3. Formulating a vision and strategy
A change management is quoted saying that 
“Without a compelling purpose, we live life as a fairly haphazard experience, being easily swayed by the latest fad, temporarily pressure or the most recent advice on what other think. We ought to be doing. A clear vision and purpose pulls us towards the future.”

The vision is the bridge between current and the future state and is the force behind transformation. The vision should include the rationales, benefits and personal ramification of the suggested change.
4. Implementing the change:

Communicating the vision – managers must be clear in their communication and formal communication plan which is very helpful during a change initiative. Communication competes with “share of mind” with many other communications. Weak communication exists when seniors and middle managers do not confer with supervisors and employees about the intended change.

Communication need to be assessed by looking at what, why, how and when of the communicating during the planning and implementing phase of change. Many change intervention fails because companies fail to plan and manage communication. 

In summary change needs to be associated with a sense of urgency and must be propelled by various driving forces that need to be stronger than restraining forces. 

Having a powerful force behind the change involve having a senior management team with support and drive the changes. The implementation of the change needs to be constant and effective communication. It should be based on formal communication plan which motivates a employee to undertake the change. 

An important characteristic of the formal research is that it originates with the question or the problem and research is considered as a systematic activity aimed at providing information to solve manager’s problems. It is important that the research undertaken is considered as credible, in order for the result of the research and this paper to be viewed as reliable and valid. 

The research undertaken is qualitative in nature. It used a case study technique to explore some specific element on the topic of change. Qualitative research was performed:

· As an enquiry process for understanding a social or human problem.

· In a neutral setting to seek new insights. 

· To ask questions and to assess phenomenon in a new light.

The Research Study:

The study regarding the management of change was undertaken within a banking institution using formal research methodology. The Banking Unit studied serves as a real delivery channel to the bank customer base, through which products are sold and serviced. Specific focus was placed on the approximately 200 employees directly affected by the alignment projects. This business unit forms part of a bigger Financial Service Group. Their strategy includes dividing the company into various business units, each operating independently and provide compressive range of products and service to specific target market. It also proposes the merger of various business, to unlock the benefits of size balance sheet, greater market credibility, numerous synergies across various customer without losing their competitive edge achieved through their focus.

Objective of the Study:

Change can only be effectively implemented through proper planning and communication. Here the object of this research paper is to understand and manage the change through the change process in bank. This paper highlights the finding of the research and provides some recommendation in terms of managing change. The outcomes of the research must be discussed by focusing on the research problem and sub problem which investigated the following:
· To determine whether the planning process for the change initiative was effectively handled with specific relation

· To check whether sense of urgency was establishing for the alignment project to happen.
· Whether the guiding coalition was strong enough to guide the alignment project.

· Whether a vision and strategy were successful formulated for the alignment project.

· To determine whether the change process during the alignment project was successfully implemented with specific focus on communicating the vision during the change initiative.

· Further some criticism related to the existing conceptions and practical implications of the studies applying these conceptions are outline.

· To identify the positions on organizational change.

Target Group

	Population
	200 Employees

	Sample Drawn
	121 Employees

	Sampling Method
	Non Probability Sampling

	Sampling Technique
	Questionnaire & Structured Interview


Analysis & Interpretation

1. Creating a sense of urgency:-
If a people of an organization don’t feel the urgency for change, the change process will not have enough momentum. It refers specifically to the complacency level within an organization. Creating a sense of urgency is linked to the planning phase of change. 

Looking the change process it is evident how important the planning element of change is. If planning is not properly done the whole process of change is negatively affected. Change is the process starting off where the company is today and where it want to be in future. The result of the 2 questions as posed to the respondent relating to create a sense of urgency are provided in the below stated figure:
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Most employees (over 90 %) agreed and strongly agree that the previous business units, according to their knowledge and understanding, were operating successfully. Why should we change when the things are going well? Higher levels of uncertainty existed when employees were queried regarding the Branch Banking Unit’s competitive position in the industry. This indicates that number of the service centre employees may not be in “in touch” with the situation in the market place.

The result of this research indicates that the “real” driving competitive forces and customer satisfaction were perhaps not adequately highlighted to employees. This is evident from the uncertainty and disagreement found as outcomes to the research.

Areas for Improvement:

It is recommended that staff be made aware of the competitive position of the bank in relation to its competitors. We refer to examining the market and competitive realities and discussing potential crises and opportunities. Customers and competitive related information must be fed to all the staff regularly. Staff needs to be sensitive to customer needs and trends and what the competition is doing.
This should create a sense of discomfort within them that things always change and there is always rivalry in the industry with all banks competing for customers. Senior management need to reduce the level of complacency by continuously speaking of change in the industry and absence of visible crises should not create comfort in the mind of the employee. The driving forces for the change by creating the sense of urgency will boost the business unit out of the complacency and into the future in order to achieve its vision  

1. Building a strong guiding coalition:
A strong guiding coalition is needed to make change happen successfully by having a team that is composed of right people who have worked together as a team. The team must work on trust and develop a common goal which is sensible to the head and appealing to the heart. 

Relating to create a strong guiding coalition during the planning process the outcomes of the research showed that guiding coalition seemed to have the correct composition and necessary experience to drive the change. It also showed that most employees did not question the experience of pivotal figures to make change a success. Most employees agreed that visibly supported the change process. 

Questions asked whether senior management motivated employees to participate in the alignment project and whether they visibly supported the change process. 
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Senior management may not have adequately succeeded in motivating the employees to undertake the change more than 30% of employees disagreed with the statement that they were involved in the process. When line management believes that they are not involved it will filter through all levels of employees. Senior management communicated the reason for change and this reason was accepted based on the employee belief that change made sense. Senior management seems not to have focused on the principle of transformational leadership by:

· Creating inspirational leadership

· Building commitment to the change vision

Leaders need to:

· Shape a realistic and attractive future involving all the employees

· Energetically model the future by communicating the vision 

· Understanding the dynamics of change management and need to apply the principle that make the change effective.

Areas for Improvement:

The leadership of this branch banking unit needs to inspire employees, acting with honesty and integrity ensuring stability and promoting change. It is recommended that a planned and coordinated change management intervention should be developed to focus on strategic change. Middle management needs to be involved in this initiative with trust existing between all the level of management which is visibly noticed by all the employees. And it is also suggested that transformational leadership theory should be incorporated in senior management development program. 
2. Creating a Vision for Change:
A good vision during the change process serves the important purposes.
· First it clarifies the general direction for change, assisting with simplifying hundred or thousands of more detailed direction

· Secondly it motivates people to take action in right direction.

·  Thirdly it helps to coordinate the action of different people in fast and efficient way

The vision and strategy always take time and its difficult process but should not be neglected and it should be on the base of change process. For the outcome relating to 2 of the questions relating to the vision for change are given in the below stated figure:
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Although no formal vision statement was created and communicated for the alignment project, most employee agreed that senior management stated were the object of the project were. Many employees disagree and were neutral regarding the unit’s future. Very high levels of uncertainty existed with regards to the alignment project’s contribution to the future objectives of the business unit.

Providing the objectives of the project does not, in itself, provide employees with an idea of what the future would look like and how they would be affected by the future state. Senior management did not effectively communicate the vision for the alignment project or the business unit. Although they may possibly have formulated a vision statement in objective, most employees certainly did not know it. It is the responsibility of leaders to create the vision. 
Areas for Improvement:

It is strongly recommended that business unit formulate a vision for the change process during the planning phase. Employee need to understand what the business unit look and feel after the change process. They need to understand how it will affect them and how it fits with the strategic objective of the bigger group.
It is recommended that management formulate and communicate the master plan for the business unit. A specific vision and mission needs to be created and communicated. The gap between the current state and the future state need to be highlighted. This gap cannot be shown, if no picture of the future exist.

3. Implementing the Change.

When implementing a change, a vision for the change needs to be communicated to gain the understanding and commitment from the affected people during the change process. The failure of the first three elements, as per the above mentioned sub problem leads to poor communication of the vision. This indicates an obvious link between the elements.
It is almost impossible to over communicate when leading change. 

The communication of the vision could not have been successful without a formal vision for the change or the newly formed business unit. Most employees agreed that they understood the necessity of change and it is no question that communication would reflect that. The problem is that the necessity may only have been highlighted in the initial communication and not throughout the process. Leaders may have assumed that these aspects only needed to be communicated during the start of the change and that too once or twice. Employees believe that communication were not always consistent as shown by the high level of neutrality in the question regarding consistency. Results of the 2 questions are posed in the below stated figure:
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The high level of the uncertainty and disagreement relating to the sufficiency of the communication in the terms of the number of communication indicate that employees may have felt that with the large number of communication medium available, not enough communication were sent out and received by employees. Many employees provided neutral answers to the question of them being able to provide their opinion during the process. This outcome correlates to employees’ perception that they were not involved during the process.
The most concerning part of the communication aspect is the perceived lack of honesty of what was being communicated during the alignment project. It is concluded that senior management may have devised a communication plan but may not have stuck on it. Communication become haphazard with too much reliance placed on the initial communication and the misconception that communication process would just come together during the implementation phase. 

Areas for Improvement:

It is recommended that any future communication relating to the alignment project includes the vision for the change and the strategic significance there of

· Communication should enhance the driving force for change and reduce all retraining forces.

· Senior management needs to review their communication planned and strategies and need to measure the effectiveness there of.

· The communication plan needs to include the context of the change taking place. Future change intervention needs to be honest, open and take into account the audience by being simple and straight forward.

· Communication need to be frequent and need to motivate more employees to participate in the process by creating enthusiasm.

The communication should also include not only the why and what of the change process. But also the how aspect via consistent and repeated message eliciting involvement from all the employees. 

Framework for analysis of culture and change:

[image: image8.emf]The existing conceptions of culture and change are summarized in the below  table .Furthermore, criticism related to the existing conceptions and practical implications of the studies applying these conception are outlined. Finally, three positions on organizational change are identified: optimism, pessimism and relativism.
Conclusion:
How do you successfully manage the change process associated with the merger of two business unit?
Firstly you need to communicate the strategic significance of the change to all employees with the use of multiple mediums stating the reasons and necessity of change. Change is associated with competitive realities in the market place and employees need to be aware of these realities.
Secondly, leaders need to be aware of the principles of change management and apply these principles in the forms of transformational leadership. Leaders need to create a vision of the future, communicate the vision, build commitment to the vision  and models of the vision. 
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