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ELEMENTS FOR MODELING CHANGE MANGEMENT

Adrian PISL A?, Tudor IRIMIA $? Romici MUNTEAN ®

Abstract: Economic models tend to describe individuals bedraeintities or systems in terms of underly-
ing characteristics such as risk attitude, interaald external flows or functional structures. Indegdent

on where the subject is situated in the real lifés characteristics change through experiencegeigd

on the micro or the macro dimension of the fouelswf influence: social, political, technologicahd
economical. Models usually ignore change becauaditionally are considered in this way the simplic

ty of the model, as a necessary condition for mogelA reason would be the unclear position that
change takes in building up a model. In this paperstress that modeling the change management is vi
tal for any enterprise in order to thrive for a saisiable business.
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1. INTRODUCTION of an economic entity, will deliver, following irgtits on
what are the main elements of the change procegs: t
gers/drivers and resistors/barriers. This princfplggests
considering the company as a complex system ofi-tang
ble and intangible forces, which find themselvesain
dynamic equilibrium.

The change at the level of the enterprise is censitl
after decades of academic debates and manageaial pr
tice one of the top priorities and challenges, Wwhin
entity with economic activity is facing in the Hattfor
the sustainability of its core business direction.

The field “under the mic_roscope” is represented by2' CHANGE MANAGEMENT
the process flows and business processes of small o
middle class enterprises, which entail the vitalcto of  2.1. What is Change Management?
the managerial practice. We followed in our studles Change Management is the part of the economic
process of change which induced, mostly in thetlast  sciences which encompasses “the set of abilitesh-t
decade “profound and radical alteration” [1] in the niques and disciplines through which complexity and
present social, political, technological and ecoiwain  specialization are transformed in actions and tg5sul
realities of the enterprises. [10], using the feature of organizing, in the comtef a

We consider that the modeling of the change man-vision.
agement process can be efficiently carried out drilye While defining the elements that are characterfstic
moment of occurrence/impact of change is accorgingl the change in order to start modeling the change-ma
measured. agement process, one has to adopt and understand th

In this direction, the consultants John Heyes& saying of Marcel Proust: “Models change, being bayn
Asociates and Peter Hyde elaborated the unique Inode the need of change itself”.

Management Consultancy, which requires a Change In- This research paper attempt to answers the follpwin
dicator in order to function properly. The authoosisid-  question: What general elements that define thegda

er that “on long term, the success of the planrethges can be adopted in the frame of modeling the change
can be measured through performance indicatorsqut.] management process?

on short term the most powerful tool for evaluatieithe
common perception of the employees on the ways th
changes are being implemented” [2].

g-2. Stages in the administration of the change
It can be conclude and agree after a detailed docu-
In the following we will not discuss universal de- mentation [3—15] with the Hrebiniak’s point of viemho

scriptive or normative models such as the onesoelab stresses that in the change management processatieer

rated by Dyer, Lorsch, Ghoshal/Barlett or Robblkst- six stages [11]: .
ter. [3-6, 8, 9], our actual research confrontshvitie _ 1. _The magnl_tuqle and content of change. I_-|ere, ques-
challenge of being some of the few researcherfarass tions like: How big is the problem the enterprise has to

; .. deal with? What needs to be changed? Etc.
we know, who confront with the problem of quantifyi . .
change in the enterprise. P q 2. The available time to make the change happen.

The corner stone of our research is Kurt Lewin's 3. Tactics in the change implementation process.

Force Field Diagram [7], which transposed in thatest Here are meant periods, milestones, Gantt chadss, e
4. Responsibility and accountability. Who is in

charge, which can be praised or blamed? Is foryener
. . o
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6. Monitoring and control of the implemented
change until a well defined point in time and spate
which the change process is situated.
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responsibilities overlap, one thing is clear: aitbgery-
one is responsible or no one.
The next element which we extracted has to do with

From the six stages we extracted, as shown in thevhat Edward T. Jackson and Yusuf Kassam [13] call

next chapter, the defining elements that included the
enterprise equation of change would ease the paits t
strategic objectives.

3. THE DEFINING ELEMENTS OF THE
CHANGE MANAGEMENT PROCESS

The first stage (a) of the change process is tnelef
the dimension and the impact area of the change&hwh
has to be implemented.

“Participatory Evaluation in Development Corporatio
or Beer, Eisenstat & Spector [14] “The Critical P&
Corporate Renewal” where they consider that: “The v
sion on the change has only then value if the mamsag
succeed to share it with every single employeehef t
enterprise through creating a sense of urgency.”

The forth element is building the appropriatéor-
mational infrastructurethat enables nominal delegation
of task and responsibilities and eliminates accalitity
issues. This informational infrastructure is beinglt on

The second stage (b) represents the time managemefyf0 dimensions of the enterprise:

of the change management process.

The third stage (c) combines features of the ptojec,
management process with change management tech-

nigues with the aim to determine the needed foeces
resources to make the change happen.

If we try to separate these first three stageswille
observe that they are practically interdependehe di-
mension of the change, being threat or opportuiity
the time available for the implementation of thamnge
interact through paths that lead to defining theyavaf

* the structural dimension;
the cultural dimension.

These two pylons, if understood and mastered effi-
ciently by the managerial stuff, could confer théorma-
tional infrastructure of an enterprise operatioaffec-
tiveness. These two factors are not only definimgtfie
informational infrastructure but also for the emtodhange
management process. The structure of an enterpaise
to fits its culture and vice versa in order for ttfeange

action and the necessary forces that will make the?9ents to be sure of a positive, optimum impadhefr

change. From the third stage of the change, we eray
tract a defining factor that puts the dimensiontlod
change and the time for the change in relation.

Hrebiniak put this argument in the following cortex
“The relation between the dimension of a changethad
time disposable for that change determine the visgy t
change is being implemented, its cost and benafits
the probability of its successful implementatiofl].

actions and applied methods.

The fifth stage in the change management process
deals with resistance to change. The barriers ahgé
come from every single level and dimension of thiee
prise. Resistance to change comes from people witio b
barriers for their own apparent security and weikl.

There are perception problemso¢ia) of the change
which have a negative impact mostly on creatingnan

From this onset, one can conclude that the chang@de of the own status (enterprise, problem) arfahéing

management process is influenced by the followimget
variables: the dimension and complexity of the proh
the available or allocated time for the change #rel
speed of change. In our approach for defining tlee e

and evaluation of the solutions. These factorslead to
a suboptimal change strategy and to waste of fingnc
human or time resources.

In the same context, we speak about emotional re-

ments of influence for the Change management psocesStfiCtiOﬂS/DfOb'GmS that slow down the generatibnew

we consider the change speed only as an outpesust r
of the interrelation of the three mentioned stages.

ideas and about cultural restrictions given bypbiical
level of the enterprise with the roots in its orgational

The elements that we could extract until now as de-culture.

The environmental issues are characterized byethe r

fining for the modeling of the change management ! :
process areital quantification process of the need for lation from the workplace and have side effectdhie
change identification of the exact available timeframe fourth and fifth stage of the change managemerntgs®

and using theelevant change management technignes
a given context.

Further, in our analysis we will consider the issue
stressed out by the fourth stage of the changeepsodn
this stage, it is important to define everyone'leiia the
change process. The structural integration is Yitathe
success of the implementation of the change inngéere
prise. It is crucial that everyone knows its roleda
place/position in the system and that the managsrs/
with whom they need to interact.

The task should be clearly defined in the way jufta
description. Most times, it happens that duringhange
process in an enterprise, the things are not tingple
and clear as they are thought to be and the atyheri
not always devoiced of ambiguity. This happens tjost
in complex organizational structures where resmlityi

— responsibility and accountabilitgnd dealing with the
resistance to change

Very closely linked to the environmental barriers a
the cognitive barriers, which occur after the irqoe
usage of the language, the rigid adoption of thplém
mentation or the lack of complete and concreterinés
tion.

Because of the resistance to change issues, the im-
plementation of the change in an enterprise caaild f

The fifth stage in modeling change management is a
database for options-choicéisat a change agent can use
and adopt in order to break the barriers of changeldi-
tion to the fact that until reaching the fifth stalpe man-
agers were acting to influence the scaling dowrthef
barriers for change.

The sixth stage in the change management process is

and accountability easily fade away. When tasks andhe change monitoring and control. The control pssds
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the feedback done through the monitoring featuréhef
implemented change.

The first step of the change control is the conguari
of the change state, made until a specific pomgplace
and time with the strategic change goals imposeleto

achieved. These measures can be undertaken in ever|

step of the change management process and theigl@rov
an incessant up-to-date definition of the status-gfuthe
enterprise. Because of the need of monitoring amtircl

of the change, a new approach was elaborated in thg

guantification process of the status-quo of thewgmise.
The final and decisive element in modeling the
change management process is a compmbange-
measuring toglwhich has the following features:
Extracts information from the four levels of influee
within an enterprise — social, political, techndtad
and economical, which correspond to the two
dimensions that have influenced the enterprisee— th
micro and the macro dimension.
The quantification is done with the help of comp®si
indicators specific for every level and every
dimension.
As mentioned above the monitoring and controlling
features are present through all the stages otlthage
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Fig. 1. Force Field Diagram.

his model. Hence, forces result, which catalyzeppose
to change.

management process. Hence, the change-measuring too The restraining forces, in the context of the Force

is used accordingly.

Field Diagram (Fig. 1) shell be analyzed and mess$in

Except the above-mentioned six stages, which deli-order for the change agent to know with what fotoels

vered necessary corresponding elements for modgiang

change management process, it was underlineddhat f

successful administration of the change, one hagv®

the right attention to the following facts too:

e Administration and change of the organizational
culture.

and measures to act in order to plan, implementaoat
itor the change.

In the given context we find it appropriate to st
our research to Lewin’s opinion: “If you truly wait
understand something, try to change it.”

Change is defined as a transitory state, whichauds

- The objective and realistic evaluation of the powermanifests itself on the enterprise due to trigggriac-
and influence culture in the organization. tors. “A triggering factor of the change is anyatganiz-
From these insights, we stress out following ele-iNg pressure, from insight or outside of the enteep

ments: a cleavision and knowledge about the organiza- Which indicates that systems, configuration, prowes,

tional cultureof the enterprise that undergoes the changdules and other aspects of the structure and obrtani-

process and the goqubsitive way of use of power and Zational processes are no longer accurate andtieéfec
[15

influencethroughout the change process.

4. THE FORCE FIELD DIAGRAM APPROACH

As stated at the end of the third chapter on aialyz
the fifth necessary element in modeling the change-
agement process, our approach would have as & eesul
change detection and measuring tadhich allows the

Because of the above-mentioned reason and through

adopting the idea of today scientific researchés-19] it
was considered the view about change management as
dynamic equilibrium of opposite forces, acting incam-
plex system, valid and appropriate.

Our work concluded after a research on the origins
the change in an enterprise [20 and 21], thatiggering

change agent (person/group of persons) to manage afactors can be observed firstly on the micro an¢nma
quantify the strategic milestones which have to bedimension and second in the four interrelated emvir

reached in every one of the change stages.

ments in which the enterprise acts and strivesstai-

The change management is a process based on proGability: society, politics, technology and economy

dures. It starts with the detection of one or ntoigger-
ing factors and ends with the consolidation of tissv
status-quo of an enterprise. Lewin the Americanasoc
psychologists who contributed to science group gyna
ics and action research, developed the Force Bi&d
gram. There he assumes that there is a dynami@aoate
tion between two kinds of opposed forces, whichrmai
tain the balance (in an enterprise). Lewin bassdiod-
el on engineering principles of force analysis tauig
Static and Dynamics of Forces in Mechanical Dedlitg.
applied this concept, which primarily dealt withysfcal
forces to more emotional and organizationatde for

The triggers of the change in an enterprise ortgina
as our research concluded, from its four envirortmen
and two dimensions:

This approach allows the quantification of the istauo
of the enterprise in terms of composite indicataie-
vant and characteristic for the change triggerses€h
change indicators are under continuous supervigiohne
change agents accomplishing the monitoring andrabnt
activity of the change management process. Hehee, t
last decisive element of the change managementelmod
ing activity is met through quantification of thater-
prises’ status-quo.
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