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TOPIC NINE: Change 
Management and Innovation

Overview
Any organisation change plan should analyse four factors – people, structure, 
technology and the physical environment. These factors are interdependent and 
there are consequences for failing to recognise them, particularly human nature in 
resisting change.

In this topic we look at the Dunphy-Stace change model, which uses the degree or 
scale of change combined with the way it was introduced (consultative/directive) 
to produce a matrix of change types. We also examine Kotter’s model of planned 
change that requires seven factors be present. If any one or more is missing, certain 
‘symptoms’ of ineffective change will materialise. The seven factors are: pressure for 
change; a clear, shared vision; capacity for change; actionable first steps; modelling 
the way; reinforcing and solidifying the change; and evaluation and improvement.

One constant in any change process is inevitable resistance to change. Resistance 
can be individual or organisational and includes fear and inertia. Overcoming 
resistance can be addressed with techniques such as education and communication, 
participation and involvement, facilitation and support. Every change involves 
individuals in a personal transition which may appear emotional, irrational and 
illogical to some, but is nonetheless genuine and must be dealt with. 

Like all management processes, change should be evaluated, and this topic closes by 
addressing the issue of sound evaluation.

Learning Objectives
On successful completion of this topic, you will be able to:

1.	D iscuss the nature of change.

2.	I dentify drivers of change.

3.	O utline seven steps in any change plan.

4.	 List and define sources of resistance to change and how to deal with them.

5.	D escribe employees’ internal transition as part of a change process.

6.	E valuate change.

7.	D iscuss how to evaluate change using the organisation development (OD) method.
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9.1 	 Underlying Concepts – the Nature of 
Change

Perhaps it is the nature of the phenomenon itself, but thinking and academic 
discussion on the nature of organisational change has introduced many new 
viewpoints about what change is, as well as questioning the fundamental principles 
about what constitutes an organisation. On the other hand, perhaps nothing much 
has changed after all. Consider this:

We trained hard … but it seemed that every time we were beginning to form up into 
teams we would be reorganized … I was to learn later in life that we tend to meet any 
new situation by reorganising, and a wonderful method it can be for creating the illusion 
of progress while producing confusion, inefficiency and demoralization.

Sound familiar? It is in fact a quote from Petronius Arbiter who died in 66 AD 
(Gortner, Mahler and Nicholson 1997:91).

Yet in contemporary life it seems change is constant and many modern organisations 
must compete by continuously changing themselves. Increasingly, change is 
conceptualised as learning. The underlying principle of accelerating and erratic 
change is the systems model incorporated in Peter Senge’s often-quoted discussion 
of learning organisations. For example:

Learning accelerates change; change necessitates more learning, which further accelerates 
change, and around we go. It’s a system put into play when a caveman told the first 
story. It accelerated when the pictograms went on the cave wall, picked up steam when 
monks began to hand-letter books. It did a vertical lift-off when Gutenberg invented 
the printing press. Then moved into the stratosphere with radio and television. It went 
into orbit when Jobs and Wozniak introduced their computer for the masses (Beckham 
1992:64).

Government organisations, as much as any other, must to respond to constant, 
accelerated change but the problem is how to do so effectively. For example, in 
researching how well the United Kingdom (UK) modernisation program was 
applied to the National Health Service, Maddock (2002:15) commented that 
‘at a time when scientists are grappling with concepts of randomness, chaos and 
complexity, the UK government continues to drive change via closed-systems 
thinking and the belief in the risk-free solution’. Chaos is reinforced by contrasts 
between change that is ‘episodic, discontinuous and intermittent and that which is 
continuous, evolving and incremental’ (Weick 1999:1), as we shall see in the section 
on types of change.

This chaos extends to government’s policy-making which is, by definition, about 
change. Administrative inertia and institutional sclerosis have become things of 
the past as modern policy processes take on a fresh dynamism. Complexity theory 
offers an explanation for how policy evolves in an erratic manner through a 
chain of decision making that impacts future policy, a process that is anything but 
linear. Any particular policy decision should be seen as simply a temporary state 
of equilibrium. Making a decision does not mark the end of change, just a ‘pause’ 
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until new pressures require new decisions. As with the problem-solving cycle, any 
model of a phased process of change is simply that: a model by which we attempt 
to impose order on a disordered and chaotic process. ‘Real life’ does not follow neat 
phases and stages. Policy change may progress through a series of parallel, iterative, 
sometimes overlapping and often competing streams of action. Policy changes are 
also the culmination of a series of decisions which, with hindsight, might not have 
been anticipated or planned and may have little similarity with intentions at the 
outset. The actors in one round of decision making and change may be replaced 
in a subsequent round. The actors themselves change during the process as they 
‘co-evolve’ with the change, which in itself is ‘a stepping stone within an ongoing 
trajectory’ (Van Buuren & Gerrits 2008:382, 388, 391).

As policies change, so also do the organisations in which they are formulated. What 
prompts the senior executive of the public sector to initiate organisational change? 
Research shows that those with a longer tenure are more likely to do so, as well as 
those who network externally and have abundant financial resources. Executives 
who feel secure in their position, are exposed to new ideas and trends, and norms 
for political, professional and societal expectations, and have the financial leeway to 
do so are more likely to change their organisations. Senior executives are subject 
to forces in the organisation as well as external ones such as political influences, 
all of which can prompt change. Meeting the desires of political masters is a 
powerful influence for change. Given the importance of innovation in successfully 
responding to change, it is notable that innovation is fostered where senior 
executives protect their organisation members from undue influences and give 
them discretion (Fernandez and Pitts 2007).

Organisational change attracts many analogies and metaphors, perhaps reflecting the 
complexity of the phenomenon and the mind’s need to make patterns out of chaos. 
Perspectives include biological imagery, resource based explanations, contingency 
theories, political explanations, the systems view and postmodern critiques 
among others (Graetz et al. 2006). As well as being about organisational change, 
these perspectives also express how organisations themselves are understood. The 
strengths and weaknesses of ten different perspectives are shown in Table 9.1.

Table 9.1 Mindsets or different perspectives on change and their strengths and 
weaknesses

Perspective
Nature and 

focus of change
Strengths Weaknesses

Management 
focus 

Biological ecological, 
organic, 
evolutionary, 
organisation 
adapting to their 
environment, 
survival of the 
fittest 

explains life-cycle, 
fitness survival

fails to explain 
deliberate change

Environmental 
positioning, find 
competitive niche, 
progress through 
the life cycle, 
growth
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Perspective
Nature and 

focus of change
Strengths Weaknesses

Management 
focus 

Rational directed, planned, 
belief that with 
good management 
science everything 
is possible 

means change can 
be controlled in 
parts

ignores external 
pressures, chaos 
etc 

Strategic 
management and 
planning

Institutional response to 
institutional/
industry pressure, 
regulators, social 
expectations

understanding 
external industrial 
pressures to 
conform

conformity at 
expense of 
competition 

Benchmarking, 
TQM, best practice

Resource access to 
resources

draws attention to 
need for resources 
to effect and 
sustain change

assumes change 
can’t happen 
without resources

gaining and using 
resources and core 
competencies – 
eg management 
development

Contingency every situation 
is different, 
fit between 
organisation and 
environment, 
structure size

dynamic nature of 
change and need 
to look at specifics 
of each situation 

if situation is 
misread, wrong 
solution may be 
chosen 

various, depending 
on the situation

Psychological an emotional 
experience of 
those affected, 
focuses on the 
individual as the 
unit of study and 
action

draws attention to 
stress and impact 
of change on 
employees

ignores other 
aspects of change 
– task, structure, 
getting things 
done 

managing 
employee 
transitions, 
psychological 
adjustment to 
change

Political conflict, power reminds us that 
power, politics 
and ideology 
underpin change 
or resistance to it 

ignores other 
aspects of change 
– task, structure, 
getting things 
done

lobbying, 
manoeuvering, 
forming coalitions, 
garnering support

Cultural determined 
by entrenched 
values, norms and 
what the group 
or organisation 
believes in 
and how they 
commonly behave

collective beliefs 
and norms should 
be kept in mind

culture change 
is vital but 
difficult due to its 
intangibility 

surfacing and 
changing implicit 
beliefs, rituals, 
rituals, symbols, 
values, leadership 
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Perspective
Nature and 

focus of change
Strengths Weaknesses

Management 
focus 

Systems interrelationships 
between all parts 
of organisation 
which is seen 
as a complex 
machine, change 
is ‘chaordic’ – 
(chaos-order)

guards against 
assuming 
that change is 
contained in one 
organisation unit 

sometimes it 
isn’t possible to 
address the whole 
system, and to do 
so is very difficult 

change to all 
components of the 
system following 
prescriptive 
guidelines and 
or acceptance of 
chaos 

Postmodern no universal rules, 
explanations 
or responses, 
a socially 
constructed 
phenomenon 
reflecting a 
particular 
organisation’s 
discourse 

understand 
contradictions in 
change especially 
between old and 
new 

difficult concept 
to understand 
and tends to 
criticise ideas 
without offering 
alternatives 

empowerment, 
industrial 
democracy, 
challenging 
the status quo, 
iconoclasm, 
creating a new 
language or 
discourse 

Source: adapted from Graetz et al 2006:19-20

Activity 9.1 – Perspectives on change

Looking at the various explanations of change in Table 9.1, which perspectives are more relevant 
to the public sector in general and your agency in particular? Can you identify your perspective or 
assumptions about what change is or where your focus lies? Are there other perspectives that might 
add to your overall understanding or give you new ways of looking at change? 

9.2 	 Drivers of Change

The drivers of change have been referred to at various points in the PSM Program 
and include globalisation, technology, changing political ideology and shifts in 
demographics. In earlier units we talked about broad public sector consequences, 
such being more responsive to ‘political masters’, more accountable and transparent, 
more ethical, and to ‘manage out’ through better relationships with contractors, 
clients and so on. In this topic we see the internal, organisational responses to these 
drivers acted out as ongoing and frequent organisational change.

In the last two years, the driver that seems to be having the most impact on public 
sector organisations is demographics. Many PSM Program participants refer to 
organisations’ dealings with an ageing population, shrinking workforce, influx of 
Generation X and Generation Y and increasing demands for flexibility and work–
life balance in the form of childcare, elder care and time out for other recreational, 
community or sporting pursuits.
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9.3 	T ypes of Change –  
the Dunphy-Stace Model

Substantial research on change in organisations was carried out by Professors Dexter 
Dunphy and Doug Stace, from the Centre for Corporate Change at the University 
of NSW. Over seven years they examined change in low-performing and high-
performing organisations in the public and private sectors, interviewing over 650 
executives, managers and team leaders (Stace & Dunphy 1992).

From this research, Dunphy and Stace developed a matrix model for analysing 
change at the macro level (the total organisation) and the micro level (work group or 
individual). 

9.3.1	 Scale of Change

The Dunphy-Stace model uses two dimensions to define a range of change types. 
The two are scale of change and the style of change management adopted by the change 
leader. There are four distinct points on the scale of change ranging from fine-tuning 
to total transformation, as documented in Table 9.2

Table 9.2 Scale of change 

In some cases in the public sector, transformational change has been triggered by 
changes in voter preferences. This radical change is invasive and pervasive. Fine 
tuning and incremental change are gradual, of lower impact and ‘tinkering at the 
margins’. Generally change in the public sector consists of fine tuning or incremental 
change due to risk and complexity.

For example, in US health care, innovation is dominated by medical, technological 
solutions and little attention is paid to other aspects of healthcare or organisational 
improvement. Health organisations are reluctant to address any lack of efficiency in 
processes, safety, or client expectations. The higher the perceived complexity of the 
problem and risk of the solution, the less likely is innovation to occur. If health care 
managers are risk-averse and perceive high levels of intricacy in achieving change or 
solving problems, they are less likely to adopt new ideas or make changes (Ekmekci 
& Turley 2008). When deciding which services to outsource, health care managers 
chose those that were less likely to cause ‘political’ problems and objections. They 
failed to realise that outsourcing doesn’t remove problems, it just adds another layer 
of management complexity (Young 2007). 

Fine tuning

Small adjustments, 
tinkering at the  
margins 

Developmental or 
incremental 

Doing more than 
previously or doing it 
better than previously – 
gradual improvement

Transitional 

Moving to a new state 
after dismantling current 
ways of doing things – 
evolutionary

Transformational 

Revolutionary, radical, 
frame breaking, new 
paradigm 
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Activity 9.2 – Scale of change in your agency

Conduct some research or draw on your experience to find examples in your agency of cases that 
represent each point on the scale of change. What is the predominant change style in your agency in 
your experience?

9.3.2 	 Style of Change Management

Four styles of change management or leadership (Stace & Dunphy 2001) are shown 
in Table 9.3, based on how much consultation is evident.

Table 9.3 Four levels of consultation deployed by change management style or 
leadership style 

Participants may recognise some links to other leadership theories such as Hersey–
Blanchard’s telling, selling, participating and delegating as discussed in Topic Seven. 
Having looked at the two main dimensions in the Dunphy-Stace model – scale and 
style – we will now turn to how these two variables interact.

9.3.3 	 Interaction between Scale of Change and Change 
Management/Leader Style

The Dunphy-Stace model indicates how the scale of change in Table 9.1 (fine 
tuning, developmental or incremental, transitional, transformational) interacts with 
the style of change in Table 9.3 (collaborative, consultative, directive and coercive) 
to produce different types of change.

The result is a matrix or model of five types of organisational change evident in 
Australian organisations, as illustrated in Figure 9.1.

Collaborative	M ost employees are consulted on the nature of the change and how to best 
implement it

Consultative	M anagement makes the decisions on the nature of the change and employees 
are consulted regarding how to implement the change

Directive	M anagement makes the decisions on the nature of the change and how to 
implement it

Coercive	M anagement or outside bodies force organisational change. Decision-making 
is autocratic and occurs with resistance to change
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Figure 9.1 Five different types of change 

Source: Stace & Dunphy 2001:22.

Some features of these five types of change are:

•	 Taylorism – avoiding change or making small adjustment; resulting in lower 
performance 

•	 Developmental transition – focuses on developing employees, expanding 
services and enhancing communication; works well in collegial organisations; 
uses Total Quality Management, service quality and team building; short 
communication chains

•	 Task focused transition – constant reorganisations; new techniques; new 
products and services; new methods and procedures (possibly reminiscent of 
public agencies in the light of constant elections and change of government 
or minister)

•	 Charismatic transitions – as a popular leader with willing followers 
makes a radical difference – can quickly create a new order; depends on 
communication, development of trust or ‘faith’; leader may leave prematurely, 
causing charisma vacuum

•	 Turnarounds − frame-breaking change executed with a directive or even 
coercive style; often causes considerable pain and angst

How does this information translate into public sector innovation?

Style of change
management

Collaborative

Consultive

Directive

Coercive

Scale of change

Fine tuning Incremental
adjustment

Modular
transformation

Corporate
transformation

Taylorism

(avoiding change 
or making small 
adjustments)

Developmental
transition

(constant change)
Charismatic transformations
(inspirational change)

Turnarounds
(frame-breaking change)

Task-focused
transition

(constant change)
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Required Reading 9.1
Moore, M & Hartley, J 2008, ‘Innovations in governance’, Public Management Review, vol. 10, no. 1, 

pp. 3 - 20.

We are fortunate to have a current reference from Mark Moore at the Kennedy School of Government, 
Harvard University to set as a reading. Moore is very influential in public sector management, 
for example in addressing public value. Here, along with Jean Hartley, he turns his attention to 
innovations in governance. The paper uses four case studies, so is more accessible than a large 
scale quantitative study, and argues that innovation in the public sector is different from product and 
service innovations in the private sector. 

 9.4 	 Seven Steps in Planning Effective 
Change

A useful and enduring seven-factor model lays out the steps to achieve change. 
These steps are also relevant in determining why change fails or is not fully effective 
and could be used in evaluation (Section 9.10). The seven are shown in Figure 9.2

Figure 9.2 Seven factors needed for effective change

Source: Kotter Robbins et al. 2008

This model shows that, depending on which of the seven factors of the change 
process is not effectively executed, different consequences will ensue. If any of the 
seven are skipped, failure is likely.

9.4.1 	 Pressure for change

Pressure is necessary or employees may not allocate a high priority to the proposed 
change. Employees have many objectives and conflicting demands on their time. 
Unless senior managers take action to ensure change is implemented, employees 
will respond to other demands. External pressures come from government 
legislation, political requirements, funding cutbacks, or increased competition. 
Internal pressures result from the Secretary or Director General setting new 
directions, employees indicating dissatisfaction, or poor performance. Without 
pressure, change will be low priority.

9.4.2 	 Clear shared vision

A vision helps employees understand the purpose of change. They need to feel a 
sense of involvement, identify with the vision and be able to challenge and test its 
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sincerity and appropriateness. How to prepare and articulate a workable vision was 
covered in Topic Seven. If the vision is not understood or shared, employees make a 
quick start that fails. A shared vision gains ‘buy-in’.

9.4.3 	 Capacity for change

Capacity refers to the resources and skills needed to implement the change. Does the 
existing workforce have the capability to change? Is the change going to impose on 
already demanding workloads? Do staff have the necessary skills? Managers need to 
plan and budget for implementation, allocate resources and training, and to build in 
the time needed to transfer to the new way of working.

9.4.4 	 Actionable first steps

These steps give employees the opportunity to start on the change. Sometimes called 
‘encouraging small wins’ it allows employees to feel self-efficacy which promotes 
success. Without actionable first steps, employees make haphazard efforts and false 
starts, or they may not even start at all.

9.4.5 	 Model the way

This refers to the leaders of the organisation or work unit putting into practice 
values and behaviour reflecting the new situation. Management’s actions must be 
consistent with their words or employees will become cynical and distrustful. In 
other words, managers must ‘walk the walk’.

9.4.6 	 Reinforce change

This may take the form of reward or recognition for effective change. It can also 
be action to transfer or demote employees who continue to resist the change. 
Performance management must be aligned to the change.

9.4.7 	 Evaluate

Many change programs are not evaluated or only in haphazard or inadequate 
ways. As a result, programs are continued when they should not be or abandoned 
prematurely.

9.4.8 	 Diagnosis of what is missing

In addition to being a planning device, the seven factors diagnose what is missing 
from effective change and indicate corrective action (Robbins et al. 2001; Cacioppe 
1997). As shown in Figure 9.3, the absence of each of the seven factors has different 
symptoms of ineffective change. 
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Figure 9.3 Symptoms of ineffective change when any of the seven factors is missing

Source: Kotter in Robbins et al. 2001:719; 2008; Cacioppe 1997:3.
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Don’t assume that individuals higher or lower in the organisation see change the 
same way you do. Evidence suggests that your subordinates see it as more negative 
and your superiors as more positive. Lower level staff want conflict to be resolved 
rather than endless communication. More senior staff want their subordinates to 
accept the vision but don’t always realise that more than rhetoric is required (Jones, 
Watson, Hobman, Bordia, Gallois & Callan 2008). As well as creating a vision, senior 
leaders need to model the way, show first small steps and celebrate first practical 
gains (Kotter in Robbins et al. 2008). 

Activity 9.3 – Evaluating change in your workplace

Choose a change that has occurred in your work unit.

1.	I dentify the details that match each of the seven factors.

2.	A ssess whether each was planned for and evident in the change.

3.	I f any were missing, did the negative consequences predicted by the model eventuate?

9.5	P lanning for Change in the Public Sector

Many Australian public sector enterprises have been through task-focused transitions, 
sometimes after a turnaround phase (Stace & Dunphy2001). Public sector managers 
are experienced and open to change but sceptical about the capacity of their agency 
to make the required shifts (Rainey 2003). Successful change in public sector 
organisations requires the following elements to be carefully considered in the 
planning phase:

1.	 An enduring power centre committed to effective change

2.	 Strong, stable leadership by long-term public sector leaders, managers and 
employees

3.	 An internal change agent with authority and resources

4.	 Active, creative leaders and employees

5.	 Good timing – a political window of opportunity

6.	 Political overseers who are supportive but not interfering

7.	 Agency leaders and employees who are politically sophisticated and skilled 
in managing up

8.	 Genuine employee participation combined with decisive action

9.	 A comprehensive, clear, realistic process

10.	 Measurable outputs that decentralise operational responsibility

11.	 Clarity about the nature and objectives of the new structure and process 
(Rainey and Rainey 1986 in Rainey 2003).
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9.6 	 Resistance to Change

There will always be resistance to change. However, understanding it and consulting 
and communicating at all stages can go a long way towards breaking down barriers 
and ensuring desirable outcomes. It is important to identify the source and deal 
with it, rather than criticise the individual or team, or try to compel them to 
change. Individuals resist change depending on:

•	 how happy they are with the way things are now

•	 whether they like what the change looks like

•	 how practical the change is

•	 what the cost of changing is going to be to that individual, in terms of risk, 
disruption, and pressure to learn new skills (Beckhard & Pritchard 1992).

Ideally, all stakeholders would be committed to the change in order for it to be 
fully successful. However, there are many times when change goes ahead, regardless. 

Here we use a three-fold approach to identify resistance from individuals, the 
organisation and the system.

9.6.1 	 Individual Sources

Seven individual sources of resistance to change are shown in Figure 9.4.

Figure 9.4 Seven individual sources of resistance to change

Source: adapted from Robbins et al. 2008:631; Kotter & Schlesinger 1979.

Belief that the change 
does not make sense for 

the organisation

Selective information  
processing – filtering or 

misunderstanding the change

Desire not to lose something  
of value e.g. security,  

health, identity

Fear of the unknown

Low tolerance for change

Habit

Fear of a negative
economic impact

Individual
resistance
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Each source is briefly defined:

•	 Habit can cause resistance to change in that individuals may be reluctant to 
change long-established patterns of behaviour. For example, if the work unit 
is moving to a new location, individuals may have to drive longer to get to 
work. If a new computer system is introduced, habits can stand in the way of 
smooth accomplishment.

•	 Low tolerance for change – some individuals welcome change, others fear it. 
Change fatigue may also build up over time.

•	 Fear of a negative economic impact – if the work unit or organisation is being 
restructured, people may fear losing their jobs and associated income. Lost 
overtime pay is a common reason employees resist changes to work hours or 
shift arrangements.

•	 Fear of the unknown – people can not see or visualise what the new future 
will be like. This is why communication is so central to successful change, to 
create a word picture of the future to make the unknown more familiar.

•	 Desire not to lose something of value. Threats to individuals’ security can generate 
resistance. This source is similar to financial threats except that it draws on 
other forms of security besides money. In some cases it may mean physical 
security – such as when barriers between clients and staff are removed in 
customer service positions. Security in the form of health may be threatened 
if new equipment, chemicals or other potentially dangerous changes are 
made. 

•	 Selective information processing is a form of filtering in which individuals 
only ‘hear what they want to hear’. If they have a negative attitude about 
change, when a change is announced, they only hear the negative side of it 
and ignore any positives. For example, a union representative may view all 
changes as being a ‘management plot’ to make working life harder for staff.

•	 Belief that change does not make sense for the organisation – this is a useful source 
of resistance as it can signal genuine concerns about things that the change 
agent or management may have overlooked (Robbins et al 2001, 2008; Kotter 
& Schlesinger 1979).

9.6.2 	 Organisational Sources

There are collective sources of resistance as well as individual, as shown in Figure 9.5.
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Figure 9.5 Six organisational sources of resistance to change 

 

Source: adapted from Robbins, Waters-Marsh, Cacioppe, & Millett 1994:795, 2008:651.

Some organisational sources are self-evident, while others need explaining. 

•	 Structural resistance is particularly true in bureaucracies, which were designed 
for stability, uniformity and routine.

•	 Ignoring all factors that can be changed or a limited focus – technology, structure, 
people or physical environment can result in blockages.

•	 Threats to resources, expertise or power are all similar. If one part of the 
organisation is more powerful or controls more resources under the 
current regime, any change that undermines this power is likely to produce 
resistance. For example, if budget power and responsibility is devolved 
completely to low levels in agencies, then central agencies and keepers of 
the purse strings are likely to feel threatened and resist.

•	 Group inertia can arise because groups, like individuals, develop habits 
(or culture and norms) and change means that these habits have to be 
abandoned or altered.

Activity 9.4 – Resistance to change

1.	H ow do these sources of resistance match up with the ones you experience? 

2.	W hat contradicting evidence can you find that the sources are apparent only, not real?

Organisational 
resistance

Group inertia

Threats to power

Threats to expertise

Threats to resources

Ignoring all factors
that can be changed

Structural resistance
or inertia
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9.7	O vercoming Resistance to Change

Given these many forms of opposition to change – how does it ever go ahead? 
Kotter and Schlesinger (1979) identified six techniques for overcoming resistance 
and there is little or nothing in more current literature to suggest that their advice 
is not still relevant today, except that perhaps newer generations of workers are less 
resistant overall. 

1.	 Education and communication

2.	 Participation and involvement

3.	 Facilitation and support

4.	 Negotiation and agreement

5.	 Manipulation and co-optation

6.	 Explicit and implicit coercion

These techniques form a hierarchy, decreasing in effectiveness from top to bottom. 
The first three to four are employee-focused and take account of employee needs 
and preferences. The last two do not, and should generally be seen as the last resort. 
They represent a more traditional command and control.

9.7.1	 Education and communication

One of the most obvious ways to overcome resistance to change is to inform people 
about the planned change at an early stage. If the need for and the logic of the 
change are explained the road to change may be smoother.

Substantial information should be supplied in advance of any change proposal. This 
is in addition to any task-specific training that takes place.

Two-way communication can help employees understand how they are affected, and 
in what ways they can benefit from change. It also gets reactions and resistance into 
the open, and addresses misunderstandings and objections. 

The crucial principles for communicating about change, well proven by research are:

•	 In a significant large-scale change effort, one-way, top-down communication 
is not enough to generate staff commitment.

•	 Staff prefer to hear about change face-to-face from their immediate 
supervisor.

•	 Employees prefer to be consulted about change (Beckhard & Pritchard 1992; 
Robbins et al. 1998; Ivancevich & Matteson 1996).

Here are some pointers for putting these principles into practice:

•	 Don’t simply send an email or memo about the change and expect that 
people will understand and comply.

•	 Don’t announce/introduce change as a fait accompli – if people are surprised 
by what you are planning, you have not planned it properly.
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•	 Ask for and openly accept responses, comments, suggestions from staff.

•	 Talk to people face-to-face, individually and in groups, and offer 
opportunities for further discussion.

It is in management’s interest to surface employee misgivings. 

9.7.2 	 Participation and involvement

Feelings of personal control can develop from having more information. Similarly, 
if you can agree on an action plan in collaboration with the resistors, then 
you are more likely to make progress. The following shows the significance of 
communication:

Few people-based change initiatives realise their maximum potential, difficulties arise 
in the timing of specialist involvement, wasted time in areas of responsibility overlap 
with negative debate, communication is often cited as having been poor or incomplete, 
measures and intent are often not well aligned and considered late in the process 
(Pritchard 2007:218).

This strategy is essentially the same as consultation about change. Consulting staff 
about change obviously gives them opportunities for involvement. This strategy 
is constructive and is entrenched in the APS Code of Conduct and Values which 
states that employees must be consulted about changes that affect them in the 
workplace.

9.7.3 	 Facilitation and support

In times of change, employees need emotional support to deal with any concerns 
they have about not being able to cope with the change, use the new system, or 
even keep their job. If there are difficult and challenging changes, employees need 
to be able to talk about their fears, anxieties, anger or resentment. An Employee 
Assistance Program (EAP) may be appropriate at this point.

9.7.4 	 Negotiation and agreement

This strategy involves bargaining over various aspects of the change and making 
trade-offs to accommodate the concerns of those affected. Negotiation and 
agreement with avowed resistors can help. 

9.7.5 	 Manipulation and co-optation

Basically this strategy means engaging support. It involves trying to persuade 
or influence someone towards the change, for example, existing members of a 
committee inviting another employees to join the committee. Managers could use 
this strategy by polling staff and trying to persuade those who are resisting to ‘come 
on board’ and join the rest of the group.

Sometimes managers covertly steer individuals or groups away from resistance to 
change. They may manipulate workers by releasing information selectively or by 
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consciously structuring the sequence of events. Or they may co-opt individuals, 
perhaps a vital person within a group, by giving them a desirable role in designing or 
carrying out the change.

According to the Oxford dictionary, ‘manipulation’ means either to handle with skill 
or to manage to your advantage, especially unfairly. As a change strategy this means 
trying to manipulate staff to get involved in the program. If this gives the manager 
an unfair advantage or disadvantages the other parties involved then it is clearly not 
acceptable.

9.7.6 	 Explicit and implicit coercion

Coercion, or coercive power, is the use of fear to influence others. Fear is generated 
by making direct or indirect threats (Robbins et al. 1998). This strategy is not 
recommended, although it is used often enough to make it a serious concern in 
some work environments (Kieseker & Marchant 1999). It constitutes bullying or 
harassment and is unwarranted, illegal and ultimately ineffective. This strategy will 
overcome resistance. But it will also result in unintended, undesirable consequences 
in the longer term, including dissatisfaction, resentment, low morale and high 
turnover. 

Coercion should be distinguished from power to gain compliance. Managers have 
positional power, which is the legitimate authority inherent in their role (Robbins et 
al. 2008). There may be times when using this power is appropriate.

9.7.7 	 Selecting the Appropriate Technique

Overcoming resistance to change involves a selection of techniques. They are 
contingent on the situation as shown in Table 9.4.

Table 9.4 Ways of overcoming resistance to change 

Approach Commonly used when Advantages 

Education and 
communication 

There is a lack of information or 
inaccurate information 

Once persuaded, people will often 
help implement the change

Participation and 
involvement 

The initiators do not have all the 
information they need to design 
the change, and others have 
considerable power to resist, or 
initiators see that involvement can 
create ownership

People who participate will be 
committed to implementing 
changes, and any relevant 
information they have will be 
integrated into the change plan 

Facilitation and support People are resisting because of 
adjustment problems

No other approach works as 
well with adjustment problems, 
example training

Negotiation and agreement Some person or group with 
considerable power to resist will 
clearly lose out on the change 

Sometimes it is a relatively easy 
way to avoid major resistance 
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Approach Commonly used when Advantages 

Manipulation and co-
optation

Other tactics will not work, or are 
too expensive

It can be a relatively quick and 
inexpensive solution to resistance 
problems

Explicit and implicit coercion Coercion should not be used if at 
all possible. It may, however, be 
the last resort

It is speedy and can overcome 
some sources of resistance

Source: adapted from Robbins et al. 2008:651-652.

Resistance is not necessarily a ‘bad thing’. It may indicate that something is wrong 
with a proposal or that the presentation and communication of the change are not 
effective. Generally, managers and change leaders must be prepared to determine 
why there is resistance and work towards overcoming it. Expressions of resistance 
may reflect genuine and knowledgeable reservations about the proposal based 
on direct experience and can also serve as an antidote to ‘groupthink’ where 
all individuals are in agreement, to the detriment of a sound solution. Risk 
management has a role here.

9.8	T ransition

Change triggers a process in each person called transition. This is a psychological 
reorientation that individuals pass through before the change can happen (Bridges 
& Mitchell 2000). Transition is individual, slow and progressive; it is not marked out 
in time. It goes on in people’s ‘guts’ (Nortier 1995). Internal transition takes place in 
parallel with the external change, as illustrated in Figure 9.6.

During change, people may ask questions such as: ‘How can we get the same results 
with only half our head count?’, ‘Where will I fit in the new team?’, ‘Will I be 
able to learn the new system?’, ‘Can I deal with face-to-face client contact?’. These 
questions may not be articulated or even conscious, they may be presented in subtle 
ways, or they may appear as resistance.
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Figure 9.6 Transition stages

Source: Nortier 1995.

During these transition stages, people experience fluctuating thoughts and emotions, 
as shown in Figure 9.6, which portrays a pattern in employee response to significant 
change. This generally follows changes that are perceived as negative or threatening. 
You can see that the low point in the curve in Figure 9.7 equates to the crisis stage 
in Figure 9.6.

Figure 9.7 Feelings involved in transition

Source: adapted from Scott & Jaffe 1989 in Robbins et al. 1998; St Amour 2001, Weisinger 1998.

Managers need to be aware of the range of feelings that staff may experience, provide 
support and give opportunities for communication at each stage.
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9.8.1 	 Three Components of Transition

Ogilvie (2004:50) presents the transition theme in a slightly different way:

1. Endings: Letting go of the past

Change always starts with an ending. Only when you let go of the past can you start to 
focus your energies and attention on the new situation. Because endings can be painful – 
even when they are inevitable you may cling to the old, refusing to make the break. 

2. Transitions: The in-between phase

This is a neutral zone where you may experience a sense of unreality, confusion or 
emptiness, or go through the motions of life as you would in a state of shock. But, 
eventually, a sense of hope starts to emerge, and you head into the final phase.

3. New beginnings: On the move again

You’re moving forward once more. You start to think and plan for the change, and set 
new goals. You can now redirect energies previously devoted to resisting the change into 
constructively dealing with it.

These three are explained in more detail next.

9.8.2 	 Ending (3 Ds)

In order to move successfully to a new position, take up a new role, or work in a 
new situation, individuals must let go of the old position, role or situation. Such 
letting go can be very painful. It involves disengagement, dis-identification and 
disenchantment, as shown in Table 9.5.

Table 9.5 Disengagement, dis-identification and disenchantment in transitions  

Source: adapted from St Amour 2001, Nortier 1995.

9.8.3.	 Transition (3 Ds)

Most organisations, when going through a period of change, try to move people 
quickly into a new beginning. This can be counter-productive. People need to 
acknowledge and let go of the past before they can move on to the future.

Disengagement 	D isconnecting from the situation; separating from the familiar. People may grieve 
for what has been left behind. 

Dis-identification 	 For example, when people retire, they can be faced with disturbing questions 
about who they are apart from the role they had at work. Through transfer, or 
even promotion, people may be required to give up their professional identity, 
leading to uncertainty about who they are. 

Disenchantment 	 Loss of meaning is disenchantment.

DescriptionStage
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The transition phase involves disorientation, disintegration and discovery as 
explained in Table 9.6.

Table 9.6 Getting though the neutral zone

 
Source: adapted from St Amour 2001, Nortier 1995.

9.8.4	 Beginning (3 Is)

Just as transition must begin with an ending, it must also end with a beginning. Table 
9.7 explains the phases of inner realignment, investment and internal equilibrium.

Table 9.7 Recovering and starting over

 
Source: adapted from St Amour 2001, Nortier 1995.

Disorientation	 This is an interim period between a situation that is no longer appropriate and 
another that does not yet exist. A neutral zone where the old reality has gone, 
and the new one has not appeared. 

Disintegration	 The transition phase is where ‘everything has fallen apart’. The breakdown of 
the old structure creates a sort of vacuum. If people can recognise this as a 
transition-generated condition that will pass, most will be able to ride it out. 
There may be a tendency to ‘awfulise’ at this stage. ‘I’ll never learn the new 
system.’ ‘This team will never work.’ ‘I can’t cope.’

Discovery	 People in transition need a period where they have ‘time out’ from their usual 
situation, to think about their changed circumstances. Discovery can only come 
when the time is ripe. People cannot be forced through this period. 

DescriptionStage

Inner realignment	R eorientation begins with discovery and proceeds to an inner realignment. 
Individuals: adopt new objectives and plans, start to think in terms of new 
priorities, make new plans for the future, and see themselves in their new roles. 

Investment	 The energy previously invested in the old situation in limbo during transition is 
now available for the new situation. The inner process of dealing with the pain 
of ending, the disorientation of the transition phase and re-investing energies to 
make a new beginning is called mourning

Internal 	 A fresh state of equilibrium is established where adaptation has taken place

equilibrium

DescriptionStage
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Required Reading 9.2
Stanleigh, M 2008, ‘Effecting successful change management initiatives’, Industrial and Commercial 

Training, vol. 40, no. 1, pp. 34 - 7.

This reading reinforces the necessity of recognising and adapting to individual responses to 
change. It reinforces well-known change management techniques revolving around recognising and 
galvanising people. 

Activity 9.5 – Test what you have learned about change and 
transition

Bridges (1995) gives a list of actions to support employees through transition. The list is not in any 
particular order. There is evidence that some are more useful than others. Indicate which ones are 
likely to be of most use, some use, and little or no use, based on material presented in this topic.

 
Source: adapted from Bridges 1995.

Action to support employees through transition 

1. 	C ome up with a compensation/reward system to encourage 
compliance with the change

2.	  Find out who amongst staff stands to lose something under the 
new system

3. 	P ut team members into a situation where they can experience the 
problem first hand

4. 	I ssue a new organisation chart

5. 	P rint up new badges, logos and wall posters promoting the 
change and giving information about it

6. 	 Look at whether moving desks or office space would help

7. 	T alk to individual employees and find out how their current 
attitude and behaviour will need to change to comply with the 
new system

8. 	I ssue a memo explaining the change and requesting compliance

9. 	T hreaten disciplinary action

10. Talk to individuals, find out what problems or concerns they have 
with the new system

11. Take staff to visit another agency where the new approach is 
effective

12.	Bring in a guest speaker to motivate staff to change

13. Send staff to training

14. Invite staff to solve the problem

Little or
no use

Some 
use

Most 
use
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9.9 	 Learning from Change and Innovation

In public service delivery organisations, a new idea might emerge in one work unit 
and then be disseminated to other units (Ekmekci & Turley 2008). Innovation has 
three main components:

•	 novelty

•	 practical application

•	 notable benefits (Ekmekci & Turley 2008). 

Taking health care as an example (after Ekmeki & Turley), we see that barriers to 
innovation here include:

•	 difficulty of changing clinicians’ behaviour

•	 medical practices are well-entrenched

•	 practice boundaries are dictated by legal, regulatory and professional 
guidelines

•	 organisation habits, norms and culture are pervasive

•	 blame arises from autonomy and reputation of professional staff (Ekmekci & 
Turley 2008). 

The following looks at some of the public sector specific issues around change and 
innovation.

Table 9.8 Diagnosing complexity of problems and risk of solutions in achieving 
innovation 

Category Factors Evaluation

Perceived complexity of the 
problem depending on the 

scale of these factors

size of operational impact on your unit

impact on other units, departments or 
organisations 

within the bounds of manager’s authority realm

compromise to client/staff safety

clarity about guidelines, regulations and 
requirements

amount of data that needs collecting and 
analysing

legal implications

frequency with which problem occurs 
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Category Factors Evaluation

Perceived risk of the solution, 
based on the likelihood of 

these factors

legal consequences

client/staff safety

non-compliance with regulations

damage to own or unit’s image

eroding staff morale 

drop in client satisfaction

approval or support needed from others 

jeopardising relationships 

Source: adapted from Ekmekci & Turley 2008:7

Bureaucracy stifles innovation. It is easy to see why small start-up companies, 
contractors to the public sector, or small pockets of the sector acting independently 
have been successful innovators. They don’t have to deal with the hierarchical 
structure and the large number of players in established large organisations 
(Strategic Direction 2008).

9.10	Evaluation

Some aspects of evaluation are incorporated at the beginning, in the planning stage. 
In a systematic and open-systems approach to change, evaluation may well lead to 
change management being initiated again. If there is no formal evaluation of the 
change and the processes used, then technical and emotional closure may not be 
achieved. Managers should take responsibility for evaluation, even this is not part of 
the originators’ plan. It may be as simple and informal as making it an agenda item 
for a staff meeting, making brief notes on positives and negatives, and feeding this 
information back to the appropriate management level.

Not only does evaluation constitute sound change management, but it allows 
for the people factor. Feedback includes consultation and communication with 
employees about the consequence of the change.

9.10.1	 Organisational Development Approach to Change Evaluation

Organisational development (OD) is a way of looking at change and measuring 
its consequences. The value of OD is that it takes into account the people side of 
change but also uses sound ideas about measurement (Alpander & Lee 1995).

The steps in OD evaluation are:
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1.	 Review objectives

2.	 Review the steps taken in the change process

3.	 Compare ‘before’ and ‘after’

4.	 Have a control group

5.	 Measure the effects of the change

6.	 Detect any unintended consequences

Activity 9.6 – Revisiting the Grampians Water case and 
applying material from this change management topic

Pyman, A Mathieson, I Craig, A & Doherty, K 2004, ‘Water industry reform – stopping the leaking tap?’

Review the case introduced in Topic One, and then answer these questions about change and 
innovation.

1.	H ow would you classify the change(s) in the case using the Dunphy-Stace model?

2.	W hat other knowledge about change management that you have learned form this topic could 
you apply to this case?

9.11	Summary

In summary, change is seen as learning. It is continuous and is driven by many 
factors including ideology, globalisation, technology and demographics. Types of 
change can be classified as fine tuning, developmental/incremental, transitional or 
transformational, depending on the scale. The management style adopted to bring 
about the change also contributes to this classification and can range from dictatorial 
to consultative. Public sector organisations in Australia have typically made changes 
that are categorised as task focused transitions.

Kotter’s model of planned change requires seven factors be present. If any one or 
more is missing, certain ‘symptoms’ of ineffective change will materialise. The seven 
factors are: pressure for change; a clear, shared vision; capacity for change; actionable 
first steps; modelling the way; reinforcing and solidifying the change; and evaluation 
and improvement.

Individual sources of resistance to change are: habit, selective information processing, 
fear of the unknown, economic factors and security. Organisational sources of 
resistance are group inertia, limited focus of change, threat to established power 
relations, threat to resources, structural inertia, and threats to specialist expertise. 

Six techniques for overcoming resistance to change are: education and 
communication, participation and involvement, facilitation and support, negotiation 
and agreement, manipulation and co-optation and explicit and implicit coercion.
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Change is a process that is external to the individual, but triggers an internal 
process called transition. The transition phase is a psychological reorientation that 
individuals needs to pass through. Transition is individual, slow, progressive and 
not marked out in time. It may involve the following steps: shock, denial, disbelief; 
anger, fear, confusion; wanting to turn back time; depression, inaction; reconciliation 
to the situation; commitment mixed with scepticism; acceptance and hope; and 
energy, enthusiasm and positive action.

The steps in organisational development evaluation are: review objectives, review 
the steps taken in the change process, compare ‘before’ and ‘after’, have a control 
group, measure the effects of the change, and detect any unintended consequences.

Review
Having completed this topic, you should now be able to:

1.	D iscuss the nature of change.

2.	I dentify drivers of change.

3.	O utline seven steps in any change plan.

4.	 List and define sources of resistance to change and how to deal with them.

5.	D escribe employee’s internal transition as part of a change process.

6.	E valuate change.

7.	D iscuss how to evaluate change using the organisation development (OD) method.

Required Reading
Reading 9.1	 Moore, M & Hartley, J 2008, ‘Innovations in governance’, Public 

Management Review, vol. 10, no. 1, pp. 3–20.

Reading 9.2	 Stanleigh, M 2008, ‘Effecting successful change management 
initiatives’, Industrial and Commercial Training, vol. 40, no. 1, pp. 34–7.

Further Reading
Marks, ML 2007, ‘A framework for facilitating adaptation to organizational 

transition’, Journal of Organizational Change Management, vol. 20, no. 5, pp. 
721–39.

	 Do we already know everything there is to know about change management? 
Almost without exception, organisations and their managers forget about the 
human side of change. ‘Old fashioned’ material about change used to explain the 
waves and cycles of human emotions that change triggers. It is timely to revisit 
these ideas about how people adapt to change. 
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Turner Parish, J, Cadwallader, S & Busch, P 2008, ‘Want to, need to, ought to: 
employee commitment to organizational change’, Journal of Organizational 
Change Management, Vol. 21, No. 1, pp. 32–52. 

	 It would seem that one enduring characteristic of individuals is resistance to 
change. This reference complements our study on human response to change. 
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Topic 9: Required Reading

Moore, M & Hartley, J 2008, ‘Innovations in governance’, Public 
Management Review, vol. 10, no. 1, pp. 3–20.
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Topic 9: Required Reading
Stanleigh, M 2008, ‘Effecting successful change management initiatives’, 

Industrial and Commercial Training, vol. 40, no. 1, pp. 34–7.
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