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ABSTRACT

Nowadays; because of fast technological developments, “change” has become
the main determinant. Changes become faster today than before. So, organizations try to
adapt those changes around them. They are face to face with so many factors such as;
changing customer needs, technologies, etc.. These organizations should follow the
recent changes and apply those in order to be alive and compete.

It can be seen that all kinds of organizational change practices have the same
targets. These targets are the efforts to cope with market conditions by changing
management mentalities.

Another important point is that, organizations can’t be thought independent from
the individuals inside them. Because success can only be achieved with their supports.

The managers should change and improve themselves firstly and have sensitive
profiles both to internal and external environments in order the change practices not
face with resistance.

In the basis of it is mentioned above, firstly “change” and “organizational
change” concepts are defined, then the aim of change and the factors that affect change
are discussed in this thesis. In third part, the methods of organizational change are
explained in two groups, and it is focused on “planned organizational change”.

In part four, “change agent” concept and the success of organizational change is
mentioned. The qualifications of a change agent, and the phases of a successful
organizational change are discussed. Then, the resistance to change, its roots, and the
methods to overcome are mentioned.

In sixth part, a research about the attitudes of the employees towards the new
situation after an organizational change process in TSE’s quality department is made.
Employees’ attitudes are inquired by applying questionnares to them. “Conclusion” is

the last part of this thesis. The datas that are handled are interpreted here.



OZET

“Degisim”, hizl1 teknolojik gelismelerden otiirii ¢agimizda ana belirleyici haline
gelmistir. Eskiden cok uzun zamanlarda meydana gelen degisimler, giiniimiizde cok
kisa siirmektedir. Bu yilizden organizasyonlar, ¢evrelerinde gelisen bu degisimlere uyum
saglamaya calismaktadirlar. Degisen miisteri tercihleri, yonetim teknikleri, teknolojiler,
v.b pek cok faktor ile organizasyonlar karsi karsiya kalmistir. Bu organizasyonlar
yasamlarin1 siirdiirebilmek ve rakipleriyle miicadele edebilmek i¢in degisimleri
yakindan takip ederek uygulamalidirlar.

Organizasyonlarin degisim uygulamalarini inceledigimizde hepsinin aym amaci
giittiigiinii gorebiliriz. Bu amag da, organizasyonlarin yonetim anlayislarini degistirerek
piyasa kosullariyla basa ¢ikabilme ¢abalaridir.

Bir bagka onemli husus da organizasyonlarin, icindeki bireylerden bagimsiz
diisiiniilemeyecegidir. Ciinkii basar1 ancak bireylerin tamamimin destegi ile elde
edilebilmektedir.

Degisimin yoneticileri Oncelikle kendilerini degistirip gelistirmeli ve ic-dis

cevreye duyarh bir profile sahip olmalilarki degisim uygulamlan direngle karsilagmasin.

Tiim bu anlatilanlar baglaminda, bu tezde once “degisim” ve “organizasyonel
degisim” kavramlar1 ele alinmis, sonra degisimin amaci ve organizasyonel degisimi
etkileyen faktorlerden bahsedilmistir. Uglincii boliimde organizasyonel degisimin
metodlari iki kisimda anlatilmis, planli organizasyonel degisim iizerinde durulmustur.

Dordiincii boliimde ise “degisim ajan1” ve organizasyonel degisimin basarisi
incelenmistir. Degisim ajaninin niteliklerinden ve basarili bir organizasyonel degisimin
asamalarindan bahsedilmistir. Daha sonra ise olusabilecek direncten bahsedilerek,
organizasyonel ve bireysel kokenleri ile direncin listesinden gelme yollar1 anlatilmistir.

Altinct bolimde, “TSE’deki organizasyonel degisim siirecinden sonra, kalite
departmaninda c¢alisanlarin yeni durum kargisindaki tutumlar’” konulu bir arastirma
yapilmigtir. Bu arastirmada calisanlara anket uygulanarak, degisimle ilgili tutumlar
sorgulanmistir. Tezin son bolimiinii ise “sonu¢” kismi olusturmaktadir. Elde edilen

veriler bu boliimde yorumlanmistir.

il
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1. INTRODUCTION

The general meaning of change is defined as, whichever system, environment
or process, the transformation of a certain situation into a different situation.
Organizational change expresses the change in different elements that constitute the
organization and the change in relations between them (Dinger&Fidan, 2003, p.165).
Organizational change is wide, comprehensive and concerns with development, growth,

making an innovation, and similar circumstances.

Change is the coping process of moving from the present state to a desired state
that individuals, groups, and organizations undertake in response to dynamic internal
and external factors that alter current realities (Cook&Hunsaker, 2001, p.528).
Generally it is a response to some significant threat or opportunity arising outside of the

organization (Rashid, Sambasivan&Rahman, 2004, p.161).

In order to define the difference between organizational change and making an
innovation, it must be touched on the difference between “change” and “innovation”
notions firstly. The change can be defined as, a certain situation that transformed into a
different situation; but, innovation as, to make completely different and brand new
things. So making up change is original, because every innovation activity is a change.

But every change activity is not an innovation (Drucker, 1999, p.86).

Effective managers understand when change is needed and are able to guide
their organizations through the change process. Sometimes, the environment jolts the
organizations into making major changes. If a substaintally new and better method of
production becomes available, adopting that new method is likely require a major
organizational change. More recently, development of the Internet has required
managers in almost every industry to rethink and radically change the way their

organizations function.

Although the impact of organizational change can be found everywhere, most

people have difficulty accepting that they may have to alter their work methods. After



all, if you are used to working a certain way, a sudden change can be unsettling.
Fortunately, social scientists have developed various methods, known collectively as
organizational development techniques, that are designed to implement needed
organizational change in a manner that is both acceptable to employees and that

enhances the effectiveness of the organizations involved (Greenberg, 2002, p.367).



2.THE AIM OF CHANGE IN ORGANIZATIONS

Change is one reality with which individuals, groups, and organizations must
constantly cope in order to survive. Change is very important to managers and
organizations because, organizations that do not bring about change in timely ways are
unlikely to survive. One reason that the rate of change is accelerating is that knowledge
and technology feed on themselves, constantly creating new innovations at exponential

rates (Cook&Hunsaker, 2001, pp.528-529).

With globalization, the world has entered into a new and fast transition process.
Globalization omits national borders and makes new ideas spread throughout the world.
The market surroundings of organizations are complex and the competition between
rivals is fierce. Customers want quality goods and services, with affordable prices and
delivered in acceptable time periods. The needs, expectations, and preferences of
customers can change easily and fastly. In this new scene, organizations must have new
structures that are suitable to adapt to globalization and the new global marketplace.
Clearly, it will not be sufficient to operate with traditional organizational structures in

this complex and fastly changing global market (Aksu&Ozdemir, 2005, p.422).

Organizational change should not be conducted for the sake of change.
Organizational change efforts should be geared to improve the performance of
organizations and the people in those  organizations (McNamara,

www.managementhelp.org, 2006).

In recent years, just about all companies, large and small, have made
adjustments in the ways they operate. Citing just a few examples, General Electric,
Allied Signal, Ameritech, and Tenneco all have radically altered the way they operate;
their culture, the technology they use, their structure, and the nature of their relations
with employees. With so many companies making such drastic changes, the message is

clear: “Either adapt to changing conditions or shut your doors”. As technology and



markets change, organizations face a formidable challenge to adapt. When they fail to

do so, they are forced to close their doors forever (Greenberg, 2002, p.367).

Because of the changing inside and outside environments, generally, the aim
of the organizational change is to increase the productivity and the organizational
activity. Organizational change should provide the greatest satisfaction for members and
should set up organizational structure to provide the development. But if an
organizational change is decided, the details of this aim should be defined very
carefully. For example; to decrease the organizational expenses, to provide delegation,
to increase and determine the responsibilities, to provide better coordination
possibilities, to reduce the work load over the top-management and the other locations,
to shorten the hierarchy chain; are some examples for the aims of an organizational
change. But, this is a reality that, an organizational change study may have much more

aims as well. (Ulgen, 1997, p.177).
Main aims of a change can be grouped as (Simsek, 2005, p.341):

v" Making the present duty more efficiently: A change programme can
be applied either for individuals or the whole organization in order to

make the present duties more efficiently.

v" Providing the organization to adopt to environment: A change
programme can be applied either for some departments or for the whole
organization in order to adopt to external environment of the

organization.

v" Being ready for the future: The organization can apply a change
programme in order to anticipate the possibilities in the future and to

make preparations at that moment for such kind of situations.



2.1 THE FACTORS THAT AFFECT ORGANIZATIONAL CHANGE

Organizational change occurs for reasons that originate external to the
organization as well as internal to the organization. Resource dependence theory argues
that both environmental and organizational constraints impact organizational change

(Morris, 2007, p.119).

A link between the environment and organizational change occurs through the
impact of constraints arising from the organization’s environment on the relationship
between organizational constraints and organizational change. As Pfeffer and Salancik
(2003:230) suggest, “power 1is one important variable intervening between
environments and organizations,” and one important manifestation of power is the
capability that the organization has to enact organizational change (Morris, 2007,

p.120).

To survive and prosper, organizations must respond and adapt to these multiple
forces. They must innovate and continuously improve their products and services to
meet changing customer demands and competition. Technologies must be updated, and
new and better ways to organize and manage must be found (Cook&Hunsaker, 2001,

p.529).
2.1.1. The Internal Factors that Affect Organizational Change

Internal forces for change arise from internal activities and decisions (Daft,
2000, p.366). Organizational characteristics may also lead to organizational change
because characteristics such as financial instability and small size may threaten the
survival of the organization. In addition, organizational characteristics may cause an
organization to be dependent upon other organizations, a condition organizations strive

to avoid (Morris, 2007, p.120).



The elements that occur in the internal environment of the organization and

cause to organizational change, can be listed as above:
2.1.1.1 Growth

Organizational growth is gradually an important subject for organizations.
Growth can not be explained by only a factor. Growth has many different changing
dimensions. Some examples about the changing dimensions of the growth are; the
growth in the market share, the increase in the sales volume, the increase in the personel

number, and the increase in the production capacity (Kogel, 2003, p.331).

Growth is one of the main aims for an organization. It is a succesful operation
which provides a healty structure with the effects of inside and outside environments.
Passing over the organization’s power, unhealty, unconsicious, excessive growth is a

harmful operation that like biological livings.
2.1.1.2 The Effect of Top Management to the Change

The classic role of managers in an organisation is to establish and enforce the
use of policies, procedures, and methods that reduce uncertainty in organisational

outputs and outcomes (Fields, 2007, p. 336).

Top management provides the system to operate in the organization and it tries
to find solutions for the problems. If top management wants to reach to growth,
profitability, and steadiness which are the main aims for organizations, it attentively
follow the developments outside the organization, and must start necessary change to
provide the accordance to these conditions. Environmental factors change speedly and
cause many problems’ sources in the organizations. Because the top management do not
adapt to these changes at the right time, it has to face with so many bad experiences. By
the way, with this development, top management’s role has started to change. Top
management’s resposibility area has shifted from inside the organization to outside the
organization and to provide the system to operate, which is the unique aim, and to make
the neccessary changes if the system has deficiencies and do not work (Ozkara, 1999,

pp.40-41).



Nowadays, transformational management perception is the way to cope with
all developments. Transformational management provides to reflect the radical changes
which occur in the external environment, to develop reasonable strategies for this
changes and to activate the organization. Top management is the operator for

transformational management.

To achieve all the things mentioned above, managers should always investigate
and try to find reasonable and acceptable answers for the subjects below (Ozkara, 1999,

pp-40-41):
v" Determining the situations that needs change, before they occur.
v Determining what is happening outside the organization?

v Determining the new methods to achieve speed, customer satisfaction,

quality, etc.. about the working style.
v Determining how other organizations achieve these?
2.1.1.3 The Change Desires of Personnel

Nowadays, workforce structure indicates many different special features as to
past. New workforce structure’s different special features make variation of workforce’s
expectations and demands. Frequently, these expectations and demands constitute the
obstacle in the change direction for organizations. The new workforce profile wants a
democratic-participative work environment, frequently prefers material prizes to moral
prizes, desires well income and wants to know its contributions to decesive aim

(Ozkara, 1999, p-48).

The increasing importance of the technology can be pointed out as a triggering
factor in creating a change desire in work life. Because of technological developments
and passing to automation system in production era, the neccessity of human force is
decreased and this caused the human force to be the slave of automation system. By the
way, the alienation concept has occured. The most evident symptoms of alienation are

the decreasing interests of workers, the decreasing satisfaction levels of them, the



unordinary working hours and the beliefs of not having sufficient information and skills

(Ozkara, 1999, p-48).
2.1.1.4 The Decrease in Organization’s Profitability

The need for organisational change is often rooted in threats or uncertainties.
These threats may be the occurrence of poor firm performance or trends that suggest the
organisation is vulnerable to loss of market share, competitive advantages, or critical

resources (Fields, 2007, p.336).

Organizational change is inevitable if a decrease in profiatability in an
organization occurs. If this condition is realized in the organization, the most frequently

observed change activity is taking measures to reduce the costs.
2.1.2 The External Factors that Affect Organizational Change

Resource dependence theory suggests that organizations are constrained by
their environments because organizational survival is dependent upon the resources
located in the environment. These resources are affected by various interrelationships
with other organizations, for example, suppliers, customers, competitors, and regulators
of the organization. Thus, the environmental context within which the organization is

located is crucial to the survival of the organization (Morris, 2007, pp.119-120).

The rapid pace of change in today's competitive environment creates pressure
within organizations that must be confronted by its leadership. Global competition,
technological advances, more demanding customers, push for improved organizational
effectiveness, efficiencies and financial performance, new legal requirements, changing
demographics, and meeting stakeholder demands have increased an organization's need
to assess its readiness to make changes, how capable is it implement those changes, and
is the organization committed to make whatever changes are necessary for it to succeed

(Pellettiere, 2006, p.39).



All factors, including institutions, groups, individuals, events and so on, that
are outside the organization being analyzed, but that have a potential impact on that
organization (Senior, 2002, p.15). These external factors influence organizations, their
strategies, structures and means of operating, including their human resource practices.
All these factors have impact upon an organization’s formal and informal subsystems
and their components as well as which products and services it offers in which markets

(Senior, 2002, p.15).

Today’s enterprise must be able to react quickly and correctly to external
change, while managing internal change effectively, even the most stable enterprise

changes (Perkins, www. bnet.com, 2006).

External change is usually obvious and has immediate impact. It must be
dealed with external change in order to survive, meet customer requirements, remain
competitive, etc. Everyone in an enterprise recognizes the necessity for reacting to

external change (Perkins, www.bnet.com, 2006).

For the organizations just affected from its environment, not affect the
environment (passive organizations), it is harder to be alive and to reach to their targets
rather than the organizations which are both passive and active. In today’s market
conditions, it is an additional value to have the power to affect and transform the
environment, for the organizations. This interaction is dependent on the powers of both
sides and other specialities; and also it is dependent on the environment’s complexity

and dynamism.

Some analysts have found it useful to group different environmental factors
into categories under the mnemonics PETS and STEP, both of which refer to Political-
Legal, Economic, Technological, and Socio-Cultural factors. These factors can be

illustrated as below:



* Government legislation
* Government ideology
* International law

* Universal rights

* Competitors

* Suppliers

* Currency exchange rates
* Employement rates

* Wars * Wage rates
* Local regulations * Government economic policies
* Taxation * Other countries’ economic

* Trades union activities

Political-Legal Factors

Socio-Cultural Factors

* Demographic trends (customers
and employees)

* Lifestyle changes

* Skills availability

Organization

policies

* Lending policies of financial
institutions

* Changes from public to private
ownership

Economic Factors

Technological Factors

* Information technology/the
internet

* New production processes

* Computerization of processes

* Attitudes to work and
employement

* Attitudes to minority group

* Gender issues

* Willingness and ability to move
* Concern for the environment

* Business ethics

* Changes in transport technology

Figure 1: PETS Factors And Organizational Change

Source: Senior, B. (2002). Organisational Change. 2nd Edi. Essex: Prentice Hall., p.16.

2.1.2.1 Legal and Political Factors

When the rules (constitutions, laws, directions, and regulations) change, which
arrange the society and the economy, the legal environment also changes. All these
changes in legal environment have compelling effects on the organizations. The laws
which are related with organizations and which are compulsory to them can be listed as;
Trade law, Debts law, Tax law, and Performance and Bankruptcy law (Ulgen, 1997, p
172).
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A change in political ideology bring requirements for new behaviours in
organizations because of the changed constraints and opportunities within which they
must operate. In addition, not only do changes in the political environment influence
organizations directly, they also interact with changes in the economic environment; for
instance, the government-inspired privatization of previously publicly owned
institutions, or the co-operation of different countries to form economic trading blocks

(Senior, 2002, p.20).

At this point, it would be meaningful to point out a reality for Turkey.
Certainly, the governments are one of the important actors in political arena. In Turkey,
governments tend to belive that the power they have is the absolute power. This
perception causes undesired results; such as, handeling the state power, controlling the
law mechanisms, always changing laws and regulations for the sake of taking their

advantages for each government (Bugra, 2005, p.46-47).

Because the goverments are one of the most important actors in political arena,
the problems and the demands of the society will cause some changes by creating a
pressure on governments. Definitely, the organizations which are functioning
internationally should think more globally, and should be engaged with the legal and
political developments in world scale (Bugra, 2005, p.16-17).

2.1.2.2 Social-Cultural Factors

Socially changing means, the change in relations between humans, and it
depends on the changes in production, in customer relations, and in meanings, values,
rules. The powers that trigger the socially changing are technology and ideology

(Kongar, 2002, p.24).

As goverment policies, laws and actions affects organizations and people’s
everyday lives, so do the attitudes and expectations of people towards work, in the
context of other aspects of their lives. All the factors, listed as socio-cultural in Figure 1
above, influence the way organizations are set up, run and managed as well as their

capacity to attract people to work within them (Senior, 2002, p.23).
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There’s no mistaking the fact that the composition of the workforce has
changed in the past few years. To people concerned with the long-term operation of
organizations, this is not simply a curious sociological trend but a set of conditions that
forces organization officials to make various adaptations. For example, human
resources specialists need to know if there will be a drop in the number of qualified
applicants (suggesting the need to import employees from other locations or even to
relocate the company), as well as the specific skills employees will be bringing to their
jobs (suggesting the need to revise training programs) and their special needs (such as

child care, or flexible working arrangements) (Greenberg, 2002, p.368).

Nowadays, it is no more satisfactory for workers just taking a good wage for
working. They give more importance to have wealty working conditions, to prove
themselves, to be active in decision making processes, and to have a democratic work
environment. The changing, varying demands of the workers, usually end with the

changes which are made in the way they wish.

Examples of how changes in the socio-cultural environment influence people’s

attitudes to work, and trigger other changes elsewhere, are (Senior, 2002, p.23):

v" Social expectations for continuous increases in the standard of living
which must, however, be set against fewer opportunities for permanent

secure employement.

v Demographic changes causing “gluts” or shortages in the numbers of

young people coming into the labour market.

v" Changes in family structures where men as well as, or instead of,

women may wish to stay home to look after children.

v Demographic changes influencing the numbers of people in different
age groups and therefore the numbers of people of working age

compared to those of retirement age.
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Also after cultural, economical, and social changing, the responsibilities of the
organizations to its competitors, to govenment, to its employees, to the customers they
produce goods/services have increased; and these increasing and differentiating

responsibilities have caused to organizational changes (Ulgen, 1997, p.170).

The new customer profile, which uses his/her own free will about what he/she
gonna buy and be more selective than before; has caused important differentiations in
organizations’ “customer-relations” perceptions and, by the way, this perceptional
differentiation caused to be “customer-focused” for organizations. In today’s market
conditions, the organizations which are customer-focused and which care customer

demands, take very big advantages in competition.
2.1.2.3 Economical Factors

The fast changes in economical environment conditions have impacts on
organizations and they are the factors which cause some changes inside them.
Economical trends, dominant economical system, globalization and international
economy, goods&services’ supply-demand situation, and the market conditions such as
procurement and production are the pushing powers for the organizations to direct them

to organizational change.

Because organizations operate in the main to make money or, in the case of
public sector organizations (e.g. hospitals, schools, some railway systems) operate
within budgets, some of their more serious concerns are with triggers for change in the
economic environment. This includes a concern for competitors and other issues, such
as exchange rates, corporation tax, wages rates and skills availability, which determine
their ability to compete (or, in the case of many publicly owned organizations, operate

within budgets). (Senior, 2002, pp.24-25).

In a liberal or capitalist system under insentive competition, it is needed to be
researched well that which good/service can be sold, it is needed to be researched well
the customer expectations, it is needed to be developed new marketing techniques, and
it is needed to be made benchmarks continuously with rivals in order to have the

necessary information about them. All these needs have caused to born new dynamic
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organizations which continuosly produce strategies in order to cope with fast
competition conditions, and to increase the rationality and productivity (Ulgen, 1997,

pp-170-171).

Also with globalization pheomenon, international barriers have lost and
national economies have become dependent to each other. The organizations, which
have international dimensions, have become sensitive to economical changes in today’s
global world. Because globalization has caused the economical, social, political and
cultural values diffusion all around the world, the organizations have affected from this
diffusion. While it is a must to adapt these new values for the organizations make
business internationally, the organizations which are not global, should adapt to these
values in order to preserve their market superiorities in their home countries (Ozkara,

1999, pp.29-32, Ulgen, 1997, pp 170-172).
2.1.2.4 Technological Factors

Probably the most potent impetus for organizational change is the introduction
of computer. In offices, word processing systems have replaced typewriters; in
factories, robots have replaced people performing dangerous and repetitive jobs; and in
some recording studios, sophisticated synthesizer units housed in simple black boxes
have replaced orchestras full of people. Although office personnel, factory workers, and
musicians surely have not become extinct, computer technology has changed the way
they are doing their jobs. For an overview of ways in which the introduction of high-
tech devices in the workplaces have helped people perform and better serve the needs of

customers and society at large (Greenberg, 2002, p.368).

Although some jobs have been eliminated because of automation, technology
generally has helped those who have become displaced find more interesting and
personnaly fulfilling jobs. The widespread fear that many people had about “being
replaced by robots” has proven to be unfounded. More typical is the situation in which
people work side by side with robots, each doing what they do best. In the words of

Japanese industrialist Jaruo Shimada, “Only people give wisdom to the machines”. The
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idea is that people and machines are complementary aspects of any organization

(Greenberg, 2002, p.368).

With the developments in technology, the methods that are using in production
also develops. The organizations that have automated production and management
systems and use these techniques rapidly, have superiorities on their competitors. By
automation in management departments, all the information about the management can
be hided and accessed easier than before. The automation in production provides to
produce the products and services cheaper and provides more productivity with less

workforce (Ozkara, 1999, pp.39-40).

The applications of technological developments in the organizations facilitate
the operations that are needed to be made. The durations of the operations are decreased
with computers’ getting included to business life. Another advantage that computers
provide is the easiness to access the information and the rapid and healty development
in communication. With the help of accessing to information easily, the organizations
can follow the developments in the external environment, and can handle the
information about its competitors. Routine duties can be performed easily and much
more time can be saved to strategic subjects about the development of the organization

with computers as well.

There are so many advantages that techology serves to organizations. But, the
most important thing that should be emphasized is, the organizations that use these
advantages have more contemporary identities and they are more successful than their
competitors which do not use these advantages. The advantages in speed, quality, cost,
etc.. with using these technological facilities, cause the organizations to handle the

innovations and to move towards the change (Senior, 2002, p.19).

15



3. THE METHODS FOR ORGANIZATIONAL CHANGE

We can see that all kinds of change practices that are applied in organizations
have the same targets. These targets are the efforts to cope with market conditions by
changing management mentalities. But generally we can classify these change activities

under two titles. These are unplanned change, and planned change namely.

3.1 UNPLANNED (TRADITIONAL) CHANGE

Unplanned change in general meaning, is the change that occurs by itself.
Against undesired and misunderstood events and crises in the organization, unplanned
change appears as a necessity in differentiating the present information, methods, and

experiences (Dinger, 2003, p.420).

Unplanned change just happens in the natural course of events or is imposed
on an organization by external forces. Organizations and individuals then react to these
unplanned changes to minimize disruption or to maintain or improve their situation

(Cook&Hunsaker, 2001, p.537).

Unplanned change is certainly more difficult than the planned one, because the
organization experiences with unexpected situations, unsensible changes and happening
crisis in this kind of change. Organization does not use existing knowledge methods and

experiences in these conditions (Dinger, 2003, p420).
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3.2 PLANNED CHANGE

Planned change is a planned and a purposeful effort to affect current
circumstance and to transform into an other shape inside the organizational evolution
(Ulgen, 1997, p.167). It is the result of conciously preparing for and taking actions to
reach a desired goal or organizational state. It involves proactively making things
different than reacting to changes imposed from outside the organization. The key

questions to be answered when planning change are: (Cook&Hunsaker, 2001, p.537)
v' What do we want to achieve? What are our goals?
v' Why? What are our performance gaps?
v Who will be the change agents responsible for making the change?

v' How do we plan to make it happen? What targets do we want to

change and what process will we apply to change them?

v What organizational consequences do we anticipate from the change?

When the managers of the modern organizations realized that the
organizational change is continious and inevitable; instead of waiting to see if the
change will occur by chance, they tried to make this process useful by planning it in
order to develop the organization. If they would have not made it, it would cause

resource and time wasting and would cause undesired results (Simsek, 2005, p.339).

With the result of this perception, planning in the organizational change is an
important instrument for managers and social scientists in order to apply, control, and
stabilize the desired changes in a rapid, reliable, and effective way today. There are two
types of developments which play important role in establishing the planned change as a
method for each type of organization. These developments are; the organizational

problems’ getting more complex which need the help of an expert social scientist, and
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the applied behavioural sciences’ being much in demand and being used successfully in

these problems (Simsek, 2005, p.339).

Change can be managed. By observing external trends, patterns, and needs,
managers use planned change to help the organization adapt the external problems and
opportunities. When organizations are flat-footed, failing to anticipate or respond to
new needs, management is at fault (Daft, 2000, p.365). Planned, purposive change
efforts, those in which manager attempt to diagnose and remedy organizational
problems through change interventions still remain very important subject to

management field (Vilkas&Stancikas, 2006, p.77).

Planned changes in which managers seek involvement and commitment of
organisational members in planning and specifying the nature of the changes. Employee
“buy-in” is sought in part to mitigate resistance and reduce process losses. Planned
changes generally proceed according to a project management type “roadmap”. The
underlying assumption in planned change is that organisational stagnation needs to be
disturbed by deliberate efforts to change aspects of an organisation (Fields, 2007,
p-337).

Planned changes attempt to accomplish two general types of outcomes. The
first type is aimed at improving the organization’s ability to cope with unplanned
changes that are thrust on it. Changes in this area include increasing the effectiveness of
information gathering and forecasting systems, and the organization’s flexibility so that
it can adapt in appropriate and timely ways. Advanced knowledge of competitors’ new
products, changes in governmental regulations, or supply limitations can prepare
organizations for what they need to do to adapt. The second type is targeted at changing
employees’ behaviours to make them more effective contributors to the organization’s
goals. Changes in this category include instilling new attitudes, values, and ways of
visualizing the organization and employee roles in it, as well as training to improve
productivity, interpersonal relationships, and creative contributions (Cook&Hunsaker,

2001, p.537).
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An overall model for planned change is presented below. Four events make up
the change sequence: (1) Internal and external forces for change exist; (2) organization
managers monitor these forces and become aware of a need of change; and (3) the
perceived need triggers the initiation of change, which (4) is then implemented. How

each of these activities is handled depends on the organization and managers’ styles:

Environmental
Forces

Monitor global
competition, Need For Initiate Implement
customers, and Change Change Change

other factors

A 4
A 4

Evaluate problems Facilitate search, Use force field
Internal Forces and opportunities, creativity, idea analysis,
define needed champions, and tactics for
changes in venture teams overcoming
technology, products, resistance

Consider plans,
goals, company
problems, and
needs

structure, and culture

Figure 2: The Planned Change Process

Source: Daft, R.L. (2000). Management. 5th Edi. Orlando: The Dryden Press., p.365.

The types of organizational change are, technology, products, structure, and
culture-people. Organizations may innovate in one or more areas depending on internal
and external forces for change. Strategy is combination of all four. We can illustrate the

types of organizational change as;
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Structure

y

A 4

Technology < Strategy Products

A4
Culture

People

Figure 3: Types of Organizational Change

Source: Daft, R.L. (2000). Management. 5th Edi. Orlando: The Dryden Press., p.378.

3.2.1 Technology Changes

Nowadys, it is getting harder to follow the fastly innovating technology for the
organizations. A newly invented electronic instrument, machine, or a process may cause
both opportunities and threats for the organization at the same time. If the organizations
want to surpass their rivals in today’s competition conditions, they should follow the

technology very well.

When an organization chooses the technology-based method for creating
change, it focuses its attention on work flows, production methods, materials, and
information systems (Hellriegel, Jackson&Slocum, 2002, p.327). The changes in
technology like computerization and e-commerce have created a quantum leap in data
communication, work processes and the way of doing business (Rashid,

Sambasivan&Rahman, 2004, p.161).

Today, modern organizations are using information technology to achieve
equally dramatic change. Information technology (IT) comprises complex networks of
computers, telecommunications systems, and remote-controlled devices. As information
technology continues to evolve, it is becoming increasingly easy for organizations to

build links between suppliers, producers, distributers, and customers. For organizations

20



with Web sites, IT also provides an efficient method for communicating customers and
it is useful in breaking the barriers down between departments, improving quality
control, lowering costs, and increasing efficiencies (Hellriegel, Jackson&Slocum, 2002,

p.328).

The general rule for managers to encourage technology change is that
technology change is bottom up. The bottom-up approach means that ideas are initiated
at lower organization levels and channeled upward for approval. Lower-level technical
experts act as idea champions (they invent and champion technological changes).
Employees at lower levels understand the technology and have the expertise needed to

propose changes (Daft, 2000, p.378).

Managers can facilitate the bottom-up approach by designing creative
deparments. A loose, flexible, decentralized structure provides employees with the
freedom and opportunity to initiate continuous improvements. A rigid, centralized,
standardized structure stifles technology innovation. Anything managers can do to
involve the grass roots of the organization- the people who are experts in their parts of

the production process- will increase technology change (Daft, 2000, p.378).

A top-down approach to technology change usually does not work. Top
managers are not close to the production process and lack expertise in technological
developments. Mandating technology change from the top produces fewer rather than
more technology innovations. The spark for a creative new idea comes from people

close to the technology (Daft, 2000, p.378).
3.2.2 Structural Changes

Structural changes involve reconfiguring the distribution of authority,
responsibility, and control in an organization. Authority, responsibility, and control
change radically when entire businesses or divisions are combined or spun off

(Hellriegel, Jackson&Slocum, 2002, p.328).

Downsizing is another familiar approach to structural redesign. Downsizing is

usually a reactive response to poor organizational performance, but this often-used
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method of change does not necessarily work. Although downsizing may improve
financial performance in the short run, several studies have indicated that downsized
firms end up in worse financial shape later. However, no one knows whether such firms
would have even survived without the changes undertaken. Regardless of how effective
it may be in the long run, downsizing is a painful experience for both those who are let
go and those who survive the cuts. The survivors often feel guilty because, somehow,
they have been spared, but they also are anxious because they might be next. Survivors
often have trouble maintaining a commitment to an organization when they might be
“doing time” until the next round of layoffs is announced (Hellriegel, Jackson&Slocum,

2002, pp.328-329).

Structural changes also include redesigning the processes. Process redesign
focuses on creating new ways to get work done. It often involves the redesign of
processes related to logistics, manufacturing, and distribution. The goal is to design the
most effective process for making and delivering a product (Hellriegel,
Jackson&Slocum, 2002, p.329). Effective processes are those that cost the least while at
the same time rapidly producing goods and providing services of excellent quality. Thus

the starting point is to assess current processes from the customer’s point of view.

Successful structural change is accomplished through a top-down approach,
which is distinct from technology change (bottom-up) and new products. Structural
change is top-down because the expertise for administrative improvements originates at
the middle and upper levels of the organization. The champions for structural change
are middle and top managers. Lower-level technical specialists have little interest or
expertise in administrative procedures. If organization structure causes negative
consequences for lower level employees, complaints and dissatisfaction alert managers
to a problem. Employee dissatisfaction is an internal force for change. The need for
change is perceived by higher managers, who then take the initiative to propose and

implement it (Daft, 2000, p.381).

The top-down process does not mean that coercion is the best implementation
tactic. Implementation tactics include education, participation, and negotiation with

employees. Unless there is an emergency, managers should not force structural change
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on employees. They may hit a resistance wall, and the change will fail. Top-down
change means that initiation of the idea occurs at upper levels and is implemented
downward. It does not mean that lower-level employees are not educated about the

change or allowed to participate in it (Daft, 2000, pp.381-382).
3.2.3 New-Product Changes

A new-product change is a change in the organization’s product or service
output. New-product innovations have major implications for an organization, because
they often are an outcome of a new strategy and may define a new market. In addition,
product life cycles are getting shorter, so that companies need to continuously come up
with innovative ideas for new products and services that meets needs in the
marketplace. Product innovation is the primary way in which many organizations adapt

to changes in markets, technologies, and competition (Daft, 2000, p.379).

Product development is a risky, high-stakes game for organizations.
Companies that successfully develop new products usually have the following

characteristics (Daft, 2000, p.379):
v" People in marketing have a good understanding of customer needs.

v" Technical specialists are aware of recent technological developments

and make effective use of new technology.

v" Members from key departments (research, manufacturing, marketing)

cooperate in the development of the new product.

These findings means that the ideas for new products typically originate at the
lower levels of the organization just as they do for technology changes. The difference
is that new-product ideas flow horizontally among departments. Product innovation
requires expertise from several departments simultaneously. A new-product failure is

often the result of failed cooperation (Daft, 2000, p.379).
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3.2.4 Culture - People Changes

A culture-people change refers to a change in employee’ values, norms,
attitudes, beliefs, and behaviours. Changes in culture and people pertain to how
employees think; these are changes in mind-set rather than technology, structure, or
products. People change pertains to just a few employees, such as when a handful of
middle managers is sent to a training course to improve their leadership skills (Daft,

2000, p.382).

While the assumption in other changes is that employees will change as
required by the changes made in their work settings, in contrast, people-oriented
approaches are used to create organizational change by focusing on changing employee
perceptions, attitudes, competencies, and expectations. As these factors change,
employees may then seek changes in the organization’s technology, design, or tasks

(Hellriegel, Jackson &Slocum, 2002, p.330).

A major approach to changing people and culture is organizational
development. This has evolved as a seperate field that is devoted to large-scale
organizational change (Daft, 2000, pp.382-383). Organizational development (OD) is a
planned, long-range behavioural science strategy for understanding, changing, and
developing an organization’s workforce in order to improve its effectiveness. Although
OD methods frequently include design, technological, and task changes, their primary
focus is on changing people (Hellriegel, Jackson &Slocum, 2002, p.330). By planning
organization-wide changes involving people, OD seeks to enhance organizational
performance by improving the quality of the work environment and the attitudes and

well-being of employees (Greenberg, 2002, pp.379-380).

Organization development is the attempt to influence the members of an
organization to expand their candidness with each other about their views of the
organization and their experience in it, and to take greater responsibility for their own
actions as organization members. The assumption behind OD is that when people
pursue both of these objectives simultaneously, they are likely to discover new ways of

working together that they experience as more effective for achieving their own and
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their shared (organizational) goals. And that when this does not happen, such activity
helps them to understand why and to make meaningful choices about what to do in light

of this understanding (McNamara, www.managementhelp.org, 2006).

Od is a value-driven process. It emphasizes human and organizational growth,
collaborative and participative processes, and a spirit of inquiry. The underlying OD

meta-values include (Cook&Hunsaker, 2001, pp.545-546):

V' Respect for people. People should be treated with dignity and respect

because they are perceived as responsible, conscientious, and caring.

V" Trust and support. Effective organizations have regenerative interaction
climates. They are characterized by trust, authenticity, credibility,

openness, and support.

v Power equalization. To achieve the best collaboration, organizations
should emphasize egalitarian participation (with power sharing) and

deemphasize authority and control hierarchies.

V' Confrontation. Problems should be shared and confronted so that they

can be openly dealt with by all concerned.

V' Participation. Those who will be living with the change should be
involved in planning and implementing it. If they understand it, and
participate in planning it, they will be more commited to implementing

it.

There are different techniques and methods for initiating and implementing

change through OD. These are:
(i) Survey Feedback

One tool for assesing attitudes held by organizational members, identifying
discrepancies among member perceptions, and solving these differences is the survey

feedback approach. (Robbins, 2003, p.567).
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Everyone in an organization can participate in survey feedback, but of key
importance is the organizational family (the manager of any given unit and the
employees who report directly to him or her). A questionnare is usually completed by
all members in the organization or unit. Organization members may be asked to suggest
questions or may be interviewed to determine what issues are relevant. The
questionnare typically asks members for their perceptions and attitudes on a broad range
of topics, including decision-making practices; communication effectiveness;
coordination between units; and satisfaction with the organization, job, peers, and their

immediate supervisor (Robbins, 2003, p.567).

At the implementation stage, they are important for the effective management
of the change. Feedback from these surveys to those involved in the change activities
helps stimulate discussion of what is working and what is not and should result in
modifications to the action plan or the way it is being implemented or, sometimes, to a

reorientation of the vision (Senior, 2002, p.326).
(ii) Sensitivity Training

It can go by a variety of names (sensitivity training, laboratory training,
encounter groups, or training groups) but all refer to a method of changing behaviour

through unstructured group interaction (Robbins, 2003, p.567).

Training is the most frequently used tool for changing the organization’s mind
set. A company may offer training programs to large blocks of employees on subjects
such as teamwork, listening skills, quality circles, and participative management. (Daft,

2000, pp.382-383).

The objectives of the training groups are to provide the subjects with increased
awareness of their own behaviour and how others perceive them, greater sensitivity to
the behaviours of others, and increased understanding of group processes. Specific
results sought include increased ability to emphatize with others, improved listening
skills, greater openness, increased tolerance of individual differences, and improved

conflict-resolution skills (Robbins, 2003, p.567).
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(iii) Process Consultation

This is rather more than a technique. It is a central part of organizational
development. The crux of this approach is that a skilled third part (consultant) works
with individuals and groups to help them learn about human and social processes and

learn to solve problems that stem from process events (Senior, 2002, p.328).

Process consultation (PC) is similar to sensitivity training in its assumption that
organizational effectiveness can be improved by dealing with interpersonal problems
and in its emphasis on involvement. But PC is more task-directed than is sensitivity

training (Robbins, 2003, p.568).

The consultant works with the client in jointly diagnosing what processes need
improvement. The emphasis is on “jointly” because the client develops a skill at
analyzing processes within his or her unit that can be continually called on long after the
consultant is gone. In addition, by having the client actively participate in both the
diagnosis and the development of alternatives, there will be greater understanding of the

process and remedy and less resistance to the action plan chosen(Robbins, 2003, p.568).

(iv) Team Building

Organizations are increasingly relying on teams to accomplish work tasks.
Team building uses high-interaction group activities to increase trust and openness
among team members. Successful leaders assemble teams of people who are powerful
enough to guide large-scale, organizational change. These teams are charged with
creating a clear and practical direction for the transformation. Once again, these
activities are most effective when people are able to see the possibilities and connect

with them on an emotional level (Cohen, www.bnet.com, 2005).

Team building is an essential part of the OD process. Team-building
techniques can be used for established long-term groups as well as for special, short-

term, project groups. Processes including in team building are (Senior, 2002, p.328):
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v" Diagnosis of the task together with individuals’ and group needs.
v" Diagnosis and negotiation of roles.

v" Resposibility charting.

v" Undertstanding and managing group processes and culture.

(v) Inter-group Confrontation (Development)

Although a technique of “confrontation” sounds alarming, it enables two
groups, which have their unique specialities, to confront organizational issues which go
beyond their particular expertise. The objective is to help the members of the two
groups, increase their awareness of the importance of each other’s activities to the
overall organizational performance and thus reduce a sense of “them and us” (Senior,

2002, p.327).
(vi) Organizational Mirroring

The organization mirror is a set of activities in which a particular
organizational group, the host group, gets feedback from representatives from several
other organizational groups about how it is perceived and regarded. Organizational
mirroring is different from interventions at the inter-group level, being concerned with
relationships between three or more groups. It is a technique which benefits from the
services of a change consultant who is not connected with any of the groups involved in
the process. A “fishbowl” technique is frequently used as part of organizational
mirroring. This is where the group asking for feedback (the host group) first sits and
listens to what the other group representatives have to say (without interruption). The
represantatives of the host group and the other group then exchange places to allow the
host group to have their say (ask for clarification, information, etc..) without
interruption. Finally, the representatives of both groups are divided into small sets to
work together on problems which emerge before all coming together to devise action
plans, assign people to tasks and set target dates for improvements to be completed

(Senior, 2002, pp.326-327).
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4. THE ACTORS OF CHANGE AND THE SUCCESS OF
ORGANIZATIONAL CHANGE

4.1 THE ACTORS OF CHANGE

The actors of change are the demanders and the implementors of change. The
most important demanders of the organizational change are top-managers. While the
duties of the top-management were satisfactory in accomplisihing the organizational
targets in past’s static conditions, they are not satisfactory in today’s dynamic
conditions anymore and these duties are changing day by day and/or new duties are
being included to them. Some of the changes may be asked and also suggested by

employees as well.

While changing all facilities, methods, instruments, the perception of human
being, organizational structure, etc.. with respect to market conditions and technological
developments because of pressure elements’ demands; the organizational identity
should not be damaged for the sake of these change activities. This would be possible
only by not staying behind the “change” and with the existence of a top-management
which foresees the necessary changes as it is mentioned above (Arie De Geus, 1998,

p-46).

One of the most important thing that is discussed so much about change
projects is, who should apply them. It is possible to form a group that consist of experts
who are inside or outside the organization in order to apply the change. Forming such a

kind of group may help to synthesize the abilities and experiences of different persons.

Individuals or groups who assume responsibility for changing behaviour and
systems are called change agents. Ford’s former CEO Donald Petersan was the chief
change agent responsible for significantly transforming the way people performed at

Ford Motor Company in the 1980s. But often it is the managers or staff at lower levels
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in organizations who serve as change agents. Their role is to recognize the need for
innovation or altering the status quo and to plan and manage the implementation of the
desired changes. Psychologists and consultants are frequently called into organizations
as quasi-independent change agents to help members devise new ways to cope and even

thrive with dramatic changes (Cook&Hunsaker, 2001, p.537).

The role of the change agent in the overall change process was an important
subject. Davidson claimed that “today, everyone with the title of manager, in one form
or another, has to be a change manager”. The analysis revealed three themes describing
what change agents do: promote communication and participation, facilitate the process
for change, and create a vision. As part of the change agents’ role in promoting
communication and participation, they give other organizational members the requisite
resources to conduct the change process. A change agent can facilitate the change
process either by guiding specific steps in the change process or by delegating
responsibility to oversee that element to another individual. Another prominent activity
identified for change agents is their role in maintaining or establishing a vision for the
change. Kotter posited that change agents are leaders and that leadership includes
“establishing direction: developing vision of the future—often the distant future—and
strategies for producing the changes needed to achieve that vision” (Lewis and others,
2006, p.118).

Change agents should be on-board and willing to lead the organization
towards continual improvement. These individuals are to think of themselves as owners
and entrepreneurs. They also need support from management, both emotional and
physical (resources). Without this support, frustration and negativity creep in. Periods of
irritation and disappointments are inevitable, and there will be those that will not be
supportive of change. Managers may need to negotiate at this point, or a firm hand may
be required to display the seriousness of meeting the objectives and targets (Bickerstaff,

www.bnet.com, 2005).
The most important point when forming this group is deciding between the

possible probabilities as we mentioned above. Each of these probabilities has

advantages and disadvantages over another one. These are (Robbins, 2003, p.558);
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v Organizational change can be functioned by department managers
seperately. But as we mentioned before, the changes that are done in one
part of the organization will affect the other departments as well. So,
forming a group which constitues experts from different departments

would be more healthy.

v" In change process, this group knows the organization better than the
experts which are outside the organization and have deficient information
about the organization. Some of the areas that these experts have deficient
information are; the organizational history and culture, the properties of
the employees, and the procedures about the operations. The another
advantage for the experts that are inside the organization is; if they have
deficient information, they can access those information easier than the
experts outside the organization because they know inside the organization

better than the others.

v' The knowledges of the experts outside the organization and the
experiences of them in such kinds of projects from different organizations

are the advantages in applying the change healthy.

v" The another advantage for the experts outside the organization is, they can
see the details and unrealized aspects of the organization better than the
individuals that are always inside the system. So, they can supply a more

objective perspective than the experts inside the organization.

v" Employees will give more realistic and clear information to the experts
outside the organization, and they will be more relaxed near them. Also,
they may expect that the experts will be their spokesman about the subjects

they can not stated because of the official relations inside the organization.

v Another situation that we can point out is the experts outside the
organization can criticize the system easier than the experts inside the

organization, and also the reactions to these critics will be less.
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To really understand organizational change and begin guiding successful
change efforts, the change agent should have at least a broad understanding of the
context of the change effort. This includes understanding the basic systems and
structures in organizations, including their typical terms and roles. This requirement
applies to the understanding of leadership and management of the organizations, as well

(McNamara, www.managementhelp.org, 2006).

4.2 THE SUCCESS OF ORGANIZATIONAL CHANGE

Change is an indespensable part of life. Controlling the change needs so much
effort. Because of this, managing the change is an important problem in organizations.
Successful organizational change can be quite difficult to accomplish -- it can be like
trying to change a person's habits. Successful managers are those who can practice the

change easily in the organization.

Organizations that introduce change, need to gain the hearts and minds of their
members if the change is to be successful (Smollan, 2006, p.143). The manager is
responsible for the change management process and the principles for the change to be
successful. A successful change is one where staff understand the need for change and
feel part of the process via communication and consultation. A manager may seek
assistance throughout the process from a working party, their consultant and also their
manager. However, it is the manager that must “drive” the process and be open and
transparent throughout. Change is not simple; change is time consuming. This must be
accepted and a commitment made to ensure the process is as good as it can be and that
the outcomes sought are achieved (Curtin University Of Technology,www.bnet.com,

2006).

Beyond merely satisfying employees, however, lies the far greater challenge of
engagement. Engagement is the new organizational imperative and is foundational to

making change work. People who are disengaged, who are just going through the
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motions at work, have little interest in ensuring successful change (Trehearne and

Oman, www.bnet.com, 2005).

According to an article in the June 2006 issue of the Communicators in
Business (CiB) magazine, CEO’s needs have evolved. Rather than simply wanting to
mash the opposition, they’re wise to the need to engage employees. They want absolute
line of sight between the company’s objectives and people’s performance. They want
employees to be the company’s reputation. They want a culture that delivers
differentiation. They want their organization to be able to respond to change faster and

better than the competition (Stafford, 2007, p.5).

The ability to mobilize and sustain positive organizational energy (the
motivation, enthusiasm, and intense commitment of individuals) appears to be a key
determinant of successful change. Companies that can harness organizational energy
during a change program enjoy better results than companies that can not. High-energy
change programs are typified by excited, determined people, by focused teams with a
clear sense of where they are going, and by executives who inspire company-wide
"water cooler" talk that demonstrates a pervasive understanding of and support for the

organization's strategy (Isern&Pung, 2007, pp.16-19).

The norm of pervasive change brings problems, challenges, and opportunities.
Those individuals, managers, and organizations that recognize the inevitability of
change and learn to innovate or to adapt to and manage it while focused on creating
world-class best value will be most successful (Cook&Hunsaker, 2001, p.530). If much
more self-sacrified and creative employees exist in every level of the organization, and
much more employees deal with organizational duties and have active roles, the
organizational success will be achieved easier (Pascale, Millemann&Gioja, 2002, pp.66-

67).

Significant organizational change occurs, for example, when an organization
changes its overall strategy for success, adds or removes a major section or practice,

and/or wants to change the very nature by which it operates. It also occurs when an
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organization evolves through various life cycles, just like people must successfully
evolve through life cycles. For organizations to develop, they often must undergo
significant change at various points in their development. That's why the topic of
organizational change and development has become widespread in communications
about business, organizations, leadership and management (McNamara,

www.managementhelp.org, 2006).

Leaders and managers continually make efforts to accomplish successful and
significant change -- it's inherent in their jobs. Some are very good at this effort, while
others continually struggle and fail. That's often the difference between people who
thrive in their roles and those that get shuttled around from job to job, ultimately settling
into a role where theyre frustrated and ineffective. (McNamara,

www.managementhelp.org, 2006).

Kurt Lewin argued that successful change in organizations should follow three
steps: unfreezing the status quo, movement to a new state, and refreezing the new

change to make it permanent. It can be figured out as:

A 4

Unfreezing Movement Refreezing

Figure 4: Lewin’s Three-Step Change Model

Source: Robbins, S.P. (2003). Organizational Behaviour. 10th Edi. New Jersey:
Prentice Hall., p.564

The status quo can be considered to be an equalibrium state. To move from this
equalibrium (to overcome the pressures of both individual resistance and group
conformity) unfreezing is necessary. It can be achieved in one of three ways. The
driving forces, which direct behaviour away from the status quo, can be increased. The

restraining forces, which hinder movement from the existing equilibrium, can be
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decreased. A third alternative is to combine the first two approaches (Robbins, 2003,

p-564).

Once the consolidation change has been implemented, if it is to be successful,
the new situation needs to be refrozen so that it can be sustained over time. Unless this
last step is taken, there is a very high chance that the change will be short-lived and that
the employees will attempt to revert to the previous equilibrium state. The objective of
refreezing, then, is to stabilize the new situation by balancing the driving and restraining

forces (Robbins, 2003, p.565). These forces can be showed as:

Restraining Forces

Desired State

o

Change

i

Current State

Scale Driving Forces

Figure 5: Unfreezing the status qou

Source: Simsek, M.S. (2005). Yonetim Ve Organizasyon. 8.Baski. Konya: Giinay
Ofset., p.343

Force-field analysis is the process of analyzing the forces that drive change and
the forces that restrain it, and then altering the balance. Force-field analysis is a useful
diagnostic tool for the change agent. First, it assumes multiple forces, thus preventing
oversimplified cause-and-effect thinking. Second, it reorganizes the change can be
brought about by different strategies, including increasing driving forces, reducing

restraining forces, or combining the two strategies. It can be especially useful if the

35



manager as change agent analyzes forces from two different perspectives—first, relative
to his or her own goals, and then from the point of view of those who are expected to

implement change (Cook&Hunsaker, 2001, pp.542-543).

The failure rate of most planned organizational change initiatives is dramatic.
The most important reason for failure is neglecting a thorough internal analysis of an
organization's culture and climate prior to initiating a change effort. (Pellettiere, 2006,
p.40).

To survive in today's ultra-competitive business environment, organizations
must better understand the factors that cause managers to fail to achieve desired results.
Unfortunately, the challenges of managing change that arise from the implementation of
innovations, continuous improvement initiatives, increased operational velocity, and
responding to ever-changing customer demands can make a manager's current skill set
obsolete. Many managers do not have the expertise or capability to manage change
under increasingly complex conditions, in which old ways of thinking and solving

problems rarely work (Longenecker, Neubert&Fink, 2007, pp: 146-147).

In order to keep their organizations in business and their careers on track,
leaders and managers need to get results. Organizations that wish to thrive in the current
ultra-competitive environment, which demands successful implementation of change
efforts by managers, would be wise to attempt to understand the factors that cause
managers to fail to achieve their business objectives in these environments

(Longenecker, Neubert&Fink, 2007, pp: 146-147).
Here are the biggest mistakes in managing change (Goman, 2000):
V" Not understanding the importance of people: Organizations don't change. People
do -- or they don't. If staff don't trust leadership, don't share the organization's

vision, don't buy into the reason for change, and aren't included in the planning -

- there will be no successful change -- regardless of how brilliant the strategy.
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v' Not appreciating that people throughout the organization have different
reactions to change: Some people are naturally more "change-adept." We need
to spot and encourage the early adaptors -- and we need to develop change-adept
employee profiles to better understand how to develop these qualities throughout
the organization. Change-adept people are naturally happier in their work
because they have come to terms with a world that never stays the same. They
move with today's chaotic workplace, rather than fighting it. They are energized
by, and actually thrive on, change. The change-adept are not necessarily more
competent than their co-workers, but they have distinct advantages in the
attitudes they hold and the strategies they adopt. Change-adept professionals
build greater resilience and not only survive, but flourish in changing times.
There are five factors that determine which individuals deal successfully with

change.

v’ Treating transformation as an event, rather than a mental, physical and
emotional proces: Large-scale organizational change usually triggers emotional
reactions -- denial, negativity, choice, tentative acceptance, commitment.
Leadership can either facilitate this emotional process or ignore it -- at the peril

of the transformation effort.

V' Being less than candid: Communicate openly and honestly. Today's employees
are demanding it. Not everyone will thank you for your candor, but they will
never forgive you for anything less. Open and honest communication goes
beyond simply telling the truth when it's advantageous. You need a proactive,
even aggressive, sharing of everything -- the opportunities, the risks, the
mistakes, the potentials, the failures -- and then inviting people in to work on

these challenges together.

v Not appropriately "setting the stage" for change: To prepare employees for
success, we must give them pertinent information about demographic, global,
economic, technological, competitive, and industry trends. People need to know
the vision, goals, and strategy of the company. They need to understand the

financial reality of the business and how their actions impact that reality.
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v' Trying to manage transformation with the same strategies used for incremental
change: Incremental change -- continuous improvement, etc. — is linear,
predictable, logical, and based on a progressive acceleration of past
performance. Transformation is none of these things. Transformation is a
redefinition of who we are and what we do. It's often unpredictable (responding
to unforeseen circumstance, challenges and opportunities), illogical (demanding
people and organizations change when they are the most successful), and most
importantly, in a transformative change, our past success is not a valid indicator

of future success. In fact, our past success may be our greatest obstacle.

v Forgetting to negotiate the new "compact” between employers and employee: A
new kind of relationship, grounded in mutual trust and respect, is emerging
between employers and employees. This new compact is developed out of
realistic expectations on both sides. It attempts to align the interests of the
organization with those of its employees, to share both the risks and rewards of
doing business. As leaner companies rely on fewer employees to shoulder more
of the work, the developing relationship between company and worker is
changing from paternalism to partnership. Companies owe it to their work force
to aggressively pursue new ideas, products, services, markets, and customers.
Employees expect to be treated and compensated fairly, to develop
professionally, and to have meaningful, challenging work. In return, employees
owe the organization their willingness to participate in personal growth, idea
development, customer service, and organizational transformation. Balancing
the employee-employer compact is not a matter of adding more items to one side
of the balance sheet or eliminating some from the other side. Increasingly, it is a

matter of finding items that are of value to both the employer and the employee.

v’ Believing that change-communication was what employees heard or read from
corporate headquarters: A communication strategy that is not congruent with
organizational systems and the actions of leadership is useless. Corporate leaders
are beginning to learn the importance of behavior-based communication as a

requirement for leading discontinuous change. Organizations send two
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concurrent sets of messages about change. One set of messages goes through
formal channels of communications -- speeches, newsletters, corporate videos,
values statements, and so forth. The other set of messages is "delivered"
informally through a combination of "off the record" remarks and daily
activities. For today's skeptical employee audience, rhetoric without action
quickly disintegrates into empty slogans and company propaganda. In the words
of Sue Swenson, CEO of Cricket Communications, "What you do in the hallway

is more powerful than anything you say in the meeting room."

Underestimating human potential: Trust in the innate intelligence, capability,
and creativity of your employees -- and people will astound you. In the
Industrial Age, companies squandered immense amounts of human potential on
mindless, repetitive tasks and meaningless paper work. It never occurred to
leaders in those days that their assembly-line workers had the know-how to go
home and rebuild entire car engines, that their "lowly cashiers" easily negotiated
complicated bank loans for their families, or that their "pretty little
stenographers" were perfectly capable of chairing PTA meetings, managing
household budgets, organizing charity drives, sitting on hospital committees or
running complex volunteer organizations in their spare time. Today, in the post-
industrial Information Age no company can afford to waste human capital so
rashly. Every talent, every idea, every skill is needed urgently if companies are

to survive. The potential of the work force really is the company's greatest asset.
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S. THE RESISTANCE TO ORGANIZATIONAL CHANGE

Resistance to change is one of the most important problems that organizations
must cope with when they are in a change process. The managers that try to execute the
change, should always take the resistance possibility into consideration. Key point is to

obtain the character of the resistance exactly.

If a change, particularly a fundamental change, is imposed within a company,
a proportion of the staff affected will be bound to be dissatisfied. It is important to listen
to their concerns and not to dismiss them out of hand -- some of their worries may be
valid and it is important for management to acknowledge this (Mihe Misma, 2006,
p.32).

One of the most well-documented findings from studies of individual and
organizational behaviour is that, organizations and their members resist change. In a
sense, this is positive. It provides a degree of stability and predictability to behaviour. If
there weren’t some resistance, organizational behaviour would take on the
characteristics of chaotic randomness. Resistance to change can also be a functional
conflict. For example, resistance to a reorganization plan or change in a product line can
stimulate a healthy debate over the merits of the idea and result in a better decision. But
there is a definite downsite to resistance to change. It hinders adaptation and progress

(Robbins, 2003, pp.558-559).

Traditionally organizational work processes are considered as difficult to
change. It was argued that organizational processes which characterize much of
organization’s ongoing activity are the primary source of resistance to change.
Organizational work processes are compared to organizational genes, habits, skills. All
these metaphors propose the image of organizational processes as relatively fixed,
unchanging objects and treat them as mechanisms or abstractions, rather as collective
human activities. It was stated that organizational processes tend to persist even in the
face of external stimuli that explicitly require new course of action. Consequently the

purposive, planned effort of change of organizational processes is traditionally
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described as follows: organizational processes create stagnation and resist change as
long as possible until exogenous forces overwhelm the structure and revolutionary

change occurs (Vilkas&Stancikas, 2006, p.77).

Gersick has distinguished between incremental and radical change and points
to the resulting positive and negative emotions. While she did not differentiate between
the emotions that are likely under different types of change it seems logical that radical
change will produce more emotional reaction than incremental change, since the
ramifications of the former are much greater. It must also be noted that change is often a
process that unfolds over time, sometimes years, and that the human responses will be
as dynamic as the changes themselves. Changes of greater complexity are likely to
generate more negative and more intense emotions and more resistance, and therefore

require more careful and sustained management (Smollan, 2006, p.144).

It is impossible that individuals resist to every change activity. Some of the
changes may be asked and also suggested by employees. And some of them cause small
resistances and they can be eliminated very easily and fastly. But because some of the
changes are not so clear and certain, they can not be understood by employees and

cause some doubts.

It is the manager’s responsibility to turn the sometimes negative atmosphere of
change into a positive one --one that leads into future opportunity for the employee as
well as the organization. This is change management. Employees need to know the
reasons for the changes, the urgency associated with the changes, and the expected
timelines. They need a clear picture of where they are going, and how long it will take
them to get there; therefore, there needs to be a significant emphasis on information

sharing and communication (Bickerstaff, www.bnet.com, 2005).

It is not difficult to recognize resistance to change when explicitly manifest
through things like strikes, slowdowns, and complaints. It is more difficult to detect and
cope with implicit resistance, like decreased motivation or loyalty, errors, absenteeism,

and foot-dragging when changes are introduced. Once resistance is detected, however,
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this does not mean that it should be immediately eliminated. Resistance to change is
sometimes beneficial because it promotes functional conflict and debates that can
promote more through analyses of alternatives and their consequences- if a timely
response is not crucial to success as it is mentioned before. On the other hand,
excessive or irrational resistance can hinder progress and even survival, particularly if
competitors are faster acting. Many times, however, change is resisted even when its
benefits outweigh its costs. There are several overlapping reasons that people and
organizations resist change (Cook&Hunsaker, 2001, pp.530-531). These reasons will be

explained later.

5.1 THE ROOTS OF RESISTANCE TO CHANGE

People are programmed into a pattern of behaviour with which they feel safe
(their 'comfort zone'). Change can threaten this feeling of safety, and people can feel
disempowered by change -- particularly if it is imposed on them or challenges their
accepted thinking. It is therefore vital for people to understand clearly why imposed
changes are necessary, and how those changes will impact them, their position, their
responsibilities, and possibly their remuneration and future prospects (Mihe Misma,

2006, p.32).

Although people may be unhappy with the current state of affairs confronting
them in organizations, they may be afraid that any changes will be potentially disruptive
and will only make things worse. Indeed, fear of new conditions is quite real and it
creates an unwillingness to accept change. Organizational scientists have recognized
that resistance to change stems from both individual and organizational variables

(Greenberg, 2002, p.376).
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5.1.1 The Individual Roots of Resistance

Individual sources of resistance to change reside in basic human characteristics

such as perceptions, personalities, and needs. The following summarizes five reasons

why individuals may resist change.

Selective
Information
Habit Processing

Security

Individual
Resistance

Fear Of /

The
Unknown

Economic
Factors

Figure 6: Sources of individual resistance to change

Source: Robbins, S.P. (2003). Organizational Behaviour. 10th Edi. New Jersey:
Prentice Hall., p.559

5.1.1.1 Economic Factors

There may be several types of economical factors. The probability of
technological unemployment ‘s occurance is still one of the most important factors that
cause anxiety today. Some of the employees worry about their jobs if technological
developments are going to be used in industry. Because of this, they react to the

applications of innovations that the technological changes will bring.
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Another source of an economic factor in modern economies is; because
innovations and change requiers less work, this will cause a decrease in general level of
wages. Also a similar factor that cause anxiety is; there will occur fluctuations in wages
and this will cause unsteadiness. Because of this; when managers will make change
applications, they should convince employees that the economical balance will not
change and go bad. If economical balance will really be injured in application, it should
be cared and planned with change applications to overcome such a situation (Robbins,

2003, p.560).
5.1.1.2 Habit

One reason that staff may resist change is if they don't think they will be
comfortable in the new job environment or able to meet the new standards etc. (Mihe
Misma, 2006, p.32). Generally, personnel do not like open or close critiques that the
present job method is not appropriate and suitable. While criticizing, managers should
be very careful because employees may think that their managers are preparing some
changes with some secret targets without announcing them. Also, the balance situations
of employees’ in their personal and job lives may be damaged, and the productivity

may be affected from this.

Jobs that are well learned and become habitual are easy to perform (Greenberg,
2002, p.377). As human beings, we are creatures of habit. Life is complex enough; we
don’t need to consider the full range of options for the hundreds of decisions we have to
make every day. To cope with this complexity, we all rely on habits or programmed
responses. But when confronted with change, this tendency to respond in our
accustomed ways becomes a source of resistance (Robbins, 2003, p.560). The prospect
of changing the way jobs are done, challenges people to develop new job skills. Doing
this is clearly more difficult than continuing to perform the job as it was originally

learned (Greenberg, 2002, p.377).
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5.1.1.3 Fear of the Unknown

It’s not the change itself that people don’t like, it’s the uncertainty associated
with the change, especially if it’s of any significance. The fear of the unknown drives a
lot of resistant behaviour, often with the initiator as well. When this is observed, the
conclusion is that people don’t like change. Not liking the change versus the
uncertainty is a critical distinction, if you want to be a leader, and manage change well.
If not managed well, the likely outcome is a return to the status quo — in other words
“I’ll be satisfied to be dissatisfied.” And when that happens, the change is either
abandoned, or driven through by other fear tactics, and a lot of resources are wasted. If
managed well, however, you can get past the uncertainty which leads to creativity and
innovation in addition to the change. Once you see things from a different perspective,
that you couldn’t see when you were fearful, all sorts of “ahas” occur and a sense of
energy takes over. The good news is this can be managed both at the personal level and

the organizational level (Janewski, www.bnet.com, 2005).

Employees derive a sense of security from doing things the same way,
knowing who their coworkers will be, and whom they are supposed to answer to from
day to day. Disrupting these well-established, comfortable patterns creates unfamiliar

conditions, a state of affairs that is often rejected (Greenberg, 2002, p.377).

If, for example, the introduction of quality management means production
workers will have to learn statistical process control techniques, so may fear they will
be unable to do so. They may, therefore, develop a negative attitude toward a quality-
management program or behave dysfunctionally if required to use statistical techniques

(Robbins, 2003, p.560).
5.1.1.4 Selective Information Processing

Individuals shape their world through their perceptions. Once they have created
this world, it resists change. So individuals are guilty of selectively processing
information in order to keep their perceptions intact. They hear what they want to hear.
They ignore the information that challanges the world they have created. To return to

the production workers who are faced with the introduction of quality management,
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they may ignore the arguments their managers make in explaining why a knowledge of
statistics is necessary or the potential benefits the change will provide them (Robbins,
2003, p.560). When changes are initiated, individuals tend to focus on how they will be

personally affected rather than seeing the big picture for the entire organization.
5.1.1.5 Security

People with a high need of security are likely to resist change because it
threatens their feelings of safety (Robbins, 2003, p.560). Employees think that the
desired change to be applied is a threat for security systems and it will destroy the
informal working standards. This may cause the employees think that their positions
will be affected and the system will be changed. In their opinion; change is forming a
new social environment, adapting to new standards, new work place and new work

environment.
5.1.2 The Organizational Roots of Resistance

Organizations resist change for many of the same reasons individuals do. In
addition many organizational practices minimize risk taking; if a process is working
satisfactorily, they quite often won’t change it until they are forced to. There are also
many forces inside an organization that create resistance to changes initiated by
environmental conditions. Some of the main ones are summarized below

(Cook&Hunsaker, 2001, p.533).
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Figure 7:Sources of organizational resistance to change

Source: Robbins, S.P. (2003). Organizational Behaviour. 10th Edi. New Jersey:
Prentice Hall.,p.561

5.1.2.1 Structural Stagnation

Organizations have built-in machanisms to produce stability. For example, the
selection process systemmatically selects certain people in and certain people out.
Training and other socialization techniques reinforce specific role requirements and
skills. Formalization provides job descriptions, rules, and procedures for employees to

follow.

The people who are hired into an organization are chosen for fit; they are then
shaped and directed to behave in certain ways. When an organization is confronted with
change, this structural stagnation acts as a counterbalance to sustain stability (Robbins,

2003, p.561).
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5.1.2.2 Limited Focus of Change

Organizations are made up of a number of interdependent subsystems. You
can’t change one without affecting the others. For example, if management changes the
technological processes without simultaneously modifying the organization’s structure
to match, the change in technology is not likely to be accepted. So limited change in

subsytems tend to get nullified by the larger system (Robbins, 2003, p.561).
5.1.2.3 Group Stagnation

Stagnation to continue performing jobs in a specified way comes not only from
the jobs themselves but also from the social groups within people work. Because of the
development of strong social norms within groups, potent pressures exist to perform
jobs in certain ways. Introducing change disrupts these established normative

expectations, leading to formidable resistance (Greenberg, 2002, p.377).

Managers that want to apply a change in an organization, should take the group
values into consideration. The change applications that do not take the group beliefs and

values into consideration will be resisted and eventually will be unsuccessful.
5.1.2.4 Threat to Expertise

Changes in organizational patterns may threaten the expertise of the specialized
groups. The introduction of decentralized personal computers, which allow managers to
gain access to information directly from a company’s mainframe, is an example of a
change that was strongly resisted by many information systems departments in the early
1980’s. Why? Because decentralized end-user computing was a threat to the specialized
skills held by those in the centralized information systems departments (Robbins, 2003,
p-562).

The changes that have made in organizations may reduce the importance of
some expertnesses, and also they may become them useless. The employees, that serve
to organization in their areas of expertnesses for years, may resist to change too much

when they see their expertnesses as in danger.
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5.1.2.5 Threat to Established Power Relationships

If changes are made with respect to who’s in charge, a shift in the balance of
power between individuals and organizational subunits is likely to occur. Those units
that now control the resources, have the expertise, and wield the power may fear losing

their advantegous positions resulting from any organizational change(Grenberg,02,377).

Redistribution of decision-making authority may threaten the power relations
of an individual with others. The managers, that use somebody’s authorities in response
to some self-interest, may resist to change in order not to lose their power bases, even if

the decision-making process of the organization is not centralized.
5.1.2.6 Threat to Established Resource Allocations

Groups in the organization that control sizeable resources often see change as a
threat. They tend to be content with the way things are. Will the change, for instance,
mean a reduction in their budgets or cut in their staff size? Those that most benefit from
the current allocation of resources often feel threatened by changes that may affect

future allocations (Robbins, 2003, p.562).

5.2 OVERCOMING RESISTANCE TO CHANGE

Leadership can be conceptualised in terms of its three main functions within a

group or organization. These are (Senior, 2002, p.256);

v' The strategic function: developing a sense of direction in the group or

organization.

v" The tactical function: defining the tasks necessary to achieve the group’s
or the organization’s goals and making sure that these tasks are carried

out effectively.

v' The interpersonal function: maintainig the morale, cohesion and

commitment of the group or organization.
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It is important to note that these functions do not, necessarily, divide
themselves among leaders at the top, middle, and other parts of organizations. All the
functions are carried out by all leaders whatever their status. However, it is reasonable
to suggest that the strategic and tactical functions will feature more prominently in the
planning and early stages of change, with the tactical and interpersonal functions
featuring more prominently during the change process and when the change is in place

(Senior, 2002, p.256).

Leadership plays a critical factor in successfully managing this process. An
effective change leader must exhibit both “magical” and instrumental qualities to see it
through. The “magical” qualities basically inspire, allowing him to envision things,
energize groups and enable people to accept the needed changes. On the other hand, his
instrumental qualities enable him to manage well, maximizing his authority to structure,

control and reward to overcome resistance (Robredo, www.bnet.com, 2005).

Reducing or overcoming resistance to change depends on identifying the
sources of resistance. It also depends on a leader’s ability to be task oriented (both
strategically and tactically) when the time requires it, but also relationship oriented to

address to more individualized resistances to change (Senior, 2002, p.256).

Because organizational change is inevitable, managers should be sensitive to
the barriers to change, so that resistance can be overcome. This, of course, is easier said
than done. However, several useful approaches have been suggested, and the key ones

are summarized here.
5.2.1 Education and Communication

Help people learn beforehand the reasons for the change, how will it take form,
and what the likely consequences will be. Even if the consequences of a change are
generally perceived as positive, extensive communication is required to reduce anxiety
and ensure that people understand what is happening, what will be expected of them,

and how they will be supported in adapting to change? (Cook&Hunsaker, 2001, p.535).
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Emotions are things that we can control and we know fear is the strongest
emotion of all. The way to reduce the amount of fear a person experiences is by
educating them at the beginning. Let them know you are in the process of selecting a
new system. Let them know that system will change the way they perform their jobs.
Let them know the organization is expected to be more efficient. Then let them know
you need their help. The best consultant you will ever partner with already works for
your organization and you do not have to pay them anything extra (Jones,

www.cio.com, 2006).

Communication can be achieved through one-on-one discussions, memos,
group presentations, or reports. Because, the source of resistance is inadequate
communication and that managemet-employee relations are characterized by mutual
trust and credibility. If these conditions don’t exist, the change is unlikely to succeed

(Robbins, 2003, p.562).
5.2.2 Participation and Involvement

Encourage those involved to help design and implement the changes in order to
draw out their ideas and to foster commitment. Participation increases understanding,
enhances feelings of control, reduces uncertainity, and promotes a feeling of ownership
when change directly affects people. It is difficult for people to resist changes that they
themselves have helped bring about (Cook&Hunsaker, 2001, p.535).

Participation is not an instrument for anybody to have others realize their
wishes. Real participation is based on respect. But respect can not be gained just with
striving. Managers can have it when they face with the need of performer personnel’s

supports.
5.2.3 Facilitation and Support

Change agents can offer a range of supportive efforts to reduce resistance.
When employees’ fear and anxiety are high, employee counselling and therapy, new-

skills training, or a short paid leave of absence may facilitate adjustment. The drawback
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of this tactic is that, as with the others, it is time consuming. In addition, it’s expensive,

and its implementation offers no assurance of success (Robbins, 2003, p.562).

By accepting people’s anxiety as legitimate and helping them cope with
change, managers have a better chance of gaining respect and the commitment to make

it work.

5.2.4 Negotiation and Agreement

Bargain to offer incentives in return for agreement to change. This tactic is
often necessary when dealing with powerful resisters, like bargaining units. Sometimes
specific things can be exchanged in return for help in bringing about a change. Other
times, general perks can be widely distributed to help make the change easier to

undertake (Cook&Hunsaker, 2001, p.536).

In addition, there is the risk that, once a change agent negotiates with one
party to avoid resistance, he or she is open to the possibility of being blackmailed by

other individuals in position of power.

5.2.5 Manipulation and Cooptation

Manipulation refers to covert influence attempts. Twisting and distorting facts
to make them appear more attractive, witholding undesirable information, and creating
false rumors to get employees to accept a change are all examples of manipulation. If
corporate management threatens to closedown a particular manifacturing plant if that
plant’s employees fail to accept an across-the-board pay cut, and if the threat is actually

untrue, management is using manipulation (Robbins, 2003, p.563).

Cooptation, on the other hand, is a form of both manipulation and
participation. It seeks to “buy off” the leaders of a resistance group by giving them a
key role in the change decision. The leaders’ advice is sought, not to seek a better
decision, but to get their endorsment. Both manipulation and cooptation are relatively
inexpensive and easy ways to gain the support of adversariers, but the tactics can be
backfire if the targets become aware that they are being tricked or used. Once

discovered, the change agent’s credibility may drop to zero (Robbins, 2003, p.563).
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5.2.6 Explicit and Implicit Coercion

Last on the list of tactics is coercion; that is, the application of direct threats or
force on the resisters. If the corporate management mentioned in the previous discussion
really is determined to close a manufacturing plant if employees do not acquiesce to a
pay cut, then coercion would be the label attached to its change tactic. Other examples
of coercion are threats of transfer, loss of promotions, negative performance
evaluations, and a poor letter of recommendation. The advantages and drawbacks of
coercion are approximately the same as those mentioned for manipulation and

cooptation (Robbins, 2003, p.563).

5.3 HRM ASPECT OF ORGANIZATIONAL CHANGE ACTIVITIES

Precisely the fact that the evolution from an efficiency firm to, finally, an
innovative firm does imply fundamental cultural changes means that involving the
HRM function is necessary but not sufficient. For the HRM function itself, better said
the HRM employees themselves, must also change. The evolutionary process described
concerns all members of the organization, including HRM. The difficulties encountered
when trying to change the operation of staff departments are well-known

(Bolwijn&Kumpe, 1996, pp.161-173).

In recent years, measures such as decentralizing staff to the operation, abolishing
the compulsory use of the services of internal staff departments and opening
possibilities for hiring external services, coupled to considerable downsizing of staff
have proved quite successful not only in terms of cost reductions but also in getting a
much more customer-oriented functioning of staff departments. These positive effects
are based on increasing the power of the customers, leading to changing the
performance criteria of the staff concerned. Such measures, however, will not do in the
case of HRM, because now we face the necessity of having to change the customers (of

HRM) themselves (Bolwijn&Kumpe, 1996, pp.161-173).
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So the HRM function must change without being forced to do so by its
customers. This asks for a proactive attitude by HRM, which is not without risks. Close
coordination with top management seems a first priority for HRM. Having an HRM
representative in the board of management, which is more than having HRM in the
portfolio of some member of that board, seems in line with the importance of this
specific function. It is especially in the area of HRM that top management cannot and
should not delegate their functions and responsibilities to lower ranks

(Bolwijn&Kumpe, 1996, pp.161-173).

After the foregoing, it probably goes without saying that top management should
be aware of the fact that 'soft' sectors increasingly determine the competitive position of
their companies, not aspects as fancy new organization structures, state-of-the-art
automation projects or meticulous analyses of their core capabilities. Of course, such
'hard' aspects play an important role, but their effects are often limited by their 'me too'
character. 'Everybody' has engaged in concurrent engineering, focusing on core
activities, decentralization or, recently, business process redesign. But competitive
strength is, in the end, determined by aspects as (real!) customer orientation, effective
multidisciplinary teamwork and styles of leadership (Bolwijn&Kumpe, 1996, pp.161-
173).

These factors are much harder to imitate by competitors than the earlier
mentioned ones. The well-known, maybe even outdated expression "people are the most
important competitive asset" is not precise enough. Crucial points are having the 'right'
employees (including managers) and, foremost, getting them to function in the most
effective way which to a large degree depends on the company's HRM function, which
in its turn is always derived from the norms and values of (top)management. Maybe the
right statement should be: "Leadership is the most important competitive asset". This
puts the responsibility of a companies' future right where it belongs (Bolwijn&Kumpe,

1996, pp.161-173).

It also forms the basis of the contradictory forces pulling on HRM. On the one
hand, HRM should play a pro-active, 'leading the way' role in realizing innovative

organizations, on the other hand HRM portraits the norms and values of top
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management. This leaves HRM no choice but to balance on a thin rope, being a
maverick but never a jester. For in the end, managers must be confronted with their own
beliefs and recognize the necessary changes required from them. Such a role for HRM
is new, challenging and - as said before - not without its risks. But then, taking risks is
part of any ambitious function, including HRM. To fulfill such a role and become
involved in strategic reorganization processes, top HRM employees will have to gain a
level of understanding of the various aspects of strategic business management, which is
not usually found in HRM employees today. For only then can they function as valued

members of a top management team (Bolwijn&Kumpe, 1996, pp.161-173).

5.4 JOB SATISFACTION ASPECT OF ORGANIZATIONAL CHANGE
ACTIVITIES

The results that the mean of affective commitment is high as well as the means
of cognitive, affective, and behavioral tendency dimensions of attitudes toward
organizational change might support the notion that those who have great sense of
identification with, involvement in, and emotional attachment to the organization are
more willing to accept change as far as such a change is not expected to alter the basic
goals and values of the organization and is seen as beneficial to the organization. On the
other hand, high satisfaction with working conditions, supervision and co-workers'
facets of the job is a positive attitude. Management could achieve a number of
advantages such as better job performance, less absenteeism, low intentions to quit and

turnover as a result of high job satisfaction (Yousef, 2000, pp.567-592).

On the other hand, management should pay attention to a low satisfaction with
pay, promotion, and security facets of the job, since such a low satisfaction is expected
to result in several disadvantages, including low performance, high absenteeism rate,
and high intentions to quit and turnover. For instance, for expatriate employees, pay and

job security are the most important consideration in deciding to accept a job. Therefore,
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one could argue that if those employees are satisfied with pay and security they will
work hard to accomplish organizational goals. The negative and direct effect of
continuance commitment (low perceived alternatives) on cognitive attitudes toward
organizational change indicates that, when there are few alternatives available outside

their organization, employees are more receptive to change (Yousef, 2000, pp.567-592).

On the other hand, when alternatives are plentiful, employees are less tolerant of
change, as they are able to leave their current organization and move to another more
easily. The results pertaining to the indirect effects of satisfaction with pay on cognitive
attitudes toward organizational change indicate that increases in satisfaction with pay
will increase continuance commitment (low perceived alternatives), and this in turn will
force employees to be more receptive to change as a result of having fewer alternatives

available to them outside their current organization (Yousef, 2000, pp.567-592).

Furthermore, the findings that satisfaction with various facets of the job directly
and positively influences affective, continuance (low perceived alternatives and high
personal sacrifice) and normative commitments are consistent with the findings of
previous studies. These results point out that the more employees are satisfied with
various facets of the job, the higher their commitment to the organization. For instance,
increases in job security produce greater organizational commitment, which is
associated with favorable attitudes to organizational change. That is, the more
employees are satisfied with various facets of the job, the higher their commitment to
the organization and the greater their willingness to accept change (Yousef, 2000,

pp.567-592).
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5.5 MANAGEMENT-STAFF RELATIONS ASPECT OF
ORGANIZATIONAL CHANGE ACTIVITIES

If you don’t like your boss, you probably don't like your job, either. The biggest
factor in employee job satisfaction is one's relationship with the boss, according to 43
percent of executives polled in a recent survey by Accountemps, a specialized staffing
service in Menlo Park, Calif. A poor relationship with the manager can negatively
impact outlook and performance and can increase stress and absenteeism. For most
employees, the immediate boss is the prime representative of the organization. If they

don't like their immediate boss, they don't like the company (Tyler, 2004, pp.93-98).

Improving employee satisfaction is particularly important for companies now.
As surveys show that many employees will look for other positions once the job market
heats up again. In the March 2004 Hudson Employment Index, a monthly measure of
work issues by New York-based professional staffing and outsourcing firm Hudson
Global Resources, 55 percent of employees surveyed reported they would consider a job
offer, and 29 percent reported they were looking for a different job (Tyler, 2004, pp.93-
98).

"The best employees are the first ones to leave," notes Reesa Staten, director of
research for Accountemps. "When unemployment levels are low, companies do
whatever they can to keep employees. When unemployment increases, companies stop
thinking about retention. Then [the economy] turns around and there's a rush to keep
those people. The better course of action is, to maintain strong management and a
rewarding corporate culture all along and you miss that topsy-turvy environment".
However, it appears few companies achieve that. In a poll by Maritz Inc., a St. Louis-
based research firm, only "one out of five employees was satisfied with the way that the
company's management related to them," says Rick Garlick, director of consulting and
strategic implementation at Maritz. But for the companies that achieve good

management, the payoff can be big: Of those 21 percent who were satisfied with
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management, two out of three were interested in spending their entire career with the

company, Maritz says (Tyler, 2004, pp.93-98).

If managers are the key to retaining good employees, then it is well worth a
company's time and resources to train managers in enhancing their relationships with
direct reports. A good leader is respected by team members and has a combination of

interpersonal skills and the required core competencies (Tyler, 2004, pp.93-98).

It is a common but dangerous assumption that people promoted to management
come with the required people skills to do the job. Many managers are promoted based
on years of experience and technical skills. They find themselves in a role they are not
prepared for. To give your managers the right skills to motivate employees, you need to
train them to do that. And to find out what motivates employees, you need to go to the
source: Ask the employees, recommends Rodger Stotz, vice president and managing
consultant at Maritz. "Say, 'Here's our vision and our values, what do you need from
your manager to make that happen?' Build a specific and appropriate business model of
what managers need to provide for employees to be successful. Get employee feedback
on the areas in which managers are strong and weak. Then the training becomes very
specific in the areas employees feel need to be addressed,” he suggests (Tyler, 2004,

pp-93-98).

Confidential exit interviews with employees also give a picture of recurring
problems and identify managers who may need individual coaching. Fundamentally,
there are three basic requirements for effective workplace relationships: recognizing and
accepting people's individual behavioral differences, verbal and nonverbal
communication, and conflict management. These topics encourage an environment of
respect and understanding, which builds trust and develops long-term employee

relationships (Tyler, 2004, pp.93-98).

For manager-employee relationship training to take root and flourish, it must be
planted in the right environment. While it is true that employees leave managers, not
companies, if the manager is not supported by the company, it can undermine his

effectiveness. You can train a manager to develop his interpersonal skills, but if he has
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to function within an organizational culture that doesn't support those skills, it won't
work. It's important to remind managers what a crucial role they have in the

organization and to appreciate their efforts (Tyler, 2004, pp.93-98).
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6. A RESEARCH ABOUT THE ATTITUDES OF THE
EMPLOYEES TOWARDS THE NEW SITUATION AFTER AN
ORGANIZATIONAL CHANGE PROCESS IN TURKISH
STANDARDS INSTITUTION’S (TSE) QUALITY DEPARTMENT

6.1 THE AIM OF THE RESEARCH

The economical, technological, natural, and some other changes around the
organizations affect them intensively. Because of this, organizations try to develop their
organizational change abilities to adapt the new environmental conditions. Sometimes
they successfully complete this process, but sometimes they fail because they do not
take the necessary precautions. Especially nowadays, it is getting more difficult to
succeed this actions against the fastly changing inevitable developments for the

organizations.

This research has made about “change”, which becomes more important today.
The main aim of this research is, to find out the datas about the attitudes of the
employees towards the new situation after an organizational change process in Turkish
Standarts Institution (TSE), which is a government office. This process has completed

under the consultancy of TUSSIDE (Tiirkiye Sanayi Sevk ve Idare Enstitiisii).
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6.1.1 Research Model

Employee
Attitudes
To
Change

6.1.2 Hypothesis

H, : There is a relationship between “employee attitudes to change” and

“employee satisfaction”.

H, : Demographic variables affect the relationship between “employee attitudes

—
T

Employee
Satisfaction

Demographic
Variables

to change” and “employee satisfaction”.

Figure 8: Research Model

6.2 THE CONTENT OF THE RESEARCH

Questionnare method is used in this research. The questionnare is composed of
41 questions and it is given in Appendix A. The questionnare is made face-to-face with
participants just to make the questions more clear and to provide them to answer more
carefully. The participants are chosen from those who have attended “Quality
Assurance System Training Programs” in TSE, and all of them have “Auditer” or

“Lead-Auditer” certificates. The SPSS programme has used in evaluating the answers,

and in forming of tables and graphics to interpret the datas.
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Firstly, the attitudes of the employees after the organizational change process
are inquired. Secondly, the demographical properties of the participants are asked. The
participants are answered this questionnare in the range of 1:Hi¢ katilmiyorum(Strongly
disagree), 2:Katilmiyorum(Disagree), 3:Az katiliyorum(Somewhat agree), 4:0Oldukca

katiliyorum(Agree), 5S:Tamamen katiliyorum(Strongly Agree).

The questions 10, 11, 12, 13, 15, 16, 18, 20, 21, 27, 28, and 36 are taken from
Ebru Aktan’s thesis of “Calisanlarin Degisime Acikliklari ile Orgiite Duyduklari Giiven
Arasindaki Iliski“. The questions 5, 6, 14, 17, and 34 are taken from Semiha Ebru
Ozmen’s thesis of “Orgiit i¢i Degisim Ve Degisim Karsisinda Birey Davranisi”. The
questions 2, 3, 4, 19, 22, 23, 24, 26, 29, 30, 31, 33, 37, and 38 are taken from Ayca
Yildirim’s thesis of “Degisim Miihendisligi’nin Calisan Tatmini Uzerine Etkisi Ve Bir
Uygulama®. The seventh question is taken from Ayta¢ Biter’s thesis of “Degisim ve
Teknolojik Degisim Karsisinda Yonetimin Yaklagimi”. The questions 1, 8, 9, 25, 32,
35, 39, 40, and 41 are asked by myself.

The questions which inquire the independent variable “Employee Attitudes to
Change” are 1, 9, 17, 19, 21, 25, 26, 35, 37, 41 (for Attitudes to Changes in
Organizational Activities) ; 2, 3, 4, 7, 8, 13, 14 (for Attitudes to Changes in Individual

Acquisitions).

The questions which inquire the dependent variable “Employee Satisfaction”
are 10, 16, 22, 27, 28, 30, 31, 36, 38, 39, 40 (for Individual Factors); 18, 20, 23, 24, 29,
34 (for HRM Applications); 5, 6, 11, 12, 15, 32, 33 (for Manager-Employee Relations).

6.3 FINDINGS AND ANALYSIS

6.3.1 The Demographical Evaluations of Findings

Totally 102 personnel are included to this questionnare in TSE. While

interpreting and evaluating the perceptions of the personnel, descriptive analysis in
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SPSS is applied. At first the questionnare was composed of 41 questions, but after

factor analysis, it was decreased to 29 questions.

1. Age

In TSE’s quality department, 4,9 % of the personnel(5 persons) are in the range
of 20-30, 40,2 % (41 persons) are in the range of 30-40, and 43,1 % (44 persons) are in
40-50 years old, 40,2 % (41 persons) are in the range of 30-40, and 11,8 % (12 persons)
are in 50-60 years old . These ranges indicate that, the majority of the personnel are in

middle age. Graphically;
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Figure 9: Age groups of the employees.
Valid Cumulative
Frequency | Percent Percent Percent
Valid 20-30 5 4.9 4.9 4.9
30-40 41 40,2 40,2 451
40-50 44 43,1 431 88,2
50-60 12 11,8 11,8 100,0
Total 102 100,0 100,0
Table 1: Age groups of the employees.
2. Gender

In TSE’s quality department, 47,1 % (48 person) of the personnel are female,
and 52,9 % (54 person) of the personnel are male. By the way, male and female

personnel numbers are almost equal . It is possible to see it in graphics;
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Female

Male
52,9%

Figure 10: Genders of employees.

Valid Cumulative
Frequency | Percent | Percent Percent
Valid Male 54 52,9 52,9 52,9
Female 48 47,1 471 100,0
Total 102 100,0 100,0

Table 2: Genders of employees.

3.Education

In TSE’s quality department, 12,7 % (13 person) of the personnel have a post-
graduate degree, 62,7 % (64 person) have a graduate degree, and 24,5 % (25 person)

have a high-school degree. It is clear that, most of the personnel have a graduate
degree. Graphically;

Post Graduate
12,7%

High School
24,5%

Graduate
62,7%

Figure 11: Education levels of employees.
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Valid Cumulative

Frequency | Percent | Percent Percent
Valid High School 25 24,5 24,5 24,5
Graduate 64 62,7 62,7 87,3
Post 13 12,7 12,7 100,0

Graduate ’ ’ ’

Total 102 100,0 100,0
Table 3: Education levels of employees.
4. Experience

In TSE’s quality department, 2,9 % of the personnel (3 persons) have
experiences of 0-5 years, 14,7 % (15 persons) have experiences of 5-10 years, 30,4 %
(31 persons) have experiences of 10-15 years, 40,2 % (41 persons) have experiences of
15-20 years, and 11,8 % (12 persons) have experiences over 20 years. These ranges

indicate that, the majority of the personnel have work experiences between 15-20 years.

Graphically;
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Figure 12: Years of experiences of employees.

Valid Cumulative
Frequency | Percent Percent Percent
Valid 0-5 3 2,9 2,9 2,9
5-10 15 14,7 14,7 17,6
10-15 31 30,4 30,4 48,0
15-20 41 40,2 40,2 88,2
20-
Over 12 11,8 11,8 100,0
Total 102 100,0 100,0

Table 4: Years of experience of employees
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6.3.2 The Statistical Analysis of Findings

Cronbach’s o reliability analysis were used to test reliabilities in the
questionnare. The reliability of the questions that belongs to independent variable
(Employee Attitudes to Change) at first was a = 0,9321; and their validity was 0,9654.
The reliability of the questions that belongs to dependent variable (Employee
Satisfaction) at first was a = 0,9427; and their validity was 0,9709.

Items that decreased reliability below 0,70 limit were eliminated in order to
prevent multicollinearity. When reliability was sufficient to test the appropriateness of
data for conducting factor analysis, Kaiser-Meyer-Olkin Measure of Sampling
Adequacy and Bartlett Test of Sphericity were conducted. Because KMO was more

than 0,5 and Bartlett test was significant, factor analysis was conducted.

When the factor analysis was applied, 2 factors for the independent variable
(employee attitudes to change) were obtained at first. Reliability analysis were
performed for each factor. The items that decreased the reliabilities were eliminated,
and factor analysis was repeated (KMO = 0,911; Significance of Bartlett test = 0,000).

The eliminated questions were 14, 19, 29, 1, and 4 respectively.

The result was 12 items and 2 factors with reliabilities all above 0,70. The
reliability of the first factor “Attitudes to Changes in Organizational Activities” which
is composed of 7 questions was o = 0,852; and its validity was 0,923. The reliability of
the second factor “Attitudes to Changes in Individual Acquisitions” which is composed
of 5 questions was a = 0,848; and its validity was 0,920. Total reliability of two factors
which are composed of twelve questions was a = 0,902. Total validity of twelve
questions was 0,949. Total variance explained was 30,865 + 26,645 = 57,510 %.

Details are in the table below:
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Variance

Cronbach a =0,852

Item Factor | Explained
No Factor 1: Attitudes to Changes in Organizational Activities Loading | 30,865 % Validity =0,923
17 | Org. deg. beraber, isleri kendi aliskanliklarim dog. yapmiyorum 137
35 | Org. degisim sonrasinda kurum igi iletisim imkanlar1 iyilesmistir ;721
25 | Org. degisim sonrasinda istenilen bilgilere kolay ulasim saglanmistir ,709
41 | Tse yon., org. deg. gerek. iizere, her pers. bilgi, bec. tec. par. gor. yiik. ,689
21 | Performansim degerlendirilirken yapici geribildirimde bulunulur ,659
26 | Deg. onc. gore, calis. isleriyle ilgili karar verme hakki daha ¢ok veril. ,632
9 Org. degisim sonrasinda ¢alisanlarin kararlara katilimi artmistir ,548
Variance | Cronbach a =0,848
Item Factor | Explained
No Factor 2: Attitudes to Changes in Individual Acquisitions Loading | 26,645% Validity = 0,920
2 Degisim Oncesine gore daha fazla takim caligmasi i¢inde yer aliyorum ,854
7 Deg. beraber yeni teknolojilerin kullanimu tesvik edilmeye basland: ,743
3 Deg. dncesine gore yaptigim isle ilgili daha ¢ok sorumluluk sahibiyim ,130
8 Deg. faal. katil.sagland1 ve yon. benimle siirekli bilgi alisver. bulundu 125
13 | Org. deg. beraber, calis. is tamim. siirekli gelis. ve zenginlesmektedir ,541

Table 5: The Factors Report For The Independent Variable (Employee Attitudes to Change).

Kaiser-Meyer-Olkin Measure of Sampling Adequacy 911

Bartlett's Test of Approx. Chi-Sauare 526,533

Sphericity df 66
Sig 000

Table 6: Kaiser-Meyer-Olkin and Bartlett’s Test Results for Independent Variable

When the factor analysis was applied, 4 factors for the dependent variable

eliminated questions were 10, 15, 37, 32, 20, 38, and 30 respectively.

(Employee Satisfaction) were obtained at first. Reliability analysis were performed for
each factor. The items that decreased the reliabilities were eliminated, and factor

analysis was repeated (KMO = 0,904; Significance of Bartlett test = 0,000). The

The result was 17 items and 3 factors with reliabilities all above 0,70. The
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reliability of the first factor “Individual Factors” which is composed of 9 questions was
o = 0,898; and its validity was 0,947. The reliability of the second factor “HRM
Applications” which is composed of 4 questions was o = 0,797; and its validity was

0,892. The reliability of the third factor “Manager-Employee Relations” which is




composed of 4 questions was a = 0,717; and its validity was 0,846. Total reliability of

all three factors which are composed of seventeen questions was o = 0,921. Total

validity of seventeen questions is 0,959. Total variance explained was 27,509 + 17,712

+ 14,099 = 59,319%. In the table below, factors, factor loadings, explained variances

and reliabilities can be found in details.

Variance | Cronbach a =0,898
Item Factor | Explained
No Factor 1: Individual Factors Loading | 27,509 % Validity = 0,947
2 Yoneticilerimin bana kargi tavir ve davraniglarindan memnunum 0,729
27 | Isimle ilgili alinan karar. ve degisik. benim fikirlerime 6nem verilir 0,715
16 | Kisisel gelis. beraber isimdeki ilerl. ile ilgili yap. Dest. yon. alirim. 0,696
40 | Deg. sonr. kosul. uyumda sorun yas. yasamadigim yon. taraf. aras. 0,687
30 | Isimin fiziki ¢alis¢ kosul. (aydinlatma,havalandirma) memnunum 0,673
28 | Kurumumda kisiligime sayg: duyuldugunu diisiinmekteyim 0,659
36 | Kurumumun bana adil davrandigini diistiniiyorum 0,642
31 | Yaptigim is i¢eriginden memnunum 0,604
39 | Tekrar ise girecek olsam, yine TSE’yi tercih ederim 0,551
Variance | Cronbach a=0,797
Item Factor | Explained
No | Factor 2: HRM Applications Loading | 17,712 % Validity = 0,892
23 | Isimde elde ettiim maddi imkanlar. (iicret, ikramiye) memnunum 0,781
18 | Kurum. deg. ne olursa olsun isimi kaybetme korku. sahip degilim 0,698
34 | Genel olarak su anki i§ yasgamimdan memnunum 0,664
24 | Isimin bana sundugu sosyal haklardan (ulagim,yemek) memnunum 0,641
Item Variance | Cronbach a =0,717
. . Factor | Explained
No Factor 3: Manager -Employee Relations Loading | 14,099 % Validity = 0,846
6 Ust yonetim, kurumun farkli katmanlarinin ihtiyaglarina duyarlidir 0,842
5 Degisim siiresince bana kurumum i¢in degerli oldugum hissettirildi 0,636
11 | Yil sonunda kurumun hedef. ulas. takim. katkisin1 gérebiliyorum 0,543
12 | Deg. o6nce. gore kurum. gel. ve bas. ¢alisan. katilimi daha yogundur 0,516

Table 7: The Factors Report for Depenedent Variable (Employee Satisfaction).

Kaiser-Meyer-Olkin Measure of Sampling Adequacy ,904

Bartlett's Test of Aporox. Chi-Sauare 823,496

Sphericity df 136
Sig 000

Table 8: Kaiser-Meyer-Olkin and Bartlett’s Test Results for Depenedent Variable.
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Anova Test

Anova Test is used to find out whether there is a relationship between the
independent variable “Employee Attitudes to Change” and the dependent variable
“Employee Satisfaction”. The results of canonical correlation analysis for each sub-

factor of independent variable with each sub-factor of dependent variable are below:

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 51,683 1 51,683 86,224 ,000(a)
Residual 59,940 100 ,599
Total 111,623 101

a Predictors: (Constant), ind_acquisitions
b Dependent Variable: ind_factors

Table 9: Anova Test Results for Individual Acquisitions and Individual Factors

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,680(a) ,463 ,458 ,7742089
a Predictors: (Constant), ind_acquisitions

Table 10: Coeeficient of Determination of the Cannonical Correlation Analysis of
Individual Acquisitions and Individual Factors

With respect to the table results above, there is a statistical relationship
between the independent variable’s sub-factor “Attitudes to Changes in Individual
Acquisitions” and the dependent variable’s sub-factor “Individual Factors”. Independent
variable’s sub-factor “Attitudes to Changes in Individual Acquisitions” explains 46 %

of dependent variable’s sub-factor “Individual Factors”.
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ANOVA

Sum of
Model Squares df Mean Square F Sig.
Regression 50,032 1 50,032 68,365 ,000(a)
Residual 73,184 100 ,732
Total 123,217 101

a Predictors: (Constant), ind_acquisitions
b Dependent Variable: hrm_applications

Table 11: Anova Test Results for Individual Acquisitions and HRM Applications

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate
1 ,637(a) ,406 ,400 ,8554783

a Predictors: (Constant), ind_acquisitions

Table 12: Coeeficient of Determination of the Cannonical Correlation Analysis of

Individual Acquisitions and HRM Applications

With respect to the table results above, there is a statistical relationship
between the independent variable’s sub-factor “Attitudes to Changes in Individual
“HRM Applications”.

Independent variable’s sub-factor “Attitudes to Changes in Individual Acquisitions”

Acquisitions”

and

the dependent

variable’s

sub-factor

explains 41 % of dependent variable’s sub-factor “HRM Applications”.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 87,815 1 87,815 169,531 ,000(a)
Residual 51,799 100 518
Total 139,613 101

a Predictors: (Constant), ind_acquisitions
b Dependent Variable: manager-employee_relations

Table 13: Anova Test Results for Individual Acquisitions and Man. Emp. Relations
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Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate
1 ,793(a) ,629 ,625 ,7197121

a Predictors: (Constant), ind_acquisitions

Table 14: Coeeficient of Determination of the Cannonical Correlation Analysis of

Individual Acquisitions and Man. Emp. Relations

With respect to the table results above, there is a statistical relationship
between the independent variable’s sub-factor “Attitudes to Changes in Individual
Acquisitions” and the dependent variable’s sub-factor “Manager-Employee Relations”.
Independent variable’s sub-factor “Attitudes to Changes in Individual Acquisitions”

explains 63 % of dependent variable’s sub-factor “Manager-Employee Relations”.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 79,743 1 79,743 247,805 ,000(a)
Residual 31,858 99 ,322
Total 111,602 100

a Predictors: (Constant), org_activity

b Dependent Variable: ind_factors

Table 15: Anova Test Results for Organizational Activities and Individual Factors

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate
1 ,845(a) 715 712 5672737

a Predictors: (Constant), org_activity

Table 16: Coeeficient of Determination of the Cannonical Correlation Analysis of

Organizational Activities and Individual Factors

With respect to the table results above, there is a statistical relationship
between the independent variable’s sub-factor “Attitudes to Changes in Organizational
Activities” and the dependent variable’s sub-factor “Individual Factors”. Independent

variable’s sub-factor “Attitudes to Changes in Organizational Activities” explains 72 %

of dependent variable’s sub-factor “Individual Factors”.
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ANOVA

Sum of
Model Squares df Mean Square F Sig.
Regression 67,736 1 67,736 123,435 ,000(a)
Residual 54,327 99 ,549
Total 122,063 100

a Predictors: (Constant), org_activity
b Dependent Variable: hrm_applications

Table 17: Anova Test Results for Organizational Activities and HRM Applications

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,745(a) ,555 ,550 ,7407806
a Predictors: (Constant), org_activity

Table 18: Coeeficient of Determination of the Cannonical Correlation Analysis of

Organizational Activities and HRM Applications

With respect to the table results above, there is a statistical relationship between
the independent variable’s sub-factor “Attitudes to Changes in Organizational
Activities” and the dependent variable’s sub-factor “HRM Applications”. Independent
variable’s sub-factor “Attitudes to Changes in Organizational Activities” explains 55 %

of dependent variable’s sub-factor “HRM Applications”.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 62,109 1 62,109 79,486 ,000(a)
Residual 77,357 99 781
Total 139,466 100

a Predictors: (Constant), org_activity
b Dependent Variable: manager-employee_relations

Table 19: Anova Test Results for Organizational Activities and Man. Emp. Relations
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Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,667(a) ,445 ,440 ,8839581
a Predictors: (Constant), org_activity

Table 20: Coeeficient of Determination of the Cannonical Correlation Analysis of

Organizational Activities and Man. Emp. Relations

With respect to the table results above, there is a statistical relationship between
the independent variable’s sub-factor “Attitudes to Changes in Organizational
Activities” and the dependent variable’s sub-factor ‘“Manager-Employee Relations”.
Independent variable’s sub-factor “Attitudes to Changes in Organizational Activities”

explains 45 % of dependent variable’s sub-factor “Manager-Employee Relations”.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 81,807 2 40,903 134,539 ,000(a)
Residual 29,795 98 ,304
Total 111,602 100

a Predictors: (Constant), org_activity, ind_acquisitions
b Dependent Variable: ind_factors

Table 21: Anova Test Results for Independent Variable and Individual Factors

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,856(a) ,733 ,728 ,5513863
a Predictors: (Constant), org_activity, ind_acquisitions

Table 22: Coeeficient of Determination of the Cannonical Correlation Analysis of
Independent Variable and Individual Factors

With respect to the table results above, there is a statistical relationship between
the independent variable “Employee Attitudes to Change” and the dependent variable’s
sub-factor “Individual Factors”. Independent variable “Employee Attitudes to Change”

explains 73 % of dependent variable’s sub-factor “Individual Factors”.
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ANOVA

Sum of
Model Squares df Mean Square F Sig.
Regression 71,073 2 35,537 68,300 ,000(a)
Residual 50,989 98 ,520
Total 122,063 100

a Predictors: (Constant), org_activity, ind_acquisitions
b Dependent Variable: hrm_applications

Table 23: Anova Test Results for Independent Variable and HRM Applications

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,763(a) ,582 574 ,7213189
a Predictors: (Constant), org_activity, ind_acquisitions

Table 24: Coeeficient of Determination of the Cannonical Correlation Analysis of

Independent Variable and HRM Applications

With respect to the table results above, there is a statistical relationship between
the independent variable “Employee Attitudes to Change” and the dependent variable’s
sub-factor “HRM Applications”. Independent variable “Employee Attitudes to Change”
explains 58 % of dependent variable’s sub-factor “HRM Applications”.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 91,672 2 45,836 93,985 ,000(a)
Residual 47,794 98 ,488
Total 139,466 100

a Predictors: (Constant), org_activity, ind_acquisitions
b Dependent Variable: manager-employee_relations

Table 25: Anova Test Results for Independent Varible and Man.-Emp.Relations
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Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,811(a) ,657 ,650 ,6983511
a Predictors: (Constant), org_activity, ind_acquisitions

Table 26: Coeeficient of Determination of the Cannonical Correlation Analysis of

Independent Variable and Man.-Emp.Relations

With respect to the table results above, there is a statistical relationship
between the independent variable “Employee Attitudes to Change” and the dependent
variable’s sub-factor “Manager-Employee Relations”. Independent variable “Employee
Attitudes to Change” explains 66 % of dependent variable’s sub-factor ‘“Manager-

Employee Relations”.

Anova Test is also used to find out whether the demographic variables have
effects on the relationship between the independent variable and the dependent variable.

The results of canonical correlation analysis are below:

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 24,804 1 24,804 28,570 ,000(a)
Residual 86,819 100 ,868
Total 111,623 101

Predictors: (Constant), The_effect_of_demographics_with_ ind_acquisitions
Dependent Variable: ind_factors

[o ]

Table 27: Anova Test Results for the Effects of Demographics on the Relationship Between
Individual Acquisitions and Individual Factors.

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 471(a) ,222 ,214 , 9317664
a Predictors: (Constant), The_effect_of_demographics_with_ ind_acquisitions

Table 28: Coeeficient of Determination of the Relationship Between Individual
Acquisitions and Individual Factors.
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With respect to the table results above, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Individual Acquisitions” and dependent variable’s sub-factor “Individual Factors”. But
this effect occurs in a negative manner, because while independent variable’s sub-factor
“Attitudes to Changes in Individual Acquisitions” explains 46 % of dependent
variable’s sub-factor “Individual Factors”, it has decreased to 22 % when the effects of

demographic variables are included to this relationship.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 23,118 1 23,118 23,096 ,000(a)
Residual 100,098 100 1,001
Total 123,217 101

Predictors: (Constant), The_effect_of_demographics_with_ ind_acquisitions
Dependent Variable: hrm_applications

oo

Table 29: Anova Test Results for the Effects of Demographics on the Relationship Between
Individual Acquisitions and HRM Applications.

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,433(a) ,188 ,179 1,0004910
a Predictors: (Constant), The_effect_of demographics_with_ ind_acquisitions

Table 30: Coeeficient of Determination of the Relationship Between Individual
Acquisitions and HRM Applications.

With respect to the table results above, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Individual Acquisitions” and dependent variable’s sub-factor “HRM Applications”. But
this effect occurs in a negative manner, because while independent variable’s sub-factor

“Attitudes to Changes in Individual Acquisitions” explains 41 % of dependent
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variable’s sub-factor “HRM Applications”, it has decreased to 18 % when the effects of

demographic variables are included to this relationship.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 43,558 1 43,558 45,347 ,000(a)
Residual 96,055 100 ,961
Total 139,613 101

a Predictors: (Constant), The_effect_of demographics_with_ ind_acquisitions
b Dependent Variable: manager-employee_relations

Table 31: Anova Test Results for the Effects of Demographics on the Relationship Between
Individual Acquisitions and Manager-Employee Relations.

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,559(a) ,312 ,305 ,9800754
a Predictors: (Constant), The_effect_of_demographics_with_ ind_acquisitions

Table 32: Coeeficient of Determination of the Relationship Between Individual
Acquisitions and Manager-Employee Relations.

With respect to the table results above, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Individual Acquisitions” and dependent variable’s sub-factor “Manager-Employee
Relations”. But this effect occurs in a negative manner, because while independent
variable’s sub-factor “Attitudes to Changes in Individual Acquisitions” explains 63 %
of dependent variable’s sub-factor “Manager-Employee Relations”, it has decreased to

31 % when the effects of demographic variables are included to this relationship.
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ANOVA

Sum of
Model Squares df Mean Square F Sig.
Regression 29,164 1 29,164 26,405 ,000(a)
Residual 110,449 100 1,104
Total 139,613 101

a Predictors: (Constant), The_effect_of demographics_with_ org_activity
b Dependent Variable: manager-employee_relations

Table 33: Anova Test Results for the Effects of Demographics on the Relationship Between
Organizational Activities and Manager-Employee Relations.

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,457(a) ,209 ,201 1,0509488
a Predictors: (Constant), The_effect_of_demographics_with_ org_activity

Table 34: Coeeficient of Determination of the Relationship Between Organizational
Activities and Manager-Employee Relations.

With respect to the table results above, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Organizational Activities” and dependent variable’s sub-factor “Manager-Employee
Relations”. But this effect occurs in a negative manner, because while independent
variable’s sub-factor “Attitudes to Changes in Organizational Activities” explains 45 %
of dependent variable’s sub-factor “Manager-Employee Relations”, it has decreased to

21 % when the effects of demographic variables are included to this relationship.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 31,398 1 31,398 34,196 ,000(a)
Residual 91,819 100 918
Total 123,217 101

a Predictors: (Constant), The_effect_of demographics_with_ org_activity
b Dependent Variable: hrm_applications

Table 35: Anova Test Results for the Effects of Demographics on the Relationship Between
Organizational Activities and HRM Applications.
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Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,505(a) ,255 ,247 ,9582200
a Predictors: (Constant), The_effect_of_demographics_with_ org_activity

Table 36: Coeeficient of Determination of the Relationship Between Organizational Activities
and HRM Applications.

With respect to the table results above, the demographic variables affects the

relationship between independent variable’s sub-factor “Attitudes to Changes in

Organizational Activities” and dependent variable’s sub-factor “HRM Applications”.

But this effect occurs in a negative manner, because while independent variable’s sub-

factor “Attitudes to Changes in Organizational Activities” explains 55 % of dependent

variable’s sub-factor “HRM Applications”, it has decreased to 25 % when the effects of

demographic variables are included to this relationship.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 36,030 1 36,030 47,664 ,000(a)
Residual 75,592 100 ,756
Total 111,623 101

a Predictors: (Constant), The_effect_of demographics_with_ org_activity
b Dependent Variable: ind_factors

Table 37: Anova Test Results for the Effects of Demographics on the Relationship Between
Organizational Activities and Individual Factors.

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,568(a) ,323 ,316 ,8694380
a Predictors: (Constant), The_effect_of_demographics_with_ org_activity

Table 38: Coeeficient of Determination of the Relationship Between Organizational Activities
and Individual Factors.
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With respect to the table results above, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Organizational Activities” and dependent variable’s sub-factor “Individual Factors”.
But this effect occurs in a negative manner, because while independent variable’s sub-
factor “Attitudes to Changes in Organizational Activities” explains 72 % of dependent
variable’s sub-factor “Individual Factors”, it has decreased to 32 % when the effects of

demographic variables are included to this relationship.

ANOVA

Sum of
Model Squares df Mean Square F Sig.
Regression 37,677 2 18,839 25,222 ,000(a)
Residual 73,945 99 747
Total 111,623 101

a Predictors: (Constant), The_effect_of _demographics_with_ independent_variable
b Dependent Variable: ind_factors

Table 39: Anova Test Results for the Effects of Demographics on the Relationship Between

Independent Variable and Individual Factors.

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,581(a) ,338 ,324 ,8642475
a Predictors: (Constant), The_effect_of_demographics_with_ independent_variable

Table 40: Coeeficient of Determination of the Relationship Between Independent

Variable and Individual Factors.

With respect to the table results above, the demographic variables affects the
relationship between independent variable “Employee Attitudes to Change” and
dependent variable’s sub-factor “Individual Factors”. But this effect occurs in a
negative manner, because while independent variable “Employee Attitudes to Change”
explains 73 % of dependent variable’s sub-factor “Individual Factors”, it has decreased

to 34 % when the effects of demographic variables are included to this relationship.
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ANOVA

Sum of
Model Squares df Mean Square F Sig.
Regression 33,393 2 16,696 18,402 ,000(a)
Residual 89,824 99 ,907
Total 123,217 101

a Predictors: (Constant), The_effect_of demographics_with_ independent_variable
b Dependent Variable: hrm_applications

Table 41: Anova Test Results for the Effects of Demographics on the Relationship Between
Independent Variable and HRM Applications.

Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,521(a) ,271 ,256 ,9525279
a Predictors: (Constant), The_effect_of_demographics_with_ independent_variable

Table 42: Coeeficient of Determination of the Relationship Between Independent
Variable and HRM Applications.

With respect to the table results above, the demographic variables affects the
relationship between independent variable “Employee Attitudes to Change” and
dependent variable’s sub-factor “HRM Applications”. But this effect occurs in a
negative manner, because while independent variable “Employee Attitudes to Change”
explains 58 % of dependent variable’s sub-factor “HRM Applications”, it has decreased

to 27 % when the effects of demographic variables are included to this relationship.

ANOVA
Sum of
Model Squares df Mean Square F Sig.
Regression 45,272 2 22,636 23,754 ,000(a)
Residual 94,341 99 ,953
Total 139,613 101

a Predictors: (Constant), The_effect_of demographics_with_ independent_variable
b Dependent Variable: manager-employee_relations

Table 43: Anova Test Results for the Effects of Demographics on the Relationship Between
Independent Variable and Manager-Employee Relations.

81



Model Summary

Adjusted R | Std. Error of
Model R R Square Square the Estimate

1 ,569(a) ,324 ,311 ,9761880
a Predictors: (Constant), The_effect_of_demographics_with_ independent_variable

Table 44: Coeeficient of Determination of the Relationship Between Independent
Variable and Manager-Employee Relations.

With respect to the table results above, the demographic variables affects the
relationship between independent variable “Employee Attitudes to Change” and
dependent variable’s sub-factor “Manager-Employee Relations”. But this effect occurs
in a negative manner, because while independent variable “Employee Attitudes to
Change” explains 66 % of dependent variable’s sub-factor “Manager-Employee
Relations™, it has decreased to 32 % when the effects of demographic variables are

included to this relationship.

6.4 THE RESULTS OF FINDINGS

The aim was to find out the datas about the attitudes of the employees towards
the new situation after an organizational change process in Turkish Standarts Institution

(TSE), which is a government office.

The change perceptions of employees are measured by a five-scale
questionnare. This questionnare is composed of 29 items, which has obtained after

factor analysis.

With respect to Anova test results, there is a statistical relationship between the
independent variable’s sub-factor “Attitudes to Changes in Individual Acquisitions” and
the dependent variable’s sub-factor “Individual Factors”. Independent variable’s sub-
factor “Attitudes to Changes in Individual Acquisitions” explains 46 % of dependent

variable’s sub-factor “Individual Factors”.
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With respect to Anova test results, there is a statistical relationship between the
independent variable’s sub-factor “Attitudes to Changes in Individual Acquisitions” and
the dependent variable’s sub-factor “HRM Applications”. Independent variable’s sub-
factor “Attitudes to Changes in Individual Acquisitions” explains 41 % of dependent

variable’s sub-factor “HRM Applications”.

With respect to Anova test results, there is a statistical relationship between the
independent variable’s sub-factor “Attitudes to Changes in Individual Acquisitions” and
the dependent variable’s sub-factor “Manager-Employee Relations”. Independent
variable’s sub-factor “Attitudes to Changes in Individual Acquisitions” explains 63 %

of dependent variable’s sub-factor “Manager-Employee Relations”.

With respect to Anova test results, there is a statistical relationship between the
independent variable’s sub-factor “Attitudes to Changes in Organizational Activities”
and the dependent variable’s sub-factor “Individual Factors”. Independent variable’s
sub-factor “Attitudes to Changes in Organizational Activities” explains 72 % of

dependent variable’s sub-factor “Individual Factors”.

With respect to Anova test results, there is a statistical relationship between the
independent variable’s sub-factor “Attitudes to Changes in Organizational Activities”
and the dependent variable’s sub-factor “HRM Applications”. Independent variable’s
sub-factor “Attitudes to Changes in Organizational Activities” explains 55 % of

dependent variable’s sub-factor “HRM Applications”.

With respect to Anova test results, there is a statistical relationship between the
independent variable’s sub-factor “Attitudes to Changes in Organizational Activities”
and the dependent variable’s sub-factor “Manager-Employee Relations”. Independent
variable’s sub-factor “Attitudes to Changes in Organizational Activities” explains 45 %

of dependent variable’s sub-factor “Manager-Employee Relations”.

With respect to Anova test results, there is a statistical relationship between the
independent variable “Employee Attitudes to Change” and the dependent variable’s
sub-factor “Individual Factors”. Independent variable “Employee Attitudes to Change”

explains 73 % of dependent variable’s sub-factor “Individual Factors”.
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With respect to Anova test results, there is a statistical relationship between the
independent variable “Employee Attitudes to Change” and the dependent variable’s
sub-factor “HRM Applications”. Independent variable “Employee Attitudes to Change”
explains 58 % of dependent variable’s sub-factor “HRM Applications”.

With respect to Anova test results, there is a statistical relationship between
the independent variable “Employee Attitudes to Change” and the dependent variable’s
sub-factor “Manager-Employee Relations”. Independent variable “Employee Attitudes
to Change” explains 66 % of dependent variable’s sub-factor “Manager-Employee

Relations”.

By the way, we can not reject the hypothesis H,. So, it can be said that there is

a relationship between “employee attitudes to change” and “employee satisfaction”.

Anova Test is also used to find out whether the demographic variables have

effects on relationship between the independent variable and the dependent variable.

With respect to Anova test results, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Individual Acquisitions” and dependent variable’s sub-factor “Individual Factors”. But
this effect occurs in a negative manner, because while independent variable’s sub-
factor’s “Attitudes to Changes in Individual Acquisitions” explains 46 % of dependent
variable’s sub-factor “Individual Factors”, it has decreased to 22 % when the effects of

demographic variables are included to this relationship.

With respect to Anova test results, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Individual Acquisitions” and dependent variable’s sub-factor “HRM Applications”. But
this effect occurs in a negative manner, because while independent variable’s sub-factor
“Attitudes to Changes in Individual Acquisitions” explains 41 % of dependent
variable’s sub-factor “HRM Applications”, it has decreased to 18 % when the effects of

demographic variables are included to this relationship.
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With respect to Anova test results, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Individual Acquisitions” and dependent variable’s sub-factor “Manager-Employee
Relations”. But this effect occurs in a negative manner, because while independent
variable’s sub-factor “Attitudes to Changes in Individual Acquisitions” explains 63 %
of dependent variable’s sub-factor “Manager-Employee Relations”, it has decreased to

31 % when the effects of demographic variables are included to this relationship.

With respect to Anova test results, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Organizational Activities” and dependent variable’s sub-factor “Manager-Employee
Relations”. But this effect occurs in a negative manner, because while independent
variable’s sub-factor “Attitudes to Changes in Organizational Activities” explains 45 %
of dependent variable’s sub-factor “Manager-Employee Relations”, it has decreased to

21 % when the effects of demographic variables are included to this relationship.

With respect to Anova test results, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Organizational Activities” and dependent variable’s sub-factor “HRM Applications”.
But this effect occurs in a negative manner, because while independent variable’s sub-
factor “Attitudes to Changes in Organizational Activities” explains 55 % of dependent
variable’s sub-factor “HRM Applications”, it has decreased to 25 % when the effects of

demographic variables are included to this relationship.

With respect to Anova test results, the demographic variables affects the
relationship between independent variable’s sub-factor “Attitudes to Changes in
Organizational Activities” and dependent variable’s sub-factor “Individual Factors”.
But this effect occurs in a negative manner, because while independent variable’s sub-
factor “Attitudes to Changes in Organizational Activities” explains 72 % of dependent
variable’s sub-factor “Individual Factors”, it has decreased to 32 % when the effects of

demographic variables are included to this relationship.
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With respect to Anova test results, the demographic variables affects the
relationship between independent variable “Employee Attitudes to Change” and
dependent variable’s sub-factor “Individual Factors”. But this effect occurs in a
negative manner, because while independent variable “Employee Attitudes to Change”
explains 73 % of dependent variable’s sub-factor “Individual Factors”, it has decreased

to 34 % when the effects of demographic variables are included to this relationship.

With respect to Anova test results, the demographic variables affects the
relationship between independent variable “Employee Attitudes to Change” and
dependent variable’s sub-factor “HRM Applications”. But this effect occurs in a
negative manner, because while independent variable “Employee Attitudes to Change”
explains 58 % of dependent variable’s sub-factor “HRM Applications”, it has decreased

to 27 % when the effects of demographic variables are included to this relationship.

With respect to Anova test results, the demographic variables affects the
relationship between independent variable “Employee Attitudes to Change” and
dependent variable’s sub-factor “Manager-Employee Relations”. But this effect occurs
in a negative manner, because while independent variable “Employee Attitudes to
Change” explains 66 % of dependent variable’s sub-factor “Manager-Employee
Relations™, it has decreased to 32 % when the effects of demographic variables are

included to this relationship.

By the way, we also can not reject H, So, it can be said that demographic
variables affects the relationship between “employee attitudes to change” and
“employee satisfaction”. But this effect decreases the accordance of the relationship

between “employee attitudes to change” and “employee satisfaction”.
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7. CONCLUSION

The organizational environment is a dynamic environment in which so many
changes occur everyday. The rapid developments in this “Information Century”,
accelerates the changes in environmental factors much more. The changes in so many
factors such as; economic, technologic and social factors, affect the organizations

deeply. Organizations try to adapt these changes in environmental factors.

Environmental factors may be an opportunity for organizations, but they also may
threaten them. Organizational change plays an important role for organizations in
improving their abilities to adapt to their environments. Organizations take precautions
against changing environment by making technological, structural, cultural, and human
changes. But, organizations should obtain the necessary precautions both for the
environmental factors at the moment and for the possible factors in the future. The
adaptation of the organization to its environment is so much dependent on its success in

organizational change.

The interaction between organization and environment is two-sided. So, both the
environment can affect the organization and the organization can affect the
environment. Especially today, organizations try to affect the environment by taking
some precautions. For example; big companies make some lobbying activities for some

governmental decisions which are harmful for them.

It is called as “change agent” who is responsible for the change activities in
organizations. Change agents can be selected from both in the organization and outside
the organization. Organizations should be very careful while selecting their change
agents. Because, change agents should have so many qualifications in order to execute

the change activities which are so complex and so sensitive to different variables.

The success of organizational change is dependent first on the manager then on
the organization. The success of the manager may be affected from his ability to

manage the change process, and from his relations with the personnel. Change activities
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will be very successful even if the manager will be active, rational, responsible,
reformist, and he accepts the change as an opporunity. Managers should develop new
group values and should add new dimensions to personal relations. Managers should be
interested in their personnel, and should encourage them to change. In case of any
resistance, he should persuade them easliy. He should add new mission and values to

the organization, and should prepare it to the future.

The resistance to change is a very important problem for the organizations. The
reasons of this resistance have both organizational and individual aspects. For example;
the personnel may think that they will have economic losses, they don’t trust to
managers, they may think that their social status will change, etc.. Managers should
obtain these reasons clearly in order to manage the organizational change process

successfully.

There are also so many methods to overcome this resistance. For example; before
starting the change process, the personnel should be informed and their ideas and
decisions should be taken. Education is also so important in overcoming resistance,
because the higher-level educated personnel accept and apply the change easier than the
lower-level educated personnel. But, it is not possible to say that any kind of change is a

certain solution for the resistance.

In the research part of this thesis, the aim was to find out the datas about the
attitudes of the employees towards the new situation after an organizational change
process in Turkish Standarts Institution (TSE), which is a government office. This
process has completed under the consultancy of TUSSIDE(Tiirkiye Sanayi Sevk ve

[dare Enstitiisii).

As Smollan (2006, p.143) explains, organizations that introduce change, need to
gain the hearts and minds of their members if the change is to be successful. Mihe
Misma (2006, p.32) also explains that, it is very important to listen to employees’
concerns and not to dismiss them out of hand -- some of their worries may be valid and
it is important for management to acknowledge this. The thesis indicates that, most of

the employees are satisfied with their manager-employee relations. They also think
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that, the management is very sensitive to employees’ concerns. During the change
process, the management has always been in information sharing with employees; and
after the change process, the management has controlled whether the employees have in

trouble with the new conditions or not.

As Fields (2007, p.337) discusses, managers should seek involvement and
commitment of organisational members in planning and specifying the nature of the
changes. Greenberg (2002, p.368) also discusses that, it is no more satisfactory for
workers just taking a good wage for working. They give more importance to have
wealty working conditions, to prove themselves, and to be active in decision making
processes. With respect to given answers to this questionnare, the ideas and the
decisions of employees are very important to the management. The management always
demands the employees’ ideas while making decisions and changes. It can be said that,
the participations of the employees are higher than before in the development and
success of the organization. The employees are also satisfied with the physical
conditions of the organization, with their financial status, and with the social rights that

the organization provides them.

Robbins (2003, p.560) discusses that, the probability of technological
unemployment‘s occurance is still one of the most important factors that cause anxiety
today. Some of the employees worry about their jobs if technological developments are
going to be used in industry. Because of this; when managers will make change
applications, they should convince employees that the economical balance will not
change and go bad. The findings of the research shows that, employees do not have the

fear of loosing their jobs in the future, and they recommends everybody to work in TSE.

As Greenberg (2002, p.368) indicates, employees want to have a democratic and
equitable work environment. The results of this research shows that, the management is
in justice to all employees. For example; performance appraisals of the employees are
made with objective criterions, and constructive feedback is done to all employees. By
the way, most of the employees believe that, the management respects their

personalities too much.
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Another important point is about work processes. As Hellriegel, Jackson and
Slocum (2002,p.329) explain, structural changes should include redesigning the
processes. Process redesign focuses on creating new ways to get work done. The results
of the questionnare shows that, the work processes proceeds in a systemmatic instead
habits and old practices. Moreover, the job definitions of employees are continuously

developing and becoming rich.

Senior (2002, p.19) says that, the applications of technological developments in
the organizations facilitate the operations that are needed to be made. Another
advantage that technology provide is the easiness to access the information and the
rapid and healty development in communication. The findings of this research shows
that, the management of TSE encourages the usage of new technologies, and the
communication possibilities is better and it is easier to reach the needed information in

the organization as compared to before.

With respect to Cohen ( www.bnet.com, 2005), organizations should rely on
teams to accomplish work tasks. Team building uses high-interaction group activities to
increase trust and openness among team members. The employees in TSE say that they
make more teamworks and the management assigns more suitable and parallel duties to
employees with respect to their abilities and experiences than before. So, the employees

have more responsibilities on their duties.

Finally the thesis indicates that, organizational change process in TSE has
completed successfully. It has been very beneficial for TSE to apply the consultancy of
TUSSIDE for this change process. If they had tried to proceed this process without
taking a professional consultancy, they wouldn’t have been successful this much. But it
should not be forgotten that, the main subject and the main factor that affect the change
is human. Without taking the supports of the employees and without providing their

willingness participations, it is impossible to be successful.
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8. LIMITATIONS AND RECOMMENDATIONS

A five-scale questionnare is developed to measure the attitudes of the
employees towards the new situation after an organizational change process, and to
examine the changes and the results of these changes whether they are successful or not
in Turkish Standarts Institution (TSE), which is a government office. Reliability results

of our research indicate that our instrument is reliable enough.

One limitation of this research was we measured the attitudes of employees
after the change process rather than their expectations and fears before change. By
measuring it as well, the difference between the expectations and the results can be

observed.

Other limitation of this research was we applied the questionnare only on the
employees not on the managers. It would be very beneficial to apply it on the managers
as well, because their viewpoints may differ from employees’ viewpoints. Analyzing
the decisions of both sides may help us to be more objective while evaluating the results

of change process.

This research can be made both before and after a change process, or it can
be made both on managers and employees in order to be beneficial for other researchers

in the future.
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APPENDIX A

TSE’de yasanan organizasyonel degisim uygulamalariyla ilgili
goriislerinizi ve size olan yansimalarini 6l¢gmek maksadiyla asagida

sorulan sorulart cevaplandirmamiz rica olunur.

Katilmiyorum

Hig

Katilmiyorum

Az

Katiliyorum
Oldukca

Katiliyorum

Tamamen

Katiliyorum

1. Organizasyonel degisimle beraber yetki ve sorumluluklar net bir
sekilde belirlenmistir.

2. Degisim Oncesine gore daha fazla takim ¢alismasi icinde yer
aliyorum.

3. Degisim Oncesine gore yaptigim isle ilgili daha ¢ok sorumluluk
sahibiyim.

4. Degisim 6ncesine gore kurumum, bilgi diizeyimin artmasi i¢in bana
daha cok egitim veriyor.

5. Degisim siiresince bana kurumum i¢in degerli oldugum hissettirildi.

6. Ust yonetim, kurumun farkli katmanlarinin ihtiyaglaria duyarhidir.

7. Degisimle beraber yeni teknolojilerin kullanimi tesvik edilmeye
baglandi.

8. Degisim faaliyetlerine katilimim sagland1 ve yoneticilerim benimle
stirekli bilgi alisverisinde bulundu.

9. Organizasyonel degisim sonrasinda ¢aliganlarin kararlara katilim1
artmugtir.

10. Isimle ilgili gelistirilen degisiklik onerilerini kabul etmekte
zorlanmiyorum.

11. Y1l sonunda kurumun hedeflerine ulasmasinda takimimin katkisini
gorebiliyorum.

12. Degisim 6ncesine gore, kurumun gelisimi ve basarisinda
calisanlarin katilimi1 daha yogundur.

13. Organizasyonel degisimle beraber, ¢alisanlarin is tanimlar siirekli
gelismekte ve zenginlesmektedir.

14. Degisim siirecinde c¢alisanlar siirekli bilgilendirildi.

15. Isimle ilgili gelistirdigim yenilikler takim lideri tarafindan
desteklenir.

16. Kisisel gelisimimle beraber isimdeki ilerleme ile ilgili yapici
destegi ilgili yoneticiden alirim.

17. Organizasyonel degisimle beraber, isleri kendi aligkanliklarim
dogrultusunda yapmiyorum.

18. Kurumdaki degisiklikler ne olursa olsun isimi kaybetme
korkusuna sahip degilim.

19. Degisim Oncesine gore, organizasyonel yapimiz daha yalin hale
geldi.

20. Kurum i¢inde uygulanan iicret ve prim sistemi gosterdigim ¢aba
ve basariy1 6l¢mede yeterlidir.

21. Performansim degerlendirilirken yapici geribildirimde bulunulur.

22. Yoneticilerimin bana karsi tavir ve davraniglarindan memnunum.
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Katilmiyorum

Hig

Katilmiyorum

Az

Katihyorum
Oldukca

Katiliyorum

Tamamen

Katiliyorum

23. Isimde elde ettigim maddi imkanlardan (iicret, ikramiye)
memnunum.

24. Isimin bana sundugu sosyal haklardan (ulagim,yemek)
memnunum.

25. Organizasyonel degisim sonrasinda istenilen bilgilere kolay
ulagim saglanmustir.

26. Degisim Oncesine gore, ¢alisanlara isleriyle ilgili karar verme
hakki daha ¢ok verilmistir.

27. Isimle ilgili alinan kararlarda ve degisikliklerde benim fikirlerime
Onem verilir.

28. Kurumumda kisiligime saygi duyuldugunu diisiinmekteyim.

29. Degisim Oncesine gore, performansin iicrete etkisi daha da
belirginlesti.

30. Isimin fiziki calisma kosullarindan (aydinlatma,havalandirma)
memnunum.

31. Yaptifim is i¢eriginden memnunum.

32. Degisimden sonra yoneticilerimiz hedeflerimize ulasabilecegimize
giivendiklerini belli etmektedirler.

33. Yoneticiler, sorunlarimizi ¢ozme noktasinda bizlerle daha ¢cok
ilgileniyorlar.

34. Genel olarak su anki is yasamimdan memnunum.

35. Organizasyonel degisim sonrasinda kurum ig¢i iletisim imkanlar1
iyilesmistir.

36. Kurumumun bana adil davrandigini diisiiniiyorum.

37. Degisim oncesinde basit nitelikli isler yaparken simdi daha
kapsamli isler yapiyorum.

38. Is arkadaslarimla olan iliskilerimden memnunum.

39.Tekrar ise girecek olsam, yine TSE’yi tercih ederim.

40. Degisim sonrasi kosullara uyum konusunda sorun yasayip
yasamadigim yoneticilerim tarafindan arastirildi.

41. TSE yo6netimi, organizasyonel degisimin gerektirdigi tizere, her
personele bilgi, beceri ve tecriibeleriyle paralel gorevler
yiiklemektedir.

Cinsiyetiniz: E () , K ()
Yasmiz: 20-30 () ,30-40 (), 40-50 (), 50-60 ()

Egitim durumunuz: {1k (), Orta (), Lise (), Universite (), Y.Lisans (), Doktora ()

Kag yildir TSE’de ¢alistyorsunuz: 0-5 (), 5-10 (), 10-15 (), 15-20 (), 20-iizeri ()
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