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Guided Tour

Learning Objectives

By the end of this chapter you should:

• Be able to establish who is best placed to manage a particular change scenario.
• Understand the managerial competencies associated with change management.
• Identify potential sources of resistance and how they may be addressed.
• Recognize and apply the key golden rules of the effective change agent.

One view of change in organizations is that managers should not let the change happen; 
instead they should actively manage it. The question of who should manage change – 
managers (i.e. the insiders) or external consultants (i.e. the outsiders) – remains one 
of the contested issues debated on the pages of change management textbooks. This 
chapter discusses both roles – the manager and the outsider – in managing change 
and outlines the competencies needed to do the job effectively. Let’s look at these two 
roles in turn.

Change and the Manager

Organizations and their managers must recognize that change, in itself, is not neces-
sarily a problem. The problem more often than not is a less than competent 

2
The Manager and the 
Objective Outsider
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Reader Activity 2.1

If organizations do not manage their communications, others will. The media, 
unions, the ‘rumour mill’ and competitors are only too willing to assist the ‘silent’ 
corporation in their time of need. Effective communication, designed to inform, 
consult and promote action, will assist in overcoming both resistance to change 
and ignorance. Communicating change initiatives via social media can bring 
immediate benefits to the ‘change owner’, but it may also pose reputational risks. 
What are such possible risks?

Resistance to Change
An organization can create an operating environment, both internally and throughout 
its supply chain, which encourages an opportunistic stance to be adopted. However, 
no matter how welcoming an organization is to change, it will still face a degree of 
employee, supplier, distributor, stakeholder and consumer resistance to change. It may 
manage to reduce the frequency and potency of such resistance but it will never erad-
icate the fear of the unknown.

Why do people resist change? Quite simply: because they fear the unknown and 
are comforted by the familiar. Also very often successes and power bases are routed 
in the past and present, not necessarily in the future. Why risk losing position, control 
and reputation?

It ought to be remembered that there is nothing more difficult to take in hand, more 
perilous to conduct, or more uncertain in its success, than to take the lead in the 
introduction of a new order of things. Because the innovator has for enemies all those 
who have done well under the old conditions, and indifferent defenders among those 
who may do well under the new. (Machiavelli, The Prince)

Kanter (1983) echoes Machiavelli’s thoughts. She points out that it is always far easier 
to say yes, in the first instance, to a new idea for in the early developmental stages its 
impact will be minimal. Once the development work starts to produce results then the 
detractors will appear and a host of negative comments and actions materialize. No 
matter the extent to which an organization has designed procedures, structures and 
cultures to encourage openness, responsiveness and innovation, there will always be 
detractors. All too often we forget that: ‘We are not creatures of circumstance, we are 
the creators of circumstance’ (Disraeli).

When facing an uncertain personal change it is easy to forget mankind’s successes 
in shaping the world. Unfortunately, organizations, individuals and groups often fear 
change for many rational reasons:

Learning Objectives
A bulleted list of all the key points you 
should understand by the end of each 
chapter.

Reader Activities
Regular signposted activities are included to 
encourage you to foster an active 
engagement with key theories and 
concepts.
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Websites
https://www.changemakers.com/storytelling
http://www.organizational-storytelling.org.uk/
http://www.joycehostyn.com/blog/
http://www.forbes.com/sites/danschawbel/2012/08/13/how-to-use-storytelling-as-a-leadership-

tool/

Case Study

The following case study comes from Dawson, P.M. and McLean, P. (2013) ‘Miners’ 
tales: stories and the storying process for understanding the collective sensemaking 
of employees during contested change’, Group & Organization Management: An 
International Journal, 38(2): 198–229. 

The decision to institute an appraisal system was initiated by the chief exec-
utive officer of a large multinational mining company who decided, without 
consultation with locally situated stakeholders, that a performance manage-
ment system would be introduced for underground coal miners and gave 
directions to middle managers to implement this initiative. A senior HR 
manager at one of the collieries was co-opted to direct the implementation 
of the project throughout the division and was given the title of Performance 
Management Superintendent. He canvassed the views of mine managers on 
the topic and then conducted a search in other industries for a performance 
management system which he could appropriate for service at the coal mines 
within his jurisdiction. An appraisal system in use in a steel works in another 
city became the template for use at Glenrothes Colliery. Management was 
completely unprepared for the vehement resistance from coal miners that 
occurred even before the first round of appraisals. Miners refused to partici-
pate in the appraisal process until forced to do so by the Industrial Relations 
Commission, which ruled that performance appraisal was a legitimate man-
agerial prerogative. Miners then insisted on their right to have a union 
official accompany them during their performance review meetings. 
Management responded by insisting that a senior HR manager accompany 
the reviewer at these meetings [which...] averaged over two hours in length 
as miners argued over their scores on each of the performance criteria. There 
were massive resource implications in pursuing this change initiative that 
caused disruptions to shift crews and a lowering of productivity through having 
four men tied up in every single review. The introduction of comparative 
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support that group culture even if their personal values do not entirely agree with 
some of the established dominant values in use that are sanctioned as normal in 
the culture. 

Mini Case Study 3.1 Cultural Values – The John Lewis 
Partnership

In modern times the value framework has been used to craft a bespoke com-
pany organizational culture. An excellent example of a company that has 
internalized a value framework that guides their operating culture and aims at 
integrating the goals and aspirations of the employees with those of the organ-
ization through a culture of collaboration and self-actualization opportunities 
is The John Lewis Partnership, a British retailer. The founder of The John Lewis 
Partnership, John Spedan Lewis, signed away his personal ownership rights in 
his expanding retail company to allow future generations of employees to take 
forward his ‘experiment in industrial democracy’. Mr Lewis established a values 
framework that would guide the trading activities of the company for genera-
tions. This values framework was enshrined in what is now called the John Lewis 
Constitution. 

Image 3.1 The Constitution of the John Lewis Partnership
Source: Courtesy of the John Lewis Partnership Archives www.johnlewispartnership.co.uk/about/our-
constitution.html

The Constitution details the personal values that motivated the founder and 
would preserve his legacy throughout the passage of time. The Constitution 
states that, 
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As you would expect there is a vast amount of material relevant to cultural change. 
We have selected two books, four websites and five interesting but differing articles 
for further reading. These range from examining managerial morals and culture 
change from an Anglo-German perspective, through Luhmann’s theory of organiza-
tions and how this relates to culture, social systems and structure, to sense-making 
and how bias informs and influences cultural change. On a practical note, two of 
the websites relate to organizations who deal exclusively in cultural change with 
organizations.
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Recommended Reading
A list of relevant reading suggestions, 
ranging from books, journal articles and 
online resources, for further research into 
the important ideas and concepts explored 
in every chapter.

Case Studies and Mini Cases Studies
Full-length and shorter case studies with examples from real-life business practice and questions to 
test your understanding of the topic.
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Summary

Managers, organizations and the societies they serve would be naive, even fatalistic, if 
they failed to realize the necessity of planning for the future. Planning for planning’s 
sake must be avoided. The ultimate failure of centralist planning initiatives, such as 
those adopted in the past by the Soviet Union, China and even the American automotive 
giants such as Chrysler, along with many corporations in the 1960s and 1970s, illus-
trate the need to be responsive. Plans must be flexible and in tune with the environment 
in which they are to be implemented. Operating environments, in the broadest sense 
of the term, need to be understood and managerial actions must reflect their complexities 
and intentions.

There is no evidence to suggest that the rate and the nature of change are likely to 
alter dramatically. Technologies, industries and societies will continue to converge. 
Organizations will continue to seek strategic alliances and maximize the benefits asso-
ciated with a well-managed supply chain. Managers and employees will be judged, as 
they are now, on their ability to cope with and manage change. Adaptability, contin-
uous improvement, lifelong learning and sustaining competitive advantage remain the 
watchwords.

Corporate winners, whether public or private enterprises, will have fostered and 
maintained a desire to succeed through progressive, dynamic and challenging initia-
tives. Strategies and cultures that welcome, address and imaginatively manage change 
will continue to triumph. We will return to the theme of maintaining a competitive 
advantage in Part 3 of the book, but in the meantime the following quote seems to 
encapsulate the general message:

The first law of the jungle is that the most adaptable species are always the most 
successful. In the struggle for survival, the winners are those who are most sensitive 
to important changes in their environment and quickest to reshape their behaviour to 
meet each new environmental challenge. (Cotter, 1995)

Points for Discussion

1. Think of an organizational restructuring initiative which you have witnessed 
or experienced as an employee or stakeholder. To what extent was an ISM 
approach followed and did it work? 

2. In this chapter we argued that the evaluation of the solutions stage is crucial in 
the implementation of systems’ change. What are the potential consequences 
of inadequate evaluation of options?

3. In certain circumstances politics may intervene in the decision-making process. 
Can you think of examples of situations where this has happened? 

Points for Discussion
Reflective end-of-chapter questions 
designed to get you discussing the concepts 
with classmates to focus your learning.
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Christopher Rodrigues CBE  
Chairman, VisitBritain

A good hockey player plays where the puck is. A great hockey player plays where the 
puck is going to be.

Wayne Gretzky, Canadian ice hockey player

We live in a world full of change. The ability to lead change even became a platform 
on which the 2012 US Presidential Election was fought. Mastering change management 
is a key skill for the twenty-first century and living with change is a key survival skill.

This book addresses some of the key issues related to change from a practical, 
hands-on and realistic perspective. It will help the reader understand how to lead 
change, engage with change and survive change.

One of the key elements of change management about which we are all still learn-
ing is how to achieve it on a global basis. While the desired outcomes may be the 
same the world over the means of getting there can be very different. International 
organizations need the sensitivity not to drive through change using the culture of 
their home market. Europeans, Asians, North Americans and South Americans are not 
the same; they don’t have the same value systems and they don’t react to change in 
an identical manner. That much I learned for certain when I was CEO of Visa 
International.

I therefore very much welcome this updating by James McCalman, Robert A. Paton 
and Sabina Siebert of their successful text on Change Management. The focus remains 
very firmly on the ‘nuts and bolts’ of organizational change – competing resources, 
politics, conflicts of interest and understanding. But the reader also benefits from 
change being examined from two very different angles – the organized systems per-
spective and a focus on people development.
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I think the book also succeeds by providing detailed case analyses and in particu-
lar illustrations of change for growth and innovation. These stories of real world 
change in action give readers pause for thought and help them reflect on the change 
management issues they raise and the potential lessons for their own organization.

The fourth edition also brings change itself in terms of introducing new subject 
areas that have come to the fore since the publication of the third edition. Leadership, 
with its impact on management style and change, is a welcome addition. So too is the 
focus on organizational power and politics which can have a significant impact on the 
success or failure of change programmes particularly in the area of competing narra-
tives which the authors also address. Finally, they examine complexity from a 
knowledge perspective – how to overcome internal barriers to release organizational 
potential.

The book remains true to its original beliefs – change can be managed, but only 
by the driven and the willing. The debate on the best ways to manage change con-
tinues. Individuals and organizations will address the issues in a myriad of ways. 
Readers can use the material in this volume – coupled with their own experience – to 
evaluate the arguments and address the practical aspects of change implementation.

I wish you every success in your endeavours.
Christopher Rodrigues
Chairman, VisitBritain

http://www.visitbritain.com/
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Change may be regarded as one of the few constants of recorded history. Often society’s 
‘winners’, both historically and contemporary, can be characterized by their common 
ability to effectively manage and exploit change situations. Individuals, societies, 
nations and enterprises who have at some time been at the forefront of commercial, 
and/or technological expansion, have achieved domination, or at least competitive 
advantage, by being innovative in thought and/or action. They have been both enterprising 
and entrepreneurial.

Management and change are synonymous; it is impossible to undertake a purpose ful 
journey without first addressing the purpose of the trip, the route you wish to travel and 
with whom. Managing change is about handling the complexities of travel. It is about 
evaluating, planning and implementing operational, tactical and strategic ‘journeys’.

Today, organizations throughout the world face unprecedented economic drivers 
for change. These change drivers are forceful beyond any recent historical precedent. 
The emphasis advanced through the media is for economic change. The underlying 
theme that is pressing upon organizations is one of economic determinism. However, 
what has not yet reached the media is the change in leadership, management and 
organization necessary to support a re-invented model of organizations that can gain 
acceptance to trade with in the future. The cultural paradigm that was sufficient to 
support the delivery of services provided by the banking system and the public 
sectors as well as many competitive private sector organizations over the past 30 years 
needs to be deconstructed and a new cultural paradigm that is a hybrid of the best 
practices from both the private and the public sector needs to be built in place of 
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the old one. The need to embrace a strong sense of corporate social responsibility 
and to operate to an ideology akin to that of social capitalism is acute. The strategic 
priority facing senior executives and political leaders throughout is one of significant 
cultural change in their operating ideologies and cultural paradigms (Bones, 2011). 

Change has been studied and researched for many years. Philosophies, theories, 
models and techniques abound; all aim, with various degrees of credibility and 
success, to deliver sustainable organizational change (Todnem By, 2005). Whittington 
and Mayer (2002) argue in favour of the notion of ‘adaptive reorganization’ where 
frequent redesign is part of organizational performance. And to feed the beast of 
change Armenakas and Bedeian (1999), in a review of both theoretical and practi-
tioner research models related to change, concluded that organizational change 
literature and the underpinning research continue to be highly responsive to the 
demands of management and also the workplace and market. Demand for change 
literature remains high as managers continue to strive for that ‘perfect’ change as 
many continue to consider reported failure rates, as high as 70%, rather excessive 
(Balogun and Hope Hailey, 2004). However, these figures are very much disputed 
(Hughes, 2011).

Our purpose in writing this book is to try to begin to resolve some of the questions 
that you might ask when faced with the concept and reality of change. How do I cope 
better with the journey? We have deliberately set this book out in a framework, which 
offers models for tackling the different change scenarios facing individuals and organ-
izations. However, we have also set out to provide examples of how and where the 
models are used. What we wanted from this book, for ourselves and for the reader, 
were four things:

1. valid and defined models for the effective management of change;
2. proactive approaches to change that relate to internal and external business 

performance;
3. practical, step-by-step means of handling change;
4. illustrations of the use and validity of the models through current, real-life case 

studies.

If we are successful, you will leave this book with the sense that the management of 
change is a complex, dynamic and challenging process rather than a set of recipes. In 
most examples of successful change those responsible have developed clear and 
shared visions of where they are going and have linked these to implementation strat-
egies designed to produce the desired results. We believe that change management 
is never a choice between technological, organizational or people-oriented solutions, 
but involves combinations for best fit; integrated strategies designed to produce 
results. In this sense, the management of change adopts the contingency approach to 
organizations – it all depends. However, recognition of what it depends on is the 
subject of this book.
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Successful exploitation of a change situation requires:

•	 knowledge of the circumstances surrounding a situation;
•	 understanding of the interactions; and
•	 the potential impact of associated variables.

One can try to predict and prepare for the future. Indeed history teaches that failure to 
do so will undoubtedly result in the same mistakes being made. However, it is best to 
remember that such predictions produce at best a blurred picture of what might be and 
not a blueprint of future events or circumstances. Future scenarios are dynamic as are 
one’s abilities to manage them! Only the effective and progressive management of change 
can assist in shaping a future which may better serve the enterprise’s survival prospects.

The Importance of Change

Change will not disappear nor dissipate. Technology, civilizations and creative thought 
maintain their ever-accelerating drive onwards. It could be argued that a state of con-
tinuous change has almost become routine (Luecke, 2003). Managers, and the 
enterprises they serve, be they public or private, service or manufacturing, continue 
to be judged on their ability to effectively and efficiently manage change. Unfortunately, 
for the manager of today the ability to handle complex change situations will be 
judged by ever-decreasing time scales.

The pace of change has increased dramatically. Since the publication of the last 
edition of this book there have been a number of global change events that have had 
and are continuing to have an impact on the way we all live, work and play. In par-
ticular how will we, at all levels and dimensions of our societies, manage the future 
scenarios associated with:

•	 The global economic recession;
•	 Social networking;
•	 Climate change and the impact on an increasingly fragile earth – governmental, 

social and organizational responses to the associated challenges;
•	 China’s changing global role; and 
•	 An increasing movement towards moral and social responsibility in Leadership and 

Change.

The web is enabling globalization to march on apace, shaping the way we work and 
trade, while environmental pressures threaten the reliability of the physical supply 
chains that underpin globalization and the growth of China, India and the Pacific Rim 
economies. Global change can seem remote from the individual or enterprise. But 
how might the software engineer, working for a global organization (reliant on both 
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the stability of world markets and supply chains), logged onto the company portal in 
Dublin, solving a problem networked with colleagues in Delhi, Budapest and New 
York (whom they will never physically meet nor travel with to the office), all, for a 
client based in Sichuan (who has sourced the solution via the web), view this new 
exciting world? How would you manage such an individual, their network or indeed 
the client interface?

Businesses and managers are faced with highly dynamic and ever more complex 
operating environments. Technologies and products, along with the industries they 
support and serve, are converging. Is the media company in broadcasting, or tele-
communications, or data processing, or indeed all of them? Is the supermarket chain 
in general retail, or is it a provider of financial services? The iPhone isn’t merely a device 
for texting (honest!) but part of an integrated multimedia communications package. 

As industries and products converge, along with the markets they serve, there is a 
growing realization that a holistic approach to the marketing of goods and services is 
required, thus simplifying the purchasing decision. Strategic alliances, designed to max-
imize the ‘added value’ throughout a supply chain, while seeking to minimize costs of 
supply, are fast becoming the competitive weapon of the future. Control and exploita-
tion of the supply chain makes good commercial sense in fiercely competitive global 
markets. The packaging of what were once discrete products (or services) into what 
are effectively ‘consumer solutions’ will continue for the foreseeable future (Paton and 
McLaughlin, 2008). Combined with the general ability to replicate both ‘hard’ and ‘soft’ 
innovations within ever diminishing time scales, the creative and effective management 
of change is placed well towards the top of the core competencies required by any 
public or private enterprise. The networked age supported by integrated supply chains, 
distributed manufacturing and integrated product offerings is here to stay.

This new world is a fragile one. Old traditions, conventions and belief systems are 
being challenged. Regulatory pressures, as one would expect, are increasing as those 
deemed to be in control (governments, civil services, politicians, managers and social 
leaders) attempt to both direct and manage in an increasingly dramatic and dynamic 
environment. In this new age staying marginally ahead of the game could be considered 
not only an achievement but also a prerequisite for survival.

Reader Activity 1.1

Identify two or three colleagues, friends or relations who are, or have been, in 
management or business positions. Ask them, without prompting, what they 
find challenging about their job? What do they find most frustrating? Attempt 
to find out what strategies and/or skills they employ to manage challenging 
and frustrating situations.
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How can you manage change in such a fast moving environment, without losing control 
of the organization and existing core competencies? There are, as one would expect, 
no easy answers and certainly no blueprints detailing best practice. Designing, eval-
uating and implementing successful change strategies largely depends upon the quality 
of the management team, in particular the team’s ability to design organizations in such 
a way as to facilitate the change process in a responsive and progressive manner.

The Imperative of Change

Any organization that ignores change does so at its own peril. One might suggest that 
for many the peril would come sooner rather than later. To survive and prosper, 
organizations must adopt strategies that realistically reflect their ability to manage 
multiple future scenarios.

Drucker (1997: 20–4), for example, argues that:

Increasingly, a winning strategy will require information about events and conditions 
outside the institution … Only with this information can a business … prepare for new 
changes and challenges arising from sudden shifts in the world economy and in the 
nature and content of knowledge itself.

Bamford and Forrester (2003) agree, stating that a ‘realistic approach to change must 
take into account multiple and varied forces’. They note the importance, in relation to 
a realistic take on change, of the history of the organization, customers, suppliers and 
the economic environment, while stressing the need to also take into account both 
national and international legislation. Balogun (2007) recognizes the inevitability of 
organizational restructuring in the face of ever changing competitive, economic and 
social factors: she stresses the need to consider the actual practice of change, the 
internal environment, and the need to align strategic aspirations with practical 
realities. In short, restructuring must take into account those at the ‘sharp end’: the 
middle management.

If we take an external perspective for a moment, the average modern organization 
has to come to terms with a number of issues, which will create a need for internal 
change. At the point of writing we can identify six major external changes that organ-
izations are currently addressing or will have to come to terms with in the new 
millennium:

1. A larger global market place made smaller by enhanced technologies and competition 
from abroad. What three things would you see as realistic change opportunities for you?

2. A worldwide recognition of the environment as an influencing variable and 
government attempts to draw back from environmental calamity. The legal, cultural 
and socio-economic implications of realizing that resource use and allocation is a 
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finite issue and that global solutions to ozone depletion, toxic waste dumping, raw 
material depletion and other environmental concerns will force change on organi-
zations, sooner rather than later. What three things would you recommend that 
your local community do?

3. Health consciousness as a permanent trend amongst all age groups throughout the 
world. The growing awareness and concern with the content of food and beverage 
products has created a movement away from synthetic towards natural products. 
Concerns have been expressed about the spread of ‘bird flu’, genetically engineered 
foodstuffs and the cloning of animals. What opportunities does this afford the indi-
vidual organization in dealing with the demands of a more health conscious 
population?

4. Changes in lifestyle trends are affecting the way in which people view work, 
purchases, leisure time and society. A more morally questioning, affluent, educated 
and involved population is challenging the way in which we will do business and 
socialize. How do you think this will mean you live your life?

5. The changing workplace creates a need for non-traditional employees. 
Organizations are currently resorting to a core/periphery workforce, zero hour 
contracts, multi-skilled workers and outsourcing. A greater proportion of the 
population who have not been traditional employees will be attracted into the 
labour force. Equal opportunity in pay and non-pecuniary rewards will be issues 
in the future. Growth in the retirement age, pension gaps and shortfalls will create 
pressures on people to remain in work. What does that mean for you if you’re 
about to graduate?

6. The knowledge asset of the company, its people, is becoming increasingly crucial 
to its competitive well being. Technological and communication advances are leading 
to reduced entry costs across world markets. This enables organizations to become 
multinational without leaving their own borders. However, marketing via the 
Internet, communication via social networking and other technology applications 
are all still reliant on the way you organize your human resources. Your only 
sustainable competitive weapon is your people. How do you expect to be managed 
when you join an organization?

The extent to which we could have picked half a dozen other issues for discussion 
indicates the imperative for change in organizations. What is important, however, is 
recognition that change occurs continuously, has numerous causes and needs to be 
addressed all the time. Lawler (1986) sums this up quite effectively by noting that,

Overall, planned change is not impossible, but it is often difficult. The key point is that 
change is an ongoing process, and it is incorrect to think that [a] visionary end state can 
be reached in a highly programmed way.

The difficulty is that most organizations view the concept of change as a highly pro-
grammed process which takes as its starting point the problem that needs to be 
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rectified, breaks it down to constituent parts, analyses possible alternatives, selects 
the preferred solution, and applies this relentlessly – problem recognition, diagnosis 
and resolution. Such an approach may be considered to be simple, straightforward 
and relatively painless. But what if the change problem is part of a bigger picture? 
For example, scientists are now 95% sure that mankind has caused global warming, 
but how do we respond? ‘It’s not our problem, and we’ll leave it for the politicians 
to sort out.’ This is a simple and effective response but progressive organizations are 
already providing their own solutions and recognizing that climate change will not 
be resolved by governmental action alone. This is a problem that nations have diffi-
culties trying to address. As an issue, it creates an imperative for change. There are 
two ways of responding to that imperative. The individual organization can wait for 
legislation to hit the statute book and react to the legislation, or it can anticipate and 
institute proactive change, which most organizations won’t do. That’s because they 
are geared and managed to run on traditional, analytical lines of decision- making – if 
it isn’t broken, why fix it? What we would like to suggest here is that before it even 
gets to the point where a slight stress fracture appears, organizations should be 
addressing the potential implications of change scenarios, and dealing with them 
accordingly.

The Impact of Change

What makes an organization want to change? There are a number of specific, 
even obvious factors, which will necessitate movement from the status quo. The most 
obvious of these relate to significant changes in the external environment. For 
example, global warming drives regulatory, social and commercial forces to con-
verge upon those perceived to be the key producers of greenhouse gases. 
Automotive giants and the petroleum producers are increasingly searching for 
techno logical solutions to offset the negative impacts of traditional fossil fuels. 
Governments are emphasizing the need to lessen our carbon footprint resulting in 
higher taxes on fossil fuel; investment in public transport; and, the incentive-driven 
search for more efficient energy sources. Such external pressures have existed 
throughout time. Pettigrew (1985) pointed out that there were no clear beginnings 
and ends to strategic change. Environmental disturbances were seen as the main 
precipitating factor, but he also believed that these were not the sole causes of, or 
explanations of change. Burnes (2004) and Dawson (2003) also point to what might 
be termed the discontinuous nature of change, citing the ad hoc nature of change 
events, occurrences of multiple change initiatives, and multiple triggers as evidence 
of discontinuity.

To attribute change entirely to the environment would be a denial of extreme 
magnitude. This would imply that organizations were merely ‘bobbing about’ on a 
turbulent sea of change, unable to influence or exercise direction. This is clearly not 
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the case. Pettigrew (1985) went on to argue that changes within an organization take 
place both in response to business and economic events and to processes of manage-
ment perception, choice and action. Managers in this sense see events taking place 
that, to them, signal the need for change. They also perceive the internal context of 
change as it relates to structure, culture, systems of power and control. This gives them 
further clues about whether it is worth trying to introduce change. But what causes 
change? What factors need to be considered when we look for the causal effects 
which run from A to B in an organization?

We would like you to consider changes that have impacted you, your family, 
organization or networks you’ve engaged with over the last year. How often were 
changes a reaction to events outside your control? For example, can you cite instances 
linked to:

•	 Changes in technology;
•	 Changes in customer expectations or tastes;
•	 Changes as a result of competition;
•	 Changes as a result of government legislation;
•	 Changes as a result of alterations in the economy, at home or abroad;
•	 Changes in communications media;
•	 Changes in societies’ value systems;
•	 Changes in the supply chain;
•	 Changes in the distribution chain?

Internal changes can be seen as responses or reactions to the outside world and are 
regarded as external triggers. There are also a large number of factors which lead to 
what are termed internal triggers for change. Organization redesigns to fit a new 
product line or new marketing strategy are typical examples, as are changes in job 
responsibilities to fit new organizational structures.

The final cause of change in organizations is where the organization tries to be 
ahead of the game by being proactive. For example, where the organization tries to 
anticipate problems in the market place or negate the impact of worldwide recession 
on its own business, proactive change is taking place.

Change and Transition Management

If the concept of change can be examined from an internal, external or proactive set 
of viewpoints, then the response of managers has to be equally as widespread. 
Buchanan and McCalman (1989) suggested that this requires a framework and termed 
it Perpetual Transition Management. Following from Lawler’s (1986) concept of the 
lack of a visionary end state, what appears to be required is the ability to deal with 
constant change. This transition management model, although at the time related to 
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large-scale organizational change, has some interesting insights into what triggers 
change in organizations and how they respond. It suggests that four interlocking 
manage ment processes must take place both to implement and sustain major organi-
zational changes. These processes operate at different levels, and may involve different 
actors in the organizational hierarchy. The four layers are:

The trigger layer: concerning the identification of needs and openings for major 
change deliberately formulated in the form of opportunities rather than threats 
or crises.

The vision layer: establishing the future development of the organization by artic-
ulating a vision and communicating this effectively in terms of where the 
organization is heading.

The conversion layer: setting out to mobilize support in the organization for the 
new vision as the most appropriate method for dealing with the triggers of change.

The maintenance and renewal layer: identifying ways in which changes are 
sustained and enhanced through alterations in attitudes, values and behaviours, 
and regression back to tradition is avoided.

Transition management suggests that organizations have to plan for, divert resources 
to, and implement four sets of interlocking processes. These are designed to 
implement, to sustain, and to build on change and its achievements in an attempt to 
address the issues associated with change over time. The argument here is that these 
layers – trigger, vision, conversion, and maintenance and renewal – are necessary 
processes that occur in change management. The respective emphasis and priority 
attached to each of them will alter over time, but recognition of their existence goes 
a long way in determining the management action needed.

The model of perpetual transition management starts out with a number of questions. 
How do we explain successful change? How do we explain attempts at change in 
organizations that were doomed from the start? How do we explain change that is 
initially successful but wanes or fizzles out halfway through? Effective large-scale 
change demands a series of management actions linked to the four interlocking layers 
or processes (see Figure 1.1).

In terms of the trigger layer, it is necessary to understand what is causing a need 
for change in the organization. These triggers need to be expressed in a clear way and 
communicated throughout the organization. For example, poor trigger identification 
and communication processes are best seen when the first that employees know of 
the difficulties facing the organization is when they are called in to discuss redundancy 
terms. People are generally willing and able to deal with change but many managers 
do not understand this. They are afraid that change is associated with some form of 
failure and they need to hide the changes. People will accept change when they know 
it is necessary and accept the explanation for the need for change.
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It is necessary for these triggers to be expressed and communicated throughout 
the organization in clear and identifiable terms. For example, the trigger in many 
organizations is often a crisis, but it does not necessarily have to be a threat. 
People will respond to the challenge of a crisis but may react negatively to a 
threat. Expressing any potential crisis as an opportunity for change may assist the 
process itself. In this sense, the language in which the triggering mechanism is 
transmitted to the internal organization has to be clearly expressed as an opportunity, 
and communicated widely. The chances of successfully implementing change are 
significantly improved when everyone concerned has a shared understanding of 
what may happen and why.

If the trigger for change has been clearly recognized and expressed, it is also a 
requirement for management within the organization to define the future. This does 
not call for crystal ball gazing but for the establishment of a vision layer. The require-
ment here is for definition and expression of where the organization intends to go. 
Just as shared understanding and awareness of the triggers for change help smooth 
the process, so do shared awareness and understanding of the new vision and the 
desired organizational goals. Management must visualize the future in terms of three 
criteria. The first is that change is seen to provide an effective response to the events 
triggering change. Second, there is identification of the desired future condition of the 

Theory  Practice

Interlocking processes

Trigger Layer 

 
Opportunity, Threat, Crisis 

Clarify, Express, Communicate

Vision Layer 

Define the Future

(including Structure)

Challenges, Excitement, Innovation

Conversion Layer 

 
Persuade, Recruit Disciples

Detail the Structure

Maintenance and Renewal Layer 

Sustain and Enhance Belief

Reinforce and Justify

Regression Avoidance (Ritual)

Figure 1.1 Buchanan and McCalman’s model of perpetual transition management 

Source: Buchanan and McCalman, 1989: 198
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organization in terms of its design, its products and its goals. Finally, it must provide 
challenges and stimulation. Change is assisted by a climate of enthusiasm and 
participation; resistance is a result of fear, prejudice, anxiety and ignorance.

The third layer of perpetual transition management is related to gaining recruits 
for the change. By this it is meant that those who have to work through the change 
process need to be converted to the ideas and concepts and own them. Defining a 
future that no one can ‘buy into’ will slow or hinder the change itself. Everyone 
involved in making change work has to feel part of it and accept the reasoning for 
the vision and how this is to be realized. It is at this point that the vision has to 
be detailed and aspects such as the future structure and patterns of work are 
explained. There is a need at this point to recruit disciples to the vision. This is time 
consuming, as it requires detailed explanation. Failure to do so results in negotiation, 
re- negotiation or decay. This is related to the ‘You’ve introduced this without consulting 
us first’ syndrome. Managers at this stage need to get involved in two main activities. 
First, there is the planning team, the main core change unit. The most appropriate 
mechanisms here will depend on the organization and its consultation systems. 
Second, it is also necessary to talk to people about the change at every opportunity, 
formal or informal. This establishes a shared understanding of the change programme 
through debate.

The last question that perpetual transition management attempts to resolve is 
related to the decay associated with the management of midterm change. Maintenance 
and renewal attempts to address the ‘moving goalposts’ feature of change. There are 
four main examples of this. First, the events that triggered change in the first place 
fade in the memory or lose their relevance over time. Second, articulation of the vision 
becomes less expressive when the originators move on. Third, replacements feel less 
committed to the ideas and have to be taken through the reasons for, and responses 
to, the triggers. Fourth, the change that took place settles down and becomes the 
norm in the organization. To avoid this sort of decay process there is a requirement 
for organizations to allocate resources to maintaining and renewing the original 
visions in an evolutionary framework. In this sense, management takes part in a process 
that is described as one of permanent transition. It is this point that can be regarded 
as the crucial concept. Getting managers to recognize that change is a constant feature 
in modern organizations, and one which they have to deal with, goes a long way 
towards addressing some of the factors that lead to resistance to change.

Outline of the Book

The book is divided into three parts. Part 1, which includes this chapter, looks at 
leading change, the impact that culture has on change and ‘agents’ of change. Our 
focus of attention here is how the individual attempts to steer change, the effect that 
culture can have on the likely success, and the ability of the individual acting as an 
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agent of change to convince others. Part 2 looks at intervention strategies designed to 
cope with systems-related change. Part 3 offers a critical perspective of change from 
the perspective of competing narratives: power and politics within organizations, 
through an analysis of the snake oil salesmen of models of change, to the future of 
change management itself. 

Chapter 2 – The Manager and the Objective Outsider – identifies the key player by 
looking at the managerial competencies associated with effectively managing change. 
The importance of remaining in ‘control’ of ongoing dynamic change situations is 
reviewed. Management must manage change, no matter its source or impact, in a 
planned and controlled manner.

We have then introduced two new chapters for this edition. Chapter 3 – Cultural 
Attributes of Change – focuses on the skills, attributes and attitudes that many consider 
essential to the effective management of change. In particular we ask, given this skills 
set, whether culture, be it corporate or national, can influence the chances of successful 
change. Chapter 4 – Leading Change – pays similar attention to the notion of leadership 
and how this influences, impacts and affects change.

In Part 2 of the book we deal with implementation strategies. In Chapter 5 the 
need to address the nature of change is introduced. All organizations, from both an 
external and internal perspective, operate within dynamic environments. Prior to 
entering a change situation managers must classify the nature of the change facing 
their organization. It is the nature of the impending change that will determine one’s 
initial management approach. Chapter 6 is dedicated to mapping change through 
practical cases that illustrate each stage of the model and examine key aspects of 
implementation. This is a prelude to Chapter 7, which focuses on systems approaches 
to change. An interventionist approach to change is introduced and discussed, 
namely, the intervention strategy model (ISM). This model is designed to tackle 
change from the ‘hard’, technical, end of the change spectrum, although, as we will 
see, it may be employed to deal with ‘softer’, people-related issues. The origins and 
value of the model are discussed and this is followed by a sequential review of the 
model’s component parts. Application issues, along with ‘dos and don’ts’, round off 
this chapter. Another method of dealing with project-based change is introduced in 
Chapter 8 when we examine total project management (TPM). To a greater or lesser 
extent all managers are project managers. This chapter describes the TPM process 
and outlines its rationale. Very often it is poor people management, not the degree 
of technical competence, which leads to less than effective project implementation. 
TPM offers a solution to this problem.

In Chapter 9 we examine the need for an organization development model for 
change. In many Western organizations, the concept of management is so restrictive 
that control and decision-making operates as a hindering device on performance. The 
belief still exists that management and workforce are separate entities that sometimes 
come together to manufacture product or deliver services, but often act as polar opposites 
in some form of industrial struggle for superiority. 
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We examine the organization development model (ODM) in Chapter 10. In this 
chapter we look at how organization development can assist the move from a situation 
that is regarded as undesirable to a new state that, hopefully, is more effective. The 
key to the ODM is looking at what change is required, what level the change takes 
place at, who is likely to be involved, and the processes by which change is instigated. 
We outline the techniques of organization development and the steps that the change 
agent is likely to be involved in.

In Part 3 we offer a critical perspective on change. Chapter 11 explores the 
phenomenon of the competing narrative. As researchers and exponents of change 
will readily testify, any post-change evaluation will, to greater or lesser extents, iden-
tify divergent views as to the rationale for the change: its resulting impact, its value 
and its consequences. Why, when the change was intended to be all encompassing 
and engaging, do those who managed events and implemented the outcomes per-
ceive multiple realities? Chapter 12 focuses on organizational reality and in particular 
politics and power with a view to stripping away some of the tactics and techniques 
employed that can help or hinder change. Finally, Chapter 13 explores the future for 
change management.

New for this fourth edition is a section on recommended books, journal articles and 
websites at the end of the content-driven chapters. There are also a number of small 
case studies and reader activities. We have also taken advantage of the Internet by 
directing you to ‘interesting’ places, YouTube videos and resources.


