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MODULE OVERVIEW
The module will mainly focus on issues pertaining change that affects every aspect of one’s life. This means you have to take a pro-active approach to in order to be able to take charge of the future, either as an individual or as a school. It is therefore necessary to approach change with an open mind and learn to develop its positive elements. As a head teacher, you should be aware of types of change in your school. You should, therefore, be able to develop mechanisms that will enable you to adapt to change without diverting from your original mission. Failure to adapt to change may have negative consequences on the running of the school. You and your staff may fail to work as a team and you may, therefore, fail to achieve your goals. While there is a need for you to embrace change in order for your school to remain relevant to changing needs, it is important for you to plan for it. It is important for you to study this Module diligently because it will help you to develop skills to systematically plan for change.
OVERALL GOAL

The overall goal of this course is to equip head teachers with values, skills, and knowledge that will enable them succeed in making their schools effective by employing a system of change in running their schools. In the long run the course aims to contribute to school performance improvement and quality education delivery in Zambia.

Introduction

Welcome to this module of ELM 1200 (Managing Change in Education). Here, we focus on how change affects every aspect of your life. This means you have to take a pro-active approach to in order to be able to take charge of the future, either as an individual or as a school. You should approach change with an open mind and learn to develop its positive elements. As a head teacher, you should be aware of types of change in your school. You should, therefore, be able to develop mechanisms that will enable you to adapt to change without diverting from your original mission. Failure to adapt to change may have negative consequences on the running of the school. You and your staff may fail to work as a team and you may, therefore, fail to achieve your goals. While there is a need for you to embrace change in order for your school to remain relevant to changing needs, it is important for you to plan for it. It is important for you to study this Module diligently because it will help you to develop skills to systematically plan for change. These skills will enable you not only to be receptive to change but also to manage it (Beckhard & Harries, 1987).
Rationale
The purpose of coming up with this module ELM 1200 (Managing Change in Education) is sorely for the imparting of already existing knowledge to the school managers in this changing world. As school managers, they have a mandate to help their teachers with well improved technology enhancing learner support and output. 
Aim
The aim of this module is to develop mechanisms that will enable school managers to adapt to change without diverting from their original mission as failure to do so may have negative consequences on the running of their schools.
Specific Objectives

At the end of this module, you are expected to:
· Define and explain the word change

· Identify different theories of change

Study Skills 
As a student studying under distance education, kindly take an opportunity to use the university library to utilise your time. Most lecturers are very busy during this period, it is imperative for you to study using the given materials at your exposure. 
Time Frame

This course will be covered in three terms of one academic year.

Need Help

You are free to call me on phone number 0975485900 for consultations when you will be at home

 List of Equipment
For easy learning of this course, the following equipment will be needed:

i. Power point projector
ii. White markers
iii. Dusters
Resources
Learner support materials

i. Permanent markers

ii. Manila Paper

iii. Bostic
Continuous Assessment 

Two Assignments                                                                                              25

One Test                                                                                                            25                                                                                                

Final Exam                                                                                                        50

Total                                                                                                                100
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 SUMMARY
The module is expected to highlight information pertaining change in educational circles. It is of great value to note that Change is both necessary and inevitable for institutions or schools to remain viable and relevant in the global economy. According to Singh, Saeed & Bertsch (2012), “in today’s global environment, no organization can survive without change (p. 66). Educational institutions have been caught in the tide of change that has swept across the social and economic sectors including the educational landscape of most countries.

Furthermore, the main sources of resistance to change include: lack of trust- unsure about motives for change, belief that change is unnecessary or not feasible, economic threats, fear of failure or failure to understand the problem, loss of status and power- personal costs too high, rewards- insufficient gains, threats to values and ideals- not like the proposal and resentment and interference

Additionally, it is cardinal to acknowledge that when a change is implemented it will usually cause some disruption to the existing operating systems and work patterns. For example, whenever employees are promoted or reassigned, cultural and group dynamics are disrupted. The introduction of a major change, such as a merger or acquisition, may result in a complete break- down of the existing corporate culture. This can create a feeling of mistrust and suspicion among the employees. As a result, productivity may decrease, even if only in the short term. The fear of a reduction in productivity is why some organisations are hesitant to embrace change. Finally to manage resistant to change, it entails to comprise coercion by the school principals to adapt to change by way of threats for example, job loss, withholding promotion, dismissal and transfer.
UNIT 1: INTRODUCTION TO CHANGE 

INTRODUCTION
1.1 Introduction
As a leader, have you ever come across this term in titled change in our working environment? If not, this should not give you any worry as this module will unveil the intricate involved in the word ‘change’.
Change affects every aspect of your life. This means you have to take a pro-active approach to in order to be able to take charge of the future, either as an individual or as a school. You should approach change with an open mind and learn to develop its positive elements. As a head teacher, you should be aware of types of change in your school. You should, therefore, be able to develop mechanisms that will enable you to adapt to change without diverting from your original mission. Failure to adapt to change may have negative consequences on the running of the school. You and your staff may fail to work as a team and you may, therefore, fail to achieve your goals. While there is a need for you to embrace change in order for your school to remain relevant to changing needs, it is important for you to plan for it. It is important for you to study this Module diligently because it will help you to develop skills to systematically plan for change. These skills will enable you not only to be receptive to change but also to manage it (Beckhard & Harries, 1987).
In this Module we shall, in the first place, look at managing change in terms of what change implies, theories for change, models for change, sources of change, and how to facilitate change. We will also look at forces that bring about change, the head teacher as an agent for change, resistance to change and how to manage it. Lastly, we will end our module by looking at the relationship between change and management.

It is hoped that this module will remove all the fears that come along with change!
1.2. Learning Outcomes
After completing this unit, you should be able to:

· Define and explain the word change

· Identify different theories of change

· Explain the different types of forms of change in Education
1.3. Time Frame 

This unit will be covered in one hour of the three hours in a week of one academic residential.
1.4. Defining Change 
Heraclitus, a Greek philosopher once, “Nothing is permanent except change”. Although these words were written around 2500 years ago, they are true today as they were then.

All organisations face change. Some changes are forced on an organisation, while others are carefully planned. The ability to manage and, in many cases, embrace and adapt to change will increasingly determine an organisation’s competitive advantage and survival. Successful managers are those who anticipate and adjust to changing circumstances rather than those that get swept along passively or, worse, get caught unprepared.

To be constructive, changes must occur at a pace that allows organisations to absorb and integrate them into their operations. Also, all changes should be evaluated thoroughly to assess their overall impact. Poorly managed changes normally result in employee resistance, tension, anxiety, lost productivity and ultimately, unmet objectives. Change entails risk and requires sound leadership skills and responsive management structures. The long-term survival of any organisation depends on the ability of its managers to scan the environment, predict future trends and exploit change. While change may be the most daunting challenge confronting management, the rewards are great for those who are prepared to accept the challenge.
Change is both necessary and inevitable for institutions/schools to remain viable and relevant in the global economy. According to Singh, Saeed & Bertsch (2012), “in today’s global environment, no organization can survive without change (p. 66). Educational institutions have been caught in the tide of change that has swept across the social and economic sectors including the educational landscape of most countries. In many instances institutions have no other alternative but to move with the tide regardless of their level of preparedness. For example, in 2013, Teacher Training Colleges in Zambia were changed into Colleges of Education with the new mandate of offering Diploma to primary school teachers. This transformation directive and initiative is not unique to teacher training institutions in Zambia because institutions across the globe have been undergoing transformation in response to the needs and demands of various learning communities, agencies and individuals.

Furthermore, Change is looked at as the struggle between what is and what is desired. In the context of educational management, change means, for instance, that head teachers are exposed to new controls and regulations, growth, increasing competition, technological developments and changes in the workforce (Kotter & Schlesnger, 1979). Further, changes in legislation, the availability of resources, market demands and social priorities often force head teachers to redesign the organisation’s structure and procedures, redefine priorities and redeploy resources (Beckhard & Harries, 1987).

According to Kimbrough and Burkett (1990), change is a deliberate effort to alter the status quo by influencing or modifying the functions, structure, technology and/or purpose of an organisation (Virgilio & Virgilio, 1984). Hall and Hord (1987) see change as a process pursued for and by people. It has a technical and human aspect; it begins and ends with individuals acting in unison to make schools effective. This implies that change will only be successful if and when all stakeholders involved understand and agree with the reason for and purpose of the proposed change. For that reason change is a process that occurs gradually and according to the possibilities of context-specific circumstances. Morrison (1998), in what is still one of the most comprehensive texts to discuss change and its management, defines change as:

a dynamic and continuous process of development and growth that involves a reorganization in response to “felt needs”. It is a process of transformation, a flow from one state to another, either initiated by internal factors or external factors, involving individuals, groups or institutions, leading to a realignment of existing values, practices and outcomes

The aim of change is always improvement. According to Glutter (in Wissler & Ortiz, 1988), improvement is a systematic, sustained effort aimed at altering the process of learning and related matters with the sole purpose of attaining educational goals. Thus change can be defined as a planned, systematic process that takes time to come to fruition, is affected by individuals and is a highly personal experience.

There are many different types of educational change: they may relate to the curriculum (academic or pastoral), pedagogy, the organisation of teaching and learning, organisational structure or culture. Whatever the changes, they may be implemented rapidly or slowly (incremental) and they may be fundamental (radical or core) or peripheral (marginal).

Thinking about the intended outcome of the change in relation to the change process can help assess how easy or difficult it will be to achieve. 
Figure 1 below considers the types of change in relation to both outcome and process.
Figure 1: Types of change
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1.5.  Types of Theories of Change

At this stage, we will look at theories of change, have you ever had a chance to read on this topic before? Well, it is perhaps imperative to note that theories do differ. Gabriele, (2000), asserts that; different theories approach systemic educational change from varying philosophies, strategies, models, and methods, searching for the theory that will create conditions necessary for systemic change. Gabriele declared these conditions to include an “ideal-based, holistic, continuing, participatory, user-friendly, easy to adjust/improve, and emancipatory” for effective change to occur. Three theories of change utilized by school districts are institutional theory, free market theory, and round table theory.

1.5.1.  Institutional Change Theory

John Meyer and colleagues developed the institutional change theory in the 1970’s (Huerta & Zuckerman, 2009). Institutional change theory is a framework based on the relationship between schools and their cultural environments. Society’s cultural norms shape organizational structure by encouraging schools to conform to the accepted rules and rituals of an institution. Scott (2003) described institutional theory as “[emphasizing] the influence that an organization’s cultural environment has on organizational structure and behaviour, and it seeks to understand the ways in which cultural rules from the environment shape or constrain organizational action” (as cited in Huerta and Zuckerman, p. 415).

Established institutions, operating with rules and rituals that have come to represent legitimate schooling, become role models for other institutions seeking legitimacy. But not all institutions want to maintain the status quo and are constrained by societal and institutional norms. Huerta and Zuckerman (2009) cited the example of charter schools seeking to break away from the “long-standing institutionalized patterns of teaching and learning…” (p. 416). The institutionalization of the public school system has provided direction and limitations concurrently.

1.5.2.  Free market theory

The free market theory proposes that educational change occurs as schools compete for excellence (Marion, 2002). The assumption that all schools begin with an equal opportunity to achieve excellence is attractive to proponents of school choice because it justifies the removal of their children from a failing school to one of greater success. According to the free market theory, the blame for failure lies with the school district.

Eyal, (2008) citing Adnett and Davies (2000) and Lubienski (2006) proclaimed that federal regulations make it impossible for educational institutions to be genuine free markets, resulting in the failure of the free market theory in educational change. Eyal deduced that a free market system, if possible to create in the public school system, would fail to produce significant change because the characteristics of the free market system would not create an environment conducive to change.

1.5.3.  Roundtable Theory
The roundtable theory (RT) is a shared leadership theory for school change. Gabriele (2002) explained RT as distributing leadership and learning equally across participants. Involving stakeholders in the decision-making process through shared leadership can lead to higher levels of commitment. Gabriele described the ideal RT practice as being run according to a Leader’s Guide developed by consensus and periodically reviewed. The RT sessions would include a reading and review of literature on a topic during a 60 minute session, a time for participants to respond individually and uninterrupted by other members, and all participants would have an equal voice.

A change theory positively focused on strengths, rather than problems would be an ideal choice for school change. Gabriele described the RT model as based on achieving an ideal state, including all stakeholders, and being conducted within the regular school day. RT is an on-going process allowing schools to progress toward excellence. Gabriele noted that RT is a research-based model proven to lead organisations toward the “self-transformation of participants and goal attainment.
1.5.4. Lewin’s Force-Field Theory of Change  

 To better understand resistance to change, Kurt Lewin (1951) developed the concept of force-field analysis. He looks on a level of behaviour within a school organisation not as a static custom but as a dynamic balance of forces working in opposite directions within the organisation. He believes that we should think about any change situation in terms of driving forces or factors acting to change the current condition (forces for change) and resisting forces or factors acting to inhibit change (resistance to change). These forces may originate in the internal or external environment of the organisation or in the behaviour of the head teacher.  School leaders must play an active role in initiating change and in attempting to reduce resistance to change. School leaders can think of the current condition in a school as an equilibrium that is the result of driving forces and resisting forces working against each other. School leaders must assess the change potential and resistance and attempt to change the balance of forces so that there will be movement toward a desired condition. 
There are three ways school leaders can do this: increasing the driving forces, reducing the resisting forces, or considering new driving forces.  Lewin points out that increasing one set of forces without decreasing the other set of forces will increase tension and conflict in the organisation. Reducing the other set of forces may reduce the amount of tension. Although increasing driving forces is sometimes effective, it is usually better to reduce the resisting forces because increasing driving forces often tends to be offset by increased resistance. Put another way, when we push people, they are likely to push back. 
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Figure 1 above illustrates two sets of forces discussed earlier: forces for change and resistance to change. These are the types of situations that school leaders face and must work with on a daily basis when attempting to effect change.  

Figure 2: Lewin’s force-field theory of change. 
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As Figure 2 depicts, change results when an imbalance occur between the ratio of driving forces and resisting forces. Such an imbalance alters the current condition (equilibrium)-it is hoped in the direction planned by the school leader-into a new and desired condition. Once the new, desired condition is reached, the opposing forces are again brought into equilibrium. An imbalance may occur through a change in the velocity of any force, a change in the direction of a force, or the introduction of a new force. Moreover, change involves a sequence of organisational processes that occurs over time. Lewin suggests this process typically requires three steps: unfreezing, moving, and refreezing.  

Un-freezing: This step usually means reducing the forces acting to keep the organisation in its current condition. Unfreezing might be accomplished by introducing new information that points out inadequacies in the current state or by decreasing the strength of current values, attitudes, and behaviours. This means that the existing forces that give a school its character have to be changed. In order to ascertain whether there are deficiencies in the existing practices or system in terms of the value system, attitudes and dispositions, information will have to be gathered to rectify any deficiencies.

Crises often stimulate unfreezing. The occurrence of crises in a school is an indication that there are problems and that unfreezing is necessary for change to take place. Examples of crises are significant increases in the student dropout rate; sharply declining enrolment declines; demographic changes in population within a school district/school; personnel dissatisfaction, especially among management; a costly lawsuit; and an unexpected teacher strike. Unfreezing may occur without crises as well. Climate surveys, financial data, and enrolment projections can be used to determine problem areas in a school and initiate change to alleviate problems before crises erupt.  

Moving: Movement means that the process is set in motion that changes the establishment practices in favour of new procedures and behaviours (Walkers & Vogt, 1987). During this phase or step, the new ideas and/or practices that are to be implemented are subject to close scrutiny, developed and then applied in practice (Davies & Newstrom, 1985).

Movement involves the development of new norms, values, attitudes and behaviours through identification of changes in the structure. Some of these changes may occur on a very minor scale and involve few people. Examples of the latter include a new evaluation system, restructuring of jobs and duties performed by staff, or restructuring the school district, which necessitates relocating faculty to different school sites within the system.

Re-freezing: This is the final step in the change process. In this step all that is learned during the previous steps of unfreezing and movement is realized in practice. This means that the changes have stabilized into a new, quasi-equilibrium (see figure). It would also mean that the new forces are in place that would ensure that new actions and behaviours are fairly immune to further immediate changes (Walker & Vogt, 1987). Changes in school culture, changes in staff norms, changes in school policy, or modifications in school structure often accomplish this.
1.6.  Models of Change

Having discussed the issue of different types of theories, we need now to look at models of change. Have you ever come across any model of change in management skills? If not, you have nothing to worry about as we are going to look at it in detail. However, there are various models of change you can use to understand change.

1.6.1.  Havelock’s three models of change

Havelock (Hall & Hord as cited in Westhuisen, 2013) describes three different models for understanding change: the Social Interaction Model; Research, Development and Diffusion (RD&D) model; and the Problem-solving Model.

1.6.2.   The Social Interaction Model

Under this model, the emphasis is on understanding the change process as a series of decision phases through which the teachers/community moves and in terms of how innovation diffuses through a social system (Hall & Hord as cited in Westhuisen, 2013).
The adoption of innovation goes through five phases. The initial phase involves developing an awareness of innovation. This phase is followed by increased interest in and a search for more information about the innovation. The third phase is evaluation, when a decision is made to adopt the innovation. In phase four trial and adoption take place (Hall & Hord as cited in Westhuisen, 2013).

Under this model, the role of the change agent (head teacher) is more significant during the time the adopter (teachers/community) is becoming aware of innovation and is seeking more information. Information flow and media sources are important in this model, where individuals in a specific social network seem to rely on each other rather than on less credible outsiders to learn about innovations (Hall & Hord as cited in Westhuisen, 2013).This model minimises the potential of the school head teacher or others in leadership roles to influence the change process.
1.6.3.  The Research, Development and Diffusion (RD&D) Model

The RD&D model looks at change as an orderly, planned sequence beginning with problem identification, followed by finding or producing a solution, and finally diffusing the solution. Researchers do most of the knowledge production, which is followed by systematic development and dissemination. The adopter or receiver is seen mainly as a passive consumer (Hall & Hord as cited in Westhuisen, 2013). In this model nearly all efforts are concentrated in the areas of research, development and diffusion, with little attention being given to helping the user implement the innovation once it has been delivered.

1.6.4. The problem-solving model

The problem-solving model, unlike the social interaction and RD&D models which consider the innovation adopter as the receiver and target of change process, involves the adopters throughout the process in a collaborative effort. Consultants work as resources along with the receivers (Hall & Hord as cited in Westhuisen, 2013).

1.6.5. Organisational Development Model

A basic assumption of organisational development (OD) is that the nature of the group or organization is a source of many of the problems associated with change in schools. The focus of change for organisational development is the group. Organisational development regards schools as systems of people working at tasks interdependently; eventually they begin collaborating with other sets of individuals as they move from one task to another (Hall & Hord as cited in Westhuisen, 2013).

The ultimate goals of organisational development are the development of organizational adaptability and improving the effectiveness of subsystems. A strategy in accomplishing this goal is targeting interpersonal skills. The skills necessary for subsystem effectiveness are described by Schmuk et al. (Hall & Hord as cited in Westhuisen, 2013) as: clarifying communication; establishing goals; uncovering and working with conflict; improving group procedures in meetings; solving problems; making decisions; and assessing changes.

1.6.6.  The Linkage Model

The model is essentially concerned with establishing communication networks between sources of innovations and users via an intermediary or facilitator in the form of a linking agent or a linkage agency. The key function of the linking agent is to facilitate the work of the people involved in change or improvement activities. In the linkage model, the objective is to help them acquire and use relevant ideas, products and related sources. The linker increases the kind and amount of information that can be used for decision making (Hall & Hord as cited in Westhuisen, 2013).

1.6.7.  The Rand Model

This model suggests that schools change as new practices gain support, is adapted to the local situation and become integrated into the regular operation of the organisation. There are three stages in the process in this model: initiation, or securing support; implementation, based on change in the innovation and the school through a process of “mutual adaptation”; and incorporation or institutionalization, when changes become a permanent part of the system (Westhuisen, 2013).

Implementation outcomes depend on internal factors such as the organisational climate, the implementation strategy used by the local leaders and the scope of change. In terms of the organizational climate, the active support of the head teacher is very important. The head teacher’s major contribution should be in giving the staff moral support: this is critical to the continuation or institutionalization of the project (Westhuisen, 2013).

1.6.8.  The Concerns-Based Adoption Model (CBAM).

This model puts forward the following assumptions and assertions:

i. Understanding the point of view of the participants in the change process is critical

For the change to be successful, the perceptions the teachers need to be understood by the change facilitators and the clients must have insight into their own perceptions as well. One reason why change processes are unsuccessful and why many worthwhile actions that are meant to support change are rejected by the participants is that interventions are not made at appropriate times, in suitable places, or in ways perceived by the clients as relevant. 

ii. Change is a process not an event

Implementing educational innovations is a process: this process requires time. Furthermore, there are steps and phases in the process that can be used to plan and pace change.

iii.  It is possible to anticipate much that will occur during a change process

There are many predictable events and happenings in a change process. The most likely reactions to typical interventions and the emergence of particular needs can therefore be anticipated and many aspects of the change process can be planned. By planning for the expected, effective facilitators are better able to handle unanticipated occurrences, and to utilise their limited time and resources well. 

iv.  Innovations come in all shapes and sizes

An innovation can be something that has been available in another context for several years, or can arrive and be utilised several years before expected. Innovations can be either product innovations, such as text books or curriculum materials, or they can be process innovations, such as instructional procedures or forms of discipline.

v.  Innovations and implementations are two sides of the coin of the change process

In all cases, regardless of the type of change, developing the innovation and implementing it require parallel sets of the steps and procedures.

vi.  To change something, someone has to change first

The ultimate effectiveness of an innovation depends on whether teachers and others change in order to incorporate the new practices. The first step, therefore, is to develop a picture of how each staff member experiences the change process as an individual.

vii.  Everyone can be a change facilitator 
School and colleges in Zambia are continually changing and introducing innovations. Of late there have been extensive changes that have affected all areas of school life and age groups. Mostly changes affecting schools emanate from various sources:

	Sources of changes affecting school:

· Central/national (e.g. Ministry of Education, funding bodies, inspection agencies)
· Local education authority
· School (i.e. head/senior leadership team, governing body)
· Faculty, department or sub-unit
· Individual teacher(s)
· Students or pupils


Decision makers at different levels within the system have different ideologies and change agendas, based on differing perspectives on the goals of education and the means of bringing these about. This distinction between the origins of change is important and can affect its chances of success. An initiative that is adopted willingly, even though it may have arisen externally, is much more likely to be successful than one that is imposed externally or internally on unwilling staff.

1.6.9.  Facilitation of Change

All too frequently responsibility for facilitating change is assigned to one person, such as the head teacher. However, change facilitation is not a task that can be assigned to one person and then forgotten. It has to be a shared responsibility that involves everyone at one time or another.

According to the concerns-based model, change is a process “for and by people. It has technical and a human side. It starts and ends with individuals, who in combination make schools effective (Westhuisen, 2013: 10).

1.7.  Forms of Change in Education

From your work as a head teacher, you would have noticed that various forms of change that take place in your school. Some of these changes might be planned while some might have been unplanned.

A planned change implies a deliberate alteration in the status quo. Planned change occurs according to specified goals and objectives while unplanned change usually takes an impromptu nature.
	1.7.1.  Technological Change These changes come about because of improvement in technology and make educational adaptations necessary to accommodate these changes. A typical example of a technological change is the introduction of computer lessons in Zambian schools. This will make schools plan for the purchase of computers so that they are not caught off guard in the next examination session.
1.7.2. Social Change  This type of change is generated by a variety of aspects, namely:
(i). changes in relationships between parents and children and children and their teachers. For example, it has now become fashionable for children to take their parents to the Victim Support Unit for various offences related to a violation of their rights, which was unheard of in 1980s and before that.
(ii). a change in role such as the reformulation of teachers’ tasks.
(iii). change in philosophy, such as a new perception or belief which informs a programme or policy. For example, the announced change in school fees announced by the Minister of Education.


	1.7.3. Interactive Change        
Interactive change occurs when:
(i). a group of people or a school community decide on change to improve matters, or
(ii). when there are changes in the classroom, in the programmes and structure of a school and in the educational system, e.g. the transformation of National In-Service Teachers’ College (NISTCOL) to Chalimbana University.

	Competitive Change    
This kind of change is brought about by competition and the desire to be better than other schools. A common example is the introduction of improved training and coaching techniques in sports.




TERMINOLOGIES
Competitive Change -    A change that is brought about by competition
The Social Interaction Model-Under this model, the emphasis is on understanding the change process as a series of decision phases through which the teachers/community moves and in terms of how innovation diffuses through a social system.
Review Assessment
1. We as teachers feel that we are constantly dealing with change, and yet, technology aside, we have much the same curriculum and classrooms as we had decades before’ (Breslin, 2011, p64). 
2. Discuss this assertion.

· Change- its nature and origins
· Why do we need change?
· Where does educational change come from in your system?
· Who are the main drivers for change within your institution?
· What are the main types of change you are familiar with?

            Is change always an improvement?

3. Discuss, using example, the difference between driving and restraining forces.
1.9. SUMMARY
In this unit, we learn about change and it was discussed that Change is both necessary and inevitable for institutions or schools to remain viable and relevant in the global economy. According to Singh, Saeed & Bertsch (2012), “in today’s global environment, no organization can survive without change (p. 66). Educational institutions have been caught in the tide of change that has swept across the social and economic sectors including the educational landscape of most countries. Furthermore, we also learnt that there are different changes that affect schools and these may include; Central/national (e.g. Ministry of Education, funding bodies, inspection agencies), Local education authority, School (i.e. head/senior leadership team, governing body), Faculty, department or sub-unit and Individual teacher(s).
UNIT 2:  FORCES FOR CHANGE

INTRODUCTION
2.1. Introduction
What do you think force for change is, did it affect you at one time? Let us now see what this force for change is. It should however be noted that, schools have been implementing changes either because of external influences or internal factors. Wong & Cheung (2009) say that educational changes or reforms emerge and are shaped by external (macro-level) and internal (micro-level) factors. They further state that “macro level factors refer to global influences and nation- or regional- level cultural, economic and political dynamics, while, micro-level refer to outcome of the social interaction among individuals or educators. Beach (2006) adds that “an institution can be in trouble if it does not change in response to the dynamics of the internal and external environments. In the process of implementing change, care must be taken to ensure that quality is not compromised. It is therefore important that change management strategies be linked to quality assurance.

2.2. Learning Out Comes
After completing this unit, you should be able to:

· Identify different composition of change
· Explain the process of transition in individuals
· State the roles of Head teachers
· Describe the phases of resistance to change
Time Frame 

This unit will be taught in two hours of the assigned three hours per week in any given residential. 
2.3. Change and the individual

As a head teacher, you should remember that change involves both the organisation as a whole and the individuals and teams within the organisation. As a leader of change, you need to be aware of the emotional costs involve with change and to ensure that people have full information, time and real opportunities to talk things through. You should also be aware that, in an organisation where power is shared and devolved and people have some ownership of change, it is likely that change will be handled more smoothly than in a hierarchical, mechanistic organisation. Change is more likely to successful when it is seen to be line with the key purpose of the school, when it is clearly understood and well communicated.

It is important for you to note that individuals vary in terms of personality and motivation and may be more or less welcoming of change for a variety of reasons. People react differently to the introduction of new ideas and initiatives, some are open to change and keen to be involved, others are resisters and may act as blockers.
Figure 3: The Process of transition
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Adapted from the National College programme Leading from the Middle

Figure 3 above enables you to recognise where you and your colleagues are on the change journey and reassure you that feeling anxious or upset is a natural and necessary part of the change process.

According to Fidler (2002) people faced with change may become:

· change drivers- people who tend to like change in general

· careerists- people who see change as something that will improve their career prospects

· co-operatives- people who have good will towards change and are generally supportive

· ambivalent- people who can see the good and bad potential in change 

· sceptical- those that are unsure about the change or how it will affect their own personal interests

· luddites- those people who oppose any change on principle

· resisters- those who oppose this particular change

Rogers (1962) argues that only a small percentage of staff are “innovators”, with a further one third being “early adopters” and one-in-six “laggards”.

Change forces us to step outside our comfort zone; so perhaps resistance is a natural reaction. 

	Individuals faced with change may feel:

· loss of status and control

· fear of the unknown

· lack of clarity of purpose

· uncertainty and ambiguity

· feelings of vulnerability

· lack of clarity on the benefits of the change

· reluctance to let go of the present

· threats to expertise and established skills

· the feeling of having surprises sprung




2.3.1.  SOURCES OF RESISTANCE TO CHANGE 
	The main sources of resistance to change include:

· Lack of trust- unsure about motives for change

· Belief that change is unnecessary or not feasible

· Economic threats

· Fear of failure or failure to understand the problem

· Loss of status and power- personal costs too high

· Rewards- insufficient gains

· Threats to values and ideals- not like the proposal

· Resentment and interference

· Anxiety – how will I cope?




2.3.2. ENVIRONMENTAL/EXTERNAL FORCES
	Environmental/External forces

External Forces 

The external forces for change originate in the school's environment. They include the marketplace, government laws and regulations, technology, labour markets, and economic changes. 
Marketplace 

The marketplace, in recent years, has affected schools by introducing competition both from within a school district in the form of magnet schools, learning choice schools, and the like; and from outside the school district including private schools, store-front schools, and home instruction (Ludvigsen, 2011).  

	Government laws and regulations

Government laws and regulations are a frequent impetus for change. As a case in point, is the Minister’s intervention on the issue of tuition fees in schools. Good as it may seem, the impact it will have on the running of schools will manifest sooner than later.

	Technology
 Technological innovations have created the need for change in schools (D’Agustino, 2011). Computers have made possible high-speed data processing and retrieval of information and have created the need for new positions.   

	Labour markets

The fluctuation of labour markets forces school leaders to initiate change. For instance, the education, talents, and attitudes of potential teachers play an important role in a school's effectiveness. Changes in these facets of the labour force can lead to a shortage or a surplus of qualified teachers.   

	Economic Forces 

You may be aware that nowadays the emphasis in management of schools is on school-based management where you as a head teacher or your school have to take responsibility for the survival and development. School-based management demands that you manage the school as a business with the aim of improving and enhancing learning through effective teaching.
Managing as a school as a business calls for multifaceted competencies, requiring a vast array of skills, knowledge and expertise to adhere to accountability and efficiency demands. The changed competencies for a more business – like approach pertain to educational vision, assessment practices, budget functions, facility management and managing special programmes which include legal, contractual and policy mandates (Tucker, 2010).


	Social forces Schools are constantly confronted by changes in society’s attitudes and values. For example, most schools no longer have production units because society feels children should not be made to dig in gardens as this is tantamount to child abuse. In addition, discipline has become a contentious issue in schools due to the advent of human rights. Children have become so sensitised on issues of their rights so much that they can now take their teachers or parents to police on account of the teacher or parent trying to discipline them. These changes pose a challenge in the way schools are now run.  

	Interest groups 
Some groups seek to directly influence the behaviour of organisations. Pressure groups, for example, can bring about change in an organisation, especially in regard to the furtherance of their own interests. A case in point is women’s movements such as Forum for Women Educationists of Zambia (FAWEZA). FAWEZA has been constantly trying to make things easy for the girl-child. For example, they have succeeded in having the re-entry policy for girls who get pregnant while still in school. 

	Globalisation
Schools as organisations operate on the world market. This process has been strengthened by globalisation - a trend that sees people, goods, money and ideas moving around the world faster and more cheaply than previously. For example, a global popular teenage culture has developed. Children nowadays Zambian children may wear clothes of other children in other countries and can share many similar attitudes and views on life. Our culture has essentially globilised to an extent where some old people have started saying Zambia no longer has a culture. Pupils would want to, for example, come to school with their cell-phones, I-pads, and tablets and they don’t expect the teacher to raise eyebrows.

	Globalisation 

Changes can also come as a result of globalisation. This is a process where the global and the local interpenetrate. Examples can include the learning of Japanese, Portuguese, Chinese and French in our schools. 


	Technological Forces
The knowledge explosion due to technological developments has resulted in constantly improved technology for every work related function. As a force for school and individual survival, computer literacy and computer based education is inevitable and is linked to the ability of information and communication technology to reshape the delivery of instruction. Teaching based on technological use contributes to increased collegiality among teachers. In their pursuit of effective implementation, teachers share technological know- how which results in constructive teaching innovations and improved learning successes for learners (Botha, 2015).

	Socio-political Forces
Head teachers must be familiar with the social and political movements over which they have no control but which, over time, influence their school’s destiny. Zambian schools and the education system as a whole have undergone many changes. They started as primary and secondary schools, then basic and high schools again back to the primary and secondary schools. Colleges used to be teacher training colleges but nowadays they are colleges of education. You cannot be told the changes the education system itself has undergone for they are common knowledge. With regard to political forces, new legislation, that is the constitution, the Education Act, the Higher Education Act, the Teaching Council of Zambia Act, the Qualifications act and the introduction of outcome based education, tec. demand new perspective. Social forces, such as the increase in all kinds of crime and the HIV/AIDS pandemic, put pressure on the education system to help solve the problem.


	Internal Forces

Pressures in the internal environment of the school district/school can also stimulate change. The two most significant internal pressures for change come from administrative processes and people problems.   
Administrative processes 

Processes that act as pressures for change include communications, decision making, leadership, and motivational strategies, to name only a few. Breakdowns or problems in any of these processes can create pressures for change. Communications may be inadequate; decisions may be of poor quality; leadership may be inappropriate for the situation; and staff motivation may be nonexistent. Such processes reflect breakdowns or problems in the school district/school and may reflect the need for change (Gibson, Ivancevich, Donnelly, & Konopaske, 2012).  


	People problems 

Some symptoms of people problems are poor performance levels of teachers and students; high absenteeism of teachers or students; high dropout rates of students; high teacher turnover; poor school-community relations, poor management-union relations; and low levels of staff morale and job satisfaction (Bulach, Lunenburg, & Potter, 2008; Lunenburg & Ornstein, 2008). A teacher's strike, numerous employee complaints, and the filing of grievances are some tangible signs of problems in the internal environment (Alexander & Alexander, 2009). These factors provide a signal to school leaders that change is necessary. In addition, internal pressures for change occur in response to organisational changes that are designed to deal with pressures for change exerted by the external environment.


	


2.3.3. INTERNAL ENVIRONMENT AS SOURCE OF CHANGE
	Internal environment as a source of change 

Internal forces of change which occur within the organization can usually be traced to the following:
· Process problems, including breakdowns in decision making and communication
· Behavioural problems that are visible in low levels of morale and high levels of absenteeism
Other reasons may include:
Crisis

All organisations sometimes face a crisis. For example, a reduction in the number of applicants to a certain college because of the high fees may be a form of crisis. Responding to such unplanned changes will require responsive decision making from management in order to reduce the disruption to the organisation

	Innovation

Our learning institution above might come with an idea of continuously advertising on radio so that would-be applicants are enticed to apply to it. Others might come up with the idea of holding talks with pupils in their schools and may be also distribute application forms to pupils so they may apply for courses of their interest. Such innovations might lead to sustaining the vision of such institutions.

	Corporate culture 

Changing corporate culture can be a difficult task given that an organisation’s culture is usually formed over years, through the interaction of employees within the organisation. If corporate culture impedes success, it must be changed. Recognising what culture is required in order to achieve success is crucial if change is to occur. 


2.3.4 Operating environment as source of change

The external environment includes three groups of forces that can trigger the change process:

	i. Economic forces 
The trend nowadays is increasingly towards school-based management where the individual school takes responsibility of its survival and development. This demands that the school be managed like a business. However, schools differ from pure business organisations in that the only profit motive for educational organisations is the improvement and enhancement of successful learning through effective teaching.
ii. Customers   

To ensure its future profitability, an organisation needs to be very responsive to changes in customer tastes and preferences so it can constantly satisfy the customers’ needs.


	iii. Competitors 

Organisations need to monitor the activities of their competition and determine what effect they may be having in the marketplace. Knowledge of such changes enables an organisation to make modifications to its existing business activities and to plan new ones.
iv. Suppliers 

Organisations should constantly be on the lookout for new or backup suppliers, even when their needs are being met by their present suppliers. This makes them less vulnerable to supply difficulties. 


2.4. The Role of Head teachers
As a head teacher you are an internal agent of change and are expected to initiate, facilitate and implement change. Your leadership style and that of your team will determine the way in which change is managed. Depending on your leadership style, you may use any of the following strategies: directive, expert, negotiation, educative and participative. The figure below outlines the main features of each as well as listing their advantages and disadvantages.
Figure 3: Five change strategies
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Review Assessment
1. Briefly discuss the difference between the internal and the external environments
2. Using examples, briefly discuss each of the following:

            (a). internal sources of change

            (b). external sources of change
2.5. SUMMARY
In this unit, we have learnt about forces for change and the individual. Furthermore, we have also been availed that change involves both the organisation as a whole and the individuals and teams within the organisation. As a leader of change, one needs to be aware of the emotional costs involved with change and to ensure that people have full information, time and real opportunities to talk things through should be unveiled. We have also learnt that the main sources of resistance to change include: lack of trust- unsure about motives for change, belief that change is unnecessary or not feasible, economic threats, fear of failure or failure to understand the problem, loss of status and power- personal costs too high, rewards- insufficient gains, threats to values and ideals- not like the proposal and resentment and interference.
UNIT 3: RESISTANCE TO CHANGE

INTRODUCTION
3.1 Introduction
Resistance to change come in different forms and many people resist change because of so many reasons. Have you ever resisted change before?  Research findings (cf. Dalin, 1978; Gjerde, 1983; Lovell & Wiles, 1983; Hanson, 1985; Coetsee, 1993) on the management of resistance revealed that organisations (i.e. schools) clearly differ in respect of their willingness to change and manage change. The resistance to change often does not occur as resistance to change itself, but as resistance to the psychological and social results of the change. Hall and Hord (1987) cited in Westhuisen, (2013) indicated that the head teacher is primarily responsible for the implementation of change in the school and must therefore be aware not only of the factors that cause resistance, but be thoroughly conversant with the manner in which resistance to change in his/her school must be managed. The aforementioned implies that rash actions, whether taken by the head teacher (managing body) or the supervisor of the subject to implement a new dispensation or new programme at school, could be unsuccessful primarily due to the resistance that develops.
The manner in which the head teacher (school community) reacts to the change depends to a large extent on whether he/she feels that such events threaten the interests of the school, to what extent it is prescribed or enforced, and whether adequate opportunity is created for personal participation. Confronted by unforeseen events which can cause uncertainty about established values and practices, the head teacher will, as a rule, try to neutralise or obviate the change (Smith & Crane, 1990). But when confronted by the realities that the educational dispensation is already in the process of change and resistance does exist, the correct procedure to follow is to keep the head teacher informed on how the resistance can be managed. Another reason why the head teacher should know how to manage resistance to change in education is that change places enormous pressure on members of staff. According to Gerber et al., (1994:108 - 117) a large majority of members of staff is not prepared for the demands made on them by the change. It has been averred that these staff members are often victims of tension accompanied by the various related symptoms, such as frustration, exhaustion, insomnia and moodiness, to mention a few.
Continual tension can further give rise to burn-out, which is gradually becoming more prevalent in teaching. If the head teacher knows how to handle resistance to change in education, he could apply this knowledge positively to the advantage of the school and the school community. Possible resistance can be decreased when implementing the change and the psychological reaction of the teacher (as well as pupil and school community) to protect him/her/itself against the effect or results of change and the accompanying tension can also be minimised. Furthermore, change can be implemented fairly easily if the head teacher knows and has insight into the nature, reasons, reactions and forms of resistance to change, and also knows how to handle and manage change in the school.
3.2 Learning Outcomes
By the end of this unit, you will be expected to::

· Explain what is involved in restraining forces against impending change 
· Identify different psychological reasons for change
· Describe the phases of resistance to change 
Time Frame 

This unit will be taught in two hours of the assigned three hours per week in any given residential. 
3.3 RESTRAINING FORCES AGAINST IMPEDING CHANGE
	Restraining forces against impeding change 

As you may know not everyone is going to embrace change. Let us look at some of the restraining forces in more detail.
Management

Some managers may make hasty decisions which are poorly timed and unclear. Other managers may be indecisive and put off making a decision, creating uncertainty. Either one of those situations may eventually cause employees to lose confidence in the decision-making abilities of management. Changes that threaten to eliminate jobs usually face strong resistance. For example, most organisational restructuring involves the elimination of some middle management positions. Consequently, middle managers may resist restructuring. 

	Employees

Any change to an organisation and its operating procedures will eventually impact on the level and type of staffing. Many human resource management consultants argue that staffing considerations are one of the most entrenched reasons for employees to resist change. Employees may also resist change because they are worried that they cannot adapt to the new procedures, which threaten established work routines. This is made worse if training is not provided. No matter how technically or administratively perfect a proposed change may be, staffing issues may make or break it.
Time 

In some circumstances, not enough time is allowed for people to think about the change, accept it, and implement it. In other situations, the timing is poor. An organisation may invest years and millions of dollars in a change, only to find the external environment has changed so much that the plan devised for success is no longer applicable.

	Competitors 
When a competitor dominates the marketplace, other organisations may be reluctant to initiate major changes because they fear it will be a waste of time and resources. They prefer instead to be content with their existing market share and operational procedures. They perceive the barriers to change and competition are too high.
Low productivity 

When a change is implemented it will usually cause some disruption to the existing operating systems and work patterns. For example, whenever employees are promoted or reassigned, cultural and group dynamics are disrupted. The introduction of a major change, such as a merger or acquisition, may result in a complete break- down of the existing corporate culture. This can create a feeling of mistrust and suspicion among the employees. As a result, productivity may decrease, even if only in the short term. The fear of a reduction in productivity is why some organisations are hesitant to embrace change. Change can have a major impact on people. The loss of security, feelings of lack of control, fear of the unknown, and uncertainty about the future can lead rapidly to low morale and in turn low productivity. The situation is made even worse if there is poor leadership and management during times of change.

	Organisational inertia 

Organisational inertia refers to management’s inactivity or lack of response when faced with proposed changes. Some managers resist change because it requires moving outside and away from their ‘comfort zones’. Many employees and man- agers of the typical organisation desire a safe and predictable status quo. Such an attitude is summed up in the phrase, ‘But we don’t do things that way here’. 
Legislation

 Legislation must be complied with, and it can act as a restraining force. This occurs when the legislation places restrictions on certain operational practices and procedures. For example, the Zambian constitution does not allow corporal punishment to be applied to any person as this becomes an affront to their individual rights.


	Cost A major reason for resistance to change is the financial cost of its implementation. Even given sufficient   finances, an organisation contemplating change must weigh up the costs and benefits of the change. Well-informed, calculated decisions to proceed will minimise the risk and enhance the long-term viability of the change.


Van der Merwe (in van Deventer & Kruger, 2003) identifies two types of resistance to change: psychological and organisational reasons.
3.4  Types of Resistance to Change
	Psychological Reasons 
Of all the psychological reasons or factors that give rise to resistance to change the following are the most common (Van der Westhuisen, 1997; De Villiers, 1989):
Loss of the familiar and reliable 

As soon as any deviation from a familiar situation occurs or existing practices are discounted, a feeling of insecurity if experienced that gives rise to resistance to change.

	Loss of personal choice and values 

Familiar environments, habits or practices provide trust and security, whereas change contributes to a lack of self-confidence.

	Possible loss of authority

Change can affect an individual’s existing position of authority. An unwillingness to surrender the status quo is then the manifestation of fear of losing existing status and prestige.
Not understanding the reasons for change 

Insufficient information results in not understanding the significance of change. In general, educators need proof that their existing practices do not work before they will consider change.

	Lack of skills and motivation 

Rather than admitting their lack of the necessary skills to deal with the proposed change as their real reason for resisting such change, educators often attribute their resistance to the nature of the proposed change itself. Moreover, educators whose motivation for achievement and work is low are unlikely to be receptive to any form of change.
Meaningless change

If changes are not meaningful, they are not considered necessary
Fear of change

Teachers have limited ability to change, often they feel threatened. Teachers may feel that they have developed a stake in the status quo and then view change as a vote of   no confidence in their work.

	Competition

Teachers are usually unwilling to accept another individual’s ideas in place of their own.

	A low tolerance for change

Teachers often do understand the necessity for change, but are emotionally unequipped to assimilate or implement it.

	Various (mistaken) perceptions in respect of change 

Teachers may argue that their work is not good enough and that their promotion or posts could be in jeopardy.

	Non involvement

Individuals may be involved in change but not in the planning of the change. Because the school is a composite structure, all interested parties should be involved in the planning and implementation of change.

	Pressure

Too much pressure at work is usually associated with change because new documents and regulations must be compiled.

	Habit and dependence

The status quo is often good only because teachers have become accustomed to it and feel dependent on the familiar. That is why an individual tends to act the way he or she has always acted instead of changing or accepting change.

	Inadequate feedback

Lack of effective evaluation methods sometimes makes it difficult to determine the relationship between actual and the planned objectives of change.

	Lack of skills

Teachers often offer resistance to change due to the nature of the change, rather than because they lack the necessary skills to handle both resistance and change


	3.5  PHASES OF RESISTANCE TO CHANGE
Phase1: Shock

An individual’s first and natural reaction to change is an intense feeling of interference in his life.

	Phase 1: Shock.  
An individual’s first and natural reaction to change is an intense feeling of interference in his life.

	Phase 2: Counter-reaction. 
This is manifested in the immediate rejection of change. Related reactions are withdrawal from and avoidance of change, accompanied by escapism, which is a form of ignoring of the necessity of change.

	Phase 3: Grouping. 
Individuals form themselves into groups representing those in favour of and those of and those against change. In these groups change is collectively discussed and explained. 

	Phase 4: Anxiety. 
That change is being brought about, irrespective of people’s reactions, develops. An inability to accept the proposed change may be projected onto someone else, and that the person be blamed for the change. A safe space is thus created to defend the status quo and to provide sufficient time to become accustomed to the change.

	Phase 5: Rationalisation. 

A change in focus from the past to the future occurs during this phase. Those concerned try to understand what the change is all about.

	Phase 6: Acceptance. 
New situations and customs are tested, and support for the change starts to develop.

	Phase 7: Internalisation. 

New relations, procedures and practices have been tested and insight gained into the new, changed working situation, which now becomes the norm.



3.6 THE VALUE OF RESISTANCE TO CHANGE
Resistance to change can make a positive contribution to the management of resistance. That is why resistance to change is desirable and even necessary. 
	The most important contribution that resistance makes to change is:

· It points to a need for more information on the nature, aim and value of the change.
· It can lead to better communication between the Ministry of Education, the head teacher and members of staff.
· Specific problem areas can be identified.
· It can lead to the improvement in planning the change and a better implementation thereof.
· Resistance can also give an indication of how intensely staff members experience resistance to change.


It therefore appears that change usually takes place despite the resistance to it. Resistance to change is merely a signal that the change has not been handled or managed properly. That is why resistance to change can also be valuable.

Review Assessment
1. Briefly discuss the difference between the internal and the external environments

2. Using examples, briefly discuss each of the following:

(a). internal sources of change

(b). external sources of change
3. Demonstrate how resistance to change can be of value to the change efforts you would want to   

    implement?
4 What do you understand by psychological and organisational reasons for change? 
     Briefly discuss three examples of each type.
3.7. SUMMARY
In this unit, we have learnt that when a change is implemented it will usually cause some disruption to the existing operating systems and work patterns. For example, whenever employees are promoted or reassigned, cultural and group dynamics are disrupted. The introduction of a major change, such as a merger or acquisition, may result in a complete break- down of the existing corporate culture. This can create a feeling of mistrust and suspicion among the employees. As a result, productivity may decrease, even if only in the short term. The fear of a reduction in productivity is why some organisations are hesitant to embrace change.
UNIT 4: MANAGING THE CHANGE PROCESS 
INTRODUCTION

4.1. Introduction
After going through change in your working environment as a leader, how do you manage change? Of course it is very difficult to manage change, but with time you are able to manage it. The change management process is the sequence of steps that a manager would follow for the successful implementation and adoption of change. You should remember that long-term structural changes have four characteristics: scale (the change affects all or most of the organisation), magnitude (it involves significant alterations of the status quo), duration (it lasts for months, if not years), and strategic importance. Yet institutions will reap the rewards only when change occurs at the level of the individual employee.

When contemplating change, you should be concerned about how the work force will react to the change, how to get your team to work together, and how you will be able to lead your people. Another of concern should be about retaining the institution’s unique values and sense of identity and about creating a culture of commitment and performance. Always remember that, leadership teams that fail to plan for the human side of change often find themselves wondering why their best-laid plans have gone awry.
4.2 Learning Outcomes

By the end of this unit, you will be expected to:

· State how to address the change management using “human side” 

· Describe Kotter’s eight-step model of management
· Name all the ways of managing change effectively 
Time Frame 

This unit will be taught in two hours of the assigned three hours per week in any given residential. 
4.3 CHANGE MANAGEMENT
No single methodology fits every institution, but there is a set of practices, tools, and techniques that can be adapted to a variety of situations. What follows is a list of guiding principles for change management. Using these as a systematic, comprehensive framework, leaders can understand what to expect, how to manage their own personal change, and how to engage the entire organisation in the process. Here is what you can do:
	4.3.1 Address the “human side” systematically 
Any significant change creates “people issues.” New leaders will be asked to step up, jobs will be changed, new skills and capabilities must be developed, and employees will be uncertain and resistant. Dealing with these issues on a reactive, case-by-case basis puts speed, morale, and results at risk. A formal approach for managing change - beginning with the leadership team and then engaging key stakeholders and leaders- should be developed early, and adapted often as change moves through the organisation. This demands as much data collection and analysis, planning, and implementation discipline as does a redesign of strategy, systems, or processes. The change-management approach should be fully integrated into programme design and decision making, both informing and enabling strategic direction. It should be based on a realistic assessment of the organisation’s history, readiness, and capacity to change.
4.3.2. Start at the top

Because change is inherently unsettling for people at all levels of an organisation, when it is on the horizon, all eyes will turn to the leader and the leadership team for strength, support, and direction. The leaders themselves must embrace the new approaches first, both to challenge and to motivate the rest of the institution. They must speak with one voice and model the desired behaviours. The management team also needs to understand that, although its public face may be one of unity, it, too, is composed of individuals who are going through stressful times and need to be supported. Management teams that work well together are best positioned for success. They are aligned and committed to the direction of change, understand the culture and behaviours the changes intend to introduce, and can model those changes themselves.

	4.3.3. Involve every layer

As change efforts progress from defining strategy and setting targets to design and implementation, they affect different levels of the organisation. Change programmes must include plans for identifying leaders throughout the institution and pushing responsibility for design and implementation down, so that change “cascades” through the organisation. At each layer of the organisation, the leaders who are identified and trained must be aligned to the institution’s vision, equipped to execute their specific mission, and motivated to make change happen. This approach is also a superb way for an institution to identify its next generation of leadership.

	4.3.4. Make the formal case
Individuals are inherently rational and will question to what extent change is needed, whether the school is headed in the right direction, and whether they want to commit personally to making change happen. They will look to the leadership for answers. The articulation of a formal case for change and the creation of a written vision statement are invaluable opportunities to create or compel leadership-team alignment. Three steps should be followed in developing the case: First, confront reality and articulate a convincing need for change. Second, demonstrate faith that the institution has a viable future and the leadership to get there. Finally, provide a road map to guide behaviour and decision making. Leaders must then customise this message for various internal audiences, describing the pending change in terms that matter to the individuals.


	4.3.5. Communicate the message

Too often, change leaders make the mistake of believing that others understand the issues, feel the need to change, and see the new direction as clearly as they do. The best change efforts reinforce core messages through regular, timely advice that is both inspirational and practicable. Communications flow in from the bottom and out from the top, and are targeted to provide employees the right information at the right time and to solicit their input and feedback. Often this will require over communication through multiple, redundant channels. Timely, constant, and practical communication should be at the heart of the change programme.


	4.3.6. Create ownership

Leaders of change programmes must over-perform during the transformation and be the zealots who create a critical mass among the work force in favour of change. This requires more than mere buy-in or passive agreement that the direction of change is acceptable. It demands ownership by leaders willing to accept responsibility for making change happen in all of the areas they influence or control. Ownership is often best created by involving people in identifying problems and crafting solutions. It is reinforced by incentives and rewards. These can be tangible (for example, financial compensation) or psychological (for example, camaraderie and a sense of shared destiny).


	4.3.7. Assess the cultural landscape

Successful change efforts pick up speed and intensity as they cascade down, making it critically important that leaders understand and account for culture and behaviours at each level of the organisation. Institutions often make the mistake of assessing culture either too late or not at all. Thorough cultural diagnostics can assess organisational readiness to change, bring major problems to the surface, identify conflicts, and define factors that can recognise and influence sources of leadership and resistance. These diagnostics identify the core values, beliefs, behaviours, and perceptions that must be taken into account for successful change to occur. They serve as the common baseline for designing essential change elements, such as the new corporate vision, and building the infrastructure and programs needed to drive change.


	4.3.8. Address culture explicitly

Once the culture is understood, it should be addressed as thoroughly as any other area in a change programme. Leaders should be explicit about the culture and underlying behaviours that will best support the new way of doing business, and find opportunities to model and reward those behaviours. This requires developing a baseline, defining an explicit end-state or desired culture, and devising detailed plans to make the transition. Institutional culture is an amalgam of shared history, explicit values and beliefs, and common attitudes and behaviours. Change programmes can involve creating a culture, combining, or reinforcing cultures. Understanding that all institutions have a cultural centre- the locus of thought, activity, influence, or personal identification- is often an effective way to jump-start culture change.

	4.3.9. Prepare for the unexpected

No change programme goes completely according to plan. People react in unexpected ways; areas of anticipated resistance fall away; and the external environment shifts. Effectively managing change requires continual reassessment of its impact and the organisation’s willingness and ability to adopt the next wave of transformation. Fed by real data from the field and supported by information and solid decision-making processes, change leaders can then make the adjustments necessary to maintain momentum and drive results.


	4.3.10. Speak to the individual

Change is both an institutional journey and a very personal one. People spend many hours each week at work; many think of their colleagues as a second family. Individuals (or teams of individuals) need to know how their work will change, what is expected of them during and after the change programme, how they will be measured, and what success or failure will mean for them and those around them. Team leaders should be as honest and explicit as possible. People will react to what they see and hear around them, and need to be involved in the change process. Highly visible rewards, such as promotion, recognition, and bonuses, should be provided as dramatic reinforcement for embracing change. Sanction or removal of people standing in the way of change will reinforce the institution’s commitment. Most leaders contemplating change know that people matter. It is all too tempting, however, to dwell on the plans and processes, which don’t talk back and don’t respond emotionally, rather than face up to the more difficult and more critical human issues. But mastering the “soft” side of change management needn’t be a mystery.

	


4.4. KOTTER’S EIGHT-STEP MODEL MANAGEMENT

Researcher John Kotter maintains that the change management process consists of the following eight steps.
	4.4.1. Kotter’s eight-step Model of Management of Change

i) Create urgency
Examine the current market opportunities and threats and analyse the organisation’s competitive position. This will highlight impending crises or potential opportunities. People are more willing to embrace change when they see it as a response to an existing or future problem or possibility.
ii) Form a powerful coalition


	Establish a team of people to act as facilitators. They should have the relevant authority, recognition and respect within the organisation.

	iii) Create a vision for change
Provide employees with a clear, shared sense of direction that will allow them to achieve a common objective. Without a vision, there can be no cooperation and commitment, which makes adopting change almost impossible.
iv) Communicate the vision
Share the vision with people who will be affected by the change. Use a wide variety of communication channels to make sure the message is transmitted to as great an audience as possible. Regardless of the form of communication used, the groundwork must be laid and the advantages of the change explained before people will go along with the change. Communicating the vision builds cohesion between employees and helps dispel fear of the unknown (a common cause for resistance to change).
v) Remove obstacles
Recognise that personal involvement through participation tends to defuse both rational and irrational fears about change. People who have the opportunity to be actively involved in the change process generally develop a sense of ownership. Training and development may be necessary if new skills and competencies are required.
vi) Create short-term wins
Recognise that most employees want to feel that their contributions have been worth the effort and are recognised and appreciated. Recognition and reward should be given throughout the change process to encourage further risk taking and reinforce the positive aspects of embracing change.
vii) Build on the change 
As the change process proceeds, assemble the benefits attained into the organisation’s operating procedures and systems. Modify existing policies and procedures that no longer match the changed systems. One this is accomplished, the new structure becomes a solid base upon which more change may be made- the process of continuous improvement.
viii) Anchor the change in corporate culture
As the final stage in the change process, make a clear statement to show the connections between the new procedures and the success of the organisation. This closes the loop of the change process and provides a positive experience from which further changes can be initiated.
4.5.  Managing change effectively- low-risk strategies 

Organisations often fail to manage change well. Their record tends to be poor because, in the upheaval of a restructuring process, employees - the most crucial group of all - are often neglected. As well, existing communication channels often break down in the highly emotional climate that surrounds a change program. Low-risk strategies to achieve successful change rely on communication, employee involvement in the change process, training, support and negotiation. A great deal of research has been conducted on the most appropriate methods to reduce resistance to change. The majority of this research indicates that the environment created by the manager or supervisor can greatly affect employee acceptance, regardless of where or how a change originates. The figure below out- lines several strategies for creating a positive, low-risk environment for change.



	4.5.1. Low-risk strategies for managing change 

i. Communication 
The greater the sharing of information during the change process the greater the level of trust between management and employees. Maintaining open lines of communication assists in the sharing of information at all levels of the organisation. As communication is a two-way process, leaders and managers also need to ensure that they provide all employees with the means to communicate their feedback, both positive and negative, to those leading the change.
ii. Support

Organisational change may result in some positions being terminated, so those likely to have their employment terminated need to be given appropriate support. This could involve the provision of assistance to find new employment. This sort of support is not only essential for the employee leaving the organisation, but is also important for maintaining the morale of other staff. If employees see their friends being treated poorly, they will be less supportive of the change process.
4.5.2. High-risk strategies 

The range of tactics examined so far relies on communication, involvement, sup- port and negotiation — low-risk tactics. At the other end of the spectrum are some high-risk tactics. They are considered high risk because their failure may generate negative outcomes. These tactics run the risk, for example, of generating ill feeling between employees and employers, which can permanently damage working relationships. Ultimately, any gains made may be outweighed by the instability within the organisation. 
4.5.3. High-risk Strategies for Managing Change

i. Manipulation 
If an organisation wishes to introduce new technology, it may inform its staff of the exciting new training and promotional opportunities that the change will provide. However, it may withhold the fact that the new technology will result in a number of forced redundancies. This is an example of manipulation. Manipulation involves exerting undue influence over an employee that may be deceptive in order to get them to behave a certain way. While some people regard manipulation as skilful or artful, others argue that it is deceptive and devious and therefore an unethical practice.
ii. Co-optation
Co-optation refers to involving an influential member of the potential resistors to take part in the development and implementation of the change process. Usually, the role is symbolic and carries with it little authority; that is, the individual has very little input in the change process. He or she is part of the process in name only, but cannot claim they have not been consulted. The danger of this tactic is that it can backfire if the individual recognises what is being done and feels used. As with manipulation, some people regard this practice as unethical.
iii. Threat
A head teacher who will not or cannot invest the time and effort required for the other tactics may resort to the use of power to force change resistors to conform. This tactic usually involves some type of direct or indirect threat. Threats may involve loss of promotion, transfer, overtime or ultimately, termination. An organisation that faces competition from imported products, for example, may advise its staff of the need to change work practices and accept a reduction in entitlements in order to lower the costs of production- or alter natively, four staff positions will have to be terminated. The danger with this tactic is that people may appear to be compliant on the surface but are resentful underneath. This can lead to an increase in resistance, possibly culminating in industrial sabotage, grievance complaints, compensation claims for stress and harassment, and industrial disputes. While the threat tactic may be used in some situations that require a speedy response, constantly relying on it as a ‘quick fix’ may obstruct future changes.
iv. Training
If change is to be successful, employees taking on different roles and duties need to be thoroughly trained to take on their new duties. Good training programs inspire confidence in staff that they will not be left behind in the process of change.
v. Negotiation
It is important that all stakeholders feel they can have input into those decisions that have a direct effect on them. Top-down direction can lead to mistrust and lack of confidence in the process. Encouraging negotiation processes can empower employees and enhance their support for the direction of change.

vi. Participation and teamwork

Giving everyone the opportunity to participate in functional teams, working together on clearly specified tasks, allows everyone to ‘buy in’ to the process. The organisation should also identify individuals who can act as supportive change agents. Such people fulfil a crucial role in helping to establish a positive and supportive culture. Change agents may include members of the management team, employees of the business or outside consultants.
4.6. Methods to manage resistance to change

School head teachers are sometimes unaware of the various methods that can be utilised to decrease resistance to change, and the advantages and disadvantages of the relevant methods. The following are some of the most the most important methods, popular and frequently used approaches to overcome resistance to change: education and communication, participation and involvement, facilitation and support, negotiation and agreement, manipulation and co-optation, and explicit and implicit coercion (Anderson, 2011; Duke, 2011; Harvey, 2010; Kotter & Schlesinger, 1979; Robbins, 1984; Moerdyk & Fone, 1988; Lunenburg & Ornstein, 1991).



	i. Education and communication

A common method which diminishes resistance to change, is to inform and educate the teachers involved as early as possible about the necessity for and logic of the change. This method can, for example, comprise individual discussions, group discussions, memoranda and reports. By discussing the reasons for change and listening to understand the needs a, Id viewpoints of those involved, will enable both the school principal and teacher to understand why the change is (or is not) necessary. This method is particularly suitable when resistance is due to insufficient or inaccurate information and results in prejudice; when teachers are naturally conservative and offer resistance; and when the assistance of the teachers who offer resistance is needed for implementing the change. Initially, however, this method is dependent on mutual trust between the school principal and the teachers who offer resistance to it. The method also demands time and effort, especially when many individuals are involved.


	ii. Participation and involvement 

People enjoy taking a decision on an issue themselves. The implication of this is that teachers must be involved in the change as soon as possible so that they accept responsibility for it. It is unlikely that individuals will offer resistance to change when they have shared in the decision-making and therefore also the responsibility for it. This method is specifically used when the school principal does not have all the information necessary to bring about the change, and the staff members have sufficient power to wreck the plan. An advantage of this method is that teachers will be motivated by their commitment (psychological ownership) to generate ideas and information and will co-operate in applying it. A disadvantage is the possible squandering of time and also the possibility that poor solutions will be provided for problems. Critical yet objective monitoring processes, however, can to a large extent preclude this disadvantage.

	iii. Facilitation and support 

As an agent of change, the school principal can apply a vast series of support techniques to diminish resistance to change. Examples of these are: the provision of re-educational and emotional support programmes, understanding and an opportunity for those involved to talk while he listens attentively. The method is particularly suitable when the tension level of those involved is high, or when staff members experience adjustment problems and consequently offer resistance. The disadvantage of the method is that it is time-consuming and expensive, success is not controllable and the school principal must receive training in the relevant skills.
iv. Negotiation and agreement
A further method which the school principal can employ to handle potential resistance to change is to "exchange" something of value for a decline in the resistance. It comprises for example, negotiation with a view to attaining a satisfactory agreement with workers' unions or individuals, such as an increase in pension benefits in lieu of early retirement. The method can be applied when a teacher or group of teachers with high measure of resistance limits growth and development. The advantage of this method is that it solves a high level of resistance with relative ease and rapidity. Disadvantages are, inter alia, that it can result in high costs and an individual or group is made more aware of the negotiating skills, which could delay the solution process. It can also be time-consuming to reach agreement by means of negotiation.


	v. Persuasion and influence 

When change is urgent and the school principal has a great deal of influence, use can be made of persuasion and influence. The method can be used constructively when the majority of teachers accept the envisaged change and only a few teachers offer resistance. The advantage of this method is that speedy results can be obtained with far less resistance as, for example, in the case of coercion. A disadvantage, however, is that it will take a great deal of time to persuade and convince a group or groups of teachers that the change is necessary.
vi. Manipulation and co-optation
Manipulation comprises the isolation of the teacher or group of teachers who offers resistance to the change. It can be done by withholding information, distorting information so that it appears more acceptable, or controlling events artificially. Co-optation is a form of both manipulation and participation. By co-optation the leader(s) of the group of teachers who offer resistance, is/are given a key role in the planning or implementation of the envisaged change. The leader's advice is not necessarily required in order to take better decisions, but to employ his status, authority and power to involve the group in the implementation of the change.

	vii. Manipulation and co-optation
Manipulation comprises the isolation of the teacher or group of teachers who offers resistance to the change. It can be done by withholding information, distorting information so that it appears more acceptable, or controlling events artificially. Co - optation is a form of both manipulation and participation. By co-optation the leader(s) of the group of teachers who offer resistance, is/are given a key role in the planning or implementation of the envisaged change. The leader's advice is not necessarily required in order to take better decisions, but to employ his status, authority and power to involve the group in the implementation of the change. The ethical aspects of this method can be a stumbling block to the school principal who has high regard for values such as honesty, sincerity, genuineness and spontaneity. The method is used primarily as a final effort when no other method succeeds or is wasteful. The advantage of the method is that it is a relatively inexpensive and quick solution for resistance problems. The disadvantage is that it implies an unethical action in which teachers are disadvantaged or manipulated. The danger also exists that those involved could become aware of the fact that they have been misled, and this could seriously affect the principal's credibility.


	viii. Force
The method comprises coercion by the school principal to adapt to the change by way of threats for example, job loss, withholding promotion, dismissal and transfer. The method is used when it is imperative to implement and conclude change swiftly and the school principal has sufficient authority. This method has the advantages of rapid application and crushing any type of resistance. The disadvantage is that negative feelings such as frustration, fear, aggression and loneliness could ensue.


Head teachers who are good at managing change process possess a distinct mix of knowledge, skills, personal attitudes and values. According to Everand and Morris, and Reitzburg and burrello 1995), (as cited in Deventer and Kruger, 2003:45), this mix demands that head teachers

· know exactly what they want to achieve

· interpret proposed changes not only from their own viewpoint but also that of others

· show irrelevance for tradition but respect for experience and insight

· plan flexibly, matching consistency of ends against a repertoire  of available means

· are not discouraged by setbacks

· harness circumstances to enable change to be implemented

· explain change be means of two-way communication and maximum information about possible outcomes

· involve their staff in management of change and protect security

· do not pile one change on top of another, but await assimilation

· present change as a rational decision

· make change personally rewarding for people, wherever possible

· show that change is related to survival and developmental excellence

· have a history of successful change behind them

4.7. THE RELATIONSHIP BETWEEN CHANGE AND MANAGEMENT 
       A CATALYST FOR IMPROVEMENT

In your own understanding as a manager, what would you say is the relationship between change and management? It is true that we may have a lot of different responses to such a question depending on our leadership styles and skills, but however scholars such as Hargreaves and others will help us understand more about this. Various researchers in school improvement and leadership confirm the link between change and management in education (Hargreaves et al. 2007; Robinson, Lloyd & Rowe, 2008). This strengthens the argument that improvement and management and leadership are essential building blocks for educational change.
Furthermore, the relationship between change and leadership can be explained in two ways. Firstly, educational reform or improvement is about change and change in education is about improvement. Then if change is to bring about lasting improvement, effective leadership is required to lead in the change effort and to direct it towards this end. If education reform is about improvement, then leadership is about moving forward and sustaining such improvement for lasting reform, In short, “effective leadership is a key component of lasting reform efforts” McRel, 2001:1). 

Secondly, leadership needs change in order to bring about improvement. Changes in the operation of schools have provided head teachers with incentives to improve their thinking, styles, behaviours and approaches in the best interest of their transformed work settings.

Change in education is quite often expressed in terms of its meaningfulness or utility, that is, the contributions it makes towards improvements; whether such changes affect the state of mind (mental changes), physical resources (structural changes), processes (operational changes) or outcomes (resultant changes). Regardless of where the effects of change are felt, change will be rejected or accepted on the basis of its meaningfulness- people’s ability to make sense out of it. Change is meaningful in so far as it brings improvement in people’s lives. To successfully articulate and communicate this change to people on the receiving end demands effective leadership. The meaningfulness of change may also be articulated in terms of the time at which it occurs (temporal), where it occurs (spatial change) and how it occurs (technical change).

It is therefore important that management recognises and understands the four ‘Ps’ (purpose, picture, plan and part) of the proposed change. Once it does this then managing the change will be easy. The basic purpose of the change and the reason why the change is necessary has to be clearly understood by both management and the staff. A picture needs to be painted of the outcomes of the change and this must be part of the vision building process. Management needs to encourage ownership of the change or ‘buy-in. It is also necessary for management to produce and discuss an outline plan which should be included in development or improvement plan. The will need to be modified depending on what happens during implementation. Finally, management should make sure that each person is given a part to play in both the plan and the outcome itself- subordinates need to know how they can contribute and participate.

Review Assessment 
1. Identify and explain any five steps on how you can manage high-risk strategies for Managing Change.
2. Describe any four methods one can manage resistance to change

Activities
In your groups four, on your manila papers for presentations: discuss the composition  of coercion by school managers.

4.8. SUMMARY
This unit was able to explain to us on we can manage high-risk strategies for Managing Change and also how one can manage resistance to change. 
It was also learnt that the methods of managing resistant change comprises of coercion by the school principals to adapt to the change by way of threats for example, job loss, withholding promotion, dismissal and transfer. The method is used when it is imperative to implement and conclude change swiftly and the school principal has sufficient authority. This method has the advantages of rapid application and crushing any type of resistance. The disadvantage is that negative feelings such as frustration, fear, aggression and loneliness could ensue.
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