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Rezumat
Organizational change management or "the approach to the transition of individuals,
teams and organizations to a desirable future state" as defined by John Kotter (Kotter,
2011), is a competitive advantage in crisis situations. Although the discipline has
advanced significantly in recent decades in terms of theoretical substantiation, practical
application of the model is inadequate, several authors reporting success rates below
40%. The challenge of the economic crisis urges managers and specialists to look for
new solutions and tools to facilitate change in actual organizational and economic
situations. In addition, there is a growing tendency to shift from a linear approach,
strictly phased, focused on technical aspects of organizational change, towards a
holistic, integrated approach which allows management of all human, cultural and
technical issues simultaneously.
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1. INTRODUCTION
Organizational Change Management is already a familiar presence in the set of skills and
competencies of the modern manager, especially in the context of the economic crisis of the
last years, when adapting to a dynamic economic environment - subject to significant, rapid
and complex changes - represents a serious competitive advantage (Uhl, 2012).
Organizational change management is defined by John Kotter and Leonard Schlesinger as
"the process of identifying sources of resistance to change and providing ways to overcome
them” (Burdus, 2000), or by John Kotter, in another context, as "the approach to the transition
of individuals, teams and organizations to a desirable future state "(Kotter, 2011). Eugen
Burdus et al. propose the following broad definition: "Organizational change management is
the overall process of forecasting, organizing, coordinating, training and controlling measures
of replacement, modification, alteration or transformation of the form and content of the
organization, with the purpose of increasing efficiency and competitiveness” (Burdus et al.,
2000).
Organizational change management is recognized as a discipline described in theoretical
and practical terms and applied widely in private companies in the U.S. since the 80`s,
although the first studies on the subject, theoretical substantiating the discipline date back to
the 50's. Before this, organizational changes were not seen as separate processes within
organizations and did not have a structured and effective approach. The first significant
papers in the field were published by Kurt Lewin, addressing organizational change by
describing linear process steps primarily from a psychological perspective, specifically the
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impact on the people involved in the change, and overcoming inertia and resistance to change
(Cameron & Green, 2009).
In the '70s and '80s big U.S. corporations use change management in their organizations
and widely implement change programs in order to provide significant cost reductions in
overcoming the economic crisis and successful implement technological innovations (Change
Management History, 2013).
A new theoretical body that models the organizational change management process is
developed in a complementary manner. An example of this is the eight step model, proposed
by one of the most influential authors in the field, John Kotter (Degnegaard, 2010), which is
closely related to the leadership theory, proposing a central role for the organization's
leadership in the implementation process of organizational change: "the leader is the driver of
change" (Kotter, 1996).
In the 90`s, with the development of new technologies, Organizational change
management is spreading beyond the big corporations environment, exceeds the status of
novelty and becomes a necessity for all organizations. The rapidity and scale of change
compels organizations to seek more efficient theoretical models, methods and tools to
facilitate change and reduce costs. Thus, during this period, large corporation leaders,
dissatisfied with the results of implementing top-bottom change processes, create a new
position within the organization: a leader responsible for organizational change, in particular
for managing human resources issues (Anderson & Ackerman Anderson, 2001a).
Since 2000, Organizational change management is widely accepted and becomes a core
competency of managers and leaders. According to data available in the specialized literature,
using appropriate Organizational change management methodologies increased from 34% in
2003 to 72% in 2011 (Change Management History, 2013).
2. ORGANIZATIONAL CHANGE PROJECTS SUCCESS
Experts agree that the main aspect of Organizational change management, which causes
projects to succeed or fail, is represented by the human resources of the organization. Any
approach that ignores human aspects, the psychology and development of people involved
(employees, managers, promoters / change agents, stakeholders), is more likely to fail.
According to data published by John Kotter in 1995, approx. 70% of organizational change
initiatives fail (Kotter, 1995). Further research undertaken by Scott Keller and Carolyn Aiken
confirms maintaining this percentage despite the apparent evolution in the field of
Organizational change management (Scott & Aiken, 2009). Recently, Axel Uhl confirms
previous statistics and provides similar data: a success rate of organizational change projects
below 40% (Uhl, 2012).
Keller and Aiken stated in McKinsey Quarterly, in April 2009, that the poor success rate of
Organizational change management is due to two main elements concerned, respectively
employees attitude and managers behavior. In order to overcome these obstacles and
considering the nature of the human resource of the organization, including its irrational and
unpredictable character, the two specialists propose a set of four conditions needed for a
successful organizational change:
1.
The proposed change project should “tell a story” appealing for all key
stakeholders;
2.
Provide an appropriate behavior model, which is adapted to the envisaged change;
3.
Strengthen mechanisms to implement and support change;
4.
Build both individual and organizational change ability.
In 2012 the American consultancy company Prosci, leader in the field of Organizational
change management, conducted a study to identify Change Management Best Practices,

407

which highlights, in order of their frequency, five main obstacles to the success of
organizational change initiatives (Top change management obstacles, 2013):
1. Ineffective support of the organizations leaders. 80% of change initiatives that
received an effective support from organizational leaders have met or exceeded objectives.
Problems identified by experts related to this obstacle include: low involvement or conflict,
respectively low commitment to change from the initiators of the change process; lack of
alignment between the goals and objectives of the organizational change process, creating
confusion among employees; lack of authority of the initiators.
2. Insufficient resources allocated for change management. If the organization’s
management does not really support organization change initiatives and allocate insufficient
or inadequate human resources, materials, etc., it can hinder or even sabotage the change
process.
3. Employees’ resistance to change. The authors note that a certain resistance to change
is inevitable, but recommend two areas of action to compensate it: top management level –
increase the understanding of the need to change (or substantiation of change); middle
management level – highlight how change affects people in the organization. Among the
causes of employees’ resistance to change, the following were identified: lack of
understanding of change necessity; attitude of employees who are near retirement or who do
not want to learn something new (systems, tools, skills); feelings of insecurity in the face of
change; unpleasant experiences related to previous change processes; employees’
involvement in too many change initiatives.
4. Middle management resistance to change. Managers’ resistance to change at this level
has the following reasons: limited understanding or acceptance of the need for change;
uncertainty in the face of change and fear of job loss; lack of knowledge and skills in change
management; lack of time to properly manage the change process.
5. Poor communication. Clear, transparent and honest communication regarding the need
and impact of change is critical to the success of the initiative. Also, the person who transmits
messages must have sufficient authority within the organization so that the communication
has an impact. It is advantageous that the communication process focuses more on change
necessity and less on implementation details, so that people do not lose sight of the main
objective during the implementation of the change process.
3. CHANGE MANAGEMENT STEPS
As a discipline, Organizational change management benefits from a vast body of work:
varied, uneven and often contradictory. Among these, papers on implementing change in the
private sector prevail compared to those on non-profit and public sectors. This difference is
primarily due to the dynamic and innovative nature of the private sector, and secondly,
managers’ focus on identifying and using new methods and effective tools in leading
organizations.
The major shift in paradigm in change management occurs with the passage from the
"industrial" interpretation of the organizational reality, "the organization is a machine," to the
"emerging" interpretation proposed by the experts, “the organization is a living, evolving
organism” (Ackerman Anderson & Anderson, 2001b). Therefore, proposed models of
Organizational change management evolve from a planned change, which corresponds to a
linear approach of the change process, with clear and predictable steps, to an emerging
change, which is a holistic and integrated approach, in which there is an initiative and an
organic development of the change process that is more facilitated than managed.
In essence, the industrial paradigm (linear approach) considers that the change is a set of
discrete, predictable and controllable events, which can be driven by applying an external
force. Emerging paradigm (holistic approach) considers that there are many types of

408

organizational change, in which the transformation is an ongoing, self-regulating process that
can be facilitated by a positive interaction with the human and organizational elements
involved.
Linear approach
An example of a linear approach to the Organizational change management is provided
by Richard Luecke, who proposes a set of seven essential steps for implementing the change
process established by collaborating with specialists who have successfully tested them in
private companies and corporations (Luecke, 2003):
• Step 1. Mobilizing the energy and commitment of employees by collaboratively
identifying the organization’s problems and solutions. The starting point of any effective
change process is to identify and clearly define the organizational problem, because it answers
the most important question of the employees: "Why is change necessary?”.
• Step 2. Developing a shared vision for organizing and managing change to ensure
competitiveness. Change managers and leaders should develop a coherent vision for the future
of the organization and communicate it fully and clearly to all employees. Vision, which can
be heavily motivational, must be transposed into actions that lead to specific results;
otherwise it will produce the opposite effect.
• Step 3. Identifying leadership. To ensure the success of the change process
implementation, the organization should identify a leader to represent and lead change.
• Step 4. Focusing on results, not on activities. Often the management focuses its
attention and effort on activities that, at least theoretically, lead to good results in the future,
such as training. This approach, however, even if it seems an appropriate choice for the
organization, in fact has little influence on performance at organizational level. To avoid this
pitfall, a solution is the introduction of interim measurable goals that target and stimulate the
change process.
• Step 5. Initiating change in peripheral departments allowing for natural spread to
other departments without top-bottom coercion. Organization-wide change implementation
process is difficult and the likelihood of success is low. It is much easier for change to be
achieved initially at a small scale, preferably in a department with a high degree of autonomy,
and then to be replicated in other departments without major pressure from management.
• Step 6. Formalizing achieved success by instituting new policies, systems and
structures within the organization. Special attention should be given to strengthening results
obtained from the successful implementation of change; otherwise people are tempted to
return to their old habits.
• Step 7. Monitor and adapt strategies in response to the problems of the change
process. Change implementation plans rarely take place according to the initial configuration.
Change implementation process must take into account a certain degree of flexibility to adapt
over time and to manage deviations from the original plan.
Holistic (integrated) approach
Based on a 30-year experience in Change Management, Linda Ackerman Anderson and
Dean Anderson provide a holistic approach to the change process management in their
Change Leader’s Roadmap (Ackerman Anderson & Anderson, 2010). The basic hypothesis
of their work is that an integrated process approach is necessary in leading change, as a
natural or intentional succession of continuous – but not linear – events towards a desired
state or result. In other words, organizational transformation cannot be achieved through a
series of isolated and random events, and a simple set of successive steps is also not enough.
The holistic approach implies equal attention in three important and interdependent areas in
order to achieve the results of a change process implementation:
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• Content: what? needs to change in the organization (the aims of the change process);
• People: who? changes (human resources and dynamics);
• Process: how? the organization is transformed.
There is a three-stage full stream model for the change process that can be customized
according to the organization’s needs:
A. Upstream change stage: Phase I – Prepare to lead the change; Phase II – Create
organizational vision, commitment, and capability; Phase III – Assess the situation to
determine design requirements;
B. Midstream change stage: Phase IV – Design the desired state; Phase V – Analyze the
impact; Phase VI – Plan and organize for implementation;
C. Downstream change stage: Phase VII – Implement the change; Phase VIII – Celebrate
and integrate the new state; Phase IX – Learn and correct the course.
Phase I – Prepare to lead the change. Phase I of the Anderson model aims to clearly
establish a common intention for change, as well as a strategy for a successful transformation.
The change process begins from the moment the wake-up call is acknowledged and the
management decides that a change is necessary. This phase of the process is of critical
importance and covers up to 50-60% of the decisions regarding the change strategy and plan.
In this view, a special attention is recommended for Phase I in order to ensure the design of a
successful change process, having the following objectives:
1. Initiating the change process - once the wake-up call is acknowledged the first step in
preparing the implementation of the change process is its design (description)
2. Staffing the change process - the main risk during this phase is generating confusion
among the newly appointed staff members regarding the conflict between their two roles
within the organization: operational and change leadership
3. Elaborating the case for change in the organization - identifies also the scope and
target groups of change
4. Assessing and building the organization’s readiness and capacity for change,- taking
into consideration the involvement, resources and availability of people to take on new tasks
5. Building the leader’s capacity to lead the change - an organizational change process
requires first of all the personal change of the change leaders. They should actively commit to
their own transformation as a central element of the organizational change.
6. Establishing the overall strategy for change - based on the values and guiding
principles of the change effort
7. Structuring an adequate change leadership system - involves defining the change
leadership roles, governance structures and a clear decision making process for change
management
8. Establishing the engagement strategy - both at personal and operational levels.
Ensuring engagement is the best way to minimize or even eliminate resistance to change
9. Communicating change - the communication plan is established closely to the
engagement strategy and plan, since their objectives are interdependent.
10. Building infrastructure and conditions to support the change effort - ideally, the
change infrastructure is not a rigid bureaucratic structure but a flexible one, that can be
adapted according to circumstances during the implementation.
Phase II – Create organizational vision, commitment and capability. In Phase II the focus
goes from preparing the change leaders to engaging the entire organization in initiating the
change process, the main aims being:
1. Building a collective intent to obtain the desired results, by communicating change
and promoting understanding of change at organizational level regarding change necessity,
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vision and strategy. The content of communication is just as important as the process and the
methods of communication.
2. Building organization capacity for a successful change initiative. All transformational
changes require a change of mindset and behavior from the people involved. Although this
phase is highly important, in practice most organizations find it difficult to successfully
implementing it, since people can perceive this approach too personal or intrusive.
Phase III – Assess the situation to determine design requirements. During Phase III the
following questions are answered, regarding both the operational and cultural/human aspects:
What can be preserved from the current state of the organization?; What can be changed?;
What needs to be rebuilt entirely?
Phase IV – Design the desired state. The aim of Phase IV of the Anderson model is the
design of organizational and cultural solutions that will allow people in the organization to
achieve the desired vision of change. During this phase a distinction is made between the
vision for transformation described earlier in the process and the design of future state.
Designing the future state takes into consideration that it serves the people involved in
implementing the change process.
Phase V – Analyze the impact. The impact analysis carried out in Phase V of the change
process model aims to: identify aspects of the current state that support the desired state,
establish the real scope of the change initiative, support the decision-making process
regarding necessary resources for the estimated timeline, identify elements that could impede
achieving the change vision, engage people opposing change and ensure the function of the
desired state as an integrated system.
The main aim of the impact analysis is identifying all obstacles that stand in the way of a
successful transformation, while providing an opportunity to engage people still resisting
change.
Phase VI – Plan and organize for implementation. Following the completion of the impact
analysis, the next phase of the model covers the elaboration of the plan or guide to
implementation, as a Master Plan. One of the most important elements of the Master Plan that
guarantees either success or failure is effectively supporting people during the implementation
of the change process.
Phase VII – Implement the change. Implementing the change process means
deconstructing and abandoning the old way of thinking and doing things, learning the new
way and monitoring the progress in order to maintain the desired direction. During this phase
all action plans and strategies are carried out, even though the actual implementation will –
almost always – differ from the initial plan. Once the change process is initiated, it cannot be
fully controlled or managed, but it can be effectively and intelligently corrected along the
way.
Phase VIII – Celebrate and integrate the new state. The desired change has been
implemented is in place according to plan, and the people in the organizations need to know
and celebrate this success. Celebrating change comes also with the risks of wrong
communication.
Phase IX – Learn and correct the course. This requires to establish mechanisms for
continuous improvement of the new state, assess and learn the lesson regarding design and
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implementation of the change strategy and process implementation, prepare the organization
for future change initiatives and conclude the present change initiative, by dismantling the
temporary elements no longer necessary in the new organization: structures, management
systems, policies, and technologies.
4. CONCLUSIONS
Change management is a difficult management area, but extremely necessary in these
challenging economic times. Companies and public institutions from all over the world
struggle in getting these things right, as failures rates are high.
Organizational change management, as a distinct approach in the Romanian organizations,
is applied since the 90`s in major private companies, including foreign corporations operating
in Romania, as well as in public institutions. Organizational change in all public sectors was
done mainly under the pressure of political change, a volatile area in the last decades in
Romania, as well as forced by the rapidly changing economic environment, especially with
the installation of the economic crisis in recent years.
In this context, the urgent need to increase the competitiveness and productivity of
organizations in the vast majority of Romanian economic sectors causes rapid reorientation of
managers and assimilation of change management concepts and tools, adapted to specific
local economic conditions.
Given that change is inevitable, there are many benefits of having a Correct Change
Management effort in Romanian organizations, from different perspectives:
• Efficient implementation: Change process is planned and managed, desired results are
clearly defined and the organization knows the direction of evolution and the state of target
objectives. People involved in the process have a set of procedures, tools and performance
indicators to guide specific activities related to the change process. In addition, the impact of
change on organization and people can be assessed, both during implementation and after
completion.
• Human resources: Through effective change management, a proper management of
human resources is encouraged during and after the change process, minimizing resistance to
change and maximizing the commitment of the people involved in or affected by the change
(stakeholders, customers, suppliers, employees, managers etc.), both to the desired change and
to the organization iself.
• Current activity: change process management, as a distinct approach, allows adapting
it according to the current operational requirements of the organization, thus the impact on the
current activity is minimal. Also, needed resources are estimated and provided separately
from current operations.
• Knowledge: Implementing a change process is a valuable exercise for the organization
and allows for the development of new skills, gaining new knowledge, development of team
and organizational leadership, improvement of communication, etc.
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