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Organizational development patterns and regularities during implementation
of change management strategies

The article stresses the importance of change efforts in contemporary organizations and therefore the need
for change has been explicitly expressed and stated. The definitions of change and change management are
provided with the aim to identify their essence and role. The article is also about knowing change patters and
regularities during implementation of various strategies of change by managers in modern organizations. Change
patterns are laws and regularities that characterize the flow and state of any change being made in an organization.
Additionally, several change management strategies are described and their impact degree is identified.
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M.K. Ken:xerapanosa
Osrepicrepai 6ackapy cTpaTerusijiapbiH sKy3ere acbIpy 0apbICHIHIAFbI Yl BIMABIK
JaMyIbIH 3aHIBLIBIKTAPBI

Byn makanana aBTop «e3repic» jkoHE «esrepicrepi Oackapy» TepMHHJIEpre TyCiHikreme OepyMeH Karap
OJIap/IbIH KOCIOPBIHAAPAFl PO MEH MaKCaThIH alKbIHaIbl. KocimophiH Oackapylibuiapbl MeKkemeseri 0o-
JaThIH YHBIMIBIK JaMYIbIH 3aHIbUIBIKTAPBIH TYCIHII, ONApAbIH ©3Tepic CTPAaTerHsIIapblH XKY3ere achIpyaarbl
MaHbI3bIH 01Ty KakeT. OChI 3aHIBLUIBIKTAD KOCITIOPBIHFA TOH KYOBLUIBICTAp MECH JaMY/IbIH EPEKIICTIKTePIH aHBIKTal
OTBIPBIIN, ©3repicTepai coTTi Oackapyra MyMKiHAIK Tyrbi3anbl. COHBIMEH KaTap OChl Makajala OacKapylarbl
e3repic CTpaTerusuIapbl MEH OJNApAbIH KOJJAHBIC IIapPTTaphl CUITATTANFaH.

Tyitin co30ep: o3repicrepai Oackapy, YHbIMIBIK ©3repic, YHBIMIIBIK 1aMY/IbIH 3aHABUIBIKTAPbI, 0aCKapyAbIFbI
©3repic CTparerusiapsl.

M.K. Kemxerapanosa
3aKOHOMEPHOCTH OPraHU3AHOHHOTO Pa3BUTHS NMPH Pean3aliu cTpaTerui
ynpaBJieHUs] ©3MeHeHHSIMH

B crarbe nanHbl onpeneneHus TEpMUHAM «U3MEHEHUE» U «yIPaBIEHHE U3MEHEHUSIMI» C 11EJIbIO BBIBICHUS
UX CYIIHOCTH ¥ POJIM B OPraHU3allMOHHOM pa3BUTHU. KIltO4ueByI0 poJib B IOHUMAaHUU M MTPOBEICHUN YCIICITHBIX
OpraHU3allMOHHBIX U3MEHEHUI UTPAeT 3HAHKWE YIIPABJICHIIAMH 3aKOHOB M 3aKOHOMEPHOCTEH pa3BUTHS IIPU OCY-
[IeCTBICHUH U3MeHeHnH. OHU (3aKOHBI U 3aKOHOMEPHOCTH) MPOCTO U JIOCTYITHO OOBSICHAIOT CYTh OpraHU3aIH-
OHHBIX SIBJIGHUH 7151 PyKOBOANUTEIEH U ABJIAIOTCS KIFOUCBBIMH 3BEHbSIMH B TOHUMAHUU U PEATM3allUU CTPaTeruii
U3MEHEHUH Ha NpennpusTHix. Takke B CTaThe MPEICTABICHBI HECKOJIBKO CTPATETHi 110 yIPaBICHUIO U3MEHE-
HUSIMH 1 OIIMCAHBI YCIIOBUSA UX NIPUMEHECHHUS.

Kniouegwie cnosa: ynpaBieHue N3MEHEHUSIMU, OPraHU3A[IOHHbIE H3MEHEHHUS, 3aKOHOMEPHOCTH OpraHu3a-
LIMOHHOT'O Pa3BUTHSA, CTPATETUH YIIPABICHHUS H3MCHEHUSIMH.

Kazakhstan companies are undergoing rapid
changes as many other companies around the
world. Fundamental changes taking place in the
society have an effect on all aspects of it and arise
the need as well as the problem of adapting of
country enterprises to constantly changing market

conditions. Contemporary companies either change
or they cease their existence on the market. This
way an acute need for companies to find and apply
more advanced and relevant change concepts and
new patterns of business conduct appear.

There are several definitions for the term
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«change». One of the definitions state that change
is a corrective action that a company performs
in order to carry out its business further. The
other definition states that change is a difference
between what has been done in the past and what
is going on in the present. In other words, change
is an empirical observation of differences in a
form, quality or condition of any organizational
element over the time. The organizational element
may be the work of a particular employee, the
working group, organizational strategy, program,

product, or organization as a whole[1].Thus, change
management is a complex of measures aimed at
achieving a qualitatively new relation(s) between
the objects of management to be implementedin
order to adapt the organization to changes in the
external environment [2].

Practically, change is a movement that
transforms the situation in a company from a
current state to a desired state. Graphically this idea
is presented in Picture 1.

change

Desired
state

Current
state

Picture 1 — Change as a movement

This way, what is the underlying idea behind any
change? There is no universal answer for that but
managing change in this sense means a systematic
approach and actions of a manager and his or her
personnel towards achieving the ultimate goal of an
organization.

The most difficult thing is to live in an era of
change and one of the challenging tasks for managers
is leading change and taking the responsibility for
the results of change. The concept of «organizational
change» has become widely used in the 70 -80s
of the last century. Now we often meet with the
practical application of this term. The experience of
companies around the world shows that managers
can notchoose — to change or not change because
change is an integral part of organizations’ life.
Consequently, the latter should actively develop the
ability to manage changes in order to compete in an
outer marketand achieve the desired state [3].

The ability of managing changes comes with
understanding of how these changes happen in an
organizational setting. Further, two fundamental
laws taken from the organizational theory and six
patterns and regularities of change are described. The
laws and patterns of changes are provided in order to
explain the essence of change phenomena so that the
managers develop the understanding and necessary
skills in implementation of changes in the workplace.

As it is known, two fundamental laws of
organizations are constantly in a contradiction with
one another: the law of self-preservation and the law
of development. Under the influence of external and
internal factors, these contradictions are manifested
in the development of an organization in the form
of changes supported by self-preservation. As a
result, any organization appears to us as a dynamic
system, developing, that is changing under certain
laws. Knowledge of the laws of development and
changes patterns can help managers make effective
management decisions and carry out sustainable
programs and projects of change. Moreover,
studying these laws and change patterns may help
managers plan and prognose changes and their
consequences in today’s dynamic organizations in
the long run.

The perennial problem of the leaders of the so-
called phenomenon of organization development
paradox. This is when on one side managers need
to perform daily management decisions (economic,
administrative and social, and on the other hand think
about the future of the company, do strategic planning
and implement organizational changes at the same
time. Thus, the aims and actions of management may
often be in conflict with respect to each other in the
process of governance. Picture 2 shows the paradox
of an organization development during change.
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Laws of an Organization and organization development paradox

q —
Self-preservation Development
<—
3 J
 ——
Adapt to the situation Prepare for changes
<—
3 3
 ——
<—
3 3
 ——
Think “outof the box”
<—

Picture 2 — Organization development paradox

The theory and practice of management offers
patterns that managers should take into account
when implementing changes. Overall, the following
basic patterns of change and regularities are
described further:

1. Change is not inherently linear. It is often
impossible to identify its beginning or end. Linearity
of change implies that it has a single focus and is not
influenced by external circumstances. In contrast to
its linear character, nonlinear changes mean that
changes are situational, and are influenced by the
external environment and ambience. Therefore, it
may seem that changes occur randomly and last for
a long time.

2. Most effective changes in an organization
consists of many smaller changes. Changes consist
of a series of small steps in achieving the objectives
of an organization. To achieve one of the key
objectives ( for example increasing productivity by
50% by a certain date), a company must attach to
this process a considerable amount of resources,
including human, financial and technical activities
which separately are small steps, and the cumulative
effect of which may lead to significant changes.

3. The process of changing flows from the top
down and the bottom up. The process should start
from the top to oversee and bottom — to encourage
the participation of employees and gaining support
from them. This way change management is a
collective responsibility of all who work in an
organization.

4. The team is a basis of changes in the behavior
of people in an organization. Properly lined up
and oriented team is one of the main elements of

the change management process, as changes in the
organization are of paramount importance to every
employee.

5. Managers should be aware of the fact that
it is impossible to plan everything in advance,
and therefore there is a need to learn along with
everyone else. This should happen during the
unfolding evolutionary and constantly improving
change process.

6. Changes need to be constantly analyzed and
monitored and resultsmust be evaluated. The key
to successful and continuous process of transition
to new working conditions is the use of evaluation
systems. Implementation of changes will be
effective only when each new activity is monitored
and when adequate assessment to this change is
made [4].

It is useful for managers and leaders to explore
the manifestation of these change patterns in order
to plan and predict changes and their implications
for their companies. This way for the change
strategy to be effectiveit is necessary to consider
the development of all these change patters and
regularities.

The strategy of change is the policy of managing
the organization, it is a general plan of action during
changes aimed at achieving long-term and short-
term goals.

There is no one universal strategy of changes,
however business literature offers a diversity
of change management strategies that can be
categorized into five groups. Depending on the
chosen strategy, different approaches and methods
by which the change can be realized.
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1. Directive strategy

In applying the directive strategy a manager
is making strategic changes in an organization,
involving little other employees and no stepping
back from the original plan is maintained. The goal
of the strategy of changes is to make alterations in
a short period of time. However, the application of
this type of strategy reduces the efficiency and the
use of some other resources. Additionally, this type
of strategy requires a high authority of the head of
change, developed leadership skills, focus on the
problem of having all the necessary information
and opportunities to overcome and abilities to
suppress resistance to change. Using this strategy
is advisable in crisis situationsand during the threat
of bankruptcy, when an organization, figuratively
speaking is «cornered» and its leaders have severely
limited the room for maneuver and select alternative
courses of action.

2. The strategy based on negotiations

Using a strategy based on negotiations, a
manager, spearheading change, shows willingness
to negotiate with the other groups on all issues
and makes necessary concessions. During the
implementation of the strategy of negotiation, the
manager must know that it takes a bit more time
to come to an agreement with other stakeholders.
Moreover, it is difficult to predict the results, since
it is challenging to fully determine what will be
needed to make concessions.

3. Analytical strategies

Managers implement analytical strategies with
a help of technical experts (change agents, internal
and external consultants or experts) in order to
study the problems posed. Typically, the approach is
realized under the strict supervision of the manager.
The result is to obtain an effective solution from a
technical standpoint. It is worthy to know that during
implementation of this strategy the problemsof
employees are not specifically taken into account.

4. The strategies of gradual changes

The strategies of gradual changes involve the
use of a series of current sustainable actions that
allow the organization to maintain its balance and
activity in a normal state. These strategies usually
have an effect on some elements and parts of the
organization at a particular point and in a given time.
Also, these strategies are used when the organization
is in «a good shape» and is in need of minor changes,
or «a bad formy», but the time is enough to make
necessary changes. At the same time, the strategies
of gradual changes have two modes: the strategy of

ISSN 1563-0358

gradual changes in the mode of cooperation and the
strategy of gradual changes in the mode of coercion.
The strategy of gradual changes in the cooperation
mode is used when there is a main group people in
an organization that supports change. The strategy
of gradual changes in the mode of coercion is used
when the main group does not support or accept the
changes.

5. Transformation strategies

Transformation strategies are used when
organizations need fundamental changes that lead
to the transformation of the entire system of the
organization. These strategies are also used in two
modes: the strategy of transformation in the mode
of cooperation and the strategyof transformation in
the mode of coercion. The transformation strategy
in cooperation mode is used when it is obvious
that employees take part in the programs of change
and support radical changes. The strategy of
transformation in the mode of coercion should be
used when employees are not willing to participate
in programs of change and do not support radical
changes, but they (changes) are necessary for the
survival of the organization [5, 6].

The application of the change strategy depends
on many factors, for example managers must take
into account the size and the age of the company
and look at its financial, human, material indicators
and readiness for change. Table 1 presents a brief
description of the strategies and the degree of its
impact on changes in an organization.

Variety of strategies on the one hand allows
managers in case of effective use successfully
implement changes, and on the other hand
should provoke in them a careful and thoughtful
consideration while using them. This is because the
decision to use one or another (any) strategy may not
only dramatically affect the results of the changes,
but also influence the operations and performance
of the company as a whole.

Many experts in the field of change management
in organizations note thatpersuasion has an enormous
power of reforms aimed at changing people’s
beliefs. However, some managers are sensitive to
violations of the organization’s culture, while other
managers make relevant economic changes and
only economic indicators are important to them. It
is therefore necessary to have a surround view, from
different points of view, and only then it is possible
to collect the results into a single coherent picture.
The following types of levers could be appropriate
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for a systematic presentation of the organization’s
processes for managers. First, the economic levers
— reducing costs and increasing revenues. Second,
institutional leveragethat presentsthe change in
structure, processes, goals, affecting the efficiency of
the organization. Third, culture levers lead to a change
in a system of beliefs and values of the organization.

Managers should also be armed with strategies
for change and consider several principles while
managing change:

First, there is a need to agree on change
methods and processes with usual activities and
routine management processes in the organization.
There might be a competition for scarce resources,
therefore a balance in power and distribution of
resources are required.

Second, management should determine which

specific activities, to what extent and in what form
it should take part in directly. The main criterion of
management participation in these circumstances —
the complexity of the actions and their importance
to the organization. In large organizations, senior
managers can not themselves participate in all
changes, but some of them should lead the person
or find a suitable way, real or symbolic, providing
management support and manifestations.

Third, it is necessary to reconcile the various
processes of restructuring the organization.

Fourth, change management includes various
aspects — technological, structural, methodological,
human, psychological, political, financial and etc,
consequently a systematic approach to change
management helps to solve complex problems and
multilateral organizations.

Table 1 — A brief description of the strategy and the degree of its impact on changes in an organization

N Strategy type Strategy brief description

Change degree

1 Directive strategy

The goal of the directive strategy of changes is to make alterations Deep
in a short period of time. It is advisable to use this strategy in crisis
situations and during the threat of bankruptcy, when an organization,
figuratively speaking is «cornered» and its leaders have severely
limited the room for maneuver and select alternative courses of action.

2 The strategy based
on negotiations

The aim of this strategy is to come to mutual agreement with the
various stakeholders that have a relation to changes in a company.
One of the most challenging tasks during the implementation of this
strategy is to know for the manager that negotiations may result in
serious concessions that might have an adverse effect to changes
happening in an organization.

Soft to deep

3 Analytical strategies | Managers implement analytical strategies with a help of technical
experts (change agents, internal and external consultants or experts) in
order to study the problems posed. Typically, the approach is realized
under the strict supervision of the manager. The result is to obtain an
effective solution from a technical standpoint. It is worthy to know that
during implementation of this strategy the problems of employees are
not specifically taken into account.

Soft to average

4 The strategies of

The strategies of gradual changes involve the use of a series of current | Soft

gradual changes sustainable actions that allow the organization to maintain its balance | Soft to deep
and activity in a normal state. These strategies have two modes:
the strategy of gradual changes in the mode of cooperation and the
strategy of gradual changes in the mode of coercion.
5 Transformation These strategies are used when organizations need fundamental Deep
strategies changes that lead to the transformation of the entire system of the

organization. These strategies are also used in two modes: the strategy
of transformation in the mode of cooperation and the strategy of
transformation in the mode of coercion.

Note. Compiled by the author based on sources [5,6]
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Fifth, change management involves decisions
on the use of different approaches and methods of
intervention to help properly begin the work, deal
with resistance, seek support and implement the
necessary changes.

Thus, the difficulty of change for leadership
lies in the fact that, together with changes in the
system of organizational character, there is a need
to change the organizational culture, which is a very
complex process, as thinking, values and principles
of the company’s employees are not easy to change.
Often, resistance to change is so strong that does
not allow to successfully implement a strategy for
change.

The article stresses the importance of change
efforts in contemporary organizations and therefore

the need for change has been explicitly expressed in
the beginning of this paper. With the aim to identify
the essence of change and change management
terms, their definitions are provided. Moreover, the
overall ultimate goal of many changes occurring
in companies are described and this is done by
presenting a picture of the current state and desired
state of a company. Further, it is pointed out
that organizations can move to a desired state if
managers possess knowledge of the organizational
development laws, patterns and regularities of
change. This knowledge and expertise along with
properly performed and thought change strategies
can move the company to anew level of development
and thus make the company competitive and
economically self-sustaining in the long term.
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