(1) Stage Theory of Change: Lewin
Our first model is a basic step model. Sixty years ago, Kurt Lewin7 wrote about the problem of how to bring about change. He described a three-stage model of change:

Unfreeze → Change → Refreeze
(2)Kotter’s Eight-Stage Process

1. Establish a sense of urgency: In older, well-established organizations a sense of complacency may have set in. Leaders need to illustrate the threats to the system and move enough organizational members from a sense of invulnerability to vulnerability.
2. Create a guiding coalition: Select a significant number of people (10 to 50) who have titles and lead divisions and departments, have the respect of their colleagues, and relevant knowledge. This group should be aligned and know that change is needed.

3. Develop a vision and strategy: People need an overarching dream of an inspiring future. From this vision comes the implementation plans and steps.

4. Communicate the change vision: Capture the hearts and minds of most employees by communicating through multiple channels and multiple times the vision for change.

5. Empower employees for broad-based action: Large numbers of employees need to embrace the vision and then organizational structures, human resources systems, and a myriad of other internal organizational mechanisms need to support, rather than block, the change.

6. Generate short-term wins: Large-scale organizational change may take three to five years and yet employees need to see evidence of successful change within to 18 months (p. 11). Highlight short-term gains to keep employees motivated.

7. Consolidate gains and produce more change: Since it takes years for organizational change to become a part of an organization’s DNA, many leaders stop too soon. Keep pressing forward until the change seeps into the deepest recesses of an organization.

8. Anchor new approaches in the culture: Make sure that the change is embedded in the organization’s cultural norms and values.

(3) Giving Voice to Values: Gentile
The third model focuses on the ethical implications of organizational change. Pick up any newspaper or magazine and one finds stories about personal, corporate, or governmental malfeasance; accounts of injustice; and reports of individual violence against peers and society’s vulnerable members. In the past these stories included accounts of people such as Bernie Madoff and his elaborate Ponzi scheme, which robbed many investors of their money; and HealthSouth’s CEO Richard Scrushy, who was convicted of bribery. In 2014, a scandal has been brewing over scheduling practices at Veterans Administration hospitals across the United States. An underlying issue in most of these situations is an organizational climate that does not effectively manage individual behavior. To minimize the chances of malfeasance, organizations sometimes have to change operating practices, incentives, monitoring systems, and most importantly, underlying values. The first step is recognizing that something is wrong (identify the need to change), and often that requires someone to speak up—the purpose and power of Giving Voice to Values.
With numerous examples of corruption and fraud, educator and research scholar Mary Gentile decided to develop a program, at first for business students, to support people’s development of confidence and skills that would allow them to speak and act their values—effectively—when faced with a situation that runs counter to their principles. Gentile’s Giving Voice to Values (GVV) curriculum10 takes people through a learning process that prepares them to expect values conflicts and provides the tools to intervene when they perceive wrongdoing. (See http://www.babson.edu/Academics/teaching-research/gvv/Pages/home.aspx for a detailed description of the curriculum and its many dimensions.)

The GVV curriculum focuses on the practical application of skills needed to push back and respond skillfully and effectively to people and situations that contradict a person’s values. The GVV curriculum consists of three parts that represent the process individuals need to work through to advocate for the need to change: the clarification and articulation of one’s values; post-decision-making analysis and implementation plan; and the practice of speaking one’s values and receiving feedback.

1. Clarification and articulation of one’s values: The GVV curriculum invites participants to consider the notion that there is a universality of values and some researchers, such as Martin Seligman and Rushworth Kidder, have found a commonality of core values across cultures and religions. Kidder, who conducted a cross-cultural survey, identified a “list of five widely shared values: honesty, respect, responsibility, fairness, and compassion” (p. 30). The first step requires participants to articulate their values and the impact of acting on those values. This exercise encourages participants to take their often implicit principles and make them explicit and public, an important first step in bringing about change.

2. Post-decision-making analysis and implementation plan: The GVV curriculum requires participants to examine case studies of protagonists who have been clear about their values and have effectively voiced their principles in difficult situations (all GVV cases are available through the website). The protagonists of GVV cases have concluded what is right, and the cases walk readers through their thinking and actions—to a point: then readers are invited to figure out what the protagonist might do to voice her values effectively. For example, in the “Not Even an Option” case, readers meet Ajith, a pharmaceutical representative in a developing country. Ajith is clear that paying bribes is not an option for him (read his story at the end of this book). And, yet, it seems that he and his company will not succeed unless he succumbs to societal norms and pays bribes to government officials to review and accept his company’s registrations for the drugs. Participants analyze Ajith’s situation and ask: given Ajith’s unwillingness to pay bribes, what should he do and say, and to whom? These situations start from the point where the protagonist knows his values and what is right for him to do. GVV is, then, a curriculum about taking actions post-decision-making.

The analytical work can be further subdivided into three parts. First, participants engage in a stakeholder analysis. This is not the traditional “stakeholder analysis” that encourages a utilitarian weighing and making of trade-offs, but rather is an effort to understand how to effectively influence key people. Second, people need to anticipate how stakeholders might respond to the protagonist’s questioning of the stakeholders’ actions. Gentile calls this the “reasons and rationalization” that a protagonist might expect from others. And, third, Gentile asks: what levers can a protagonist use to persuade stakeholders to join the protagonist’s vision?

3. The practice of speaking one’s values and receiving feedback: One of the central tenets of GVV is the importance of “pre-scripting.” As noted above, the GVV cases often invite readers to decide to whom the protagonist should talk and what she should say. Gentile believes that participants’ practice in speaking their values after they have analyzed a situation “is both a cognitive exercise as well as a behavioral and emotional one” (p. 173). Participants write out a script, speak the script in front of another participant, and receive feedback from a third participant–observer who acts as a peer coach to the participant who is articulating the script. Delivering a script challenges participants to articulate often vaguely formed ideas, which deepens their sense that they will take action in difficult, future situations.

GVV and Organizational Change

An assumption of this GVV training is that prepared individuals will speak up and in their speaking up people will change the course of events in units, organizations, or even societies. The GVV cases provide numerous examples of people shifting the direction of their organizations. In the Helen Drinan case, for example, Drinan pushes back and speaks up when it seems that a CEO of a hospital system will be let off the hook even though several women have accused the CEO of sexual harassment.11 The publicity surrounding this case led the attorney general of Massachusetts to note the problems with governance of the hospital system; eventually the Catholic Diocese of Boston was pushed to sell the hospitals. In the “Naivete or Boldness” case, the protagonist changes the course of her organization when she challenges her CEO and his consultant on their assumptions, numbers, and analysis.12 The point is this: When people think tactically and strategically about how to most effectively create change around a values conflict, the person or group can be successful. Sometimes this process involves speaking up and at other times the process involves gathering data, asking questions, building a coalition, and/or making alliances with key people. The point of the GVV curriculum is to prepare people to expect conflicts in values and then to take effective action for individual and organizational change.

(4) Emotional Transitions Through Change: Duck

The fourth model captures the people and their emotional responses to the change process. In The Change Monster: The Human Forces That Fuel or Foil Corporate Transformation & Change,13consultant Jeanie Daniel Duck argues that organizational change evolves in a fairly predictable and manageable series of phases that she calls the “Change Curve.” This Change Curve is a “simplification and an approximation” of complex, ambiguous, and volatile human emotions that accompany all types of organizational change, from externally driven mergers and acquisitions to internally planned and managed new programs.

Duck’s Five-Stage Change Curve

1. Stagnation occurs when people have their heads in the sand and have an insufficient sense of threat or challenge from the external world. This can only end with a forceful demand for change from the external environment, such as a merger or acquisition, or from internal pressures for change from a strong internal leader or group. It is the leader’s role to push people to see the truth of their situation and to wake them up.
2. Preparation begins with a dramatic announcement of change from an internal person, such as the CEO, or from an external force, such as an announcement of a takeover. Immediately, some people feel anxious or jittery; others may be hopeful that needed change is coming; while still others will retreat to cynicism and will not take the announcement seriously. When this rush of emotion occurs, productivity often goes down.

This phase requires a tremendous amount of planning and operational work by the leaders. In addition, organizational leaders must be aligned for the planned change to succeed.

3. Implementation is when the journey begins. It includes designing new organizational structures, job descriptions, and lots of other detailed plans. However, operational changes are not enough: Implementation also requires changing people’s mindsets and work practices—in other words, people’s emotional maps and habits.

4. Determination kicks in when people realize that the change is real and they will need “to live their work lives differently” (p. 30). Duck argues that “people long for an excuse to quit the hard path of transformation,” requiring leaders to recognize this emotional trap and to pursue the new vision with high energy and enthusiasm.

5. Fruition is the time when the hard work pays off and the organization seems new. “The employees feel confident in themselves; they’re optimistic and energized, and they’re able to get their work done with less hassle, in less time, and with better results” (p. 34). Leaders need to make sure that this basking in the satisfaction of the change does not lead to napping and future stagnation.

In 1969, Elizabeth Kübler-Ross observed and wrote in On Death and Dying about the five predictable emotional stages in terminally ill patients: denial, anger, bargaining, depression, and finally acceptance. She later said that these observable stages apply to children whose parents are going through divorce and to people who experience traumatic losses, such as parents whose child dies. Although Duck does not reference Kübler-Ross, Duck focuses on predictable human emotional responses to organizational change. In reality, people embrace change differently and at dissimilar speeds; Duck argues, however, that individuals go through similar emotional responses to change. It is the savvy leader who monitors his own emotional response to change, anticipates and articulates underlying negative and positive emotional responses to change, and then pulls the group through the negative to excitement and satisfaction with the new order.

(5) Managing the Change Process: Beckhard and Harris

The fifth model of change, outlined by Beckhard and Harris,14 has a strong focus on process. Building on the work of Kurt Lewin, Beckhard and Harris propose a process model that begins with an assessment of why change is needed. Here the forces for and against change are analyzed and understood. A thorough understanding of the organization and its stakeholders will assist in this analysis. Following the recognition of the need for change, leaders are faced with the task of defining and describing a desired future state in contrast to an organization’s present reality. This process is called a gap analysis. This second step in the change process involves both determining the need for change and creating a powerful change vision A desired future state allows leaders to identify the gap between the present and the future and how they propose to close the gap. This is one of the most important steps in the Beckhard and Harris Model and one that change leaders need to attend to. The discussion of how to get from the present to a desired future state represents the action or implementation state. The final step in the change process is to manage the transition. Beckhard and Harris provide a useful elaboration of how the process of change occurs. What is not so clear is how to bring the various stages of the model to life, in order to see change through to a successful outcome. The Change Path Model addresses this matter.

