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[bookmark: _Toc415770116]2.1 Introduction
· Change is the only constant in life – the force of globalisation and all the global forces that influence different environments such as the technological, social and cultural environments are closely related to the force of change. In this study unit, we will:
· Identify major changes in the most important global environments;
· Get to know which forces are currently influencing you; and
· How to integrate all the skills and knowledge that you have acquired so far.

[bookmark: _Toc415770117]2.2 The Necessity of Change and Change Management
· The viability of a business is directly related to its ability to generate revenue and profit, therefore it makes good business sense to spend time and resources to manage change.
· Great effort and high costs involved in change management are necessary to maintain and enhance employees’ commitment and to ensure that high-quality work is done.
· Employees will find a way to make change work if they understand that the change is directly related to the achievement of better business results.
· Change management involves concrete steps that management can take to lead change effectively:

· Why should change be managed? Change management…
· Is not concerned with “soft” skills; concerned with the development of specific management competencies necessary for effective change leadership. New management competencies are essential in today’s workplace.
· Is necessary to manage business risks during change; risks include potential loss of valued employees, drop in productivity and negative impact on customers. Well-managed changes can be implemented in accordance with a predetermined schedule and budget.
· Benefits employees; they are involved and informed throughout the change process; enables employees to make informed choices about their transition through the change; employees’ fears are addressed; fear does not determine their reaction to the changes. 
· Provides the tools to manage resistance to change proactively and to deal decisively with persistent resistance to change that threatens the organisation.

· Change, and in particular the unpredictability of change, is often held to be a central characteristics of the contemporary world. Change is the norm. Change is central to the growing interest in lifelong learning and learning societies.

· The following table provides a list of some techniques that have been identified as important change management strategies:
	Strategy
	Discuss

	Change readiness assessments
	Assessing employees and managers in areas such as culture and values, past changes, employee readiness and resistance

	Communications
	Includes communication planning and communication activities

	Training
	Education and training programmes to build skills and knowledge

	Executive sponsorship
	Visible actions by business leaders – buy-in by top management

	Incentive and reward programmes
	Ranging from small incentive programmes to compensation changes

	Employee feedback
	Enabling employees to share their thoughts and feelings about the change openly

	Supervisor’s direct coaching of employees
	Helping individual employees through the change process

	Resistance management
	Tactics for systematically managing resistance

	Sacrificial lamb
	Visibly dealing with or removing a key individual who is an obstacle to change

	Employee participation
	Involving employees in the design of the change
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· The four comfort zones that companies and individuals may choose include: past performer, reactive change, trend follower and proactive change.
	 + Trend follower
	 +Proactive change

	 - Past performer
	 - Reactive change



· Past performer zone
· Most lethal
· Individuals who look to the past for justification for maintaining the status quo
· Live in the past; enthralled by the successes of yesteryear
· Mode of complacency; think they are invincible
· Reactive change zone
· Remains crippling to a company
· Belief that every day has enough challenges without taking on any new projects
· Creates stress for everyone else
· Calm to crisis mode in seconds  when reaction to crises is driving force behind activity, seldom is there a creative element in the solutions
· Trend follower zone
· Emulate the successes of others and implement change initiatives of their own to strengthen company
· Accept change as necessary, provided others have already proven that it is a good idea
· Strategies that are proving successful by competition are evaluated and adapted for internal use
· Proactive change zone
· Full-time change agents
· Change is necessary and good for the company
· Aware of current global and local competitive environments
· Constantly looking for innovative ways to change their way of operating so as to meet challenges held by the future
· May slip in and out of some of the other zones from time to time, but remain committed to positive, continuous improvement and change – change that is proactive and fearless
· Constantly questions operations and look for better ways to do every job; look for ways to make changes to eliminate waste throughout their company

· Five aspects of change:
· Nature of change. Often seen as purely economic or technological. Shifts in the economy, the organisation and the nature of work as the result of the impact of new technology and increased global competition are examined for their significance. However, change also encompasses other features, such as environmental degradation, population migrations and political issues. Change, unpredictable in its consequences, is endemic in the contemporary world.
· Rate of transformation of change. Previously, change was held to be predictable. By contrast, the increased rate of change in the contemporary world has an unpredictable quality which leaves many people feeling confused and insecure. Time is experienced as being compressed…there is little time available to reflect on the direction of change as the increased rate of change outpaces us. Does initial education and training adequately prepare adults to understand the world and act in it.
· Conceptualising change. If increased change is a given, but has an uncertain direction and consequences, how can we define the very process of change? It is difficult to decide which issues are central and which peripheral. Traditionally, one would focus on “problems” to be confronted, on the “solutions” to the problems and on the usually catastrophic consequences of failure to tackle the problems in the way suggested. By trying to conceptualise change, we attempt to turn the process of change into a “natural” process, normalising a particular view of change rather than constructing it as the outcome of the actions and decisions of individuals, groups, organisations and states.
· Contested nature of change. The process and direction of change are contested and contestable; their significance is open to debate, multiple interpretations and reinterpretation. It is therefore necessary to be able to adapt to change and to engage in the process which shapes that change. To engage in the process of contesting and making change rather than simply being or feeling subject to it, we need to learn on an ongoing basis. We have to learn to participate in change and challenge change across a range of different settings and practices.
· Changes in the self. We are all subject to the processes of change. A basic premise of changes in the self is that unless we are able to understand and shape change and the meanings of change, our capacity to work flexibly in our particular settings will be severely curtailed.

[bookmark: _Toc415770119]2.4 Resistance to Change
· To implement successful change, managers need an overall leadership force that is greater than the force of resistance.
· The following reasons best describe why some people have a tough time changing their mindsets and behaviour:
1. Fear of failure
· May be rooted in fear
· Some employees feel need to cling to the past because it was a more secure, predictable time.
· If what they did in the past worked well for them, they may resist changing their behaviour out of fear that they will not achieve as much in the future.
2. Creatures of habit
· Doing things in the same predictable manner is comfortable.
· Asking  them to move out of their comfort zones
· Employees may ignore or deny the change simply because it requires them to experience something beyond their normal method of operation.
3. No obvious need
· Some employees only see change from the perspective of the impact it has on them and their particular jobs.
· They may fail to recognise the positive impact of the change on the organisation as a whole.
· May find change disruptive and totally unnecessary.
· “If things have been working well all this time, why do we need to change it?”
4. Loss of control
· Familiar routines develop a sense of control over the work environment; individuals feel confident about their contribution.
· Change may cause them to feel powerless and confused
5. Concern about support system
· Operating within predictable routines, employees know their support system will back them up during challenging times.
· Change may shake their confidence in the support system e.g. A new supervisor, new employees or unfamiliar projects.
· If they try and fail, they may get no support.
6. When the cost is too high or the reward inadequate
· Belief that change will not bring any benefits, such as higher status or pat, better living or working conditions etc.
· However, they might benefit from a deeper awareness of all the positive possibilities, especially if these only affect them indirectly.
· People are more likely to make adjustments if they bring about rewards.
7. Unwillingness to learn
· Some employees are hesitant to try new routines and express an unwillingness to learn anything new.
· Impede the organisation’s growth and adaptation to change; they also hinder their own personal growth and development
8. Fear that the new way may not be better
· If things have been going well, some employees may resist change because they fear that the change will not result in improvement.
· They fail to realise that change is needed in order for the organisation to stay competitive.
· They resist forward movement because they are satisfied with the way things are going.
9. Fear of the unknown
· Employees may resist change because it is something unfamiliar.
· Insufficient information may result in the employees imagining a worst case scenario
· These employees may acknowledge that a problem exists and agree that a change might improve it however they worry that the proposed change might actually make things worse.
10. Fear of personal impact
· Some employees may respond from a personal point of view, asking how the change will benefit them directly. For instance, will it make their job easier? Will they have to work harder?
· Once one understands why some employees resist change, it will be easier to change their attitudes and turn their resistance into cooperation.
11. Persons affected by the change are not involved in the planning
· It is in our nature to support what we create.
· We often resent the pressure and authority when we are told to do something.
· If employees have a say in the process or feel represented in the decisions, they are more likely to accept and support the process or decisions.
12. Excessive pressure is involved
· Excessive pressure results when we do not plan changes well enough in advance or are uneasy about these changes.
· It is important to prepare people well in advance for the implementation of new ideas or procedures so that the change does not become “the straw that broke the camel’s back”.
13. Satisfaction with the status quo
· When individuals or group members are satisfied with the present state of affairs, they are more likely to resist change.
· Individuals and organisations that are satisfied with their present situation are the least likely to initiate or endorse change.
· People tend to respond well to change when there is some public demonstration of commitment to the change, especially when the change direction is visibly supported by valued others.
14. Lack of respect for or trust in the initiator
· When we dislike or mistrust the person who is leading an attempted change, our lack of enthusiasm will quickly become evident. 
· We tend to change more readily if we are able to influence reciprocally the person or persons attempting to influence us.
15. Anxiety about personal security is not relieved
· A change situation may often feel like a threat to our past performance or ego.
· The more a change effort takes into account such issues as personal security issues, the more likely it is to be accepted.

[bookmark: _Toc415770120]2.5 Work With and Facilitate Change
·  A major step in the preparation for change is feeling the need for change. This involves being so dissatisfied with the status quo that you are motivated to try new things and acquire new behaviours.
· The knowledge that we have to create dissatisfaction in order to change reminds us that it is people who change – not products, systems or environments. 
· We have to acquire, create and utilise knowledge.
· If any organisation wishes to survive, its rate of learning must be equal to or greater than the rate of change in its environment.
· We need to keep learning:
· We have to acquire scanning skills, self-reflection skills and problem-solving skills; 
· We have to be able to disseminate and share information and skills, to act and experiment.
· There are four ways in which learning helps any organisation to survive and grow:
· By helping it adapt to changing environmental demands;
· By enabling it to make innovations in its strategies, structures, services and practices;
· By building capabilities to improve itself continuously; and
· By creating conditions which facilitate radical transformation of the system.
· Garrett (1987) concludes that if the organisation’s rate of learning in relation to the rate of environmental change is not monitored and learning is not achieved sufficiently rapidly, then the organisation will suffer brain death and eventually die. This rate of learning (L) in relation to the rate of change (C) is expressed as:L > C



· Furthermore, to be able to adapt to change, we have to stop the inbuilt tendency to exclude, compartmentalise and label. For example, “it’s not my job!”
· Thinking that facilitates change requires different values, as can be seen in the following attitudes:
· Valuing differences, being comfortable with them and using them with enjoyment.
· Learning to value the discriminating questions that experts ask, rather than valuing depth of knowledge for its own sake.
· Learning to value the skills and attitudes needed to set questions in their broader economic, social and political contexts.

· Willard (1994) proposes the following four questions to assist to manage oneself through change:
· What am I telling myself about change? What do I fear losing?
· Is it really true? Is everything I am saying about what I have lost really true?
· What do I really want from this change? What would I like to gain?
· What first step can I take to gain what I want?

· Marshall and Conner (1996) – in the early stages of a project for change, when enthusiasm is high, a true accounting of the likely costs of the change helps minimise the impact of uninformed optimism. 
· This ensures that the people who have to implement the change and who will be affected by it will understand what the project for change entails and feel comfortable about expressing their honest resistance openly.
· They believe the key to managing change is sincerity. This approach tackles all the issues raised about resistance:
· It recognises the inevitability of resistance, so it tackles resistance honestly and consistently.
· It acknowledges that resistance will be experienced differently, based on positive or negative reactions to change.
· It reflects how resistance can be expressed overtly or covertly, and advocates that overt resistance be encouraged to get problems out in the open.
· It warns that people may not be comfortable about expressing their true reasons for resistance and recommends that an atmosphere that allows honest communication be created.

· Communication is an integral element of managing resistance to change and facilitating the implementation of change.
· People resist change when they are uncertain about its consequences…
· A lack of adequate information fuels rumours and gossip, and adds to the anxiety generally associated with change.
· Effective communication about changes and their likely consequences can reduce this speculation and allay unfounded fears. (Cummings & Worley, 1993)
· No amount of communication is too much, and more is better. (Hirschfield)

· It is necessary to create a vision around the change:
· The vision gives a picture of what the change will entail.
· It needs to be communicated openly, bringing people into it and discussing with them how the future will be better, in tangible and intangible ways (Hirschfield).
· The vision identifies broad parameters for change.
· It provides a valued direction for guiding and assessing change activities.
· It can also energise commitment to change as it provides people affected by change with a common challenge and goal.
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· Every change in our lives creates an opportunity – the opportunity we see depends on our value system and on how we view this change.
· As competent human beings who continually want to learn, we do not only have to react to change but can also initiate change when we see opportunities for improvement.
· Possible sources of opportunities include the following:
· New markets and new customers and how the needs of these customers will be identified and satisfied.
· Change in socio-economic policies.
· New technology
· Deregulation or new regulations
· Change has implications for us, our community, our nation and the world we live and work in.

[bookmark: _Toc415770122]2.7 Globalisation
· Definition: the increased pace of interconnectedness that has come about in recent years as a result of two developments:
· Technological changes. Have enabled information and goods to travel much faster than before, making it easier to transport things and communicate with people.
· The spread of liberalisation and the subsequent removal of trade barriers. This occurred after the end of the Cold War and as a result globalisation, foreign trade and investment have grown dramatically.
· Tremendously diverse issues and problems are inherent in globalisation.
· These issues and problems involve the emergence of new global and regional forces.
· Globalisation might serve as another term for modernisation.
· Globalisation implies overcoming the distances of space and time.
· The effect of globalisation is experienced differently by different people in different settings.
· Global change is not a uniform process.
· With globalisation comes increased economic competition and the need for flexibility.
· Globalisation has meant the spread of the market economy and of Western institutions and culture.

· Globalisation and developing countries
· Globalisation can be described as increasing interdependence. 
· Economic globalisation (the removal of barriers to trade and investment through trade liberalisation, privatisation and deregulation) is the dominant trend from which political and cultural globalisation flow. 
· Aim of economic globalisation is to remove the obstacles to the global movement of capital and the production of goods and services that have accumulated in industrially developed capitalist countries.
· International labour market - particularly for managerial, professional, technical and highly skilled labour but not excluding skilled labour.
· Incomplete globalisation accentuates international inequality in the distribution of income. International mobility of human capital has resulted in a flow of doctors, academics, engineers and other professionals from developing countries where they are poorly paid (by international standards) to wealthy countries where they are paid well. This “brain drain” has:BRAIN DRAIN

· Narrowed salary differentials between rich and poor countries;
· Increased income inequality within developing countries; and
· Raised the cost of providing basic health and education services for the masses
 Thereby slowing down human development in some developing countries!

· Fundamentally, inequality comes from a cluster of other sources, including corruption, the overextended power of states, technological change, demographic change and disease and the spread of AIDS in Africa.
· A global market means more chances to make money but also more competition.
· Opponents say it leads to exploitation of the world’s poor.
· Anti-globalisation is the umbrella terms for a group of different protest causes, including, amongst others:
· Environmentalism
· Third World debt
· Animal rights
· Child labour
· Anarchism
· Anti-capitalism
· Opposition to multinationals

· While there are advantages to open regimes for developing countries, the impact of openness depends on a country’s level of development and preparedness…
· To take on the challenges of subjecting local production units to foreign competition;
· Of being able to break into world markets; and
· Of weathering the volatility and fickleness of private capital flows are their propensity for leading recipient countries into a debt trap (Kohr 2002).

· Kohr (2002) further states that globalisation is a very uneven process, with unequal distribution of benefits and losses.
· This imbalance leads to polarisation between the few countries and groups that gain, and the many countries and groups in society that lose out or are marginalised.
· A majority of developing countries are excluded from the process, or are participating in it in marginal ways that are often detrimental to their interests.

· Globalisation is thus affecting different categories of countries differently and can be broadly categorised as follows:
· Growth and expansion in the few leading or fully participating countries;
· Moderate and fluctuating growth in some countries attempting to fit into the globalisation/liberalisation framework;
· Marginalisation or deterioration experienced by many countries unable to get out of acute problems such as low commodity prices and debt, unable to cope with problems of liberalisation, and unable to benefit from export opportunities.
· This uneven and unequal nature of the present globalisation is manifested in the fast growing gap between the world’s rich and poor people and between developed and developing countries; and by the large differences among nations in the distribution of gains and losses.



· Some negative impacts on developing countries, such as South Africa, which has been manifested through the fiscal squeeze and through market-oriented policies that have stifled economic growth and redistribution, include:
· Job losses
· Crisis in education
· Closure of hospitals
· Widening loopholes in the social security net
· Water cut-offs
· Worsening housing shortage
· Persistent malnutrition and poverty

· It is imperative that developing countries be given the possibility to have an adequate range of options of when, how and to what extent to open their economies. For them to maintain the choice flexibility in policy options, developing countries have to press their case collectively in international forums and institutions where decisions on the global economy are made. Failure to do so would mean that developing countries will continue to be subjected to international and national policies that are unsuitable to their development, and that more than ever close off their development prospects and options. (Kohr 2000, 2002).
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	Benefits of Globalisation

	Problems Brought About By Globalisation

	1.
	Economies of countries that engage well with the international economy have consistently grown much faster than those countries that try to protect themselves.
Well-managed open economies have grown at rates that are on average 2.5% percentage points higher than the rate of growth in economies closed to the forces of globalisation.

	There are social and economic costs to globalisation. Trade liberalisation rewards competitive industries and penalises uncompetitive ones, and it requires participating countries to undertake economic restructuring and reform. While this will bring benefits in the long-term, there are dislocation costs to grapple with in the immediate term, and the social costs for those affected are high.

	2.
	Countries which have experienced faster economic growth have then been able to improve living standards and reduce poverty.
Cheaper imports also make a wider range of products accessible to more people and, through competition, can help promote efficiency and productivity.

	Some countries have been unable to take advantage of globalisation and their standards of living are dropping further behind the richest countries.

	3.
	Improved wealth through the economic gains of globalisation has led to improved access to health care and clean water, which has increased life expectancy.
	Increased trade and travel facilitated the spread of human, animal and plant diseases, like HIV/AIDS, SARS and bird flu, across borders. Globalisation has also enabled the introduction of cigarettes and tobacco to developing countries with the associated major adverse health and financial costs.


	4.
	Increased global income and reduced investment barriers have led to an increase in foreign direct investment which has accelerated growth in many countries.
	The increasing interdependence of countries in a globalised world makes them more vulnerable to economic problems, such as the Asian financial crisis of the late 1990s.


	5.
	Improved environmental awareness and accountability has contributed to positive environmental outcomes by encouraging the use of more efficient, less polluting technologies and facilitating economies’ imports of renewable substitutes for use in place of scarce domestic natural resources.

	The environment has been harmed as agricultural, forestry, mining and fishing exploit inadequate environmental codes and corrupt behaviour in developing countries.

	6.
	Increasing interdependence and global institutions like the WTO and World Bank that manage the settlement of government-to-government disputes - have enabled international political and economic tensions to be resolved by a “rules-based” approach, rather than which country has the greatest economic or political power. Importantly it has bolstered peace as countries are unlikely to enter conflict with trading partners and poverty reduction helps reduce the breeding ground for terrorism.

	The major economic powers have a major influence in the institutions of globalisation, like the WTO, and this can work against the interests of the developing world. 
For instance, the level of agricultural protection by rich countries has also been estimated to be around five times what they provide in aid to poor countries.

	7.
	Improved technology has dramatically reduced costs and prices, changing the way the world communicates, learns, does business and treats illness.
	Trade liberalisation and technological improvements change the economy of a country, destroying traditional agricultural communities and allowing cheap imports of manufactured goods. If not carefully managed, this can lead to unemployment as work in the traditional sectors of the economy becomes scarce and people may not have the appropriate skills for the jobs which may be created.


	8.
	Modern communications and the spread of information have contributed to the toppling of undemocratic regimes and an increase in the number of liberal democracies around the world.
	Modern communications have spread an awareness of the differences between countries and increased the demand for migration to richer countries.
Richer countries have tightened the barriers against migrant workers, xenophobia has increased and people smugglers have exploited vulnerable people.


	9.
	The voluntary adoption by global companies of workplace standards for their internationalised production facilities in developing countries has made an important contribution to respect for international labour standards. Wages paid by multinationals in middle-income and low-income countries are on average 1,8 to 2,0 times the average wages in those countries.
	Globalised competition can force a “race to the bottom” in wage rates and labour standards. It can also foster a “brain drain” of skilled workers, where highly educated and qualified professionals, such as doctors, engineers and IT specialists, migrate to developed countries to benefit from the higher wages and greater career and lifestyle prospects. This creates severe skilled labour shortages in developing countries.


	10.
	International migration has led to greater recognition of diversity and respect for cultural identities, which are improving democracy and access to human rights.

	Indigenous and national culture and languages can be eroded by the modern globalised culture.
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