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DEGIiSiM LIDERi OLARAK CEO’LARIN KURUMSAL DUNYADAKI
ILETISIM DINAMIKLERI

Saba Gamze Oral

21yy’in kiiresel diinyas1 giin gectikce daha karmasik, calkantili ve rekabetgi
hale gelmektedir. Gelecekte organizasyonlar rekabetin baskisini yogun olarak
hissedeceklerdir. 21yy, gelisen bu diinyanin yeni sartlarina ayak uydurabilen ve
degisimi yonetmek igin iistiin yetenekleri olan liderlere ihtiyag duymaktadir. letisim
degisim yonetiminde onemli olan yeteneklerin basinda gelmektedir. . Bu Yiiksek
Lisans tezi degisim lideri olan Tiirk CEO’larin iletisim dinamiklerini ve kurumsal
diinyada yer alan yoneticilerin degisim siirecinde her zamankinden farkli bir dil
kullandiklar1 varsayimini incelemektedir.

Anahtar Kelimeler: CEO (Chief Executive Officer), Degisim Lideri,
Degisim Yonetimi, Liderlik Iletisimi, Liderlik Dili,
Liderlik fletisimi

Bilim Dah Sayisal Kodu:
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RESUME

LES DYNAMIQUES DE COMMUNICATION DES “CEO”s COMME DES
“LEADER” DE CHANGEMENT DANS UN CHAMP INSTITUTIONNEL

Durant le 21éme siécle, les effets de la mondialisation se sont faits de plus en
plus manifestes dans les domaines sociaux, économiques et technologiques. La
mondialisation n’est pas en réalit¢ un phénomene tout nouveau. Dans son ouvrage
“The World is Flat”, Thomas Friedman a analysé la mondialisation en trois phases
différentes en commengant par la découverte de I’ Amérique jusqu’au millenium et il
a défini une force motrice pour chaque phase. Selon lui, la force motrice de la
mondialisation 1.0 est la mondialisation des pays, ¢’est-a-dire, le début de I’histoire
des colonisations et les phases pendant lesquelles les pays s’enrichissent en ayant
acceés aux nouvelles ressources. La force motrice de la mondialisation 2.0 est la
mondialisation des sociétés. Il s’agit 1a de la période d’industrialisation que 1’on
connait tous; c’est la période pendant laquelle les grandes institutions industrielles se
sont apparues. Les ressources ont été utilisées pendant cette période dans la
production et des structures industrielles sont apparues. La force motrice du siécle
dans lequel I’on se trouve, est la nouvelle force que les individus acquirent pour une
collaboration et une compétitivité au niveau mondial.1 A partir de ’année 2001, les
développements rapides et les innovations dans les domaines sociaux, économiques

et technologiques annoncaient le millenium comme un si¢cle de concurrence intense.

Dans son livre “Les 500 trends les plus efficaces”, Patrick Dixon avait prévu
que le troisieme millénaire serait une ere rapide, ou la technologie serait dominante,
fondée sur les instincts, spirituelle et sensible a I’environnement. Dixon avancait que
le monde allait balancer durant ce siécle entre différentes tendances comme une
pendule; que chaque tendance allait avoir sa contre-tendance, que les incertitudes
allaient augmenter ainsi que les effets des “événements joker”, c’est-a-dire des
événements non prévus ou non pris en compte, quand ils apparaitraient qui seraient

¢galement au-dela des prévisions. Selon 1’auteur, dans un tel monde, la force motrice

! T.L.Friedman, Diinya Diizdiir, Boyner Yayinlari, Istanbul, 1.Basim 2006, pp.1-55.
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du changement serait d’assurer la durabilité, car les tendances existantes n’auraient
pas cette caractéristique de durabilité. Les sociétés ayant une identit¢ de “tribu
(nation) forte” font plus de chiffre d’affaires avec la mondialisation au niveau
international qu’au niveau national. Ainsi, les opérations mondiales seront de plus en
plus diversifiées et les sociétés quitteront dans I’avenir leur identité nationale, elles
s’interrogeront sur I’identit¢ de ce que I’on appelle “nous” et elles vont s’efforcer
d’acquérir I’image du citoyen du monde. Par conséquent, 1’apparition de “super
sociétés” qui vont former des puissances économiques unies et qui vont ainsi prendre
en main les équilibres que seul I’Etat ne peuvent controler, est prévue, et il est méme

r cr.r . 2
prévu que les super sociétés soient les concurrents de I’Etat.

Dans leur livre “The Global Village” écrit en 1989, Marshall McLuhan et
Bruce R.Powers expliquent le développement rapide de la mondialisation a travers la
technologie; dans I’avenir les grandes nations, si elles existent encore dans des corps
différents, vont étre douloureusement informées des victoires et des peines des unes
des autres, et des hommes technologiques vont apparaitre, la proximité physique sera
remplacée par la proximité électronique, tout sera tout le temps en train de changer et
menacera [’humanité. Selon les auteurs, “maintenant il n’existe plus de passagers,
tout le monde est de 1’équipage.”

Ce qui est commun a ces trois ordres d’idées, c’est qu’au 21éme siécle, le
monde ne sera pas du tout comme avant. Les organisations doivent, pendant ce siecle
de changements rapides, rester actuels pour assurer la durabilité¢ et la croissance
rentable. Dans ce contexte, la gestion du changement doit étre la principale priorité
des sociétés de nos jours. Le changement apportera aux organisations 1’incertitude, et
la résistance comme réaction a l’incertitude. De nombreuses organisations qui ont
pour objectif la durabilité vont donner la responsabilité au leader et au dirigeant le
plus haut placé dans la hiérarchie : le CEO (Chief Executive Officer) pour surmonter
les problemes rencontrés pendant le processus du changement. Dans le monde
institutionnel d’aujourd’hui, nous pouvons dire que la principale qualité des CEO est

la gestion du changement.

2 p.Dixon, En Etkin 500 Trend, Kilim Matbaasi, Istanbul, 1.Baski, 2007, pp- 276-286.
3 Prof.Dr.Nurdogan Rigel et al, Kadife Karanlik: 21.yy iletisim Cagim Aydmlatan Kurameilar, Su
Yayinevi, Istanbul, 2.Baski, 2005, pp.17-49.
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Le monde des affaires du 21éme siecle est poussé au changement par 8 forces
motrices; ces derni€res sont: la mondialisation et 1’économie mondialisée, les
technologies informatiques, les changements radicaux dans les milieux universels de
travail, la croissance du pouvoir et de la demande des clients, la disponibilité de
I’information et le pouvoir de ceux qui détiennent I’information, les nouveaux roles
et les nouvelles attentes des employés, les développements dans le domaine de bio-
technologie, et enfin I’accélération du changement — “Le passage du monde de
Newton au chaos du monde de quantum.” *

Les développements rapides du 21éme si¢cle ont fait apparaitre le besoin de
redéfinir le leadership. Les leaders de la nouvelle eére doivent avoir les
caractéristiques  suivantes: avoir une mentalit¢ et des compétences
globales/mondiales, €tre aussi bien un enseignant, un coach, un mentor et un éléve
exemplaire, étre un intendant serviable, mais qui inspire en méme temps la
confiance, étre capable de réfléchir de fagon systématique et d’assurer Ia
coordination dans le chaos, avoir des qualifications spirituelles et sensibilité aux
questions éthiques, étre capable de travailler de fagon technologiquement intense,
étre innovateur et prendre des risques, avoir une vision et avoir des capacités de
développement de vision. °

De nos jours, nous pouvons dire que les leaders du monde institutionnel
doivent avoir les caractéristiques générales du leadership. Nous avons cependant
émis dans ce travail de thése ’hypothése selon laquelle la caractéristique principale
d’un leader dans le monde institutionnel du 21éme siécle, serait la capacité de
pouvoir gérer le changement. Pour une bonne gestion du changement, les qualités de
communication du leader le plus haut placé de I’organisation, qui est le CEO, sont
primordiales. Une incertitude apparaitra, comme avec tout changement, le CEO
devra les gérer comme un chef d’orchestre, et il devra assurer I’union et 1’harmonie
dans l’organisation. Le langage que le CEO utilise durant le processus du
changement est un instrument trés important qui maintiendra la motivation et
I’énergie des employés a un trés haut niveau. De méme, le langage et les

comportements que le CEO utilise doivent étre se correspondre.

* M.J.Marquardt, N.O.Berger, Global Leaders fort the 21st Century, State University of New York
Press, NY, 2000, pp.1-17.
> Ibid
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Ce travail de thése cherche a savoir quelles dynamiques de communication sont
développées durant le processus de changement par les CEO du monde
organisationnel dont la compétence primordiale est le leadership du changement.
Nous prenons 1’hypothése selon laquelle, les CEO utilisent un langage spécial durant
le processus de changement. Nous avons réalisé des interviews afin de démontrer
cette hypothése, en face a face avec les CEO de sociétés qui ont vécu des processus
de changement positifs et fructueux. Le contenu des interviews consiste en analyse
de contenu avec une catégorisation du point de vue. Les variantes qui ressortent de
cette analyse ont été comparées a celles qui ressortent de nos recherches
bibliographiques. Nous avons voulu savoir a I’issue de ces comparaisons, si les CEO

utilisent ou non un langage spécial durant le processus de gestion du changement.

Nous avons veillé a ce que le titre des personnes interviewées soit CEO ou bien
Directeur Général; nous avons choisi le dirigeant le plus haut placé de 1’organisation.

Nous avons interviewé 7 CEO dans le cadre de notre recherche.

Nous avons réalisé des interviews en face a face avec chaque dirigeant. Nous
avons pris des notes et nous avons également enregistré les propos durant les
interviews. Nous avons par la suite déchiffré ces enregistrements, avant de passer en
revue les nouvelles apparues dans la presse sur la personne interviewée, et ses
déclarations concernant la gestion du changement et/ou la communication ont été

intégrées a I’analyse.

1l faut que les conditions suivantes soient réunies® selon nos recherches, pour

qu’une gestion du changement ait du succes :

1. Motiver le changement : préparer les employés de ’organisation au
changement et minimiser ainsi le niveau de résistance,

2. Créer une vision: CEO doit pouvoir dessiner I’avenir et faire en sorte
que cette image de 1’avenir soit visible aux yeux de ses employés,

3. Avoir un soutien politique: avoir 1’appui non seulement des employés de

I’organisation mais aussi des actionnaires, ainsi que des clients,

1 G Cummings, C.G. Worley, “Organization Development and Change”, South-Western
College Publishing, Ohio, Seventh Edition, 2001, p. 155.
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4. Gestion du processus de transition: il faut que le planning soit fait
correctement des le départ pour une bonne gestion du changement, et il
faut aussi faire en sorte que les employés restent fidéles a ce planning,

5. La durabilité du changement: pour assurer la durabilit¢ du changement,
il faut bien analyser 1’équilibre des ressources, il faut informer
constamment les Leaders du Projet Changement (“Change Agents”) qui
doivent agir pendant I’exécution du changement et il faut également bien

analyser les compétences des uns et des autres.

Le CEO doit utiliser une stratégie de communication efficace pour réunir toutes
ces conditions. Dans ce sens, le langage que le CEO utilise pour inspirer ses
employés, assurer la confiance et minimiser le niveau de résistance, et son attitude

qui appuie ce langage sont extrémement importants.

Les CEO ont mis ’accent durant les interviews, sur le fait que les mots utilisés
et I’attitude (le comportement) du leader devaient étre en harmonie. La transparence,
I’explication des raisons du changement et le fait de se figurer la vision sont des
points importants selon eux. Ainsi, il conviendrait que les leaders du futur dans le
monde institutionnel maitrisent totalement la technologie et qu’ils soient des leaders

qui suivent I’avenir de pres.

Nous avons remarqué durant les interviews, que les CEO utilisent certains mots
en décrivant une bonne gestion du changement et qu’il s’agit souvent des mémes
mots: comme par exemple la transparence, la clarté, la motivation, I’innovation, la

nouveauté.

Nous avons finalement, voulu savoir avec ce travail si les CEO appliquent une
autre stratégie de communication durant le processus de changement et s’ils utilisent
un autre langage ou non. Selon les informations obtenues a 1’issue des interviews
réalisés, nous avons vu que les CEO qui sont des gestionnaires du changement

utilisent un langage évident et commun.
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SUMMARY

THE COMMUNICATION DYNAMICS OF CEOs AS CHANGE LEADERS
IN THE CORPORATE WORLD

In the 21% century, the impact of globalization has increasingly been felt
socially, technologically, and economically. In fact, globalization is not a new
phenomenon. Thomas Friedman, in his book, The World is Flat, analyzes
globalization in three stages, beginning with the discovery of America until the end
of a millennium, and assigns one driving force for each stage. Accordingly,
globalized countries make up the driving force of Globalization 1.0 with the advent
of colonialism as countries grew richer by discovering new resources. Consequently,
globalized companies became the impulsive force of Globalization 2.0, a period we
call the Industrial Revolution, with many industrial organizations emerging,
evolving, and developing through the production of resources, thereupon initiating
mass production. As a result, this century’s driving force is defined as cooperation
on a global scale as various entities competitively seize power juxtaposed against
each other. From the year 2001, rapid developments and innovations socially,
economically, and technologically indicate a millennium comprising centuries of

fierce competition.

In his book, The Most Effective 500 Trends, Patrick Dixon predicts that the
third millennium will reflect an era of highly advanced technology along with
spirituality, possessing strong environmental instincts and awareness. Dixon argues
that the world will oscillate between various trends, much like a pendulum, and that
for every trend a counter trend and “joker events” will emerge. In consequence,
when unpredictable or uncharted events arise, their effects will loom much larger
than foreseen. He adds that such a world will also bring about uncertainty; therefore,
the driving force of change will seek to ensure stability since the current trends lack
the requisite characteristics of continuity. Along with globalization, domestic
companies identified as “tribe (nation) strong” will encounter more turnover in their

international operations as opposed to their domestic operations. In fact, as their
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global operations diversify even more and more, the companies will forego their
national identities and mull over a new identity called “us” as they endeavor to

acquire a new image: a citizen of the world.*

In their book, The Global Village, Marshall McLuhan and Bruce Powers,
showing great insight, explain globalization’s rapid development by associating it
with technology, saying that all nations in the future, if they continue to exist as
separate entities, will be cognizant of each other’s victories as well as defeats.
Accordingly, technological man emerges as the concept of electronic proximity
replaces physical proximity with everything undergoing a change process threatening
humanity. According to these writers, “there are no passengers anymore; everybody

is from the crew.” 2

What is common to these three philosophies is apparent: The world will not
remain as it was before. In a century with unprecedented rapid developments,
organizations must vigilantly keep up to date to ensure durability and sustainable
growth. In this context, the main priority of today’s companies is arguably change
management since change ultimately permeates organizations with uncertainty

accompanied by possible reactionary resistance.

There are eight transformations in the work place of the 21% century. These are:
Globalization and global economy, Computer technology, Radical changes in
universal working environment, Increase in customer’s power and demand, Easily
reachable and accessible information and people gaining power who holds and
controls information, Arising new roles and expectations of employees,
Developments in the field of biotechnology and finally, Increase in change speed -
“Transition from the world of Newton to the world of quantum’s chaos.” 3

Millennium re-defines the definition of leadership. The new leaders are needed
to: To have a global mindset and competencies, To be a teacher, coach, mentor and a

model student, To be a servant and steward, To be a systems thinker and

! p.Dixon, En Etkin 500 Trend, Kilim Matbaasi, istanbul, 1.Baski, 2007, pp- 276-286.

? Prof.Dr.Nurdogan Rigel et al, Kadife Karanlik: 21.yy iletisim Cagim Aydmlatan Kurameilar, Su
Yayinevi, Istanbul, 2.Baski, 2005, pp.17-49.

¥ M.J.Marquardt, N.O.Berger, Global Leaders fort the 21st Century, State University of New York
Press, NY, 2000, pp.1-17.
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polychromic coordination, To be spiritual and concerned for ethics, To be
technologist, To be innovator and risk-taker, To be visionary and vision-builder.”

Many organizations targeting continuity will look to their leaders who hold the
highest positions, namely, Chief Executive Officers (CEOs) or General Managers
(GMs), to overcome problems surfacing during change processes. As such, change

management in the corporate world, therefore, will be the priority of today’s leaders.

Thus, leaders of the corporate world should necessarily hold those leadership
competencies as previously mentioned. In so doing, in this thesis, we argue that
today’s leaders must first be skilful in managing change, whereupon a leader’s
communication skills must rise to the occasion for a successful organizational
change. As every change induces uncertainty and resistance, a CEO should perform
not unlike an orchestra leader conducting a symphony with very difficult and fast
transitions. In this regard, communication invariably plays an imperative role,

whereby language used by a CEO must positively influence and motivate employees.

Specifically, this master’s thesis studies the communication dynamics of
change leaders in the corporate world. Assuming that, during a change process,
CEOs use an exceptionally pinpointed language, aimed at discovering their own
communication dynamics and language skills, we conducted face-to-face interviews
with CEOs of companies that underwent successful organizational change. As a
research methodology, we also completed a content analysis based on the original

notes of the interviews.

Along with these leadership criteria, we also incorporated four programs of
change. Explicitly, change in this research infers planned changes without
considering unplanned changes perceived as crisis management rather than change

management. Planned change initiatives may be categorized under four programs:

1. Structural Change: the model targeting higher performance through

mergers and acquisitions, consolidations, and the like;

* 1bid
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2. Cost Cutting: elimination of nonessential cost items to improve
profitability;

3. Process Change: redesign of systems and the way tasks are executed; and

4. Cultural Change: conversion of values, norms, and behavior of an

organization.”

Based on these criteria, after listing possible candidates, we had in-depth

interviews with the following seven CEOs.

Face-to-face interviews were held with each leader; voice recordings of the

interviews were transcribed into written form.

According to the literature surveyed, successful change management requires

these applications:®

1. Motivating change (Creating readiness for change, Overcoming resistance
to change),

2. Creating a vision (Describing the core ideology, Constructing the
envisioned future),

3. Developing political support (Assessing change agent power, Identifying
key stakeholders and Influencing Stakeholders),

4. Managing the transition (Activity planning, Commitment planning,
Management Structures),

5. Sustaining Momentum (Providing resources for change, Building a
support system for change agents, Developing new competencies and

skills, Reinforcing new behaviors)

To achieve these applications, an accurate communication strategy must be
implemented; in addition, the leader’s communication dynamics must be aligned

with the organization’s culture and values.

> M. Beer, op.cit., pp. 8-15.
° 1. G Cummings, C.G. Worley, “Organization Development and Change”, South-Western
College Publishing, Ohio, Seventh Edition, 2001, p. 155.
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During the interviews, the CEOs remarked that language and behavior should
complement each other. They also averred that successful leaders must be visionary,

technologically adept, open-minded, and transparent.

We observed that the leaders used a common vocabulary to define successful
change leadership — words such as transparency, clarity, motivation, and innovation.

Conclusively, we scrutinized the communication dynamics of CEOs and
explored whether they used a specific language during the change process. As
reflected in our model of CEOs from seven large corporations, our findings indicate

that leaders seemingly adopt a specific language in managing change.
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OZET

DEGIiSiM LIDERi OLARAK CEO’LARIN KURUMSAL DUNYADAKI
ILETISIM DINAMIKLERI

Kiiresellesmenin etkisi 21.yy’da sosyal, teknoklojik ve ekonomik alanlarda
hizla etkili olmaya baslamistir. Aslinda kiiresellesme yepyeni bir olgu degildir.
Thomas Friedman “The World is Flat” adli kitabinda kiiresellesmeyi Amerika’nin
kesfinden baglayarak milenyuma kadar ii¢ evrede incelemis, herbir evre i¢in bir itici
gii¢ belirlemistir. Buna gore Kiiresellesme 1.0’1n itici giicii kiiresellesen tilkelerdir,
yani sOmiirgecilik tarihinin baslangici ve iilkelerin yeni kaynaklar elde ederek
zenginlistikleri donemdir. Kiiresellesme 2.0’1n itici giicii kiiresellesen sirketlerdir. Bu
bildigimiz endiistrilesme-sanayilesme donemidir ve bircok biiyilk sanayi
kurulugsunun ortaya ¢iktigr donemdir. Bu donemde kaynaklar iiretime gegirilmis ve
sanayi kuruluslari ortaya ¢cikmistir. icersinde bulundugumuz yiizyilm itici giiciinii ise
kiiresel diizeyde isbirligi yapmak ve rekabete girmek i¢in bireylerin ele gecirdikleri
yeni gii¢ olarak tanimlamustir.® 2001 yilindan itibaren sosyal, ekonomik ve teknolojik
alanlardaki hizl1 gelismeler ve yenilikler Milenyumun rekabetin yogun yasanacagi

bir yiizy1l olacag: sinyalini vermektedir.

Patrick Dixon “En Etkin 500 Trend” adhi kitabinda “iigiincii binyilin hizli,
teknolojinin baskin oldugu, icgiidiilere daha fazla dayanan, ruhani ve c¢evrenin
farkinda olan bir ¢ag olacagini” Ongérmiistiir. Dixon bu ylizyilda diinyanin bir
sarkac gibi egilimler arasinda gidip gelecegini savunmus, her egilimin bir karsi
egilimi olacagmi, belirsizligin artacagini ve “joker olaylar”in yani hi¢ tahmin
edilemeyen veya hesaba katilmayan olaylarin ortaya c¢iktigi zaman etkilerinin de
tahminlerin 6tesinde biiyiik olacagini sdylemistir. Boyle bir diinyada degisimin itici
giiciiniin ~ siirdiirebilirlik ~ saglamak oldugunu, =zira mevcut yonelimlerin
stirdiiriilebilme 6zelligine sahip olmadigin1 goriislerne eklemistir. “Kiiresellesme ile

birlikte, “giiclii kabile (ulus)” kimligi tasiyan sirketlerin yurt disinda yaptiklar

! T.L.Friedman, Diinya Diizdiir, Boyner Yaynlari, Istanbul, 1.Basim 2006, pp.1-55.
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islerden yurt icindeki islerinden elde ettiklerinden daha fazla ciro etmeleriyle kiiresel
operasyonlart  fazlasiyla c¢esitlilik  gosterecegini, gelecekte ulusal sirketlerin
kimliklerini terk edip, “’biz’ dedigimiz kimdir?” sorusunu sorup kiiresel vatandas
imgesi edinmeye ¢alisacaklarini” 1iddia etmistir. Bunun sonucunda “siiper
sirketlerin” ortaya ¢ikacagini, birlesik ekonomik giicler olusturup, devletin denetim
altinda tutamadig1 dengeleri ele gegireceklerini dngdrmiistiir, hatta daha Otesi siiper

sirketlerin devletin rakipleri olacagini 6ng6rmﬁsﬁr.2

1989 yilinda kaleme alinan “The Global Village” adli kitaplarinda Marshall
McLuhan ve Bruce R.Powers, globallesmenin hizli gelisimini teknoloji ile
bagdastararak anlatmis, “gelecekte biitiin uluslarin, eger hala farkl bedenler halinde
var oluyorlarsa birbirlerinin zaferlerinden istiraplarindan aci bir sekilde haberdar
olacagini, buna gore teknolojik insanin ortaya ¢ikacagini, fiziksel yakinligin yerini
elektronik yakinlik kavramimin alacagini, herseyin degisim halinde olacagini ve
insanligi tehdit edecegini” savunmustur. Yazarlara gore “artik yolcu yoktur, herkes

miirettebattir.”

Ug goriisiin de ortak yani diinyanm 21.yy’da artik eskisi gibi olAmayacagi
tizerine odaklanmasidir. Organizasyonlar, hizli degisimlerin yasandigi bu yiizyilda,
stirdiiriilebilirlik ve karli bliylimeyi saglamak amaciyla giincel kalmak zorundadirlar.
Bu baglamda, degisim yOnetimi giiniimiiz sirketlerinin en oncelikli konusu olmak
durumundadir. Degisim, organizasyonlara belirsizlik ve belirsizlige tepki olarak
direnci de beraberinde getirecektir. Siirdiirebilirlik hedefi olan bir¢ok organizasyon,
degisim siirecinde kargsilagilan engelleri basariyla agsmak i¢in kurumsal sirketin en iist
pozisyonunda yer alan yoneticisi ve lideri olan CEO yani Chief Executive
Officer’larina sorumluluk yiikleyecektir. Bugiiniin kurumsal diinyasinda CEQO’larin

en ilk yetkinliginin degisimi yonetmesi oldugunu sdyleyebiliriz.

21.yy’m is diinyasin1 degisime iten 8 itici gili¢ vardir, bunlar ; Kiiresellesme ve
kiiresel ekonomi, Bilgisayar teknolojisi, Evrensel ¢alisma ortamlarindaki radikal
degisiklikler, Miisterinin giiciiniin ve talebinin artmasi, Bilginin kolay ulasilir hale

gelmesi ve bilgiyi elinde tutanlarin giic kazanmasi, Calisanlarin yeni rolleri ve

2 p.Dixon, En Etkin 500 Trend, Kilim Matbaasi, Istanbul, 1.Baski, 2007, pp- 276-286.
3 Prof.Dr.Nurdogan Rigel et al, Kadife Karanlik: 21.yy iletisim Cagim Aydimnlatan Kurameilar, Su
Yayinevi, Istanbul, 2.Baski, 2005, pp.17-49.
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beklentilerinin  olusmasi, Bio-Teknoloji alanindaki gelismeler, ve son olarak,

Degisim hizinin artmast — “Newton diinyasindan quantum diinyasinin kaosuna

gegis.” *

21.yy’daki hizli gelismeler, liderligin  yeniden tanimlanmasi ihtiyacini
yaratmistir. Yeni ¢cagin liderleri; Global bir diislince yapisina ve yetkinliklerine sahip,
Ogretmen, kog, mentor ve drnek bir dgrenci, Hizmet eden ayn1 zamanda giiven
saglayan bir kahya, Sistemli diisiinebilen ve karmasiklik igersinde koordinasyon
saglayabilen, Ruhani vasiflar1 olan ve etik konusunda duyarli, Teknoloji yogun
caligabilen, Yenilik¢i ve risk alabilen, Vizyon sahibi ve vizyon gelistiren 6zelliklere

sahip biri olmaldir.’

Giliniimiizde kurumsal diinyadaki liderlerin genel liderlik 6zelliklerine sahip
olmasi gerektigini sOyleyebiliriz. Ancak bu tez arastirmasinda, 21.yy’in kurumsal
diinyasindaki liderlerinin en oncelikli 6zelliginin, degisimi yonetebilme yetenegine
sahip olmas1 gerektigi Ongoriilmistiir. Basarili bir degisim yOnetimi igin,
organizasyonun en ist konumundaki lideri CEO’nun iletisim becerilerine sahip
olmasi 6n plana g¢ikmaktadir. Her degisim ile belirsizlik ortaya c¢ikacagi igin,
CEO’nun bu belirsizlik ortamini ayn1 bir orkestra sefi gibi yonetmesi, organizasyon
igersindeki birligi ve uyumu saglamasi1 gerekecektir. CEO’nun, degisim siirecinde
kullandig: dil, calisanlarin motivasyonunu ve enerjisini yiiksek seviyede tutmak i¢in
en Oonemli aractir. CEO’nun kullandig1 dil ile hareketlerinin de uyumlu olmasi

gerekmektedir.

Bu tez, kurumsal diinyada yer alan, ve oncelikli yetkinligi degisim liderligi olan
CEO’larin  degisim siirecinde nasil bir iletisim dinamigi gelistirdiklerini
arastirmaktadir. Biz, CEO’larin degisim siirecinde, 06zel bir dil kullandigim
varsaylyoruz. Bu varsayimin dogrulugunu kanitlamak {izere, basarili degisim
gecirmis sirketlerin CEO’lart ile ylizylize goriismeler yapilmistir. Goriisemelerin
icerigi bakis agis1 kategorisinde icerik ¢oziimlemesidir. Bu ¢oziimlemeden ortaya

cikan degiskenler ile literatiir taramasinda ortaya ¢ikan degiskenler karsilastirilmas,

* M.J.Marquardt, N.O.Berger, Global Leaders for the 21st Century, State University of New York
Press, NY, 2000, pp.1-17.
> Ibid
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bu karsilastirma sonuclarina dayanarak CEO’larin degisim yOnetimi siirecinde 6zel

bir dil kullanip kullanmadiklar1 aragtirilmistir.

Goriisme yapilan CEO’larin tinvaninin CEO ya da GM olmasina dikkat
edilmig, kurumun en {st pozisyonundaki yoOneticisi segilmistir. Aragtirma

kapsaminda 7 CEQ ile goriisme yapilmistir.

Herbir yonetici ile yiizylize goriisme yapilmis, goriisme esnasinda not ve ses
kaydi alinmis ve daha sonra bu kayitlar ¢oziimlenmistir. Bir sonraki asamada ise,
goriisme yapilan sahislarin basinda ¢ikan haberleri taranmis, degisim yonetimi ve /

veya iletisim ile ilgili demecleri ¢oziimlemeye dahil edilmistir.

Arastirmalara gore, bagarili bir degisim yonetiminin gergeklesmesi i¢in asagida

belirtilen sartlarin saglanmasi gerekmektedir® :

1. Degisimi Motive Etmek : organizasyon calisanlarinin degisim siirecine
hazirlanmalar1 ve direncin en alt seviyeye indirilmesi,

2. Vizyon Yaratma : CEO’nun gelece§in resmini ¢izebilmesi ve
calisanlarina gelecegi gosterebilmesi,

3. Politik Destek Saglanmasi: organizasyon igersinde yer alan calisanlarin
yanisira hissederlarin ve miisterilerin de desteginin kazanilmasi,

4.  Gegis Stirecinin Yonetimi: basarili bir degisim yonetimi i¢in planlamanin
en bastan diizgiin yapilmasi ve bu plana ¢alisanlarin sadik kalmasinin
saglanmasi,

5. Degisimin Strekliligi: degisimin devamliliini saglamak i¢in kaynak
dengesinin ve degisimin uygulamasinda yer alan Degisim Proje
Liderlerinin (“Change Agents”) siirekli bilgilendirilmesi ve yeteneklerin

dogru analizi.

Tiim bu sartlarin saglanmasi i¢in CEO’nun etkin bir iletisim stratejisi

kullanmas1 gerekmektedir. Bu baglamda, calisanlarina ilham vermek, giliveni

1. G Cummings, C.G. Worley, “Organization Development and Change”, South-Western
College Publishing, Ohio, Seventh Edition, 2001, p. 155.
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saglamak ve direnci en az seviyeye indirmek i¢in CEO’nun kullandig: dil ve bu dili

destekleyen durus ¢cok dnemlidir.

Yapilan goriismelerde CEQO’lar, kullanilan sozciikler ile liderin durusunun
(tavirlarinin) uyumlu olmast gerekliligini vurgulamiglardir. Seffaflik, degisim
nedenlerine agiklik getirmek ve vizyonu resmedebilmenin Onemine deginilmis,
kurumsal diinyadaki gelecegin liderlerinin teknolojiye hakim ve gelecegi takip eden

liderler olmasi gerekliligi belirtilmistir.

Yapilan goriismelerde CEO’larin basarili bir degisim yonetimini tasvir ederken
belirgin kelimeler kullandiklar1 ve bu kelimelerin ¢ogunlukla ayni oldugu

goriilmistiir: 6rnegin seffaflik, agiklik, motivasyon, innovasyon, yenilikgilik gibi.

Sonug olarak, bu tez ile CEO’larin degisim siirecinde farkli bir iletisim stratejisi
uygulamayip uygulamadiklar1 ve 6zel bir dil kullanip kullanmadiklar1 arastirilmastir.
Yapilan gorlismeler sonucunda elde edilen bulgulara gére degisim yoneticisi olan

CEOQO’larin belirgin ve ortak bir dil kullandig1 goriilmiistir.



INTRODUCTION

“What is happening at the present time is that changes are occurring
so rapidly that the rearview mirror does not work anymore — at jet
speeds, rearview mirrors are not very useful. One must have a way of
anticipating the future. Humankind can no longer, through fear of the
unknown, expend so much energy translating anything new into
something old but must do what the artist does: develop the habit of
approaching the present as a task, as an environment to be discussed,
analyzed, coped with, so that the future may be seen more clearly.”

Marshall McLuhan, Bruce R.Powers — The Global Village

After the terrorist attacks on the World Trade Center in New York on
September 11", the prevalent view was that nothing would be as it was before. Even
some claimed that this incident was a turning point in the globalization process. That
same Yyear, China, having completed 15 years of membership negotiations with the
World Trade Organization, stated that it would comply with global trade rules. Since
then, China has become the most attractive and profitable hub for international trade.
Both developments indicated that the 21st century would be quite different than
previous ones. After both of these events, political and economic balances began to
change very rapidly throughout the world. Likewise, one of the biggest corporation
scandals, the Enron debacle, occurred the same year. Enron, a U.S. company, had
been named “America’s most innovative company” by Fortune magazine for six
consecutive years. The company employed 21,000 people with revenues of $111
billion, making it one of the largest energy companies in the world. Enron’s CEO
and leading man of the scandal, Jeffrey Skilling, earning a salary of $132 million
between 1991 and 2001, was sent to prison. The $132 million executive carried out
“a systematic, corporate and creative” fraud, by fixing accounting records. All these
events were encountered in the U.S., which had positioned itself in capital markets as
the center of economic, political and social systems. The Enron scandal, resulting in
the collapse of Arthur Andersen, brought about a string of significant incidents in the

business world and proved the necessity of reviewing once more automatic control



mechanisms. The shared point in those three incidents signaled the incremental
impact of globalization in the 21st century.

In his book, The World is Flat, Thomas L. Friedman divides globalization into
three stages and argues that each stage has a force. The force of Globalization 1.0 is
formed by countries undergoing globalization. This stage is known as imperialism in
history beginning with exploration of America. People became wealthy as they found
new resources. Utilization of those resources in production in the 1800’s led to the
industrialization period, and the force behind this new period was globalization of
companies. It lasted until the late 1990’s. In the meantime, technological
developments gained momentum with the advancement of the Internet due to
improvement in fiber optic micro-cable as individuals began acquiring knowledge
more easily. All these developments brought Globalization 3.0. Friedman defines
this force as the new power acquired by individuals and used in cooperation and

competition.*

In Globalization 3.0, the two key players in the Far East, China and India, have
introduced two new concepts to the global economy: off shoring and outsourcing.
By definition, off shoring is “off or away from the shore and from your own
borders”. Technically, it is defined as a company’s relocation of certain processes
like production and services from one country to another to reduce costs. On the
other hand, in outsourcing, a company buys products or services from an external
provider although having the capacity to produce these products or services itself.?
These two concepts, whose prevalence has run parallel to both China’s and India’s
wide spread growth and availability of technology, have triggered the intensification
of competition in global markets. The East’s involvement in international trade
exemplified by these two countries has brought about the globalization of today’s
organizations. Many employees from several cultures have had to adjust and adapt

to new structuring as well as to keeping up with competition.

The world economy today is unstable. The repercussions of the 2007 Subprime

Mortgage crisis stemming from the United States of America have continued in

L T.L. Friedman, Diinya Diizdiir, Boyner Yaynlari, Istanbul, 1.Basim 2006, pp.1-55.
2 Prof. Dr.A.Kirim, Tiirkiye nasil zenginlesir?, Remzi Kitabevi, 1.Basim 2007, pp.24-135.



2008. And markets throughout the world have had to take a series of measures to
withstand fluctuations in the crisis. As Lehman Brothers, a 158-year-old financial
services firm, filed for bankruptcy, the impacts on the global financial crisis quickly
rattled world markets. The financial crisis subsided for a while only because the U.S.
drew up a rescue plan. All of this has reminded people of the necessity to question
the role, duties and responsibilities and even the astronomic salaries of top officials
or Chief Executive Officers — CEOs. The Enron scandal not only inflicted damage
on the U.S. economy but also led to the company’s closing of foreign offices and
rendered many employees jobless. Nevertheless, this most recent crisis in the U.S.
has shown that the roles and responsibilities of CEOs are not limited only to the

borders of countries.

Today, CEOs themselves are among the factors instigating this crisis aligning
CEOs with leaders ruling countries or specifically, their economies. Nevertheless,
the profiles and characteristics of leaders in the business world are going through
change just like the characteristics of current political leaders are shaped by
conditions of globalization. Leaders of the business world in the 21% century are
expected to have many characteristics: the capacity to develop visionary thinking
reflected by their teams through inspiration and a global mindset; and the ability to
be continuously innovative, to take risks, to use technology efficiently, to follow
technological developments closely and to learn new things continuously while
adhering to the principles of ethics.

In the 21% century business world, where globalization-related chaos and
competition is intensifying, we argue that one of the most paramount characteristics
of a successful leader is his ability to manage change. In leadership studies, change
leaders are also called transformational leaders.

Although we live in a fast-changing world, movements towards organizational
change in the corporate world also bring about resistance. While there may be
several reasons behind this resistance, uncertainty is one of them. In an environment
of uncertainty, the sentiments of employees may dominate their sense of duty.
Therefore, in change management, communication should be used in a very careful

and effective way to overcome the obstacle of uncertainty. In this context, the CEO,



occupying the top position in a company, has a tremendous responsibility. In this
process, we consider it relevant to liken a CEO to an orchestra leader who conducts a
symphony with very difficult and fast transitions or to a politician who radically

changes a country’s political system.

This thesis paper focuses on CEOs, occupying the top positions in companies,
and their leadership in managing successful change processes in the corporate world.
Our assumption is that CEOs managing a successful change process also use a
different communication dynamic than the one applied during normal processes.
Accordingly, this study includes the special language CEOs may or may not use and
whether this language is compatible with the idea of successful change management.
The framework of this research narrows the topic to Turkish CEOs who have
managed such change processes in the private sector, both at local and international
companies, in Turkey. Among the change management criteria is that the change
occurring under competitive market conditions should not harm the company’s
image, that it should affect only a low rate of employee turnover and that CEQOs
should not only execute their tasks in the aftermath of change but should also expand
their spheres of duties.

Taking into consideration different cultures and applications, the executive
titles included in the scope of the research are CEOs. And here, the most important
criterion is whether they have the top positions in companies operating in Turkey.

We consider content analysis to be the appropriate model for the research to
include face-to-face conversations with CEOs examining their successful change

management and their views about change leadership.

In the first part of the thesis, change methods, types, and approaches found in
business literature have been touched upon. The research emphasizes that every
attempt at change causes resistance within organizations. The reason behind this
resistance and what motivates employees to resist is considered at length. The
management criteria for reducing resistance to the lowest level and for helping the

organization experience a successful change are also examined.



In the second part, leadership and managerial characteristics are studied and
leadership theories are touched upon. A study has been conducted on the motivating
characteristics of leaders who manage change. Previous research on this topic has
been studied as well. The reasons for defining CEOs as leaders of change have been

explained.

In the third part, a literature review has been conducted on a successful change
leader’s communication dynamics. A study has been carried out on how a change
leader should use communication and on which words should be put in the
foreground.

And in the last chapter, the way top executives define a successful change
method has been examined through face-to-face conversations with CEOs whose
points of view and language have been analyzed.



1. UNDERSTANDING ORGANIZATIONS AND CHANGE
MANAGEMENT

1.1. Organizations, Organizational Behavior and Development

In this study, the corporate world is explored from the standpoint of
organizations themselves, defined as “a collection of people working together in a
division of labor to achieve a common purpose®> A common purpose embodies a
shared vision and mission provided by the top management of an organization. A
vision expresses a desired image of the future while a mission encompasses the core

target and parameters of the industry where the company wants to operate.

Since organizations are made of people, it can be said that the effectiveness of
organizations are dependent on people’s performance, therefore, the behavior and
action of people are studied within the context of behavioral disciplines.
Organizational Behavior (OB) is defined as “a field of study that investigates the
impact that individuals, groups and structure have on behavior within organizations
for the purpose of applying such knowledge toward improving an organization’s
effectiveness.”® It should be acknowledged that OB is an emerging applied science
which is constructed with other behavioral disciplines like psychology, sociology,

social psychology, anthropology, and political science.

The understanding of organizations is facilitated with the study of Management
that is defined as “the primary force within organizations that coordinates the human
and material resources toward objective accomplishment”.> The most common

definition to management is given by the theoretician Henri Fayol as “to manage is

*J. R. Schermerhorn, Jr., J. G. Hunt, and R.N. Osborn, Organizational Behavior, New York, John
Wiley & Sons, Inc., 1997, p. 9.

* S. P. Robbins, Organizational Behavior: Concepts, Controversies, and Applications, New
Jersey, Prentice-Hall, 3rd Edition, 1986, pp.5-6.

® F.E. Kast, J.E. Rosenzweig, Organization and Management: A Systems and Contingency
Approach, McGraw-Hill Kogakusha, Ltd., 3rd Edition, 1979, p.7.



to forecast and plan, to organize, to command, to coordinate and to control.”®
According to Cole, the relation of management with organizations is putted on words

as “the function of organizations.”’

The classical approach in organizational studies focuses on the development of
workers’ performance for the improvement of industrial efficiency® wherein F.W.
Taylor contributed with his popular work “Scientific Management” claiming that
higher production will result with greater earnings and investment for workers that
will enable greater output per man.® According to Henri Fayol who furthered the
approach of Taylor to the dimension of hierarchy argued that the managerial actions
are ascendant over technical ones in hierarchical environment. The German
Sociologist Max Weber contributed to organizational studies with his proposition of
bureaucracy. Weber proposed that bureaucracy is essential to regulate and control the
relationships and authority boundaries in an organization.® Weber illustrated the

organization as an “iron cage of bondage,™*

a machine wherein the approach
towards workers is mechanical, the ideas of workers for task are not important for the
management, and, hierarchy, rationalism and centralization are the key elements of

his bureaucratic model.?

Weber’s view of bureaucracy and mechanic approach is
criticized by other sociologists like Merton arguing that every member of an
organization is assigned with some specific roles that enable management to control
and predict and Selznick demonstrating that delegation rather than control will
ameliorate the effectiveness, “specialization and credentialization” ** The
Hawthorne experiment on productivity (changing physical conditions of the work)

brought the “humanization of work™'* approach.

On the contrary to the classical and neo-classical approaches in organizational
studies, the modern theorists analyzed and interpreted the organizations as a whole

but highlighting the importance of humanization of the workplace.

j G.A. Cole, Management: Theory and Practice, D.P.Publications, Hants, 1984, p.7.
Ibid.
® H. Can, O. Asan, E. M. Aydm, Orgiitsel Davrams, Arikan Basim Yayim Dagitim, Istanbul, 2006,
pp. 10-12.
’ G.A. Cole, op.cit, pp.17-27.
9G.A. Cole, op.cit, pp.33-41.
1 SR. Clegg, Modern Organizations: Organization Studies in the Postmodern World, Sage
Publications, London, 1990, p.28.
2 H. Can, O. Asan, E. M. Aydin, op.cit., pp.10-12.
S R. Clegg, op.cit., p.44.
1 G.A.Cole, op.cit., p.52.



Organizations are part of different environments, in other words, “organizations
are subsystems of a broader supra-system which is the environment.” In the light of
this claim, the Open-System view can be explained as “a system®® that exchanges
information, energy, and materials with its environment.”*® Being an open system,
organizations receive inputs from the environment, transform it and deliver outputs
through cycle of events. The information received is called feedback which is a vital
tool for transformation. As Niklas Luhmann said that “the environment is always
more complex than the system itself”, the study of organizations through open-system
view is more complex than the closed systems since “every system must maintain

itself against the overwhelming complexity of its environment.”*’

People in organizations coordinate, cooperate, and communicate; while doing
so, they form groups and build relationships not only with each other but with the
organization itself. In this respect, the behavior of individuals plays an important
role in sustaining the effectiveness, but at the same time, the external and internal
environmental conditions create a dilemma between change and stability in
organizations. This dilemma is scrutinized in Change Management, “addressing the
effective implementation of planned change and concerning the sequence of
activities, processes, and leadership issues that produce organization

improvements.”*8

Change in organizations is analyzed with the applied process of behavioral
science knowledge which is Organization Development (OD). Cummings defined
OD accordingly: “OD is a system-wide process of applying behavioral-science
knowledge to the planned change and development of the strategies, design
components, and processes that enable organizations to be effective. OD addresses

an entire system, such as a team, department, or total organization.” *°

15 «p system is an organized, unitary whole composed of two or more interdependent parts,
components, or subsystems and delineated by identifiable boundaries from its environmental supra-
systems.”’( F.E. Kast, J.E. Rosenzweig, op.cit, pp.98). Every organization is a part of a sub-system or
sub-systems. For example, organizations have different divisions, departments, units performing for
different activities but aiming to attain a common goal.

1 F E. Kast, J.E. Rosenzweig, op.cit, pp.125-127.

Y'N. Luhmann, Social Systems, Stanford University Press, California, 1995, pp.182-183.

8 7. G. Cummings and C.G. Worley, Organization Development and Change, South-Western
College Publishing, Ohio, 7" Edition, 2001, p. 3.

¥ T.G.Cummings,“Organization Development and Change” in JJ. Boonstra, Dynamics of
Organizational Change and Learning, John Wiley & Sons, Ltd, West Sussex, 2004, p.25.



1.2. Theories on Change Management

Change Management theory can be classified into three distinct schools of

thought: Individual Perspective, Group Dynamics and Open Systems.®

Individual Perspective school of thought focuses on the influence of individuals
on organizational change and development. Those who follow this school of thought
can be further categorized as those who follow the Behaviorist theory and those who
support the Gestalt-Field theory. The former claims that behavior is repeated when
rewarded; hence, receptive to external stimuli while the latter supports the theory that
behavior is shaped by interpreting external stimuli. Regarding organizational
change, behaviorists seek to achieve such change by manipulating external factors
whereas Gestalt-Field psychologists assist individuals to understand these external

factors.

Group Dynamics school of thought suggests that individuals within an
organization are members of groups while the dynamics of the group affect the
behavior of individuals. As cited by Cummings and Huse, French and Bell, Smith, et
al., management should concentrate on changing the norms, roles and values of the

group to make certain of individual compliance.21

According to W.R. Scott and W. Buckley, in Open Systems, organizations
comprise systems and sub-systems that connect and interact with each other, ‘open’
to external and internal environments. Therefore, the performance of the change can
be manipulated through remodeling each part of these systems as well as through
capturing the synergy between the internal and external impacts on the

environment.??

20 B. Burnes, Managing Change: a Strategic Approach to Organizational Dynamics, Prentice
Hall/Imprint of Pearson Education, Essex, 3" Edition, 2000, pp. 258-264.

L T. G. Cummings, E. F. Huse, Organizational Development and Change, Minnesota, 4™ Edition,
1989; W. L. French, C. H. Bell, Organization Development, New Jersey, 4" Edition, 1984; M. Smith,
et. al, Introducing Organizational Behavior, London, Macmillan, 1982 in Ibid.

2Z\W. R. Scott, Organizations: Rational, Natural and Open Systems, Prentice Hall, New Jersey, 1987;
W. Buckley, Modern Systems and Research for the Behavioral Scientist, Aldine Publising, Chicago,
1968 in B. Burnes, op.cit, pp. 258-264.
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1.3. Approaches to Change Management
There are two main approaches to change management: planned and emergent.

The planned approach dominated organizations from the 1940’s to the 1980’s
and consists of three models: the Three-Step, Action Research and Contemporary

Adaptations of Action Research.

The Three-Step model, formulated by Kurt Lewin in 1951, proposes that
human behavior is the result of two forces conflicting with each other where one
force pushes the individual towards a stable environment while the other pushes the
individual towards change. When the two forces are in equilibrium there is no
change in behavior. To generate change, it then becomes necessary to eradicate

those forces responsible for maintaining the current state.?

With the Three-Step model, Lewin suggests that organizations should proceed
by completing three stages: (1) Unfreezing the present level: at this step, the
blockage of an organization’s behavior imposed by those forces is lessened by
delivering more information from the top down to motivate members, (2) Moving to
the new level: this is an exploratory level in which the organization structure and
change activities are shaped by the outcomes of the first step, (3) Re-freezing the
new level: at this stage, the change activities are balanced and organization structure

is stabilized according to the new norms and ~ policies. **

The work of Lewin is revisited and developed into eight stages as seen in the
Action Research model which proposes that organizational problems are resolved
systematically and that experiences at each stage shape the successive action. With
this model, the output of each stage is carefully analyzed and diagnosed, so “the
change process itself must become a learning situation.”® The eight steps of the
model are sequenced as follows: Problem identification, Consultation with a

behavioral science expert, Data gathering and preliminary diagnosis, Feedback to a

2 H. Can, O. Asan, E. M. Aydin, Orgiitsel Davrans, Arikan Basim Yayim Dagitim, Istanbul, 2006,
pp. 449-451.

4 T.G. Cummings and C.G. Worley, op.cit., pp. 22-31.

% B. Burnes, op.cit., p. 268.
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key client or group, Joint diagnosis of the problem, Joint action planning, Action and
Data gathering after action. %°

Following trends in organizations from small subunits to total systems,
widening the cultural dimensions and the emergence of social change projects and
innovation, researchers adapted the action research model to contemporary
applications into two forms. = Contemporary adaptations promote more member
involvement unlike traditional approaches which support consultant involvement.
Secondly, the model introduces “appreciative inquiry” which “proposes that words
and conversations determine what is important and meaningful in organizational

ll'j[€ 9927

With the influence and expansion of Japanese competition in the Western
industry from the late 1970’s, organizations realized the necessity to reconsider their
structure and management style. During this period, researchers and practitioners
questioned the applicability of the planned approach in such a turbulent market
environment. The emergent approach came into effect to meet the needs of changing
internal practices and organizations to become more responsive to external
conditions. The emergent approach suggests that change is a continuous and
“emerging” process of organizational transformation which generates unpredictable

situations.?®

Those advocates of the emergent approach agree upon these five features

. . . . 2
deemed important for successful change in organizations: ’

Organizational Structure: According to C. Snow, et al., specialization and
flexibility should be driven from the base or bottom level up and are needed to meet
with the chaotic and dynamic environment arisen due to “globalization, intense
competition and rapid technological change.”30 For a bottom-up approach, the

organizations going through change should also modify the organizational structure

ij T.G. Cummings and C.G. Worley, op.cit., pp. 23-27.

Ibid.
%8 B Burnes, op.cit., pp. 280-283.
? |bid., pp. 283-294.
%0 C. Snow, et al., “Managing 21st Century Network Organizations,” in C.Mabey, B.Mayon-White,
Managing Change, The Open University/Paul Chapman Publishing, London, 2nd ed., 1993, in
B.Burnes, op.cit., pp. 288-289.
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from hierarchical to non-hierarchical and need to be more linear to ensure

. . . L. 31
information flow and closer collaboration between divisions.

Organizational Culture: This refers to a “system of shared meaning held by
members that distinguishes the organization from other organizations.”** Proponents
of the emergent approach share a common view that strategic management of change
should be sensitive to organization culture. Johnson suggested that strategic change
management is “essentially a cultural and cognitive phenomenon rather than an

analytical, rational exercise.”®

Organizational Learning: Learning is key to prepare members of the
organization to acknowledge the need for change. Organizational learning provides
new visions, values, and systems for the organization from the top down. Just as C.
Mabey argued, shared information from the bottom up will help detect and correct

. . 4
errors in transformational change.?

Managerial Behavior: The degree of change and effort required for change is
closely linked to managerial behavior seen in management’s ability to manage a
business and lead a team. Mabey and Mayon-White cited that “managers are
expected to operate as leaders, facilitators, and coaches who, through their ability to
span hierarchical, functional and organizational boundaries, can bring together and

motivate teams and groups to identify the need for, and achieve, change.”*®

Power and Politics: Power exerted with formal authority creates the potential
for controlling behavior as well as for acquiring the obedience of groups. Proponents
of the emergent approach recognize the importance of power practiced with political

efficiency to gain support at the upper and lower levels.

38 M. Beer (Series Adviser), Managing Change and Transition, Harvard Business Review
Publishing, Boston, 2003, pp. 24-25.

%23, P. Robbins, Organizational Behavior: Concepts, Controversies and Applications, Prentice-
Hall International Editions, New Jersey, 1986, p. 431.

% G.Johson, “Processes of managing strategic change,” in C.Mabey, B.Mayon-White, Managing
Change, The Open University/Paul Chapman Publishing, London, Second Edition, 1993 in B.Burnes,
op.cit., p. 289.

% C.Mabey, B.Mayon-White, Managing Change, The Open University/Paul Chapman Publishing,
London, Second Edition, 1993 in B.Burnes, op.cit., p.290.

% Ibid., p.291.
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Although the planned and emergent approaches bear some similarities,

especially in matters of learning practice, they differ in these key points:

—  The emergent approach proposes that the environment of change is uncertain
and unpredictable as opposed to the planned approach, which assumes a stable
and to some extent a predictable environment;

—  As much as the environment is unpredictable using the emergent approach, the
control mechanism of a situation change becomes difficult to manage whereas
the planned approach suggests that managers have control over the situation
since the process moves from one “fixed point” to another; and,

—  The planned approach is a “top-down” method where managers design the
process supposing the group attitudes and behaviors are open and in
compliance with change. However, in the emergent approach, “bottom-up”
involvement expands the responsibility of the process to every level of

management and challenges central control.*®

1.4. The Nature of Organization Change
1.4.1. Stimulus to Change

There are external and internal forces which stimulate change upon and within
organizations. External forces are environmental circumstances such as customers,
competitors, technology, and economic and international developments. Internal
forces are internal activities and decisions targeting the growth of business as well as

its effectiveness.

Globalization is one of the key external forces affecting today’s global
economy and business environment. In the 1980’s, organizations revised their
strategies and structures to comply with or to compete with the emerging Japanese
industry. Up until that time, business dynamics had been much more controlled
compared with today’s environment, which is less stable and experiencing more
fluctuation due to the emergence of China and India in global markets. As a result,

organizations have had to transform themselves to suit the growing multi-cultural

% B. Burnes, op.cit., pp.311-314.
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environment due to movements and diversities in the labor force. Technological
developments such as the Internet have generated innovation in trade as well; for
example, the fast developments of e-trading and e-learning have clearly affected
traditional trading dynamics. With these fast-developing changes, new business

ethics have to be understood and applied.

Organizations have to set and meet their targets. Productivity is one of the
main goals to be achieved. Any decline in productivity (which is usually the first
internal force to feel the impact of economic slowdowns) will generate cost cutting
or downsizing in organizations. Crises, such as strikes, increasing demands of
employees, and any other negative impact on an organization’s morale among its

. . 7
personnel, create internal pressure and influence change.’

1.4.2. Types of Change

Change can be either planned or reactive. This study references planned
change which is “designed and implemented orderly in anticipation of future events.”

Reactive change is “a piecemeal response to circumstances as they develop.”*®

The initiative of planned change can be categorized under four programs:

—  Structural Change: the model targeting higher performance through  mergers
and acquisitions, consolidations, and the like;

—  Cost Cutting: elimination of nonessential cost items to improve profitability;

—  Process Change: redesign of systems and the way tasks are executed; and,

—  Cultural Change: conversion of values, norms, and behavior of an

organization.*

D.A. Nadler and M. L. Tushman interpreted the types of change based on the

following dimensions:

% H.Can, O.Asan, EM. Aydmn, Orgiitsel Davrams, pp.448-449. R.W. Griffin, Management,
Houghton Mifflin Company, New York, 4th Edition., 1993, p. 310-312.

% R.W. Griffin, Management, Houghton Mifflin Company, New York, 4th Edition, 1993, p. 311.

% M. Beer (Series Adviser), Managing Change and Transition, Harvard Business Review
Publishing, Boston, 2003, pp. 8-15.
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Strategic and Incremental Changes: Strategic change act on one of the
components of strategy, i.e., goals, business portfolio, partnerships, and S0
forth; incremental changes are initiatives targeting the effectiveness of
organizations and are continuous; and,

Reactive and Anticipatory Changes: Changes happening in reaction to external
factors are reactive; anticipatory change such as strategic changes differ in that
the anticipated events define the context of change while strategic change

focuses on contemporary events. 40

Nadler and Tushman proposed four types of change action by blending these

dimensions:
Figure 1.3.2
Types of Organizational Changes
Incremental Strategic
Anticipatory Tuning Re-orientation
. Adaptation Re-creation
Reactive

Source: D.A. Nadler and M. L. Tushman, “Beyond the Charismatic Leader:
Leadership and Organizational Change,” California Management Review,
Winter 1990.

1.4.3. Areas of Change

Any mode of change is concentrated on one of the four areas as mentioned

below:

Strategic Change: Organizations adjust their strategic base and go