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One important issue for all managers, especially the ones in public organizations,
is the resistance of the personnel to organizational changes. Organizations can
survive only when by choosing a proper strategy, they comply with the current
changes in the environment. This issue becomes more important regarding the
improvement in technology and the invention of new management methods. Ways
to reduce or mitigate the resistance were presented. In response to these reactions,
some sol utions wer e suggested.

1. INTRODUCTION

Change and evolution happen in organizations. Tl weople live
changes continually and constantly and it is necH to a particular part of
the world. In no society, there is a generationjcivHives exactly like the
previous one. The pace at which these evolutioke face is different in
different societies. The efforts of the scientiatel theorists have played an
effective role in establishing the studies and gméag the theories to improve
organizational evolutions. Strategy is an improvente organizational change,
which was introduced in the early 1960s. Orgarzedi units of production,
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service, education and even every single persoditiezent from another one.
Although in some situations the gap resulting fribvese differences is great,
the continuous and constant change always existanasindeniable fact.
Consequently, if a unit does not get along witheottnembers of the society,
then it will be subject to failure and dissolution.

Sometimes, changes might happen due to deficiensiesrtcomings,
defects or differences inside the organization Whattracts the attention of
superiors in different ways. It is also possiblatttihe results of a research on a
particular problem reveal additional facts that e#lke superiors aware of the
necessity of organizational changes. There is nbtat the management and
the human resource departments, without discussiagletail their role in the
organization and their significance, are the maosgdrtant factors in running
the organization and the efficiency of any change @volution depends on the
performance of these two departments. However, pasception is not
completely true, if we allow it to make us thinkathsuch changes and
evolutions in different fields have been made gasild will continue forever. If
the area is not suitable for change and the chaageot be justified by its
benefits to individuals, then people might not wehe those changes. In fact,
they will resist them intrinsically and show tertgci

As the human resources and management departnienterg important
and play a significant role in the organizationking changes and influencing
evolution in the workforce are also necessary angtnibe done delicately.
Managing change is important, because the pacehighvwehanges occur has
been increasing. Studies show that, in some cabesges often fail in the
beginning. One organizational response to changethé evolution of
organizational practices. Thus, the response mygllyato the change
management. For example, challenges are incregsoaghpetitive and the
need to respond to the changing environment catlsescreation of new
organizational models.

The traditional organizational models that folldve toperating procedures
and the matrix can be complemented with the newetsoghich are based on
project teams, networks and virtual structures.ofétgcally, most of these new
models, such as virtual project-oriented structupevide more flexibility
when responding to changes. However, these modef®otalways behave in
the same way, i.e. the ability to share knowledgd work is different in
different organizations. In addition, these modetgy impact effective
communication or employee engagement, which isuim tessential for an
effective change. In this sense, managers musbleeta create and manage
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change within the organization, so as to ensuré dbgectives are met and
change is produced and at the same time they maatethat the organization
implementing the change process remains committeélet organization itself.
Furthermore, the managers must ensure that workbasthess follow their
normal courses. There is a wide range of defirstibor the word “change”.
Some people believe that the processes which degedeto differing,
converting, replacing, alternating, displacing amansforming are called a
“change”. For most people, change is a kind oftstiifswitch in a situation
from a desirable to an undesirable status.

According to Hellriegel, Slocum, and Woodman (198Bg forces of the
following areas make the organization change iabljt they are: societal
changes, production potential and services, tedgial changes and explosion
of knowledge. Today, with the explosion of inforioat and the existence of
several causes of problems, the organizations ame rmactive and dynamic.
Changing the management style of work is difficbiécause it requires that
many of the things that employees are accustomexhdiohave become their
habit are removed. Therefore, resistance to sbahge and evolution by staff
is something normal and natural. Different reatioan be seen when making a
change in an organization. Resistance against esaingide an organization is
a prominent one. Therefore, in order to understiwedconcept of employee
resistance it is important to identify what the doresistance refers to.
Resistance against change could be defined asettwtion of a person or a
group that stops trying to make a change or disriptAlvin Zander (1950),
who was one of the first researchers in the figfingd resistance to change as
a behavior aimed at protecting people againstaemhagined change effects.

2. CAUSES OF THE RESISTANCE TOWARD CHANGE

According to Kotter and Schlesinger (1979), majauses of resistance to

change are:

* being aware of the shortcomings of the proposed,resistant staff
might be aware of the potential problems that gyl to be ignored
by the agents of change;

* uncertainty, i.e. the staff might be unaware of bsult and the impact
of change on their work;

* no interest in surrendering to the benefits, ile employees may
suppose that the cost of change is bigger than tthebenefit it will
achieve.
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According to Kanter (1985), the staff will resishange if they are
distrustful and if they lose control of their wor®ersick (1991) believes that
apart from potential risks caused by change ithés fear of uncertainty that
causes the employees not to want to change. Ch@t®4) analyzed the views
of managers on organizational changes. He dividedrtanagers into four main
groups: Information Technology Manager, Human RessI Manager,
Marketing Manager and Storing Manager. In his apinia Storing manager
will not show any reaction against changes, becdugdshe thinks that the
changes will not be made in his area. The poiras the Human Resources
Manager worries about are new employments and etlaffation. According to
the Information Technology Manager, there are vesrebout how the staff will
develop new skills so as to keep them in the omgion and also how to
allocate the budget for the expenses efficienthis Tanager also believes that
when information technology enters his organizaticarea, this area’s power
and budget will increase, because when changesr dhe opportunity of
creating new communication channels in the markatnoup causing an
increase in the exchanges of goods as well.

This research shows that there are some reasonsahaprevent staff
resistance to changes. In other words, the restittse questionnaire show that
the staff is not always sure about the commitménthe organization to the
assumed obligations. Although most of the staffhilge satisfied with their
job, they are still concerned about their careat believe that a precise and
careful planning does not take place before imptemg the changes in the
organization. As in such organizations the relaiop between the managers
and the staff is not very close, the reasons whangbs are needed are not
explained to the staff. It means that the manadersot feel it is necessary to
inform the staff about the reasons for making thenges because most of the
changes take place at senior levels.

3. WAYS TO REDUCE AND MITIGATE RESISTANCE TO
CHANGES

Managers of the organization are responsible fecaliering the real
reasons for staff's resistance to change. Theyldhadso be flexible enough to
overcome the resistance of the subordinates. Katbel Schesinger (1979)
suggest in their research six ways of overcomirgjstence of the personnel
which are: open and hidden persuasion, facilitatod support, training and
communication, influencing the director and gettidpse to him/her,
negotiation and resistance, and finally participatand quarrel. In his book,
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Roy McLennan (1989) deals with ways of reducingdes of resistance. These
factors are:
e supporting top-level managers at the beginning<etetive programs,
« making the staff believe in the usefulness of thange and reducing
their burden of responsibilities after the change,
e creating a sense of involvement in the project,
* not closing the project for a review if needed,
« offering a possibility of providing description fora correct
interpretation of the project,
* encouraging participation of individuals,
* minimizing the risk of endangering participantstsety,
« facilitating the possibility that the staff accegaich other and;
e motivating the participants to experience change.

In another study, Jeff Hiatt (2006) presents a rhtalenanage a change,
which is known as the ADKAR model. This model isated by combining the
concepts of Awareness, Desire, Knowledge, Abilggd Reinforcement. It is
studied in two dimensions. The horizontal axis shdhe characteristics of
human resources and the vertical axis shows tigestaf the project of change.
After conducting this research, we found out thauecessful change occurred
when these two dimensions were considered at the sane. Washington and
Marla (2005) see the changing factor as an impbffeator in the quality of
change execution. When the changer is more awarayilh have a positive
view of organizational change, his resistance widtease and he will be able to
bring the staff along. In a study, conducted imi@a organizations, by Razauvi,
Hashemian, Kazemi, Tavazoee, and Mashayekhi (2@1€)following factors
affecting correct organizational change are idetifThey believe that:

e Managers should pay enough attention to quality effettiveness of

the new procedures;

e Encouragement and punishment policies should beidered by the
managers, and the staff should be informed aboat dffect and
effectiveness of the new procedures;

« Managers of the organization should execute nemdatals, as long as
these can be applied.

Having analyzed the aforementioned reasons and athministrative
structure of Iranian organizations, some solutiares presented to help reduce
staff resistance to strategies leading to orgaioizak change. Those might
include: generating enough motivation to change rtientality of the staff,
strengthening (positive feedback), abandoning thkabior that caused the
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problem, and identifying and developing new behayioeforming and using
successful methods of communication of managerd witlividuals in the

organization, careful planning which is clear forstages of the project change,
using appropriately self-ability, creating an inngsion of the people by

involving them in the process, encouraging creatiieking, using new

technologies, empowering employees and develogiadgdrship skills.

4. VARIOUS APPROACHES TO REDUCE RESISTANCE TO
CHANGE

Life of an organization depends on the skills amg general or technical
awareness of its human resources. These factoys golaimportant role in
increasing the compatibility of the organizationttwithe conditions of the
environmental variable. Therefore, both educatiod development of human
resources play a big role in developing staff'svkiedge and professional skills.
Cascio (1995) believes that education and staffrawgment consist of
specially designed programs that improve the fonctn individual, group or
organizational levels. Furthermore, education makdwiduals more involved
in improving the organization’s effectiveness andreneasily adaptable to the
pressures of the environmental variable. Technoidgihanges, and technology
as an agent of change in organizations, can mak®enaplete change in
organizational skills and knowledge. Therefore, tcwous education is
extremely important and necessary.

One of the important approaches in managing andowmpy human
resources is organizational development. According this method, an
appropriate decision making process is createdoagahizational performance
is improved in the procesBlack and Margulies (1989) think that organization
improvement is a planned change that has a systemeitv and is planned in
both the short and the long term with the aim oprioving the organization.
They believe that the changes are designed to sofyamizational problems and
focus on human-society relations. Change is cormiléo be one of the
processes within the organization and not a sepakat of it.

Waddell and Sohal (1998) view change in a differgay. Unlike other
researchers, they believe that resistance has athiantages and is problematic
only if managers consider it to be problematic dodnot pay attention to its
advantages. They believe that a lack of theoriesanage a change and models
for that make it impossible to achieve these béndfi a research, Kreitner and
Konicki (2001) consider the close relationship besw effective change and
people’s resistance. They come to the conclusiahtthmake a change in the
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behavior of the staff, the best way is to overcaenaployees’ resistance to
change and make them willing to adopt new behaviorsanother research,
Adner and Helfat (2003) show that, managers' datssare greatly influenced
by their particular insights. This feature causeganizational change to be
influenced by their tendencies. A research condutte Jennifer and Kerry
(2007) shows that successful implementation of miegdional change depends
on the acceptance of these changes by the employees

Developed countries have made a good progressuicaédg and training
staff. This cannot be said for developing countliles Iran. Therefore, the staff
of Iranian organizations shows more resistancéémges, which is a challenge
to Iranian managers and executives. However, femliess have been done on
issues of organization change. Amiri, Rasaeefadd Rastan (2011) reach the
conclusion that the Iranian government agenciesrofio programs to
encourage employee creativity and change. Meanwihiteemployees tend to
show their creativity and are aware of both thednteechange and of the lack of
the required knowledge and skills. The staff thitlkat the decisions of the
managers do not enable the organization to aclsewveess. They also believe
that the biggest problem of these organizatiorthed failure to communicate
and cooperate on the team work basis. The resegmohp made some
suggestions to solve this problem, including: ipgration of employees in
decision making, making a comprehensive commumicagystem in the
organization, raising awareness of changes in wariways, developing the
required skills through training, reducing bureaosyr developing and
encouraging creativity and variability, promotingesialization, improving the
leadership quality of the managers, paying attartticceam work, developing a
strategic outlook on the basis of strategic orgational management,
coordinating between the individual employee angaoizational goals, and
finally supporting the local culture compatible vithanges and organizational
innovation.

5. MODIFYING AND REVISING THE ORGANIZATIONAL
CULTURE

Organizational culture is a new issue in managerkeotvledge and in the
process of organizational behavior. Culture hasiberg used to describe the
quality of life in a human society. Organizationasmetaphor for order and
culture in an organization; it is like a personaltf a human being. In fact,
analyzing the definitions of most studies, it cam $aid that organizational
culture is a combination of values, beliefs, opisip theories and norms
governing organizations. In other words, organarad! culture is a concept that
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will be taught to new members into the organizatod expresses a pattern of
the common objectives of the organization. An int@atr factor in revising
organizational culture is studying the issues eelato human resources
management, which has been long considered in@@elcountries.

So far, these countries have devoted much effoetictieve the goals of
continuously improving their administrative systesmd creating an ideal
organizational culture. The characteristics of soianizations are as follows:

« In these countries, no special attention is paigrmper methods of
evaluating talent, ability and motivation to workhen recruiting new
employees;

* Proper education and training is designed for gtafimotion;

« Employees are jointly responsible towards theiredyt

* Employee assessment and promotion are done slowlgrmadually;

» The staff is educated in a way that they pay atiento their
improvement as well as to the improvement of otlaeis to the efforts
of cooperation;

« The staff tries to upgrade the organization toghéi level and wants to
make a better future for it.

Keup, Walker, Austin and Lindholm (2001) believeatitthe effective
factors in the process of organizational change mna@king it ready for an
organizational change and responding to it, reduosistance against the plan
of change and improving the results of the procdss.other words
organizational culture is the effective factor etprocess of organizational
change. The results of studies conducted by Padd.am, (2003) and Smith
(2003) show the influence of organizational cultore accepting or resisting
organizational change.

Rashid, Sambasivan, Rahman, (2004) believe thatudss toward
organizational change are influenced by organimaticulture. Maurer (2006)
says culture is the background of a successfulgéhanherefore, the necessity
to promote change is a preparation of both theviddals and the organization.
He considers that some factors have an effect ganirational failure. In his
view, these main factors are: a low level of orgation quality, low attention
given to preparing employees through training amtmately, resistance to
change.

According to Paton, Beranek et al (2008) and Sit008), the functions
of management change include participation of tiddviduals in the change
process, setting priorities, fulfilling tasks, mapp the motion of the current
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situation to the desired situation in the futuréhey believe that change
management studies the current situation of tharozgtion, its future situation
and ways of guiding through current situation te desired situation. In Iran, as
a developing country, some efforts have been maaently to improve
organizational culture. Organizations in differdeveloped countries have been
studied to model their strengths. Iran is an Istagtuntry that has tried to
imitate that interaction following Islamic patternSertain characteristics of
Islamic ethics must be included in organizationsd amust pertain to,
employees.Islamic moral features that are expected from ampleyae in
organizations in Iran are: piety, knowing how torkygatience in dealing with
clients, loving people, humility, good-temperednepsiblic service, being
friendly, respecting the client, justice and fas®seobedience to superiors,
brotherhood and intimacy with colleagues and fintdie consultative spirit.

7. CONCLUSION

Resistance can be defined as a reaction of anidudivor a group who
attempts to stop an effort to make a change ouplisiit. The Iranian employees
are unsure whether the organization is committetidécconsidered obligations.
They are worried about their career in the futurd believe that a precise and
exact planning does not take place before impleimgrthe changes in the
organization. As in such, relationships betweenntamagers and the staff are
not close, since reasons for changes are not egplao staff by the managers.
Managers do not feel the necessity to inform thé sibout the reasons for the
changes because most of the changes take plageiar Evels.

In order to prevent the aforementioned problems &mdreduce the
resistance against organizational changes, thé atght to be prepared for
changes that first need to be justified. Accordinglome solutions can be
suggested: to create enough motivation for peaplehange their minds, to
strengthen behaviors positive feedback, to quibleratic behaviors and to
identify and develop new behaviors. Other imporiasties include: correcting
mistakes and using successful methods of commimricatith, careful and
clear planning for all phases of the change prpogetimum use of their own
abilities and that of other people around them @amsulting), creating an inner
insight in people by getting them involved and pgymore attention to their
mental experience, accepting creative thinking,ngishew technologies,
increasing their empowerment and developing le&derskills of others are
also important.
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KAKO SMANJITI OTPOR PREMA ORGANIZACIJSKIM PROMJENAM  A:

SLUCAJ IRANA

Sazetak

Zn&ajno pitanje za sve menadzere, a posebno one arjagaktoru, odnosi se na otpor
zaposlenika prema organizacijskim promjenama. Qrgaije mogu preZivjeti samo
kada biraju odgovaragu strategiju, koja je uskii@na s promjenama u okruzenju. Ovo
pitanje postaje sve z&éajnije, s obzirom na napredak tehnologije i dmejem novih
menadzerskih metoda. Nadalje se prezentiraj@innaza smanjivanje otpora
organizacijskim promjenama. Kao odgovor na navedssakcije, preportuju se
odgovarajda rjesSenja.
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