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Introduction

“Before beginning to diagnose in an organization, you should know through 

whose eyes you will be observing the situation – your own, those of your boss, your 

associates, your followers, an outside consultant or others” (Hersey et. al, 2001, p. 377).  

For the purpose of this paper, keep this statement in the back of your mind, because its 

importance will unfold throughout this paper.  You will get a first hand look at how the 

change situation described in this paper could have been handled differently if this 

perspective would have been taken into consideration.  This paper will attempt to identify 

what warrants intervention in the situation provided and develop a strategy for successful 

change.  The paper will conclude by providing the best leadership style to make the 

change effective and attempt to predict the reactions from the organizational 

stakeholders.

The Situation

In August 2007, Instructional Design (ID) Associates, Inc. proposed that all

employees become responsible for seeking new work by analyzing the sought services of 

Requests for Proposals (RFP) solicited by the United States Government.  A RFP is an 

invitation for contractors or suppliers, through a bidding process, to submit a proposal on 

a specific service. The employees will be required to seek new work through RFPs, and 

upon personal analysis of a collected RFP, to write a detailed report stating why ID 

Associates, Inc. should submit a bid.  Currently ID Associates, Inc. has a business 

development (BD) team of only two people.  This situation that warrants the employees 

to take a stake in BD is that they have not won any contracts in the past eight months and 
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experienced their first ever layoffs in the six year history of the company.  The employees 

are not happy that they have to perform this new duty along with their specialty tasks, 

which is causing much resistance.  The employees are also resisting the change because 

the BD team members currently earn triple digit salaries and a portion of the bid, whether 

the organization wins or loses.  There are many misconceptions about the new task since 

the employees haven’t had formal training on how to locate RFPs, what key items to look 

for in the RFPs, and how to properly write reports on the RFPs.

Why intervention is warranted

“Change efforts involve attempting to reduce discrepancies between the real 

(actual) and the ideal” (Hersey et. al, 2001, p. 378).  The imbalance of projected goals 

prompted an intervention in business development.  The organization saw a discrepancy 

with the process of finding new work; the two-member BD team was over tasked with

the burden of finding new contracts for more than five different departments.  The 

training department took a huge hit since they were not at the forefront of the BD focus, 

which resulted in layoffs of ¾ of their team.  The missed opportunities caused a rift in the 

projected company profit goals.  Because of this missed goal in company revenue, which 

would have paved the way for planned purchases of new and cutting-edge technological 

equipment, the organization forced each department to thwart its efforts towards seeking 

new business opportunities along with conducting normal tasks.  The organization saw 

this change strategy as beneficial to the company funds, since internal sources would be 

of no cost to the organization as opposed to hiring qualified business and acquisition 

professionals to pick up the slack of the BD team.  In retrospect, the intervening variables 
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to this situation included shortcomings of organizational goals and their prediction for 

monetary profit.

Diagnosis of strengths and weaknesses

In reviewing how this situation was handled, the weaknesses outweighed the 

strengths.  Hersey et. al (2001) identify that if managers don’t conduct analysis before

implementing a change strategy, they may be very overwhelmed and set themselves up 

for failure (p. 383).  In looking at the Hersey et. al ideology, the change implementation 

initiated by IA Associates Inc. has proven them to be correct.  The primary weakness of 

the change implementation was that there was no plan of action or opportunity for prior 

input, and subsequently feedback from all personnel that the change had affected.  

Resistance peaked after change implementation due to the fact that employees were not 

provided training on the new task and time management skills, which would affect the 

quality of their work.  Reflecting on this error, how does it relate to Distance Education?  

Most newcomers in Distance Education are new to online learning and need the 

necessary support and assistance during their initial weeks in the online environment to 

ensure that their stay is pleasant and that they are fully benefiting from what online 

learning can afford them.  These learners require support in different areas; take for 

instance “time management”.  Johnson states that “Before the course starts, students need 

to develop good time management skills:  distance learning courses tend to have a looser 

structure and many students are studying alongside a job or family commitments” 

(Johnson, 2004, 118).  Many Distance Education universities provide online guides and 

tutorials to new students that are transitioning from the traditional classroom to the online 
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classroom, so how is it fair that IA Associates Inc. does not provide the same assistance 

to new employees that are now being overwhelmed with unfamiliar tasks on top of their 

everyday specialty tasks?

Another weakness that can be identified by this change is the lack of concern as to 

how the workers would accept the change.  As characteristic of the directive change, all 

workers were told in an organizational-wide meeting that the change was to take effect 

immediately, which in turn created a major predisposition against the change. The change 

was brought as an immediate concern, and management resulted in stating that all 

employees should be lucky to have their jobs, and that if they valued their jobs, then they 

should work hard to find work to keep them or look for employment elsewhere.  This 

response created a permanent and consistent resistance to the change.

The greatest strength in the situation was that the discrepancy was properly 

identified, even though the change that pursued was not effective.  The organization was 

able to successfully identify the gap between current state of the business development 

team and its impact on the desired organizational mission.

Development of a strategy for changing the situation

In evaluating the situation and the variables that provoked it, the participative 

change cycle would have worked best at attempting the change in the most successful and 

efficient manner.  The organization failed to understand that the managers frequently 

delegate tasks and do not micromanage their teams; therefore involving the employees in 

the analysis and planning of the strategy phase of the change would have caused less 

resistance and would have made the change transition effectively and without total 

resistance.  The employees would have not felt railroaded by the change, and the active 
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involvement would assist in changing the behavior about the issue (2001, p. 390).  Here 

is a proposed series of events that identify the strategy to changing the situation:

1. Pose the situation to all members of the organization that the change would 
affect and receive input/feedback.

2. Identify leaders respective to each specific group of organizational members
that are familiar with the change suggested.

3. Comprise a mix of department members in each group to provoke new 
thoughts and create new social relationships.

4. Assess the level of readiness for change in each specific group and identify 
what factors will motivate the members that are lacking readiness.

5. If the change requires new, but unfamiliar tasking, create a training package 
(quick reference guide, who to contact, etc.) for the group leaders to present to 
members prior to the change taking full effect.

6. Provide small incentive, such as organizational recognition, gift certificates, 
etc., for winning contracts to teams to show all employees that they too can 
benefit from the change.

7. Solicit feedback from leaders to see if strategy needs to be adjusted.

Proposed leadership style required to affect the intended outcome

The intended outcome of this situation is for employees to become active in their 

stake in the company, by keeping the company growth at the forefront of the goals, since 

it is a major factor in keeping them employed.  Due to monetary constraints, the BD team 

is limited in all department opportunity searches and is not educated in the specialties of 

each department.  In order for employees to see the importance of their new tasking, 

leadership should exhibit the “Enlisting Strategy” provided by Hersey et al, as opposed to 

the “Enforcing Strategy” that was used to initiate change as described in the Situation 

section of this paper.  As described in the Situation section, the leaders did not provide 

assistance to the employees after the change was initiated; they were unable to perform 

their new tasks because they were not trained and were not provided adequate resources.  

With the proposed new leadership strategy, the leaders can ensure that they employees 
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are receiving all the resources that they need to succeed.  The Enlisting leadership 

strategy will also involve employees in sharing he new vision of the organization (2001, 

p. 430).

Analysis of likely reaction from stakeholders involved

The stakeholders need to share in the organizational change strategy.  The 

reaction will not be welcomed, since it has been proven that stakeholders would rather 

keep any change from the employees a secret prior to the change initiated so that there 

will be no tension in the workplace.  The only way that we can ensure that the 

stakeholders buy-in, is to ensure them that no matter what that the change will take place, 

but that the process for the change needs to involve those whom it will impact the most.  

Feedback of previous projects that met much resistance and failure will need to be 

demonstrated to the stakeholders for them to realize that their track record must improve.

Next steps and Conclusion

To ensure that the new change takes place, a company wide meeting must be held to rid 

the resistance and animosity among the employees and the stakeholders.  The employees 

will be informed of incentives to motivate their productivity in the tasks, will be provided 

point of contacts when support is needed, training guides on how to perform the new 

tasks, and time management support to ensure that the transition is smoothed over.  The 

management and other leaders must demonstrate their new leadership strategies to show 

that they are avidly concerned and involved with their progress in the new and specialty 

tasks, and that they believe in the company’s values and mission.
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