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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	Please insert your completed assignment (in word format)  here:


Question 1: What is a change? How does it affect the organisations?

Change is both a noun and a verb and refers to everything where something is made or becomes different. This difference can either be very simple. A good example for a simple change is the increase or decrease of a price in the supermarket. On the other hand, these differences can be very complex like the move of the European Medical Agency from London to Amsterdam or the current shift in the party landscape in a lot of countries. Looking at this also shows very clearly that change affects everybody and literally every time in life. One can say it is an unchangeable part of the world and without it the world will not progress and evolve. Looking at this definition and examples it is obvious that next to change as the situation there must also be a process that moves the old state to the new state and that must be clearly differentiated from change. This process is called transition and is discussed in the next question as part of the change cycle.
Now that we understand what change is we look at how it affects the organizations. To do so one first should look at how change affects the individual as a major part of each organization are the people. Every person is different and so is the reaction to change. Some will accept it easily and adopt very quickly to the new situation while others will mourn the good old days. This shows already very good how change will affect an organization from the inside. It will cause some instability and risk to the organization when people are not able to cope with a new situation. Example from my daily work in IT: We are implementing a new business process in sales including a software to manage this. Some will right away accept this change and use the software and will be able to. Others will not be able to and want the old system back and are not able to use the new software as they boycott the training. This causes the company to lose some major clients as the people are not entering the data as requested and the contracts are therefore not fulfilled. Finally, a change can also affect an organization from the outside. We already discussed that change is all around and that it could also happen with laws for example and that this on the other hand again will force an organization to change something to comply with the changed law. A good example for this is the recent change in data protection laws in the EU that results in an enforced change of some processes in the organization.
Looking at what change is and how organizations are related to it one could also say that change affects an organization in a way that it enforces the organization to be in a constant cycle of changes as it will be discussed in the next question. This means that change also have a financial impact on a company as it must have personnel and processes in place to manage this constant cycle. 

Question 2: Discus three phases of the change cycle in detail?

In question 1 it was already discussed what change is and that it also contains a process that makes the change happen, the transition from old state to new state. Looking at this one can logically conclude that this process must have three phases: The old state/condition must come to an end and the new state/condition must begin. Furthermore, there must be something in between, something neutral where neither the old nor the new state/condition is existing. Based on this one can name three phases of a change cycle following the thoughts from William Bridges:
· Phase 1: Ending
· Phase 2: Neutral Zone
· Phase 3: Beginning

We are going to look at the three phases a little bit more in detail using a real-life example of the authors work life. Let us start with the ending phase. 
The Ending phase is characterized by the termination of a stable condition. This stable condition in the example I am going to use is a paper form that is used by sales representatives to write a proposal for a client and afterwards is also used to document the contract and send it to manufacture to have them produce the goods for the client. This process is paper and ink based and used since about 10 years. This process will come to an end with the upcoming change to an electronic system and process. In this phase you see the different kinds of emotions and effects of change to people very good: Some are excited about it and are happy about the more efficient and modern process others think the “new” electronic thing will only cause a lot of issues and therefore try to aggressively fight the project of implementation. These people do not understand that they must give something up in the ending phase to get something new (much better). In this phase it is highly important – in the author’s opinion – to be very transparent in the project and communicate very well. One need to understand the reservation the people might have from an emotional perspective and try to convince them about the good aspects as solely technical arguments will most likely not address their concern. As we already discussed change is more often about emotional resistance (giving up comfort) rather than rationale.

In between the ending and beginning is the Neutral Zone. The old condition/process is phased out and replaced by the start of something new. In this phase one is in the middle of the transition. Therefore, this phase is the most important one in the change cycle as if this is missed and the new condition/process is implemented right away without proper transition this can cause major disruptions to an organization. If we go back to the real-life example this effect becomes much clearer. The implementation of the new electronic system began in parallel to the continued usage of the paper form. In a first step the new software and the paper forms were used to identify any remaining errors in it during a pilot phase. A project team monitored and compared paper and electronic data for consistency. In parallel various training sessions were held and the sales representatives and manufacturing were trained on the usage of the software. After completion of this the phase-out of the old system began by removing the paper form for the first sales representative in one week, for the next one in the next week and so forth. At the end all sales representatives were only asked to use the electronic system. This shows the transition process very clearly. You have the old process that is ending and the new process that is beginning. An important aspect during this phase is to deal with the upcoming strong emotional conflicts coming up in this phase. People affected will need support and guidance from others and supported while driving through this. In the example this was perfectly arranged for the technical side of things but it was missed to deal with the emotional aspects of the change and the organization drove to quickly resulting in a failed implementation that resulted in loss of major clients as the sales representatives took part in the training under extreme stress resulting in wrong use of the software. This shows that this phase is the most important one and a good focus must be put on this. One should take enough time to help people adopt to the change and accept the beginning of something new that in the beginning will be unstable and new.

In the beginning phase something new is implemented. The old is gone. It is literally part of the past and the new still unknown and somewhat unstable is being started and determines a new future. In the real-life example this refers to the new electronic system that all sales representatives should use and that is considered to provide a much more efficient and therefore cheaper sales process to the organization. In order to make this phase successful all of the sales representatives must be supportive of the process. This was missed in this project. Those sales representatives that were encountering problems with this new system either gave up and left the company or were fighting the product in a non-constructive manner. Management pushed the sales representatives and added much more pressure onto them resulting in a much worse situation. This shows a very important aspect of successful beginning phase: The people that are supposed to use a system must be involved very early and their concerns must be addressed by a very good leadership not by pushing on things. This would mean for this example that the sales representatives should have been involved in the selection of the product when management decided to go down that route and not just given the result of the decision process in a pushy manner: “This is what we use in future”. This will logically cause the beginning to fail as all people must use the system in the right manner and with “conviction” to make it a success. 

[bookmark: _GoBack]Summarizing the results of the discussion it shows that change process is either perceived as something very exciting and positive and sometimes as something negative where something good goes away. Managing these diverse parts heavily is characterizing the change process and how good the transition is completed.
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