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ABSTRACT

This study describes the major elements of an exploratory research study in the
field of Change Management and Transformational Leadership in Air Traffic
Management primarily in Thailand but also internationally. Attention is devoted to
change processes related to the introduction of a demanding new technology. This is
an empirical study which serves to illustrate the numerous traps and centres of
resistance to change that are a core area of this research.

The study involved is onc based on Grounded Theory and uses both qualitative
and quantitative approaches. The study isolates the key factors which discuss the pre-
requisites for successful change management and transformational leadership. It
concentrates on identifying the fundamental role of leadership during the process of
change.

The research findings identify the phases in the process of successtul change
and, particularly, the role of transformational leadership and the politics of resistance
which occur at various levels and are required to drive this change. The external
context is that the International Civil Aviation Organization (ICAO) dictates the need
for change to all Air Navigation Service Providers (ANSPs) of every country. The
activities and steps in the process of change are identified. The dimension of

transformational leadership needs a strong link to the change process to manage the



change. To identify the key concepts and factors of change focusing on the
fundamental role of leadership, managing a clear entrepreneurial and leading attitude
is necessary during the process of change. The key concepts for successful change are
a construction that can be described as “IDEAS” composed of: 1 — Integrating
 motivation and influence; D — Directly involving communication; E — Engaging
strongly and visibly; A — Accessing and understanding; S — Supporting involvement.
The importance of the leader’s role in facilitating the process of change in each
specific phase of the change process and the impact he/she can have within the process
is presented. The aspects of transformational leadership which are perceived as the
most relevant are inspirational motivation, inspirational influence, intellectual
stimulation and individualised consideration respectively.

Based on the change process model used in this study, the implications of
findings contribute knowledge to improving the performance and capacities of the
ANSPs both in Thailand and internationally. In particular, the desirability of
Transformational Leadership is emphasized as an important factor for successful

change management.
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CHAPTER 1

INTRODUCTION

1.1 Research Area

All kinds of organizations, private, public and voluntary, face the
challenges of constant and ever faster change, something which has become a

defining feature in contemporary organizations. Managing change is a contentious
issue among management academics and authors. They state that although
organizational change is a fact of life, it is often an awkward one (Linstead and
Pullen, 2009). Worall and Cooper (1997) indicate that cost reduction, redundancies,
cultural change and performance improvement are the most common models of
change found throughout industry:.

The term “Organizational Change” normally refers to alterations in an
organization’s structure, goals, technology and work functions. It now also includes
changes in attitudes and cultural values. Working conditions, structural feature, roles,
Jobs and behaviours are affected by organizational change, which can be introduced
intentionally and in a planned way, either internally or externally. Linstead and
Pullen (2009) indicate an externally driven view of change: “the external climate is
determined by economic conditions, government interventions, changes in
technology, political pressures and global competition” (p. 619).

To survive, organizations must be ablc to respond to change and foster
attitudes of flexibility and dynamism to manage it. Most managers find themselves
being affected by pressures emanating forces outside of their control (Linstead and

Pullen, 2009). Furthermore, the drivers of change have the potential for affecting all



sorts of organizations in terms of the cost of the organization. For example, cost

effectiveness may be driving the organization to produce new technology products
and services (ICAO, 1995). In challenging economic times, organizations face the
need to navigate and manage change, more often than not, with their leaders at the
helm. These challenges and related issues are obviously the everyday reality of most
organizations; struggling in order to lead and manage the change as successfully as
possible is therefore everybody’s responsibility.

I.1.1 Why should managing the process of change be studied?

In the past few decades, a number of articles, books and reviews have been
written about the complex process that is constituted by change and the types of
changes that have been revised through the years due to factors such as technology,
legislation and environment concerns.

In today’s global marketplace, the situation is dramatically different,
Organizations have to adapt and realign themselves constantly to the fluctuating
environment, and have to seek opportunities and economies of scale for Increasing
profits and for growth purposes. This is not only in response to competitive and
technological pressures, but also in anticipation of managing change (Kerber and
Buoﬁo, 2005).  Organizations depend critically on the capital markets and the
pressure for effectiveness which characterizes the corporate world today. “Change”
has become a key issue on its own. An organization which handles and adapts itself
successfully to change stands a greater chance of rcaping the rewards; that is the
reason why leading change has become critical.

Despite the fact that there are many publications written about change

management and the process of change and leading change, this literature is often not



taken into account by organizational leaders — perhaps because it is too complex (For
a review, see e.g Kotter, 1996). Ropo (1989) stated that Hunt (1991) and Osborn’s
model (1982) is very complex with a large number of variables. The result may be
that a number of large-scale change projects still fail. According to Beer and Nohria

(2002), 70 percent of change undertakings are unsuccessful, Change management

proponents have also been criticized for failing to conduct appropriate evaluations of
change process. It is necessary to document and clarify the results of change
management initiatives, examine their cost effectiveness, and acknowledge the
difficulties, costs, and complexity of managing organization-wide change
(MacDonald 1998; Kotter, 1998; Abrahamson, 2000), This has been addressed to a
large extent in many recent studies, Smith (2000) states that organization change is a
complex and long term task. Kotter (1996) also claims that successful changes are
chaotic and full of abnormality. In addition, Hiatt (2006) indicates that successful
change only happens when the business and the people dimension of change occur
simultaneously.

As Beer and Nohria (2002) indicate in their paper “Cracking the Code of
Change”, “This proliferation of recommendations often leads to a muddle when
change is attempted. The result is that most change efforts exert a heavy toll, both
human and economic” (p.133). Another reason for organizational failure in
implementing change is weak or inadequate leadership. Change can also arise from
within an organization, primarily because organizations go through a process of
ageing (including buildings, machinery, workforce), and strategies for renewal and
development are thercfore necessary at every level, from the individual to the

complete physical relocation of the organization. Thus, change in an organization



can refer to any alteration in activitics or tasks.

[.1.2 Why should leadership in the process of change be studied?

The term leadership can be interpreted differently by various people,
leading to a certain degree of confusion which is created by attempting to derive the
meaning in a variety of contexts (Northouse, 2004). To understand the meaning of
leadership, the confusion arising from contextualising the word must be addressed.
For example, when one talks about leading a meeting, the meaning of leadership is
portrayed from the perspective of the chairperson or somebody who facilitates it.
With respect to leading a tour, a closer consideration is given to the tour guide.
However, leading a market may employ a leader in a very real sense as the top player,
unlike the two previous examples. This shows that leaders should have qualities
which may not be easily possessed by other players or leaders (Daudi, 2009).

Most researchers and authors, working on leadership (Bennis and Nanus,

1985; Beer and Nohria, 2000) concentrate on what it means to be a leader in terms of
being at the top of a group hierarchy, such as the CEO, President, Chief, King, Team
Leader, Managing Director, etc. Consequently, there is a tendency for individuals to
overlook the use of the term. Whatever is said about a leader, every usage focuses on

one person as a central figure. Therefore, that particular person pushes us to do things

which we would not otherwise do. In view of this, the biggest question imposed upon
us is whether we can define leadership or leaders as those who move or influence

individuals (Northouse, 2004). In general, such a definition is too all-inclusive. This
can be explained by the fact that Northouse considers that individuals may not wish to
regard teachers, sales staff or our uncles and aunts as leaders simply because they

succeed in persuading us to do our homework, buy items or watch certain educative



programmes on television, respectively, The reason is that leadership is a group
function, involving a player who is successful in bringing people together for a
common purpose (Northouse, 2004).

“And you know my friends, there comes a time when people get tired of
being trampled over by the iron feet of oppression, there comes a time when people
get tired of being pushed out of the glittering sunlight of life's July, and left standing
amidst the chill of an Alpine November. We are here because we are tired now."
Dr. Martin Luther King (Gardner, 1995p. 2006).

The quotation shown above indicates that a leader such as Martin Luther
King fits the bill because he employed the essential rhetoric to appeal to all the people

to realise an urgent need. Similarly, Mahatma Ghandi was highly competent in

calmly convincing his followers to protest peacefully and refrain from fighting and
using violence against his adversaries (Gardner, 1995).
The need for innovation and organizational development is increasing. In

addition, the number of changes in the ownership structure, for example because of

mergers and acquisitions, is also increasing the need for change. Therefore, the role

of leaders is to create a structure which is able to respond and adapt to change. In

these situations, transtformational leadership is seen as a successful leadership style

since it aims at reaching significant changes in the organization. To support this

concept, Ropo (1989) states that transformational activitics are required mainly to

change things in the organization.



1.1.3 How is organizational identity essential in the process of change?

In addition to the issues discussed above, the issue of organizational
identity is debated through the role of leaders in moving the image and the culture of
their organizations. In the context of a fast changing world and increasing pressures
from the environment, a solid but flexible organizational identity is an important
factor for the success of an organization. Maintaining an effective organizational
identity is becoming one of the major challenges leaders have to face. “Opinions and
impressions, feelings and fantasies, hopes and expectations expressed by employees,
suppliers, customers, shareholders, governments, and their regulatory agents as well
as community members, the gencral public, the media, and political activists, whether
positive or negative, all contribute to defining the identity of an organization...”
(Hatch and Schultz, 2004, p.1). Additionally, the media is playing an important role
and indicates differences between corporate images and organizational actions.
Through new technologics, such as just-in-time inventory, other stakeholders are
more closely involved in the organization. This creates stronger dependencies
between the organization and those stakeholders. These two aspects lead to a higher

openness to external parts of the organization and its identity (Hatch and Schultz,

2004). Furthermore, Dutton and Dukerich (2004) indicate that organizational identity
is related to personal motivation. According to Stewart (1991), identity is one aspect
which is related to the successful outcome of an organization. It is seen as a key
factor to be successful in a situation of organizational change. Understanding,
responding to and managing change are primary skills increasingly required of

managers.



However, change is reciprocal: changes that managers make to their

organizations can also affcct the nature of managerial work. Stewart (1991) describes
how changes in organizations affect the kinds of jobs that managers have to do amid
the shifting nature of their lives and careers. These include: wider networking, flatter
hierarchies of authority, reduced middle management cohorts with more responsible
roles. less predictable carcer paths and greater choices in their work and careers.

1.1.4 Organization Identity

Identity is related to human behaviour; it is a research field arising from the
sociological and psychological domains. Thus, it requires leaders to have specific
skills concerning social relationships in order to understand and deal with actions and
reactions of people. In that sense, Chemers (1997) referred to Hour and Shamir
(1993), who found transformational leaders transform “‘the values, preferences, and
aspirations of followers from self-interest to collective interests” (p.89). As the
organizational identity is based, influenced and transformed by members of the
organization, it would be interesting to investigate this in a context of leadership and
show how a leader can influence it. To adopt a transformational leadership style is

indicated to be important and successful in situations of change; it is therefore
interesting to study how the different characteristics of transformational leadership

can influence, adapt or transform an organizational identity. Moreover, several

recommendations for leaders are available on the way to implement change
cffectively in organizations. Therefore, this study concentrates on gathering the key

concepts of change and focusing on the fundamental role of leadership and

transformational leadership during the process of change.



1.1.5 Technology Changes on Air Transport: An Empirical Case
This thesis concentrates on the air transport industry, which is one of the
fastest growing sectors of the world economy (International Civil Aviation

Organization (ICAO), 2005). The continuing growth of aviation places increasing

demands on airspace capacity and emphasizes the need for the best use of the
available airspace. The International Air Transport Association (IATA) reports that
volumes of air traffic will increase in all regions after the economic crisis of 2010
(IATA, 2010). TATA also anticipates that air journeys will expand and about 10,000
new commercial aircraft will enter service over the next 10 years, adding a still larger
burden on an already strained airspace system. It could potentially result in more and
longer delays of flights. To prevent these burdens resulting from a traffic growth rate,
the U.S. Federal Aviation Administration (FAA) and EUROCONTROL have been
working to establish a new satellite-based airspace system guaranteed to make flying
more efficient while maintaining safety.

An important process of ensuring aircraft safety and efficiency is to
optimize the flow of traffic and the cost effectiveness of flight operations, and to
reduce conflicts of air traffic management. The ICAO (1995) described the
shortcomings of communications, navigation and surveillance systems (CNS) around
the world as amounting to essentially the three following factors:

* The propagation limitation of the current line of sight system,

» The difficulty, caused by a variety of reasons, to implement the current

CNS system and operate it in a consistent manner in large parts of the

world (Galotti,1999; ICAO, 2005);



*  The limitations of voice communication and the lack of digital air to

ground data interchange systems to support automated systems in the

air and on the ground (ICAO, 1995).

Therefore, the particular empirical case being scrutinized in this thesis is
the Air Navigation Service Providers (ANSPs) which will be affected by the
introduction of a new technology of Air Traffic Management (ATM) Systems now
and in the future: “The ATM environment, like so many other environments today, is
driven by safety and increasingly by commercial or personal outcome expectations”
(ICAO, 2005). In 1991, the ICAO Council endorsed future air navigation systems
surveillance/air traffic management (the CNS/ATM) systems). These systems,
employing digital technologies, including satellite systems together with various
levels of automation, are applied in support of a seamless global air traffic
management system (ICAQO, 2005). ICAQ’s desire is to develop a seamless, globally
coordinated system of air navigation services that will: cope with worldwide growth
i air traffic demand while improving upon the present levels of safety and regularity;
improve the overall cfficiency and capacity of airspace and airports; improve
operations allowing for capacity increase while minimizing fuel consumption and
aircraft engine emissions; increase the availability of user-preferred flight schedules
and profiles; and minimize differing equipment carriage requirements between
regions.

The particular empirical cases for this research are the Air Traffic
Management (ATM) Systems for Air Navigation Service Providers (ANSPs) in
developing countries, such as Thailand (main data), Laos, Burma, Cambodia, Nepal,

Indonesia, The Philippines, and Mongolia. These countries are affected by the
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mtroduction of the new technology for Air Traffic Management (ATM) Systems. This
research also received some insight involving ATM systems from Swedavia, Swedish
consultants that have been concerned with implementing the new system in Sweden
and Norway. In addition, the International Civil Aviation Organization (ICAQO) is the
primary organization driving all countries all over the globe to change to their new

technology.

1.2 Research Background and Research Issue

1.2.1 Specifying the Research Problem

The research problem addresses the particular question of implementing a
revolutionary change in organizations, related to change management and
transformational leadership issues.

This thesis is a study about the process of change related to the introduction
of a performance enhancing new technology. It will use the case of Air Traffic
Management (ATM) Systems for Air Navigation Service Providers (ANSPS).

1.2.2 Research Questions

This proposed study is composed of the fields of Change Management
(CM) and Transformational Leadership (TL).

The use of Change Management (CM) in this study is to present an

understanding of the process of change which explicitly includes the leadership
perspective. The study concentrates on gathering the key concepts of change and

focusing on the fundamental role of leadership during the process of change. Two

main research questions are:
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I. Which phases and plans in the process of change can be identified? The
phases are depicted in both the empirical results and a theoretical review to describe
the various phases and plans which can be identified in the process of change.

2. What role and impact does the leader play in the process of change?

To study the role and impact the leader plays in the process of change, it
will be essential to search the following parts, namely: (1) substance, (2) politics, and
(3) context of change, which affect the organization. The details of these
considerations are shown below:

2.1 Considering the substance of change; that is, the type and
scale of organizational change that is taking place, such as the effect of the
introduction of a new technology and/or a new management technique.

2.2 Considering the politics of change; that is, the political
activity of consultation, negotiation, conflict and resistance that occurs at various
levels within and outside an organization during the process of managing change.

2.3 Considering the context of change; that is, the past and the

present external and internal operation environments as well as the influence of future
projections and expectations.

The field of transformation leadership (TL) is developed from the question
above. [t would be of interest to investigate this in the context of leadership, i.e., how
a leader can influence this. Adopting a transformational leadership style is considered
important and successful in a situation of change. Therefore, it is important to
ascertain how the different characteristics of transformational leadership can
influence, adapt or transform an organizational identity. Two main research questions

of this second part are:
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3. Which transformational leadership aspects are expressed in practice?

4. Which transformational components are perceived as the most relevant
for leaders and followers in the process of influencing changes in an organization and,
ultimately, changing the identity of the organization?

1.2.3 Specific Objectives Addressed

Specific objectives addressed in the research are to:

[.2.3.1 Understand and describe the process of change in
organizations, which explicitly includes the leadership and followers’ perspectives.

1.2.3.2 Contribute knowledge to the scientific community as
well as to improve the performance of the Air Navigation Service Providers (ANSPs).

1.2.3.3 Specifically assess key factors in the ANSPs in relation to
the implemented change, provide suggestions for policy makers and develop
programmes to overcome resistance to change.

[.2.4 Expectations and Outcomes of the Research

Expcctalions and outcomes of the research are:

1.2.4.1 The result of key factors and processes of change at an
empirical level is a valuable tool for assessing and improving air navigation services
for successful change. This service involves safety, quality of service, productivity
and cost-effectiveness.

1.2.4.2 The study of managing the process of change related to
the introduction of a performance enhancing new technology can help leaders to
succeed in the change management process for renewing the organization.

1.2.4.3 This is an in-depth study of the clements of air traffic

management systems. It provides a model for implementing the ATM system for air
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aviation, and visions related to the theoretical and practical implications of this study
can be used to develop the process of change when a performance enhancing new
technology is introduced.

1.2.4.4 The study should help CEOs or other agents of change in

the future who are involved in implementing change. The result of this study will
enable policy makers to make recommendations for appropriate training and
development programs concerned with the implementation of change. |
1.2.5 Scope of the Research and Limitations
Scope of the research and limitations are:
[.2.5.1 This research addresses the process of change and related

managerial issues with particular emphasis on revolutionary change with profound

implications for the concerned organization and its stakeholders.

1.2.5.2 Attention is devoted to the moment of transition where a
new challenging change process is introduced.

1.2.5.3 There are many organizations involved in managing the
process of change. At the empirical level, this research is conducted in the form of a
case study of a large organization involved in introducing substantial change. The
ANSP in Thailand is the major organization involved. The ANSP organizations of
other developing and undeveloped countries are also investigated, but only the group
of the CNS/ATM leaders is involved.

1.2.5.4 The main part of this rescarch uses “Grounded Theory”
as described by Strauss an Corbin (1990). The theory generated does not require

many cases. One case is sufficient to be employed to generate conceptual categories
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and a few other cases can then be used to confirm the indication. Grounded Theory
investigates the realities and analyses the data with no predetermined hypotheses.
[.2.5.5 Limitations and boundaries of this research: the selected

sample of leaders to be interviewed has been limited to executive personnel and

project leaders only. They may not always be regarded as having good

transformational leadership.

1.3 Importance of the Research

This research seeks to show the importance within the scientific
community, and show the empirical legitimacy with which organizations need to
improve their performance and capability based on their ethics or morals. An
example: Recently, emphasis has been placed on the continuing process of change in
all kinds of organizations. Change is or should be treated as a norm rather than a
series of one-off exercises (Peters, 1987). Other writers, such as Waterman (1988)
emphasize reviewing and renewing organizational structures and processes, and
focusing on creativity, innovation and leadership for managing change constantly.
Prosci (2010) gives a new definition of change management as “the set of processes,
tools and techniques to manage the people side of a change to achieve the desired

business outcomes”. Rothwell (2010) referred to Chinese made symbols to describe

“change™ relating to both danger and opportunity (p.12.). The symbols are shown as:
21500 £

[t is of paramount importance to recognize that the processes of change
affect all kinds of organizations, and that more often than not these changes are

legitimised within the framework of strategic and organizational efforts of renewal.
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These processes are not casy to implement, which increases organizational resistance
to change and related problems.

In this particular case, the empirical study addresses the specific

mtroduction of a new standard governing safety and efficiency in the everyday work
of the Air Navigation Service Provider. The degree of performance and compliance
to standards that organizations such as the ANSP can attain is vital not only to them
but also to the general public.

Thus, this research is important for the scientific community and academics
of organizations. The significant actor in question is the participants involved in
ANSPs. The empirical objects involved are leaders who are relevant persons in
managing a process of change related to new technology. Air Traffic Controllers and
Alr Traffic Service Officers are the main participants. This study concentrates on
personnel in the ANSP organization in Thailand. For increasing validity at the
empirical level, this study also involves actors in ANSPs of other developing
countries moving towards introducing this new technology. Furthermore, this study
received some insight and information involving ATM systems from Swedavia,
Swedish consultants with experience in implementing the new system in Sweden and
Norway. Finally, this study has obtained knowledge, advice and information from
ICAO experts involved in the drive to implement new communications, navigations
and surveillances, including air traffic management systems. Both the Swedish
consultants and ICAO cxperts have identified the reliability of data and current
situation for this research.

Today, changing in the organizational environment is unavoidable and

‘effective change management’ is likely to become a critical ‘organizational
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performance and capability’. Therefore, the results of this study will have real

implications in managing the process of change for leaders and policy makers.

1.4 Structure of the Thesis

The major concern of this study is the understanding, description and
analysis of the process of change related to the introduction of a performance
enhancing new technology within organizations. The study attempts to develop
schemes of interpretation of these complicated processes of change. The specific
contents are structured and illustrated as follows:

Chapter one introduces the research area, the research issue, the importance
of the research being undertaken, the research questions, the objectives and
expectations, and the prospective outcome, as well as the scope of the study and its
limitations. The structure and conceptual outline of the thesis are also presented in
this Chapter.

Chapter two is primarily concerned with the theoretical framework, and the
review focuses on the relevant literature examining Change Management.

Chapter three is also mainly concerned with the theoretical framework; the

review focuses on the relevant literature examining Change Process Models,

Leadership and Leadership Change Models.

Chapter four, again mainly concerned with the theoretical framework,
reviews the relevant literature cxamining the area of Transformational Leadership.

Summaries and conclusions are derived from this review, and a conceptual model is

presented.



Chapter five essentially presents the research methodology, including the

data collection procedures and scheme of interpretation. It addresses and argues the
compatibility of the method used and the type of problem at the heart of the research.,

[n this Chapter, a discussion of qualitative and quantitative approaches is conducted.

Chapter six presents the empirical investigation and the organization of this
casc study. Significant actors are involved with the change in relation to the
introduction of a demanding new technology. In this Chapter, the key indicators
relating to safety, quality, productivity and cost-effectiveness are identified and
described. This Chapter also includes the empirical description of the necessary
change processes of Air Navigation Service Providers (ANSPs) in order for them to
reach a level of significant performance.

Chapter seven presents the results of the study. In this Chapter,
explanatory elements of change management and transformational leadership related
to change processes are presented and discussed. Furthermore, the significance of the

key empirical indicators is presented and analyzed against the background of the
theoretical framework.
Chapter eight summarizes essential dimensions extracted from the whole

thesis focusing on the most significant aspects and drawing adequate conclusions;

conclusions from the results of the analysis from Chapter seven are also drawn and
finalized. ~ Subsequently, the implications of these results are presented, and

recommendations are {or {uture research also identified.

The appendices present the new technologies which will be employed in

future. Questions used for the interview and survey are shown. The case of empirical



18

background of AEROTHAI (ANSP) is described. A glossary of terms and

abbreviations indicated throughout this thesis are presented in the appendices.

1.5 Conclusion

This chapter has introduced the foundation for this research. It has
provided the research area, research background and research issues along with the
contribution expected to be made from this study. The scope was identified, and the

importance of this research presented. A structure of the thesis was established.



CHAPTER 2

LITERATURE REVIEW: Change Management

2.1 Introduction

Chapter two is mainly concerned with the theoretical framework and the
key concept and models. The review focuses on the relevant literature examining the
process of change.

The aim of the literature review is to develop a conceptual model of
managing the process of change related to the introduction of a performance

enhancing new technology. The conceptual model developed is based on change

management and transformational leadership literature. The main part of this research
focuses on the theoretical framework of the process of change, specifically including
the leadership perspective. This study proposes to indicate that the influence of

transformational leadership and the leader’s actions is relevant and necessary to the

implementation of successful change. This research issue treats the impact, influence
and role of transformational leadership in the process of change for Air Navigation
Service Provider (ANSPs) organizations.

The part of the study is divided into three Chapters, each focusing on one
‘picce of subject’ in order to define the extent of literature, namely; change
management (Chapter 2), change process model and leading change model (Chapter

3) and transformational lcadership model (Chapter 4).
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2.2 Theoretical Framework of Change Management

2.2.1 Understanding of Change - Change within Organizational and
Business Systems

This study proposes that in the modern economic world, the process of
change is a critical issue for organizations and for private companies in particular.
Since the industrial revolution, the stakes of handling change have never been so high.

In our actual economic climate, most traditional and successful
organizations have accepted the fact that they must constantly evolve or be doomed to
disappear; they have to change or die (Beer and Nohria, 2002). Due to internal and/or
external causes, a process of change has to be implemented within each organization
at some stage of its existence. It can also be initiated to meet certain market growth
expectations, or to foresee and adapt to eventual problems. Adapting to and changing

these factors is the key to survival for organizations; it is especially true for private

companies. Elrod and Tippert (2002) have claimed that change is “pervasive - it is a
constant and common clement that impacts humankind individually and
organizationally, day in and day out” (p.273).

As De Wit and Meycer (2004) argued in their book “Strategy: Process,

Content, Context: an International Perspective”, It is not a question of whether firms
should change, but of where, how and in what direction they must change. Firms
must constantly be aligned with their environments, either by reacting to external
events, or by proactively shaping the businesses in which they operate” (p.164).
Therefore, a distinction can be made between planned and unplanned change.
Planned change is a deliberate and conscious decision to improve the whole

organization in a way, or maybe to change the system in a more deep and fundamental
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way. An unplanned change happens when the organization has to react to some
unanticipated external change. (The appearance of a new technology for each country
that provides an Air Navigation Service, for instance). In unplanned change, the
response is adaptive and often spontaneous.

Organizations and firms in particular are complex, different and more
complicated than ever before. In order to have a clearer glimpse at and insight into
the deep implications of change for these firms, a clear distinction has to be made in
an organization which conducts its own business, handles and manages its limited
resources, and organizes the production of services, and products, and how it is able
to give value to customers. The organizational structure refers to the division of tasks
and people into smaller clusters. According to De Wit and Meyer (2004), all
organizations need at least some division of labour in order to function efficiently and
effectively, requiring them to structure the organization in smaller parts”. They also
argue that the organizational system would consider “how the individuals populating
a firm (organization) have been configured, and relate to one another, with the
intention of facilitating the business system” (De Wit and Meyer, 2004, p.165).

The structural change concerns the parts and configuration of the
organization. When the structure is to be changed, some functions and/or departments
have to realign themselves to the new structure. Some parts can be decommissioned
or transferred due to inefficiency or inaccuracy, etc. Many techniques can be used by
the leader to change the structure of the organization, and the following techniques are

the ones which are the most used in the corporate world for restructuring (Robbins

and Cenzo, 2005).
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The first method which can be used is downsizing. This involves focusing
all the efforts of the organization on the most beneficial activities and abandoning the
other ones which are not profitable or not profitable enough. It means concentrating
on the core business of the organization, cutting costs and earning maximum profits.
The second method is delaying. This implies focusing all the efforts on the most
profitable activities and transferring the other ones to other parties (concurrent,
suppliers or subsidiaries). The third technique is divesting. It means the selling of all
unneeded equipment. A deep physical shift also happens when the organization
grows and especially when mergers occur.  Then, not only has the change had an
impact on the structure but on the corporate culture as well. When a change occurs in
an organization on a structural level, the authority relationships within the hierarchy
are temporarily or definitcly modified. These shifts break the status quo and people
have to adapt to a new emergent order and hierarchy. The responsibility might be held
by different people and at different levels. After a change has occurred, the process of
control can be ecither made at the top or at the bottom of the organization. In the
modern economic world, control is more than often done at lower levels for large
organizations and at higher level for smaller ones.

It would be fairer to make a brief comparison of the modern Western
management model and other management models that exist, e¢.g. the Japanese model
and the Swedish model, since there are different systems existing in the modern
economic world. According to Masaaki Imai in the book “Strategy process, content,
context” (De Wit and Meyer, 2004), a Japanese management style, continued
improvement or an on-going improvement that embodies the working, social and or

home life. Job functions from the Japanese perception include every segment of the



23

organization and entail improvement and maintenance. “Consensus, the hidden code
of Swedish leadership™ is a book written to highlight the enigma of the Swedish
leadership style of getting everyone to agree at all levels of decision making
(Alexander, 2008). This includes emphasis on team-work, coaching, and a non-
confrontational style of communication. All these could be described as a Swedish
model of management styles. However, the western management system is seen as
individualistic and vertical, and is often standardized with not much room for
flexibility.

When change in an organization happens, it is of the utmost importance to
take into account the peoples’ perspectives. The difference between failure and
success in implementing change in an organization depends highly on the people
themselves. The agent of change has to focus on their attitudes, expectations,
perceptions and behaviour while implementing change. Therefore, changes at the
individual level are designed and implemented to facilitate the organization to move
in a new direction. In their article “The tools of cooperation change”, Christensen,

Marx and Stevenson (2006) argue that “managers can use a variety of carrots and

sticks to encourage people to work together and accomplish change. Their ability to
get results depends on selecting tools that match the circumstances they face” (p.73).
They also assessed that the primary key of management is to make people work
together in a systematic way. The authors give us the example of Durk Jager, the
former CEO of Procter and Gamble (P and G). He unfortunately failed in
implementing a restructuring program which had the aim of changing P and G’s

culture. The main reason of that failure is that Jager did not include the employees in

the process of change, which is, according to the authors, “a vital requirement of all
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change campaigns” (Christensen et al.. 2006, p.73).

According to Christensen, Marx and Stevenson (2006), before starting any
change initiative in any organization, the level of agreement must be assessed along
two critical dimensions. The first is “the extent to which people agree on what they
want: the results they seek from their participation in the enterprise; their values and
priorities; and which trade-offs they are willing to make in order to achieve those
results (Christensen et al., 2006, p.74). The second dimension is “the extent to which
people agree on cause and effect, which actions will lead to the desired outcome.
When people have a shared understanding of cause and effect, they will probably
agree about which processes to adopt™ (Christensen et al., 2006, p.73). Their
“Agreement Matrix” shows those dimensions. The vertical axis shows agreement by
an organization’s members on what they want; the horizontal axis shows their
agreement on cause and cffect. The employees on the upper-left quadrant (A), for
example, share expectations for what they will gain from being part of the
organization, even though cach might have a different vision of what actions will be
needed to fulfil these hopes. In the upper-right quadrant (B) are located companies
whose employees agree on what they want and on how to get there. A clear
consensus on the two dimensions makes the organization’s culture considerably hard
to change because “the people are generally satisfied with what they get out of
working in the organization and agree strongly about how to maintain that status quo”
(Christensen et al., 2006, p.73). Many organizations on the lower-right part of the

matrix (C) are the ones which use many contractors. There is little passion for the

goal of the company, but the procedures will be followed if the latter feel that the

actions will produce the desired results. Finally, the lower-left quadrant (D) is the
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locus where participants do not agree on what they want and on how the world works.
There is no best position in the matrix and the relevance of this tool is to pinpoint
where the organization is and to know (for the leader) the exact degree of the people’s
acceptance for change (Figure 2.1).

Another aspect of change from an individual perspective is better

recruitment, selection and replacement (Burke, 2002). Here, the purpose is to recruit,
place and keep the right people in the right functions and jobs in order to facilitate the
larger change effort. The objective of the selection process is also to find people who

are compatible with a participative and positive approach within the organization.

The replacement approach is to recruit a new leader from inside the organization.
However, in many cases, he/she is hired from the outside. This move brings new

input, approaches and lcadership style to the organization.

Extent to which people agree on what they want
No consensus ¥======i= B.qad consensus
A
L 4

NO consenglgémmsmsmds  Broad consensus

Extent to which people agree on cause and effect

Figure 2.1 The Agreement Matrix

Source:  Author’s Figure based on “The tools of cooperation and change”,

Christensen, Clayton M., Marx, Matt and Stevenson Howard H., (2006).
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The change in technology therefore also has an impact on the activity of the
organization. New methods and new processes of work, when implemented, have to
be taken into account as well. The implementation of new software, for instance, will
lead to some adaptations from the people in an organization. New techniques of work

can also be implemented. Again, usual ways of carrying out tasks are deeply

modified, hence triggering an uneasy re-adaptation. Due to external shifts in the
environment, the organization has to be cautious of the perspectives and
opportunities.  The organization might change its technology in order to stay
~competitive in the market or to become a first-mover. However, it is not that simple.
Organizations which have committed a large amount of resources and capital to some
technology will be less flexible for change. “Any gradual movement away from the
past investment will increase the risk of not earning the big amount of sunk cost” (De
Wit and Meyer, 2004, p.172). Besides, organizations can also be locked into an
“open standard (e.g. sizes in inches) or proprietary system (e.g. Windows operating
system)” (De Wit and Meyer, 2004, p.172). Once an organization has implemented a
system, switching to another system cannot be introduced with low-cost and can only
be achieved with a revolutionary change.

In addition, change can be observed at a business system level.
Orgamizations, and private companies in particular, have their own way for taking
inputs, adding some value to them in some way and selling these kinds of new
products/services as outputs. The business system of a company is typical and
specific to the type of business it is in. The organizational and the business systems

are closely intertwined. Consequently, if a change is implemented in the business

system, it will have an impact on the organizational system and vice versa. Therefore,
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a “business system is successful only if it creates superior value for the buyers” (De
Wit and Meyer, 2004, p.164). Its characteristics are threefold, and change can be
focused on these three aspects of the business system (De Wit and Meyer, 2004).
Firstly, the value propositions: “In order to attract more customers and
to fit more closely their needs, an organization should be able to supply a particular
product or service. To be attractive. these outputs must target a particular segment
of the market and have superior attributes compared with other ones (e.g. the price,
the image...)” (De Wit and Meyer, 2004, p.231). A change is required if the products
or services proposed do not match the customers’ expectations for any reason.
Secondly, a successful organization must also have the ability to develop and
supply these superior products or services and make the value-adding activities
in an efficient way (R and D, logistics...). At this point, the technological aspect is

important. When machines, materials and tools become obsolete, they should be

changed in favour of more recent ones. Thirdly, the element of a business system
consists of the base of the resource needed to perform the value-adding activitics

(know-how, relationships). These clements can serve as a basis for a superior

product/service offering. In order to create a competitive advantage, an “alignment

must be achieved between all three elements of a business system”. A change in
any of these three aspects can be needed at some point in the organization’s
existence (De Wit and Meyer, 2004, p.232).

2.2.2 Discontinuous and Continuous Change

There is no disagreement/agreement that the opposition between
discontinuous and continuous change is the angular point of the modern change

process approach. These aspects have been discussed thoroughly during the past
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decades and are still debated and discussed. Authors of the field agree to say that

change can be continuous (evolutionary approach) or discontinuous (revolutionary
approach). De Wit and Meyer qualify these two elements as “the dichotomy between
discontinuous renewal perspective and the continuous renewal perspective” (De Wit
and Meyer, 2004, p.182). In certain situations, an abrupt change would be more
suitable than a continuous one. The characteristics of the discontinuous renewal
perspective are revolution over evolution, disruptive innovation, creative destruction,
radical pace of change, sudden break of the status quo, a stable and unstable
alternation of states and a punctuated equilibrium (De Wit and Meyer, 2004, p.182).
This approach is more common to Western world companies. An example of a
discontinuous renewal perspective is the Splitting of British gas in 1997; De Wit and
Meyer (2004) consider an international perspective. The radical move was a response
planned of the liberalization of residential market consumption. The retailing arm of
the British gas company reacted by radically defining its business from gas provision
to essential houschold services in order to sustain its existence. This company built
for itself a competitive edge and transformed the entire organization towards a client
centreed service provider.  Within 3 years, the company expanded its product to
include everything needed. By 2001 it had a 90% customer relationship with all
British households.

However, a continuous change, in other words the continuous renewal

approach, would work better than a violent upheaval in some cases. The main

characteristics of this approach are: Evolution over revolution, uninterrupted
improvement, organic adaptation, moderate and undramatic change, gradual and

steady pace of change, continuous adjustment, and a persistent transient state and
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gradual development (De¢ Wit and Meyer, 2004). This approach is common to the
style of change which is preferred in Japan.

Revolutionary change is a process whereby an abrupt and radical change

takes place within a short span of time. This kind of change does not aim to
ameliorate or enhance the status quo: its purpose is to get rid of it and to replace it
with a new order. Revolutionary change makes a clear break, a clear fracture with
the past and its usual ways of thinking and doing. Generally, this happens when the
organization is so deeply rooted in its routines, habits and procedures that no smaller
changes can be effective anymore. In that case, revolutionary change is then the
only way to avoid paralysis and rigidities in the business and organizational systems.
The most important factors which will trigger a revolutionary change are competitive
pressure, regulatory pressure and first-mover advantage (De Wit and Meyer, 2004).
In this post-modern era, organizations have to deal with as much chaos as order and
change is constantly dynamic (Kavanagh and Ashkanasy, 2006).

This study found that several examples in economic life indicate how
important the organizational identity is for success. A number of theoretical and
conceptual models and theories to be used and dex’e]omd as analytical tools of the

process of change are shown below:

I. Evolution and Revolution: Dealing with the paradox are presented in

Figure 2.2
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Evolution and Revolution:

Dealing with the paradox

Revolutionary |
.~ Change

- Change processesthat do
- not build on the status quo, '
- yetoverthrow it < '
ccumulatesover

d _ time

Figure 2.2 Evolution and Revolution: Dealing with the Paradox

Source: Synthesis from De Wit and Mayer (2004).

2. Reenginecring work is presented by Hammer (1993). He shows that it

is a fundamental rethinking and drastic redesign of business processes to accomplish
dramatic improvements in critical, contemporary measures of performance: in cost,
quality, service and speed, for example (Hammer, 1993). Figure 2.3 presents

reengineering work by Hammer (1990).
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Reengineering work

The Essence

Recognizing and breaking away from the
outdated rules and fundamental
assumptions

The reengineering team must ask Why?
and What if?

Reengineering efforts strives for dramatic
levels of improvement

Figure 2.3 Reengincering work
Source: Synthesis from Hammer (1990), as cited in De Wit and Mayer (2004)

3. Convergence and Upheaval is presented by Tushman and Romanelli

(1985), who stated the scope of Frame-Breaking Change in the model shown below:

| Reformed mission and core values I

! Altered power and status T

Reorganization

, Revised interaction patterns }

I New executives

Figure 2.4 Scope of Frame-Braking Change

Source: Synthesis from Tushman and Romanelli (1985)
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2.2.3 Typical Organizational Rigidities to Change

“I'm not interested in preserving the status quo; I want to overthrow it.”
Niccolo Machiavelli (Brainy, 2010).

In 1948, one year after Lewin’s death, Coch and French (1949) published
their pioneering paper entitled “Overcoming Resistance to Change”. Their research,
which bred a large number of studies, was conducted at the Harwood Manufacturing
Company, a pyjama factory located in Virginia USA (Coch and French, 1949). The
study focused on two main questions: Why do people resist change so strongly? And
what can be done to overcome this resistance? In their work, both authors have
identified many ways in which the resistance to change is apparent in the workplace:
The signs of this resistance ranged from “grievances, high turnover rates, low
cfficiency levels and restriction of output” (Elrod and Tippett, 2002, 0. 273), Their
paper was the first attempt to address the exact role of participatory management in
reducing the resistance to change. They assert that in order to implement change in
organizations without active resistance, the employees themselves have to be included
in that process. Without implicating the people into issues which concern their work
directly, the companies risk ruining the potential of a change, or even amplifying a
problem. According to Coch and French (1949), “becéuse individual and group
behaviour in an organization are largely determined by group norms (fundamental to
the organization’s culture), the changing of certain of these norms and their
accompanying values that are integral to culture needs to be a major focus on an
organization change effort” (Burke, 2002, p.52). Additionally, many resist change

because of the uncertainty and ambiguity which accompanies any shift in the old way

of doing business (Burke, 2002,). The more people become accustomed to
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organizational routines and habits, the more their ability to learn constantly decreases.
New business methods and new ideas are not seen as good opportunities to learn but
as ‘unwelcome annoyance in the existing system. Elrod and Tippett (2002) refer to
Deal and Kennedy, 1982: “the significant barriers are raised whenever change is not
recognized as loss, as the death of the old” (p. 273). In reality, the people who do not
recognize the loss shall be doomed to stay in the “denial state” which is a common
occurrence in most models of change. Making these people perceive, understand and
accept the change is an important part of the change which is to be implemented. To
develop, they acquire a more global point of view, which increases understanding that
change is a natural progression. They begin to accept change, “if not, actually
welcome it” (As cited in Elrod and Tippett, 2002, p. 273).

Moreover, De Wit and Meyer (2004) argued that the stronger the

organizational culture is, the more efficient in terms of performance it is. However,

the drawback is that a stronger organizational culture makes it more difficult and rigid
to change. If, for example, the environment necessitates the organization to change
dramatically, a strong culture can struggle against or even prevent the efforts for
change. Therefore, in short, organizational culture is a double-edged sword. People
can also become immune or reluctant to change. It can be even harder to implement
change if everyone thinks the same way. If everyone has wrong assumptions about
the markets and the opportunitics to embrace change, changing these mentalities is
not an easy task. The organizational belief system has to be reshaped to implement

smooth change within the whole organization. Nadler suggested that “for effective

change to occur, and in particular cultural change, there is no substitute for the active

engagement of the CEO and executive team. Top leaders must assume the role of
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chief architect of the change process” (Kavanagh and Ashkanasy, 2006, p. 83). Here,
they put the emphasis on the leader and his or her significant actions. Apart from this,
in order to remove cultural resistance to change, the involvement of the people
(employees, workers, c(c) is an important factor to take into account. According to
Cartwright and Cooper (1993), “one of the most common difficulties stems from what
might be called ‘cultural differences” (As cited in Kavanagh and Ashkanasy, 2006,
p.83). The key in choosing the best approach to culture change is to keep in mind the
way the organization works. As social systems which include people, work, and
systems (formal and informal), organizations are, by essence, resistant to change and
designed to neutralize the impacts of the implementation of change, the organizational
cultures are neither uniform nor static. They evolve constantly over time. Weick
(1995) claimed that every cultural system will cover continuous, incremental changes
punctuated on occasion by more episodic, radical change. Finally, Kavanagh and
Ashkanasy (2006) agrecd that “culture change consists of changing people’s minds as
well as their behaviour™ (p.84).

The degree of cultural resistance, in the case of a merger for example,
depends on the cultures of both blended entities. Cartwright and Cooper (1993) have
suggested that “the degree of constraint placed on individuals when a change from
one culture type to another is in progress, will depend on the types of cultures being
merged” (Kavanagh and Ashkanasy, 2006, p.84). They relate this approach to the
four culture types which are: power; role; task achievement: person/support. Blending
an organization which is “power culture oriented” with another one which is
“person/support oriented” is not likely to work unless huge efforts are made to adapt

one culture to the other (Figure 2.5).
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Figure 2.5 The Relationship between Culture Types and Individual Consequences

Source: Kavanagh, Maric H. and Ashkanasy, Neal M., (2006). The Impact of

Leadership and Change Management Strategy on Organizational Culture and

Individual Aceeptance of Change during a Merger, British.

Moreover, in all change processes, there are winners and losers. The
winners are people who had nothing to lose but everything to win in the aftermath of
the change. These were probably motivated, active and creative people towards
change. On the other hand, the losers are the ones who put a large amount of time and
effort into keeping the current situation and who want to preserve all the benefits,

advantages and power they have earned. They are the fierce defenders of the status

quo and will strongly resist the implementation of change. When this kind of
resistance is spotted, one needs to counter it either with negotiation or by trading
something of value for something else of value.

Furthermore, this study found that several other researchers discovered

why the change is resisted by certain organizations. Metzger (1981) concluded that

resisting the change is part of every project. Change is also problematic in any
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development project, and a varicty of problems come up when people resist change.
People require a sense of security and this is achieved through stability; resistance to

change can lead to a lack of commitment to change. Lewin (1951) identified that

increased worker knowledge; empathy and involvement are all methods that reduce
the resistance to change. These methods also allow the change effort to overcome
that resistance.
2.2.3.1 Resistant of Management Change and Transition
According to The Harvard Business Essentials - HBE (2003), an
organization does not have to wait for a crisis before change is possible. Although
several successful change programs grow out of crisis (such as with Ford’s “change-
or—die” story repeated at Continental Airlines), HBE (2003) also pointed out that
various approaches can be accomplished. They believe that the change leader is
important, as he can raise concern regarding a current, problematic situation, and
urge management to challenge the complacency without resorting to “crisis mode”
tactics. A list of challenging complacency approaches for accomplishing change
management suggested by Beer and Nohria (2002) is shown below:
I. Use information concerning the organization’s competitive situation
to generate discussion with employees about current and future problems.
2. Communicate and participate with employees in order to create
opportunities for employees to inform their dissatisfaction and problems.
3. Create dialogue on the data with employers to aim for a joint
understanding of company problems.

4. Set high standards and expect people to meet them.
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The Harvard Business Essentials (2003) indicated that any time when
people expect resistance, they perceive themselves as losers in a change. Resistance
may be passive, in the form of non-commitment to the aims and the process for
reaching them, or active in the form of direct resistance and subversion. The Harvard
Business Essentials (2003) also recommends the method to deal with the resistance by
identifying potential resisters and trying to redirect them. Samples are shown below:

. Start to answer the questions, “Where and how will change create pain
or loss in the organization?”

. Identify people who have something to lose, and attempt to predict how
they will react.

. Communicate with resisters to help them understand the reasons why it
is necessary to change. Explain the urgency of changing away from established
routines or arrangements.

. Emphasize the benefits of change to potential resisters, such as the
possibility of greater future job security, higher pay, etc.

- Help resisters find new tasks in the change project. These new roles
will represent their participation in the change management. Resisters losses will be
mitigated.

. Many people resist change because it represents a loss of control of

their routines. Therefore, a leader can return some of that control by making them

active partners in the change program.
If these intensions fail, move resisters out of your unit to positions where

their skill can be better used.
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In summary, this study attempts to understand the opponents to change and
why they have to resist. Several examples of theoretical and conceptual models and
theories are used as analytical tools of the process of change during implementation:

I In particular change management, it may be advantageous to combine

evolution and revolution in a countercurrent process as shown in Figure 2.6.
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Figure 2.6 Corporate transformations as a Countercurrent process

Source: Kruger (1996), corporate transformation as a countercurrent (as cited in

De Wit and Meyer, 2004)

2. De Wit and Meyer (2004) argued that the stronger the corporate culture,
the more effective it is, and it is more difficult for changing, as described in Figure

2.1,
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Figure 2.7 Eftects of Individual Corporate Cultures

Source: Kruger (1996)

3. Sathe and Davison (n.d.) agree that “culture change consists of changing
people’s minds as well as their behaviour” (Kavanagh and Ashkanasy 2006, p. 84).

Attitude is related to the thinking about actions and so forth. Behaviour is relative to

the actions that are performed by people. Kruger presented the actor of change as

shown in Figure 2.8.
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Figure 2.8 Actors of Change and Their Behaviour

Source: Kruger (1996)
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2.2.4 Factors Important to Successful Change Management

Branch (2002) indicated that success in change management requires

skilled management, effective leadership and employee engagement and participation,

Success is unlikely if the following basic considerations are not addressed effectively:
2.24.1 Providing Structure for Change
The strategy for success is not easy to define because there are
uncertainties from changing of the external environment (Christensen, 1997).
Processes are not as flexible as resources and values because they need new
capabilities. Therefore, new organization space is needed to develop those
capabilities. There are many ways to develop:
L. Creating ncw organization structures within boundaries so that the
new process can be developed;
2. Creating an independent organization from the present one;
3. Acquiring a different organization that matches the requirement
of the new task.
2.2.4.2 Leadership
Senior leaders” sponsorship and participation are important for
the success of change initiatives (Kanter et al., 1992; Goodstein and Burke, 1995).
Change leadership must be spread throughout the organization, and an effective
leadership network must be established to overcome resistance and inertia within it.
Leaders are needed to provide vision, meaning, inspiration, and conviction,
demonstrate integrity, generate trust and communicate values. Different leadership
styles have different effects on aspects of organization climate (Young and Dulewicz,

2006). Moreover, numerous studies have identified leadership and participation by
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top management as the single greatest contributor to success in change management
(Branch, 2002).
2.2.4.3 In-depth understanding of the existing organization
An organizational assessment needs to be done in order to find
out where the organization is in the growth or lifecycle, so that the change process can
work “with the flow of the tide rather than against it’ (Branch, 2002).
2.2.4.4 Balance and organization learning to make strategic and
effective use of change mechanisms
[t is still useful for organizational leaders to analyze available
information to identify what needs to be changed in order to prepare the organization
to be successful in its current and future environment.
2.2.5 Failure in Change Efforts
According to the statistics from Harvard Business Essentials (2003), only
about 30% of organizations produce an improvement in bottom-line results that
exceeded the cost of the capita. Beer and Nohria (2000) state that 70% of change
initiatives fail. Some studies indicated that most change management fails while
exerting a heavy economic and human burden in the organization.
Reasons for failure:
* To achieve and sustain change, the way of thinking in the organization
must not be changed.
e Change management goals and methods are not transparent enough

to make employees willing to take risks.
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e Change is implemented in the short term with close attention to

interruptive aspects. Organizations need to plan for the long term, not skipping any

steps.

e It may be more difficult to create the necessary conditions in new
firms than in existing ones.
Comparatively, Prosci (2008) in addition indicates that change management
fails because of:
* No active and visible participation throughout the project;
¢ No effective communication with employees;

* No coalition of sponsorship with peers and managers.

2.2.6 The Application of Change Management to the Public

Understanding the process of change and ability to manage changes in
basic research are essential tools for the science manager.

Young and Dulewicz (2006) studied leadership styles, “Change Context
and Leader Performance in the Royal Navy.” They considered the competencies
forecasting superior performance in the Royal Navy. Attention was paid to measures
of leadership style and degree of change experienced by the organization. Employing
the leadership Dimensions Questionnaire (LDQ) model, it was suggested that one of
three leadership styles would be suitable for a particular degree of change in an
organization.

It was shown that individuals whose leadership was likely to be suited to
the organization context of change rated a significantly higher performance than

those obviously not suited. The organization performed to have goal orientated

leadership among officers. The LDQ measure of self-rated performance indicated



43

that those individuals with morc accurate self awareness of their own performance
were more likely to adopt a more appropriate leadership style for the organizational
context of change.

Robertson and Seneviratne (1995) include changes in technology and
physical setting to manage change, which can be achieved by grouping them with
organization arrangements and social factors into a category they label organizational
work setting. Their model of the organizational change process is composed of three
phases: (a) Organization work setting is made up of: Organization Arrangements,
Social Factors, Technology and Physical Setting; (b) Individuals change their
behaviour; (¢) Individual behavioural changes affect organizational performance and
individual development, which are the key organization outcomes.

In summary, lcaders’ understanding and ability are required to manage
change. Individual behavioural changes affect individual development and lead to
organizational performance.

Organizations face a high rate of failure when introducing technological
change according to Collerette, Paullegris and Manghi (2006). Their article presents
the results of a study conducted on the end-users of a successful technological change
in a police service. It describes the method used to manage the transition, and
pinpoints a number of factors related to the success. This change was introduced
without undesirable side effects. It seems that the guidance provided to the end-users
played a determinant role.

In this current study, it was found that a Theoretical Framework used to

introduce a change was a complex process, with various stages. In the case of the

research above, they focused mainly on the transition period (Bridges, 2003), and
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relied largely on the model proposed by Collerette et al. (2006). Based on this model,
the critical issues of the transition period can be formulated as follows:

* A technological change simultaneously involves human, social and
organizational dynamics.

e The impacted people want to understand the reasons justifying a
change that will interfere with their usual way of working

* The impacted people become defensive when they feel neglected, left
to themselves or disrespected.

e Since the transition period is critical for technical, social and human
dimensions, it brings a high level of unpredictability at all levels.

* During a transition, impacted people are prone to increased tiredness,
a sense of personal failure, and confusion in work execution.

e The transition implies an individual and collective learning process,
which does not take place by itself: it needs to be led and facilitated.

* During transition, because of the pressure they undergo, impacted people
may be more irritable than usual.

* Productivity, quality of work and effectiveness of impacted peoplé (and
work units) are likely to decrease during the transition period.

* People will be very sensitive to opinion leaders and will easily be
influenced by them, especially if management shows little involvement in the change
process.

* People will be very sensitive to management behaviours. They will

calibrate their own involvement in the change process based on the level of interest

they perceive from management.
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e The transition period brings on a work overload to end-users. Indeed,
appropriation of the new procedures demands energy in addition to usual operations,
which are usually maintained at their regular level, while new behaviours have not yet
been integrated.

* There is a risk of conflicting priorities during transition, which can make

end-users confused about the real expectations from management,

2.3 The Concept of Change Management for the Theoretical Framework

One of the fastest growing sectors of the world economy which plays a

major role in global economic activity is the air transport industry. One of the key
functions is to maintain safety and efficiency. The implementation of ATM systems
allows optimum usc to be made of cnhanced capabilities provided by technical
advances (ICAO, 2007). ICAO attempted to address the needs to all countries for
implementing the new CNS/ATM systems. From this point, ICAO (2007a) states that
a number of states and “all ICAO regions embarked on an implementation programme

intended to improve aviation operations by making use of the CNS/ATM

.techhologies” (p.1i1). Therefore, the purpose of this thesis is that it can be used as a
guide for all leaders to drive the change to the new CNS/ATM technologies from the
real implication of the empirical study.

The study found that change management is significant for all private and
public organizations nowadays. From the literature, this study can identify that the
process of change is a crucial issue. The implication of the following concepts to

meet the purpose of this study have involved the literature review as shown in Table

251



46

Table 2.1: Managing Change Concepts of the Framework are different from the

Literature.
Concept Representatives | Differences between the framework of this
Author/Year study and literature review
1 | Managing Bridges and Managing change is a process which is

change

k]

1s a “Process’

Bridges (2003) ;
De Wit and
Meyer (2004)

different from the literature, This study has
provided techniques for breaking into 4

practical phases which are as shown in the

conceptual framework in Figure 4.7.

Concept

Representatives

Author/Year

Differences between the framework of this

study and literature review

2 | Managing

Process of

change

The framework is also composed of the
substance, politics and the context of change

in the process as shown in Figure 4.7.

Source: Developed for this research based on a literature review

Table 2.2: Managing Change’s Concepts of Framework are similar to the Literature

Concept

Representatives

Author/Year

The framework of this study is similar to

the literature

I | Understanding

of change

Beer and Nobria
(2002); Elrod and

Tippert (2002);
De Wit and Mayer
(2004):;

Successful organizations have to accept
change. Change is a constant and
common element that impacts humans
and organizations. Planned change and

unplanned change need to be identified.
The appearances of the CNS/ATM

technologies are used by all countries.
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Table 2.2: Managing Change’s Concepts of Framework are similar to Literature

(continued).

Concept

Representatives

Author/Year

The framework of this study is

similar as Literature review

2 | Level, Type and
degree of Change

De Wit and Mayer
(2004); Hiatt and
Creasay (2003);
Hammer (1990);
Christensen et al.,

(20006)

The concept of ‘Discontinuous

and Continuous Change’ is used
to find out the direction and
substance of change to new

technologies. The level
agreement must be assessed as

shown in Figure 2.1. These
concepts have to be considered in

the process.

3 | Resistance to change

De Wit and Mayer
(2004); Coch

French (1949); Burke
(2002)

and

The resistance is in relation to
organization culture. Therefore
resistance to change needs to be
identified in the process of

change.

Source: Developed for this research

2.4 Conclusion

Change management is a very complex phenomenon. From the various

concepts of change, a number of change efforts fail. The reason people claim to be

most unfavourable is resistance to change. To overcome resistance, leaders have to

understand change, both discontinuous and continuous, the context of change and

important factors for successful change. The agreement matrix method is used to
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present a relationship between the extent to which people agree on what they want
and the extent to which people agree on cause and effect. This study adapted those
concepts to present a relationship between change management and leadership.

To gain more information, literature is related to the change process models
and leading change model. Chapter 3 supports the conceptual framework of this

study.



CHAPTER 3

LITERATURE REVIEW: Change Process and Leadership Change Models

3.1 Introduction
Chapter three is primarily concerned with the theoretical framework, and
the review focuses on the relevant literature examining Change Process Models,

Leadership and Leadership Change Models.

3.2 Change Process Models

3..2.1 Kurt Lewin’s Three-Step-Model

This study starts by presenting key research of Lewin (1947), one of the
fathers of modern psychology, known particularly as the most influential writer
about change. Lewin presented two key concepts about change and transition. The
first concept was his theory about “quasi-stationary equilibria” (Lewin, 1947, p.207).
He stated that “an organization’s equilibrium is the balance between the uneven and
wavering situations in a company, namely the ups and downs in the organization’s
life” (Burke, 2002, p.37). It describes how a balanced or unbalanced “forceficld”
determines whether social systems maintain equilibrium or change to new states.
[n order to neutralize cntropy, a company has to expand and try to control

progressively their surrounded environment. This neutralization or counterbalancing

requires change.
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According to Lewin, “an issuc is held in balance by the interaction of two opposing

sets of forces™ (Value Based Management.net, 2™ August 2009). On the one hand,

the research is the one study which is seeking to promote change (the driving forces
or forces for change) and on the other hand, others are attempting to maintain the
status quo (restraining forces or forces against change). Lewin (1890-1947) saw
organizations as systems where the current situation was not a static state but a

dynamic one (called “cquilibrium”). In order to make change work, the driving
forces must overcome the restraining forces, thus shifting the equilibrium in the
process. Lewin’s forcefield analysis was used for many years to monitor the balance

of power in a given situation and identify the major stakeholders and groups,

opponents and allies and the way to influence each group. Recent works suggest
that “Lewin’s forcefield analysis applies within a limited domain and that there are

situations beyond the boundaries of that domain in which Lewin’s views are less

applicable”™ (Miner, 2005, p.82). However, “his theoretical model has moved
application a long way”, according to Burke (As cited in Miner, 2005, p.82).

Lewin’s second major contribution was his decomposition of change into
a simplistic but important three-step-model (unfreezing, transition and freezing), in
1946. These steps about change, which are one of the earliest models ever published
and still used as a basis for new approaches, point out that each step has its own issues

and problems. The word “step” is often used in literature to describe Lewin’s model,
but according to Burke, the use of the word “phase” is better since all the three phases
are overlapping (Burke, 2002, p.106). Lewin called the first step or phase
“unfreezing”. This means tearing up the existing situation or status quo. The

unfreezing phase can take a variety of forms: “creating a sense of urgency about the
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need for change, educating managers to behave differently, merging with other
organization, and so on” (Burke, 2002, p.106). The main idea is that “the system
must be “shaken up”, must be confronted with a compelling need to do business
differently and must be “thawed” from its present way of doing things so that in a
new, more malleable, perhaps even vulnerable state or condition, the system is
accessible and amenable to change interventions™ (Burke, 2002, p.107). It is of the
utmost importance to adapt the tools used to unfreeze the situation to the specific
circumstances.

During the “transition” phase, the change occurs. Uncertainty and

confusion overwhelm the organization at all levels. People understand that the old
order 1s being modified but do not have a clear picture of the new one. Lewin’s point
was that the system will not move or change in a relevant way unless an unfrozen
condition has been achieved. The organization is changing.

Once change is in progress, the third stage, “refreezing” must be initiated.
The implemented change cannot be allowed to drive or fade away. The new order
and situation has to be fixed and reinforced with new structures, processes and
infrastructure to support the new system. Tension among the group will decrease and
their comfort levels return to previous levels (Wikipedia website “Change
management, theories of change”). A permanent stable equilibrium that resists
further change is established. According to Burke, the reinforcement of the new
situation is as important as the change itself: “As the new state is “frozen” in the early
stages of change, it is delicate, somewhat vulnerable, and until jelled, is subject to

further changes that may not be desired” (Burke, 2002, p.106).
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3.2.2 Edgar Schein’s Change Process Model

Schein took Lewin’s model and refined it in some ways. He asserts that the

steps actually overlap and that the process of change in itself is more sophisticated
and complex than a three-step model. He kept Lewin’s number of steps, but for each,
he developed the concepts further.

The first stage, unfreczing, creates “motivation and readiness to change”
(Burke, 2002, p.151). According to Schein, there are three ways of unfreezing an
organization. The first way is “disconfirmation or lack of confirmation™; in other
words, “to show a need for change by providing information about radical change in
the organization’s external environment that threatens the survival of the
organization” (Burke, 2002, p.152). The second way is “the induction of guilt or
anxiety” (Burke, 2002, p.152). When the members of the organization are confronted
with data that show a gap between the current situation and a better one, they will be
motivated by feelings of guilt and anxiety to diminish that gap and to take concrete
measures towards goals that would ameliorate the situation. The third way is the
“creation of psychological safety” (Burke, 2002, p.152). Schein asserts that in order
for people to move to the second step and actually change, they have to be sure that
the process will not trigger feelings of embarrassment, humiliation or loss of face and
self-esteem. The members of the organization have to feel secure psychologically; in
other words, they must have no fear of punishment or retribution by embracing the
change.

The second stage, Changing, implies what Schein calls “cognitive
restructuring” (Burke, 2002, p.152). He means that persons within the organization

have to see things differently than the old situation and, consequently, must act
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differently. Two processes are compulsory to complete this stage.

Firstly, it is necessary to identify a new model, leader, mentor or consultant
and see the process of change through someone else’s eyes. “If [ see another point of
view operating in a person to whom [ pay attention and respect, I can begin to
'imagine that point of view as something to consider for ourselves™ (Burke, 2002,
p.152). Secondly, scan the environment for new, relevant information (Burke, 2002,
p.152). This part is about checking whether this kind of change worked or not in other
organizations. The emphasis here is set on learning from others’ experiences by
mviting experienced outsiders or inviting some relevant organizational members to a
conference in order to gain new information about change. Similarly, it could be
sending a top manager to other countries in order for him or her to get other insights
and views.

The third stage, Refreezing, implies the integration of change for all the
members of the organization. According to Schein, this stage is twofold. The first
part embraces “the personal and individual” (Burke, 2002, p.151). It implies that the

organizational member fecls comfortable with the new comportment which is needed

to make the change accepted and successful. To Schein, “it is to link the new
behaviour with one’s sclf-concept™ (Burke, 2002, p.151). In other words, refreezing
is linking the new behaviour, the new way of thinking to the organizational members’
frame of reference. The second part includes “the interpersonal” (Burke, 2002,

p.151). It means that “the new behaviour fits well with others who are significant in
the organization and that these other significant individuals (the people one works

with closely) are comfortable with the new behaviour from the “changed” person”

(Burke, 2002, p.153).
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Lewin’s and Schein’s approaches are helpful for planning and managing a
change effort. This simplc linear sequential planning can be useful: If A is done, B is
likely to follow. This view helps us to make sense of the complex and messy
organizational behaviour. However, taking this way of thinking too literally will
often lead to errors in judgment. In reality, when a change occurs in an organization,
it is most often not sequential and is far more ambiguous and messier than the idea the
models show.  Burke (2002) concluded that “the point was made that the
implementation of organizational change is non-linear and often unpredictable.”
(p.155). This is the main reason why Lewin’s contribution and Schein’s, to a lesser
extent, are slightly outdated these days; but they do have their merits in giving us a
systematic and interesting sequential approach to the process of change.

3.2.3 John P. Kotter’s Eight Step Model

Kotter (1996) tries to answer the question about why on the one hand
numerous change processes are not successful and also why it is difficult to achieve
lasting and meaningful change on the other hand. He claims that even successful
transformations are chaotic and full of irregularity and surprises. Kotter (1996) has
developed two general views regarding leading change. Firstly, the change process
takes a long time and must go through a series of phases. Skipping steps only creates
an illusion of speed, ncver lasting results. Secondly, critical mistakes in any of the
phases can have devastating effects afterwards. After deep research in over one
hundred organizations, he identified eight major steps required to achieve lasting

change (Kotter, 1996):
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I. Establish a Great Enough Sense of Urgency
Over 50 percent of the companies he has studied failed in step
one either because leaders often underrated how difficult and demanding it is to get

the people out of the used environment, or because, they overvalued their efforts so

far. In order to create this sense of urgency it is necessary “to study and analyze” the
market and competitive state of affairs, to make out and examine crises, threats or
opportunities (Kotter, 1996, p.61). Employees need to understand and feel the reason
for change. For Kotter, it does not matter who is creating this sense of urgency: it can
be either at the top of an organization or in a group at the lower level of an
organization. The urgency rate is high enough when about three quarters of the
management is honestly convinced that there is a need for transformation. But it is
important that they convince most of the people around them about the need for
transformation. The chance that the sense of urgency is recognized by most of the
relevant people is higher if the change leaders use incentives which are visible,
tangible and noticeable. According to the see-feel-approach Kotter (1996) is referring
to, when people expericnce the need for change face to face it is easier to change their
behaviour.

2. Create a Powerful Guiding Coalitibn

To start a change process, support from the head of the
organization alone is not sufficient. It also requires another five or fifteen to fifty
people, who are active devotees, depending on the project and the size of the
organization (Kotter, 1996). These people would make up a team and create common
commitment throughout the whole change process. From Kotter’s research, this

group should consist of influential people with titles, relationships, intelligence and
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knowledge to guarantee great power. This team will guide the change process. But

the problem in this phase is often that people coming from high positions are not used
to working in teams (Kotter, 2002). The team building process is therefore very
important and should be organized well. It can be useful to arrange training sessions,
workshops or meetings in order to get the guiding coalition working,

3. Create a Vision

In this third step, it is the team’s task to create a vision, Which
means to create a desire for a future state. This should be explainable in an easy and
fast way, namely three 1o five minutes, to ensure the stakeholders are energized
(Kotter, 1996). The guiding team often needs at least three months to develop these
images. Moreover, it is necessary to develop strategies on how to reach the goal
which will serve as a guideline for the change to come. It is of the utmost importance
that the guiding team understands that people are not just convinced or mobilized by
analysis, figures and budgets. It is more successful to explain the wanted future in a
picture or object which helps the people to have a clearer view.

4. Over-communicate the Vision

In this phase, it is crucial to use every single opportunity to
communicate the created vision. Therefore, the guiding team has to live this vision as
an example and embody their message to change the behaviour of the people as well
(Kotter, 1996). Additionally, to make the people understand it, it is essential to

communicate in a simple and easy way, instead of a difficult and technocratic one. It

is also advantageous to address peoples’ fear, confusion and anger (Kotter, 2002).
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5. Empower Others to Act on the Vision

During the fifth phase, when more and more people are getting
mvolved in the change process, it is important to fight against resistance and barriers.
To a certain extent, the guiding team should empower other people to support the
change process by communicating the new vision. They have to encourage people to
take risk, and promote untraditional ideas and actions (Kotter, 1996). Barriers are not
only people who might take an opposite approach; there are also structures, processes
and institutions within the company which could hinder the successful
implementation of change. In this phase it is therefore important to get rid of these
factors and replace them.,

6. Plan for and Create Short-Term Wins

Due to the fact that change processes take quite a long time,
people need some milestones. In this phase it is necessary to plan observable
performance improvements. [t is helpful to set short-term targets in order to keep
motivation and commitment at a high level. These short-term successes should be
visible for as many people as possible: employees, managers, opponents, stakeholders
and so forth. There might be, furthermore, an incentive system, which rewards people

for achieving the goal (Kotter, 1996).

7. Consolidate Improvements and Produce More Change

During the seventh phase, the guiding team is required to use its
credibility to modify and transform systems, structures and organizational policies
which do not fit with the desired future state. The change leader must understand they
have to carry on with the implementation, going further until the vision becomes a

reality. To reach this point, it could be necessary to employ, develop, train and
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promote employees who can put the vision of the guiding team into operation. It
furthermore might be uscful to strengthen the change process with new projects and
change agents (Kotter, 1996). The tasks the guiding team has fulfilled so far can be
passed and delegated to others.
8. Institutionalize New Approaches
In the last stage. in order to institutionalize change in the

organizational culture, it is important to communicate the relationship between the
new behaviour and the result of the change process. The change agents have to make
sure that employees’ behaviour is really changed and that it will last. Moreover, it is
essential to ensure that the next generation of managers deeply represent and embody
the new approach (Kotter, 1996). Kotter (1996) claims that it is often the case that
after a successful implementation of change, the old change agents retire but the new
ones do not live the new approach as they should. The goal for every process of
change should be the implementation of long-lasting and deep transformation.

3.2.4 Jeff Hiatt’s ADKAR-Model

Hiatt’s model of change implementation is based on a two-dimensional
approach: the business and the people dimensions of change. According to this
model, successful change only happens when both dimensions occur simultaneously.
The first aspect comprises five important points to be followed and is the standard
element of a business change for managers (Hiatt, 2006).

1. Business Need or Opportunity Identification

According to the organization’s perspectives, needs and
opportunities, the management team is considering proactively. The implementation

of some kind of change is beginning to be considered.
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2. Project Definition

The project of the management team is defined. The needs,
perspectives and opportunities are clear and no misunderstanding about these
concepts can exist.

3. Design of Business Solution

This step is all about the elaboration of the change process. The
management team is elaborating a plan for change.

4. Development of New Processes and Systems

New solutions in the form of processes and systems will be
elaborated in order to implement change. These will be useful tools to implement the
change in a good way.

5. Implementation of Solution within the Organization

[mplementation, with the help of the above mentioned tools, is
under way. Change takes place concretely.

The dimension of change regarding people should never be underestimated.

Research shows that problems with the people’s dimension of change are the most

. ~ . . 174 ” 1'
commonly cited reasons for project failures (“Change management process”, 12"

March, 2007). In order to implement change successfully in any organization, the
collaboration of people is highly necessary. The management team which implements
change or the champion of change must be supported by some people within the
company to reduce resistance to change. It should also ensure that the people are

involved in the process of change. Commitment is one of the best ways to create an

atmosphere of cooperation and to increase the chances of acceptance of change within

the organization.
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According to Hiatt (2006), effective management of the people dimension
of change requires managing five key goals that form the basis of the ADKAR model:

1. Awareness of the Need to Change

The people must understand that the change will be beneficial for the
organization as a whole despite the difficulty they could encounter.

2. Desire to Participate and Support the Change

As stated above, the people’s involvement for change is necessary. If they
are helping and listening, their contribution can only be positive. People’s support is a
key aspect in the process of change.

3. Knowledge of How to Change (and what the change looks like)

The stakeholders must be told how the changes will have an impact on the
organization’s activities.

4. Ability to Implement the Change on a Day-to-Day Basis

The change has to be monitored closely on a day-to-day basis in order to
retain control,

5. Reinforcement_to Keep the Change in Place

This step is similar to Lewin’s “freezing” step. It consists of acknowledging

all the consequences of the new implemented change in order to avoid a negative return

to the old status quo.

3.2.5 Dean Anderson’s Nine-Phase-Change-Model

Anderson’s model of ‘fullstream transformation’ is basically subdivided
into three parts: the upstream change (which sets the basis for future successful
change), midstream change (which is about the elaboration of the type of change) and

downstream change (the implementation of change) (Anderson, 2001, p.165). This
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model is thus composed of the three abovementioned steps. But this is not all; each
step comprises three sub-steps. As all the steps are intertwined and overlapping, a
fatlure in one point will result in the failure of the whole process of change.

3.2.5.1 Upstream Change

I. The Preparation to Lead the Change

This step is mainly focused on orienting the planning, and setting
a solid base for later success. Within this stage, the change leaders weigh their

organization’s ability and capacity to succeed in implementing change. The leaders

decide the person (s) who should lead the effort, develop the strategy of change and
“Identify conditions and infrastructures needed to support the successful achievement
of the desired outcome™ (Anderson, 2001, p.166). Communication, participation
plans and other key support functions are being developed. This step is needed
because it gives the leader the opportunity to gain the support from organizational
members before the implementation of any change.

2. The Creation of Organizational Vision, Commitment and
Capacity

The vision of a desired state and its communication to others is a
key feature in the proccss of change. Commitment of all the people is also required.
Without any unity or commitment, the change, and consequently the leadership, will
be seen as disorganized and incompetent from the employees’ perspective. According
to Anderson (2001), “building leadership alignment up-front sets the ideal conditions

for positive employee involvement throughout the change™ (p.166). The workforce is
entirely engaged and focused on the transformation which will take place. Employees

are informed about the change and actually help dramatically in the implementation
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and success of change. Besides, this early commitment also allows minimal resistance

throughout the organization.

3. The Assessment of the Situation to determine some Design

Requirements.

The upstream stage is the point where “the climate and runway
for change are established” (Anderson, 2001, p.166). Starting the process of change
in a positive and a well-received way is a key feature of the upstream step. All of
these sub-parts “precedes” the design of the desired and expected future state of the
change.

3.2.5.2 Midstream Change

1. The Design of the Desired State

The midstream change is “when the actual design of the desired
state occurs™ (Anderson, 2001, p.166). This is the time when the design of the change
1s developed, clarified and refined. The danger in this sub-step is to over focus the
resources and cfforts on the design and not on the implementation itself. Actually,
many organizations experience a lot of difficulty during this step because they spend
too much of these solely on the design.

2. The Analysis of the Impact of Change

The impact and consequences of change are studied carefully,
and precise plans are drawn in order to pace and coordinate the implementation in an
accurate manner.

3. Planning and Organizing for the Implementation

The “conditions, structures, systems, and policies decided in the

upstream stage are tailored and established to help prepare and support the
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organization for implementation”™ (Anderson, 2001, p.167). The capacity of the
organization to succeed in the change is further developed through the help of higher
participation. This step prepares the organization to fully support the implementation
of change.

3.2.5.3 Downstream Change

1. Implementation of Change

The main danger for leaders is to rush into implementation
without proper design. “With no preliminary foundations that assist the organization
to receive or participate in the change, and with what is likely an inadequate design of
their desired state because of their rush to implement, leaders’ hopes that change
management or organization development will salvage a shaky or resisted
implementation are unrealistic” (Anderson, 2001, p.174). Implementation is just the
required concrete application of the planned design.

2. Celebration and Integration of the New State

The purpose of this sub step is to support and strengthen the
implementation of the change. The transformation is officially acknowledged and
celebrated by the leader(s). The major thing to understand is that the seeds of success
are sown during upstream and midstream phases.

3. Learning and Course Effect

This step should trigger the creation of a system which refines
and improves continuously the new state. Learning from the change process and

establishing the best practices for change have to be taken into consideration.
The current author insists on the fact that there are no miracle

recipes for change and that this model is just a tool or guide for consultants and
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specialists of change. Its aim is to be as complete and comprehensive as possible and

it gathers all the critical concepts discovered in the field of change so far. As Dean
Anderson (2001) pointed out: “the thoroughness is both a strength and a potential

weakness in the model” (p.168). According to situations and circumstances, some
steps might or should be skipped and in some cases, some parts can be “fusioned” in
order to make the process go smoothly.
3.2.6 William Bridges and Susan Mitchell Bridges’s Three-Phase-Process
Bridges (2003) identifies that people have to go through three stages when
they are confronted with change. The two researchers make a distinction between

transition and change. Change is external and situational because it is just the shift

into a new position or site. Transition in turn is psychological and internal. A change
leader has to make this differentiation because transition does not happen
automatically just because a change has happened. The transition process consists of 3
phases as follows;

l. Ending, Losing, Letting Go

This means that people have to release the old habits and the way things

used to be. Every transition begins with an end, Bridges (2003) claims that when the

leader is asking his followers to give up old behaviours and they are shifting into a
new area, it is more complicated than it might seem. Leaders have to realize that, and
have to be aware that this phase is important in the whole process of change. It is
mainly a leader’s task to help people to overcome their losses.

2. The Neutral Zone

After the “Goodbye-phase”, people come into the neutral phase, which

means that they enter an uncertain, in-between state, also called “no-man’s-land”



05

(Bridges, 2003, p.39-40). For a successful transition, it is necessary to remain some
time in this phase. People have to get used to the change and have to identify
themselves with the new situation: they should use this phase to be creative, in order
to renew themselves and develop a new identity. The time in the neutral zone is not
useless because it is the time where the real transformation takes place. It is probable
and reasonable to calculate a time span of approximately six months for this zone.

3. The New Beginning

After going through the first two phases, it is important that people also

begin to behave in conformity with the new way. It can be stressful for people

because the sense of competence and the value of the stakeholders are put at risk.
Employees need to live this fresh identity, feel the new energy and realize the new
intention. Often, people are not able to go through this phase. Most are better at
waiting and observing who among the others are handling the new start,

From research and experience, Bridges (2003) claims that most of the
change leaders skip the first two phases and go to the third phase. Hence, a number of

processes of change fail.

3.3 Leadership — The Difference between a Leader and a Manager

3.3.1 Leadership

Executive sponsorship and participation are important for the success of
change initiatives (Kanter, 1983; Kanter et al., 1992; Goodstein and Burke, 1995).
Change leadership must be spread throughout the organization. An effective

leadership network must be established to overcome resistance and inertia in the

organization. Leaders are needed to provide vision, meaning, inspiration, and
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conviction, demonstratc integrity, generate trust and communicate values. Different
leadership styles have different effects on aspects of the organization climate (Young
and Dulewicz 2006). Moreover, numerous studies have identified leadership and

participation by top management as the single greatest contributor to success in

change management (Branch, 2002).

The literature about the terms leader and leadership is very disparate and
there are as many definitions of leadership as people who have tried to define it
(Stogdill, 1974).

This thesis was developed from an understanding of leadership in order to
analyze the process of change; it is therefore, necessary to explain the descriptions of
leadership. Due to the time limitation, this study will not discuss every theory about
leadership; however, it is imperative to distinguish between a leader and a manager.
This study should thercfore clarify from the beginning what a leader is in order to
better analyze the leaders’ role within the process of change.

Despite all the different approaches towards leadership, some¢ common
c¢lements can be found when comparing them. The literature agrees on the fact that
leadership is a group phenomcnon because a leader cannot lead, influence and
persuade without followers. Furthermore, it is widely accepted that leaders use their

power to direct others through a definite course of action or toward the

accomplishment of a goal. Thirdly, the identification of a leader postulates some kind
of hierarchy, either formal and defined or informal and flexible. Both kinds of leaders

are important for the change process, because they have different impacts on the

stages (Afsaneh, 2003).
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Therefore, first and foremost, this study discusses the difference between
being a leader and being a manager. This distinction is noteworthy because of the
difference between leading change and managing change. Kotter (2002) emphasized
that management is related to the process of planning, controlling and organizing,
whereas leading refers to the process of motivating others for action. Leaders focus
their action on the future, use personal power and try to establish an emotional link
with their followers. Thus, they are responsible for creating change and a culml'e
which is based on shared values. Managers, on the other side, focus on the present and
use position power for their action. They try to sustain stability and the status quo. It
is their task to implement policies and procedures (Afsaneh, 2003). If one connects
this theory with the change process, it can be said that it is the manager’s task to plan,
control and organize the process, while it is one of the leader’s tasks to mobilize the
people for acceptance and action.

For Kotter (2002), leadership is a concept which exists within living
memory, whereas management is a term that has been elaborated over the past 100
years (Kotter, 1990, p.3). He claims that leaders are the main drivers for movement
and change, wheras managers arc responsible for order and steadiness. He describes

the differences in Table 3.1.
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Table 3.1: The Differences between Management and Leadership

Management

Leadership

Creating an Agenda

Planning/Budgeting
Establish steps
Set timetables

Allocate resources

Establishing Direction
Create a vision

Set strategies

Developing a

Human Network for

Organizing/Staffing

Establish structure

Staff structure with people

Aligning People

Communicate the direction

Consistent key results

Achieving the Build teams and coalitions

Kgsnda Establish policies, rules and
procedures

Execution Controlling/Problem Solving | Motivating and Inspiring
Monitor results and plan Inspire and energize people
Identity differences to overcome major barriers
Generate solutions Satisfy unmet needs
Take corrective action

Outcomes Certainty Change of a dramatic degree
Order Extremely useful change

Source: Kotter (1990, p.6). A force for change: How leadership differs from

management, (New-York: the Free Press)
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Both roles are important in an organization and one cannot be without the
other. An organization is dependent on both aspects and can therefore not exist and
act successfully without an effective leader and efficient manager. Even though there
are a number of differences between managers and leaders, a large amount of
overlapping actions can be found in both. Therefore, sometimes leaders are involved
in management and vice versa. A leader and a manager can be the same individual,
accomplishing both managerial and leadings tasks. De-'spite all this, pi‘oblems can
oceur if a company is ruled by either a strong management or a strong leader. “Strong
management without much leadership can turn bureaucratic and stifling, producing
order for order’s sake. Strong leadership without much management can become
messianic and cult-like, producing change for change’s sake — even if movement is in

totally insane direction™ (Kotter, 1990, p.7-8).

The most important message from Kotter (1990) is that leaders have the

great ability to produce change. Therefore a leader has great influence within the

process of change.

Like Kotter, Bennis and Nanus (2003) argued that there is a major
difference between management and leadership. The major difference can be
summed up with the following sentence: “Managers are people who do things right
and leaders are people who do the right things™ (Bennis and Nanus, 2003, p.20). In as
much as the author did not want to go deeply into the leadership theory, citing
examples to differentiate between leaders and managers would give a better picture of
the idea of leaders and managers in the change process. Bennis and Nanus (2003), in
their book, gave several examples illustrating leadership qualities and roles and also

examples of management qualities and roles and cases where the two overlap.
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Examples of leaders included William Kieshnick, CEO of ARCO, Ray Kroc of the
McDonald’s fame; J.H Johnson, publisher of Ebony; Neil Armstrong, the first man on
the moon. All are men who exhibited exceptional leadership attributes and inspired
people as a result of their lifestyle, belief and approach in leading and managing an
organization. They also claim that most companies are managed not led. For them
management, characteristically, “consists of a set of contractual exchanges” (Bennis
and Nanus 2003, p.203). The result of this is different from the result of leadership.
The product of exchanging work, security and salary, is at best, compliance, while the

outcome of leadership is empowerment. This means creating a corporate culture that
provides support for employees to give a meaning to their task in the company énd to
encourage them to higher personal accomplishments in their work (Bennis and Nanus,
2003). For Bennis and Nanus (2003), leaders play a crucial role in an organization
because a leader has firstly the ability to give a vision to the organization and
secondly, to transform the image into reality.

Moreover, Watson, Tito and Kondo (2003) identified that “Leadership

requires vision and judgement, while management requires discipline and execution”,

as shown in Table 3.2 (p.59-60).
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Table 3.2: Differences between Managers and Leaders

Manager Leader
Exercises “Know-how™ Exercises “Know-why”
Administers a process [nnovates a solution
Accomplishes transactions that define | Influences transformation of an
tasks organization
Maintains performance Develops competence and capability
Focuses on system and structure Focuses on people
Relies on command and control Communicates direction and inspires
trust
Asks what and when Asks why and how
Takes a short-range view Takes a long-range view
Delivers the bottom line Achieves a vision of the future
[mitates prior successful managers Originates new definitions of success
Accepts status quo Changes the status quo
Acts like a good soldier Acts as their own person
Does things right Does the right thing

Source: Watson, Tito and Kondo (2003), Quality into 21* century: perspective on

quality and competitiveness (p. 60)
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3.4 Leading Change Models

3.4.1 The Concept of Transformational Leadership

“Leaders establish the vision for the future and set the strategy for getting
there.” (Kotter, 1947-, http://thinkexist.com)

The literature differentiates transactional and transformational leadership.
According to Bass (1998) transactional leadership behaviour is related to leading in a
stable environment, whercas transformational behaviour is associated with drive and
dynamism. A transformational leader has charisma, shows a vision and gets awe,
trust and respect from others. He has the ability to inspire people, but he is also éetting
high expectations. Furthermore, he draws on symbols and relies on creative problem
solving.  In the literature, an optimal change leader is highly affected by a
transformational leadership style, but furthermore, it is necessary that the leader has a
transactional approach (Northhouse, 2004).

Bennis and Nanus (2003) mentioned transformative leadership as the new

approach in the leadership theory. For them, a transformative leader is able to form

and raise the motives and goals of his followers. With this leadership style, it is
possible to achieve remarkable change that indicates the convergence of interest of the

leaders and the followers, and to amalgamate the united energies in the finding of a
common target. They identified that transformational leadership is collective,
causative, morally purposeful and elevating (Bennis and Nanus, 2003). Collective
means that there is something like a symbiosis between leader and follower because

the leader can identify and understand the follower’s wants and needs. Causative

implies that a leader can design and create institutions that empower people to please

their needs. Transformational leaders lead through creating a social architecture with
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purpose and visions which are rooted in the key values of the employee.

In general, “transformational leadership is a process that changes and
transforms individuals™ (Northhouse, 2004, p.169). It is related to terms like emotion,
value, ethics, standards, and durable goals, and includes evaluating and satisfying the
needs of the employees. Transformational leadership is associated with motivating
people to achieve more than what is normally asked from them. This process is also
often linked with charismatic and visionary leadership. The transformational
leadership approach also illustrates how leaders can initiate, develop and accomplish
significant change in organizations. This approach gives some important hints for the
change process because transformative leaders become a strong role model for their
followers. To lead people through this process of change, these leaders should have a
high.ly developed set of ethical principles, a self-determined sense of individuality and
confidence. Furthermore, they should have the ability to express and communicate
strong ideals, to be good listeners and to be open for opposition. With these
characteristics, it is obvious that an appropriate change leader has a lot in common
with a transformational leader.

Bass and Avolio (n.d.) recommended that transformational leaders are not
only necessary at the top of the hierarchy. These types of people are necessary at
every level in an organization and if they are developed at all stages, they will have a
positive effect on the global organizational performance. If one assumes this,
transformational leaders can be found at every hierarchical rank and therefore, change
leaders are not only CEOs or Managing Directors (Northhouse, 2004, p.188).

The theoty of transformational leadership often lacks conceptual precision

because it covers such a wide range of parameters, making it difficult to identify them



74

exactly. In this respect, this concept overlaps with a lot of other concepts, such as
charismatic and visionary leadership.
Lester (2007) presents the essential points for a transformational model. He

states that a transformative leadership model (Figure 3.1) is derived from a basic

model developed by others, but with important changes.

Implementation Model for Transformative
Leadership
Transformative Leadership Performance Variables
Style - Production efficiency
- Challenging the process W - Follower satisfaction
- Inspiring a shared vision and development
- Enabling others to act - Organizational change
- Modeling the way
- Institutionalizing
Change
Intervening Moderating
Variables Variables
- Effectiveness of - Ability to employ
transformational transformational
behaviors practices

Figure 3.1 Implementation Model for Transformative Leadership

Source: Lester (2007)

3.4.2 John P. Kotter’s Heart of Change

According to Kotter (2002), the fundamental challenge for a leader is to

change the people’s behaviour. To accomplish this goal, it is important to change the
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people’s feelings. This cannot be done by feeding people with analysis but morc by
supporting them to find the truth to inspire and affect their feelings. Although both
thinking and feeling are crucial for the success of a company, the see-feel-change
approach is more deep-lasting and commanding than the analysis-think-change
approach. The see-feel-change-approach is unique for Kotter (2002). He claims that
people will change their behaviour if they can see, touch, and feel the cause behind
the change; this creates a feeling inside, and then these feelings will change the
people’s behaviour. This theory is associated with the regular mechanism in the
brain, An individual sees, feels, touches, hears or smells something. Due to the fact
‘that our senses are related to our emotions, there is a direct link. This connection leads
in turn to an action. Therefore, a change leader should make the problem or the
solution of the problem visible through tools such as live presentations, pictures,
videos, story, places, events, performance and so forth. The main goal is to create a
feeling within the employees: this could be shock, passion, pride, urgency and so on.
These feelings then change the behaviour of the people (Kotter, 2002). If people
change their behaviour, the process of change will be successful. The central
conclusion of his work is that “the heart of change is in the emotions™ (Kotter, 2002,
p.2):

Kotter (2002) further claimed that in times of increasing change processes
in organizations it is not possible that only a few people at the top can be the change
agents. It is more and more important that other people in the company become
“change-sophisticated people” (p.183). He stated therefore that people at every level
and in every department can support the change leadership, although it does not mean

leadership in the traditional sense. One might see in a company a few great leaders,
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more good leaders and cven a lot of employces who carry out leadership tasks
(Kotter, 2002, p.185).

3.4.3 Rosabeth Moss Kanter’s Enduring Change Leader’s skills

Kanter (1999) claimed that the change agents have to make deep
transformations in the culture, structure and strategy of the companies to build long-
term capabilities for an organization, and that it necessitates people to change their
actions and attitudes. The latter one is the most difficult task for leaders because it is
often out of their direct influence, but real change requires people to adjust their
behaviour.

According to Kanter (1999, p.3), the crucial features a change leader
should have are “‘passion, conviction and confidence in others”, which means
“offering a dream, stretching their horizons, and encouraging people to do the same™.
This has a lot to do with sense-making and sense-giving. Kanter (1999, p.3-6) proposes
the following recommendations for change leaders:

1. “Tuning in to the Environment”. A leader should try to get as much
information as possible about the inside and outside of the organization, by actively
collecting information.

2. “Challenging the Prevailing Organizational Wisdom.” Change leaders
should use “kaleidoscope thinking”, which means constructing data and information
in new ways, to question their decisions and strategies from time to time.

3. “Communicating a Compelling Aspiration”. To convince the followers

of the change, the leader can use several tools.
4, “Building Coalitions.” A leader should also use the help of “opinion

shapers”, meaning that he/she will involve people who have resources, knowledge
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and so forth.

5. “Transferring Ownership to a Working Team.” It is also important to
involve others in the implementation phase.

6. “Learning to Persevere”. After implementing the change, a leader has to
support and motivate the employces through to the end of the project.

7. “Making Everyone a Hero.” Recognizing, rewarding and celebrating
milestones or accomplishments are crucial for the success of implementing change.

3.4.4 David A. Nadler’s Heroic Leader

In times of discontinuous change in a company, it is important to have a
leader who is able to mobilize and keep action going amongst the employees (Nadler,
Shaw and Walton, 1995). These tasks demand special characteristics and go beyond
the concept of charismatic leadership; Nadler uses the term “heroic leader” to describe
this special person. Nevertheless, Nadler also claims that a heroic leader is not
enough to fulfil the difficult task of leading through a process of change; effective
change agents are more than heroic.

Heroic leadership is associated with three components: envisioning,
energizing and enabling (Nadler et al., 1995). Envisioning means that the leader
should be able to create and communicate a vision, a desired future state.
Meaningful, challenging, worthy of pursuit, reachable and credible are the
characteristics of the ideal vision. Furthermore, it is important that the leader in his
actions and behaviour embodies the vision. The second feature, energizing, is deeply
related to motivating the employees to act, Firstly, this can be accomplished by
showing personal commitment and excitement. It might also be achieved by

demonstrating this energy through direct contact with the employees in the
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organization. If the change leaders exemplify their ability to be successful, they can
communicate confidence. The third enabling component goes along with the
employees’ emotional support when performing their task. It is the leader’s charge to
show empathy; this can be accomplished by demonstrating an open ear for everyone,
showing willingness to understand their feelings and expressing confidence and trust
in the people’s performance.

Some risks can occur if there is solely a reliance on heroic leaders, and
Nadler et al. (1995) claimed that change agents should also have an instrumental
leadership style. This approach calls for leaders who are able to manage structures to
develop personal instrumentalitics, namely to create an environment that motivates
people’s behaviour. This concept includes three factors: structuring, monitoring and
rewarding. Firstly, the leader develops a constitution which defines and describes the
desired behaviour, goals, standards, roles and processes. Secondly, he\she needs a
kind of control-mechanism to monitor and measure the employees’ activities and
results. And last but not least, the leader has to establish a reward-system with
rewards and punishments.

Nadler et al. (1995) argue that neither heroic nor instrumental leadership

alone is the way to lead effective change: it is more a combination of both aspects

because they are complementary. But, as the problem is that it is hard to find people
who embody both approaches, it could therefore be helpful to engage others in the
leadership role. To extend the change agent from one leader to something more
requires another concept called institutional leadership. The change leader can search

within the company for an individual who complements his/her characteristics. There

are three possibilities: the senior team, the senior Management or the development of
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leadership in the whole organization, which means training and creating leaders who
will be future change leaders (Nadler et al., 1995).

3.4.5 Michael Fullan’s Change Leader

Fullan’s (2003) analysis of “The Change Leader” deals with the
characteristics and capabilities of leaders in educational institutions. Although
Fullan’s research was about principals in schools and the way in which they can
become effective leaders, some characteristics are common for all leaders because
they try to accomplish long lasting, sustainable change (Fullan, 2003, p.17). Fullan
(2003) believed that “like the business leader, the Principal of the future — the Cultural
Change Principal — must be attuned to the big picture, a sophisticated conceptual
thinker who transforms the organization through people and teams” (p.17). He claims
that leaders should engender five characteristics in the knowledge society.

1. Moral Purpose

Acting with a moral purpose implies taking social responsibility and giving
a positive difference to others like employees, clients, and the environment. Lcaders
should therefore treat others fairly and correctly. The most valuable characteristics of
an effective leader arc consequently integrity, reliability, and a firm conviction
(Fullan, 2003, p.12-13).

2. Understanding Change

If change Icaders understand change, they can adapt some important

implications for their actions. More precisely, they should realize that there is a

difference between having an innovative idea and a change process, and that having

the most excellent idea is not sufficient. Leaders should also know that within the

implementation phase, the change process will be uneven and difficult. Furthermore,
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leaders have to face resistance. Fullan recommends redefining opposition and using
their doubts to gain important input for the change process. Moreover, it is important

not to see change simply as superficial and structural: it has to be seen as something

deeper. Therefore, it is crucial to change the corporate culture as well, In addition,

change is always complex, and there is no shortcut for transformation (Fullan, 2003,
p.4).

3. Building Relationships

Thirdly, they should improve and build relationships with people who think
differently. Fullan claims that if relationships develop, processes and results are
improving. Effective leaders arc aware of the fact that people can be mobilized and
motivated only if one treats them with respect and cares about them. They know that
the relationships and interaction among the people rather than simply the people
themselves are crucial for the success of an organization (Fullan, 2003, p.80).

4. Creating and Sharing Knowledge

At the same time, it is important to create and share knowledge. This
feature is deeply related to the previous three abilities and relies on these. In order to
sustain long lasting change, cmployees have to be encouraged to share their
intelligence with the organization and to create new knowledge. For a change leader,
it is important to understand that this is more expectation of employees to change
through a process of see-feel-change than through that of an analyze-think change. It
is the task of the leader to help the people to see new opportunities that engage their
feelings and consequently, change their action and attitude (Fullan, 2003, p. 121},

5. Making Coherence

Creativity is important for the change process. Leading is not easy in the
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complex world, and dirccting a living system is scldom a linear process (Fullan, 2003,
p.160). Therefore, effective change leaders have the ability to tolerate uncertainty in

order to keep the creativily flowing, but they are also able to generate overload and

fragmentation in a complex society. This is shown in Figure 3.2.

LEADING IN A CULTURE OF CHANGE

Leaders Enthusiasm

Moral

Purpose Understanding

Change

Relationship
Building

Coherence
Making

Knowledge
Creation
and Sharing

Members g
Commitment
(External
and Internal)
Results

More good things happen,
fewer bad things happen.

Figure 3.2 A Framework for Leadership

Source: Fullan, M, (2003, p3), leading in a culture of change, Personal action guide

and workbook, San Francisco: Jossey-Bass.
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3.4.6 William Bridges’ Transition Leader

As explained above, Bridges W. and Bridges S. (2003) identified a three-
phase process within the transition phase. Bridges W. and Bridges S. (2003) classified
five categories from “Very important. Do this at once.” to “No! Don’t do this.”
describing how change leaders can help people to go through a process of change.
(Bridges, 2003, p.13). The first category is of special interest for the current study
because it deseribes the points a change leader should observe in the transition phase.

Within the first phase “Ending, Losing, Letting go” it is important that the
change leader tries to figure out how people’s behaviour has to change in order to
make the change work, and to describe the change in a detailed and specified way.
Furthermore, the people who will lose something important after the change have to
be identified. The subjective losses of people are more important than the objective
loss of the company. [t is important to listen to the people’s worries and doubts
because every employec will experience the change in a different way (Bridges, 2003,
p.15-16). It is, morcover, advisable not to feel offended by people who show signs of
grieving, such as anger, sadness, anxiety and so forth. It is just a common reaction in
this phase, and therefore the people have to be addressed seriously (Bridges, 2003,
p.28-29). Additionally, it could be helpful to give the people something in return for

the losses they face (Bridges, 2003, p.31).
Another important point within the letting-go phase is communication and

helping people understand the problem or the cause that lies behind the change. In
order to amplify this aspect, the change leader can arrange a face-to-face situation

with the problem and celebrate the ending with an event that is a symbolic of the new

direction. It is recommended to clearly define what is over and what is not (Bridges,
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2003). Talking to people and asking for opposite opinions helps the leader gain
insights, and can allow for understanding of the people’s resistance. Equally, these
conversations will inform how to tackle the problem in a more conducive manner.
Being open for questions and requesting them from the employees will help to
understand and better let go. It can also be helpful to organize regular meetings or
workshops to make it easier to adapt to the new situation.

Within the neutral zone, the change leader has to focus on the fact that it
will take some time, and that this period is no less difficult than the first one. The
main problems leaders have to face are the increase in people’s stress and a decline in
motivation because they feel confused and have doubts. They experience information
overload and get mixed signals, both aspects which will lead to frustration,
uncertainty and lack of confidence in the organization. Consequently, productivity

decreases and absenteeism rises. On top of this, due to the loss of motivation, the

problem which caused the change becomes even worse. As a result, the organization
can become weaker during this phase, making it more vulnerable to external threats
(Bridges, 2003, p.40-42).

However, when describing the neutral zone as chaos, it is also possible to

find space for creativity. If people doubt and question things, then there is also a good
opportunity for generating new ideas. Generally, the change agent has to lead people

through this phase step by step, and has to take advantage of the disorder by
encouraging the employees to be creative and innovative. Leaders and employees

have to understand that this phase is not a waste of time; it is more a time of
redefinition and reorientation which is necessary to move successfully from the

saying-good-bye phase to the new-beginning phase. The change leader has to
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structure and strengthen the organization at this time. The leader can, for example,
reassess policies and processes and set new rules adequate to the change.
Furthermore, it could be necessary to reconsider roles, relationships and hierarchy
during this phase. It is often the case that in times of the neutral phase, the hierarchy
breaks down and teams from different levels of the company are grouped together to
go through this stage. Employecs often feel that there is no movement in this phase.
It can therefore be helpful to set short milestones, which are easier to reach than the
end-goal, in order to encourage people and to make progress visible (Bridges, 2003).
Due to the uncertainty and chaos in the neutral zone, the employees can
feel lonely, and it is helplul to develop or create a sense of identification within the
company. It can be useful to organize meetings, workshops or events where the
employees are gathered together and discussing. It is the change leader’s task to keep
the communication flowing, to provide employees with information and to be open
for conversation as well (Bridges, 2003). Additionally, in this phase, it can be helpful
for the communication flow to be created by a team which is monitoring the transition
phase and providing the company with information. This TMT (Transition

Monitoring Team) consists of a group of employees chosen from different levels of

the organization without any power. [t is created solely to support the information
flow (Bridges, 2003, p.49).

In the third phase, the “new beginning”, Bridges (2003) differentiates

between a new beginning and a start. In most cases, employees start working under
the new course but this does not completely constitute a new beginning. A new

beginning, in other words, means giving full emotional commitment to the change

with a new understanding of the situation, new attitudes towards work and a
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developed identity. Therefore, it is hard to determine the starting point for this phase
because it has no fixed schedule and differs from employee to employee. In this
phase, it is the leader’s task to help people make this new beginning by supporting
and encouraging them. Bridges (2003) referred to this as the “Four P’s™: a purpose, a
picture, a plan and a part to play (p.60).

Firstly, the leader can try to describe the main purpose behind the desired
result in order to give meaning to the tasks. Normally, this should have been done
during the first phase, but if it has not — or has not been done clearly enough — change
leaders should ensure it is done now. This element is critical to destroying any
remaining resistance within the workforce. Speaking about the reasons for the
change, the present situation of the company and the vision for the future is helpful in

making people understand why this transition has to happen. It is also advisable to

adapt to the audience when explaining the purpose in order to catch their attention and
make them understand. The change leader should avoid sentences and “clichés” like
“We're going for excellence” which have little meaning for employees (Bridges,
2003, p.63).

Sccondly, the leader should try to make the effect and product visible for
the employees. This could be something like a picture of the new product, or a video,

for instance. Anything is possible if it makes it easier for the people to understand
through seeing and perhaps touching the desired future state (Bridges, 2003, p.63). It

“can also be helpful to give the employees a step-by-step plan to structure their

performance, as some people need a detailed plan which structures the transition

phase. This plan will provide a guideline for their work, and would include dates

when they will have meetings, receive information, have workshops and so forth. It is
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a plan which addresses the people individually, and is not a plan for the company as a
‘whole (Bridges, 2003). Additionally, if employees are eager to participate, it could be
useful to let them play a part in the plan as well as the result. Ultimately, if people do
not know where they stand or which role they play in the game, they cannot
contribute as they wish to or as you wish them to. Therefore, it is important to show
the people their place in the world (Bridges, 2003, p.68).

Generally, the leader has to follow some rules in the process of the “New

Beginning” in order to make it work. Firstly, he or she must “Be Consistent”
(Bridges, 2003, p.69), which means that the content of the message should be uniform
from the beginning until the end in order for it to be deemed reliable. The leader has,
furthermore, to be consistent in both what he or she is saying and what he or she 1s

doing. Secondly, employces will be more motivated if they can see small successes,
and that is why it is necessary to have easy goals to reach in order to encourage them

to go further. Thirdly, the leader should “Symbolize the New Identity” by using
symbols which arc easily recognizable to mark the change: people are motivated and
supported by feelings as well as logical explanations. Furthermore, it is necessary and
indispensable to “Celebrate the Success” (Bridges, 2003, p.72); this means that if the
change leaders feel that most of the people are living the change, it should be
celebrated with an event which shows that the transition phase is over.

Furthermore, Bridges W. and Bridges S. (2003) claim that leaders might
need some help in steering an organization through transition. This is because they

often forget that it takes time to see the necessity for change, or misinterpret

resistance towards change with ignorance and rigidity, not seeing that it is transition

that makes the employces hesitate, not the change itself. A coach can facilitate the
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leader in discovering his/her own methods and styles.
3.4.7 David Buchanan and David Boddy’s Expertise of the Change Agent
Buchanan and Boddy (1992) proposed fifteen competencies that change
agents must have, classifying these into five groups. The identified competencies are
founded on first-hand practical experience, with their research based on audio diaries

and a national survey conducted among 114 people. For the audio diaries, they asked
eight agents of change (o tell the story of a change process they were deeply involved
with. In order to gather general data, these eight people came from companies with
different sizes and industries. The competencies identified cannot be seen separately,
and Buchanan and Boddy (1992) do not try to give a step model which is appropriate

for every situation. As the research is conducted in a general way, it is therefore the
leader’s role to apply these capabilities according to the context. Moreover,
successful applications show their expertise. Their competence-based view on change

management implies that once the competencies are identified, training to develop

these can be established, as shown below.

The fifteen competences identified are (Buchanan and Boddy, 1992, p. 92-
208): |

Objectives

1. Sensitivity

Sensitivity is the ability to see and feel stimuli or cues that may have an

influence on the future change process. If the change leader is not able to take them

into account while organizing the change, it can lead to unintended effects. Thus, it 1s

necessary that the change agent is sensitive “to changes in key personnel, top

management perceptions and market conditions” (Buchanan and Boddy, 1992, p-935).
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2. Clarity

It is of the utmost importance to have clear, defined goals which are
possible to reach, because the intention of the change must be precise. They should
serve as a guideline and motivation tool throughout the change process. If there are
any changes to the intention of the change, it must be communicated and expressed
clearly and with determination.

3. Flexibility

Due to the fact that large-scale change processes seldom work out as
intended and that there are always things happening which were not considered, the
change agent needs to be flexible. Caused by unpredictable reality, change agents
also have to face risk uncertainty. This means there is often more than one possible
choice or option. Adapting to the different alternatives also requires flexibility.

Roles

4. Team-building

Change projccts cannot be run by one person. To be successful, it needs the
capabilities of the main stakeholders. ~These stakeholders should be organized In
teams and support the change agent. To form and develop these teams, the talent of
the change agent is needed. He or she has to describe tasks, and name and pass on
responsibilities in order to involve them in the change process.

5. Networking

Internal or external contacts can be helpful within the whole process of
change. Firstly, the change leader can use his or her contacts to get ideas or improve

the change process. Furthermore, it is important to have good connections within the
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company to be stronger against resistance and opponents. The more people the
change agent has on his or her side, the easier it is to lead the change process.

6. Tolerance of Ambiguity

As stated earlier, an organization always has to deal and cope with risk and
uncertainty; it is often hard to influence all participants in the change process.
Therefore. a change leader is required to preserve and bear this uncertain
environment. It is necessary to be patient and deal with the ambiguity in an effective
way.

Communication

7. Communication Skills

Almost all audio diaries claim that effective communication is a competence
which is indispensable for the change process. Communication goes along with
information sharing and distribution, involvement of all the employees, the ability to
listen to people and so forth. It can include every appropriate communication tool
according to the situation.

8. Interpersonal Skills

In the same way as communications skills, interpersonal skills arc of
paramount importance. This is, for example, the ability to influence, motivate,
persuade, select, listen and stimulate personal involvement.

9. Personal Enthusiasm
For the success of the change project, it is important to show commitment,

enthusiasm, and motivation, and to embody the things the change leader expects from

the followers.
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10, Stimulating Motivation and Commitment

[t is important (o be aware of the fact that commitment and motivation can
fade over time. A change agent consequently has to take care of those who feel de-
motivated, show resistance or lower involvement and try to re-stimulate them.

Negotiation

11. Selling Plans and Ideas

Throughout the whole process of change, the leader should never give up
communicating his vision in order to keep pace until the end. It is also important to
differentiate the public operations from the activities behind the scenes. Therefore,
one has to consider what kind of information is being given and how he/she is telling
the stakeholders, for instance.

12. Negotiating with Key Players

Negotiating talents are important to guarantee and secure the needed
resources for the change process. Furthermore, negotiating skills are also essential to
run the process without any difficultics. As said above, in a world of uncertainty, the
change agent needs more resources to keep the process working.

Managing up

13. Political Awareness

The change agent needs to be able to identify resistance and opponents

within the company. In an organization. not everyone will be happy with the new
ideas and the change which they bring. But in order to run the project successfully,

the change agent has to consider, evaluate and maintain equilibrium between the

different approaches, perceptions and goals.
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14. Influencing Skills
If the change leader is dependent on positions within the companies which

are over or out of his/her area of influence, it is crucial to secure their commitment for

the change process. They should search for cooperation partners, and get support and

ideas from them.

I5. Helicopter Perspectives

In some cases, the perspective towards the change project should be broad
and wide. At some point of the change process, the change agent, due the fact that he
or she is deeply involved, is narrowed in his or her perspective and way of thinking.
In order to correct this, it is helpful to step back from the project and get away from

the daily schedule to gain new insights and views.

3.5 Conclusion

This Chapter has presented the main literature review ot change models
and leading change modcls. From reviewing these models, it was found that gaps
between change management and leadership need to be related in the process of
change. The following justifications were found from the review:

The first justification is that only a few academic researchers deal with
identifying the managing of the process of change which has a strong link with the
role of leadership. From a practical point of view, there is a lack of criteria which
should be addressed “step by step” for transitional change.

The second justification is the lack of a model of process of change and
leading change when enhancing the new CNS/ATM technologies in Air Navigation

Service to a transition to new Performance based Navigation (PBN). This system will
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begin in practice in 2012, as assigned by ICAO.

The third justification is helpful for theory and practice. The change
process model should have implications, providing an up-to-date empirical case study
of the real situation in the field of study (ANSPs).

A demonstration of justification is described; the study would prove

useful in both practical and academic respects. Nonetheless, the leader styles will be

reviewed in more detail to indicate how leading change can be successful. Chapter 4

will thus present more precise literature relating to transformational leadership, and

also the conceptual framework for this study.



CHAPTER 4

LITERATURE REVIEW: Transformational Leadership

4.1. Introduction

This Chapter is concerned with the theoretical framework, and the review
focuses on the relevant literature dealing with the notion of transformational
leadership. The Chapter comprises summaries and contains conclusions derived from
the review of the change process models, leaders’ change models and

transformational leaderships. The conceptual framework and models are presented.

4.2. Theoretical Framework of Transformational leadership

The field of transformational leadership has already been studied
extensively. Numerous literature references exist which are related to different aspects
and perspectives. As far as organizational identity is concerned, the literature has
mostly dealt with interactions within the organizational environment and their impact

on organizational identity.

Since the 1970s, the ficld of leadership research has been developed from a
supervisory leadership perspective to a strategic leadership perspective. Supervisory

leadership focuses on task-and person-oriented behaviour as leaders attempt to

provide support, guidance and feedback to the followers. In contrast, strategic
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lcadership concentrates on the creation of meaning and purpose for the organization

(Boal and Hooijberg, 2000).

Strategic leadership 1s composed of three fields of research: the charismatic
theory of leadership, transformational leadership and visionary theories of leadership
(Boal and Hooijberg, 2000). In the literature, these fields of research are generally
named “the new leadership theories”. They bring a new vision of leadership and
emphasize the interpersonal process between followers and leaders.

Bass (1985) argues that superior performance is possible only through
transforming followers’ values, attitudes and motives from a lower to a higher plane

of arousal and maturity. Bass is considered the pioneer with respect to the

development of the transformational leadership theory.
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Figure 4.1 Full Range Leadership Model modified from Kirkbride (2006, p.24)

To integrate transformational leadership into the field of leadership, this

study can use the full range leadership model, called the “nine-factor leadership
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model; this model was developed by Avolio and Bass (1995), and is presented above
in Figure 4.1,

The first three steps (Laissez-faire, Management-by-exception and
Contingent reward) define the transactional leadership style, which can be used
mainly in situations of stability. The next components (Individualized Consideration,
Intellectual Stimulation, Inspirational Motivation and Idealized Influence) are part of
transformational leadership and effective in a situation of change, therefore
characterizing a transformational leader. Antonakis, Avolio and Sivasubramaniam
(2003) see two perspectives of individualized influence: individualized influence
attributes and behaviour, They also divide the Management- by- exception leadership
mto active and passive styles.

The order of the steps is also important, with a development from a more
passive leadership style, particularly the laissez-faire style, to the more active leader
role exemplified in the idealized influence style. To achieve the last step, a leader has
to pass through the previous complementary steps; it is a continual process requiring
multiple abilities and important personal development. It is important to note,
however, that the laissez-faire Icadership style is regarded as an inactive style of
leadership where responsibilities are ignored and actions are not fulfilled. It is seen as
the most inactive and ineffective leadership style (Bass, 1998, p.7), and belongs to
neither transactional nor transformational leadership (Antonakis et al., 2003).

Bass (1985) makes a further distinction between trans;formational
leadership and transactional leadership. In transactional leadership, leaders and

followers rationally pursue their own self-interests; a free contract is the model of

transaction. In contrast, transformational leadership is more related to a self who is
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connected to other individuals, meaning that morale is more broadly grounded.

Avolio and Bass (1995) distinguish these two notions as being that transformational
leadership is self-defining whereas transactional leadership is driven by external
contingencies. In other words, transformational leaders are internally directed
whereas transactional lcaders are externally directed; their interaction finally is based
on their own vision to achieve a better future instead of interacting according to
external rules,

Leaders whose leadership style is characterized as management by-
exception can be oriented to a more active or a more passive behaviour. In a passive
management by-exception leadership, the leader reacts to previously made mistakes
or errors and tries to correct them. In an active management by-exception leadership,
they are proactive, acting in advance and taking measures to avoid errors and
mistakes. A management-by-exception leadership style tends to be ineffective but
can be required in some situations if the leader uses it in combination with other
leadership tools.

Of all the transactional leadership styles, contingent reward is seen as the
most cffective style in terms of motivating others to achieve better development and
performance. In this style, leaders give tasks and reward people if the assignment is
realized as planned at the offset.

The other four remaining steps belong to transformational leadership. They

are examined in the following section.

4.2.1 Transformational leadership
“Transformational leaders motivate others to do more than they originally

intended and often even more than they thought possible. Such leaders set more
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challenging expectations and typically achicve higﬁcr performances” (Avolio and
Bass, 2002, p. 1).

Transformational leadership emerged during the late 1980s with Bass
(1985), but also with other authors including Bennis and Nanus (1985), and Tichy and
Devana (1986). Their theories about transformational leadership emphasize the
interpersonal process between leaders and followers based on emotions and values.
Transformational leaders achieve higher performance because they do not act on their
personal concerns. Rather, they put the interest of their organization first, make
decisions according to moral principles and believe in social responsibility.

Practical studies show how transformational leaders influence their
followers. An analysis of Coleman, Patterson, Fuller, Hester, and Stringer (1995)
summarizes the outcome of 27 different studies related to the following question:
Which leadership style is perceived as better? The results show that subordinates see
transformational leaders as the best leaders. Empirical researches also point out
several factors influenced by transformational leaders. First is the positive cffect
leader have on their subordinates’ satisfaction (Hater and Bass, 1988; Koh, Steers and
Terborg, 1995); secondly, subordinates’ commitment increases (Bycio, Hackett and
Allen, 1995; Koh et al. 1995); thirdly, transformational leaders are able to motivate
the organizational members (Charbonneau, D., Barling, J., and Kelloway, E. K,
2001); last, it has been observed that individuals have better performance in a
transformational leadership context. In addition to the above factors, transformational
leaders encourage the formation of cross-functional and cross-cultural teams; this

leads to an enhancement of organizational performance (Bass, 1985; Howell and

Avolio, 1993; Barling et al. 1996).
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Other studics demonstrate that authentic or truly transformational leaders
tend to be altruistic individuals, being open to discussion and basing their leadership

on relationships, not only with their followers but also with other leaders, superiors

and partners. They are concerned about the personal development of their followers,

giving them individual advice and training to convert them into leaders. For this
reason, transformational lcaders emphasize communication, motivation, commitment,
self-accomplishment, trust and individuality. Details of this are shown in the

following section about components of transformational leadership.

4.2.2 The four Components of Transformational Leadership

In order to characterize a transformational leader, Bass (1985) proposed
four factors: charismatic leadership or idealized influence, inspirational [eadefship or
motivation, intellectual stimulation, and individualized consideration. Bass and
Steidlmeier (1999) subsequently rethought these four factors and provided further
explanations. These four factors became the four components of transformational
leadership and were renamed: Inspirational Influence, Inspirational Metivation,
Intellectual Stimulation and Individualized Consideration.  Firstly, leadership is
idealized; secondly leadership inspires the followers; thirdly, transformational leaders
are able to stimulate their followers intellectually; and fourthly, leaders consider
followers as individuals,

A large majority of authors studying transformational leadership base their
analysis on these four pillars (Avolio et al, 1999). This study focuses on these
components and appreciates their impact in a transformational leadership context.
Even if a consensus has been found to specify these components, this study will show

whether different interpretations can be taken into account for each of them.
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I. Inspirational influence

Figure 4.2 Transformational Leaders

Source: Inspirational influence for this thesis

Leaders who have inspirational influence are seen as guides or as a “role-
model” by their followers as shown in Figure 4.2.

As the followers respect and trust their lcader, they have faith in his/her
leadership. Influential leaders are also perceived by their followers —as
transformational leaders, possessing cxceptional talents or capabilitics. They see the
leader as a guide (Wright, 2007) and are grateful to have the opportunity to learn from
this leader.

In return, for the recognition by their followers, leaders are loyal towards

them and are engaged in cthical and moral conduct. This engagement is continuous,
and leaders show considerable persistence and determination, assuming risks, taking
objective and calculated decisions, and dealing directly with crises. Idealized leaders
also have a vision that they spread through all levels of the organization. They
translate their plan into actions and convince people to become involved, creating a

sense of joint mission and building a team-work spirit. Consequently, to be

influential, transformational leaders do not need to use their formal power but need
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not be afraid to be powerful should the situation require it.
Kanter (2003) explained that transformational leaders are able to turn their
structure into a “change adept organization”. She points out three elements: the

imagination to innovate, the professionalism to perform and the openness to

collaborate. This study can relate inspirational influence to the second item, the
professional behaviour of the leader. Idealized influence is a process of added value,
spreading best practices and learning from new experiences. The role of leaders is to
introduce a professional model based on trust and initiatives, they “transform raw
talent into professionals” (Kanter, 2003, p.13). Kanter explains that leaders do not
need to cover their actions by formal rules and controls; on the contrary, an authentic
leader is respected, introducing a natural discipline and guiding followers’
autonomous decisions. The secret of leaders with an idealized influence is to find a
balance between natural discipline and empowerment.

Implementing a professional framework implies that transformational
leaders are aware of individual competences, and help followers to improve their
abilities. It makes people believe in the mission, propose career progress, respect
peers and exchange knowledge. Idcalized leaders are perceived as empathic, having
high concern for the human resources development and human contacts. As a result,
a professional model elevates the performance of the organization, in achieving work
excellence. Tt also develops a continual learning process at the individual and
organizational levels, and also a repeated effort to share it.

In addition, Schmidt and Kipnis (1984) argued that individuals use
different influence strategies depending on whether their goals are personal or

organizational, and depending on the organizational climate. They investigate six




catcgorics of influence: assertiveness, bargaining, coalition, friendliness, higher
authority, and reasoning. These categories are still used to measure the inspirational
influence of leaders on their followers. Mannarelli (2006) developed this perspective,
indicating that there is no special recipe which guarantees charisma and thus influence
as charisma is perceived according to the context and the environment. Consequently,
it is more important to highlight one’s own positive traits than copy others’.
However, charisma can be reinforced by reflection and self-awareness, which can be
achieved through feedback and self-reflection (Mannarelli, 2000).

A stronger understanding of inspirational influence is important. Through
influencing, the leader can use the strengths of others. Based on the art of influencing,
Mannarelli (2006) made a distinction between the boss concept which deals with
power and control, and which doaes not use effective two-way communication and the
leader concept, which can be scen as transformational leadership. Scarnati (1997)
explains how to gain influence through technical expertise, knowledge, experience,
access to information and position. Conversely, limiting factors concerning influence
exist, including dependency, the degree of uncertainty, personality, intelligence, age,
and culture. The capacity of leaders lies in treating people with respect, as they will be
more willing to apply their strengths and talents toward accomplishing a task.

2. Inspirational motivation

The second component, inspirational motivation, stimulates the need for
growth and offers the direction through a vision of goals for a better future state.
Transformational leaders behave in a way that motivates and inspires organizational

members.  Leaders provide meaning and challenge to their followers' work,

displaying enthusiasm, optimism and building a team spirit (Bass, 1998). To make
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people enjoy their work, to increase their commitment, and to involve them in terms
of objectives is not an casy task. Transformational leaders understand that to inspire
people they have to show they are motivated themselves, something which can be
achieved through being enthusiastic, giving an optimistic view about the future or
using emotional language, for instance. Individual motivation is also easier to
increase when people work and interact with others, so leaders emphasize projects
and teams. Transformational leaders have a clear mind and a sense of priorities, and
can translate their objectives using precise and concrete expectations, all of which can
help followers find more motivation to reach their goals and attain superior
performance; they motivate the followers to superior performance by articulating a
future vision that followers are able to accept. This component makes individuals
capable of fulfilling tasks which they did not previously expect to be able to be solved
(Kirkbride, 2000).
3. Intellectual stimulation

The third component of transformational leadership, intellectual
stimulation, is related to the cognitive intelligence of the followers (Hofmann and
Frost, 2006). The leader’s task rclated to this component is the promotion of
intelligence and rationality. Transformational leaders have the objective of
encouraging organizational members to be creative and innovative, which means
looking at regular or old problems from different perspectives compared to those the
organization usually takes. The leader’s role is to encourage the taste of discovering
new things, to trigger followers’ interest, and to excite their curiosity for the outside
world. Leaders have to act as a stimulus, generating new opportunities to encourage

followers to develop their imagination and to come with fresh and innovative ideas
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(Hofmann and Frost, 2006). Stimulating followers to think through issues and
problems for themselves makes them developers of their own abilities (Kirkbride,
2000).

To develop followers’ potential, transformational leaders should first set
goals. They then have to share the resources from the top on down the organizational
“pyramid, and then they involve people in the innovation process, encouraging
followers to go outside the organization, to observe, to be curious about the outside
world. Leaders also organize brainstorming sessions and urge teams to listen to
customers. Ultimately, transformational leaders are able to convert imagination into
useful and concrete ideas (Kanter, 2003).

Stimulating innovation is considered a key factor for success by many
authors. Kanter (2003) pointed out that imagination to innovate is the most important
element to carry a “change adept organization”. Besides being respectful, sincere and
authentic toward their followers, transformational leaders build a change adept
organization. As a consequence, leaders are continually questioning, demanding
further explanations, reformulating problems, approaching old situations in new ways,
breaking news, entertaining bold ideas, and cncouraging followers to employ
intuition. The result is the creation of new opportunities, changing continually the
business model of their industry. In a transformational organization, nothing 1s
considered fixed: each practice can move and become better. However, possessing an
innovative spirit is not enough, and transformational leaders have to have the
“courage to be the first™ (Kanter, 2003, p.9). Even if it is casier to keep the routine, a

transformational leader is not afraid to express ideas, to face critics, to fight for new

visions, to share and spread innovative concepts, and to ask for help and collaboration
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to d;vc[op innovations. It is the unique way to create a “culture in which experiments,
questions and challenges are not just for the courageous™ (Kanter, 2003, p. 9). For
that, leaders from all levels of the organization should be involved; innovation should
not be reserved to a specific department.

Moreover, transformational leaders encourage followers to participate and
even to build their own thinking process from the discovery of the problem until the
finding of a solution. Equally, in order to stimulate the minds within the organization,
members have to feel frec to express themselves, without being judged or criticized.
Therefore, mistakes are not punished; on the contrary, they are seen as a learning

stage which can be an opening for other interpretations.

4, Individualized consideration

The last component, individualized consideration, includes a coaching role,
encouragement, autonomy, support and responsibility from the leader by
demonstrating concern for followers. Individualized consideration aims at the
follower’s needs (Avolio and Bass, 1995), and it represents the strongly personal
component of a transformational leader. Emotional intelligence reinforces the talent
for individualized considcration, as the use of emotions facilitates actions, helps in
understanding the meaning of emotional cues, and manages the emotions of the self
and others (Hofmann and Frost, 20006).

The concept behind this component is related to the concern of each

individual within the organization. Leaders have to be aware that different

personalities shape the organization, and that people have various ways of thinking,
contrastive personalities and disparate cultures. Followers have to feel that their

differences are recognized and that they are an asset to the achievement of higher
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performance. Everyone has to be evaluated and to be considered as unique, and

everyone has to possess a special place within the structure, creating harmony in the

whole organization. This development of individuals and teams will have an impact

on the performance of followers and the effectiveness of the organization.

Leaders are perceived by their followers as tutors, advisors, and guides,
helping them discover their best skills, potential and capabilities, being available,
creating a favourable climate, proposing individuals’ career opportunities and
rewarding individuals based on personal achievements. With consideration of the
notion that every follower has a need for long-term development (Hofmann and Frost,

2006), transformational leaders nurture a long-term relationship with the

organizational members based on reciprocity, and they interact and are committed
personally to followers’ work and encourage autonomy and responsibility.

A distinction should be made between support and development. Both are a
part of individualized consideration but have different effects. The first includes
coaching and mentoring in order to enhance followers’ capacities and expertise.
The second, which involves supporting, tends to be linked to being friendly and
helpful to entertain a personal contact with people and to appreciate them for their
personality. Making this distinction between developing and supporting is important
for understanding the impact of transformational leaders on followers. Indeed,
developing is a core transformational behaviour of transformational leadership, but it
has been demonstrated that supporting has a weak effect on subordinate motivation or
performance.

Proximity with followers is a factor of success for transformational leaders.

Leaders have to be physically and personally available for their followers. Seltzer and



106

Bass (1990) demonstrated that a transformational leader impacts followers’ behaviour

by considering each of them as an individual. Authentic leaders tend to nurture a

dyadic rather than a group relationship with their followers. Ross and Offerman

(1997) said that transformational leaders do not have to be perceived by followers as
part of a hierarchical structure. They do not have the need to prove their rank within
the organization and perceive other organizational members as collaborators or
partners.

Furthermore, Avolio and Bass (1995) stated that individualized
consideration can be analyzed on different levels, such as the organization itself, the

group and the individual. Individualized consideration is dependent on the context
and on the environment, such as the organizational culture which influences how
different actions of the leader are interpreted. Second, individualized consideration is
dynamic because individual interpretations of an action change over time. Third,
individualized consideration should be considered as an interactive process between
leader and follower rather that a one-way exchange from leader to followers (Scltzer
and Bass, 1990). Indeed, the leader’s individualized consideration will be affected by
the follower’s reactions, and this can be related to Weick’s (1995) theory about sense-
making and sense-giving processes.

Researchers like Avolio and Bass, (1995) suggest establishing a top-
manager with a bottom-up reasoning in the organization to create an organizational
culture which values individual members’ needs and rights. This structure would
reinforce individualized consideration, spreading values from the bottom to the top. It
also means that in terms of analysis of individualized consideration, the starting point

has to be considered (Avolio and Bass, 1995).
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To better understand this fourth component, a parallel would be made

between individual consideration and the notion of Leader-member exchange (LMX).

This concept means that leaders treat followers differently, resulting in two groups of
followers: an in-group which is a small number of trusted followers with a special
higher-quality relationship and an out-group characterized by a more formal
relationship (Gerster and Day, 1997). The relationship between leader and the in-
group might be characterized as transformational. It also means that in the same way
as being transformational leaders, they are transformational followers. A
transformational leader can try to influence followers to be part of the in-group. The
quality of LMX is positively related to follower’s satisfaction, organizational
commitment, role clarity, performance ratings given by leaders, and objective
performance, but negatively related to role conflict and turnover intentions (Gerster
and Day, 1997).

After this illustration of the four transformational components, this study
identifies that numerous critiques of Bass's theory have been undertaken concerning
the negative aspects of transformational leadership. Recognizing this drawback in his
theory, Bass compared authentic transformational leaders to pseudo-transformational
leaders. This latter is characterized by the negative aspects. Authentic leadership
requires that the leader engages in an enduring change concerning values of followers,
their identity and self-concepts. This process influences the person as a whole.
In comparison, pseudo leadership merely achieves minor change on ‘“‘cosmetic
asp.ects” in followers' affective outcomes (Bass and Steidlmeier, 1999). Pseudo-
transformational leaders seem to have the attributes of a transformational leader at

first sight, but, in fact, in the long term, serve their own self-interest through being
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narcissistic and immoral. Minier (2005) added that even if leaders serve their own
interest, they could be efficient, achieving their goals and objectives for the
.organization and enhancing the organization's performance. Bass, setting up the
notion of the pseudo-transformational leader, does not answer the real issue which is
to introduce in the transformational theory behaviours that have negative aspects
on the organization, therefore producing negative results. Examples include
manipulation of the followers, creation of a crisis to establish a stronger leadership,
overstating the leader's achievements, restricting and selecting information, hiding
errors, etc.

4.2.3 The transformational leadership recipe
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Figure 4.3 Efficiency of a Leader in Relation to the Weight of Different Leadership

Styles (Kirkbride 2006, p.26).
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As a conclusion to the use of the transformational components, this study
can summarize Bass’s theory as a recipe including the different characteristics we
have previously seen. A transformational leader can be more directive or
participative, democratic or authoritarian. Although a transformational leader will use
mainly a democratic and a participative style, he has to know and to judge situations
when it is necessary to come up with a more authoritarian or directive style.

From Figure 4.3 it can be seen that the success of leadership is influenced
by the right balance of different leadership styles. This means that a leadership style
profile is optimal (“optimal profile”) when leaders rarely display the laissez-faire style
(LF) or transactional leadership styles (MBE-P: Management-by-exception passive,
MBE-A: Management-by-exception active, CR: Contingent reward.). Leaders will
instead use the most effective form of transactional leadership (contingent reward -
CR), and will primarily basc their leadership on the four transformational
‘components- the 4 Is. By comparison, the “suboptimal profile” describes an
inefficient leader who in fact does not have leadership power, displaying mainly
laissez -faire leadership (LF) and management- by- exception (MBE-P, MBE-A), and
using from only time to time some clements of the four components of
transformational leadership (4 Is). Consequently, leaders who conduct their leadership
using mainly the four transformational components, the “4 Is”, avoiding the passive
form of management-by-exception and laissez-faire leadership, will be leaders
characterized as the most active and effective.

To limit the focus of this thesis, this study concentrates on the “4 Is”, which
are components characterising transformational leadership. In order to build this

analysis, this study is not taking into consideration the non-leadership “laissez-faire”



style, or the transactional lcadership styles of management by exception and
contingent reward.

4.2 4 Factors Influencing Transformational Leadership

It is wrong to think that a leader is only transformational or transactional.
Like all other theories, the important thing is to find the right measurement of the
ingredients: different leadership styles are used according to different situations.
Several factors should be taken into consideration.

1. Environmental risk

Bass and Steidlmeier (1999) and Avolio (1999) pointed out that leadership
styles differ according (o the situation; different styles will predominate in situations
of change or crises when compared to situations of stability. Therefore, as mentioned
above, in the day- to- day business not characterized as a situation of change, the
transactional leadership style can occur, while in situations of change the same leader
will be characterized as following a transformational leadership style through acting
according to the four components of transformational leadership. In that scnse,
Bryman (1996) claimed that the transformational leadership theory does not
sufficiently consider the context and the situation a leader has to face. Indeed, crisis,
acquisitions, new competitors, and other stakeholders will modify the way of leading
and will also have an impact on the followers” way of reacting.

2. Hierarchical level

The leader’s hierarchical level is another factor of influence. Zaccaro
(2001), showed the use of different leadership styles according to the hierarchy level,
for instance. He demonstrated that the role of leaders concerning individualized

consideration is easier on the lowest levels of the organization. In the low-hierarchy
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level, leadership is more focused on tasks and is more technical oriented. This will
demand a different leadership style than the leadership style on higher levels of
hierarchy which deal rather with strategy and vision (Hunt, 1991).

3. Gender

Gender may also influence the leadership style or at least its perception, a
perception which can be dependent on prototypes (Eagly and Johnsoﬁ, 1990). In
addition, Antonakis and Atwater (2002) found significant differences within the nine-
factor-leadership model between a male and a female sample, with female leaders
scoring higher with regards to individualized consideration, for example. Even in
four different studies conducted by Bass, Avolio, and Atwater (1996), the leadership
style of women was found to be more transformational than that of men. Underlining
that fact, the Meyers-Briggs-indicator for female leaders is more “feeling” than for
men (Myers and McCaulley, 1985).

4. Personality factors

Bass recognizes personality factors as an explanation to the way leaders
will develop their leadership style, with the personality of leaders obviously
continually shaping their way of lcading. If we take into account a theorctical
classification of leaders, the higher in terms of transformational style would be those
who are characterized by social boldness and audaciousness, those who are deeper
thinkers and possess a sense of analysis and those who are engaged at a high activity
level. Those leaders are also able to use their authority: they have a need for self-
realization, and they arc respected for their maturity, integrity, creativity, and
originality. In addition, Antonakis and House (2002) discussed the weight of the

leader’s personality in the transformational theory. They notice that leaders’
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behaviours are to be considered and compared to the role of the leader’s personality.
However, no relevant studies have yet been done in that aspect.

More unexpectedly, the personality of followers interacts not only with the
leaders’ way of leading but also with the way they are developing their leadership
style. It will be a challenge for a leader to influence a follower with a good education,
with self-confidence, and with a high status because those are attributes less sensitive
and susceptible to charisma. Leaders will also have more difficulties in building a
personal relationship (individualized consideration) and stimulating the brain
(intellectual stimulation) of narrow-minded and stubborn followers. On the other
hand, followers who tend to be open-minded and concerned about their personal
improvement will be well-disposed to transformational leadership.

In all cases, leaders have to deal with different personalities and have to
learn how to cope with contrasting reactions from followers. According to the
experiences leaders face, their leadership style will take different directions. The
issue of leaders’ and followers’ personalities is interesting in many points, and
perhaps in the future we will be able to predict the individuals who are particularly
likely to mobilize transformational behaviours.

To sum up, these findings indicate that when we are talking about
leadership styles, we have to be aware that measuring leadership is related to its

context. And in conducting research, it is especially important to be aware of

contextual factors. Afler discussing the transformational components and setting up
the context of transformational leadership, the issue now underlines some elements

which could influence transformational leaders.
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4.2.5 Concepts tightly linked to transformational leadership

Many studies have already been undertaken concerning transformational
leadership; some directly use Bass’ components, while others conduct their analysis
according to common elements which can be found in the former theory. Generally,
we observe that some concepts are recurrent, and these will be discussed in order to
gain a deeper understanding of what transformational leadership is and how a
transformational leader is articulated. First, the notion of charisma will be introduced,
followed by a look at the importance of empowerment. We will then highlight the
role of morality for a transformational leader, and then finally other ideas which
underlie the findings will be added.

I. Transformational leadership and charisma

The charisma dimension is related to the leader’s capabilities to transfer
pride, faith, and respect through a vision and a mission. Numerous authors, (Bass
(1985), Bass and Steidlmeier (1999), Burns (2003), and House (1976)) have studied
the role of charisma in lcadership. It is the importance of leaders’ personal values
which conduct followers to act in a desirable mode of behaviour, emphasizing the role
of values influencing lcaders’ and followers’ behaviour and attitudes. Weber (1947)
explained how charisma helps leaders to diffuse and to intensify social influence
through their beliefs and their behaviours. Howell (1988) explained that charisma is a
way to eclevate effort for challenging goals, to increase group cohesion and
cooperation. This results in the leader obtaining more commitment to his vision
because of the followers” admiration and respect for him.

Empirical researches show that charisma brings to leaders better capacities

concerning social intelligence, especially the kind of good communication skill
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underlined as a major aspect related to inspirational influence (Hofmann and Frost,
2006). Self-confidence, sociability, capacity for status, stress tolerance, and an
understanding of the social dynamics of organizational problem solving, are
additional capacities (HofTman and Frost, 2006).

After situating the notion of charisma, the most relevant issue is to relate it
to the component of inspirational influence in order to discuss the actual debate which
takes place concerning the similarity, the compatibility or even the mutual exclusivity
of transformational and charismatic leaderships. Both are linked to the research field
of organizational behaviour and share common elements. Some authors, such as
Shamir, House, and Arthur (1993), do not differentiate between them and consider the
two approaches as equivalent. Others consider transformational and charismatic
leadership as two different concepts but “partially overlapping processes™; Yukl
(1999) even suggests the incompatibility of transformational and charismatic
leaderships, arguing that changes such as values and cognitive maps, which are dealt

with in the context of transformational leadership, are not influenced by charisma.

Supporting this view, Bennis and Nanus (2003) argued that leaders do not need to
have charisma because “charisma is the result of effective leadership, not the other
way around” (Bennis and Nanus, 2003, p.208). Consequently, we can consider the
following issue: Can a leader be transformational without being charismatic?

As this study has already pointed out, Bass (1985) initially called this first
factor of transformational leadership charismatic leadership or idealized influence.
Bass and Steidlmeier (1999) subsequently separated charismatic leadership from
transformational leadership, (re)naming the first component inspirational influence.

Charisma still remains a key characteristic of inspirational influence, but Bass and
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Steidlmeier (1999) take into account Yukl's (1999) position of differentiating
charismatic from transformational leadership.

Charisma is often perceived as a natural asset a leader either does or does
not possess. By comparison, transformational leadership is composed of four

components, and a leader can learn how to deal with them; in other words leaders are

not born as transformational but develop their own skills or capabilities, following
training programs and practicing in order to shape their own transformational
leadership styles.

To merge Yukl's and Bass's points of view, this study can refer to the
following model (Figure 4.4) developed by Behling and McFillen (1996, p. 166),
which has the objective of combining charismatic, transformational, and visionary

leadership.
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Figure 4.4 The Behling and McFillen Model (1996, p. 1606)
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The authors use three sets of variables: leader behaviours, followers’
beliefs and responses. In addition, to these sets, six main behaviours can be observed

which characterize a leader.

Displays empathy. A leader understands and knows how to highlight
followers' individual needs and values.

Dramatizes the mission. This feature is related to a leader’s -sense of
rhetoric. Leaders know how to dramatize the mission, and transform their
organization into a theatre scene. They are artistic directors who conduct actors- the
followers. Therefore, to nurture their stories, they use metaphors, similes, allusions,
images and draw parallels related to the mission.

Projects self-assurance. The third behaviour is related to self-confidence. A
leader has to take decisions and to act with conviction and certainty.

Enhances image. This behaviour can be considered as manipulation from
the leader. Indeed, it implies that leaders develop their image, overemphasizing their
competence, success, and commitment.

Assures followers of competency. A leader behaves as tutor for the
followers, helping them to develop their competences in order to convince them of
their abilities. The role of leaders is not limited. To convince followers, leaders have
to foster trust in followers, demonstrating they can perform at high levels.

Provides opportunities for success. The last behaviour is related to the

previous one. A leader must develop followers™ skills, giving them responsibilities

and providing them with opportunities and possibilities to prove their talents.
In parallel to leaders’ behaviours, followers express beliefs. They need to

be inspired by an organization with morals and ethics (inspiration). For that reason,
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leaders have to demonstrate that they act for the interest of the organization. Second,
followers must have faith in the abilities of the leader to drive the organization toward
success (awe); therefore, the leader will be able to develop follower's aptitudes. Last
is empowerment; followers' have beliefs in their own abilities and capacities, and they
have to be socially integrated and to believe in their group, putting in effort for its
success.

Figure 4.5 attempts to combine several aspects to address and answer the
complexity of the relationships between leaders’ behaviour and followers’ beliefs.
We essentially learn that awe is the most strongly predicted leader’s behaviour. In

addition, followers’ beliefs in awe and inspiration have an impact on transformational

and charismatic leadership, mediating their effects on follower’s commitment.
Somewhat unexpectedly, empowerment does not play a mediatory role, and it
therefore does not have a direct impact on transformational leadership in terms of
followers’ commitment. Empowerment is clearly a key element in running a
transformational leadership style within an organization, however, as it permits
followers’ personal development, helping them identify themselves to the identity

structure in the long term.

Obviously, this debate allows us to limit this study. Although the
charismatic leadership style will not be explored as one single approach, the notion of
charisma will be investigated to the extent in which it helps transformational leaders

be successful.

2. Transformational leadership and empowerment
Bass (1985) related empowerment to inspirational —motivation.

Transformational leaders provide challenges to their followers and encourage
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autonomy and initiatives, Empowerment is the result of a relationship built between
follower and leader which increases long term motivation, transforms the person and
shapes followers’ meanings.

Bennis and Nanus (2003) presented empowerment as the basic energy to
initiate and sustain action. Employing power, leaders are able to translate their own
vision into reality. It is a quality without which a leader cannot lead. According to
Bennis and Nanus (2003, p. 16), empowerment is “the reciprocal of leadership”. They
align with Bass’s view, considering empowerment as part of inspirational motivation:
it creates a vision of success and mobilizes key employees. In short, “power is the
ability to mobilize resources (human and material) to get things done™ (Bennis and
Nanus, 2003, p.136). To empower people, a leader has to be able to provide free
access to information and resources needed to achieve organizational goals. As a
result, powerful leaders increase their followers” moral and help people to find
meaning in their work.

Bennis and Nanus emphasize the fact that it is not casy for a leader to deal
with empowerment because people perceive it in a negative way. There exists an
ambiguity: on one side, power is needed to achieve objectives, but on the other side,
the society rejects confrontation, avoids conflicts and refuses to face power. Kanter
(2003), in her book “On the Frontiers of Management”, argues in that sense saying
that “people who have it [power] deny it; people who want it do not want to appear to
hunger for it; and people who engage in its machinations do so secretly” (Kanter,
2003, p.135). According 1o Bennis and Nanus’ findings, the main explanation is that
people do not differentiate power from empowerment. Empowerment means

reciprocity between a follower and a leader involving an exchange of information. A
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leader is not at all the expression of the power itself; it is the alignment of collective

energies behind an attractive role: inspiring rather than ordering, challenging rather
than manipulating, encouraging rather than constraining. The Leader “pulls” people
and does not push them. The Leader attracts followers, gives them energy and
motivation, and creates an exciting vision for the future. That is the definition of
empowerment.

By comparison, generic power is a one way exchange from leader to
follower; it is a notion associated to authority, conventional status and often to inertia.
Formal power does not create space for creativity, invention or personal development.
Kanter (2003) also underlined this distinction, bringing into opposition the “change-
adept organizations” which empower people and the bureaucratic organizations which
constrain people to work.

To build a structure which empowers its members, leaders need to feel
powerful themselves and it requires a professional behaviour and discipline. The role
of transformational lcadcrs is to move the organization, to create visions and
opportunities, to increase people’s commitment, to establish new culture and
strategies, to drive energy and resources, to face responsibilities during crisis, and to
make employees confident. For that, powerful leaders understand the importance of
delegating, know how to reward talent, and value team work - highlighting individual
competences.

More precisely, Kanter (2003) found that to generate power, organizational
members expect their lcaders to provide a variety of tasks, flexibility around
employment of people. explanations about the organization’s missions, a personal

commitment, an active participation in events, and an involvement in decision
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making. Transformational leadership is “a collective though a subtle interplay
between followers’ needs and wants and the leader's capacity to understand”; there is
a “symbiotic relationship between leaders and followers” (Bennis and Nanus, 2003,
p.202). Authentic leaders understand that empowering others does not mean loosing

power; on the contrary, it increases their influence attaining higher performance.

Leaders use empowerment as a balance between what they bring to followers and
what followers can bring back to them.

Concretely, a leader who uses empowerment places followers in the centre
of interest, giving them confidence. He learns and transmits knowledge, teaching and
developing followers’ competences; he makes people work together through creating
a community where members of the group share a common cause and can rely on
cach other. Also, he challenges success, and encourages a culture of pride; he
inspires, and generates a fun environment where employees enjoy working. In short,
effective leaders empower their world by proposing something different.

This study can relate the latter findings to Kark, Shamir and Chen (2003)
who introduced the notion of dependence into the equation. They determined the
cfficiency of a transformational leader as the combination that they build between
dependence and empowerment, arguing that followers need both. Dependence is
more related to idealized influence. Followers identify themselves to their leader who

has a function as a role-model. Still, empowerment does not have to be perceived as

the opposite of independence; a leader who empowers followers gives a sense of team
work and creates a social context and a collective way of working. As a result,

followers must identify themselves to a group, putting in the effort to make it perform

and be successful.
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3. Transformational lcadership and morale

“Leadership is morally purposeful and elevating, leaders can, through
deploying their talents, choose purposes and visions that are based on the key values
of the workforce™ (Bennis and Nanus, 2003, p.202). Quoting the authors, we
understand that morale represents the roots for leaders to express their leadership
style. Morale and ethics can be the inputs or the outputs (or both) of empowerment.
Although charisma, empowerment and morale are considered as three distinct
concepts, they are linked and they are part of the transformational process.

Morale may be the most unexpected concept. A large number of managers
are running after personal rewards, trying to increase their self-esteem. They forget
that morale and ecthics are key elements leaders must have to develop their
transformational leadership style to be an effective leader. Authentic leaders have a
high level of morality with a strong value system. They adopt standards of goodness
and rightness.

Bass (1985), Burns (1978), and Howell and Avolio (1992) have all dealt
with the issue of leaders’ morality influencing their leadership style. However, the
literature does not offer a perspective based on the influence of leaders on the
orientation of followers’ morality. In other words, the morals of a leader influence the
leadership style and therefore the values related to the structure they are in charge of.
Followers are appealed to by an organization which fits their personal moral schema.
This, as a consequence, will increase or decrease their involvement in their work.

An effective leader should be able to interact in the value system of the
followers to adapt their sense of morality according to their vision for the

organization, an issue which is most relevant from a psychological perspective. Thus,




122

in order to find managerial answers and to link morality with transformational
leadership, Popper and Mayseless (2003) draw a parallel between the parent-child
relation and the leader-follower relation. Comparing those two relationships, they
find elements to explain how a lcader can shape followers’ morality based on how the

parents build the morality of their children. They emphasize the fact that it is essential

to understand that morality is based on the individual perception of life. The morality
of individuals is unique and is built before entering into an organization according to
their individual frame of reference (which is based on education, studies, personal and
professional experiences and life background). Therefore, individuals will search
consciously or unconsciously for a structure which will fit their selection of ethical
principles and their end values of justice, reciprocity, equality of human rights, and
respect for people, etc. If the organization and the individual share a sufficient
amount of common norms and values, a fusion will appear increasing personal
commitment and motivation and by extension the global performance of the
organization.

According to Popper and Mayseless (2003), transformational leaders first
expect from their followers a morally appropriate conduct. It means that leaders have
to recruit people who respond to the ethical principles of the organization and who
have expectations and goals that are moral in nature. Second, leaders have to maintain
trustworthy and communicative relationships. It is only through creating a
forthcoming climate based on trust and reciprocity that a leader can interfere with the
morale of followers. In that respect, Roush and Atwater (1992) argued that a

transformational leader places more emphasis on human relations, on the importance

of the attitude of others, on concern for their welfare, and on promoting an
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atmosphere of openness. Judge and Bono (2000) saw agreeableness as one of the most
important factors for a transformational leader. In addition, Podaskoff, Mackenzie,
Moorman and Fetter (1990) asserted that trust acts as the most significant factor on
performance, attitudes, and satisfaction of the followers.

To continue in Popper and Mayseless’ (2003) view, effective leaders use
inductive methods such as reasoning and explanation processes in order to generate
empathy and pro-social behaviours. Indeed, authentic leaders make clear the
objectives, the rules and the way of doing things. Leaders justify their actions and
their beliefs, and they arc logical; they find connections between events proving to
followers the power of their mind to think, and they understand and form judgments.
Through this approach, leaders manifest their ability to perceive and to share peoples’
feelings and create a positive and helpful environment within which social acceptance
and friendship can be promoted. This view is in line with Solomon and Henson’s
(1983) findings; they observe that being sensitive and attentive to the fundamental
wants, nceds and aspirations of the followers are key variables for being perceived as
a moral leader. Kuhnert and Lewis (1987) enhanced this point by defining
transformational leadership as holding a sense of moral obligation to the organization
as an end value, which in turn is also adopted by followers.

Furthermore, the notion of moral courage has also been developed by
Kanter (2003). ‘“Moral courage’ means that leaders never default on their beliefs, and
are honest with both others and themselves. Transformational leaders therefore not
only have a sense of morality and possess ethical principles, but are also able to be
engaged in the value system of followers in order to affect their motivation, goal and

conduct. This results in improved guidance of the followers through concern for
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others and for the organization, and through general higher order values such as
justice and the well-being of others.

4.2.6 Theories which underline the findings about transformational
leadership

I. Maslow’s hierarchy of needs

Unifying the different arguments from the theories of Freud, Adler, Jung,

Levy, Fromm, Horney, and Golstein, Maslow created a theory of human needs
(Oleson, 2004). He established a hierarchy of needs constituted by steps (Figure 4.5).

Maslow made two assumptions: first, needs are hierarchical; and second,
needs move to a higher level as soon as the need for the lower level has been satisfied.
The fundamental stage is physiological needs, the satisfaction of which guarantees
survival; this incorporates the basic need of food, rest and shelter. The second step,
safety and security needs, is expressed in the preference for structure and routine in

life. Next, love and belongingness are social needs and emphasize the importance of
family and friends to make individuals feel accepted and loved. This need is followed

by esteem needs: human beings have the need to be respected, and the desire for
status, self-respect, self-esteem and the respect or esteem for others are all part of this
need. Here, Maslow built two categories: first, “the desire for strength, for
achievement, for adequacy, for confidence in the face of the world, and for
independence and freedom™ (Maslow, 1943, p. 381); and second, “the desire for
reputation or prestige (respect or esteem from other people), recognition, attention,

importance, or appreciation” (Maslow, 1943, p. 382). The satisfaction of this

- hierarchical level of needs results in self-confidence, power, worth, adequacy, and

other feelings of usefulness (Oleseon, 2004). The last and highest level of needs is the
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need for self-actualization. Individuals have to fulfil their potential, desiring to behave
according to how they are perceived. Elements of self-actualization, such as

autonomy, purpose in life, openness to experience, courage and curiosity, have been

discussed in Summerlin (1997).

1

SELF-ACTUALIZATION 1l

ESTEEM NEEDS

LOVE AND BELONGING NEEDS

SAFETY AND SECURITY NEEDS

PHYSIOLOGICAL NEEDS

Figure 4.5 Maslow’s hicrarchy of human needs (Oleson, 2004, p.84)

2. Transformational training

The issue of transformational training is part of the process of
transformational leadership. Barling, Weber and Kelloway (1996) demonstrated that
managers who receive a transformational leadership training can positively influence

intellectual stimulation. charisma and individual consideration and thus increase the

organizational commitment of their organization’s members.
Bass and his collaborators provide a model for a trainee program based on

the feedback of the MLQ profile results (see Methodology part). The objective is to

confront leaders with the answers given by their followers, whereupon leaders can
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realize the perceptions evident in their organization. The objective is not to present
scores or numerical data; the aim is rather to find an explanation and an interpretation
for leaders to develop their own priorities, plans and goals. To be more specific, the
training is defined by fourteen modules spread over several days, interrupted by a
practice period to develop and test the skills leaders have learned. Different trainings
are proposed according to their focus on one or two transformational elements.
Concerning the efficiency of this coaching, several studies, including these by
Barling, Weber and Kelloway (1996), showed that leaders significantly improved the
skills they were working on: their performance and the organizational effectiveness
increased.  Transformational trainings are increasingly studied in the literature
because of their positive impact on leaders, on followers, and consequently on the
whole organization’s performance.

3. The romance of leadership

To finish with the concepts which can bring additional elements that
explain why transformational leaders arc more efficient, an original theory related to
the followers-leaders relationship has been selected. People, including followers,
often attribute more “romance” to leadership than is happening in reality. Meindl
(1990, 1995) argued that more emphasis is placed on leadership in a situation of
change, when the organization is transformed. In order to face these events, followers
need leaders to explain to them and guide them. They search for a leader and idealize
her/him irrespective of the efficiency of the leadership. This also means that
charismatic and transformational leadership appear on the basis of emotions and are
spread through the network of interpersonal relationships of the followers. However,

Awamleh and Gardner (1999) showed that romance of leadership does not always
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operate, some followers being more sensitive to this romance than others. This theory
enhances the fact that transformational leadership is built according to an
organizational context,  Also, it stresses the importance of the individual
consideration component to succeed in the implementation of an organizational
identity change. Leaders have to be especially aware of the personal features of their
followers, adapting their leadership style in relation to their personality, experiences,

and education.

4.3 Organizational Identity

4.3.1 Organizational Identity: Roots and Discussion

When discussing the notion of organizational identity, it is with reminding
ourselves that this notion of identity originally belongs to psychological and
sociological domains, these ficlds considering it before it was used within the
organizational area (Hatch and Schultz, 2004). Several early researchers in other
domains should therefore be mentioned here in order to help give a more holistic idea
of the different inputs related to the specific research field of organizational identity.

The sphere of philosophy is @ vast one, and it is not possible (nor wholly
necessary) here to cover more than merely the most relevant areas. Nevertheless, to
fully understand the idea of identity, it is imperative we briefly mention certain key
philosophers, namely Freud and Foucault. For Foucault, individuals do not have a
fixed essence within themselves; they only communicate this identity during the
interaction they have with others. It means that identity is a temporary construction.

Foucault identifies the self as being defined by a continuing discourse in a shifting

communication of oneself to others (Petula, 2007).
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Generally, the idea of an organizational identity was largely created
through the research of Albert and Whetten (2004). In this landmark study,
organizational identity has two concepts: the scientific concept which defines and
characterizes certain aspects of organizations, and the concept that identity is
presented as a question of organizations to characterize aspects of themselves.
Identity for Albert and Whetten is central, distinctive and temporally continuous.

Schwartz (2004) related his theory about organizational identity to Freud’s
psychoanalytic theory. Based on Freud’s discussion about the ego, he suggests that for
individuals who have no clear identity, the organizational ideal is a substitution. In
short, every individual is searching for an ego-ideal in order to have the opportunity to
return to the infantile state of total love and protection.

4.3.2 Different Points of View of Organizational Identity

The literature about organizational identity is directed following different
points of view. In order to have a general outline, we can demarcate groups of
authors. First, one circle of authors considers organizational identity as a phenomenon

which is related to the mind of the individual itself. At the same time, other authors,

such as Tajfel and Turner (1979), and Brewer and Gardner (1996), perceive

organizational identity as a property related to the organization itself. They take into

consideration processes on the organizational and collective level. A third group sees
organizational identity arising from inter-subjective actions which are created by

group social relations. This last view combines the first two approaches, linking the
influence of the individual’s mind to the importance of organizational interactions.

Furthermore, while one part of the literature is concentrated on the manifestation of

organizational identity, the biggest part of literature investigates how it is socially



129

constructed.
4.3.3 Organizational Identity in the Context of Leadership
“An organizational culture affects its leadership as much as its leadership

affects the culture” (Bass, 1998, p.63). When an organizational culture or an
organizational identity fits the demands of the environment, the efficiency of the

organization increases (Bass, 1998). However, in the case of a strong but inflexible
culture, the organization will have difficulties in adapting to changes in its
environment, such as changes in markets, suppliers, governments, available personnel
and technological developments. In contrast, when an organization builds a strong
and flexible culture, it gathers the key elements to be effective and to enhance its
performance.

Introducing a strong but flexible identity is the challenge of leaders. The
leadership style they play has significant influence and shapes the organizational
identity. For example, in the case of Motorola, the success of the implementation of a
new supply chain was strongly based on the organizational culture and on the
measures taken by the leader (Gubman, 2006).

Albert and Whetten’s definition of identity (which today is the most often
used) sees identity as “that which is central, enduring, and distinctive about an
organization’s character” (Gioia et al., 2004, p. 349). In the context of organizational
identity, the notion of image is often used as a connection. The reason is that the
organization is also dependent on the picture or view the external world has of it. ~ In
contrast to the main group of previous researchers, Gioia et al. argued that identity is

not of a permanent but of a dynamic nature which is transformed by its members.

Those authors perceive identity as a stable development of the organization, and draw
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a picture of a successful organization which is changing but somechow staying the
same. The tension between compliance and choice is an important issue of strategic
orientation within an organization. Behind the aspect of legitimacy, firm compliance
is also necessary to avoid misalignment between the organization and the
stakeholders. Nevertheless, a certain amount of choices which implies a certain
degree of differentiation from the regular industry structure is necessary to create a
competitive advantage (De Wit and Meyer, 2004). In other words, and according to
Cheney and Christensen (2001), the goal is to create a maximum level of persuasion
and affectivity. The organization has to find an identity which on the one hand is
distinctive and on the other hand is replying to more general concerns. To conserve a
certain degree of stability of the organizational identity it is important to maintain the
employee’s and consumer’s identification with the organization (Cheney and
Christensen, 2001). In addition, identity is dependent on organizational values;
however, these values are supposed to be interpreted differently over time, meaning

the image of an organization changes and hence the actions based on those values also

underline changes.

It can be seen that organizational identity is a key element a leader has to

deal with. It is a continual process which requires special abilities and time to change
it. Leaders have to be aware of the elements which build the identity of their
organization, and have to act on them. They have to take into consideration the
influences of various actors - both those who intervene from within the organization,

and also from the environment. In order to have a global picture of organizational

identity and its influences, we will use Figure 4.6.
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ldentity expresses ldentity mirrors the
cultural understandings images of others

Culture Identity Image
Reflecting embeds Expressed identity leaves
identity in culture impressions on others

Figure 4.6 The organizational identity dynamics model (Hatch, Schultz, 2004, p.991)

According to Figure 4.6, culture is regarded as “the tacit organizational

understanding that contextualizes efforts to make meaning” (Hatch and Schultz, 2004,

p. 383). Yet although identity and culture are related to one another, the author’s state
that they are not the same: whereas culture is contextual, tacit and emergent, identity
is more textual, cxplicit and instrumental. Organizational identity can be seen as

being a product of image and culture standing in relation to one another.

As this study has already mentioned, identity is strongly interrelated to the
image of the external environment and the organizational culture. Dutton and
Dukerich (2004) confirmed this point, showing that the organizational identity is
influenced by the environment’s perception of it. They add that if members of an
organization think that the image their organizational environment has of them differs
from the image they have of themselves, they will adapt themselves; they will either

act to change the image the environment has of them, or they will adapt their identity.

Those images others have of an organization will be interpreted independently based

on the culture containing its values and basic assumptions.
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All in all, organizational identity is “not only the collective expression of
organizational culture. It is also a source of identifying symbolic material that can be
used to impress others in order to awaken their sympathy by stimulating their
awareness, attracting their attention and interest, and encouraging their involvement
and support” (Hatch and Schultz, 2004, p. 389).

Alvesson and Willmott (2004) highlightted that a corporate image is

“singled out as a particular concept and target for instrumental action” (Hatch and

Schultz, 2004). In the organizational context, an image transfers a picture of the
organization to several stakeholders. If the image of an organization strongly differs
from the image of the individual itself, this can lead to identity problems.

Another interesting thought which introduces the role of a leader in a
process of identity change is carried further by Alvesson and Willmott (2004). They
mention that managing identity of employees is an important element in the
implementation of new directions, They also add that identity work is a controlling
tool of high importance: influencing different aspects which influence control, such as
hierarchy, rewards, leadership and reward systems are part of identity work. They
point out that related to identity work and to influence control, employees have to be
motivated to be more creative and innovative about what should lead to the creation
of new control mechanisms. As a transformational leader is supposed to create an
atmosphere motivating innovation and creativity, the aspect of control related to
organizational identity is a relevant aspect to investigate, and one objective of this
study is to investigale which transformational leadership components affect

organizational identity.
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4.4 Conceptual Framework and Model

This study aims to present an understanding of the process of change
which includes explicitly the leadership perspective and the key concept of change; it
indicates what is related to leading change and why the transformation effort might
fail. Therefore, the study presents the phases in the process of change which can be
identified and what role and impact are played in the process by the leader.
Concentration is focused on the fundamental role of leadership during the process of
change, through which actions transformational leadership apply in practice.
Furthermore, this study describes transformational leadership and which components
are perceived as the most relevant for leaders and followers in the process of
influencing change. The following concepts are the research’s gaps, identified from
Chapters 2-4, which are related to the literature review.

4.4.1 Necessary Link Between the Change Process and the Role of
Leadership

Thorough reading and understanding of the theory of change management,

transformational leadership and leadership change model does not make a strong
enough link between the process of change and leadership. However the literature
does indicate the importance of the leader’s role in facilitating the process of change.
But the particular role of the leader in this process is not explicit in the specific phases
of the change processes and the impact he/she can have within the process. This
research is motivated by this issue, as shown in Figure 4.7 (p. 141).

4.4.2 The Impact of Leadership on the Process of Change Concept

If one is analysing the impact of leadership on the process of change, it is

of the utmost importance to highlight the difference between a leader and a manager
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presented by Kotter (1990). The most crucial difference is that a leader can be found
anywhere in the hierarchy whereas a manager’s role is mostly defined by a job
description. The differences between management and leadership are indicated in
Tables 3.1 and 3.2. In addition, lcaders are “people who are able to establish direction,
aligning people, and are motivating and inspiring” (Kotter, 1990, p.7-8). This thesis
clearly places the focus on leaders in the process of change rather than on managers.

4.4.3 Resistance to Change Concept

This study found different causes of resistance to change. Due to the fact
that a change process always involves people, this study has to consider psychological
resistance towards change as well as attitudes towards. The fear of the unknown and
instability is a common and natural human feeling that a leader has to deal with.
Moreover, resistance can be caused by political moves within the company. The parts
within the company which will lose more than they will gain (privileges, authority,

money, etc.) can cause problems as well. Also, the corporate culture of'a company

will play an important role when implementing change; this was indicated, for
instance, by Kruger in the figures showing the Effects of Individual Corporate
Cultures (Figures 2.7 and 2.8). The stronger the organizational culture, the more
difficult it is to change. It can become harder to implement change if the new way of
doing this is against the existing corporate culture (De Wit and Meyer, 2004). A
leader must consider these critical aspects in order to implement a long-lasting

effective change.
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4.4.4 Discontinuous and Continuous Change
The distinction between discontinuous and continuous change is important

to make in order to better understand the process of change. This would not have

been possible without thoroughly explaining these two concepts earlier. Depending
on the culture and the situation of the organization, one would fit better than the other,
and both can be combined one after the other. Therefore, the focus of this research is
on the discontinuous aspects of change (Details 2.2.2).

4.4.5 The Process of Change

After reviewing the change process models of this study, it was found that
all authors agree with the fact that change has to be planned before it is implemented
in the organization. Prosci (2010) indicates “a new definition of change management
is the process, tools and techniques to manage the people side of change to achieve
the required business outcome™. Bridges and Bridges (2003) also indicate that change

is a process. Kotter (1996) puts forward the idea of planning a vision at the beginning

of the process of change in order to encourage the people to embrace it casier. The
process of change therefore needs to identify the first step, which is the change plan.
This is characterized by claborating strategies on how to solve the identified problem

in the previous phase, and by preparing the employees for change.

For the second step, after the planning and the design have been elaborated,
the urge for action is needed in order to implement change. However, uneasiness and

instability are common during this step. For Lewin (1951), during the “transition”
phase, uncertainty and confusion overwhelm the organization at all levels. People

understand that the old order is being modified but do not have a clear picture of the

new one. Schein (n.d.) asserts that in order for people to move to the second step
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(changing) and actually change, they have to be certain that the process will not
trigger feelings of embarrassment, humiliation or loss of face and self-esteem (as cited
in Burke, 2002). Members of the organization have to feel secure psychologically, in
other words, they must have no fear of punishment or retribution by embracing the
change.

For the third step, the authors agree on the importance of stabilizing what
has been changed once change has been implemented. Lewin (1947) and Schein (n.d.)
mentioned clearly this important aspect of the process in their respective “freezing” or
“refreezing” steps. Kotter (1996) emphasizes the continuity of the implemented
change at the end of the process. The change agents have to make sure that the
employees’ behaviour is really changed and that it will continue to be so later. He
insists on the constant checking of the implemented change afterwards. He also
asserts that the goal for every process of change should be the implementation of
long-lasting and extensive transformation. Both learning from the change process and
establishing the best p]‘n.cliccs for change have to be taken into consideration. For the
application of long lasting change, the change leader should try to change the
employees” minds not just their behaviour. This study of the process of change is
divided into 4 phases, as shown in Figure 4.7 (p. 142).

4.4.6 The Role of Leader in the Change Process

For the second part of this research issue, involving the role and impact of
leadership within the process of change, it is necessary to study the concept of leading
change in the literature. The presented concepts are chosen because they are the most

common, widely known and detailed ones. However, it must be acknowledged that
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the characteristics of a transformational leader share a lot in common with those of the
change leaders (Details in Chapters 3 and 4).

To develop this research, the researcher studied what defines
transformational leaders and what their additional abilities are that move their
organizations toward another identity. This study found that all successful leaders
must have an inspirational influence. Going through leaders’ views, the most relevant
element related to inspirational motivation is commitment. Intellectual stimulation is
the primary step to stimulate followers’ minds to make them understand the business
(Avolio and Bass, 2002). They consider individuals by recognizing their intrinsic
characteristics, in order to pay attention to the personal and professional development
of cach tcam member. Therefore, the components of a transformational leader are
studied: Inspirational Influence, Intellectual Stimulation, Individualized Consideration
and Inspirational Motivation (Bass, Steidlmeier, 1999). The tangible elements which
characterize each of the transformational components are studied and made more
concrete. This study makes a parallel between transformational leadership and other
factors which are only indirectly linked, but which nonetheless have a direct influence
on transformational leaders and their followers.

4.4.7 Transformational Leadership

The main characteristics of a transformational leader are being:
charismatic, visionary, dynamic, creative, trustworthy and inspiring. Consequently,
this approach combines the features of a change agent with the concepts of leading
change.

The role of leaders is to create a structure which is able to respond and

adapt to change. In those situations, transformational leadership is seen as a
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successful leadership style. To support this concept, Dublin (2007) describes how
transformational leadership helps the employees to understand the need for change.
Ropo (1989) states thal transformational leadership activities are required mainly to
change things 1n the organization.

Transformational leadership aims at reaching big changes in the
organization. Chemers (1997) refereed to Hour and Shamir (1993) who found that
transformational leaders transform “the values, preferences, and aspirations of
followers from self-interest to collective interests™ (p.89).

The results of this study are that many successful change leaders revealed
actions relating to transformational leadership. It shows that leaders and followers
evaluate differently the components of transformational leadership and their elements.

This research also shows that transformational leadership is an actual issue,

as it has very positive effects both from a personal and from an economic viewpoint.
If leaders want to improve their leadership style, they have to be aware of the fact that
their present way of influencing their followers is not necessarily the same compared

to what followers perceive as optimal. Thus, leaders should first invest time in getting
to know the characters and the individual preferences of their followers.

An objective of this study is to investigate which transformational
leadership components affect the organizational identity. Therefore, we focus on

Gioia et al. (2004), whose point of view defines identity as an unstable process; only

from this point of view can the transformational leader affect the organizational

identity.




139

4.4.8 Concept or Theory: Communication

If studying the field of leading change, one can see the presence of a
constant occurrence in cvery concept or theory: communication. This feature includes
the ability to listen carefully, to transmit clear messages, to read and write. In order to
lead through a process of change, a leader must be talented in sending messages and
interpreting the received ones. As Kanter (1999) asserts, a change leader must try to
acquire as much information by listening carefully inside and outside the
organization. He/she must also be able to sell the dream — the vision — to the
followers. Communicating the vision about the future state of the company is a
recommendation nearly every author in the field of leading change gives to change
leaders. The question herc is whether change leaders create a future state and whether
this can be accomplished in practice. Kotter (2002), in addition, claims that it is
advantageous to make the future dream or the problem of the company visible in
order to get the employees™ attention and their reaction to action. Possible tools to
make it visible are presentations, pictures, stories, events, performances and so forth,

4.4.9 Change Leaders’ Characteristics

First, it is imperative that the change leader understand the employees by
being a good listener. This is to envision, inspire people and identify the causes of
problems so that a change can be made. In addition, the change leader should be a
good speaker who has a skill to communicate his or her vision well in order to change
behaviour, It is important to send messages properly for the simple reason that people
are often insecure and scared about new things and changed ways of doing things.

A second characteristic is that change leaders should have the ability to

motivate people. Throughout the whole change process, change leaders should be
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deeply involved and show total commitment, according to the research. With the
communicative energy and participation of the leader, employees are more likely to
be inspired and to find the will to go through this difficult period. 1t is therefore
interesting to find out whether change leaders are deeply involved in the change
process. It is also important to have an incentive system in order to motivate people.
Having small goals, rewards, punishments and praise can be helpful tools to stimulate
employees (Kanter (1999), Bridges (2003), Buchanan and Boddy (1992). The leader
should, furthermore, be able to encourage people to come to see him or her and ask
questions, and make requests and announcements.

A third point, researchers like Fullan (2003), Bridges (2003), Buchan and
Boddy (1992) claim, is that leaders should also rely on others to implement change. It
is therefore advisable to build a change team, which helps the change leader direct
and coordinate the process of change more efficiently. Similarly, their role is to
communicate and explain the implication of change to lower levels of the
organization. Within a change tcam, roles, responsibilitics and tasks can be split; it is
then easier for the change agent to successfully run the change project.

4.4.10 Organizational Identity

The issue of organizational identity is debated through the role of leaders in
moving the image and the culture of their organizations. Identity is becoming one of

the major challenges leaders have to face. “Opinions and impressions, feelings and

fantasies, hopes and cxpectations expressed by employees, suppliers, customers,

shareholders, governments, and their regulatory agents as well as community
members, the general public, the media, and political activists, whether positive or

negative, all contribute (o defining the identity of an organization” (Hatch and
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Schultz, 2004, p.1). To conserve a certain degree of stability of the organizational

identity, it is important to maintain the employee’s and consumer’s identification with

the organization (Chency and Christensen, 2001). Moreover, Alvesson and Willmott

(2004) mention that managing the identity of employees is an important element to
implement new directions. As they point out, employees have to be motivated to be
more creative and innovative, which should lead to the creation of new control
mechanisms. As a transformational leader is supposed to create an atmosphere
motivating innovation and creativity, the aspect of control related to organizational
identity is a relevant one to investigate. According to many studies, identity 1s one
aspect which is related to the successful outcome of an organization. It is seen as a
key factor of being successful in a situation of organizational change.

4.4.11 Summary of Conceptual Framework

From the literature reviews, the conceptual framework of this study is
defined and the weaknesscs of the process of change are to:

. Identify the process of change which has to have a strong link between
the change process and leadership along with the role of Transformational leadership
in the change process, providing the motivation for the conduct of this research.

. Concentrate on gathering the key concepts of change, focusing on the

fundamental roles of leadership during the process of change.

. Indicate the importance of the leader’s role in facilitating the process of

change in the specific series of each phase of the change process, and the impact

he/she can have within the processes which are presented in this study.
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. Focus on the study of how the different characteristics of
transformational leadership components can influence, adapt or transform an

organizational identity.
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4.5 Conclusion

This chapter has presented a framework of transformational leadership,

including four components which have implications for managing the process of
change. The chapter has also identified the implication of transformational leadership

which influences the process of change. Factors influencing transformational
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leadership have been presented. The conceptual framework of this study has thus been
presented in order to identify the research questions. The next chapter presents the

research methods in relation to the literature review.



CHAPTER 5

RESEARCH METHODS

5.1 Introduction

The previous chapters addressed the literature review and the research

issues relating to the research questions identified in the Research Background and
Research Issues Section in Chapter 1 as follows:

1. Which phases and plans in the process of change can be identified?

2. What role and impact does the leader play in the process of change?

The role and impact the leader plays are studied through the: (1) substance,
(2) politics, and (3) context of change, which affect the organization.

3. Which transformational leadership aspects are expressed in practice?

4. Which transformational components are perceived as the most relevant
for leaders and followers in the process of influencing changes in an organization and,
ultimately, changing the identity of the organization?

Chapter five deals with the methodology of the research. It presents and
discusses the compatibility of the methods used and the types of problems at the core
of the research. In this chapter, a discussion of both qualitative and quantitative

approaches appropriate to the research questions is conducted.



145

5.2 Research Design and Measurement

A framework was developed from a study of change management and
transformational leadership review literatures. An empirical investigation involving a
qualitative and qualitative case study approach was then conducted in order to assess
the efficacy of the framework during this study process. This study attempts to
collect data from different viewpoints which focus on the issue of change
management and transformational leadership.

In order to obtain clarity of the main actual process of this research, it is
necessary to introduce the methods and approaches used during each phase.
Therefore, it is important to review the literature covering the most widely used
research techniques relevant to this study and reflect upon a personal understanding of
these methods and approaches. This study has decided to favour the qualitative
research approach, inspired from the hermeneutic paradigm. The reason behind this is
that knowledge is impossible or very difficult to measure. There are no devices or
tools other than one’s imagination and rcasoning abilities that would permit the
observation and analysis of the process of communication during any change process.
Quantitative research methods would therefore seem to be inappropriate in tljis case,
as shown in Table 5.1.

The emergence of hermeneutics represents a reaction against the ingrained
rigidities of positivism in relation to certain types of problems in the social field.
Instead of trying to explain causal relationships through objective facts and statistical
analysis, hermeneutics is based on a more personal interpretative approach which

enables the participants to understand reality. Language has a central role, qualitative
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assessments partially replace quantitative data, and general characteristics become of
lesser interest than specific features (Gummesson, 2000).

In order to make the difference between the positivistic and hermeneutic

research more explicit, their main features are juxtaposed for the sake of comparison,

as shown in Table 5.1 (Gummesson, 2000, p. 153).

Table 5.1: The Difference Between the Positivistic and Hermeneutic Paradigms

Positivistic Paradigm

Hermeneutic Paradigm

Research concentrates on description

and explanation.

Research concentrates on understanding

and interpretation.

Well-defined, narrow studies.

Narrow as well as total studies (holistic

view).

Thought is governed by explicitly stated

theories and hypotheses.

Researchers’ attention is less focused and

is allowed to “float” more widely.

Research concentrates on generalization

and abstraction.

Researchers concentrate on the specific

and concrete (“local theory™) but also

attempt generalizations.

Researchers strive to use a consistently

rational, verbal, and logical approach to

their object of research.

Pre-understanding that often cannot be

articulated in words or is not entirely
conscious — tacit knowledge — takes on an

important role.
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Table 5.1: The Difference Between the Positivistic and Hermeneutic Paradigms

(Continued)

Positivistic Paradigm

Hermeneutic Paradigm

Statistical and mathematical techniques

for quantitative processing of data are

central.

Data are preliminary non-quantitative.

Researchers are detached, i.c., they

maintain a distance between themselves
and the object of research; take on the

role of external observer.

Both  distance and  commitment;

researchers are actors who also want to

experience what they are studying from

the inside.

Distinction  between  science  and | Researchers accept influence from both

personal experience. science and personal experience; they use
their personality as an instrument.

Researchers try to be emotionally | Researchers allow both feelings and

neutral and make a clear distinction

between reason and feeling.

reason to govern their actions.

Researchers discover an object of

research external to themselves rather

than “creating” the actual object of

study.

Rescarchers partially create what they

study, for example the meaning of a

process of a document.

Source: Gummesson, 2000, p. 153
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One other significant characteristic which is embedded in this methodology
is that of pre-understanding and understanding phases.
Before starting a part of research, it is important to obtain a certain degree

of pre-understanding. Gummesson (2000) stated that the concept of pre-understanding

refers to people’s insights into a specific research problem before the researcher
begins the real research; it serves as the input. In contrast, understanding refers to the
insights gained during the actual research; it is the output of the study. This output in
turn serves as pre-understanding for the next task. Generally, the pre-understanding
appears in the form of theories, models, and techniques as well as personal
“experience, whereas it usually lacks knowledge of conditions under specific

clrcumstances.

In the figures below (Figures 5.1 and 5.2), the main sources of
pre-understanding are own experience of an author and the experience of others
derived from textbooks, internet sites, case studies, research reports, scientific articles,
annexes, documents, ctc. Finally, all of this information passes through the frames of

reference, and then rescarchers make sense of it and decide whether it is relevant to

their research and worth using as a part of pre-understanding (Weick, 1995).

Experiences of

Intermediaries: W others
(textbooks, internet,
articles, ctc.)
Pre- -
understanding Ve ~
Personal experience
LY vy

Figure 5.1 Pre-understanding

Source: Weick, K. E. (1995), Sense-making in Organizations
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Pre- Expcriecnce of
understanding ~others

Own methods of

access to
experience of others

Access via personal
involvement

Understanding

Figure 5.2 Understanding

Source: Weick, K. E. (1995). Sense-making in Organizations

(" Intermediaries =
) i (tﬁxﬂ_gpolu,

Own methods of | i eSO e e
access to ! { Experiences of others
| experience of others |

Figure 5.3 Pre-Understanding and Understanding

Source: Developed for this research based on Weick, K. E. (1995), Sense-making in

Organizations.
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Through personal access to the studied phenomenon researchers are able to
gain certain insight of their own (Figure 5.2). At the same time, they apply the
methods which allow them to analyze and interpret the experience of others (Daudi,
2009). In this study, research strategy and data gathering methods are divided into the

pre-understanding and understanding phases shown in Figure 5.3.

5.3 Methodological Structure and Approach

5.3.1 Research Methods

Research methods can be divided into two categories: qualitative and
quantitative methods. In general, the first implies that research will not involve any
statistical, inferential or mathematical means of quantification. Qualitative methods
“permit the evaluator to study selected issues in depth and details. Approaching
fieldwork without being constrained by predetermined categories of analysis,
contributes to the depth, openness, and detail of qualitative inquiry” (Patton, 1990,
p.13). In contrast, quantitative methods “require the usc of standardized measures so
that the varying perspectives and experiences of people can fit into a limited number
of predetermined responsc categories to which numbers are assigned” (Patton, 1990,
p.14). The advantage of the quantitative approach is that it allows the measurement of
a great number of people by limiting a set of questions, facilitating the comparison
and statistical gathering of data, On the other hand, qualitative methods produce more
refined and extensive information about a much smaller number of people and cases.
Patton asserts that “in qualitative inquiry, the researcher is the instrument. Validity n
qualitative methods, thercfore, hinges to great extent on the skill, competence and

rigour of the person doing fieldwork™ (Patton, 1990, p.14). The usual methods under
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this category include the use of interviews, surveys, and questionnaires among others.
Regardless of the method chosen for research, clarity, thoroughness and rigor must be
the norm.

In order to make a clear distinction between quantitative and qualitative
research, it would be reasonable to reflect these research approaches based on the
hermeneutic paradigm. Qualitative analysis involves words as well as other data
which are presented in a non-numerical form whilst quantitative analysis involves
numbers and other data that can be transformed into numbers (Robson, 1993a). It is
essential to the discussion to mention Denzin and Lincoln’s Handbook of Qualitative
Research (2000), where they state that qualitative researchers stress lthe socially
constructed nature of reality, the intimate relationship between the researcher and
what is studied along with the situational constraints which shape the inquiry. They
seek answers to questions that emphasize how social experience is created and given a
meaning. In contrast, quantitative studies emphasize the measurement and analysis of
causal relationships between variables, not processes. Proponents of such studies
claim that their work is done from within a value-free framework. Quantitative

researchers usually simply rely on more inferential empirical methods and materials.

Similarly, there are differences with regards to sample numbers. Qualitative
researchers tend to work with a relatively small number of cases; as a result, they are
prepared to sacrifice scope for detail. While quantitative researchers search for more

clarity in the correlations between variables, their qualitative opponents strive for

details in such matters as people’s understanding and interactions. This is largely due
to the fact that qualitative researchers tend to use a non-positivist model of reality

instead of a positivistic one (Silverman, 2005).
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Given the objective of this research, the qualitative approach is regarded as
most suitable for answering the research questions. The field of leadership should be
better approached through a qualitative approach because leadership styles are not
specific, but rather vary according to situations and culture. Furthermore, the reading
of the literature shows that there is no “one unique way of doing” in the field of
leadership, and this also applies to the field of change. As the topic is mainly
dependent on the concrete and specific actions of people for conducting change, and
as leadership is a social phenomenon, the qualitative approach was chosen for this
research in order to facilitate understanding of these topics. The quantitative
‘approach was also employed to ascertain some key empirical indicators, such as the
profiles of participants in the study and comparison of participant perception related
to effect of change process, as well as comparison of gender and age of participants
related to feelings about the change process. Such mixed methods research designs
involving a combination of qualitative and quantitative data gathering are indeed
enjoying a renaissance (Bazeley, 2002).

5.3.2 Methodology and Research Model

In order to answer the research questions, this study has adapted
methodologies which build a rescarch model. A research model employed for driving
this research is through a practical case, focus groups, individual interviews and
questionnaires. The levels of research are shown below:

1. Setting up of the levels of analysis to collect the data
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Examine data related
to people’s
understanding of their

| aDiscoune

v

Investigate the
institutionalized ways of
speaking

environment ]:I

—| 2 .gféfcéiiiion

Investigate through
discussion interview and
interaction discussion
interview

Data collection from
this environment

v

1. Action e

Figure 5.4 Levels of Research

Source: Developed for this study

There are three levels of analysis for interviewing: Discourse, Perception
and Action, as shown in Figure 5.4. First, the researcher is connected to the action

level to deal with investigations which take place directly within the place of interest

(organization) through direct discussions, interviews and interactions. The result is
the collection of objective data based on facts. Second, the perception level examines
data related to people’s understandings of their environment. This level of analysis 1s
subjective, being influenced by people's personal feelings, opinions and views about
their organization. For this reason, sense-making is part of this level. The perception
level is interesting for researchers because they can analyze how people are

influenced, how they react and how they interact in an organizational context
according to their personal concerns. In addition, the perception level does not have

the objective of describing reality through the collection of facts. Rather, its aim is to

understand what is important for people and therefore which behaviours a leader has
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to adopt in order to influence them. Third, the discourse level aims to investigate the

institutionalized way of speaking. The way in which people express themselves using
symbols, rhetoric and stories influences the behaviour of others in the work place.
According to these three degrees of analysis, the collection of data is more or less
abstract-oriented.

The research questions are answered mainly through the second level,
which is based on the perceptions of participants with regard to managing and leading
changes. Through the questionnaires, interviews and cases, we analyze participants’
perceptions concerning change management, change process models and leading
change models, leadership, and more precisely those concerning the transformational
components as described in the literature review of Chapters 2,3, and 4.

2. Development of grounded theory

To run and analyze empirical data, techniques and procedures were
employed to develop grounded theory, as proposed by Strauss and Corbin (1990).
From this method, a theory was created which emerges from data collection, taking
into account the strong connection which exists between gathering data, analyzing
data and building a theory. Consequently, preparation of the current data collection
concerning the interviews and the questionnaire follows Strauss and Corbin’s (1990)
work. The method used in this research then, is the so called “Grounded Theory”.
The general idea of this approach is as follows:

I. The researcher’s theoretical framework and intellectual orientation are
vital inputs in the investigation of the study at the empirical level. However, the

background and the theoretical sensitivity of the researcher should not constitute a
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bias in the investigation, but should function as an cnhancer of the empirical
sensitivity.

2. The researcher collects empirical data from the field, realizing that it
represents the experiences of the actors concerned and the phenomenon being studied.

3. This data is collected, researched, organized and analyzed at the

theoretical level. Key theoretical concepts are used and conclusions are made.

4. Depending on the result that emerges from the analysis, a new empirical
investigation might be necessary.

5. Thus, the name “grounded theory” means literally that the developed
theory in this thesis will be grounded in the real life experiences of the actors of
change in the studied organization. However, the analysis and the conclusions are

also likely to be useful to any organization embarking on an evolutionary process of

change.
53.2.1 Grounded Theory: A Theory Building Approach

In order to prepare this thesis on a solid base, this study carcfully
followed Strauss and Corbin’s methodology about grounded theory. This approach is
“a qualitative research method that uses a systematic set of procedures to develop an
inductively grounded theory about a phenomenon.” (Strauss and Corbin, 1990, p.24).

Grounded theory is a “qualitative research approach whose
systematic techniques and procedures of analysis enable the researcher to develop a

substantive theory that meets the criteria for doing “good” science” (Strauss and
Corbin, 1990, p.31). In traditional scientific research approaches, the researcher

elaborates hypotheses first and this is followed by thorough testing through empirical

data and statistical analysis to confirm or inform. Conversely, in grounded theory, an
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involved researcher first goes to the field and checks and observes the phenomena in
real time rather than developing links and theories sitting in an office. Grounded
theory is an attempt to discover theory from data which are systematically extracted
through social research. Essentially, grounded theory is an evolving process which
requires constant analysis and interaction between the data grounded in reality and the
researcher in order to create a theory. It is this approach which has been selected for
the purpose of answering the questions of this research.

Strauss and Corbin (1990) raised the question of “how to find a
researchable problem and how to narrow it down to make it workable™ (Strauss and
Corbin, 1990, p.33). These authors suggest that one way to find a research problem is
to seck suggestions from a rescarcher conducting research in an area of interest.
* Another way is to search for it in the technical literature; most importantly, the final
choice should be something which triggers the researchers’ own interest.

Additionally, they refer to the use of technical and non-technical
literature in their study. The technical literature allows the researcher to identify
previous research in the field, but one should not rely too much on technical literature

because it can hinder progress and stifle one’s creativity. It should also be

remembered that non-technical literature consisting of letters, biographies, diaries,
reports, videotapes, newspapers, and a variety of other materials plays an important

role in grounded theory studies (Strauss and Corbin, 1990). Technical and non
technical literatures were selected for use in the preparation of this thesis. In the

current study, the data were gathered from a large number of texts, books, reviews,

case studies and so forth in order to acquire a better understanding of the issue. In
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addition, reports, newspapers, articles and interviews were used for a broader scope
and a more refined, non-technical analysis.

Another relevant point is the importance of creativity, which
enables the researcher to ask pertinent questions from the data and “make
comparisons that are elicited from the data insights into the phenomenon and to
develop a novel theoretical formulation™ (Strauss and Corbin, 1990, p.31). Creativity
is also an important feature for the writing of this current thesis, and a theoretical
model of cliangc is created to assess the influence of leadership during the process of
change. This aspect is also verified during the model elaboration step when different
models and different ideas from the interviews are compared.

Strauss and Corbin (1990) explain the concept of open coding
which is “naming and catcgorizing of phenomena through close examination of data”
(Strauss and Corbin, 1990, p.62). There are two basic analytical procedures in the
coding process; namely asking questions and making comparisons. For this part,
these procedures were managed during the process of discussing and analyzing the
data, and the comparison and confrontation of the interviews was also critical in order
to analyze the results.

Another point emphasized by these procedures is axial coding,
which “puts data back together in new ways by making connections between the
category and its subcategories” (Strauss and Corbin, 1990, p.96). The focus is on
specifying a category in terms of conditions, context, the action/interaction strategies
and consequences. Moreover, subcategories are related to their categories through a

paradigm model, which relates subcategories to a category, verifies, continues to

search for the properties and dimensional locations, and compares them. Axial coding
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is relevant for making the connections between the inputs of the interviews and
categorizing them. Further, these authors describe selective coding. This procedure
consists of explaining the story line, relating subsidiary categories around the core
category by means of paradigm, relating categories at the dimensional level,
validating those relationships against data, and filling in categories that may need
further refinement and/or development (Strauss and Corbin, 1990). For that part, the

categories and the data (from reading and interviews) related to those which form the

“core” of work which was integrated: the process of change in organizations with the
influence of leadership.

The process part in Strauss and Corbin’s grounded theory
analysis shows how change and movement can be brought into the theory. These
authors indicate that this process is the linking of active/interactive sequences as they
evolve over time. This part of the grounded theory means that changing conditions

make the researcher change her behaviour or action in order to attain the early desired

goal from the phenomenon. A last important point underlined by these authors is the
writing part: when writing, one must first know what the analytical message will be.
In addition, rescarchers should write in an elegant but especially communicative way
in order to catch the readers’ attention and interest.

The Grounded Theory applied as the research method in this
study is also described by Glaser and Strauss (1967). Their description is as follows:

I. Verification of using Grounded Theory is generated through
logical deduction from past studies and knowledge.

2. Comparative Analysis is used in generating the data.
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3. Theory generation does not require many cases. They
suggested that one casc could be employed to generate conceptual categories, and a
few cases used to confirm the indication.
4. Grounded Theory investigates the realities and analyzes the
data with no predetermined hypotheses.
5.3.3 Methods and content of data collection
The data collection of the study is shown in Table 5.2. The particular empirical
cases studies for this research are concerned with the Air Traffic Management (ATM)
Systems for Air Navigation Service Providers (ANSPs) in developing countries, such
as Thailand (main data), Laos Burma, Cambodia, Nepal, Indonesia, The Philippines,
and Mongolia. These countries are affected by the introduction of a new technology
for Air Traffic Management (ATM) Systems. This research also received some

~insight involving ATM systems from Swedavia, Swedish consultants that have been

involved with implementing the new system in Sweden and Norway. The number of
participants is 250. Questionnaire and interview methods were used. The study also
includes interviews with 22 leaders in developing countries, including ANSP in
Thailand and a Swedavia Consultant,

The primary and secondary data from the field of study (AEROTHAI
organization) were collected during the period of 2003 to 2010. The data were used
to evaluate the key performance indicators, such as safety, efficiency, productivity
and cost effectiveness of the field of study as shown in the details in Chapter 6.

Data are based on managers’ experience, leadership’s behaviour in main
functions and the managerial work of the organization. The information gained from

the questionnaires and interviews was used to design a model to manage the process
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of change. Other participants, such as followers who are pilots, the CNS/ATM

project leaders, air traffic controllers, and engineers have been interviewed by using a
structured questionnaire. Other methods used adopted a precise methodology which

builds a particular resecarch model through practical cases and individual interviews.
The method of using a focus group of transformational leaders Thailand and
undeveloped countries was adopted for collecting data by individual interviews and
discussion. The other methods, such as observation, activity sampling, project report,
and critical incidents report have also been employed. The following data collection
methods are used:

5.3.3.1 Methodology for Interviews

The purpose of this research study is to understand the role and
impact of leadership and followers on the process of change in organizations of air
navigation. Interviews to obtain critical input from the field are conducted, and the
empirical data developed from these interviews. An important first task is to
understand (by reading appropriate literature) these ways of claborating relevant
questions and of conducting interviews effectively. The methodology of qualitative

research interviews used here relies on the recommendations presented in the books

Constructing questions for interviews and questionnaires by Foddy (2003) and
Interviews: An Introduction to Qualitative Research Interviewing by (Kvale, 1996).
As Foddy (2003) states, “a necessary preparation to a successful question-answer

meeting is that both the researcher and the respondent should have a common

understanding of the investigated topic” (Foddy, 2003, p.24). Foddy also
acknowledges that the use of verbal data has been predominant in the field of

contemporary social science, and this trend is not declining. He mentions that the act



161

of interviewing is an active process; therefore, both the researcher and the respondent
show a “reflective intelligence” (Foddy, 2003, p.23). The reason for this is that they
argue, negotiate, and talk about the meaning of the questions and the meaning of the
answers at the same time. The recommendations about the typical traps to avoid
when conducting interviews are studied: difficult and abstract words should be
avoided; sentences should be short and not in a negative form for clarity purposes;
brevity, simplicity and concreteness must be the norm.

Additionally, Foddy (2003) presents a list of typical biased

questions that the researcher should not ask (e.g. questions with multiple ideas or

subjects, that contain orinc or more instructions, the ones with difficult phrases or
which are too long). These recommendations are valuable and necessary tor that part
of the research process. Further, different respondents can give various answers to the
same question because a question might have a high degree of response freedom. The
danger of such variety is that the researcher might be biased during the analysis of the
output by comparing the different answers given to him/her for the same question.
Therefore, during the data analysis, the study has to pay particular attention to this
possibility. Furthermore, even if the researcher is awarc that the respondents have
been exposed to a phenomenon or event, it is wrong to assume that they will
automatically remember it during the interview since each human being does not react

the same way to external stimuli. Moreover, the researcher should avoid at all costs

putting respondents in a situation where they entirely invent or elaborate answers on
the basis of little information, in order to avoid biased information. Foddy (2003)

recommends the use of closed and open questions in order to have a varied approach.

This study closely follows Foddy’s recommendations for interviews. According to
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Kvale (1996), there arc no common rules for conducting interview research.

“Interview research is a craft that, if well carried out, can become an art” (Kvale,
1996, p.13). He adds that, “An interview is literally an interview, an inter change of

views between two persons conversing about a theme of mutual interest” (Kvale,
1996, p.12). The author’s main contribution is probably the Seven Stages of an
Interview Investigation (Kvale, 1996), in which he created a model of all the steps
needed for creating, conducting, and analyzing interviews. This model is briefly
summarized below:

. Thematizing. It implies clarifying the purpose of the research

oe of the research subject by being aware of the research

to obtain knowledg
techniques.
2. Designing. It is the planning of the study and the application of
the seven steps.
3. Interviewing the respondents. It is conduct of the interview
based on a guide.
4. Transcribing the interview into a written form.
5. Analyzing the data.
6. Verifving. This phase is about evaluating the reliability and the
validity of the interview results.
7. Reporting or communicating the result of the research.
5.3.3.1.1 The Questions for Interview
Boyce and Neale (2006) state that “In-depth interviews are

useful when you want detailed information about a person’s thoughts and behaviours

or want to explore new issues in depth” (p.3). This study used in-depth interview
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based on the leaders’ perspectives and behaviours, The question was replaced by the
relevance of some questions which were discussed, adding some, deleting others, and
making them clearer and more concise. Finally, it was decided for this study to

regroup all the remaining information into the seven main’ categories described in the
aforementioned Seven Stages of an Interview Investigation. “Open-ended questions”

(Patton, 1990, p.295) were used in order to allow the respondents to answer in their

own terms, but “dichotomous questions” were employed as well. This study justifies
that choice because to the desire was to meet Foddy's (2003) requirements about
using various types of questions at the same time as avoiding biasing the interview.
For this study, interviews were conducted with a mix of closed and open questions
such as “Where did the need for change come from?”, “Did you encounter some
resistance problems from the employees?” etc.

The questions used were generally guided by theory and the
research setting. From the conceptual framework and model shown in section 4.4, the
study presents and understands the process of change which embraces the leadership
views and the key concepts for successful managing of change. The impact of
leadership is the one key factor that affects change. The phases in the process of
change were identified, and the important role and impact of leadership during the
process of change was specified. The study also focuses on transformational
leadership and which components are perceived as the most relevant for leaders and

followers in influencing change. Yin (2003) states that a case study’s design should

be considered when the focus of the study is to answer “How “and “Why’" it should

be made. ‘How’ and ‘why’ types of questions should be thus be addressed in
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designing the interview questions. The guideline for interviews is shown in both
English and Thai languages (See more details in Appendix 1B).
The guideline for interviews was sent to leaders before

interviewing. The questions were divided into two levels:

Level 1: the background of the leader is composed of the

following:
I. How long have you been working in this organization?
2. What is your academic background?
3. What is your work experience?

4. What arc the main competitive advantage(s) in your organization?

L

Do you think your organization has a corporate culture?
Level 2: the following themes and questions (Sub- Categories)
listed in interviews are composed of:

a. The Need for Change

Why did we change to new technology?
| What were the problems and limitations of the conventional

system?

b. Change Process in the Organization

- What is your view of the process of change from the old system
to the new system?

- Were ydur_cxpect_ations of the new system met?
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c. Preparation and Planning-Phase
. Could you tell us more about the change or changes you
implemented lately?
Where did the need for change come from‘7

: Were the reasons for change 111temal extemal or both"

d. Planning-Phase

Could you tell us more dbout the changc or changcs you s
implemented lately?
Did you plan the implementation of change in advance or did you
- adapt to the circumstances?
' Who was involved in the planning process? g
Did you use some kind of method or methodology (tools, models)
or did you just rely on your experience?
According to you, which stages of the change process were crucial?

Were some people br d'e'partments' more involved during the

process of chax;ge'?

How did yoﬁ prépare your em| loyees for thc acceptancc of

Chdnoe..f

............. i

e. Action-Implementation Phasc

| Could you tell us more about the change or changes yOu

~ implemented lately?

Have you been closely involved into the process of change?
~ Did you feel stressed during change implementation?

According to you, which stages of the change process were cruc1al“? _

_ Were some people 01 departments more mvolvcd durmg thc proc

of_ change7
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f. Stabilization Phase

Did you control/supervise permanently the process of change? If yes, how?
. Did you communicate to all the stakeholders the effects of change after the
- implementation? If yes, how?

~ How long did the process of change last?

What was the result of the implemented change?

g. Leader’s role

Was your action paltu,ulal ly more important during one ofthe steps"
What are the required qualities for a CEO as a change leader according to
~ you?

- Have you been closely -iﬁifél\{@d into the process of change?

h. Rigidities towards Change

Do you thmk your company ha% a corporate culture?
Do you feel that the corporate culture played an important role when
implementing change?

| Could you feel some resistanc due to the values of the com any'?

1. Communication Skills

How dld you prepare your cmployws for thc acceptancc of changc"
Did you use special communication channels (mail, assembly, meeting,
workshops?)

' Did you creatc a vision to increase the acceptance of the change process“’

: .-D1d you use some spemal communlcatlon tools in 01der to 1mplement -
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j. Leader’s Ability to Motivate

as it possible for them to contact you with questions about the change !

. process?
' How did you cope with the resistance from employees?
- Have you been a visible, active agent of change?

' Have you been closely involved into the process of change?

k. Creating a Change Team

Did you implement the change alone or with the help of others?

S———

. Did you create a change team?
What were the role and tasks of the change team?
Were some people or departments more involved during the process of

change?

After the questionnaires were returned, an interview was conducted for
cach follower (Use questionnaires shown in Appendix 1C as a guideline)s Two
hundred and fifty questionnaires were selected. The number of selections will be

discussed in more detail in the scction of survey and questionnaire. In this group, the

questionnaire structure was used as a guideline for interviewing. This is a method for
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checking the quality of data to find out whether they would be willing or reluctant to
answer the questions. For the questionnaires, the researcher requested the followers
to write their names. Moreover, the researcher distributed questionnaires at specific
places. For fifty percent of the followers, the researcher went to their field of study
(work place) for the interview. The remainders were interviewed by telephone.

The empirical data of this study was mainly collected through interviews
which were carried out on an ongoing basis during the entire change process. For the
approach of this case study, the researcher collected the data from a variety of sources
and methods and to congregate the data in order to illustrate the case and answer the
research questions. The researcher used many methods in this case study to ensure
enough details were provided in order to enhance overall quality or trustworthiness.
Many researchers identify that the case study I‘CSGE-IlI‘Ch uses triangulation of various

data sources and data types, a strategy which increases data credibility (Patton, 1990;

Yin, 2003; Baxter and Jack, 2008). The interviews were carried out mainly with the

leaders who were involved in the change process of new technology for ANSP in the

organization, followed by the followers in ANSP. The questions were used as a
guideline for interviews both with leaders (as shown in Appendix 1B) and followers
(as shown in Appendix 1C). These participants included the top leader of the
organization (AEROTHAI), the project leaders of the CNS/ATM, directors,
managers, air traffic controllers, pilots and air traffic services officers, who are mainly
responsible for Air Navigation Services. They are the personnel associated with the

change technology at AEROTHALI's organization and in undeveloped countries. The

procedure for the interview was composed of:
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1. Informing the participants by letter and telephone, and including the
guidelines of the interview in order to make an appointment. This guideline addresses
all questions or topics listed in the interview guideline as shown in Appendix 1B; in
addition, obtaining informed consent from each participant prior to the interview.

2. Introducing the new technology to all participants.

3. Dividing the structure of the interview into 2 types of questionnaires.
The first type is the guideline for participants who are senior leaders and projects
leader; the second is questionnaires for participants who are classified as followers.
All details are shown in Appendices 1B and 1C.

4. Following the “Seven Stages of an Interview Investigation™.

5.3.3.2 Methodology for Documents

This study uses secondary data in the form of written documents,
such as annual reports and plans, monthly statistical reports, change policies and
processes and confidential memoranda at an operational level. These documents were
used to gather information on ANSPs organization, and structural changes. For
example, written job descriptions provide significant data initially for an investigation
to be made for studying leadership as well as transformational leadership. In other
cases, documentary tools provide cross-sectional information during the change
process analysis (Ropo, 1989). |

5.3.3.3 Methodology for Survey (Questionnaires)

This study uses a survey method to collect some of the
information. “Survey rescarch is probably the best method available to the social
researcher who is interested in collecting original data for describing a population too

large to observe directly” (Babbie, 2005, p.252). As a statistical survey is used to
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acquire quantitative information concerning items in a population, and as a survey

may well focus on notion or factual information depending on its purpose (Abramson
and Abramson, 1999). a survey instrument was adopted and employed for some parts
of this study.

A questionnaire survey is not considered relevant in every case in
this thesis for answering the research problems. The respondents may have forgotten
their reasons because no intervention was available for explanation. They may not be
motivated to give accurate answers due to structured surveys, particularly those with
closed-ended questions, which may have low validity when researching effective
variables (Abramson and Abramson, 1999).

I. Participants and the sample size

The participants of this case study are involved in the air navigation
service.

The term, Air Navigation Services Provider, used by ICAO (2007a, p.xi)
identifies that “it is an independent entity established for the purpose of operating and
managing air navigation services, and empowered to manage and use the revenues it
generates to cover its costs.”

Participants in the current study are approximately 2,800 employees of a
Air Navigation Service Provider who are involved the adoption in new technology in
Thailand. As previously stated, they are the head of the organization, the CNS/ATM
project leaders, directors, managers, traffic controllers, Air Traffic Services officers,
and Pilots and Engineers who are mainly responsible for air traffic services. The Air

Navigation Service Provider is studied covering all civil airports and Department of
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collects empirical data from the field, realizing that it represents the experiences of the

participants concerned and the phenomenon being studied.

This study used sample sizes based on the degree of accuracy required, the
degree of variability, and the number of different variables. Large and high quality
samples were selected as this is needed for high accuracy Neuman (2006).

2. Survey Procedures

A set of questionnaires was distributed by the researcher to the followers;

some were sent via e-mail and the rest by mail and hand delivery. The researcher
selected the case to study based on Grounded Theory. Followers were reached at
work and asked to fill in a set of questionnaires concerning various aspects of work
life, including their training program period. The participants had expressed interest
in taking part in a “survey” and informed that a report would subsequently be written
to which they would have access. It was also made explicit in the introductory section
of the inventory that they were required to identify themselves by name, and an
instruction was again provided by the rescarcher before participants answered the
questionnaire. They could complete the questionnaires either at home or at work. The
questionnaires were checked by the researcher before the followers were interviewed
again to ensure that the data they gave was accurate. This study selected only 250
from 500 followers.

3, Pre-testing of survey questioners (Validity Check)

This preliminary study was to determine the feasibility study of the

questionnaires and guided questions for interviewing a small group of participants

prior to a larger sample. The reason is to improve the questionnaires’ quality and

efficiency. The pilot study was conducted with two groups. The First group was
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composed of thirty Air Traffic Controllers at Chiang Mai International Airport. The
second group consisted of five experts, three of whom were experienced in
methodology. The other two participants in this second group were professors
involved in the supervision of this thesis. The feedback from the participants was
considered, and any necessary changes were made to the revised version to make the
questions as effective and efficient as possible. The following comments represent
the feedback from the participants:

I. Many Air Traffic Controllers did not understand the technical English
used in the questionnaire. They equally did not understand the new technology.
Therefore, a new version of the questionnaire was made which includes both the
translation into Thai language and an explanation of the new technology. The method
of questionnaire distribution was also changed. The researcher would have to go to
the field to access the data, at which point, it would be important to describe more
details about the changes in the questionnaire to the participants.

2. The pertinence between the research question and questionnaires was
suitable.

The only recommendation was for the researcher to group the
questionnaires in categories and separate them using different introductions stating

what each category is about.

5.3.3.4 Methodology for Focus Group
As Liamputtong (2011) states, focus group interviews are used
extensively nowadays. She also indicates that the focus group is conducted in

combination with other research methods. In addition, she indicates that “the focus

group setting provides the researcher with opportunities to follow up the comments
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and to cross-check with the participants in a more interactive manner than a
questionnaire or individual interview can offer” (p.6). Furthermore, Liamputtong
(2011) identifies that the focus group method allows the participants to engage in
discussing the topic in greater details.

The shared vision concept in two focus groups was employed to

support the findings in conjunction with other research methods in this study. This

research attempted to present a relationship between leaders and followers which is
very important for managing the process of change. The study seeks to identify the
leaders’ roles and activities in the process of change. The researcher also needs to

identify the requirements for change and transformational components which are

perceived as the most relevant for leaders and followers. The focus groups were
separated into two groups. as detailed below.

The first focus group was Air Traffic Controllers at
Suvannabhumi International Airport; they are the followers. For this group, they were
followers who attended the course to be senior Air Traffic Controllers. —The
researcher was invited to give a lecture on the new systems in relation to Performance
bascd Navigation. During this opportunity, the rescarcher spent about 3 hours
discussing change from the conventional to the new system. The shared vision
concept is linked to the perceived necessity for change to new technology. The
researcher was the moderator for discussing the questionnaires, which were designed
as shown in Appendices 1B and 1C.

The second focus group was the CNS/ATM project leaders from
several less developed countries that were selected by ICAO to attend the workshop at

the Civil Aviation Training Centre Courses of the CNS/ATM and Controller Pilot
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Data link Communication in September/October 2008 and January 2011. ICAO set
standard requirements for the participants who should attend the course; ie a

candidate should be a project leader who has experience in air traffic management or
a manager involved in the CNS/ATM systems. They should understand the English
language in order to be able to communicate with other participants in the workshop.
The participants were from the Philippines, Cambodia, Myanmar, Mongolia, Laos,
Nepal, Indonesia and Sweden (Swedish consultants). This focus group was
established when the rescarcher was an instructor of the course on the. CNS/ATM
systems. Again, it took about 3 hours to discuss how to manage change, and the
rescarcher was again the moderator. To ensure that the interpretation of the
information was realistic. the researcher cross-checked the information with every
participant in each interview.

Questionnaires used as a guideline for the interviews as shown in
Appendix 1B were also employed in the second group. The acceptance or rejection of
new technology was expressed by participants.

The researcher attempted to combine the results of the two focus

groups with the followers’ questionnaires and leaders’ interviews in the field of this
case study (AEROTHALI). In addition, the researcher needed to cross-check whether
the data are different or similar in the 2 groups compared with others to ensure that

the information could be reconciled. Therefore, the researcher could understand a

certain perspective of the participants’ feelings towards the new CNS/ATM
technologies. The combination of research methods also allows the participants to
participate more in the topic and leads to obtaining reliable data. This would in turn

lead to a more accurate interpretation of the results.



176

5.3.3.5 Methodology for the Case Study

The case study is like other research strategies in that it is an
empirical method of Investigation; however, it has particular advantages. Yin (2003)
states that “it depends on (a) the type of research question; (b) the control the
investigator has over actual behavioural events, and (c) the focus phenomena” (p.1).

As a research strategy, the case study is used in several situations
to contribute knowledge by individuals, groups, and organizations, as well as show
social, political and rclated phenomena. The case study method can focus on
contemporary events. “Using case studies for research purposes remains one of the
most challenging of all social science endeavours” (Yin, 2003, p.1). The case study
method allows the researcher to retain the holistic and meaningful characteristics of
real-life events, such as individual life cycles, organizational and managerial
processes, neighbourhood change, international relations, and the maturation of
industries (Yin, 2003). Furthermore, case studies also show the deep implications for
new practices at a global level. For these reasons, the case study has become a
common research strategy, and this study uses the case study as a source of empirical
data for presentation and discussion.

The practical cases proposed by Avolio and Bass (2002) are used
here to discuss and analyse elements describing the factors of the research model.

5.3.4 Summary of the Content and Data Collection of the Study
The content of this study is shown in Tables 5.2, 5.3 and 5.4, which

summarize the data collection of the theoretical framework related to change

management and transformational leadership. The theoretical framework and

intellectual orientation are vital inputs in the investigation of the study at the empirical
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The rescarcher has collected empirical data from the field, realizing that it

represents the experiences of the actors concerned and the phenomenon being studied.

This data were collected, researched, organized and analyzed at the theoretical level.

Table 5.2: Methods of Data Collection

Methods are listed

6.

Interviews with leaders, managers and project leaders through focus groups
and individual interviews. The participants were from the Philippines,
Cambodia, Myanmar, Mongolia, Laos, Nepal, Indonesia, China and Sweden
(Swedish consultants), and senior leaders at AEROTHAI, Air Traffic
Controllers, Air Traffic Service officers, Engineers and the pilots.

Written documents (theses, articles, reports, plans, projects, confidential
letters, change policy of ANSP (AEROTHAI) and International Civil Aviation
Organization).

Questionnaires (filled out by service providers; these are Air Traftfic
Controllers, Air Traffic Service officers, Engineers and the pilots who work
only for the air navigation service provider and not commercial airlines).

Case studies (Dissertations in the field of change management, leadership and

Air Navigations Service, such as ANSP performance in Thailand).

Electronic Data-base

Raw data through collection (This is the primary data which is related to key
performance indicators. For example, the researcher identified the number of
aircraft delayed in landing in 2008. A number of pilots were satisfied with
their flight level to fly their aircraft, the researcher recorded arrival time of
aircraft from original flight plan. The details are shown in Chapter 6).
Observation of air traffic controllers providing air traffic control service, and
the perspectives as well as actions of senior leaders in conferences,

particularly in the meeting between leaders and followers in many occasions.

Source: Developed for this research
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Table 5.3: Subject/ Topic Areas Examined

Contents of Data

1. On leaders/ managers/leaders’ projects/controllers/pilots backgrounds and
characteristics

2. Overview of the organization

3. Need for change and context of change

4. Substance of change, political aspect and resistance to change

5. Adoption of change

6. Change process in ANSP organizations (ANSPs)

7. Steps in the process of change (planning, implementation, control of the

process of change)
8. Control of the process of change
9. After the implementation of change
10. Actions by transformational leadership
11. Leading change
12. Management and lcadership
13. Transformational components
14. Perspectives of the Transformational leader, pilots, controllers and project
leaders
15. Safety level of ANSPs
16. Quality of airspace management

17. Productivity performance and cost effectiveness

Source: Developed for this research
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Table 5.4: Source of Data and Content

Source/

Contents (a) | 2 3 4 5 6 7 8 9 10 |11 (12 (13|14 |15]16]17
Interviews/Focus * ok dede "ok ¥ Wk ek rs °r ek v * % sk & - o - -
Group

Documents - * * * * * * * * # % * * * * * *
Q“cstinnnah-cs % & &k ok Wk LEd * % k% L] *x k% L *% *k &k = oo =
Case Studies - # * * * * * * % * W #* g = - " »
Electronic data [ :— I ] N I R O D 2 i * LA
Raw data _ _ i _ _ B _ _ _ B _ _ # * * * L
Observe * 3 * * *

Key: **=primary source; *=secondary source.

(a): See Table 5.3 for description of subject/topic areas

Source: Developed for this research

5.3.5 Checking Tools™ quality

This study uses many methods to crosscheck the data. These methods are
outlined below:

+ Using Qualitative and Quantitative approaches. The use of the mixed-
method is to enhance the quality of final results and to provide a more comprehensive

understanding of analyzed phenomena. Sydenstricker (2011) states that the mixed-

method is a method to appear with creative alternatives to traditional or more
monumental ways to visualize and implement evaluation. The one purpose of using

the mixed-method in this study is that it can provide a range of details for the study
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exploring specific features of cach method. In the current case, integration of
procedures mentioned above will explain the process of change, leading to more
discussion on the roles of leaders and followers.

. Qualitative and Qualitative data are collected by gaining across to the
field. As with the “Grounded Theory” methodology suggested by Strauss (1987), the
researcher uses a constant comparative method for analysing the data. The constant
comparative method of analysis occurs when the researcher continually compares the
data for finding similaritics and differences of different perspectives of the actors’
experiences. Comparisons are examined within individual interviews and across all
participants’ experiences. Furthermore, comparisons are also considered about
literature related to the field and in a variety of contexts.

. Making guided interviewer's questions and questionnaires which use a
pre- test with 30 participants at Chiang Mai Approach Control Centre to confirm
quality. These were checked by 5 experts, three of whom are experienced in survey
methodology, and two of who are the researcher’s supervisors. Feedback on the
questionnaires was given.

. Using triangulation of data and methods to obtain the best results. The

use of the triangulation data source is common in the case study (Veal, 2005). The

triangulation of this case study for managing change process is shown in Figure 5.5.
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Figure 5.5 The Triangulation of This Case Study for Managing the Change Process

Source: Developed for this study
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.Audit Trait and Trustworthiness of the research findings was
demonstrated by my two professors who have expertise and extensive experience in
the field of management, documentation of analysis, and presentation of the research
process development to researchers.

5.3.6 Validity and Reliability

Seale (1999) indicated that “trustworthiness” is the heart of the issues
conventionally termed as validity and reliability. Examination of trustworthiness 1s
crucial to establish reliability in qualitative rescarch. Patton (2002) indicated that the

criteria for quality casc studies depend on the case selected and studied. Patton

(2002) also supports the employing of triangulation by stating “triangulation
strengthens a study by combining methods. This can mean using several kinds of
methods or data, including using both quantitative and qualitative approaches” (p.
247). In addition, the triangulation is typically a strategy for improving the validity
and reliability of research or evaluation of findings. This thesis uses both qualitative
and qualitative data; the systems to achieve validity and reliability of a piece of
research from the qualitative research perspective are intended to eliminate bias
(Golafshani, 2003). Golafshani (2003) refines triangulation as “a validity procedure
‘Where researchers search for convergence among multiple and different sources of
information to form themes or categories in a study” (As cited in Golafshani, 2003
p.604). Therefore, this research selects triangulation defined as a validity tool. The
knowledge has been obtained, both empirical and theoretical, from different sources
and from original sources (of participants). The study verifies the result by discussion
with followers and leaders again on many occasions, such as through a workshop and

personal contact with leaders and followers in the field of aviation at international
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organizations and from other agencies. For instance, the researcher interviewed a
CEO of the Airbus Industry about the key factors which are important for managing
change at the ATC Global Conference on 8-10th March 2011, The fact is that the new
technology comes with new aircraft. The researcher obtained various perspectives
from him. the discussion and recommendations were deployed as a guide to verify the
reliability (credibility, validity) of data and findings in this study. Keys for
success,steps of managing the process of change that could be identified and activities
were also discussed at:

1. The International Seminar on the Edge of Management and Economic
Reform, on 6" August 2009, Faculty of Management Science, Sakon Rlajabhat
University. The researcher presented a paper on the topic “Managing the Process of
Change: A Case Conceptual Study of Air Traffic Management (ATM) Systems For
Air Navigation Service Providers” at this seminar.

2. The 3™ International Colloquium on Business and Management
(ICBM)/2nd International Conference on Business and Management Education
(ICBME), on 23" - 26" January 2010 at Ramada D’MA, Bangkok. The researcher
presented an article on the topic “Navigating Processing of change to move towards
Performance Based Navigation’ at this conference.

3. The workshop of Certificate in Change Management and Performance
Consulting for Leaders, Human Resource and Organizational Development
Professionals by Professor Rothwell, Pennsylvania State University, on 928 o4
March 2010, Bangkok.

4. The Asian Forum on Business Education-AFBE International

Conference, on 811" June 2010, Bogor Agricultural University, Indonesia. The
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rescarcher presented an article on the topic “Navigating Process of Change towards
New Technology”.
From discussion at work and conferences, one point highlighted is that the

corporate culture should be considered in the process of change because all countries

have different views about cultures. However, to be more reliable, this study

presented the role and activity of transformational leaders in the preparation and

planning phase. Leaders need to be engaged and share vision: it is important to

understand their corporate culture along with the followers. This study also identifies

those transformational leaders in this phase. Corporate culture has to be created and
taken into account, as shown in the results in Figure 7.5. This study also considered
the corporate culture as one key factor to drive the change, as shown in the context of
change in Section 7.4.4.

From the discussion in this study, the researcher gained useful information
to identify that the model of managing processes of change and key factors described

in this thesis is appropriate.

5.4 Limitations of the Research

As with any research, this study is not without its shortcomings. The
following limitations have been encountered during the study:

1. Some information available from the International Civil Aviation
Organization has not been clear to participants. This is because ATM systems,
employing digital technologies, including satellite systems together with various
levels of automation, are not finalized in support of a seamless global air traffic

m anagcment system.
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2. The actors’ understanding of new technology is limited. The limitation
is due to inadequate understanding of the English language, some of these people
have a language barrier, including some specialists who normally coach the in-depth
knowledge of technological concepts to followers. Furthermore, books and materials
contain technical information which provides new concepts of technology. Therefore,
there is a possibility that the respondents would be biased in answering questionnaires
and nterviews.

3. There were limitations in conducting surveys and interviews for this
study with specific groups of participants; the perspective levels from participants
might be different from private companies. This is because the technology of the
aviation field deals with complex systems and is not simple for applying and
deploying to implement. The context of change and employment is different from the
private sector.

The members of staff will not have an effect in this case study because the
environment of organizations depends on ICAO guidelines. This study would be
more appropriate for ANSPs and other organizations similar to state enterprises.

4. There was a limitation of the change model of this study duc to
corporate culture. The study found that the ICAO established task force core team
consisted of 6 countries and 2 international organizations to support change. The
value of each state (company) was therefore clearly evident, but they compromised
with the common goal of getling the system up and running, which overcame
differences in corporate culture. (Information based on the interview: the interviewee
did not specify which countries). The affect of corporate culture could therefore be

disposed of. Nonetheless, the process of change was cross-checked from various
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sources - from developing countries, experts from ICAO and developed countries to
discuss this study and all implications that the researcher attempts to identify and

describe in this chapter.

5.5 Conclusion

This study used extensive literature to define the research and also to
prepare for the interviews and develop the questionnaire. Research was first done to
determine the context for this study. Second, from reading the authors' findings, an
overview of the most relevant questions to integrate into the questionnaire and
interviews was obtained. Reading the literature increases sensitivity about
transformational leadership, and this study could consequently focus on the most
pertinent questions needed to be examined according to the study subject.

In general, data gathering is influenced by several aspects. First, this study
had to choose which groups and which environments would be useful to find
empirical data related to the rescarch questions. The second challenge was to sclect
which methods to use to collect data. As mentioned at the beginning of the work, this
thesis is most closely related to the perception level. To collect and to analyze
empirical data, techniques and procedures were employed to develop Grounded
Theory as proposed by Strauss and Corbin (1998). Hence, the facts are not observed

directly within an organization, and for this reason, interviews and questionnaires are

the most efficient tools to detect peoples’ perceptions and therefore answer the
research questions. All research methods used in this study are shown in Figures 5.6

and 5.7.
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Baxter and Jack (2008) state that “For the novice research a case study is
an excellent opportunity to gain tremendous insight into a case. It enables the
researcher to gather data from a variety of sources and to converge the data to

illuminate the case” (p.556). Such mixed-method research designs involving a

combination of qualitative and quantitative data gathering are indeed enjoying a
renaissance (Bazeley, 2002). This case study used triangulation in quantitative and
mixed approaches; they would support the confirmation of findings.

The next chapter will present the case study description and investigate the

performance level of the case study.

Method and Con

Figure 5.6 The Research Methods

Source: Developed for this study based on a literature review



188

Research Problem Defining

—

Research Topic Design
T

Design |
[ Sulbhbidaiseer

[n-depth Interview Focus Groups and Interviews
Observations and discussion Air Traffic Controllers.

22 leaders (AprilO8-Aprill 1) Project Leader (Courses of the CNS/ATM,
May-Oct 08, Jan 11)

I'he Philippines, Cambodia, Myanmar, Mongolia, Laos, Nepal, Indonesia, China, Swedavia Swedish Consultants
and Thailand

\ Semi-Structured Interview /

250 Participants with experience in the CNS/ ATM.

)

and

- fPel Ionnance—Based nav;g i
sts recording

'-S&fety, Qudllty, Productivit

Queqtmnnaue &¢ :
- Focus Group Analysi

Y
A 4
Primary Data N ( Secondary Data
The Grounded Theory in Analytic Process

Integrate with Grounded Theory in
Analytic Process & CLA analysis
- Descriptive statlsncs & Frequency
| Distribution for Or ganizers Questionnaires
- Content Analysis for Course the CNS/ATM |

- Tape transcribing, highlighting, data 1
coding of interview.

- Grounded Theory & CLA analysis

- Content Analysis of observations tusks,
Checklists & Questionnaire and Focus
Group Analysis

e e L

DBA Thesis

Figure 5.7 Research Method and Analysis

Source: Developed for this study based on a literature review



CHAPTER 6
EMPIRICAL INVESTIGATION AND CASE STUDY

DESCRIPTION OF THE EMPIRICAL LEVEL FOR ANSP

6.1 Introduction

This chapter presents the empirical study; it identifies and presents the
significant actors of change in relation to the introduction of a demanding new
technology. It also includes the empirical description of changes of Air Navigation
Service Providers (ANSPs) which are the significant actors in this study. The
empirical investigation is also presented.

This thesis introduces how, at empirical level, Air Navigation Service

Providers (ANSPs) will be affected by a transition to a new technology of Air traffic
Management (ATM) Systems. Key performance indicators are a valuable tool for

assessing and improving air navigation services. These indicators are composed of

safety, quality of servicc and cost-effectiveness as specified by the International Civil
Aviation Organization (IC AO) standard regulations. In order to raise an awareness to
comply with standard regulations, a change is required. Managing the process of
change relates to the introduction of a performance enhancing new technology in
which the key defining criterion is united for implementing change in organizations.
ICAO (2007) indicates that the key performance indicators of Air Navigation Service

Providers should improve safety, quality, productivity and cost—effectiveness (ICAO,

2007).



190

6.2 Institutional Models for ANSPs

Organizations which provide air navigation services are named as ’Air
Navigation Service Providers’ - or ANSPs. The Air Navigation Services involve
issues relating to national sovercignty, international obligations and safety services.
Air navigation services arc provided by national statutory monopolies operating under
public sector rules, in most countries either as government departments or agencies.

ANSPs also act as national civil aviation administrators with the associated rule—

making authority (Mistry and Fairbanks, 2002). Mistry and Fairbanks (2002) also

state that the models are determined by specific factors depending on the national
legal framework and management as well as corporate culture, as shown in Table 6.1,

The ANSP Aeronautical Radio of Thailand (AEROTHAI) was set up in

1948. (See empirical background and organization’s structure in Appendix 1E.) The

organization was established as a state enterprise, as described in Table 6.1.

Table 6.1: Institutional Models for ANSPs

Model Owner Governance Authorisation/ Financial Audit/
ship Structure Mandate Provisions Regulation

(1 State » Direct « (Constitution) « [nside state « External audit
Government political control | » Parliamentary general budget | by government
Department * Director laws provisions auditor

General * Civil aviation » Annual « Regulations

reporting to regs budgeting set internally

minister « Air navigation

« Civil service orders

structure + AIP
(2) State * Independent As (1) plus: * Inside state | » External audit
Government + Board of *Act of generalbudget | by government
Agency or directors establishment provisions auditor
Authority « Director General *Annual * Regulations

» Reports to budgeting set internally

government

department

+ Civil service

structure
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company tax

Model Owner Governance Authorisation/ Financial Audit/
ship | Structure Mandate Provisions Regulation
(3) State State * Independent As (2) plus: - Inside state « External audit
Enterprise * Board of « Articles of general budget | by government
directors association provisions auditor
* CEQ * Laws « Financial » Financial audit
* Reports to governing state accounting by independent
government enterprises - P&L auditor
department account * Regulations
« Civil service — Balance- set internally
structure sheet
» Generates
annual return
(4) State as » Sharcholders As (2) plus: » Mainly « Financial audit
Corporatise | share- » Supervisory « Articles of independent by independent
d Entity holder board association of state auditor
* Management » Laws « Financial » Regulations
board governing state accounting set externally
+ CEO companies - P&L, + Compliance
« Company/ balance-sheet | checked by
Business * May external
structure generate regulator
dividends
» Subject to
) company tax
(5) (Part) General + Share (stake) | As(2) plus: * Independent | » External audit
Private share- holders * Articles of of state by government
Entity holders * Supervisory assoclation * Financial auditor
(canbea | board » Laws accounting » Regulations
mixture * Management governing - P&L set internally
of state board private account
and private | = CEO companies — Balance-
or non- * Company/ sheet
share business » Generates
capital structures dividends
company) * Subject to

Source: Mistry, H., & Fairbanks, M. (2007). The Changing Nature of Providing Air

Navigation Services: UK National Air Traffic Services

6.3 The Empirical Objects Case of this Study

The empirical objects of this study are the case of the Air Traffic

Management (ATM) Systems for ANSPs.

This industry is selected because the
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ANSPs arc significantly affected by the introduction of a new technology of
worldwide Air traffic Management (ATM) Systems. The international Civil Aviation
Organization-ICAO  (2009) is driving a more rapid and comprehensive

implementation of new air traffic management at the national level.

6.4 Technology Changes in Air Transport: An Empirical Case

This research concentrates on the air transport industry, which is one of the
fastest growing sectors of the world economy (ICAO, 2005). The continuing growth
of aviation places increasing demands on airspace capacity and emphasizes the need
for the best use of the available airspace (The International Air Transport Association
(IATA), 2010).

In the 1980s, the ICAO considered the steady growth of international civil
aviation, taking into account emerging technologies. ICAO realized that the
constraints of the ATM could be improved by assessing the technologies serving civil
aviation. In 1991, the ICAO Council endorsed future air navigation systems
concepts, which came to be known as the “communication, navigation and
surveillance/air traffic management (CNS/ATM) systems)”.  These systems,
employing digital technologies, including satellite systems together with various
levels of automation, are applied in support of a seamless global air traffic
management system (ICAO, 2005).

In order to raise awareness for the need to change and comply with the
ICAO standard regulations, various methods of managing air traffic management

(ATM) systems should be planned for air navigation services. In future planning,
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choice increasingly needs to be justified in advance by a thorough analysis of
anticipated performance needs and achievements (ICAQ, 2007b).

ICAQO’s desire is to develop a seamless, globally coordinated system of air
navigation services that will cope with worldwide growth in air traffic demand as a

simplified view of the impact of ATM (ICAO, 2005), as shown in Figure 6.1 and

Appendix [ A.

Air Traffic Management (ATM) systems

/ N\

Improved precision Removal of
of navigation and navigation
surveillance ground aids
v Y
Reduced More Direct
Separations; Flight Paths
Increased
Capacity
v ! ¥
- Improving level of safety Cost-saving for
- Improving efficiency ANSPs
- Improving capacity of airspace

- Minimizing fuel consumption

- Increasing the availability of user
preferred flight

-Minimizing differing equipment carriage

requirements between regions.

Figure 6.1 A Simplified View of the Impact of ATM

Source: Developed for this research based on a literature review
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An important process of ensuring aircraft safety and efficiency is to
optimize the flow of traffic and cost effectiveness of flight operations, and reduce
conflicts of ATM. ICAO (1995) described the shortcomings of CNS systems around
the world, as shown in Table 6.2.

The International Air Transport Association (IATA) reports that volumes
of air traffic have increascd after the economic crisis in all regions for 2010 (IATA,
2010). IATA also anticipated that air journeys will expand; and as approximately
10,000 new commercial aircraft will enter service over the next 10 years, a larger
burden is placed on an alrcady strained airspace system. This could potenltially result
in more and longer flight delays. To prevent these burdens caused by the traffic
growth rate, the U.S. Federal Aviation Administration (FAA) and EUROCONTROL
have been working to cstablish a new satellite-based airspace system guaranteed to
make flying more efficient while at the same time maintaining safety. The particular
empirical case being scrutinized in this thesis is the ANSPs which are aftected by the
introduction of a new technology of the ATM Systems, both now and in the future.
“The ATM environment, like so many other environments today, is driven by safety
and increasingly by commercial or personal outcome expectations” (ICAO, 2005 and
2009).

The particular empirical cases of data for this research are concerned with
the ATM Systems for Air Navigation Service Providers (ANSPs) in developing
countries, such as Thailand (main data), Laos, Burma, Cambodia, Nepal, Indonesia,
The Philippines and Mongolia. These countries are affected by the introduction of a

new technology for ATM Systems. This research also received some opinions

involving ATM systems from Swedavia, Swedish consultants whose work has been
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implemented in Sweden and Norway. The navigating process is perceived as a
significant one by the concerned actors, as it illustrates causal layered analysis in air
navigation in the future. The causal layered analysis method is related to air
navigation services, as shown in Table 6.2; Inayatullah’s model (1993) is used to

analyse the preparation and development of the process of change for ANSPs.

The CNS/ATM systems have captured air traffic service provider’s interest
over the last two decades, particularly with concepts and applications based on
performance standards. These performance based concepts are area navigation
(RNAV), required navigation performance (RNP), required communication
performance (RCP), and required surveillance performance (RSP). Functionality of
these technologies continues to play a major role in the transition process of aviation
organizations.

From this study, it was found that constraints in rerouting the air traffic and
using the airspace in the Bangkok Terminal Control Area has an impact on air
transportation, resulting in flights with average delays of 5-10 minutes per/flight,
schedule disruptions, passengers and operators’ inconvenience as well as inefficient
flight operations (AEROTHALI 2009). The new concept of navigation systems and
the requirements for operational efficiency in terms of more direct routes, improved
track-keeping, optimized vertical profiles, reduced route spacing and reduced noise
levels, have resulted in the concept of performance-based navigation (PBN),

surveillance performance (RSP), and communication performance (RCP). This study

indicates that these environmental factors are likely to become critical.
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Table 6.2: Applying Casual Layered Analysis in a Transformative Pathway of Air

Navigation.

From the past and current

To the desired future state

1. The Litany Level (Level of problems)

Problems (Air Traffic Management) Demand (D) more
than Supply (S1+82+S3):

D = Air traffic is increased at all International airports in
Thailand. It is constantly expanding in every region
elsewhere.

§1 = Voice channel capacity problem, airspace capacity
problem and traffic delay, S2= Limilations of present
Communication. Surveillance and Navigation Systems, S3
= ANSP workload.

Conclusion: Safety and efficiency are reduced in the air
transport industry.
Solution: Driver for change

2. The Social Science Analysis Level
-The propagation limitation of current line of sight
system;

-The difficulty, caused by a variety of rcusons, to
implement the current CNS system and operate it in a
consistent manner in many parts of the world; (Galotti, 1999;
ICAO, 2005)

-The limitations of voice communication and the lack of
digital air to ground data interchange systems to support
automated systems in the air and the ground (ICAQ, 2005)

Conclusion: In-depth analysis for new technological,
cconomic, environmental and political causcs.

Solution: Integrated approach for systemic solutions.

3. The Discourse Analysis /World View Level

-New manufacturers attempt to conduct in-depth analysis
for creating new technology and Committee constituted by
[CAO Council to deal with ATM systems such as PBN,
ADS-B and Communications.

Conclusion: Conference on awareness ol future goals
Solution: Transformation to new technology
And a rethinking of regulations and procedures.

ATM systems, employing digital technologies, including
satellite systems together with various levels of
automation, are applied in support of a seamless global
air traffic management system (ICAQO, 2005).

Conclusion:  For a successful change, leaders must
embrace the existing intelligence and shift behaviour as
well as communication to transformation to a more
sustainable state. Air Transportation and Air Traffic
Management are developed as follows:

- Standard systems and regulations for all countries;

- Scamless sky and free flight operation;

- Increased safety and efficacy worldwide;

- Benefit for ANSPs and users.

Process of Change

4. Stabilisation Phase
3. Action Implementation Phase.
2. Preparation Phase
1. Recognition Phase

Via navigating process of change by transformational
leaders.

__J 4. The Myth/ Metaphor Level

Evolutionary rather than revolutionary approach.

Conclusion: Navigating the change related to new
technology is guided by transformational leaders.
Solution: Required to move towards new technology for
seamless sky and free flight operation.
Remarks New technology such as,

PBN = Performance Based Navigation

ADSB =Automatic dependent surveillance broadcast

Source: Developed for this research based on literature review and interview



197

These factors will affcet airline businesses and air transport management,
unless a new infrastructure becomes available. This study focuses on the new
performance based air traffic management for air navigation service providers. New
technology should play a significant role in creating the new economy of ATM, but
an interesting question is how the ATM systems can be managed to change
organization goals. These components allow flexibility for reducing a conflict in air
traffic management and for increasing capability in airspace. Moreover, these
components will lead to more efficient design for airspace and instrument procedures
which would improve safety, access, capacity and efficiency and minimize the
environmental impact. PBN is one of the tools for managing and developing the Air
Traffic Service by AEROTHAI and all other countries.

A performance-based air traffic management system is becoming so
complex that new ways of discipline of flight operations have to be devised. It was
found from the interviews and focus groups that Air Traffic Service Providers showed
constraints in adopting and developing the ATM system concept; these constraints
consisted of a variety of views.

« Participants have different ways of dealing with common problems. For
example, within AEROTHAI's corporate culture, participants do not want to change
the activities they have been accustomed to and have operated for many years:

Participants often say: “I do not like to change; nothing to change, the
activities for creating culture are the same as work, why we need to change [sic.]. It
is too boring. It wastes time. "

« Participants do not understand the reasons for change. Some examples of

what participants say are:
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“I do not understand why there is a need to change. I do not trust the new
svstems, such as the CNSIATM systems when the Global Positioning outages occur”.

*Most members of staff have limited time to learn and share knowledge.
Some of them indicated that no training has been conducted for them:

Followers asked, “Whyv do we have to come on Saturday and Sunday?

We have to work every day. We cannot say something to improve anything
hecause someone will not like it. I have never been abroad to learn new technology.
The CNS/ATM is too complex to understand. I do not have time to read”.

*The value of managing change has been challenged, with some studies
from the literature indicating that 70% of change management initiatives fail. This
exerts heavy economic and human tolls on the organization (Beer and Nohria 2000).
The potential for failurc is great. The Harvard Business Essentials (2003) tracked the
impact of change efforts among the Fortune 100 and found that all companies had
implemented at least onc¢ change program between 1980 and 1995, but only 30
percent produced an improvement. Change management proponents have also been
criticized for failing to conduct cvaluations. It is necessary to document and clarify
the results of change management initiatives, examine their cost effectiveness, and

acknowledge the difficulties, costs, and complexity of managing organization-wide

change (MacDonald 1998; Kotter 1998; Abrahamson 2000).
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6.5 Need for change in air traffic management
6.5.1 The Changing of Air Traffic Management (ATM)

ICAO considered the steady growth rate of international civil aviation in

1980, taking into account emerging new technologies (ICAO, 1995 and 2005). ICAO
recognized that the constraints of air traffic management could be improved.
Therefore, planning for the future air navigation concepts was endorsed by the I[CAO
council to improve ATM systems in 1990, a concept that was known as
communications, navigation and surveillance (CNS)/air traffic management (ATM)—
the CNS/ATM system,

The convention on international civil aviation (which is known as the
*Chicago Convention’) has been accepted by 189 countries throughout the world
(ICAO, 2009). Thailand is one of the contracting states to have adopted this
convention. AEROTHALI is an organization providing Air Traffic Control Services
which complies with ICAO’s standard regulations and the Thai government, the
government has delegated the Air Traffic Service to Acronautical Radio of Thailand
Ltd. (AEROTHALI) in managing the traffic in the Bangkok Flight Information Region
for 61 years (Department of Aviation, Acronautical Information Publication, 2010).

Air traffic has been shown in the International Civil Aviation Organization
(ICAO) report on international growth in the last decade, and this growth is expected
to continue. The airspace capacity in the terminal control area is overwhelmed with
an increased rate of air traffic, especially in the Bangkok terminal control area. This
has caused an increase in traffic leading to delays which average 5-10 min/flight as a

result of congestion in the airspace (AEROTHALI 2009). However, AEROTHAI has
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begun improving safety and cfficiency levels since 1990. The transition to new
technology based ATM systems is shown below:

»1990-2003: a study, assessment and demonstration of new technology of
communications, navigation and surveillance were conducted. This study found the
implementation was not successful because the followers showed resistance by not
using those systems. They believed that the systems were too complex to manage.
Data link systems and flight data processing at all air traffic control centres are
examples of the ‘complex systems’. These systems will be used to establish the whole
of the CNS/ATM systems in the future.

+2003-2014: some of the CNS/ATM systems were established. The
CN.S/ATM (GNSS) was provided as the secondary system, with ground navigation
aids provided as part of the primary system. This study found that some
implementations of new systems involved successful and unsuccessful cases. The
implementation of the CNS/ATM systems was successful at the Suvarnabhumi
International Airport. The participants belicved that the implementation relating to
some automation systems failed because of politics and unreliable systems.

+2014-2025: full CNS/ATM systems are to be established. /CAO has given
notices to all countries that they need to move towards the CNS/ATM systems (ICAQO,
2007).

6.5.2 The Changing of Air Traffic Management (ATM) Systems

Transition to Performance Based Navigation (PBN) New Technology of
Air Traffic Management is beneficial to ANSPs. The Performance Based Navigation

(PBN) concept is one important part of the ATM systems for navigation that is

recognized and being utilized globally. Gonzalez (2009) spoke on behalf of the
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Group of Presidents of the Council of ICAO and emphasized that PBN would reduce
airport and airspace congestion. The benefits for ANSPs are as follows:

* Increased predictable performance in operation;

« Reduced controllers/pilot workload for communications;

+ Reduced fuel consumption with continuous vertical descents method for
landing;

+ Reduced distance flown between fix/point in en-route and terminal
control area;

« Reduced criteria for flying in multiplex airspace;

* Reduced environmental effects.

Area Navigation (RNAV) and Required Air Navigation Performance
(RNP) specifications facilitate more efficient design of the procedures which result in
improved safety, access, capacity, predictability and operational efficiency (ICAQ,
2009).

AEROTHALI has adopted new Performance Based Navigation (PBN) which
will improve terminal airspace use and implement new procedures by taking
advantage of point-to-point track reliability.

Area navigation and improved navigation performance achieved by the
Global Positioning System (GPS) are installed on many modern aircraft. The PBN
method will allow aircraft to fly on a more direct path and remove the need to use
ground-based navigation aids systems, thus reducing the maintenance cost of ground

navigation aids. This will lead to long-term aircraft investments based on business
plans. However, stakeholders will not fully realize the maximum benefits of Required

Navigation Performance (RNP) until airspace is redesigned, avionics and operator
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capabilities are standardized, and advanced CNS and ATM technologies are
implemented (ICAO, 2005). In the long term, air traffic management will evolve into
‘amore strategic management of airspace and aircraft trajectories.

Changes in ANSPs have followed the international developments based on
concepts of the ICAO. As Thailand is one of the member states of [CAO, the future

systems in Thailand will therefore be different from the current systems, as shown in

Table 6.3.

Table 6.3: Communication, Navigation and Surveillance Systems Evolution in Future

Function Current Systems Future Systems

- Distance Mcasuring - VHF voice/data

Equipment (DME)

Navigation
- Secondary Surveillance
Radar(SSR), Modes data link
Area Navigation (RNAV)

systems
- Automatic Direction Finding
system (ADF)

- VHF Omni directional Radio | - Global Navigation Satellite System

range (VOR)
- Instrument Landing System

(ILS)

(GNSS)
- Required Navigation Performance

(RNP)

Surveillance

System

- Primary Radar
- SSR (Mode A/C)

- SSR (Mode A/C or Mode s)
- Automatic Dependent Surveillance

Broadcast (ADS-B)

Source : Global Co-ordinate Plan for the transition to the CNS/ATM system

. Analysis for this thesis based on a literature review
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6.6 Key Performance Indicators are a Valuable Tool for Navigating Change

The ICAO (1995), identified the performance of communications,
navigation and surveillance and associated air traffic management facilities which
provide air traffic control services necessary for the conduct of today’s air transport
tasks. The performance of the systems can be measured by their impact on the
capacity of the airspace to cope with the traffic volume; on the cost, reliability and
speed by which the air traffic task is undertaken; and on the environmental effects of
air traffic.

In 2004-2006, the ICAO Assembly stressed the importance of developing a

performance framework for the future global air traffic management (ICAQO, 2007).

Performance measurement systems were also considered. The Symposium suggested
a guideline for [CAO States regarding the use of performance measurement and
management systems  for Air Navigation Service Providers (ANSPs). The
performance measurement is composed of primary key performance indicators:
safety, quality, productivity and cost—effectiveness (ICAO, 2007). Applied at national,
regional and global levels, these performance indicators can help ANSPs improve

system performance and manage costs whilst ensuring safety. These potential

iITlpTOVGlTlelltS are:
1. At a national level, performance indicators show the quantity, quality
and cost-effectiveness of services provided for aircraft operators. They i1dentify areas

for improvement and may justily potential new investment and associated benefits

and costs to users.
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2. At a regional level, performance indicators can be used to define
benchmarks to compare the quantity, efficiency, or quality level of different service
providers within a region.

3. At a global level, international performance guidelines could be issued
(for instance, through ICAQ) containing a set of practices to be observed by ANSPs
when adopting performance indicators.

The key empirical indicators with the empirical level are addressed and
presented in the following section

6.6.1 Several Performance Indicators are Developed in Support of
Performance.

Goals and objectives of service should be associated with performance
indicators, For ANSPs, this would guarantee the safe and efficient movement of
aircraft. Consequently, performance measurement would at least cover areas such as
safety, quality of service, productivity and cost—effectiveness. With respect to the
operational concept, the measurement of performance occurs slowly in every key
performance area expected by [CAQ. The organization indicated that the key factors
of éir navigation service providers should focus on continuously improving safety,
quality, productivity and cost—eftectiveness (ICAO, 2007).

With the above considerations, this thesis concentrates on these key factors
before planning the process of change. ICAO (2007) defined the performance
indicators for ANSPs to consider before transition to the new CNS/ATM technology.
There are several considerations in selecting current performance indicators as shown

below:
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. ICAO (2007b) states that safety normally focuses on actual or potential
safety events, risk categories and event causality. Safety indicators: potential

measures are reported as shown in Table 6.4, The table shows the Key Performance

Safety Indicators which are measured by accidents, incidents and major incidents of

aircraft per 100,000 flights.

Table 6.4: Safety Indicator Performance of ANSP (AEROTHAI)

Potential Fiscal Year 2009
Level 1 2 3 4 5

Number of accidents

Number of serious accidents 1.143 0.857 0.571 0.286 0.076
(accidents per 100,000 flights)

Number of serious incidents 2.286 2.000 1.714 1.429 1.094
(incidents per 100,000 tlights)

Number of Major incidents 9.714 8.286 6.857 5.429 3.906
(incidents per 100,000 flights)

Source; AEROTHAI 2009 Report

The Potential level indicated the number of accidents that occurred per

100,000 flights. The table shows the various potential levels compared with those of

[CAO, FAA and EUROCONTROL. AEROTHAI met standard level five, which

means there were: 1. serious accidents: 0.076 /100,000 flights; 2. incidents: 1.094

/100,000 flights; 3. major incidents: 3.906 /100,000 flights.
2. Quality of service performance indicators should reflect the customers’

perspectives. Service quality has been acknowledged as a key factor for measurement.
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2.1 The main aspects of service that affect quality measured by
using quantitative performance include:

a. Capacity to meet airspace user demand, especially in terms of
an organization's services, Potential measures are (ICAO, 2007):

* Airport annual service volume (aircraft movements per year).

This study used the growth rate as shown in Table 6.4 to identify

service performance. Table 6.4 indicates that aircraft movements tended to increase.

Table 6.4 Aircraft Movements of Bangkok Area Control Centre (1998-2007)

150

2 400
| e 260 e !
| |

1 el 1

- 300 s S ¢ 1 02¢] 11 0%

SoEU | Mil

s [ e M1y

g 200 | ’

5‘. 150 s Mloni=Schedules

=100 Daotmestic

e [ ¥

= 50 B s Qo1 Flights

() e RS i et s
L N A e -Total
! G 8 L0 A L Ny RGN A
! A L o L LS L LIS R
T T S P PR W AN 40
WA AN A 4 AR o)
Years

The growth of traffic 1998 to 2007 at Bangkok Area Control Center.

Source: Report 2009, AEROTHALI

b. Flight efficiency indicator: Potential measures include:
e vertical deviations from requested to optimum flight level;
e horizontal deviations from requested to optimum route. Flight

efficiency indicator details are shown in Table 6.5.
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c. Capacity to meet airspacc user demand at peak times and

locations while minimizing restrictions on traffic flow: Potential measures are

identified by a measures predictability indicator which is measured by flight delay

time for departure, as shown in Table 6.5.

Table 6.5 Flight Deviations from Requested to the Optimum and Fight Delay time for

Departure
The estimate ol Flight Plan
Number of Average delay of the
Date | AuCraftin 517118125 s 3] 38| |4 |remaining scheduled
il 0 {1 olololole 2901300 0 320(330}340)3301360(370 0 390 0 fights
(Departure)
Monday m 20053 2 1) 1 4l 4] 16| 13 7} 32 s6) 18] 21| 7475 5] 9 O 0:14
Tuesday 268 194]74) 4| 4| 0 2 2| 14 13| 6| 32 6] 12 21] & 73] 3 10] 0 0:08
Wednesda 4 24500 1| L2 1) 14 IL] 3] 37 el) 19 24 9) 67 4] 11 | (:12
Thursday 258 2020564 1) 2 LIS 12) 327 4 10) 20 10T 5030 0:12
Friday 285 251700 6f 4 1) 1 4 1| 16| 6] 38f 60f 11] 35| T} 81} 3 § 2 017
Saturday JAL 02361 S| 2 1) 2 2 13| 4) 6f 26( 6117 19f 10{ 65 4] 10] 0 011
Sunday 290 27163 3 Ak 2 0f 12 19 2f 33 78] 13| 23| 1| 74| 5 9] | 013

| = The flights can go through the optimum flight level without delay or traffic.
0= The flights can go through the optimum flight level but with delay or avoided

traffic.

Source: Analysis of field study.

Table 6.5 presents the vertical flight level requested by aircraft to the
optimum flight level. It was found that about 30-40 % of the aircraft could go through

the flight level requested without delay or traffic. This percentage value shows that

the pilots have approximately 30-40 % satisfaction with their flight level.
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The Single luropean Sky ATM Research Programme - SESAR (2008) -
states that the percentage of diversions caused by service disruption should be reduced
as shown in Table 6.8. This is due to new technology. With regards to the average
delay of the remaining scheduled flights, it was found that their average delay for
taking off was approximately 12-13 minutes. When this delay is compared with the
key performance indicator proposed by SESAR (2008), it is found to be higher than
the target time of about 3 minutes, as shown in Table 6.9. Figure 6.2 also shows the

number of flights landing in the Bangkok Control Area. In the peak period during

2006-2008, the average (raffic delay was approximately 7.08-9.52 %. However,

SESAR shows that the target ought to be less than 5 %.

200,000
150,000 <
100,000
50,000 : 4008
B 2007 :
Inbound : : ;" 2006 ‘.2006
: Flight Delay ® 2007
Traffic Average b
3 2 2008
Delay Time
(%)
Inbound Traffic Flight Delay Average Delay Time (%)
2006 153,095 14,599 9.52
2007 133,101 2,030 | 7.08
2008 &7t A2 o 82T

Figure 6.2 The Number of Flight Delay

Source: Derived from this study data on AEROTHAL
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2.2. Quality of service performance indicators are also measured by using
questionnaires (AEROTIAIL 2008 Assessment of Customers’ satisfaction) and
interviews.

Reference to discussion was made on the conflict level of air traffic flow
mandgcment and limitations of the current ATM at Bangkok International Airport
relating to aircraft operation. These are some of the comments from customers:

a. Forecasting of air traffic and evaluation to the operation concept should
be supported.

b. There is requirement to fly circuitous departure and arrival procedures.

¢. There is always an air traffic delay of 5-10 minutes due to traffic by
radar vectoring (Conventional system).

d. A study conducted for high traffic density areas is required.

¢. The operation of aircraft at inappropriate altitudes and speeds should be

improved.

f. Instrument Flight Procedures for management and planning for air traffic
flow management have been employed but need to be updated and to comply with
ICAQ regulations.

g. The line of sight of current systems should be improved.

3. Productivity performance indicators measure the quantity of output

produced by a unit of input. They are shown in Table 6.7.
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Table 6.7: Performance of Productivity of Output

Key performance Performance of productivity | Goal

Indicator (KPI) 2006 2007 2008 2009

Traffic on time for
85.25 91.37 91.57 91.5
Domestic flight (%)

Source: derived from this study data on AEROTHAI (2009).

Table 6.7 presents flights arriving on time, representing about 85-90 % of
domestic flights. When compared with the Key performance in SESAR (2008), this
is found to be less than the target time of 5-6 %, as is shown in Table 6.8.

4. Cost-effectiveness measured by economic cost-effectiveness method to
define key performance area indicator.

Financial cost-cffectiveness of a service is generally measured as the cost
per unit of output. For air navigation services, with traffic as the output, the cost-
leffectiveness indicator would be the cost per unit of traffic. The appropriate cost
conﬁbonents (e.g. labour operations and maintenance, capital costs) and traffic units
would vary depending on the specific cost-effectiveness being measured. It should be
noted that cost-effectiveness is related to productivity (ICAO, 2007).

This study found that ANSP (AEROTHAI) manages cost-effectiveness at
an average level, but Productivity and Revenue are lower than Global benchmarking.
The information, compared with the Global Benchmarking by CANSO (2009), is

shown in Table 6.8,



Table 6.8 Productivity Performance Indicators
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Average (1"-3"
KPI Assessment Results :
Quartile)
Price Example Consolidated $299/ 1000 km, $885/ 1000 km.
Price per 1000 km Flight
for A320 by ANSP
Productivity | Continental IFR Flight 500 1035 Hours/Person (790-
hours per Continental Hours/Per
; , ours/Person /Per
ATCO in Operations ) Houskcrsam
Average Annual Working | 2649 Hour/Year 1634 Hour/Year
Hours for ATCOS in ) i
OperNigns by ANSP (1433-1786) Hour/Y ear
Cost Continental Cost per $s18 /Hour $647 /Hour
Effectiveness | Continental [FR Hour by :
ANSP ($444-$772 /Hour
Continental Employment In standard $170 /Hour ($79-
Cost'fo_r ATCQS n Level %197 Honr
Operations per
Continental IFR Flight
Hour Combined with
Purchasing Power Parity
by ANSP
Cost Continental Employment In standard $154499 /person
Effectiveness | Cost for ATCOs in Level .
Operations per ATCO.ir ($69904-$ 190708 /person)
Operations Combined
with Purchasing Power
Parity by ANSP
Total Cost of Capital and 17% 19%
Depreciation as a Percent
of Total Costs, (147250
Continental and Oceanic
Total Employment Cost 21% 33%
of ATCOs in Operations < 20
as a percent of Total (25-38%)
Operating Cost,
Continental and Oceanic
Revenue Continental ANS $479 /fight/ hour $757 /flight/hour

Revenue per Continental
IFR Flight Hour by ANSP

($485-$891/flight/hour)

Information data compare with Global Benchmarking Report: ANSP Performance
Result by CANSO (2009)

Source: AEROTHAIL 2009
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This assessment of safety indicators, quality of service performance

indicators and productivity indicators showed that ANSP Thailand needed to improve

performance.

In summary, the indicators shown in Tables 6.2 - 6.4 and Figure 6.1 apply

ICAO (ICAO, 2007) Performance Base Transition Guidelines and Performance
Management and Measurement for improvement of ANSP’s performance and
monitoring of air navigation service which are used to move to the new technology
and benchmarks to:

I. Provide an insight into the opportunities for the improvement of
individual ANSPs’ performance (learning opportunities, setting performance targets);
2. Support constructive industry dialogue with all stakeholders;

3. Provide customers with visibility of industry and set expectations for
service delivery; and

4. Provide global reach to expand the knowledge base of transition to the
CNS/ATM technology.

6.6.2 Key Performance Indicator Target for 2020

Table 6.9 shows the key performance indicators that are presented by the
single European Sky Air Traffic Management (ATM) Rescarch Programme. This
table identifies the Key Performance Indicators (KPIs) to drive and be a standard for

improving performance of air traffic services in all countries.
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Baseline 2020 Target
KPA Key Performance Indicator(KPI) Year | Value | Absolute | Relati
ve

Capacity Annual TFR Mights in Europe 2005 | 92 M 16M | +73%

Daily IFR flights in Europe 2005 | 29,000 50,000 +73 %

Best In Class (BIC) declared airport capacity in 2008 50 60 +20%

VMC (I RWY), mov/hr

BIC declared airport capacity in VMC (2 parallel 2008 90 90 +0%

dependent RWYs) , move/hr

BIC declared airport capacity in VMC (2 parallel 2008 90 120 +25%

dependent RWY's) . move/hr

BIC declared airport capacity in IMC (1 RWY), 2008 25 48 +90 %

mov/hr

BIC declared airport capacity in IMC (2 parallel 2008 45 72 +60 %

dependent RWYs) , move/hr

BIC declared airport capacity in IMC (2 parallel 2008 45 96 +110

dependent RWYs) . move/hr %o
Cost Total annual en-route and terminal ANS cost in 2004 800 400 - 50 %
Effectiveness Europe. €/flight
Efficiency Scheduled tlights departing on time (as planned) > 98 %

Avg. delay of the remaining scheduled flights < 10 min

Flights with block-to-block time as planned >95 %

Avg. block-to-block time extension of the < 10 min

remaining flights

Flights with fuel consumption as planned > 05 %

Avg. additional fuel consumption of the remaining <5 min

flights
Flexibility Accommodation of VFR-IFR change requests > 98 Y

Unscheduled flights departing on time (as > 08 %

requested)

Avg. delay of the remaining unscheduled flights <5 min

Scheduled flights with departure time as requested =98 %

(after change request)

Avg. delay of the remaining scheduled flights <5 min
Predictability Coefficient of variation for actual block-to-block <1.5%

times:

for repeatedly flown routes

Flights arriving on time (as planned) > 95 %

Avg, arrival delay of the remaining flights <10 min

Total reactionary delay 2010 - 50 %

Reactionary flight cancellation rate 2010 - 50 %

Total service disruption delay 2010 -50 %

Percentage of diversions caused by service 2010 -50%

disruption
Safety Annual European-wide absolute number of ATM 2005 No

induced accidents and serious or risk bearing increase

incidents

Safety level (per flight) 2005 %3
Environmental Avg. fuel savings per flight as a result of ATM 2005 10 %
Sustainability improvements

Avg. CO; emission per flight as a result of ATM 2005 -10 %

improvements

Compliance with local environmental rules 100 %

Number of proposed environmentally related ATM 100 %

constraints subjected to o transparent assessment

with an environment and socio-economic scope

Source: SESAR consortium “SESAR Master Plan D57, April 2008.
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An important process of ensuring aircraft safety and efficiency would be

necessary for optimizing both the flow of traffic and the cost-effectiveness, and for
reducing conflicts of management. This indicates that in Thailand a policy leading to
a continuous and organized flow of traffic synchronization would be required.
Therefore, an analysis of airspace and air traffic management would be essential for
air navigation leaders/operators who would play an important role in managing

change to new technology and developing the economy in general.

6.7 Conclusion

This chapter has presented the ANSPs’ need to change to new systems. The
analysis in a transformative pathway of air navigation has been presented, and the key
factors of performance-based transition of ATM systems for ANSPs have been

examined. The chapter also focused on successful factors of change management on
performance transition and the performance specified by the ICAO standard. In
addition, the rescarch also ascertains whether the ANSPs have adequate safety,
service quality and cost-etfectiveness. The results of this thesis will help ANSPs and
stakcholders (especially airlines) to improve long term levels of safety, qﬁality of
service and cost-effectiveness of air traffic management as appropriate - at local,

- regional and global levels.



CHAPTER 7

ANALYSIS OF DATA AND RESULTS

7.1 Introduction
Chapter seven presents the results of the study. In this chapter, explanatory

elements of change management and transformational leadership related to change

processes are presented. Furthermore, the significance of the key empirical indicators
is presented and analyzed against the background of the theoretical framework. This

chapter also includes discussion.

7.2 Empirical Results and Data Analysis

7.2.1 The Content and Results of the Study
The results of this study are shown in relation to each issue which

summarizes the data collection of the theoretical framework related to change
management and transformational lcadership as indicated in Chapter 5. The theoretical

framework and intellectual orientation are vital inputs in the investigation of the study
at the empirical level. The researcher has collected empirical data from the field of

study representing the experiences of the participants concerned and the phenomenon
being studied. The data were collected, researched, organized and analyzed at the

theoretical level. Key theoretical concepts have been used.
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The results arc shown in cach table and refer to the questions in the
guidelines for interview shown in Appendices 1Band 1C; these are related to the
research questions of the study and the data collected from the sources referred to in
Chapter 5. An assessment of the representativeness of the sample was based on the
results of the sampling methods. Each of these subjects is discussed.

The results and contents of the sampling are divided into 2 categories
depending on the quantitative and qualitative approaches identified in Chapter 5. The
combining of both approaches is employed for analyzing the data of this study.

7.2.2 The Data Collection

The data collection is composed of:

1. Questionnaires

Out of 500 questionnaires given to followers (air traffic controllers, air
traffic service officers, engineers, and the pilots who work only for air the navigation
service provider), 350 were returned. After reviewing the questionnaires, only 250
were used for study. These questionnaires were screened by the researcher in order to
ensure that the followers answered the questions properly. The researcher checked the
answers at cach location of every follower in the survey. The researcher found that
100 questionnaires were not completed adequately. The respondents did not identify
their names and locations therefore these questionnaires had to be excluded. Initially,
only the researcher kept the questionnaires of the participants who answered all
questions. Many participants found the questions too difficult to follow; to ensure that
these questionnaires were realistic, the researcher needed to interview the followers in
order to confirm the answers. As the researcher needed information which was more

focused, it was imperative that specific questions be used, as shown in Appendix 1C.
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2. Interview

The researcher also interviewed 22 leaders who provided the main data as
described in Section 5.3.3. The researcher introduced the background of the new
technology by briefing each participant before the interview. The Grounded Theory
method and content analysis were used to answer the research questions.

3. Focus Groups

The researcher set up focus groups to discuss how to manage change while
the participants attended the ATM course. (See more details in Section 5.3.3.4.)

4. Observation and Field Notes

The researcher observed participants, focusing on senior leaders and
followers, particularly at meetings related to the new technology. Moreover, observed
leaders and followers presented their notions about change to new systems in several
circumstances (See more details in Section 5.3.4.).

5. Document Analysis

The researcher studied and analyzed written documents focusing on the
transition to new technology (Seec more details in Sections 5.3.3.2 and 5.3.4.).

6. Electronic Analysis

The researcher analyzed the data and compared them with the standard key
performance indicators, as shown in Chapter 6.

7. Raw Data

The researcher collected the data recorded from the evidence of the original
sources. The researcher analyzed and interpreted the data following the [CAO’s
guideline to answer the level of performance related to flight operations, as shown in

Chapter 6.
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7.2.3 Procedures for Content Analysis in this Study

1. Raw data files (produce of fieldwork)

The levels of analysis were set up to collect the data used during analysis
for interview as described in Section 5.3.2. The data were collected in the form of

hand written and audio-taped texts.

2. Processed data

The raw data analysed were rendered into findings or transcripts.

3. Analysis of the process of the data is shown in Figure 7.1.

Field notes were organized into narrative descriptions, and themes and
categories were identified. A change process model was developed and cross checked
with the data. Grounded Theory was used to analyse the following concepts:

e Theorctical Sensitivity:  Using literature for theory, research and
supporting evidence, and professional experience and background knowledge of the
researcher in the field of air navigation.

¢ Open Coding: The process of breaking down, examining, comparing,
conceptualising and categorising. Data reduction was used. Open coding consists of:

» Labelling phenomena by:

|. Breaking down raw descriptive field notes by asking questions
about notes (What is this? What does it represent?);

2. Giving each discrete phenomenon a name;

3. Comparing the discrete phenomena to others already
discovered;

= Discovering categories of concepts;

= Developing Properties and dimensions.
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e Axial Coding consists of:
* Taking categories and identifying;
* Expanding out the knowledge of the categories.
e Seclective coding:
= Selecting the core category, and then relating it to other
categories:
= Developing a theoretical framework.
4. Presentation of the results: The examples are shown in the Table 7.6
7.2.4 Processing of Results
1. The evolution of a thesis involving an integrated analysis of structured
qualitative and quantitative data.
2. The quantitative data is generated by using SPSS for Windows for
frequency, cross tabs, correlation and factor analysis.

3. The qualitative data also is generated analysis by the Grounded Theory

Method.
4. Schatzman (1991) presents a dimensional matrix to create the order and
conceptualization of data. This author’s dimension matrix was developed for use for

this current study, as shown in Table 7.1. All data from the individual interviews,

focus groups and survey by questionnaire have been collected from many sources.

The concept of the process of change was developed to be an analytical tool, as shown
in Table 7.1.

Table 7.1 describes dimension matrixes of the concepts of managing the

process of change from the coding to conceptualizing process. As in all Grounded



Theory approaches, parallel processes arc data collection,

decision, and theoretical sampling.
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analysis, theoretical

Table 7.1 Dimension Matrix: Managing Process of Change

Dimension Category Sub category

Perspectives Process of change related to | Adoption, resistance, effects,

| new technology, Attitude to | feelings, etc.
change, Aspect to change.

Causes Increase safety and efficiency, | New technology is employed,
the need for change, the substance | new procedures; new equipment
of change, the politics and the and instruments, etc.
context of change and creating
a corporate culture.

Conditions Navigating a process of change. | Inspirational influence,
Transformational leadership motivation, intellectual stimulation
activities and roles. and individualized considerations

etc.

Strategies Leading change, leading a team, | Creating a change team,
supporting a system, managing appointing project leaders and
resistance, reinforcing and senior leaders. Creating awareness
rewarding, creating an and persuasion. Engaging and
organizational culture. sharing vision. Developing a sponsor

and developing a communication
process.
Consequences | Achieving a new environment | Safety, Quality, Productivity,

Cost effectiveness

Source: Developed for this research
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7.2.5 Profiles of Participants

The participants’ profiles are composed of leaders of Air Navigation
Service Providers (ANSPs) of developing countries (in The Philippines, Cambodia,
Myanmar, Mongolia, Nepal, Indonesia, China, and Thailand), Swedavia Swedish
consultants (Sweden) and staff members (followers) at AEROTHAI ANSP. The
objective of profiling and analyzing the demographic aspects of participants was to

identify the characteristics of participants and assess the representativeness of the focus
of the samples. The participants’ profiles were analyzed for characteristics including
gender, age, education and position. The profiles of the participants are summarized
M Table 7.2.

In relation to the participants’ profiles, the objectives of pfoﬁling and
analyzing the demographic details of participants are to identify the characteristics of

participants. The characteristics profiles are related to the substance of change that is

taking place, such as the effect of the introduction of a new technology managing and

navigating change, as shown in Table 7.2

Table 7.2 Profiles of Participants in the Study

Surveyed | Interviewed Unit interviewed Unit
Characteristics Followers | Followers | Percentage Leaders  |Percentage
[n=250] [n=250] [n=250] [n=22] [n=22]

The Questions for
survey and

Interview/guideline for

Questions for survey and Interview (Details in Appendix 1B-1C)

interview
1.Gender:
- Male 109 109 43.6 20 90.9
- Female 141 141 56.4 2 9.09
Total 250 250 100 22 100
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Table 7.2 Profiles of Participants in the Study (Continued).

Surveyed | Interviewed Unit interviewed Unit
Characteristics Followers | Followers |Percentage Leaders  |Percentage
[n=250] [n=250] [n=250] [n=22] [n=22]
The Questions for
survey and Questions for survey and Interview (Details in Appendix 1B-1C)
Interview/guideline for
interview
2.Age Range:
-20-30 50 50 20.0 - -
-31-40 129 129 51.6 4 18.18
-41 =50 47 47 8.8 10 45.45
-51 =060 24 24 9.6 8 36.36
Total 250 250 100 22 100
3.Level of education:
- Postgraduate 150 150 60 14 63.63
- Postgraduate 100 100 40 8 36.37
Total 250 250 100 22 100
4. Employment:
- Director / Senior : - - 14 63.63
Leader
- Change Leader of 7 7 2.8 8 36.37
CNS/ATM
- Air traffic manager 38 38 2 ; -
- CNS/ATM manager 9 9 3.6 . A
- Pilot . 7 7 28 - Y
- Air traffic controller 138 138 552 z e
- Other 54 54 21.6 p
Total 250 250 100 22 100
5. Duration of
Employment:
-2-5  years 69 69 27.6 - -
-6—11 years 48 48 19.2 - -
-12-16 years 50 50 20 3 13.64
- 17+ years 83 83 33.2 19 86.36
Total 250 250 100 22 100
6.Status:
- Full time 225 223 90.0 22 100
- Regular 1 l 0.4 - o
- Civil servant 2 2 0.8 - -
- Other 22 2 8.8 =
Total 250 250 100 22 100
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Surveyed |Interviewed| Unit interviewed Unit
Characteristics Followers | Followers |Percentage | Leaders Percentage
[n=250] [n=250] [n=250] [n=22] [n=22]

The Questions for
survey and
Interview/guideline for
interview

Questions for survey and Interview (Details in Appendix 1B-1C)

7. Change effecton

Participants :
-Yes

° 152 152 60.8 %) 100
-No

98 98 39.2 - -

Total 250 250 100 24 100
8. Which of these statements best applied to how change is managed in an organization? '
- ANSP exists in a state
of rapid and continuous 39 39 15.6 - -
change
- ANSP evolves through
1 >riods of stabili
MISpenoHs oLty 34 34 13.6 3 13.64
with short bursts of
fundamental change.
-Departments within
ANSP deal with 135 135 54.0 19 86.36
change incrementally
and separately.
ANSP is constantly
undergoing small 41 41 16.4 - -
changes.
Other (Please specity) 1 | 0.4
Total 250 250 100 22 100
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[nterviewed/
Surveyed Focus Unit interviewed Unit
Characteristics Followers | Groups |Percentage Leaders Percentage
[n=250] | Followers | [n=250] [n=22] [n=22]
[n=250]

9. Which of these statements best describes the new technology of the CNS/ATM project?
- The CNS/ATM project

is managed within a set

timeframe with clear

objectives and methods 49 49 19.6 2 9.09
that were communicated

in advance and managed

in a controlled way

- The CNS/ATM is a

dynamic project which

changes in timescales. It

has a focus on 53 53 212 4 18.18
contingency in which

the complexity of issues

can be appreciated.

- The CNS/ATM project

is a combination of‘ th(-.: 125 125 50 16 72 73
above not necessarily in

equal proportion.

- Other 22 22 8.8 - i
Missing 99 ] 1 4 - -
Total 250 250) 100 22 100

Source: Analysis of field study.

Table 7.2 presents followers comprising women and men, although the

number of women was higher than that of men. There were more male than female

leaders. Most of the followers had an age range of 31-40 years old and most leaders

had an age range of 41-50 years old. The level of education of most followers was
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undergraduate (60%), with the remainder postgraduate. Of the followers, 55% were
air traffic controllers. For interview selection, 63 % were director/senior leaders of
ANSPs.

The followers and leaders commented that the best solution was to address

how to manage change in an organization. It would be most appropriate that the

departments within the ANSP deal with change incrementally and separately for
communication, air navigation and surveillance, However, the followers understood
that the CNS/ATM project was the best technology. The project should be managed

within a set timeframe with clear objectives and methods that were communicated in

advance, and managed in a controlled way. They also stated that the CNS/ATM
project is a dynamic project which changes with time. It has a focus on contingency

in which the complexity of issues can be appreciated.

7.3 Data and Results Analysis
A framework was developed from a study of the change management and

transformational leadership literature reviewed in Chapter 2 (Change management),

Chapter 3 (Leadership and leadership change models), and Chapter 4 (The areca of
transformational leadership, conceptual framework, and model). An empirical
investigation involving qualitative and quantitative case study approaches as shown in
Chapters 5 and 6 was then conducted in order to assess the efficacy of the results

during this study process.

7.3.1 Comparison of means analysis
The profile of participants (most data came from followers) was shown in

Table 7.2. From this study, it was found that the managing of the process of change
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in some of the CNS/ATM systems projects was started 10 years ago. The operation of
the CNS/ATM system would not be expected to be fully functional for ANSPs until

2016 (ICAQ, 2007a). The results of the data are presented in Tables 7.3-7.6.

Table 7.3: Comparison between Males and Females relating to the Perception of

Change Affecting Participants

Perception of Change affecting -

y. Significant
Participants (Male and Female) Mean T- test .

[2-tailed]
(n=250)

Equal variances not assumed -.860 .391
Male 2.90
Female 3.00

All data measured on 5 point scales.

Source: Analysis of field study.

Table 7.4: Comparison between Males and Female Relating to the Feeling in the

Management of Change

Perception of feelings of _—
Significance
between males and Mean T- test :
[2-tailed]
females (n=250)
Equal variances not assumed -.760 448
Male 3.10
Female 3.20

All data measured on 5 point scales

Source: Analysis of field study.
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Table 7.5: Comparison of Age Groups of Participants Relating to the Effect of the

Change Process

Perception of affects on L
ticipants by age groups Mean F — test Sigpliicen:

RRTEE AN Sptackniond [2-tailed]
(n=250)
20-30 2.9283 7.096 .000*
31-40 3.1216
41 -50 2.5559
51 =60 2.7774

*Significantly different a

All data measured on 5 point scales

Source: Analysis of field study.

Table 7.6: Comparison of the Age Groups of Participants Relating to Feelings about

the Change Process

Perception of feelings of A ¢
Significant
articipant in age groups Mean F - test
3 v e S0P [2-tailed]
(n=250)
20-30 3.1459 3.608 014*
31 -40 3.2608
41 -50 2.9210
51-60 2,7292

*Significantly different

All data measured on 5 point scales.

Source: Analysis of field study.
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From Tables 7.3-7.6, the study measured perceived effects of the change

process and feelings toward the change process among all participants. Responses to
these two questions were analyzed across gender and age groups. Results are
summarized in Tables 7.3 through 7.6, and no significant differences were found
between male and female respondents for neither perceived effects of the change nor
their feelings towards the change. A comparison between age groups, however,
revealed that there was significant difference.

The researcher interviewed the leaders who have gained experience in
implementing new the CNS/ATM technology. The study found that the attitude of
older participants would mean that many would not trust the new equipment. A
number of older controllers identified that the new technology would not help them to
manage traffic. Rothaug (2003) states that older controllers have a higher reluctance
to use computers, which are a new automation of the CNS/ATM. When they gain
more experience, the negative attitude turns more positive. Therefore,
transformational leaders should consider the followers™ ages, as this is a significant
factor for managing change when implementing a new technology.

This study attempts to collect data from different viewpoints focusing on
the issues shown in Table 7.1. Table 7.1 presented the dimension matrix to identify
activities and leaders’ roles in each phase of managing the process of change.

In this thesis, interviews and focus groups are the main sources of data and

are saved as individual documents. Secondary and primary data from the field of
aviation are separated into reports and policy documents. The International Civil

Aviation Organization’s Annex and recommendation documents also influenced the

analysis and are saved as memos. The study used the Endnote (software) for
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supporting memos combined with the theoretical framework as shown in the relevant
literature examined in Chapters 2, 3, and 4.

The change process model developed from the matrix has two dimensions
for the ordering and analysis of data as shown in Table 7.1 (Christensen et al., 2006
and Schatzman, 1991). The matrix is integrated with vertical and horizontal axes. The
vertical dimension describes perspectives, causes, conditions, strategies and
consequences. The horizontal dimension describes categories and sub-categories. The
matrix is integrated with all participants’ attitudes, expectations, perceptions,
intentions, desires and behaviours, while the perspective on processing of changes has
been designed as a questionnaire for survey and interview.

For the analysis of data, the coding processes started with open coding or
dissecting the data, as shown in Figure 7.1. The data were subsequently grouped for
similarities into coding for analysis, which is presented in “Grounded Theory” of
Strauss and Corbin (1990), as shown in Tables 7.1 and 7.6, Figures 7.1, and 7.2. All
coding therefore emerges from the data rather than from fixed models, theories or
hypotheses. Strauss and Corbin (1990) advocate the use of discipline-based
knowledge as long as knowledge fits the data and is not improperly applied to it.

This analytical technique uses the dimensions shown in Table 7.1, Figure
7.1, and examples in Table 7.7. Furthermore, analytical techniques such as
questioning and detailed line-by-line analysis compared the data with examples from
inside and outside the area of focus. The author asks questions of the data that are

collected, as the Grounded Thcory approach, data collection analysis, theoretical

framework and theoretical sampling are concurrent processes.
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The study also uses content analysis and constant comparison to analyze

the data. Constant comparison in the process of Grounded Theory is a constant
interplay between the initial data and data analysis. Analysis is then extended to
embrace literature as data to check the emerging result of a new concept of the change

processes model. The developing theory is clarified and a coherent analysis written.

Selective coding

At x . P 3

I ODpen coding Axial coding Selective coding

T 2 . dore . Uncover relationsiups Discover the ‘cove”

(_' oS ('j SgERories Sub- 5 ATHONE CATeZOTTeE CATEEOEY Develop

Fracture & Claswify caregoras ALtrrt e o rks theoretical

LR EC g conceigg: Dl <doswn by, Conditions & L, frarmevwork

s Lroparins CAtEEOIINS. I FGrURIICDE

LXirrae sz ion o Fhe paradigm

el wra®
Floww ™ Wl 7

Direction of analvtie sequence

Figure 7.1 Analytical Tool of the Process of Change, the Grounded Theory: Using an

Analytical Process.

Source: Adopted from Strauss and Corbin (1990).

For clarity on the actual process of this research, it is the methods and
approaches followed in Chapter 5 that this study uses during each phase. From the
study, it was decided to follow a qualitative research approach as the main analytical
approach. The data are presented to answer the research questions. Some

supplements are presented by using a quantitative approach (See some results shown

in Tables 7.12-7.13.).
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Remark of Table 7.7: * Data of factor coding

I.Process of Change 1L = Interview Leaders
11F/Q = Interview Followers and Questionnaire
1G 1 = Interview Focus group |
1G2 = Interview Focus group 2
2. The Need for Change 2IL = Interview Leaders
Recognition and Identification 21F/Q = Interview Follower and Questionnaire
phase 2G1 = Interview Focus group |
2G2 = Interview Focus group 2
3. Preparation and Planning- s = Interview Leaders
Phase 3/Q = Interview Followers and Questionnaire
3F2 = Interview Focus group 2
4. Action-Implementation Phase 41L = Interview Leaders
41F/Q = Interview Follower and Questionnaire
5. Stabilisation Phase SIL = Interview Leaders
SIF/Q = Interview Follower and Questionnaire
5G1 = Interview Focus group I
5G2 = Interview Focus group 2
6. Leader’s Role oIl = Interview Leaders
6I1F/Q = Interview Follower and Questionnaire
6G1 = Interview Focus group 1
6G2 = Interview Focus group 2
7. Rigidities towards Change L = Interview Leaders
TQ = Interview Follower and Questionnaire
7G2 = Interview Focus group 2
8. Communication  Skills 8IL = Interview Leaders
8I1°/Q = Interview Followers and Questionnaire
8G1 = Interview Focus group |
9. Leader’s Ability to Motivale 9IL =  Interview Leaders
9F1/Q = Interview Followers and Questionnaire
9G2 = Interview Focus group 2

7.4 The Result of this Study

The results from the data analysis have been divided into four parts,

according to methods of research used.
Part 1, Rescarch question 1: Which phases in the process of change

can be identified? Depiction of the phases is based on both empirical results and

a theoretical review,
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Part 2, Rescarch question 2: What role and impact does the leader
play in the process of change?

7.4.1 Change Management (CM) Phases and Activities in the Process of
Change and Activities.

[n managing the Process of Change within the change process models used
in this study, there are many differences, nuances or refinements to the existing
concepts. However, some similarities between the various approaches can also be
found from the literature review.

Participants described the most crucial CM activities for navigating leaders
in the process of change. The data is divided into four main phases which are identified
in the process of change. They are: Recognition and Identification Phase; Preparation
and Planning Phase; Action and Implementation Phase; and Stabilization Phase. The
activities are categorized by using a grounded theory research method according to the
main participants who arc composed of:

* Project leaders

e Transformational Leaders (senior leaders — TE)

e Staff members or followers

The change process model developed from the matrix for this study is two
dimensional, as shown in Figure 7.2 which outlines two critical dimensions before
starting any change in an organization. The first dimension, presented on the vertical

axis, is the extent to which people agree on what they want: the results they seek from

their participation in the cnterprise; their values and priorities; and which trade-offs

they are willing to make in order to achieve those results. The second dimension,
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shown on the horizontal axis, is the extent to which participants agree on cause and
effect and which actions will lead to the desired outcome.
The change process model developed from the matrix for this study is two

dimensional. The matrix is integrated with all participants’ attitudes, expectations,

perceptions, intentions, desires and behaviours while the topic of change
implementation has been designed as a questionnaire for survey and interview. The
results of analysis both of the theoretical framework and the empirical data are
divided into: Recognition and Identification Phase; Preparation and Planning Phase;
Action and Implementation Phase; and Stabilization Phase. This division helps make sense

of change management and transformational activities shown in Figure 7.2 and Tables 7.7 -

7.12, Figure 7.6 and Tables 7.16-7.18).

Project
) Senior Leaders Followers
Leaders
The stablisl £
Recognition and Preparc Es.\ta 15.1 N
. . } Transformational Awareness and
Identification Phase Teamwork -» TE o ;
Process caders (TE) ersuasion
of The Preparation and Involve LU A
Change Planning Change Plan Transformational Folliwg
' ers
Phases Phase Leaders
The . Coach .
Action and Project Phases i ? Train
Implementati Participants Transigggftional Followers
ation c Cc S S
p P8 Leaders (TE)
Phase
The Support Monitor Pretess Understand
) ; onitor Progress
Stabilization Phase Change & Followers

Change management and Transformational
Leadership  Activities

Figure 7.2: Result of Managing the Process of Change can be identified.

Source: Analysis of field study.
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I. Recognition and Identification Phase

Before any change is planned or implemented, the leaders should recognize
if there is a need for change in the organization. This aspect is important because
leaders have either the option to act or to react to the environment. During the
Recognition Phase, the nced for change has to be identified by the organization as
soon as there is a sign that there is something that is likely to adversely affect it. The
change leader has to start searching for the reason for the deficient situation. This is a
major step in the change process because it is necessary to correctly identify the need
for change (Linstead and Pullen, 2009). The results from empirical study, .indicating
and managing the process of change activities which are identified in the reéognition
phase as shown in Figure 7.2 and Table 7.8.

Figure 7.2 presents the results where the activities and steps in the process
of change are identified. The dimension in Figure 7.2 summaries the research results
related to those focusing on project leaders, senior leaders and followers in the ANSP
organization. The various methods involving participants of the Air Navigation Service
Providers which will be included in a description of how these perceptions identify,
influence and affect management of the process of change. Table 7.8 presents the
results from surveys, focus groups, and interviews, indicating activities which are
identified in the Recognition and [dentification phase.

All the phases consisting of different elements have to be conducted in

order during the process of change implementation.
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Table 7.8: Results of the Rccognition and Identification Phase which can be

1dentified.

Change Phase Project Leaders Leaders Followers
Recognition and Prepare Establish Create
Identification Phase E> Teamwork & TE ki Awareness
With Project With Senior
With Followers
Leaders Leaders
Prepare Istablish Transformational | Create Awareness
Teamwork Leaders (TE) and Persuasion

1. Identify a suitable
team; considered
by function and
selection of those
who understand
and manage the
technology of
change in the
organization

2. Identify the nced

and reasons for

The Recognition and Identification Phase

change.

. Identify the most

important or main leaders
required. They should
directly provide their

support.

. Identify the key leaders

who accept the change
with the accepted positions
(access). They must have
competency to manage
and understand the change
including having a good
vision for the new

technology.

1. Instigate initial
communication
with followers to
create awareness
of the need and
reasons for
change.

2. Instigate initial
communication
with followers to
persuade them to
participate at an
early stage

(Leader Group).
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Table 7.8: Results of the Reccognition and Identification Phase which can be

identified (continued).

Change Phase Project leaders Leaders Followers
Recognition and Prepare Establish Create
Identification Phase E> Teamwork i TE ¥ Awareness
With project With senior
With followers
Leaders leaders
Prepare Establish Transformation | Create Awareness
Teamwork Leaders (TE) and Persuasion
3. Access and analyze | 3. Identity the leaders’ roles 3. Listen to the
the current and and impacts which apply feedback and
@ future status of key in the change process. share vision with
;:.:3 performance “Leaders should include followers about
_E indicators. cthical aspects of changing the change.
E 4. Analyze the to a new technology and 4. Focus on
% substance, of have inspirational succeeding by
E organizational influence. Leaders should using the word
i politics and the be “role models.” “Develop” rather
:é context of change (Interviews and voices in than “Change”
l:cf the organization). throughout the
% 4. Show project leaders the process.
= orientation of ANSP, why
the change is being made
and how the ANSP
organization is prepared
for change.

Source: Analysis of field study.
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Table 7.8 presents the results from surveys, focus groups, and interviews,
identifying the activities which are identified in the preparation and planning phase.

2. Three main recurrent stages in the Change Process.

This research has identified three main recurrent stages after studying the
process of change and describing them as: Preparation, Action and Stabilization.
These elements are discussed next.

2.1 Preparation of the Planning Phase

Most authors agree that change has to be planned before being
implemented in the organization. If this is not the case, change efforts are likely to be
unfocused, scattered and set on unimportant issues. The problem of a change process

which is not adequately planned leads often, if not always, to ineffectiveness,

confusion and wasted resources. Kotter (1996) puts forward the idea of planning a vision at
the beginning of the process of change in order to encourage employees to embrace it
more easily. The preparation planning phase is identified in the study as important to
the process of change.

The Planning Phase is characterized by developing strategies on
how to solve the problems identified before preparing the employees for change.
Firstly, a well-thought-out planning process is needed for the effective
implementation of change. Planning should be taken seriously because it will be the
guideline of the process of change. If a vision is clear, and well-communicated, and if
people consider it makes sense, commitment and motivation are more likely to follow.
To reduce resistance, it is advisable to have first persuaded people in higher levels in
the organization in order to use their power to persuade the people at lower levels.

Therefore, making the people part of the process of change is vital. In this period it is,
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furthermore, advisable to take the corporate culture of the organization into account.

De Wit and Meyer (2004) argued that the stronger the organizational culture s, the

more efficient it is in terms of performance. However, the drawback is that a stronger
organizational culture makes it more difficult and rigid to change. A strong corporate

culture cannot be shifted suddenly and takes time to be adapted to change. The results
from the empirical study, indicating the managing of the Process of Change activities

which are identified in the preparation and planning phase, are shown in Figure 7.2

and Table 7.9.

Table 7.9: Results of the Preparation and Planning Phase which can be identified.

Change Phase Project Leaders Leaders Followers

Preparation and Develop CM Involve Engage

Planning phase E> and TL plan [T Transformational change | +|  pollowers
Leaders (sponsors)

With the project With
With Leaders
Leaders Followers
Develop Change
Involve
o Management (CM) plan . Engage
@ Transformational
= and Transformational Followers
B . Leaders (sponsors)
%‘9 Leadership (TL) plan
= | L. Create strategic plan for 1. Create transformational 1. Identify the
- ;
= change. leaders’ role. process of
= | 2. Create a change team from | 2. Train senior and middle change with
e i
= cach level. level managers on change clear vision.
T
§. 3. Establish plan and design. management in the 2. Take the
1™
‘; 4. Integrate transformational transformational corporate
= ; .
= leadership into the change leadership context. culture into
management process. account,

Source: Analysis of field study
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2.2 Action and Implementation Phase

After the planning and design have been established, action is
needed to implement the change. However, uneasiness and instabili@ are common
during this stage. Lewin (1951 and 1958) stated that during the “transition” phase the
change occurs. Uncertainty and confusion overwhelm the organization at all levels.
The employees understand that the old order is being modified but do not have a clear
picture of the new one (Burke, 2002). Schein (1999) asserts that in order for people to
move to the second step of the change process, which is to actually change, they have
to be sure that the process will not trigger feelings of embarrassment, humiliation or loss
of face and self-esteem (Burke, 2002). Members of the organization have to feel secure
psychologically. In other words, they must have no fear of punishment or retribution
by embracing the change. According to Bridges (2003), people have to get used to

the change and have to identify themselves with the new situation. To them, it is

obvious that the change implemented triggers uneasiness and that it i1s a necessary
phenomenon in all change processes (Bridges, 2003).

The Action and Implementation Phase is a step in the study of the
process of change related to the application of the general planning which means
action and involvement. This is the time for making the change itself. This phase takes
some time, possibly months or even years.

The main characteristic of this phase is the period of instability
inherent in the process; therefore, the resistance towards the implementation can
increase. This is also due to the fact that more and more people are getting involved
and engaged in the process than were in the planning phase. The rigidity is an

unavoidable aspect of the process of change and can be lowered to a certain extent
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through good communication and good preparation; on the leadership dimension,
communication and motivation are therefore more important than ever and are deeply
connected. It is important to be present, visible and available for employees and for
them to be fully committed to their tasks. The change team can support the leader’s
action in fulfilling these tasks. If the change team consists of other change leaders
some of these tasks can be delegated to other team members. They can, fc.)r example,
help to communicate and to motivate employees in their hierarchical levels.

In order to motivate employees, the change leader and his team
must support and encourage the people within the organization and attempt to give
them inspiration to keep things moving forward in a positive way. If the participants
do not feel supported, uncasiness and stress will appear and the change 1s likely to
fail because the participants would rather stay with the previous system.

The ability of communicating a vision in an organization is of

the utmost importance for the leader because it underlies what is necessary to achieve
that vision. The leader has to give sense to the audience and that, is another key

aspect for involvement and motivation. The results from the empirical study
indicating and managing the Process of Change activities which are identified in
the action and implementation phase are shown in Figure 7.2 and Table 7.10.
Furthermore, changes in planning can appear at any moment of the implementation.

[n this case, the company has to step back to the planning phase.
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Table 7.10 presents the results from surveys and interviews, identifying the

activities in the action and implementation phase.

Table 7.10: The Results of the Action and Implementation Phase which can be

identified.

Change Phase Project leaders Leaders Followers
The Action and \ Transfer Coach (TE) Followers
= +
Implementation Phase _‘l/ Knowledge (Sponsors)
With the Project With

With Followers

Leaders Senior leaders
Transfer Coach Train
Knowledge Support Followers

[Re]

tasks.

The Action and Implementation Phase
(OS]

1. Actand involve,

improve their

performance.

each section to

Support and help their

coaches and followers to

Support the leaders’

actions in fulfilling their

4. Support local trainers in | 3.

implement cducation and |4,
training related to new

procedures and systems.

1. Provide leaders
with strong
tangible
activity.

2. Increase the

level for

communicating
with followers.

Support the

budget.

Manage

resistance.

—_—

Train followers
using a one-by-one
method.

Listen to followers
and support them if
possible and as soon

as possible.

3. Share the critical
problems and
success factors for
developing a change

process.

Source: Analysis of field study
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2.3. Stabilization Phase

Most authors agree on the importance of stabilizing what has
been changed once change has been implemented. Lewin (1951, 1958) and Schein
(1999) clearly mentioned this important aspect of the process in their respective
“freezing” and “refreezing” steps (Burke, 2002). According to Lewin (1958), the
implemented change cannot be allowed to “drive or fade away”. Kotter (1996)
emphasizes the continuity of the implemented change at the end of the process. The
change agents have to make sure that the employees” behaviour is really changed and
that it will continue to be so later. Some authors insist on the constant checking of the
implemented change afterwards and also assert that the goal for every process of
change should be the implementation of long-lasting and deep transformation.
Anderson (2001) also shares the same views as Kotter (1996). This final step should
trigger the creation of a system which refines and improves the new state continuously.
Learning from the change process and establishing the best practices for change have

to be taken into consideration. Anderson and Kotter’s approach definitely praises

long-run constructive change. Kotter’s approach of changing the people’s feelings in
order to get change implemented seems to be a completely new approach, but it is not.
For the application of deep lasting change, the change leader should try to change the
employees’ minds not just their behaviour (Burke, 2002). A full acceptance and

commitment towards the new situation is necessary to accomplish change in the long

run. Bridges (2003) states that people at the end of the process of change are waiting

to follow the ones who have already adopted the new state of mind. This is an interesting

psychological aspect because the employees, in their fear/hate of uncertainty, will
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observe others first and then decide to move with them when they feel they do not
have any other choice.
The Stabilization Phase in this study can overlap with the

implementation phase as well due to the fact that in some parts of the organization the

implementation phase can be completed earlier than in other parts. The stabilization
phase is characterized by the assessment and the evaluation of the change process as
well as by checking and controlling the success. The results from empirical study
indicating and managing the Process of Change activities which are identiﬁéd in the
stabilization phase are shown in Figure 7.2 and Table 7.11. Table 7.11 presents the
results from surveys and interviews, investigating the activities which are identified in

the stabilization phase.

Table 7.11: The Results of the Stabilization Phase which can be indentified

Change Phase Projective Leaders Lcaders Followers
The Stabilization Phase Support Monitor Understand
= + +
Change Progress Followers

With the Project

With Leaders With Followers

and develop change
management tools.

implementation.

Leaders

L. Monitor activity and 1. Participate with 1. Share vision for

evaluate. sponsors in managing improvement.
2. Celebrate the resistance.

successful change or 2. Check and control the

review the critical success.

problems for 3. Communicate to all

unsuccessful change. stakeholders the effects
3. Identify lessons learned of change after the

Source: Analysis of field study.
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7.4.2 Transformational Leaders’ Role and Impact.
Research question 2: What role and impact does the leader play in the
process of change?

2.1 The substance of change is considered, that is the type
and scale of organizational change that is taking place, such as the effect of the
introduction of a new technology and/or a new management technique.

7.4.2.1 The Substance of the Change

Table 7.12 presents the statements that are best applied as to how
followers feel about how the CNS/ATM project is managed. The study found that the
factor analysis was composed of 3 factors. The first factor found was that the
followers (controllers and air traffic officers) have seen the initiation of lthe projects
with no planning beforehand. The followers pointed out that: 1. The guideline 1s
important as regards how the system implementation is to be managed and followed.
2. Ideas are openly communicated and encouraged with the implementation. 3 Once
the implementation has taken place, users’ involvement in the project begins. The
second factor included: 1. The reasons for change are unclear and there are different
views of the goals for implementation. 2. Communication about the implementation 1s
not given in advance or is not relevant. 3. The leader has an unclear plan for
implementation of the CNS/ATM. 4. The direction of the implementation was
influenced by resistance. The third factor found was that the strategy, system design
and processes are determined completely outside the organization. The details are

presented in Table 7.12
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Table 7.12 Factor Analysis: CNS/ATM Systems Affect The participants’ Job Roles

Which of the statements below best applies to how you feel
the CNS/ATM project is managed?

Factors

2

1. There are predetermined guidelines as to how the system
implementation is to be managed and followed.

814

2. Ideas are openly communicated and encouraged within the
implementation.

714

3. Once the implementation has taken place, users’ involvement
in the project begins.

4. Incentives are linked with the implementation to aid the
process of change.

5. Training is frequently given with supporting materials creating
confidence with the system and the processes.

6. Wide timescales for the implementation are set and goals are
met.

7. Implementing communication is open and readily
available.

8. Key implementation personnel are chosen and put in
charge.

9. The reasons for change are unclear and there are different
views of the goals of the implementation,

.807

10. Communication about the implementation is not given in
advance or is not relevant.

614

[ 1. The leader has an unclear plan for implementation of
CNS/ATM.

<

N

12 The direction of the implementation is influenced by
resistance.

s

.369

“13. There is no cooperation between regulator and ANSP for
implementation of the CNS/ATM systems.

304

421

14. Each phase begins with no planning,

15. The strategy, system design and processes are determined
completely outside the organization.

565

16. Conflicts within the implementation are avoided.

515

N=250 Extraction Method: Principal Axis factoring.

Rotation Method: Varimax with Kaiser Normalization

Source: Analysis of field data.
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Table 7.13 presents management of change of the CNS/ATM affecting Air
Traffic Controllers and Air traffic Service officers who are the core of the activity for
Air Navigation Service Providers. The study showed that the output was composed of
5 factors. The only 2 factors were importance. The first significant factor was that the

senior leader influenced followers: 1.Conflicts within the change were looked for and

the leader tried to solve problems. 2. Communications about the change were timely
and relevant. The second significant factor was the project leader. The followers
commented that: 1. The training was inadequate, leaving unanswered questions about

the change. 2. Sometimes, project teams did not work in an orderly manner and were

not consistent with regards to the change.

Table 7.13 Factor Analysis: the CNS/ATM Systems affect the participants’ Job Roles.

How does the management of change of Factors
CNS/ATM affect your job role?

1. Conflicts within the change arc
looked for and the leader tries to solve
problems. 821

2. Communication about the change is
limited to only those directly
concerned with the project. 701

3. The project leader for the change is
known and project champions aid the
planning and implementation. 662

4. There are logical reasons for change
which are visible and the goals are
transparent. .642 379

5. The implementation of the change
within your role is managed solely by
the head of the organization. 636

6. The process of implementation for the
change is flexible and reactive. a9
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Tablc 7.13: Factor Analysis: the CNS/ATM Systems affect the participants’ Job Roles

(Continued).

How does the management of change of the
CNS/ATM affect your job role?

Factors

3

7. Those concerned with the outcome of
the change project take part in planning.

450

i D

8.Training is inadequate lecaving
unanswered questions about the change

170

9. Sometimes, project teams do not work
in an orderly manner and are not
consistent in regards to the change.

.648

10. There are delays in the timescales that
are set in the change project.

318

506

11. There are long periods of planning
before the change is delivered.

[9%)
2
o

467

12. Change is expected without being
linked to incentives.

453

13. Communication about the change 1s
limited to only those directly concerned
with the project.

473

14. Good ideas for change are hidden and
used for personal agendas.

437

15. Involvement in the change project
before implementation.

D29

596

16. Change projects create resistance
which has to be overcome.

N=250

Extraction Method: Principal Axis factoring.

Rotation Method: Varimax with Kaiser Normalization

Source: Analysis of field data.
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Part 2, Research question 2: What role and impact does the leader play in the
process of change?

2.2. The politics of change is considered, that is the political
activity of consultation, negotiation, conflict and resistance that occurs at various
levels within and outside an organization during the process of managing
change.

7.4.3 The Conflict and Resistance in ANSP Organizations.

Data from the surveys and interviews of participants in ANSP AEROTHAI
and other ANSPs organizations are consistent with themes designed for this study.
This explains why followers resist change to new technology. The study analyses
resistance by comparing changes in successful and unsuccessful cases and the impact
that the leader plays in the process of change in ANSP organizations. In particular,
participants cited a variety of reasons why followers resist change in their failure to
introduce new technology (the CNS/ATM systems):

|. Lack of awareness and understanding

For unsuccessful changes in ANSP, followers resist change because they
lack awareness as to why the change to new technology is occurring. Most followers
said that they need to understand the requirements for change in the CNS/ATM. They

indicated that the most important thing is to understand why change is happening
and why it is necessary. Participants also identified that they required a

transformational leader’s appreciation of how the change will take place and be

effectively communicated.
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2. Impact on routine jobs
Participants, specifically most of the staff members, resisted changes when

they believed the changes would be troublesome and complex. In the failure
associated with such change, followers believed that there would be a.negative impact
on their workload. Followers were not satisfied and were resistant to changes that
would:

- Increase the quantity of work to greater than before. They believed that
the old system was better than the new one and the new one would have a negative

impact on their workload.

- Increase complications in their job role. Some participants stated that the
idea of change seemed to be a threat to the employee’s security, especially change
involving new expertise and competency.

- Change everything on the job. At the same time, they were afraid to use
the new technology. Participants said it was not safe for the control of aircraft because
nobody could prove the new technology would be a good system. They were

concerned or worried that something bad would happen.

- Establish the new technology without analyzing an appropriate context.
Most of the staff members who had resisted the change were of the opinion that the
new technology could be unreliable. They feared the change, as they thought that the

former procedure might have been safer to use, being as they did not have to rely on

unfamiliar equipment or technology. It is a natural reaction for people to be worried
that they might not be able to cope, or that they might lose the usual benefits that they

have enjoyed in the past.
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3. Lack of support and commitment from managers or leaders.
Participants cited a lack of support from managers or leaders who have

authority. Participants stated that leaders did not support the change when senior

leaders were not involved in the change or were expressing opposition to the new
system, so followers would not support the new system either. Furthermore,
participants cited that when followers lacked trust in their leaders, they (the followers)
would not change anything.

Part 2, Rescarch question 2: What role and impact does the leader
play in the process of change?

2.3. The context of change is considered that has occurred or is
occurring and the external and internal operational environments as well as the
influence of future projections and expectations.

7.4.4 The Context of Change in an ANSP Organization

In navigating the process of change, the impetus for change is the force or
pressure which drives for change. As a result of the empirical interviews, leaders
indicated that the force comes from two sources — internal and external drivers for
change. The drivers for change, the speed of change, the long term plan, and the
delay for change are factors which affect the influence in the processing of change.
Price (2009) indicated that drivers for change often present a complex picture from
which people in organizations have to select their priorities.

The scope within the context of organization change and the drivers for
change that have a considerable impact on both social and personal change must be

considered (Price, 2009). The driver for change (details in Figure 7.3), of the

environment within which ANSP organizations operate can be divided into three levels:
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1. The Far (Macro) Environment
The macro level is named the Far Environment comprising the wider world
in which the organization functions. An organization has little power to control or

influence this level (Price, 2009).

The Far (Macro) Environment:
-Political drivers for change,
-Economic drivers for change,
-Cultural drivers for change,
-Technological drivers for change,
- Environmental drivers for change,
- Legal drivers for change.

The near (Meso) Environment:
-Regulatory authority
-Airspace users and aircraft design.

The Internal (Mirero) Environment:
Alrspace capacity

Figure 7.3: The Driver for Change Levels.

Source: Analysis of literature review and field study.

The strategy, system design and processes are mostly determined by ICAQ.
This study explored the Far Environment that could be described for ANSP
organizations as follows:

I.1 Political Drivers for Change

The politics of the Air Traffic Management (ATM) environment are driven
by safety and increasingly by commercial or personal outcome expectations. A
number of States and the International Civil Aviation Organization (ICAQO) embarked

on ATM concepts which are intended to improve aviation by implementing the
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CNS/ATM technology. ICAO established the air traffic management operation
Concept Panel (AIMOP) to develop the CNS/ATM technology requirements. This
panel seeks to derive benefits for all members of the ATM community (ICAO, 2005).
The operation concept addresses what is needed to increase system capacity and
improve safety levels in the future ATM. ICAO defined the scope of operation that
all members of the ATM community will be required to operate the new systems. It
is crucial that all ANSPs are driven by the need to meet the ATM community’s
expectations to implement the appropriate technology up to and beyond 2025 (ICAO,
2005). AEROTHAI is part of the ATM community that has been delegated for
.providing air traffic control service from a contracting state, namely the Thai
government. It is obligatory for ANSP organizations to manage change in order to

make certain what they do and how to implement ATM systems that do not conflict

with the political requirements.

1.2. Economic Drivers for Change

ANSP organizations arc driven for change by both national and international
economics. ICAO (1995) indicated that the shortcomings of the current systems are
affected by three factors:

a. Limitations of current line-of-sight systems and/or accuracy and reliability
limitations imposed by the variability of propagation characteristics of other systems;

b. The difficulties, duc to a variety of reasons, in implementing the current
CNS systems and operating in a consistent method in most parts of the world; and

¢. The limitations of voice communication, the lack of digital air-ground
data and interchange systems to support automated systems in the air and on the

ground.
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The existing shortcomings of current systems and problems of air traffic

management (ATM) will be changed by implementing the CNS/ATM concept as

shown in Tables 7.14, 7.22 and Appendix 1A. The new technology systems will

change the performance of the systems which measure the safety, productivity,

quality and cost-effectiveness of ANSP services (ICAO, 2007).

These performance

indicators affect the organization’s ability to achieve ANSP objectives. Their purpose is

to increase the capacity of the airspace and reduce the operating cost of the air

transport industry, while at the same time maintaining or increasing safety and

efficiency by providing an efficient air traffic control service.

Table 7.14: Problems, Liffccts and Solutions of Air Traffic Services

Problems

Effects

Solution

Problems (Air Traffic Management)
Demand (D) more than Supply (S):

D= Air traffic is constantly
expanding in every region

S= Voice channel capacity problem,
airspace capacity problem and traffic

delay.

Harder to gan access
to airspace because of
the competition from the
commercial sector.

Current  surveillance
and communication
systems based on voice
radio are not sufficient

for air traffic increase.

To maintain or
increase safety and
efficiency by providing
air traffic control
service with new

technology.

Source: Analysis of field study.
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1.3, Cultural Drivers for change

The corporate culture of Aeronautical Radio of Thailand (AEROTHAI
report, 2008) is explored from a staff perspective by questionnaires, interviews and
focus groups. All levels of staff participated in planning to develop the corporate
culture of AEROTHALI The study found that the word “SMART” is established to
present the corporate culture of AEROTHAL The measures of organization culture from
this perspective are as follows:

- “S” 1s safety; it 1s composed of 3 objectives: safety instinct, safety driven
and safety standards.

- “M™ is Morality; it is composed of 3 objectives: honesty, contributor and
organization first.

- “A” 1s Accountability, it is composed of 3 objectives: self-control,
accountability and sacrifice.

- “R" is Recognition; it is composed of 3 objectives: passion of learning,
innovation and trustworthiness.

- “T" is Teamwork: it is composed of 3 objectives: brotherhood,
collaboration and teamwork.

De Wit and Meyer (2004) argued that the stronger the organizational
culture is, the more efficient it is in terms of performance. This study found that in
this case study, corporate culture is weak. Furthermore, the study of performance
indicators measured from pilots” perspectives also indicated the levels of safety,
quality, efficiency and cost-effectiveness of ANSP (AEROTHAI, 2008). The study
measured from the perspective of domestic and international customers. Both

empirical results follow the same orientation. These results would affect the
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performance of an organization in the future. Therefore, performance of AEROTHAI
would be less efficient in terms of air navigation service. The efficiency of an
organization depends on motivation, inspiration intellectual stimulation and
individualized consideration for managing change by a transformational leader.

AEROTHALI senior Icaders have to create and support a new identity

through the strategic planning process of the organization. The management system
of AEROTHAI is hierarchical. Followers trust and comply with the change leader
who is the head of the AEROTHAI organization. Senior leaders are the key drivers of

achieving the strategic goal whilst supporting corporate culture and changing to new

technology.
Senior leaders expect a commitment to ethical behaviour from every

supplier, partner and collaborator by providing a policies and principles handbook.

The guide for suppliers reinforces the action plan. Moreover, senior leaders act as a
role model of AEROTHAI's SMART leaders.

1.4. Technological Drivers for Change

Technology is a driver for change in the air traffic management system due
to the shortcomings of the current systems, including cost, efficiency, safety,
environmental aspects and national interest. The ATM operational concept is open to
new technology without specifying the details of that technology (ICAO, 1995; 2005).
“Global implementation of a seamless Air Traffic Management (ATM) system,
through the provision of the CNS/ATM facilities and seamless service, shall neither
mfringe nor impose restriction upon States’ sovereignty, authority or responsibility in
the control of air navigation and the promulgation and enforcement of safety

regulations” (ICAO, 2005, p. A-4). New technology is composed of surveillance,
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navigation and communications systems and advanced information management
technology which are used to functionally combine the ground-based and airborne
systems. However, the neced to meet the expectations of the ATM community enabled
by the appropriate technology drove the evolution of the global ATM system.
Furthermore, the systems should be based on global standards and uniform principles
to ensure that they are homogeneous systems.

This system involves advanced technology offering organizations the
potential to do things faster, more accurately, more efficiently and better, but comes
with some costs of transition. People need to be trained to use new systems,
processes and procedures. An organization must consider how new technology can
force change.

1.5. Legal Drivers for Change

The study found that the contracting states adopted the convention on
international civil aviation, signed in Chicago on 7 December 1944, The contracting
statcs are members of the International Civil Aviation Organization (ICAO) that
comply with ICAO standard regulations. “The attention of contracting states is drawn

to the obligation imposcd by Article 38 of the convention by which contracting states

are required to notify the organization of any differences between their national
regulations and practices and International Standards™ (ICAO, 2004, p.vii). These
legal standard regulations are required to identify the different regulations through the
Aeronautical Information Service. Therefore, all states have to abide by the new
standard technology issued by the International Civil Aviation Organization. This is a

pressure for enhancing the new technology.
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1.6. Environmental Drivers for change

The aviation growth rate is continuously increasing. Some environmental
aspects of aviation are closely monitored and environmental measures are introduced.
The implementation of air navigation technology would provide environmental
benefits through the performance based on the navigation concept (ICAQ, 2007b).
This concept states that air navigation users are required to optimize a flight profile on
both (lepax'till'cs and landings that could make flights more efficient in terms of fuel
consumption/combustion. Additionally, requirements for reducing emissions, shorter
routes, noise preferential routes or continuous descent approaches (CDA) are

environmental drivers for change.

The ICAO Environmental Report (2007b) described the technological
changes required to design new aircraft with low emissions/noise.

2. The Near Environment is composed of stakeholder groups who have a
vested interest in the organization, such as suppliers, customers, competitors,
collaborators, partners, ctc. Drivers for change at this level depend on the nature of the

relationship with the organization (Price, 2009). The study from interviews, reports
and meetings found that there arc three stakeholders’ categories.

2.1. The first is the regulatory authority that is responsible for certain

aspects on the whole performance of the aviation of a contracting State. Hence, the

drivers for change depend on a regulatory authority policy and desired performance

through safety standards, pilots, controllers and system certification as well as
environmental regulations. It is not clear from the regulatory authority to what extent
the change should be made. The government budget is also limited for improving or

supporting new technology. Furthermore, in order to improve air navigation services,
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some significant roles will be introduced by using new technology. However, ANSP

has not been delegated by the regulatory authority.

2.2, Second are the airspace users (customers) in operation, who consist of
many types of vehicle characteristics and capabilities. The ATM system will
accommodate the limited ability of some vehicles to dynamically change trajectory.
The risk of collision should be at an acceptable level (ICAO, 2007c).

2.3. Third, aircraft design, including avionics and operational
characteristics by suppliers, has an effect on driving for change. Additionally, the
next driver of change has the potential for driving all kinds of organizations in terms
of fuel and material consumption. Therefore, suppliers are driven to produce new
technology products and services which affect emission effectiveness. Enormous risk
is involved; there are many causes affecting future technology and aircraft (ICAO,
2009).

3. The Internal Environment

The internal cnvironment is composed of the connection between
employees, managers, the organization’s structure and the processes as well as the
systems (Price. 2009). ANSP organization is driven in the following way:

3.1 Airspace Capacity is a Driver for Change

Mogford et al. (1993) and EUROCONTROL (2000) indicate that airspace
capacity is a driver which affects employees (controllers) who control air traffic

workload. The main factor influencing the controller’s workload is the environment
in the airspace. The functional workload consists of the structure of airspace, sectors,

route structure, danger areas, restricted areas, prohibited areas, instrument flight

procedures and the number of aircraft. In addition, there are other factors which affect
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types of traffic mixture, the systems’ quality of navigation, communication and
surveillance, including the controllers who use their cognitive strategies to provide for
their traffic. The status of workload is primary for implementing new technology to
sort out problems by increasing or maintaining safety, efficiency, quality and cost-
effectiveness.

Part 3, Research question 3: Which transformational leadership
aspects are expressed in practice?

7.4.5 Transformational Leaders’ Aspects and Impact are expressed in
practice.

Transformational Leaders (TE) are senior leaders in this study. They are
most 1mportant for dealing with sponsors with regard to the budget and leading the
organization throughout the project success shown in Tables 7.8-7.13 and Figures 7.2.and
7.4. The results of the data are identified by this researcher in Figure 7.4: Participants
identified 5 imperative aspects/roles for leaders that are required for success:

I. Eingage forcefully and visibly throughout the projects.
2. Access and understand how to manage resistance.
3. Communicate directly with staff members and project leaders.
4. Integrate motivation and influence by the transformational
leaders to manage in process of change.
5. Involve sponsors for budget.
The key concepts are a construction that can be described as “ideas” which

are composed of’
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[ntegrating motivation

and influence

Sponsoring involvement Directly Involving
communication

Engaging strongly

Accessing and understand =
£ ' and visibly

Figure 7.4: Transformational Leader’s Aspects for success

Source: Analysis of field data.

Transformational Leaders (TE) who were participants described the most
crucial activity for navigating lcaders in the process of change. The data was also

separated into 4 main phases which were identified in the process of change. These

are Recognition and Identification Phase, Preparation and Planning Phase, Action and
Implementation Phase and Stabilization Phase. These processes are the same as change
management activities. The activities and roles were categorized by using a grounded
theory research method according to the main participants who are composed of:
Project Leaders, Transformational Leaders (senior leaders who sponsor the change),
Staff Members or Followers.

The Transformational Leader’s aspects, roles and activities in terms of the

process of change are identified as shown in Figure 7. 5. The Figure illustrates the roles
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and impacts that the transformational leader plays in cach phase of the change
process.

Figure 7.5 presents Transformational Senior Leaders’ aspects, roles and
activities in practice, answering research questions 2 and 3. The Transformational
Leaders’ role and aspects are expressed in each practical phase of the change process,

as shown in Tables 7.15-7.18. All the activities described in Figure 7.5 for various

phases required the implementation of the change process to be in a sequence.

With project
Leaders

With Senior
Leaders

With
Followers

The
Recognition and
Identification Phase

Acquire Project
Leaders

Create CM
and
(TL) Support

Create Awareness
and Persuasion

=

Process of Change Phases

The Preparation
and Planning
Phase

Develop Change
Management and
Transformational
Leadership plans

Develop
Sponsorship

Engage and Share
Vision and
Understand

corporate
culture.

The Action and
Implementation Phase

Provide direct
support by
motivating and
influencing.

Manage
Resistance

Train and Educate
Followers by
motivating,
influencing and
coaching them.

The Stabilization
Phase

Sustain the change
process
by assessment and

evaluation

Monitor
progress and
Manage

resistance

Strengthening and
Rewarding

Change Management and Transformational Leadership Activities

Figure 7.5: Presents Transformational Senior Leaders’ Aspects, Roles and Activities

Source: Analysis of field data.

CM = Change management, TL = Transformational Leadership
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Table 7.15: Transformational Senior Leaders’ Aspects, Roles and Activities in

Recognition and Identification Phase

The Recognition and Identification Phase

Change Phase Project leaders Senior Leaders Followers
Recognition and Acquire Project Create CM Create
—
Identification Phase Leaders and TL Awareness
! With the project With
With Leaders
Leaders Followers
. . Create CM and
Acquire Project Create
(TL) support
Leaders Awareness

Select a suitable team;
chosen by functions and
selection of team members

and the best leader who

has expertise in CM and
TL including new
technology of CNS/ATM.
Provide knowledge for
the team in CM and TL
including new technology
of CNS/ATM,

Clear the projects’ goals
the

and indicate

projects’ orientation.

2

Create network and

support change.

Create a committee of
key leaders who accept
the change with the right
positions (access). They must
have competency to manage
and understand the change
including a good vision
for new technology,
inspirational motivation and

inspirational influence.

1.Deploy the need
and reasons for
change and
explain context

of change.
2.Listen to the
feedback

share vision with

and

followers about

change.
3.Communicate

frequently  with

followers

face-to-face.

Source: Analysis of field study.
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Table 7.16: Transformational Senior Leaders’ Aspects, Role and Activities in Preparation

and Planning Phase

Change Phase Project Leaders Senior Leaders Followers

Preparation and | Develop Change Develop Engage
= + +

Planning Phase —/ plan Sponsorship Followers

With the prtﬁcct

Leaders

With senior

Leaders

With followers

Develop Change plan

Develop sponsorship

Engage followers

I. Develop Change
Management
Transformational
Leadership plans
and analyze lessons
learned and provide
feedback.

2. Protect Resistance

and Risk

management plan.

The Preparation and Planning Phase

3. Develop strategic

plan for change.

1. Conduct committee
meetings to
resolve the
problem issue.

2. Communicate
project progress
to all levels.

3. Address and
approach the
resistant area.

4. Build support

and sponsorship

among senior

leaders.

1. Create corporate culture

and take this Into
account,

2. Enable followers to
participate and be
involved.

3. Train followers.

4. Admire and recognize
the

good work and

create a good opinion
staff

of work that

members have done.

Source: Analysis of field study:.
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Table 7.17 Transformational Senior Leaders’ Aspects, Roles and Activities in

Action Implementation Phase

Change Phase Project Leaders Leaders Followers
The Action _,\ Provide Manage Train and
= T +
Implementation Phase Direct Support Resistance Educate

With Project

Leaders

With Leaders

With Followers

Provide Direct Support by

motivate and influence of TE.

Coach and Support

Train Followers

I. Provide direct support by

motivating and influencing

transformational leader
style.

2. Participate with the team

by attending meeting for

resolve problems.

The Action Implementation Phase

3. Create enthusiasm and

help the team overcome

barriers to change.

1. Provide progress
updates of change
and resolve issues.

2. Continue to meet
and communicate
expectations at all
levels.

3. Manage resistance

from Project leaders.

. Train and

educate
followers at

higher level by
motivation,

influencing and

coaching.

2. Increase personal

communication.

Source: Analysis of field study.




Table 7.18:

Stabilization Phase

207

Transformational Senior Leaders” Aspects, Roles and Activities in

Change Phase Projective leaders Leaders Followers
The Stabilization \ Sustain Monitor Strengthen
= + +
Phase v Change Progress and Reward
Change With Project

Phase

Leaders

With Leaders

With Followers

Sustain Change
by
assessment and

Evaluation

Monitor Progress
and manage

resistance

Strengthen

and Reward

The Stabilization Phase

2,

1. Sustain the change

process by
asscssment and
evaluation.

Maintain impetus

for implementing.

1. Stay mvolved and
visible throughout

the whole project.

1. Share vision for

improvement.

(g

Share successes
and celebrate

successful

change to new

technology.

Source: Analysis of field study.
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Part 4, Research question 4: Which transformational components are

perceived as the most relevant for leaders and followers in the process of
influencing changes in an organization and, ultimately, changing the identity of
the organization?

7.4.6 Transformational components as perceived for participants (leaders
and followers)

From focus groups and interviews, the followers and leaders’ typical answer
to the question “What are the required qualities for a person as a change leader
according to you?” was:

Firstly, I think the influence on me for change related to new technology,
communication is very important [sic.]. Secondly, the visionary view in future has
been important for leadership. Leaders should have a good plan for managing
change. They can transcribe their plan into real action. Finally, the plan can be put
into practice.

Our organization needs leaders who should act as a role model for
followers.

The first implication is that leaders must have moral ethics, followed by a
vision. The vision must go along with an ethical conduct, then, it should have a good
direction for managing change. The outcome would be a positive result. The
communications are the best tools for coping change.

I think people of all countries focus on leaders must not be corrupt [sic.].
The leaders’ roles must have the new creative ideas to cope with the problems. The

new technology is one tool to develop our country.
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I think the leaders should not be involved in corruptions in order to buy a
new technology to replace the old one.

Leaders influence me when they can provide me with a challenge to work
with enthusiasm. If they comment or complain, thev should give me constructive
criticisms.

From the literature review and focus groups, it was found that the for roles and
impacts of leadership within the process of change, transformational leaders have the
potential to influence the organization in both positive and negative ways (Morgan,
1997). Employees need to recognize and feel the reason for change (Kotter, 1996).
Therefore, the followers’ perspectives about how they feel and what affects them
would indicate a good oricntation about change projects in the organization,

This study shown that regardless of the drivers for change, followers within

an organization are not ready for change without simulation, communication, explanation,

motivation and influence given by transformational leaders. The leaders’ role requires
defining the nceds and the reasons for change. The followers indicated that the
requirements are related to changes to the new systems. The participants numbered 250
persons. These results were obtained with a ranking test and interviews by focus
groups in the field of study and in interviews with 22 leaders. The results are shown in
Tables 7.15-7.18 and Figure 7.5.

Table 7.19 presents the results of requirements for change and

transformational components which are perceived as the most relevant for leaders and

followers in the process of influencing change. The most important component for
transformational leadership is inspirational motivation. The four components of

transformational leadership were described in the Conceptual Framework, as shown
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in Chapter 4. The notion of ‘follower’ is important (Avolio and Bass,2002); (Bass,

Steidlmeir, 1999).

Table 7.19: Summary of Requirements for Change Related to Transformational

Component
Ranking Analysis of
] ' ) ' Leaders’ Roles
Frequency Perspective of | Requirement of

requirements of

leaders’ roles

(Components of

1 o Transformational
Frequency| Percent followers which influence .
o Leadership)
participants
1. Most important I. Appreciation | Requires excellent | . Make followers
of how the | communication. involved in activities
111 44%
- change  will and communicate
Participants
take place and with clear expectations,
be effectively goals and objectives.
commuunicated. 2. Act as simulus to make
people understand
their expectations.
(Inspirational Motivation)
2. Very important | 2. Understanding | Requires very good | Converse enthusiastically
persons why change | reasons and needs | about the needs for
74 29.6 1s happening | to recognize the | change.

Participants | %

and why it is

necessary.

change.

(Inspirational Motivation)
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Table 7.19: Summary of Requirements for Change Related to Transformational

Component (continued).

Ranking Analysis of
Frequency Requirement Components of
Description of leaders’ Transformational
of perspectives roles which Leadership and leaders’ role
Frequency | Percent ) o
influence (Theoretical frame work)
participants

3. Important

create a supportive

environment,

65 264% | 3.1 Be aware of | Requires good | I. Explain the importance of
who is  finally | project leaders | questioning.
responsible for the | to assist. 2. Encourage followers to
project, being able to ask questions about the
take ownership and organization and the change.
influence details of 3. Make followers
the change. understand their

250 100% | 3.2 Have assistance environment. (Intellectual

participants from the  project Stimulation)

leaders, project 4. Help followers to improve
infrastructure, their ability and to be aware
training specialists to of individual competence.

(Individualized

Consideration)

Source: Analysis of field study.

While an attempt has been made to describe the problem and its

importance, transformational lcadership is studied by considering the role of

leadership in the process of change. One of the results in this research is that the

aspects of transformational leadership which are perceived as the most relevant are
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inspirational motivation, inspirational influence, intellectual stimulation and

individualised consideration respectively, These components have influence on
leaders and followers in Air Navigation Service Providers, as shown in Figure 7.6.

Managing the Process of Change

resexcellent '\
ommunication.

. Understandingwhy change s happeningand whyitis Gonverse enthusiasticaly about the ne nesdsfor change

necessary. (Inspirational Motvation)

inthe importance of qu@s,g; i
ncouragefailowurs toask quel
the cha

Figure 7.6 Components of Transformational Leadership and Leaders’ Role

Source: Analysis of field study

The results of this study are that many successful change leaders revealed

actions which are related to transformational leadership. (See details in Tables 7.18
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and 7.19). It shows that lcaders and followers evaluate differently the components of

transformational leadership and their elements. The research also shows that
transformational leadership is an actual issue, as it has very positive effects both from
~a personal and an economic viewpoint. If leaders want to improve their leadership
style, they have to be aware of the fact that their present way of influencing their
followers is not necessarily the same compared to what followers pefceive as
optimal. Thus, leaders should first invest time in getting to know the characters and

the individual preferences of their followers.

7.4.7 Communication of leaders” roles which influence participants

From the analysis of leaders’ roles which influence participants shown in
Section 7.4.6, the one important key for navigating change which influences followers
is communication. The followers indicated that they required excellent communication
from leaders to explain to them why and how the new technology is needed for the
change. Furthermore, they indicated that ideas were openly communicated and
encouraged with the implementation. Therefore, the checklist for ensuring

communication efforts arc governed by best practice of leaders’ roles for navigation

of change should be identificd. This is shown in Table 7.20.
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Table 7.20: Checklist for ensuring communication efforts are governed by best

Practice in Change Management

Check

Activities in Practice

Impacted groups have been segmented - specific, unique audiences

of communication are identified

The "why" for this change has been thoroughly developed including

the risk of not changing

The spokesperson for these messages is a "preferred sender” from

the perspective of that particular audience

The messages have been customized or adapted for each segmented

group and are designed to meet their specific needs

Communication is face-to-face whenever possible and always

include two-way communications

Employees are given the chance to provide feedback in a safe, non-

threatening environment throughout the change

Employees hear from both "the person they view as in charge" as

well as their immediate supervisor (and key messages are consistent

from both individuals)

Key messages about the change are repeated 5 - 7 times

Source: The study adopted the tool from http://www.change-management.com/tutorial-

communication-with-without.htm

7.4.8 Readiness in an Organization before Actually Changing
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The study found that one of the important tools in managing change should

be assessing the readiness in an organization before actually changing. Rothwell

(2010) identified a tool for checking on how ready an organization is for change. This

study used Rothwell’s tool is an instrument to assess the Air Navigation Service

Providers organization’s readiness. As a result, this study recommends certain issues

be analyzed from more locations before designing the change plan. These issues are

shown in Table 7.21.

Table 7.21: The activity on assessing readiness for change in ANSP

, Notes
Rating
About
How supportive is cach of the
What to
following for the specific
Not Somewhat Somewhat Very Work On
change that has been . : ;
at all | Unsupportive | Supportive | Supportive | to Increase
proposed?
I 2 3 4 Readiness
for Change
Pressure exists from the
) | 2 3 4 g
external environment
The mission and strategy
2 of the organization align
_ ) 1 2 3 4 2
with the desired change
The leaders of the
organization agree that
3 ) . | 2 3 4 3
the desired change in
necessary
The organization’s
- corporate culture will l 2 3 4 2

likely support the change
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Table 7.21: The activity on assessing readiness for change in ANSP (Continued)

fatt Notes
H tive is each of tl e About
oW supportiv : '
p-| rtive is eac 0 1 What to
following for the specific : b v Work On
change that has been Not Somewhat Somew ‘at ery.
: v at all | Unsupportive | Supportive | Supportive | to Increase
proposed? ;
1 2 3 4 Readiness
for Change
The organization’s
structure, as depicted on
5 the erganization chart. 1 2 3 4 2
will most likely
encourage the change.
The organization’
6 policies and procedures | 2 3 4 2
will support the change
The organization’s
7 existing technology is | 5 3 4 3
robust enough to support
the change
Workers in all groups in
the organization will
8 likely support the change 1 2 3 4 3
feeling which is
necessary.
Manager will encourage
9 . = 1 2 3 4 2
people to change
P av skills
10 eople have the skills | 5 3 4 )
they need to change
I People will change | 2 3 4 2
People will be motivated
to be rewarded for
12 . . ! 2 3 4 2
performing in line with
the desired change
Add up all the ratings and insert the total core in the box 28

Source: Developed for this study (used Rothwell’s tool)

37  The organization is very supportive of the change and is ready for it.

25  The organization is only somewhat supportive of the change.

Scoring
48 —
26 —
24-13
12-0

The organization is somewhat unsupportive of the change.

The organization is not at all supportive of the change.
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The finding score of 28 indicates that the organization is somewhat
unsupportive of the change. The organization’s policies and procedures should
increase readiness for change to support the change; in particular, the mission and
strategy of the communication developed by senior leaders should be aligned with the
desired change. The terms message and verbalization that support change should be
positive concepts. The implications for future research are that an empirical study

related to the communication process lacks support. Therefore, managing the process

of communication should be studied in future research as one of the main factions

linked to the process of change.
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In summary, the scenario of navigating process is perceived as a significant one by
the concerned actors, and illustrates causal the layered analysis model (1993) in air
navigation at the present and in the future. The causal layered analysis method is
related to the perspective of individuals® view, organizations’ view (ANSPs), the
state, regions’ and worldview, as shown in the summary of causal layered analysis of

navigating leaders for a transformational leadership in the process of change (Table

1.22).

7.5 Discussion

7.5.1 Understanding Change

According to De Wit and Meyer (2003), the process of control can be
cither made at the top or at the bottom. Furthermore, Kotter (2002) claimed that it
was not possible that just a few people on the top can be the change agents. The
people at every level and in every department can support the change leadership.
Many techniques can be used to change the structure by leaders (Robbins and DeCenso,
2005): the first is downsizing; the second is delaying; the third technique is divesting.
In *Consensus, the hidden code of Swedish leadership’, Alexander (2008), stated that
the Swedish leadership style is getting everyone to agree at all levels of decision
making. This includes emphasis on team-work, coaching, and a non-confrontational
style of communication. All these could be described as a Swedish model on
management styles.

From the understanding of change, the data shows that the change process

succeeds or fails in implementing change depending highly on the people

themselves. After a change has occurred, the process of control can be referred to
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cither the top or bottom to drive the organization. The study found that the best
conditions for a change process should be for staff at all levels to desire change. The
study agrees with LAMSA (2008) and Alexander (2008) who identified the Swedish
leadership style of getting everyone to agree at all levels of decision-making. This
study provides a new model focusing on all participants (project leaders,
transformational leaders—senior leaders and staff or followers) attitudes, expectations,
perceptions, intentions, desires and behaviours while implementing changes. The
change process model of this research is derived from data collection which focuses
on the perspective, shared-vision and feedback from participants at all levels.

7.5.2. Continuous Change over Discontinuous Change

The study 1s derived trom empirical data and a literature review which is
different with the other context of research by De Wit and Meyer (2003), and Hiatt
and Creasey (2003). This study found empirical data differs from the literature
review. De Wit and Meyer (2003) qualify these two elements “the dichotomy between
discontinuous renewal perspective and the continuous renewal perspective” (p.182). The
characteristics of the discontinuous renewal perspective are revolution over evolution,
disruptive innovation, creative destruction, radical pace of change, sudden break of
the status quo, a stable and unstable alternation of states and a punctuated
equilibrium.

A continuous change, the continuous renewal approach, would be more

suitable in some cases than violent upheaval. The principal features of this approach

are evolution over revolution, uninterrupted improvement, organic adaptation, moderate
and unromantic change, gradual and steady pace of change, continuous adjustment,

and a persistent transient state and gradual development (De Wit and Meyer, 2004).
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Dramatic change is frequently driven by a crisis or significant opportunity facing the
organization. This change leads to dramatic performance improvements in business
processes which are no longer applicable to the current business condition. This
dramatic change is not required in the long term period. The change is not often an
improvement today, but rather a replacement with brand new ideas such as
_reengineering, regulatory changes, merging and acquisitions (Hiatt and Creasey,
2003).

ICAO also indicates that changes in communication, navigation and
surveillance systems to the new technology are dramatic and radical. This kind of
change would entail an evolutionary rather than revolutionary approach (ICAO,
2009). This study would suggest an evolutionary rather than revolutionary approach
for managing the process of change related to the introduction of a performance
enhancing new technology as shown in Table 7.23. The reasons are composed as
follows:

[. This study concerns managing the process of change, particularly in the
context of enhancing new technology. Implementing new technology is a disruptive
innovation and is thercfore unstable. The standard principles and regulations will be
updated depending on the environment and the period of time. A performance
enhancing new technology of change in this environment is dramatic and requires a

long term period of adjustment for participants.

2. New technology is required for communication, navigation and
surveillance systems for air navigation services. The changes are significant and the

systems are required to be simulated and tested in real situations before

implementation. The change is not incremental because the objectives of each
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increment of the change are small. From the evidence, this change can be identified as
dramatic and radical. The objectives for changing are performance improvement of
procedures, services, and systems for air navigation. The change is an interrupted
improvement. This is driven by a crisis facing the air navigation service.

3. The move towards new systems, change management and leading
change by transformational leaders are critical success factors. This study suggests
that the change process would be essential for a long term period which is gradual or
more incremental. The gradual change is appropriate because the CNS/ATM systems
employ digital technologies, including satellite systems, together with various
complex levels of automation (ICAO, 2005). The old or current systems are
conventional, which is different from that of the CNS/ATM systems. ICAO (2007a)
indicates that a number of states and all ICAO regions started implementing the
program of the CNS/ATM technologies to improve air navigation services. They
found that the technology was not an end in itself. This is because employees need

more time to recognize, prepare the change management plan, implement and support
the change. The new systems came with the required standard solutions. Therefore,

this kind of change would be evolutionary rather than revolutionary, metaphorically

speaking.
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Table 7.23: Comparison of Substance of Change: Scale or Degree and Size of

Change

Incremental change

Radical change

Gradual change

Change 1.Incremental 2. Radical 3. Gradual
Activities change change change
Objectives | Small and deliberate Immediate and dramatic | Dramatic
improvements improvement improvement
performance in business | performance in
process. Service process.
The type | « Not driven by * Driven by acrisis or | * Driven by a crisis
of financial significant or significant
or immediate opportunity opportunity
Change demand for facing the business. facing the
improvement, % Replaglilhnt with business.
+ Focus on improving *  LEstablish new
key business areas. " complex systems
* Specific operations technology. *  Operation areas
Time Long period of time Long period of time Long period of time

Hiatt and Creasey
(2003)

Hiatt and Creasey
(2003)

With gradual or
incremental

change

Conclusion: [t should be evolutionary rather than revolutionary

Source: Source: Analysis of field study.
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7.5.3 Access and Understand How to Manage Resistance

7.5.3.1 Access and Understand Resistance

Coch and French (1949) assert that in order to implement change
In_ organizations without active resistance, the employees themselves have to be
included in that process. Without implicating the people into issues which concern
their work directly, the companies risk ruining the potential of a change or even
amplifying a problem. The fear of the unknown, the fear to lose something precious
and the feeling that the change is not profitable for the organization are the three main
reasons which motivate peoples’ psychological resistance to change (Robbins and De
Cenzo, 2005). Besides, many resist change because of the uncertainty and ambiguity
which accompany any shift from the old way of doing business.

Overall, this study found some reasons for resistance to change.
Due to the fact that a change process always involves people, this study has to
consider psychological resistance towards change as well as attitudes towards
change. The fear of the unknown and instability are common and natural human
feelings that a leader has to deal with. Resistance can be, morcover, .caused by
political moves within the company. The parts within the company which will lose
more than they will gain (privileges, authority, money, etc.) can cause problems as

well.  Furthermore, the corporate culture of a company will play an important role
when implementing change; the stronger the organizational culture, the more difficult
| it is to change, as shown in Figure 2.7 and section 7.4.4, item 1.3. De Wit and Meyer,
(2004) state that it can be more difficult to implement change if the new way of doing
s0 goes against the existing corporate culture. They argued that the stronger the

organizational culture is, the more efficient the performance is. Nevertheless, the
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problem is that a stronger organizational culture makes it more difficult and rigid to
change. Lewin (1951) notes that increased worker knowledge, empathy and
involvement are all methods that reduce resistance to change. These methods also
allow the change effort to overcome that resistance. A leader must consider these
critical aspects in order to implement a long-lasting effective change.

7.5.3.2 Managing Resistance

This study analyses resistance by comparing change in successful
and unsuccessful cases and the impact that the leaders have in taking part in the
process of change in ANSP organizations (Details in section 7.4.3.). Specifically, the
study found that most people see four important reasons why followers resist change in
ANSP organizations these are: 1. lack of awareness and understanding; 2. impact on
routine job; 3. lack of support and commitment from managers or leaders; and 4. a
number of followers do not trust the systems. Moreover, the study found that

participants are not likely to trust the new system, and also they would like to buy a
new model without investigating the previous one that they established/installed.
They also comment that the system is out of date and cannot be used in the future.
Rothaug (2003) also states that older controllers have a higher reluctance to use
computers which are a new automation of the CNS/ATM because they do not trust the
system until they gain more experience. Their negative attitude then becomes more
positive.

Similarly, the data from Prosci’s (2008) report indicates that

employees are fearful of any change that would affect their employment. From

interviews, in the majority of ANSPs, employees are not sensitive about this problem
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because most of those (employees) in government organizations are in permanent
positions. Those in ANSP (AEROTHALI) also have stable jobs.

From the interviews, the number of qualified air traffic
controllers and staff related to the field with experience in CNS/ATM is still less than
the required level. The International Civil Aviation Organization (ICAQO) has
introduced a new Air Traffic Flow Management Section in place of the previous
position of air traffic controllers. Therefore, the total number of employees will not
be reduced. However, some participants are resistant to change because they have not
received an opportunity to participate early in the change process. .Lack of
engagement and involvement in the readiness plan at all levels of participants results
in participants resisting change because they are not associated with those activities.
Moreover, the participants state that the senior leaders or project leaders can help to
mitigate resistance by focusing on a strong case and demonstrating their commitment.

Managing change 1s how to manage resistance: “Which type of

conflict and barriers arise and consequently, which kind of implementation

management is appropriate depends on the kind of change and applied change
strategy” (De Wit and Meyer 2004, p.207). This study identifies that safety, aircraft

equipment, the existing navigation system and complexity - as well as a range of
actors - are barriers against change. These barriers need to be managed to overcome
resistance during implementation. Kruger (1996) points out that change management in
a particular case may be beneficial by combining evolution and revolution in a counter
current process (Figure 2.8). He divides the personnel barriers (the core problem) into
three categories: company-wide barriers; management barriers; and employee

barriers. Company-wide barriers are located in the company members’ mind-set and
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behavioural patterns form the centre of corporate culture. Managing barriers are

related to the people’s fear of losing their positions. The barriers have to be taken into
account during change management. Employee barriers can be explained by
individual insecurity and fear of negative results. Participation in change is considered
as part of the solution. In addition, the transformational leaders require having the
ethical dimension leading to positive outcomes.

The results of the study are identified in the process of change
model and action rescarch model (Transformational senior leader’s aspects and
activities) in Figures 7.2 and 7.5. The empirical data of this study meets the
requirement of the personnel barriers as core problems, which are divided into three
categories as defined by Kruger (1996).

What the leaders need is how to manage resistance. The first step
in the process of change model and action research model (Transformational senior

leader’s aspects and activities) is shown in Figures 7.4 and 7.5. This step is to
recognize organizational problems. Change does not occur without senior leaders or
senior managers in the organization who recognize that change is essential. Change
has to be - identified, and lcaders or managers need support from a sponsor
(Management board). Leadership and sponsorship are the responsibility of senior
leaders in an organization who authorize, fund and charter the top-down management
changes that end up as initiatives. Top-down management will be used and separated in

the change management activities model. Recognition and identification data need to
be collected from the past and present in order to define possible problems and

situations in the future.
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The next step is that senior leaders have to establish an

environment to prepare team work and transformational leaders from top-down
management in order (o create awareness and persuasion. From the feedback, the
followers” perspective shows that they fear loss of position, and are afraid of negative

results. Participation is considered as a solution. For example, ANSPs have interacted

by co-determination exccuted through a workers’ board. Meetings take place between
the head of organization and followers where followers can express opinions about
the proposed change. Senior leaders listen to the feedback and share the vision with
followers about change for developing the change processes. Some of the feedback
might imply that the change is successful. In organizations such as AEROTHAI
where lower and middle management have some power of decision making,
management barriers have significance for reducing resistance, Impacts from bottom-
up have influence in the change process.

7.5.3.3 Importance of Communication Concept

When studying the field of leading change, the presence of a
constant occurrence of concepts or theories can be seen. These include the ability to
listen carefully, to transmit clear messages and to read and write clearly. In order to
lead a process of change, a leader must be talented in sending messages and
interpreting the received ones. As Kanter (1999) asserts, a change leader must try to
get as much information by listening carefully inside and outside the organization.
He/she must also be able to sell the dream and the vision to the followers.
Communicating the vision about the future state of the company is a recommendation

nearly every author in the field of leading change gives to change leaders. The

question here is whether change leaders create a future state and whether this can be
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accomplished in practice. Kotter (2002) claims that it is advantageous to make the
future dream or the problem of the company visible in order to get the employees’
attention to take action. Possible tools to make it visible are presentations, pictures,
stories, events, performances and so forth.

In “Communicating a Compelling Aspiration” it is argued that to
convince the followers of the change, the leader can use a number of tools (Kanter,
1999 P.185). Nadler et al. (1995) additionally state that the leader should be able to
create and communicate a vision. Communication is an important point in helping
people to understand the problem or the cause that lies behind change. Buchanan and
Boddy (1992) identified that change agents must have communication skills for the
change process. Communication goes along with information sharing and distribution,
involvement of all employees and the ability to listen to people. It can include every
appropriate communication tool according to the situation, Beer and Nohria (2002)
suggest challenging complacency approaches for accomplishing change
management.  For instance, an organization's competitive situation gencrates
discussion with employees about current and future problems, communicating and
participating with employecs in order to create opportunities for employees to inform of
their dissatisfaction and problems, and creating dialogue on the data with employers to
aim for a joint understanding of company problems. Lastly, setting high standards and
expecting people to meet them are important.

Similarly, from the empirical results of the analysis of responses
from the participants, it was found that communication about the implementation plan
was not given in advance and was not relevant. Although actors have identified that

communication related to change is not limited to only those concerned with the
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project, they still require the rcasons for change. The participants’ desire is to
appreciate how the change will take place with more effective communication.
Moreover, they need to understand why change is happening and necessary. This
study has identified the kcy points relating to the leaders’ roles following the change
phases with a series of steps in which there is not interaction with participants. This is
insufficient to drive the successful change in an organization. The right approach of
transformational leadership should communicate the specific situation directly to
participants. This activity of dircct communication has to be used rather than simply
using information technology (IT) or commanding by letter.

7.5.4. Managing the Process of Change

Regardless of the fact that the need for change is often unanticipated, it
tends to be reactive, discontinuously interrupted and resistant, while the success of
managing the change process is accepted as a requirement in order to develop
organizations. According to the Harvard Business Review, 70 percent of change
undertakings arc unsuccessful and initiatives fail (Beer and Nohria, 2002), Bumns
(2003) suggested that efforts fail because of a fundamental lack of a valid framework of
how to implement and manage organization change. Furthermore, practitioners have

a wide range of conflicting and confusing theories and approaches. It is necessary to

document and clarify the results of change management initiatives, examine their cost
effectiveness, and acknowledge the difficulties, costs, and complexity of managing
organization-wide change (MacDonald 1998; Kotter, 1998; Abrahamson, 2000).

Most processes of change in use for air navigation service providers and
other models are in the form of a process or set of steps for change management. The

International Civil Aviation Organization (2009) indicates that experts have created a
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standard process based on their consultancy models. Most models, processes or
activity lists developed by trial and error are based on the experiences of experts in
the field of change management (Hiatt and Creasey, 2003). This research has
contributed to the theory of change management and transformational leadership by
addressing these weaknesses.

Change management and transformational leadership are related as the
process identified in this research model. This section of the research compares some

similarities, differences, nuances or refinements of each change theory to the existing

concepts in this research, as shown in the main models of Figures 7.1 and 7.6. The results
of this research are compared with the previous change models and leadership
models. This discussion 1s shown in sections 7.5.5 and 7.5.6.

7.5.5 Comparison of Change Process Model

Comparison and discussion of the Change Process Model is between the
theoretical framework and the implications of the empirical data of this study. The
change process and activities model for transformational leadership of this study
which 1s applicable is so because:

I. It makes sense;

2. It shows the steps;

[t drives action:

(']

4. It prevents resistance;
5. It motivates and inspires from one person’s to the groups’ interests to
access and understand change.

This thesis developed the new change process model based on Lewin’s

Three-Step-Model (1947 and 1951), which is deployed as a fundamental concept of
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the ANSPs change process model which forms the heart of this thesis. This process
also uses Lewin’s model (1951) is the foundation, and applies Schein’s Change
Process Model (Burke, 2002) to identify the need and readiness for managing change
suggested in this study. as shown in Table 7.21. The activity on assessing readiness
for change in an organization has to be analyzed before planning change. The study
found that Edgar Schein’s Change Process Model (Burke, 2002) and Lewin’s and
Schein’s approaches are helpful for planning and managing a change effort. This
simple linear sequential planning can be useful: if A is done, B is likely to follow.
This view helps the study to make sense of complex and messy organizational
behaviour.

Kurt Lewin's Three-Step-Model (1947) was used to identify three distinct
phases of change, placing considerable focus on moving the current state to transition
and future. The study sces the point that Lewins’ model (1947) has a goal and steps of a
plan, which 1s reasonable and extremely relevant, but that the model does not take the
individual factors into account. Thus, Kritsinis (2004-2005) said that Lewins’ Three-Step-
Model (1947) looks good on paper because it is rational, but cannot be implemented. This
study can also confirm that it secms to lack human feelings, experience and effects in
the change process.

This study found that the participants” feelings and effects on the CNS/
ATM project influence their job, as shown in Tables 7.12 and 7.13. While an attempt
has been made to describe the problem and its importance, transformational
leadership is studied by considering the role of leadership in the process of change. As
a result, the participants indicated that the transformational leaders can stimulate and

motivate them by showing strong action and providing access to participants through
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the change process. Participants would like to know the feasibility of the project based
on concepts of new technology with permanent and clear vision for changing. One of
the other results in this research is that the aspect of transformational leadership that is
perceived as the most relevant is inspirational motivation, as shown in Table 7.19 and
Figure7.6.  This component has influence on leaders and followers of the Air
Navigation Service Providers. The study compounds these concepts mentioned above,
including a context of change. The scope within the context of organization change and
the drivers for change that have considerable impact on both social and personal change
must be considered (Price, 2009),

This study uses these concepts by defining the four phases in the process
which identify the new model used. The activities and roles are factors which are
categorized by using the grounded theory research method according to the main
participants who are composed of: project leaders; transformational leaders - senior
leaders who sponsor the change); and staff members or followers. The results identify
and place these participants’ activitics and roles into four phases, as shown in Figures
7.2 and 7.5.

The study is derived from empirical data. The study agrees with
Kotter’s Eight Steps Model (1996) that this kind of change is chaotic, complex and
takes time through a serics of steps. A gradual change is appropriate. The evidence
shows that the concept of this technology started in 1991, when the International Civil
Aviation Organization (ICAQ) Council endorsed future air navigation system concepts
which came to be known as the ’communication, navigation and surveillance/air
traffic management systems’ (CNS/ATM). These systems, employing digital

technologies, including satellite systems together with various complex levels of
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automation, are applied in support of a seamless global air traffic management system
(ICAO, 2005). The International Civil Aviation Organization (2007¢) indicated that a
number of states and all ICAO regions started on an implementation program of the
CNS/ATM technologies to improve air navigation services. Afterward, it was
recognized that technology was not an end in itself; an integrated and global air
navigation system. based on clearly established operational requirements, was needed.
This shows that creating vision was also needed as part of a plan to implement the

CNS/ATM. The guidance helped by providing a description of how the emerging and

future air navigation system should be operated to introduce the high-level
implementation of the CNS/ATM technology.

Making sense of change and enabling managers as well as leaders should
be e.stablished. Followers would like to see leaders who have positive vision and
produce positive outcomes, especially communicating to make clear their goals and
objectives. Furthermore, followers expect leaders to have the ability and knowledge

to increase employees’ engagement in the process of change, transferring their vision

into action. This study identifies these concepts into the process of change and the

role of transformational lcadership, as shown in Figures 7.2, 7.5 and 7.6.

The study is derived from interviews and a survey, it supports [iatt’s
ADKAR model of change, but additionally underlines a necessary link between the
change process of change management and leadership along with the role of
transformational leadership in the change process. The data identify that participants
need to understand the nature of change, reasons for change, and what will happen if

they do not change. Therefore, the first step that participants seek to understand is an

important factor for managing change: that is, communicate the need for change and
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explain why the change is necessary as well as elucidate the risks in not changing.
According to the Change Management Process (2007) in which 411 companies were
referred to, it was found that the one core reason for resistance to change was lack of
awareness as to why the change was being made. Creating awareness is the first

important factor for managing change. Acceptance of awareness information is

influenced by followers’ views of the recognition phase. After the participants
understand change, the next point is that leaders should identify activities to support
and engage in a change. This study attempts to understand the underlying key factors

which influence followers who desire to change. The data is collected to identify the

substance of change - what the change is and how it will impact followers (Details in
Table 7.12-7.13.).

The environmental context for the change and the politics of change are
identified in section 7.4.4. However, the empirical case of the study described how
leaders desire to participate and support change. From the interviews, it was found that
the participants must rcalise that one of the key factors is to have access to and

understanding of the change to new technology. Participants identified that training and

education on the skills and behaviours for change were needed. Followers need to have
coaching, and the coach needs to understand how to use the new process system and
tools. The transformational leaders need to understand their role to support change in

the action and implementation phase. Moreover, reinforcement to keep the change in

place is imperative to support the change. Celebrating the successful change or
reviewing the critical problems for unsuccessful change would support the change at the

stabilization phase.
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Within the change process models of this study, there are many differences,

or refinements to the existing concepts. Nonetheless, some similarities between the
various authors’ approaches can also be found. The concept of this study supports
some concepts of Anderson’s model.  For this reason, it deploys the change
management concept that is composed of four phases: the recognition and identification
phase, the preparation phase, the action and implementation phase and the stabilization
phase. My concept is to separate the stabilization phase from the implementation.

Kotter (1996) emphasizes the continuity of the implemented change at the end of the

process. The change agents have to make sure that the employees’ behaviour is really

changed and that it will continue to be so later. However, the downstream of

Anderson’s model identifies celebration and integration of the new state to be a sub-step
to support and strengthen the change. Consequently, transformational leaders would
support and strengthen in the change process atter implementing new technology to all
levels of employees.
7.5.6 Implications of Transformational Leadership
7.5.6.1 Comparison and discussion of Change Model between

the theoretical framework of transformational leadership and the implication of the

empirical data.

Strategic leadership is composed of three fields of research:
charismatic theory of leadership, transformational leadership and visionary theories
of leadership (Boal and Hooijberg, 2000). Bass (1985) argues that superior
performance is possible only through transforming followers’ values, attitudes and

motives from a lower to a higher plane of arousal and maturity.
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The reviewed literature and the interview data focus on transformation
leadership theory. A number of senior leaders in ANSPs recommended that persons
who are leaders for changing should understand change management and
transformational leadership. The successful change of ANSPs inevitably happens when
transformational leaders understanding their change process.

7.5.6.2 The Concept of Transformational Leadership

For Kotter (1947), a transformational leader has charisma, shows
a vision and gets awe, trust and respect from others. He has the ability to inspire
people, but he also sets high expectations. Additionally, he draws on symbols and relies
on creative problem solving. In the literature, an optimal change leader is highly
affected by a transformational lcadership style. Furthermore, it is essential that the
leader has a transactional approach (Northhouse, 2004). The study shows on change
affected by a transformational leadership style, but that is not a transactional approach.
In ‘Heart of Change’, Kotter (2002) states that the fundamental challenge for a leader is
to change the people’s behaviour. To accomplish this goal, it is important to change the
people’s feelings.

This study agrees with Kotter (2002) in that the fundamental
challenge for a leader is to change the people’s behaviour and feelings. The data show
that the followers have secn the initiation of the projects with no prior planning. The
direction of the implementation is influenced by resistance. The leaders interviewed
share the same opinion as the followers if the goal of the project is ambiguous and there
is a lack of effective communication. Most of the participants considered excellent

communication as a requisite for implementing change (Details in Table 7.19 and

Figure 7.6).
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The results of the study confirm that for the participants culture,

structure and strategy of ANSPs organizations affect their job roles. This is shown in

Tables 12-13, Figure 7.2 and Figure 7.5. Therefore, participants agree that

transformational leadership style can influence them in changing their actions and
attitude.  Kanter (1999) claimed that the change agents have to make extensive
transformations in the culture, structure and strategy of the companies to build long-
term capabilities for an organization, which requires people to change their actions
and attitudes.

“Transformational leaders motivate others to do more than they
originally intended and often even more than they thought possible. Such leaders set
more challenging expectations and typically achieve higher performances” (Avolio and
Bass, 2002, p. 1). An analysis of Coleman ez al. (1995) summarizes the outcome of 27
different studies related to which leadership style is perceived as better. The results
show that subordinates sce transformational leaders as the best leaders The results
support the above rescarch, showing that the participants would like to have
transformational leaders to manage change in their organizations.

7.5.6.3 The Four Components of Transformational Leadership

This study summarised the four components of transformational
leadership proposed by Bass and Steidlmeier (1999). These are:

Inspirational Influence. this describes leaders who act as mentors
or role-models for followers, requiring vision to set a standard and vision.

Inspirational ~ Motivation: this describes leaders who can
communicate with clear expectations, goals and objectives, inspiring them (followers)

through motivation, and using vision for commitment to change.
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Intellectual  Stimudation: this describes leaders who stimulate

followers to be creative and innovative, question assumptions and seek differing

perspectives when solving problems.

Individualized Consideration: this describes leaders who coach,
listen to others and promote self development.

The results of this study are that many successful change leaders
have revealed actions which are related to transformational leadership. It shows that

leaders and followers evaluate differently the components of transformational

leadership and their elements. The research also shows that transformational
leadership is an actual issue, as it has very positive effects both from a personal and
from an economic viewpoint. [ leaders want to improve their leadership style, they
have to be aware of the fact that their present way of influencing their followers is not
necessarily the same as what their followers perceive as optimal. Thus, leaders should
first invest time in getting to know the characters and the individual preferences of

their followers. One study review found that employees have to be motivated to be

more creative and innovative, which in turn should lead to the creation of new control
mechanisms (Alvesson and Willmott, 2004). A transformational leader is supposed to

create an atmosphere for motivating innovation and creativity. The results from this
research show that inspirational motivation, inspirational influence, intellectual
stimulation and work individualized consideration respectively are perceived as being
leaders’ aspects of transformational leadership (Yenpiem, 2010a and 2010b). These
components have influence on leaders and followers of the Air Navigation Service
Providers. The study compounds the concepts mentioned above, including a context of

change. The scope within the context of organization change and the drivers for change



that have a considerable impact on both social and personal change must be considered
(Price, 2009). Buchanan and Boddy (1992) state that the competencies cannot be seen
separately; therefore, the leaders apply their capabilities according to the context. This

study found that the leaders’ role would be to apply the activities to manage change

according to the context of organization change.

7.5.6.4 Factors in Influencing Transformational Leadership

Several factors of influence should be taken into consideration.
Lord and Emmrich (2001), and Avolio and Bass (1999) all pointed out that leadership

styles differ according to the situation. Hence, in situations of change or crises, other
styles will be important compared to situations of stability. These situations are
environmental risk, hierarchical level, and gender and personality factors. Price (2009)
indicated that drivers for change often present a complex picture from which people in
organizations have to select their priority.

De Wit and Meyer (2004) argued that the stronger the
organizational culture is, the more cfficient the performance is. Nevertheless, the
problem is that a stronger organizational culture makes it more difficult to change.
Lewin (1951) identified that increased worker knowledge, cmpathy and involvement

are all methods that reduce the resistance to change. These methods also allow the

change effort to overcome that resistance. The study discusses the following factors
which could influence transformational leaders:

1. Considering the substance of change, such as the effect of the
introduction of a new technology and/or a new management technique (Details in
Table 7.13). Table 7.13 presents the management of change of the CNS/ATM

affecting air traffic controllers who are at the core of activity for Air Navigation
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Service Providers. The followers suggest that change projects create resistance which
has to be overcome. Good ideas for change are hidden and used for personal agendas
which affect their roles.

Moreover, the study found that many followers do not trust the

systems, believing that the systems are not reliable. In contrast, the results from
leaders do not identify the problems. All transformational leaders have to access and
understand the new technology. They should gain knowledge in order to communicate
and participate with followers. Furthermore, they have to influence the followers to
understand the new systems by convincing and training them. When they understand
the systems and how they work, they would become more positive.

2. The politics of change that is the political activity of

consultation, negotiation, conflict and resistance that occurs at various levels within
and outside an organization during the process of managing change. This study
supports De Wit and Meyer’s (2004) belief that the stronger the organizational
culture is, the more efficient it is, in terms of performance. This study found (through
the empirical results) that corporate culture is weak. Furthermore, the study of
performance indicators measured from the pilots’ perspective also indicated the levels
of safety, quality, efficiency and cost-effectiveness of ANSP (AEROTHAI, 2008). The
study measured from the perspective of domestic and international customers.
Empirical results go along with the same orientation. These results would affect the
performance of an organization in the future. Therefore, performance of AEROTHAI
would be less efficient in terms of air navigation service. The management system of
AEROTHALI is hierarchical. Followers trust and comply with requirements set by the

change leader who is the head of the AEROTHAI organization. Senior leaders are
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the key drivers of strategic goals whilst supporting corporate culture and changing to
new technology.
3. The context of change that is the past and the present external

and internal operation environments as well as the influence. The context of the
study is shown in section 7.4.4. In the empirical interviews, leaders indicated that the

force comes from two sources, internal and external drivers for change. The driver
for change, the speed of change, the long period plan, and the delay for change are

factors which affect the influence in the processing of change. The drivers for change,
the environment within which ANSPs organizations operate can be divided into three

levels, as shown in Figure 7.3.

7.5.7 Difference between Management and Leadership

Table 7.24: Matrix Summary of the Differences between Management and Leadership

in ANSPs

Management Data | Leadership Data
Creating an | Planning/Budgeting Establishing Direction
Agenda e Establish steps VA e (reate a vision W

e SettimeTables Ao e Set strategies Ay

e Allocate resources

W
Developing | Organizing/Staffing Aligning People
a Human e Establish structure W e Communicate the | VV
| . .

Network o Stafl structure with W direction
for people o Build teams and | WV
Achieving | e Establish policies, rules W coalitions
the Agenda and procedures
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Table 7.24 Matrix Summary of the Differences between Management and Leadership

in ANSPs (continued)
Management Data | Leadership Data
Execution Controlling/Problem Motivating and
Solving Inspiring
e Monitor results and plan W e Inspire and energize W
e Identity differences W people to overcome
e Generate solutions VW major barriers
| et s VvV Vx
e Take corrective action * Satisfy unmet needs
Outcomes e Cerlainty VX e Change ofa Vx
e Order Vx dramatic degree
e Consistent key results W Extremely  useful

change W

Code to understand the Matrix

W= significance in theory and for actors’ perspective.

Vx = significance in theory but to some extent for actors.

Source: Analysis of field study.

Table 7.24 presents a summary of the differences between management and
leadership where the theories from the theoretical framework have been compared

with the empirical data. The data is derived from the interviews and surveys with

leaders and followers in ANSPs organizations.
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From the literature, the study found that the terms leader and leadership are
very disparate and that there are many definitions of leadership (Stogdill, 1974).
Management and leadership is a many-sided research with a great diversity of
approaches (Yukl, 1989). Both are important for the change process, because they
have different impacts on different stages (Afsaneh, 2003). The most important point

is that leaders have a great ability to produce change. A leader has a great influence

within the process of change (Kotter, 1990). Consequently, this thesis uses the term
“manager” to describe a formal position in organizations, referring to the term
“management” as being the planning and changing activities required of a manager.
Nicholls (1988) stated that leadership can not only be seen as an inﬂﬁencing process
directed at individuals, but also as a stimulus that drives an organization to achieve
success. Similarly, this study also uses the four components of transformational
leadership as process oriented influences on people (Bass and Steidlmeier, 1999).
These components are inspirational influence, inspirational motivation, intellectual
stimulation and individualized consideration.

In the interview, the actors called for a clear vision of direction of new
technology from the international civil organization’s view. At the same time, the
followers called for clear vision from leaders of various organizations. The actors
desire that leaders have access to their positions in order to understand the new
technology. Most actors desire leaders who are the main driver to understanding the
need for change and can communicate with clear reasons. The actors expect that
teams and coalitions are created by senior leaders for change to the CNS/ ATM so that
they understand the change management and transformational leadership theory.

They should have a great ability to establish the change plan, and control and monitor
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the problem solving. Kotter (1990) identified the imperative of different roles between
leaders and managers. Both positions are important in the process of change. Kotter
(1990) emphasizes that leaders have a great ability to produce change. Afsaneh
(2003) stated that both mangers and leaders are the main driver for change: managers
and leaders therefore influence and motivate the acceptance of change.

7.5.8 Organizational Identity

7.5.8.1 Organizational Identity Roots and Discussions

When organizational identity is discussed, the notion of identity
originally belongs to psychological and sociological domains, where it was
considered before it was used within the organizational area (Hatch and Schultz,
2004).

Schwartz (2004) related his theory about organizational identity
to Freud’s psychoanalytic theory. Based on Freud’s discussion about the ego ideal, he
suggests that for individuals who have no clear identity, the organizational ideal is a
substitution.

7.5.8.2 Different Points of View of Organizational Identity

First, onc circle of authors considers organizational identity as a
phenomenon which is related to the mind of the individual itself. In a different vein,
other authors, such as Tajfel and Turner (1979), and Brewer and Gardner (1996),

perceive organizational identity as a property related to the organization itself.

To conserve a certain degree of stability of the organizational
identity, it is important to maintain the employee’s and consumer’s identification with

the organization (Cheney, Christensen, 2001). Alvesson and Willmott (2004) mention



316

that managing the identity of employees is an important element in implementing new
directions.

Ashforth and Mael (1996) created a connection between an
individual and the organizational level of analysis and point out the complexity of
organizational identity. A collective identity is crucial for the identification process
on the individual level.

From the results of section 7.4.5, this study is to investigate
which transformational leadership components affect organizational identity. For
that, this study focuses on Gioia et al. (2004) whose point-of-view defines ideritity as
an  unstable process. Only from this perspective can the transformational leader
affect the organizational identity. The study indicates that most participants (both
leaders and followers) accept that the transformational leaders influence them.
(Table7.18) The result presents an identity of ANSP organizations indicating that
cmﬁmunication is strongly related to the process of change to reduce resistance in
ANSPs. Comments from several followers argue that leaders who act as mentors or
role-models influence followers based on an ethic of transformational leadership. The
lcaders are required to have positive vision to sct a standard dircction for managing
change. This vision is named the inspirational influence component. The participants
identify that transformational leaders produce positive outcomes which are associated

with ethical conduct.

7.6 Conclusion

The empirical results and data analysis have been presented. The data

collected from the followers and leaders were analyzed and the profile of every
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participant was explained. Data and results analysis were also presented. Examples
of the Grounded Theory in a process of change were analyzed, including mixed-
methods, which were employed to support the confirmation of findings. An

illustration of all results which answered the research questions related to change
processes were identified in the form of descriptions, tables and figures. The change

process model of this study and key factors were discussed and compared with the

literature review in the theoretical framework.



CHAPTER 8

IMPLICATIONS AND CONCLUIONS

8.1 Introduction
Chapter eight summarizes the essential dimensions which have been

extracted from the whole thesis, focusing on the most significant aspects and drawing

adequate conclusions. The results from the analysis in chapter seven are drawn and
finalized. The implications of these results are subsequently presented.

Recommendations are also identified for future research.

8.2 Implications and Conclusions

The major weaknesses identified in the area of the process of change and
transformational leadership in the conceptual framework of this thesis were
summarized in chapter four as follows:

. The process of change needs to have a strong link between the change
management and leadership along with the role of transformational leadership in the
change process.

. The study concentrates on gathering the key concepts of change and
focuses on the fundamental roles of leadership during the process of change
identified.

. The study focuses on the importance of the leader’s role in facilitating

the process of change in cach specific phase of the change process and the impact

participants can have within the process.
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. The study focuses on how the different characteristics of
transformational leadership components can influence and or transform an
organization’s identity. In addition, this study explores how an organization’s identity
can be adapted.

This thesis has contributed to the theory of change management and
transformational leadership by addressing these gaps and weaknesses. It has
identified the process of change related to the introduction of performance enhancing
new technology for Air Navigation Services (ANSPs) with a focus on evolutionary
rather than revolutionary approaches. Although change activities objectives lead to
dramatic improvements in performance, this kind of change managing is not
revolutionary. As a resull, new complex systems are established in the process driven
by a crisis or significant opportunity facing the services. The improvement has taken
a long period of time with gradual or incremental change. During the change period
in ANSPs, it was found that the effects to implement changes failed. Specifically, this
study found that most participants see four important reasons that employees resist
change in ANSP organizations; these are: lack of awareness and understanding; impact
on routine jobs; lack of support and commitment from managers or leaders; and that a
number of followers do not trust the system. Therefore, this thesis also investigates
Key Performance Indicators linked with the change process which are required to
support transformational leaders develop communication plans through strategic
foresight and conversation. This thesis has implications for theory and research by
using an analysis of the grounded theory technique involving both quantitative and

qualitative methods. Therefore, the research carried out and reported in this thesis has

a theoretical implication which is to present an understanding of the process of change
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including explicitly the lcadership activities and perspectives. Both the influence of
the leaders and their actions are strongly relevant in the change process and are
necessary to implement successful change. To identify the key concepts and factors
of change focusing on the fundamental role of leadership, managing a clear
entrepreneurial and leading attitude are necessary during the process of change. The
key concepts are an identifiable construction.

The importance of the leader’s role in facilitating the process of change in
each specific phase of the change process and the impact he/she can have within the
process is presented in this study. The series of steps in the change process were
identified in order to enhance the knowledge of the organization in change
management. This case study involved ANSPs and identified various aspects involved
in the change to new technology. An investigation of the nature of the type and scale

of characteristic change within the organization was conducted. The politics and

context of change in organizations are affected by new technology.

8.3 Conclusions of the Implications of the Change Model in ¥his Study
8.3.1 The Implication of the Research Questions and the Research Results.
According to the questions related to the theoretical framework of the
change process shown in Figure 4.7, the research questions of this thesis are
categorized into two major areas. The first part of the research is associated with the
development model of the process of change management. This part deals with the

results referred to and shown in Figure 8.1 where the activities and steps in the change

process are identified (Question 1). This development model is also causally linked

with change management (CM) and transformational leadership (TL). The study
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results are to present what roles and impacts the leaders play and are also referred to
and shown in Figure 8.1. These roles and impacts being considered are related to the
substance of change (Question 2a) and the conflict and resistance to change (Question
2b), as well as to the context of change (Question 2c¢).

The second part of the research is related to transformational leadership.
This part deals with the transformational leadership aspects which are expressed in
practice (Question 3) and is also referred to in Figure 8.1. The study presents which
transformational components are perceived as the most relevant for leaders and
followers in the process of influencing changes in an organization and, ultimately,
changing the identity of the organization (Question 4). All the questions are related in

the conceptual change model and results shown in Figures 8.1 and 8.2.

8.3.2 The Implications of the Change Model are Drawn and Finalized

The results of the analysis and discussion in Chapter 7 are drawn and
finalized. Within the change process models of this study, it was found that there are
many differences, nuances or refinements to the existing concepts. Some similarities
between the various approaches can also be found. However, some are difﬁcult and
intricate in practice. This study has provided the best techniques for breaking into the
four phases of the change model which can be identified based on both the empirical
results and on a theoretical review. This process is divided into the Recognition and

Identification Phase, Preparation and Planning Phase, Action and Implementation Phase,

and Stabilization Phase; all are used to help make sense of change.
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Conceptual of Change Process and Relation of the Results in this Study
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Figure 8.1 Change Process and Relation of the Results in the Study

Source: Developed for this study.
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Conclusion of the Result of Change Process Model

Why Change: Increase capacity, Increase efficiency, cost problems, maintain safety etc.

Goals developed, improve performance and capacities of organization

Change Management (Process of Change)

Transformational Leadership

|.Recognitionldentification Phasc
2. Preparation Planning Phase
3. Action Tmplementation Phase

4. Stabilization Phase

“IDEAS™: Keys Concepts
I, Integrating motivation and

Inspirational Influence (I)

2. Directly involving communication

(D)
3. Engaging strongly and visibly (E)
4. Accessing and understanding (A)

S. Supporting involvement (S)

|. Inspirational Motivation

2. Inspirational Influence

3. Intellectual Stimulation

4. Individualized Consideration

Context of Change

Substance of

Change

Politics of Change

The Far (Macro) Environment;:
-Political drivers for change,
-Economic drivers for change,
-Cultural drivers for change,
-Technological drivers for change,
-Legal drivers for change,

-Environmental drivers for change.

The near (Meso)
Environment:
-Regulatory authority
-Airspace users and
aircraft design.

The Internal
(Mircro)
Environment:

A renane canacitay

The Substance of Change
[Factors:
I. Communications
2. Hidden agendas
(personal)
3. Planning

4. Age of participants

Contflict and Resistance

Factors:

. Lack of awareness

and understanding

. Impact on routine

Jobs

. Lack of supports

and commitment

CM= Change Management , TL= Transformational Leadership

Figure 8.2 Conclusion the Result of Change Process Model




324

Conclusion the Result of Change Process Model (Continued).
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In addition to the implications for theory and research addressed above, this
study also has an implication for many stakeholders involved in the implementation of new
technology. The activities are categorized by the grounded theory research method
according to the main participants who are composed of:

e Project leaders;

¢ Transformational Leaders (senior leaders — TE);

e Staff members or followers.

The study identifies various theories to change management and
transformational lcadership. These theories show that there is no one right or wrong
mecthod for managing in the change process. However, the importance of
transformational leadership shows that it has influence on participants without
showing in each step how it should be employed in the change process.

This study points out the necessary link between the change process and
leadership along with the role of transformational leadership in the change process.
Consequently, this study identifics all the steps in the change management process of
the change model. The change model of this study is divided into four phases,
including three categories of participants described above. The results identify the key
concepts of change and focus on the fundamental role of leadership during the process
of change. The study accepts that leaders would use their power to direct others
through a definite course of action in achieving a goal.

The study identifies two views of management in the navigating of the
change process. These two views are organizational (top-down view) and individual
(bottom-up view) change management. Organizational change management is the

leaders’ perspective which looks from the top into the process of change.
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Additionally, individual change management is the followers’ perspective which
provides the feedback information for transformational leaders. Both organizational
and individual levels require skills which today’s leaders are required to have for
success in change management (Hiatt and Creasey, 2003).

Participants described the most crucial change management (CM) activities
for navigating leaders in the process of change. The results of this current study are to
present what roles and impacts the transformational leaders play, shown step-by-step.
Participants identified five imperative aspects/roles that are required of leaders for
success. Leaders need to:

1. Engage consistently and visibly throughout the project;

2. Access and understand how to manage resistance;

3. Communicate directly with staff members and project leaders,

4. Integrate motivation and influence as transformational leaders to manage
the process of change;

5. Involve sponsors for budget provision.

These roles and impacts being considered are related to the substance of

change and the conflict and resistance of change as well as the context of change.

The study also deals with the transformational leadership aspects which are expressed
in practice. In this study, while an attempt has been made to describe the problem and
its importance, transformational leadership is investigated by considering the role of

leadership in the process of change. The result shows which aspects of

transformational leadership are perceived as the most relevant. The salient aspects are
to be provided are inspirational motivation, inspirational influence, intellectual

stimulation and individualized consideration respectively.
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8.3.3 The Air Transport Industry

The air transport is an industry which is one of the fastest growing sectors
of the world economy (International Civil Aviation Organization - ICAO, 2005). The

continuing growth of aviation places increasing demands on airspace capacity and
emphasizes the need for the best use of the available airspace (The International Air
Transport Association (IATA), 2010). The Air Navigation Service Providers
(ANSPs) are significantly affected worldwide by the introduction of a new technolog
for Air traffic Management (ATM) Systems. The ICAO (2009) needs to drive more
rapid and comprehensive implementation of new air traffic management at the
international level. All ANSPs have to implement the new systems to enhance or
maintain their performance by improving the level of safety, efficiency and capacity
of airspace in order to minimize fuel consumption and increase the availability of
preferred flights. This study also identified the key performance indicators in ANSP
(AEROTHAI) to compare them with international standard level. Therefore, this
study can support or help leaders in all ANSPs or other organizations succeed in the
change management process for renewing their organizations.
8.3.4 Summary of the Importance of this Thesis

From the results of this study, it can be indicated that the change process
model is an important link between change management and transformational
leadership. The study shows the important link between the change process and
leadership along with the role of transformational leadership. The study identifies the
key factors of change, focusing on the fundamental role of leadership activities during

the change process. In addition, the study highlights the importance of leaders’ roles

in facilitating the process of change in each specific phase of the change process and
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the impact he/she can have within the process. Last, the study identifies how the
different characteristics of transformational leadership components can influence,
and/or transform an organization’s identity.

The communication element is most important between senior leaders and
followers. Therefore, the discussions and results explored show how in organizations,
and especially in ANSP organizations, identity can be adapted for moving towards
new technology and developing their organizations

Both the leaders and mangers are drivers for change but have different
roles in the process of change. The study accepts that leaders would use their power to

direct others through a definite course of action for the achievement of goals. At the

same time, a collection of data provides feedback and involves participants at all

levels. Top-down and bottom-up management can be used for managing and driving

change. These are the best solutions. Senior leaders and project leaders need to have
an ethical dimension in transformational leadership.

8.3.4.1 The Implications Role of Senior in Practical

The senior leaders of organizations or project leaders of new
technology can help to mitigate resistance by making a strong case for the need for change
and by demonstrating their commitment. Employees (followers) follow senior leaders
when they decide if a change is important and followers would judge what they see
and hear from this group. If senior leaders are not committed to a change or waver in
their support, employees will regard the change as unimportant and resist the change.
Inspirational motivation, inspirational influence, intellectual stimulation and
individualized consideration respectively are the most relevant aspects of

transformational leaders. These components have influence on leaders and followers
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of Air Navigation Service Providers. The transformational leaders are also required to
access the position of authority for changing, including understanding the new technology
to create the direction of implementation. Furthermore, leader values are ethical
transformational leadership requires. Armstrong and Muenjoin (2008) also argue that
there are comments from respondents who recommend that in an ideal situation with a
coherent organization, the right staff, a leader with the right abilities, and access to the
right knowledge and information, it can work well. By contrast, the study would
identify that if the leaders arc without transformational leadership components,
including ethical behaviour, they are probably not right for changing to the positive
direction or unsuccessful change occurs. This study argues that the leaders influence

the followers, if the leaders have a wrong vision and non-ethical conduct, it might be

a bad direction for change resulting in a negative outcome.

8.4 Recommendations and Implications in Practice and Future Research
This research has provided the knowledge of performance enhancing new

technology for managing the process of change: a case study of the air traffic

management systems for air navigation. The opportunity for future research of each
area 1s discussed as follows:

1. This thesis did not consider participants in all regions. This might have
some effects on the process of change due to different cultures. The empirical study
has collected data from many locations to identify and create new concepts that will
be the developments of the change process. The knowledge obtained from this thesis

should be beneficial to all relevant organizations.
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2. However, from the study, it is recommended that transformational

leaders should focus on using the word “Develop” rather than “Change™ throughout
communication of the change process. Most of the organizations’ projects, both from
the literature review and empirical studies show that the main reasons for change are
that the organizations need to improve in performance by developing technologies,
tools, procedures, the human element, etc. There are a number of approaches and
methods for developing solution designs for the change process. The main point
focuses on change effort that is an organization development. Organization
development seeks to bring about change by training followers with new knowledge,
in order to create new skills for using new technology. The study indicates the
questions through the research as to why, what and how to develop in creating a new
organizational identity. Rothwell (2010) states that it is seldom that tramning can

change culture because it brings about change in one person at a time, which is not a

critical mass. In contrast, organization development efforts focus on changing groups

in terms of long term change. This explains how the participants develop their jobs,

skills, and principles. [f the transformational leaders and followers do not adopt the
cthics or morals or fairness to develop their activitics, the project would also not be
successful for supporting these individuals through the change required.

From my observation, empirical study and experience, it was found that
people fear change. Referring to the reality, when a new process is introduced the

feeling of participants affects their jobs differently. If a new process is delivered and

established, and no one follows it, it would be of no value in managing change in the
organization. It will be successful only when an organization or a group has a new

identity.
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The results of this study show the development of a theory about “How to

Develop Management Values™” rather than “Change Management Values.” This

affects transformational leadership but it lacks empirical support. In addition, the

study of Organization Development (OD) explains how to relate change management,
which is an interesting issue. These components have important implications for the
study of change management and transformational leadership in the future.

3. The study indicates that one key condition for successful change is
communication to all participants. This is related to an introduction of performance
enhancing new technology for managing the process of change. The finding is that a
communication plan should be established in order to keep participants interacting in
the change process. Therefore, the study recommends that a communication plan
should be a process itsclf similar to the change process. This plan should support the
change process. It should have a target for particular participants, indicating why the
change is happening and addressing their specific concerns, linked to the key
performance indicators through strategic foresight and conversation, The tools and
verbalization should be designed in the context of change management. The terms of
the message should be in a positive direction in order to encourage and motivate

followers. The senior leaders should act as role models to achieve higher

performance; leaders have to make employees involved in the organization’s life,
creating devotion and dependence toward the structure of which they are part (Avolio
and Bass, 2002).

This study suggests that change not only has to deal with steps, but should

address other issues as well. For the appropriate approach for successful change to be

effective, the transformational leaders should focus on the participants and be specific
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in the situation of the change. For example, the study found that transformational
leaders are required to discuss current and future problems with employees, creating a
dialogue on the data between employees and employers. The aim is to have a joint
understanding of company problems in order to reduce resistance (Beer and Nohria,
2002). From the analysis, communication skills are required for transformational
leaders. The communication plan is an important key in the process of change. This
study can confirm that communication is strongly related to the process of change to

reduce resistance in ANSPs. Two-way communication 1s vital.

8.5 Conclusion

The researcher has attempted to make a contribution to the field of
managing and leading change. As change in today’s organization environment is
inevitable, successful change is likely to become a critical organization capability.
The researcher found that it would not be simple to navigate change. This exploratory
study may open up new avenues for future research. Indeed, the rescarcher has
received a summary of the thesis examination report indicating that this study does

make an original contribution regarding the relationships of leaders and followers in

the ATM systems. The findings of this study provide baseline data that might be
useful to future studies relating to the ATM systems, and has broken new ground for

further research, Moreover, the researcher expects that the results of this research will

have real implications and benefits for leaders and managers who make the policies

for their organizations.
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Comparison between current system and future technologies.

EXISTING

Analogue VHF and HF voice between aireraft and Controllers and pilots will communicate
ground stations. )
LT o - through digital voice and data link
Problems: the limitations of voice communications
and the lack of digital air-ground data  interchange

systems (ICAO, 2005)

Navigation

EXISTIHG

Current Systems New Technology

MNarrowaer

olintache
Glesramncm araa

Wy [0 e

Chrouarnc
AN AL LD

Seamisss
werircal frath
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Comparison between current system and future Technologies (Continued)

Ground Base Performance
Problems: The limited coverage of current | Navigation Satellite Systems (GNSS)
ground-based navigation system. Limited | Required Navigation ~ Performance/ Area

capabilities of existing system. Navigation (ICAO. 2009).

Surveillance

FUTURE

EXISTING

Source: ENAC (2008)
Voice position reports, primary and | Automatic dependent surveillance (ADS-B)

secondary surveillance radar.
Problems: the propagation limitations of

current line-of-sight systems and/or accuracy.

Air tratfic control Air traffic management

" Surveillance - Surveillance

- Navigithon -

sexvices
services

rvice

EXISTING FUTURE
Source: ENAC (2008)

soryire
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Comparison between current system and future Technologies (Continued)

Separation assurance, conformance | Maintaining similar responsibilities but
monitoring, hazard monitoring  conflict | providing more dynamic management of air

monitoring and resolution (ICAO, 2009). traffic and airspace through the provision of
facilities and seamless services through

collaboration by all parties (ICAO, 2009).

~ Source: Analysis of field study.
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Questions: Used as a Guideline for the Interview

Background of the Leader
1. How long have you been working in this organisation?

' ° P “
111uﬂNTu1umanS HITUTUTEUEATU TUIWUQ1Q

2. What is your academic background?

' ~ 3 Y oA @ \
NMUUANHINNATUIINMIATHOE I5

3. What is your work experience?

Wuinlszaumanivimnnoinuez s

4. What are its main competitive advantage(s) in your organization?

v <3 Y 0w o 0 " w o 1
oz 15 ithua lanBoundn lunsuaiavuvaanaans upan

5. Do you think your organization has a corporate culture?

' - ' o " - o o - \ '
NIUAANDIANTUDINIUUIAUTTTUOINNTHTO 14

Change Process in This Organization
. " ’_:f
viuminlasulashiasdnsil

6.

.

What is your view of the process of change from the old system to the new
system?

oA o ' ' - - '
'l"INillﬂ'l'llll'iﬂlﬂl'JNkl']ﬁlEﬂl‘]l']'UI\'I'.Tﬂ}ﬂEI'lILllJrTI»Iﬂ'lﬂ'.iﬁj“lll.rﬂl']hlﬁ%'Ullﬂhi'fll

Were your expectations of the new system met?
sz i hlawamanFaunanmio

In your opinion, what were the reasons for changing from the old to new
system?

= ' = i o '
Tunrmsvosnios: Tl umaea Tumsndvundasnnszuumn wuszuulnu

Could you tell us more about the change or changes you implemented
lately?
' E T R A Ao ow v ] d a &
WiwannTaTzydAuteiunsasun)aglumsinig |CRTRI EERIMETLIERR ]
LU = A
- msuanaulitmaTuTlag

fl nﬁﬁuauaﬁahmﬂ(mlﬁnm wTilialavoananniauinig

Where did the need for change come from?
anusuuvoansnlasunlaienss
a. The reasons for change were internal, external or both?

~ o f a4 7
mauavesmiznlasunlasiuninly mouen Wienimelumasmouen

Steps in the Process of Change

wupaua1e luvurumsveaninlavunlas
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Planning (msnameu)
11. Did you plan the implementation of change in advance or did you adapt to
the circumstances?
Wuiinsaausui G od naliudmuanunsahidemgmsal
a. Whg were involved in t'he planning process?
Tasfianunoaioslunms nansrunisnlaoula
1. Were these people Internal or external?

¥
1A o - a
yaaamariithinanamaluriayaaameuan

12. Did you use some kinds of methods or methodology (tools, models) or did
you just rely on your experience for managing change?
Wi ld3nsnionssndtunsed w(indasiledeg wiapiuwaien) vienmldlizaunisaiveainluns

Uimsmsnaouulag

13. How did you prepare your employees for the acceptance of change?
i ldwzounii ifgniavaan weasiuman/dsunlasedils
a. Was it easy to do so?

oy - - e w 1 Mg
Wunmaeiouniinaghitimseeuivdwnie bi

Implementation (msdunliog)
14, Have you been closely involved in the process of change?

Puiunumedialnarenio hiluvurumsnlaouuilas
a. Have you been a visible, active agent of change?
Wrudug munio hifinnlaouulaaiaiiu

15. Did you use some special communication tools in order to implement
change? :
smolfindosilofomsfiesien Tunts desmiahi
b. Did the employees have an easy access to you?
AlTaRuninga e iy 138 nisdeans mand et & s o'l
¢. Was it possible for them to contact you with questions about the
change process?
Al 1dwie liftmnmma niuzverhmunuifaiudo s ssnszuiumsn/foumnas

16. Did you feel stressed during change implementation?
wwfannaduio bilusnansnfavunlassmainnls

17. Did you implement the change alone or with the help of others?
MuduiunsAwRe NG afuaudY 9 o
a. Did you create a change team?
Mmeadnisaneiomafouaseli

b. If yes, what were the role and tasks of the change team?

Wt oA v & oA R L )
il NUIUDTUUHUNTIN WHNDUN EEVRE!



18. Did you encounter some resistance problems from employees?
niumodszauiunTynmadesdiunngldiadudyrmiell
a, How did you cope with this?
Wi uitoiuymiiodls
b. Did you use special motivation or punishment incentives?

i et ¥ 9 - - - v '
nlEEmat wusagalmiomiadnonSe i

Evaluation of the Change Process
misUszium Tunszuaumsn)avunlas

19. What was the result of the implemented change?

mavoanTzuIumInlavun)naie

a. Was it a success or a failure?

b. Are you satisfied with it?

o= . A
ﬁ‘ﬁllWH‘dﬂTﬁ'ﬂH!‘iﬁdTLH’ifili l.U

o

Can you give us some reason(s)?
Tusalimguatlsznon

20. How long did the process of change last?
nzzvaunnlinanlasniagamiel s semna e Tus

21. According to you, which stages of the change process were crucial?

vInareaig iinszunumsnlananlasszeglefinalapniuusania T

22. Was your action particularly more important during one of the steps?

FEHTUAIAI NI NFzuns laniinudnniaa
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23. Were some people or departments more involved during the process of

change?
] iy, - Ay o d - '
Tusgniwnsd uiinnuddouwnlas fyananiodhelaimuateatiufiwenio li

24. Do you feel that the corporate culture played an important role when

implementing change?
VoA w ' A w 4 A o & 1 = Ao
‘nﬂJﬂﬁ'ﬂ'WJJ’l-!ﬁ'i'illflTiiﬂll'ilﬂ?'luolMBQﬂﬂ‘ilJﬂ'HH:ﬂ'llllllﬂ'ﬂﬂ'j“._’,ﬂ'lLlrﬂ‘a'lljﬂtl'l.ll.lliﬂd]‘i’ialll

a. Could you feel some resistance due to the values of the company?

) - "W & * A e
nuNAIIN I’,'il.ﬂﬂﬂ'lfiﬁﬂﬂ"l'llllN'llfiSﬂ'lﬁﬁlilr].'llﬂdﬂﬂﬁI'H'U'lﬁ?flﬂ’lﬁ'ﬂIllJ

b. Did you therefore have to change the corporate culture?
aromain vunlaswnlasiausisoadninie i

25. What are the required qualities for a CEO as a change leader according to

you?

' B A e S Y a o P - A v
NIHAADI i‘]ﬂlﬁ‘l]llﬂ'l]ﬁ']ﬂﬂuﬁlﬂ\"ﬂlﬁH1ﬁ‘i'&ﬂUij“ﬂ?TlﬂﬁUuMﬂﬂﬂ‘ﬂﬂﬂz lﬁ
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I'l'\‘.TI‘YJ'Ur}'Hﬂ‘.i%'UQ‘NI]‘]‘Ilﬂa‘UHLIﬂﬂJ
Did you control/supervise permanently the process of change? If yes,
how?

After the Implementation of Change
wdamnmsimavoamsasumlannldau
26. Did you communicate to all the stakeholders the effects of change after
the implementation? If yes, how?
nfadosudiawldddniuisansznudonsuwAsamaninmsiunld wioli oowls
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1. What is your

gender?
1. Male
2. Female
2. What is your age?
. 20-30
2. 31-40
3. 41-50
4. 51-60

3. What 1s your
educational level?
I.Undergraduate
2.Postgraduate

i

|

4. What 1s your Job iy aunwii livinisSsutenldsunias gszun CNS/ATM wesifudms

Title? (please select
as applicable) *

£

Director technology
“Air Traffic Management (ATM) Systems for Air
Air traffic Navigation Service
control manager Providers (ANSPs)”
CNS/ATM
Manager
~ Pilot

o

Air traffic
controller

Change leader
of CNS/ATM
e Other (please
specify)

5.How long have you been working?

3 2-5 Years

6-11 Years

12 -16 Years

msanosmenima Managing the process of change related to
the introduction of a performance enhancing new
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17+ Years

6.What is your current job status?
* anuzanunEay 10N

{

Full Time Employee (FTE)

us o o ‘ a o
WUNITUADY UTHEN E-Nﬂ(mﬁmqmmunm

Regulator
dasvaaunginual
& it

Civil servant
1519013

Other (please specify) wiiigug
7.Are you familiar with the term of Change Management and

how it relates change affecting your status?

AudunoiuanEemsusnsmsldsunlawagleans gnuaomn UM

auls

* T¥aoun lawio lily

PG e DL AR

' ;
Yes  rhundngainmauimanianlavunlag

! 8.Which of these statements best applies to

how change is managed in an organization?
Tanmwlaimunimlizgnd 1 @A e luasansseain ldlumsuimins
aldeunlas CNS/ATMungiimanlasunlasdia]suasding *

e ANSP (Air Navigation service provider, such as air

traffic service) exists in a state of rapid and continuous

change

A g e “ ' o P4
'lJfI‘ﬂ.'I‘HIJUEQ'JJﬂWlL!ﬁU'ul.I,]Jﬁ\]DUNi T WAZADILDN

. ; viis ;
ANSP evolves through long periods of stability with

short bursts of fundamental change

yn. Tifanmndneasitugdaosnadugdunnemnulugaeans

~ ~
nlasumnlasniuag
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e :
- Departments within ANSP deal with change

incrementally and separately

1 ‘ . 4 o o B Vi 358 4
dhoiragmelu van, dannlasunlasnnsasndanh(imsnfasunlasiiviui)
ninlasunlawazuenanndulunaazauvesndns lundazizun fa szuudems

IATEIFNTAUDINIA HAZTEUUMTANA WD IN A

© ANSPis constantly undergoing small changes

ANSP (van.)iimsnlasundaudmionadiani

Other (please specify) szydufiuadiu

—
—

9. Please select how applicable each of these statements 1s in
describing the management of change of CNS/ATM affecting
your job role? _
Tilsadonlundaztoanuiminn1Feinslunssnsmanlaswnlas CNS/ATM i
nisnuunuIm I'i'lj"l'—-l".]’lm\’i‘}i'l'l—# ﬁt‘l

Strongly Agree =1 siiudwathann

Agree = 2 iudn

Neutral = 31 Junma gy

Disagree= 4 ‘hivtudw

Strongly disagree= 5 hiiudwatiinn

] 2 3 8 S

1.Change is expected without ¢~ ¢ & ¢
being linked to incentives * !
mideunfasgnmandilaodiaan |

Ao Toaingagals

2.There are long periods of ¢ & & ¢ i
planning before the change is

delivered *
DagoensnanHuin nwiiugegnou

mnlavunlas CNS/ATM

Strongly Agree =iuaiwodauin
Agree = uiudwn

Neutral = dlunan muq
Disagree= ‘hiitudau

Strongly disagree="limiudnandunn

3.Communication about the ¢ ¢ & (1
change is limited to only



the project *
msdnasimiumsnlasumlasgaiing

o ] W
wns TasniaiudRmentoalasanig

CNS/ATM

4. Those concerned with the
outcome of the change
project take part in planning
ynaafufioatoafusadwiiuoanis

nldvunlasTasans CNS/ATM 4

ynum s nae

Strongly Agree =wiudwadauin
Agrec = iiudw
Neutral = iilunai o

Disagree= hirtusu

Strongly disagree=lijritudwadiann

Prefer not to say = linanannuiariu

5.Change projects create
resistance which has to be
broken *
Tnramantanldoumlasiine ifans

] v o I 4 L
Wﬂﬂ‘lullﬂﬁ;ﬂEN"‘lIi]ﬂﬂ'I'iVIﬂﬂ1quGﬂ11J

6.Involvement in the change
project before
implementation*

W0 - I
v hlodaon T
T7zuuCNS/ATM nounis

A - a o
nlanunla@iaezinaiu

Strongly Agree =ntudwodun
Agree = iiudw

Neutral = ihunare tnaq
Disagree= hiniudw

{

o

%

{

Strongly disagree=bLifiudundiann

7.Good ideas for change arc
hidden and used for personal
agendas *

anwiaiadmumsnfasunlaailuns

' L '
gowdunazlfiunzzannana

&

O S
iF lfﬁ l"m
sm- e T
- & £
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8.The process of SR U A v
implementation for the

change is flexible and

reactive *

wunrnan i hilfluns
nl?;uumlﬂaii‘hm“mmlzﬁmHfjw:ﬂ:ﬁrm

AnUAUDY

Strongly Agree =itudiwadiann
Agree = fiudw

Neutral = flunat moq

Disagree= irfiudan

Strongly disagree="liudwad1aun

Prefer not to say = hinansnnufiaiu

9.Sometimes, project teams & ¢
do not work in an orderly

manner and are not

consistent in regards to the

char;nge e

winsaninTagems Lild§iR

amdduuaz Linaf lumsuimsns

nlavunlag

0. Training is inadequate R S SO
leaving unanswered

questions about the change *

mitnouiu biifoane hinaudinn

nemuman)aoundasnaszu

Strongly Agree =iiiugvoiiann
Agree = iuaw

Neutral = flunais meq
Disagree= lirfiudo

Strongly disagree="liwudawndiaun

I 1. There are delays in the ~ &~ 8~ P
timescales that are set in the

change project *

finuari luvouwaveanaiimua'ly

Tulnzans

12.There are logical reasons ¢ & & &
for change which are visible
and the goals are transparent
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*
Timauatamumaouradmiuns

- I by
nligunlasmaiiugaaunagihnmme

Tilfala

Strongly Agree =iiiudwogiann

Agree = riudw
Neutral = dlunan nen

Disagree= liiude
Strongly disagree="iituawoiaun
Prefer not to say = liuansnnufaniv

13.Conflicts within the I G £

change are looked for and the
leader tries to solve
problems *
iyrainaandaluns
wavudasihsiveanuaziih

u

o .
Wenez I

14.Communications about e - & 8

the change are timely and
relevant *
o asmoiumaasnlaaiul

AT A T

Stron g]y Agree =riiusdagodiann

Agree = uudw
Neutral = flunais s

Disagree= lirtudy
Strongly disagree="listudwodiann
Prefer not to say = liuaasnnyfaiu

15.The project leader forthe . ¢ ¢ ¢

change is known and project
champions aid the planning
and implementation
dinTnsaniluifinuazdifiaaues
Tnsamadaulumisnaurunasns

DRREIAE AR

16.The implementation of the & ¢« ¢ &

change within your role is
managed solely by the head
of

365
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Organization
(ANSP)

a v ¥ ~ ¥
nath hiTgamesmanldounfamela
unmumingGmsianis Tasdihgagauna

]
oNnNnNa

Strongly Agree =iudeadianm

Agree = iiudw

Neutral = fhunas moq

Disagree= idiudaw

Strongly disagree="limudwadiamn

Prefer not to say = linsnsnnufaiu

9.Which of these statements best describes the new technology of
CNS/ATM project?

YonulananouiamaTulad ™

1. The CNS/ATM project is managed within a set
timeframe with clear objectives and methods that were
communicated in advance, and managed in a controlled way
Taaamainsaunoldnsounaiifanlszamdiaz msivaou

a 2. The CNS/ATM is a dynamic project which changes in

timescales. It has a focus on contingency which appreciates the
complexity of issues

- d ‘ ] < F = o Ay

Inramatlumsnlaounlaai ivwgathamolunseunavazjaiu W fususoaduiadlai
o 3 A

GRAPEAIE GIRGRIELN

3. The CNS/ATM project is a combination of the above
two statements but not necessarily in equal proportion
TnaamaidluTasamssmiusznnetonuna 2 Haun ud bisuudosdidaa iy

4. Other (please specity) ]

Strongly Agree =iiuawodhann
Agree = i

Neutral = flunaw o
Disagree= hiiiiudaw

Strongly disagree=hisiudwadian

Prefer not to say = hivaasnnuidaniu E

10. Which of the statements below best applies to how you feel
the CNS/ATM project is managed?



[ .Communications about the
implementation are not given in
advance and not relevant *
avidoms Tumsh T s aanues

i

2.LZach release begins with no
anticipated planning *
ez Tun v I W it g e

. o
RRLRYR

3.Incentives are linked with the
implementation to aid the
process of change *

may s duiudimai ¥ e

) v aewnlig

4.1deas arc openly
communicated and encouraged
within the implementation
niaRlun o s iidlanae il
AN

o
aliimnlng

S.Leader has an unclear plan

for implementation of the CNS/ATM

.
L4

-

~
i

("‘

L

~

s

a1 hiiosun aasamulumsin b Faouszon CNS/ATM

7. The strategy, system design
and processes are determined
completely outside of
organization *

nnm I‘i’ AV NRRZ NG

alieulaagnineaninuanaAnanaiy

8. Training 1s frequently given
with supporting materials
creating confidence with the
system and the processes *

nrdovauininenInsamsaduauuns s

o~

o

(-‘
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milngal aqe 19 dlomsdin devo

FEPUUAZVU N

9. There are predetermined U

guidelines as to how the
system implementation is to be
managed and these are
followed
Suoamalijiddmiueeasiiizuumai
piimsuinridamiad liuag §idaw

ol

10.Key implementation '
personnel are chosen and put in
charge.

unanRd ez iR 15uns

) ¥ o P e
fannuazTiiludsurasou

11.The direction of the -
implementation is influenced

by resistance *
ArnaueanhssunCNS/ATM Tl

angnEnTEADI AR 1

[2.0nce the implementation '
has taken place, user

involvement in the project

begins *

A e o & 4w
dinms T v U NIATHMTE HAU T

- 3 uy W A g e o
NN 103 I'Tﬁf.‘!!]i.'i]lv’] WUy

1 3. Implementation
communications are open and
readily available *

Cnwfoizuoaniah Tl ni Tanas

wioul¥an

o

-
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14.The reasons for change are

unclear and there are different
views of the goals of the
implementation *
arsppalunsulRownlagidamuman

E ) a_l 3
yioaveat ninglumsi hilsou

1 5. Wide timescales for the
implementation deliverables
are set and goals and are met *
wirpaaean ad i unaih T o unay

A odw o 4 3 A by
aendaa I u hlanstinee a1y

[6.No have cooperation
between regulator and ANSP
for implementation of the
CNS/ATM system *

0o o “ !
i l“l‘ﬂ]ﬁ7‘““.“]"5]H”'Tf-‘i”i;’h'l'N na, N

ANSP (1)

369

L 1. Pleasc rank these requirements about change to be CNS/ATM

(in order ol importance to you, from I to 6.
Tilsadadaunmudesamsn/aounladgszuy CNS/ATM

(I = most important; least important) *
Viiusdduanmdidy foadns hdludoaldoullgszun CNS/ATM
an ddy 1-6

1. Appreciation of how the change will take place and be
effectively communicated.
marnlamanlaownlaeshngAaiuedielsiazauniatems lTumsouions

wagumnlasiinavuedieinlizdniam

2. Aware of who 1s finally responsible for the project
Being able to take ownership and influence details of the
Change. niiuiinnaalafluddeiviiasnunas fhudidhod e dasamaazi
Aniwalussagidsannananlaminlag

3.Having assistance from the project leaders, project
infrastructure, training specialist to create a supportive

. o . ] Y
e]]VIronlnent.lJ'r'I']'LlJ"lﬂle'hﬁf)ﬂ'iﬂpgllﬁﬂi\iﬂﬁ A9 llii‘l’?l]i‘llﬂﬂﬁﬂllwuﬂ'luﬂﬂ'liﬂu

'lll"lﬁ’-lJU Iﬂ")’l"‘lﬂﬂll'—i Mﬁi’ﬂ11“?1'1'“131,1111}‘61Illﬁlllgl‘l'lliﬂfﬂal
4.Conscious that key individuals are involved in the project

Feeling that everyone is focused on the same goals and
objectives.
nmisasgminuaazyanaidiiyignineavesluiniins CNS/ATM uazianimn
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IR w S W
ava TadhnouasSag sz aadifoaiu

5.Understanding why change is happening and why it is
necessary.

arnnlaninfasunlasimiduneiueazenlvinh lifadaduiudealdeu
senln

6.Recognise the project is being implemented by people with
the necessary core skills in a clearly defined and tracked
manner

nrifuihiasims CNS/ATM fidaniunlFaoulaoyanaiiinamsnogilukdn

Ao o A () ¥ ' = TR P
ni H"II'LH"II“‘H“WNU N"!fﬂlﬂ'l-“lﬂxﬁ-il]W'EQ'H]‘llﬂl}:fﬂrluﬁ’]'lllﬂa']"llﬂil'“aqiz“"’h’il] ]ﬂ

Rank values must be between | and 6

[2. Please describe if the Change Management techniques used at

your organnisation during the CNS/ ATM implementation
influenced your adoption of the system

= " & s - i - ' i o
Tilsaotned imatinmaimisnisn/deunlasgnldiesdnsveai s hszuy CNS/
ATM il nuianfuavnimsaauiuvo ez

¥ -y o o] a ea - ' A 9 Y (o wm
maaduanduneiy sruv/szatonl jia/eungel Tuiq vniluivenivvoadUfua

3

L 2]

—

13. Please describe any difficulties excluding system performance
or operation that affected your adoption of the CNS/ATM
system

Source: Developed from Change management Questionnaire; www.mangechange.co.uk
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Empirical background of Aeronautical Radio of Thailand Ltd. (AEROTHAI)

After the First World War, The Post and Telegraph Department was
appointed by the Royal Thai Government to provide air traffic control and

aeronautical communication services.

After the end of the Second World War, commercial and civil aviation
operations resumed. In 1948, Acronautical Radio Inc, (ARINC) of the United States
of America, International Aeradio Ltd. (IAL) of the United Kingdom and various
airlines operators together formed the Aeronautical Radio of Siam Ltd.
(AEROSIAM). Recognizing the importance of AEROSIAM's operations to national
security and the development of the aviation industry, the Royal Thai Government
acquired the entire share capital of the company on November 6, 1963 and changed
its name to Aeronautical Radio of Thailand Ltd. (AEROTHAI). Later, the airlines that
operated in and out of the Kingdom were allowed to become minor shareholders,

AEROTHALI provides Air Traffic Control Services in accordance with
international standards and regulations as well as providing Flight Information
Services and Alerting Services to ensure safe, convenient and expeditious air travel.
Additionally another role is to coordinate search and rescue operations.. It provides
Air Traffic Services to both civilian and military flights using Radar System and
Automatic Dependent Surveillance System, or ADS-B. Both systems can provide
aircraft information such as call sign, position, heading and altitude as well as other
information necessary for effective Air Traffic Control Operations. AEROTHAI is the

air navigation service provider in Thailand (Department of Aviation, 2010).
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AROTHAI'S STRUCTURE

Board Committee

Working Groups

President

——  Executive Vice President

EXRSIE
H”“I‘T‘.elrnal Audit — ] -----------‘-----—WY\Iquiné G.ro_up_s: :
i ausiness Developrﬁe.ut ——T—— .Air Traffic Management
Business Systerns Bureau . — .En.r.out;e AirlT.raﬁl‘ic Mau‘ugelruent Bulr‘eraum
.Enginee.ring Seryices Bureau — Termmal Air Traffu: Mana.éeuuuut Bu‘r:ealu
Fligh;c inspection Services Bureau — Prcnn nCiaL Alr Trafflc Manag.e.n.'l.é.nt Bureaunl ......
-—mﬁlrovmmal Air Traffic Management Bureau 2 J
. Alr Trafﬂc Servsces Englneerlng : —— Safety and Standards .
Faulltres Adm|n|strat|on Bureau ; L Safety and Standards Bureau

1
Generai Adminlstratlon Bureau —

i AR

Corporate Strategy and Commu[\_lgatlon T Human Resource

| Strategy and Organizational | Human Resource and Q_uallty of
Development Bureau ; : i
Corporate CommUnlcatlon and Human Resource Development and Learnlng
Relations Management Bureau i L
Finance ——_ Admmlstrat|on
Flnance and Aceountmg Bureau J t FaCthtIES Admmlstratlon Bureau
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Source: www.aerothai.co.th (2010). Structure of Organization, Retrieved 16"

April 2010.
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GLOSSARY OF TERMS AND ABBREVIATIONS

Air navigation services. This term includes air traffic management (ATM),
communications, navigation and surveillance systems (CNS), meteorological services
for air navigation (MET), search and rescue (SAR) and aeronautical information
services (AIS). These scrvices are provided to air traffic during all phases of
operations (approach, acrodrome and en route).

Air navigation services provider. An independent entity established for the purpose of
operating and managing air navigation services, and empowered to manage and use
the revenues it generates to cover its costs. In this manual, the terms provider, entity
and organization are used interchangeably.

Air traffic control (ATC) service. A service provided for the purpose of:

a) preventing collisions:

1) between aircraft; and

2) on the manoeuvring area between aircraft and obstructions; and

b) expediting and maintaining an orderly flow of air traffic.

Air traffic management (ATM). The aggregation of the airborne functions and
ground-based functions (air traffic services, airspace management and air traffic flow
management) required to ¢nsure the safe and efficient movement of aircraft during all
phases of operations.

Air traffic service (ATS). A generic term meaning variously, flight information
service, alerting service, air traffic advisory service, air traffic control service (area
control service, approach control service or aerodrome control service).

Alerting service. A service provided to notify appropriate organizations regarding
aircraft in need of search and rescue aid, and assist such organizations as required.
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The glossaries used in this thesis with their expansions are given in the following list;

-  AEROTHAI
- ANSP

- ANSPs

- ATC

- ATM

- ATS

- CNS/ATM

- IATA
- ICAO
- PBN

- RCP

- RNAV
- RNP

- STAR
BS1D

Yy TE

- I

- VOR

Aeronautical Radio of Thailand

Air Navigation Service Provider

Air Navigation Service Providers

Air Traffic Control

Air Traffic Management

Air traffic Services

Communication Navigation Surveillance/Air Traffic
Management

International Air Transport Association
International Civil Aviation Organization
Performance Based Navigation

Required Communication Performance
Arca Navigation

Required Navigation Performance
Standard Instrument Arrival

Standard Instrument Departure
Transformational Leader
Transformational Leadership
VHF-Omni-directional Radio-range
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