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I A. Jlopowyx. OGIpyHTYBaHHS HANPSIMKIB 3MiH B LMK yNpaB/IiHHA 3MiHAMHM HA NiANPUEMCTBi. AKTyalbHICTh
BUOOPY i 0OIPYHTYBaHHS HANpPSIMKIB 3MiH 00yMOBIIEHa HEOOXIIHICTIO aanTamii MiAIPHUEMCTBA 1O MIHINBOTO 30BHILIHEOTO
CepeIOBHIIA 1 IMiJBHUIIEHHS HOr0 KOHKYPEHTOCIIPOMOXHOCTI. B po6OTi Ha OCHOBI MiAXOAIB IO YNPaBIiHHS 3MiHAMHU 3aIpPO-
TIOHOBAHO LIUKJI YIPaBIiHHSA 3MiHAMHU Ha MiANPHEMCTBI, SIKHH CKIaa€ThCs 3 MIECTH €TAaIliB, IEHTPAILHUM 3 SIKUX € eTall Mpo-
eKTyBaHHs 3MiH. AHaJi3 METOIIB YIPaBIiHHS 3MiHAMH i 3MiCTOBHX MOJeJIeH YIIpaBIiHHSA 3MiHAMU J03BOJIUB OO PyHTYBaTH
TaKi HAaIPsIMKU 3MiH: CTPYKTypa, CTpaTeris i Micisl, IepCOHAN i HABUYKH, KyJIbTypa i CTHIIb, JIiAep 3MiH, CHCTeMa BUHArOpOJ,
mporiec 1 TexHomorii. /Iy KOXKHOTo 3 HalpAMKIB PO3po0IEHO SKICHI 1 KUIBKICHI CHMIITOMH HEOOXigHOCTI 3MiH. OTpuMaHi
TEOPETHYHI pe3yJIbTaTH B MOJAJIBIIOMY MOXKYTh OyTH BUKOPUCTaHI SIK OCHOBA Ul PO3POOKYM CHCTEMH iHCTPYMEHTIB peali-
3aril KO)KHOTO HAaIPsIMKY 1 ()OpMyBaHHs CHCTEMH IIOKa3HUKIB Pe3yIbTaTHBHOCTI 3MiH.

Kniouoei cnosa: 3MiHH, YyIpaBIiHHS 3MiHAMH, HiIXOAW A0 YIPaBIiHHS 3MiHAMH, METOAM YIPaBIiHHA 3MiHAMH, ITHKJI
YIpPaBIiHHS 3MiHAMH, HAPSIMKH 3MiH, KiIbKIiCHI 1 SIKICHI CHMIITOMH HEOOXiJHOCTI 3MiH.

G.A. Doroshuk. Grounding the directions of changes in the cycle of management changes at the enterprise. Actu-
ality of choosing and grounding the directions of changes is caused by necessity of adaptation the enterprise to changing
external environment and increasing enterprise’s competitiveness. In paper on basis of approaches to change management the
cycle of change management are proposed, it consists of six stages, the main of them is design of changes. By analysis of
change management methods and content models of changes management the directions of changes are grounded, they are
structure and management system, strategy and mission, staff and skills, culture and values, reward system, leader of change
processes and technologies. For every direction quantitative and qualitative symptoms that indicate a necessity of change are
worked out. Further the theoretical results can be used as a basis for the creating tools for implementing each of the proposed
areas of change and forming of the system of performance indicators for changes.

Keywords: changes, change management, approaches in change management, methods of change management, cycle
of change management, directions of changes, quantitative and qualitative symptoms that indicate a necessity of change.

Introduction. The modern state and subsequent development of economy in Ukraine is prede-
termined by the necessity of search the ways of creation the competitive industrial complex. One of
the major pre-conditions of acceleration the development of industrial enterprises in these conditions
is conforming the requirements of environment. Usually, external and internal factors force an enter-
prise to change the internal environment in accordance with the requirements of contemporaneity. Un-
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stable conditions of operating demand the realization of changes and introduction of innovations. At
this time the question of effective and “painless” introduction of changes appears enterprises as condi-
tion further existence of enterprises in competitive environment. For this reason the study of organiza-
tional development and changes acquire the special actuality.

Literature review. Issues of change management investigated the such foreign scientists as
I. Adizes, 1. Ansoff, L. Greiner, J. Kotter, W.Kruger, K.Lewin, M. Mescon, G. Shirokova,
O. Vikhanskii and Ukrainian authors: S.I. Bay, D.K. Voronkov, LI. Gribik, T. Kuzhda, S.R. Stetsiv
and others.

All models in change management are divided on two groups: process models and content mod-
els. The first of process model was offered by K. Lewin. This model consists of three stages:

— “unfreeze” is the first stage of change that involves preparing the organization to accept that
change is necessity of change, which means break down the existing status quo before you can build
up a new way of operating;

— the change stage is where people begin to resolve their uncertainty and look for new ways to
do things. People start to believe and act in ways that support the new direction;

— “refreeze” means making sure that the changes are used all the time; and that they are incorpo-
rated into everyday business [1].

Larri Greiner’s model consists of six stages:

— Pressure of external factors and determination of changes necessity by dynamics of internal
factors;

— Invitation the external consultant — agent of changes — and search the leader of changes in
organization;

— Collection the information and specification about problems;

— Experimental introduction of changes and their correction for the increasing of efficiencys;

— Supporting change and motivation [2].

Kotter's 8-Step Change Model includes:

— Creating urgency around the need for change sparks the initial motivation to get things moving;

— Forming a powerful coalition;

— Creating a vision for change that helps everyone understand what is the changes;

— Communicating the vision;

— Removing obstacles includes changes in structure;

— Creating short-term wins should give the company a taste of victory early in the change process;

— Building on the change;

— Anchor the changes in corporate culture [3].

Also interesting is a pattern of organic growth [2]. Its first step is determination of vision, mis-
sion, aims and values, in the second step, namely changes are possible due to the so-called experi-
ments or “ice-breaking” events.

Process model helps to understand the process of change, which changes not only the manage-
ment system but also organizational and individual behavior. In whole, these models are produced and
used by sociologists, researches of organization behavior and psychology, business consultants.

These models are useful, repeatedly approved, they’ve got practical meaningfulness, but have
some in elaborateness from the side of management of change process. Their substantial failing is in-
sufficient definiteness of possible directions of changes. In practice this failing is compensated by con-
tent models which allow to select directions — “fields” of changes exactly. The content models are
close to the strategic management. But they also do not represent the chart of complete managerial
cycle in relation to realization of changes and are not enough to specify managerial instruments reali-
zation of changes on every stage.

An attempts to solve these failings were done in works of S.R. Steciva [4] and T. Kuzhdi [5].
Both authors view the process of changes, as aggregates of functions: planning, organizing, motivating
and controlling. In T. Kuzhdi’s paper there is considered, but not grounded such directions of changes
on the stage of their planning: changes in a production program change in technique and technology,
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change in the staff, change in logistical support, change in cost, income and profitability, changes in
the financial providing, changes in social development.

Practical use of the aforementioned models by top-management requires a clear sequencing in
change management, which should include the stages of management, the content and managerial in-
struments of the stages and the results.

Aim of the Research. The analysis all above does actual the search directions of change in the
cycle of change management on the enterprise. In this paper, we develop the cycle of change man-
agement and determine the directions of change.

The aim is to select and ground directions of change in the cycle of change management in the
enterprise.

To achieve this aim we need to solve the following tasks:

— identify the cycle of change management;

— review the methods of change management;

— ground the choice of direction of changes;

— develop the quantitative and qualitative symptoms of necessity the direction of change.

Main Body. Cycle of change management is a set of change management process: obtaining in-
formation, the decision to change, change implementation and monitoring of the implementation of
changes. The cycle of change management can be seen as part of the process approach as a series cy-
cle of decision-making. This is possible due to the fact that most changes are intended:

— or to development, these are planned changes, that are made to realize the strategy of devel-
opment, in which the organization tries to predict their actions with regard to future events. For this
the trends of the environment, its opportunities and threats, as well as the strengths and weaknesses of
the organization should be studied. The purpose of these plans is to prepare the organization for possi-
ble changes in the environment, to resist the adverse effects of random factors;

— or to removal the problems, these are natural (reactive) changes, unexpected response organi-
zations to unforeseen circumstances as they arise. Therefore, as a rule, they are made under time pres-
sure, there is not enough thought out and not effectively adapt to the environment. Often after such
changes need to manage the change increases.

So identification the directions of changes is a managerial decision, directed either to develop or
to eliminate problems.

There are more than ten approaches that use in change management [6]. To achieve the aim of
this paper as well as process approaches situational, contextual, competence will be used:

— situational approach that uses of the most appropriate to situation management tools or direc-
tion changes;

— contextual approach, which involves an analysis of the external environment and internal fac-
tors. For change management, this means searching symptoms that indicate the need for change in any
element of external environment and searching for “fields” of change — elements internal environ-
ment that need to be changed first;

— competence approach: for managing the changes an agent of change - external consultant -
need to be attracted, changes require a leader of change who forms a team of change [7].

The cycle of change management is shown in Table 1.

The main stage in a cycle of change management is “design changes” under influence of external
and internal environment.

The choice the direction changes of is closely linked to the demands of external environment.
There are five main driving forces: competition, economical and political forces, globalization, demo-
graphic and social, ethical.

Competitive forces require the actions that will allow the company to go to the level and beat the
competitors in efficiency of activity (e.g., cost), innovations, product quality and reliability.

Economic and political forces constantly affect to market conditions and the rules by which com-
panies produce and sell their products, services, and force them to reconsider their positions in the
production and sales activities.
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The forces of globalization influence to the company on the foreign markets with different lan-
guages, culture and business practices.

Demographic and social forces aim at increasing diversity among staff, establishment and effec-
tive management of the system of remuneration that takes into account the needs and expectations of
employees. On the market, the company must be prepared to adapt their products and services for
unique requirements of a particular demographic group defined by customers.

The ethical forces cover social responsibility of business practices and encourage the honest and
ethical actions.

There are three main groups of methods in change management:

— Methods focused on the structure and strategy. Change programs covering the entire organiza-
tion, often associated with changes in the organizational structure and strategy and, consequently, in
the culture. Changes in the structure include changes in the positions or roles and reorientation of rela-
tions between them, and between workgroups and departments. Strategy is a plan of action in order to
achieve organizational goals. In other words, it is about changing the entire set of actions and may lead
to revision of the same goals;

— Methods focused on people and culture and most are designed for the active involvement and
participation in the majority of employees. If they are successful, these methods improve individual
and group processes in decision-making, communication, behavior, leadership and so on. Changes in
organizational culture influence to values, expectations, disposition and behavior of workers;

— Methods focused on the task and technology pay the main attention to technological process-
es, business-processes, management processes that are used to perform certain tasks.

Table 1

The cycle of change management at the enterprise

Name of stage Contents stage Results

Preparatory Selecting an object of changes The object of changes
Choosing an agent of changes Characteristics of change expecta-
Selection a team of changes tions
Description of joint changes in expectations

Information- Searching the problems Vision

gathering stage Setting objectives to change Mission
Collecting of information Values

The study of the factors that led to the need for
change

Description of the symptoms of the necessity for
change

Objectives change

Joint changes in expectations
Information about the external and
internal environment

Design of changes

Designing the direction of change
Evaluation of personnel readiness for change
Evaluation of resistance

Directions of change

System of performance-indicators
changes

Personnel readiness to change
Experiments

Implementation of
changes

Selection of the optimal implementation of
changes

Implementation of the plan of changes
Overcoming resistance

Staff training

Experiments
Splits ice events

Assessment and
stabilization results

Evaluation of success

Assess the need for further action

Identify opportunities and priorities for further
development

Staff training

The results of changes
Priorities of development
Staff training

Closing the project
changes

Collapsing relations “change agent consultants”
Monitoring the achieved results

The results of changes
The functioning of the organiza-
tion after the change
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There are a lot of content models of change management, whose task is to implement the above
methods. Each of them advises management to work on certain objects of change — structure, strate-
gy and objectives, staff, system of rewards, technology, culture and so on. Table 2 shows the compara-
tive characteristics of several popular content models: model 7S, McKinsey’s model, Weisbord’s
model, star model by Galbraith, Kotter’s model and model by Burke-Litwin.

Common characteristic of these all models is that they consider changes for an enterprise as
for single system, as a mechanism. Indeed, at first glance, small changes in one of the areas of man-
agement can affect the activity of the others.

Table 2
The characteristics of the models of change management
Main groups Burke-
of methods in | The object of | Model Model Weisbord’s | Galbraith’s | Kotter’s Litwin’s
change changes 7S McKinsey model Star model | model model
management
Methods fo- Structure and 4 n 4 + _ _
cused on the | system
structure and St.rat'egy and n " n n n i
strategy mission
Staff and skills + + + + + -
Methods, ori- | Culture, values N 3 n 4 + _
ented on peo- | and style
1 -
ple and cul Leader of B " _ _ + +
ture changes
The system _ " n _ + +
rewards
Methods fo- Processes B + + + _ _
cused on the
task and tech- | o hiolo gies _ T + + _ _
nology

Results. Based on the analysis of these change management models, some directions of change
can be concluded: structure and management system, strategy and mission, staff and skills, culture and
values, reward system, leader of change, processes and technologies. With this a list of the directions
of change can be made. It can look like this:

1. “Structure and management system” include change the organizational structure, staffing, for-
mation of new departments, the elimination of structural units, strengthening relations between the
structural elements, automation of workflow.

2. “Strategy and mission” include change in vision and mission of the organization, the strategy
of development, in policy of organization, change of direction of development.

3. “Skills and staff” include training and retraining of personnel, changes in staffing, automation
of labor, hire and fire.

4. “Culture, values and style” include a change of corporate culture, establishment of corporate
events, introducing uniforms, changing in management style, changing in decision-making.

5. “The leader of change” is usually a stronger personality than a regular leader, as he not only
leads the team, but based on the title, leading the team to a new desired state, changing the core values,
goals, norms of behavior in organizations [7].

6. “The reward system” include change the size and order bonuses, material compensation for his
significant contribution to the development of the company, changing forms and payment system, the
introduction or eradication of moral compensation.
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7. “Processes” include redesign of managerial processes and procedures with using the advanced
information technologies.

8. “Technologies” include replacement of equipment, changes in manufacturing processes, auto-
mation of production, modernization of production, introduction of innovations.

To ground the choice the direction of change symptoms that indicate a necessity for change are
proposed. Table 3 shows the quantitative and qualitative symptoms that may indicate a necessity
for change.

Table 3
Quantitative and qualitative symptoms that indicate a necessity for change
The object of changes Quantitative symptoms Quality symptoms
Structure and ?;ﬁ?l g;l;in; frgiiﬁen:rllg?z?i;gmfep Increasing complexity of decision-
management system y Y making, bureaucracy
management
Decrease in market share, decrease Falling popularity of products, reducing
Strategy and mission sales, decrease the market value of the | the recognizability of the brand, the
shares change in ownership
Staff and skills ngreasing staff turnover, low produc- Lack of educated personnel, lack of
tivity qualified staff, lack of competence
Increasing the number of conflicts, the | Inflexibility management, outdated
Culture and style fall in productivity, availability of views on business management, tensions
complaints from consumers between staff
Leader of changes Decreasing effectiyeness t'he enterprise, | The lack of yisign among staff, de-
reduce the cost of innovation creased motivation
Reward system Ar'rear's of wage, r'eduping payroll, Dissatisfaction with the current system
unjustified increasing in payroll, rewards employees, low motivation
Uncertainty of key business-processes,
Processes Rising costs, decline in quality inefficient processes of communication
and decision-making
Increasing shortages, increasing costs The moral obsolescence of equipment
Technologies of major repairs, increasing the cost of | and technologies, the mismatch of tech-
production nology quality standards

Conclusions. Using process, situational, contextual, competence approaches allowed to form the
cycle of change management at the enterprise, which consists of six stages: preparatory, information-
gathering stage, design of changes, implementation of changes, assessment and stabilization results,
closing the project of changes. The most interesting the stage of design changes is represented. For
choosing the directions of changes three main methods and content models of change management
were analyzed. It allowed to ground such directions of change: structure and management system,
strategy and mission, staff and skills, culture, values and style, reward system, leader of change, pro-
cesses and technologies. For every directions the quantitative and qualitative symptoms that indicate a
necessity of change were worked out.

Prospects of research in this direction is to create tools for implementing each of the proposed ar-
eas of change and the formation of the system of performance indicators for changes.
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