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Abstract 
The managerial challenges facing organizations in educating their employees 

about the importance and necessity of continuing the organization’s change efforts 

are certainly not unique. Giant organizations and small businesses, universities 

and colleges, state and local governments, an even the military are being forced to 

significantly change the way they do things. Although change has always been a 

part of the human resource executive’s job, it has become even more important in 

recent years. Organizational development on the other hand is a response to 

change, a complex educational strategy intended to change the attitudes, values, 

and structure of organizations so that they can better adapt themselves to new 

technologies, markets and challenges and the dizzying rate of change itself. The 

work focuses on the role of human resource executive in managing organizational 

change and development. The paper is a reviewed study, and the information 

gathered was analyzed qualitatively. The study concluded that today 

organizations are undergoing organizational change and development to be more 

competitive. All such changes will continue to require the support and expert 

advice of the human resource management executive. Changes can take place in 

several aspects of organization such as strategy, culture, structure, tasks, 

technologies, and the attitudes and skills o9f its people. The paper recommends 
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among others that strategic changes would require intense support from the 

organization’s human resource executive. 

    

Key Words:  Human Resource, Management, Executive Change, Organization, 

Development  

 

Introduction 

To some, the idea that Human Resource Executive should be a “strategic partner” may 

seem a little theoretical, but not to the leaders of organizations. Today, around the globe, 

organizations are undergoing organizational change and development to be more 

competitive. Probably no function is more involved in these changes than is human 

resource function.  

 

Tofller (1971) quoted in Okere (2000) posit that “we are living in a world that is undergoing 

profound and rapid changes; changes that in their magnitude and rapidity are unmatched 

in the history of the family Hominidae”. It has almost become trite to say that only constant 

thing about today’s world, is that things are constantly changing (Okere, 2000). Thus, we 

must be cognizant of ways to promote and, respond to change to ensure the survival of 

our organizations. In reality, management does not have the option of not changing.  

 

According to Okere (2000), there are two major ways of dealing with change in 

organizations. The first is a reactive process: management adapts in a piecemeal, one-step-

at-a-time manner to deal with problems or issues as they arise.  The second is that 

management can be proactive and embark on a programme of planned change. The 

reactive process simply tries to keep the organization on a steady course as problems come 

up. Planned change on the other hand involves deliberate actions to alter the status quo. It 

is proactive in that it sets out to change things; to set a new course rather than to maintain 

the current one (Okere, 2000). Also planned change seeks to anticipate change in the 

environment and deals with ways of coping with these predicted new conditions. Because 

of the complexity and rapidity of change in our modern world, it will be more ideal for the 

managers to understand and utilize planned change approach. 

 

Role of Human Resource Executive in Managing Organizational Change 

It may be asked, if you take over a troubled firm; what aspects of that firm can you change? 

There are several including its strategy, culture, structure, tasks, technologies, and the 

attitudes and skills of its people. All such changes will require the support and expert 

advice of the human resource executive. 
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Strategic Change:  Organizational change often starts with strategic change, a change in 

the organization’s strategy, mission, and vision. Strategic change may then require other 

changes, for instance in the organization’s production, technology, structure, and culture 

(David and Michael, 1990). The strategic change initiated can provide an example such as 

in response to declining market share, a dearth of new products, and increasing customer 

complaints, human resource executive with his team can formulate a new vision for the 

organization. This can aim at transforming the organization into a more cost-conscious, 

competitive, quality-control-based firm (Benjamin et al, 1996). 

 

Cultural Change:  Implementing a strategic change often requires changing the culture, 

the organization’s share, value and aim. Organization can take several steps to implement 

such cultural change. For example, it can create a new set of “heroes”, individuals and 

teams who can be publicly be congratulated whenever their behaviour reflect the 

organization’s new values of quality, team-work, and customer focus. 

 

Human resource executive plays an important role in changing culture. According to 

Edgar (1985), there are five primary embedding mechanisms to change a organization’s 

culture, each of which requires human resource executive support and advice: 

1. Make it clear to your employees what you pay attention to, measure and control.  

2. React appropriated to critical incidents and organizational cries. 

3. Deliberately role model, teach, and coach the values you want to emphasize. 

4. Communicate your priorities by the way you allocate rewards and status. 

5. Make your human resource management procedures and criteria consistent with 

the values you espouse. 

 

Structural Change:  Reorganizing-redesigning the organization’s departmentalization, 

coordination, span of control, reporting relationships, or centralization and decision 

making is a relatively direct and quick method for changing an organization (Stewart, 

1991). Human resource executive plays a role in such structural change. In an organization, 

downsizing require performance reviews to decide who stays and who goes and an 

outplacement effort; reorganizing requires personnel planning, selection, and job analysis; 

and flattening the organization may require consolidating pay levels into fewer broader 

bands. 

 

Task Redesign: The tasks and authority assigned to individuals and teams within the 

organization are often changed as well. For example, traditional assembly line can be 

abolished. Instead, the work can now be organized around work teams. 
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Technological Change:  Technological changes are modifications to the work methods the 

organizations uses to accomplish its tasks. They may include new production technologies, 

new selection and screening procedures, and new performance appraisal techniques. 

Compensation and appraisal systems can be instituted by organizations as Human 

Resource (HR) based technological changes, and implemented to support cultural and 

strategic changes. 

 

Changes in People, Attitudes and Skills:  Sometimes the employees themselves must 

change (Aslaug and Per, 1998). Training and development techniques such as lectures, 

conferences, and on-the-job training are often used to provide new or present employees 

with the skills they need to perform their jobs adequately. HR-based organizational 

development interventions are aimed at changing employees’ attitudes, values, and 

behaviour. 

 

A Ten-Step Process for Leading Organizational Change 

Actually implementing and leading an organizational change can be a tricky matter, even 

for a Chief Executive Officer with lots of clout. The change may be complex and require 

dozens or even hundreds of managers and supervisors to do their parts: resistance may be 

considerable, and the change may have to be accomplished while the company continues 

to serve its customer base (Gary, 2000). 

 

Based on several large-scale organizational renewal projects, a more detailed list of the 

steps involved in such a process may be summarized as follows: 

1. Establishing a Sense of Urgency: John (1996) observed that once they become 

aware of the need to change, most leaders start by creating a sense of urgency. 

 

2. Mobilize Commitment to Change Through Joint Diagnosis of Business 

Problems: Having established a sense of urgency, many leaders then create one or 

more task forces to diagnose the business problems. Such teams can produce a 

shared understanding of what can and must be improved and thereby mobilize 

the commitment of those who must actually implement the change. 

 

3. Create a Guiding Coalition: Many organizations create a guiding coalition of 

influential people, who act as missionaries and implementers. Such a coalition 

should include people who individually have influence to lead such change. And 

it is important the group works together as a team. 
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4. Develop a Shared Vision: To transform an organization, a new vision is usually 

required, “a general statement of the organization’s intended direction that evokes 

emotional feelings in organization members. 

 

5. Communicate the Vision:  Change expert John (1996) says that “the real power of 

a vision is unleashed only when most of those involved in an enterprise or activity 

have a common understanding of its goals and directions.  In fact, fostering 

support for the new vision is virtually impossible unless the vision has been 

effectively communicated. The key elements in effective communicating a vision 

include (1) Keep it simple; (2) Use multiple forums; (3) Use repetition; and (4) Lead 

by example. 

 

6. Enable Employees to Facilitate the Change: By now employees understand the 

vision and want to make it a reality, but may feel inadequate. Perhaps a lack of 

skills stands in the way; or policies, procedures and the organization chart make 

it difficult to act; or some bosses may actual discourage those actions aimed at 

implementing the organization’s new vision. It is the organization’s job to see to it 

that such barriers are removed (Kathryn, 1996; Noel and Ram, 1995).  

 

7. Generate Short-Term Wins: Transforming an organization can take time, but 

employees, need reinforcement periodically. Tha is why building in “short term 

wins” is important (John, 1996). 

 

8. Consolidate Gains and Produce More Change:  The organization can then use the 

credibility from such short-term wins to change all the systems, structures, and 

policies that do not fit well with the organization’s new vision. And managers can 

continue to produce more change by hiring and promoting new people; by 

identifying certain employees to champion the continuing change; and by 

providing additional opportunities for short-term wins by employees (Michael et 

al, 1990). 

 

9. Anchor the New Ways of Doing Things in the Organization’s Culture:  Most 

organizational changes require a corresponding change in employees shared 

values. For example, a “team-based, quality-oriented, adaptable organization” is 

not going to happen if the values employees share still emphasize selfishness, 

mediocrity, and bureaucratic behaviour. 
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10. Monitor Progress and Adjust the Vision as Required: Progress then must be 

monitored. Thus, organization can appoint an oversight team to monitor its new 

team based organization and self-managing teams. 

 

Human Resource Executive as Change Agent 

Organizational change need a catalyst. People who act as catalyst and assume the 

responsibility for managing the change process are called change agents. Who can be 

change agent? We assume that changes are initiated and coordinated by a human resource 

executive within the organization. However, the change agent could also be an outside 

consultant whose expertise is in change implementation. For major worldwide changes, 

organizations often hires outside consultants to provide advice and assistance. 

 

Why People Resist Organizational Change?      

It is often said that most people hate any change that does not jingle in their pockets. This 

resistance to change is well documented (Cunningham et al, 2002). Why do people resist 

organizational change? An individual is likely to resist organizational change for the 

following reasons: uncertainty, habit, concern over personal loss, and the belief that the 

change is not in organization’s best interest (Reichers et al, 1994). 

 

Techniques Used by Human Resource Executives to Reduce Resistance 

When human resource executives see resistance to change as dysfunctional, they can use 

any of six actions to deal with it (Mosshdder et al, 2000). These six actions include 

education and communication, participation, facilitation and support, negotiation, 

manipulation and cooperation, and coercion. Depending on the type and source of the 

resistance, human resource executive might choose to use any of these. 

 

Using Organizational Development to Change Organization by Human Resource 

Executives  

The term Organizational Development (OD), though occasionally referring to all types of 

change, essentially focuses on techniques or programmes to change people and the nature 

and quality of interpersonal work relationships (Hicks, 2000). Human resource executives’ 

uses different OD techniques during the strategic change including team building, survey 

feedback, and intergroup development (White, 20002).  

 

Thus, organizational development is a special approach to organization change in which 

the employees themselves formulate the change that is required and implement it, often 

with the assistance of a trained human resource management consultant. Particularly in 

large organizations the OD process is almost always handled through human resource 
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department, whose staff has the special knowledge and networks required to implement 

this approach. 

 

Types of Organizational Development Applications 

The number and variety of organizational development applications, also called OD 

interventions or techniques have increased substantially over the past few years. OD got 

it start with what were called human process interventions. These were generally aimed 

at enabling employees to develop a better understanding of their own and others’ 

behaviours to improve that behaviour for the benefits of organization. 

 

There are four types of OD applications: human process, technostructural, human resource 

management, and strategic applications. All are based on getting the employees 

themselves to collect the required data and to create and implement the solutions. 

 

Table 1: Examples of OD Interventions and the Organizational Levels they Affect 

PRIMARY ORGANIZATION 

LEVEL AFFECTED 

INTERVENTIONS INDIVIDUAL GROUP ORGANIZATION 

Human Process    

T-Group x x  

Process Consultation  x  

Third- Party Intervention x x  

Team Building  x  

Organizational Confrontation 

Meeting 

 x x 

Intergroup Relations  x x 

Technostructural    

Formal Structural Change   x 

Differentiation and Integration   x 

Cooperative Union-Management 

Projects 

x x x 

Quality Circles x x  

Total Quality Management   x x 

Work Design x x  

Human Resource Management    

Goal Setting x x  

Performance Appraisal x x  
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Reward Systems x x x 

Career Planning and 

Development 

x   

Managing Workforce Diversity x   

Employee Wellness  x   

Strategic    

Integrated Strategic Management   x 

Culture Change   x 

Strategic Change   x 

Self-Designing Organizations  x x 

Source: Gary D. (2000). Human Resource Management, Prentice-Hall,  

    London. 

 

Human Process Applications: Human process OD techniques generally aim first at 

improving employees’ human relations skills. The goal is to give employees the insight 

and skills required to analyze their own and others’ behaviour more effectively, so they 

can then solve interpersonal and intergroup problems. Sensitivity training is perhaps the 

most widely used technique in the category. 

 

Technostructural Intervention: OD practitioners are also increasingly involved in 

changing the structures, methods, and job designs of organizations. Compared with 

human process interventions, these technostructural interventions, as well as the human 

management interventions, and strategic interventions generally focus more directly on 

productivity improvement and efficiency. 

 

Organizational development practitioners use a variety of technostructural interventions. 

For example, in a formal structure change programme the employees collect data on the 

organization’s existing organizational structures; they then jointly redesign and 

implement a new one, usually answering to human resource department. 

 

Human Resource Management Applications:  OD practitioners increasingly use action 

research to enable employees to analyze and change their company’s personnel policies. 

Targets of change here might include the organization’s performance appraisal system and 

reward system, as well as installing diversity programmes. 

 

Strategic Applications: Among the newest OD applications are strategic interventions, 

organization wide programme aimed at achieving a fit between organization’s strategy, 

structure, culture, and external environment. Integrated strategic management is one 
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example of how OD can be used to create or change a strategy. This intervention must 

consist of four steps: 

 

1. Analyze current strategy and organizational design. 

2. Choose a desired strategy and organizational design. 

3. Design a strategic plan. 

4. Implement the strategic plan. 

 

Characteristics of Organizational Development 

1. It is actually based on action research, which means collecting data about a group, 

department or organization and then feeding the data back to the employees so 

they can analyze it and develop hypotheses about what the problems in the unit 

might be. 

2. It applies behavioural science knowledge for the purpose of improving the 

organization’s effectiveness.  

3. It changes the attitudes, values, and beliefs of employees so that the employees 

themselves can identify and implement the technical, procedural, structural, or 

other changes needed to improve the organization’s functioning. 

4. It changes the organization in a particular direction, toward improved problem 

solving, responsiveness, quality of work, and effectiveness (Thomas and 

Christopher, 1993). 

 

Process of Organizational Development 

Hamption et al (1973), quoted in Okere (2019) suggested that a general model for the 

implementation of organizational development might be as follows: 

 

1. Plan the change processes – done primarily by trained consultants, that is, 

behaviourial scientists, advising the top management who approve the 

programme. 

2. Change the attitudes and habits of individuals the way people treat one another. 

3. Change the group climate or culture, that is, the collective attitudes and habits of 

individuals.  

4. Work out new structures such as (a) sub-goals (products types, patient care, 

attention of budget money), (b) who has what ( a new specialization pattern) and 

(c) who has the final authority over whom. 

5. Solve day-to-day problem involving (a) new demands from outside the 

organization, (b) new discoveries or demands from inside the organization. 

 



South-South Journal of Humanities and international Studies                      Vol.5 No.1 March, 2022 
 

Role of Human Resource Executive in Managing Organizational Change and Development   10 

Conclusions 

Today organizations are undergoing organizational change and development to be more 

competitive. Probably, no function is more involved in these changes than is human 

resource function. There are two major ways of dealing with change in organizations. The 

first is a reactive process, and the second is that management can be proactive and embark 

on a programme of planned change. Change can take place in several aspects of 

organization such as strategy, culture, structure, tasks, technologies, and the attitudes and 

skills of its people. All such changes will require the support and expert advice of the 

human resource executive. Based on several large-scale organizational renewal projects, 

ten steps process for leading organizational change are involved. These are (1) Establishing 

a sense of urgency, (2) Mobilise commitment to change through joint diagnosis of business 

problems, (3) Create a guiding coalition, (4) Develop a shared vision, (5) Communicate the 

vision, (6) Enable employees to facilitate the change, (7) Generate short-term wins, (8) 

Consolidate gains and produce more change, (9) Anchor the new ways of doing things, 

and (10) Monitor process and adjust the vision as required. We assume that changes are 

initiated and coordinated by a human resource executive within the organization. 

However, the change agent could also be an outside consultant whose expertise is in 

change implementation. An individual is likely to resist organizational change because of 

uncertainty, habit, concern over personal loss, and the belief that the change is not in 

organization’s interest. A number of techniques are used by human resource executives to 

reduce employees resistance to organizational change such as education and 

communication, participation, facilitation and support, negotiation, manipulation and 

cooperation, and coercion. This depend on the type and source of the resistance. 

 

Organizational development is a special approach to organizational change in which the 

employees themselves formulate the change that is required and implement it, often with 

the assistance of a trained human resource management consultant. Four types of 

organizational development are human process, technostructural, human resource 

management, and strategic applications. 

 

Recommendations 

The work recommends the following: 

1. Strategic changes would require intense support from the organization’s human 

resource executive.  

2. There should be massive selection and training programmes installed to staff the 

new high-tech organizations’. 

3. Executive should prepare new job descriptions  for the new staff. 
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4. Personal planning system should be combined to find the employees to be 

promoted, moved, or dismissed. 

5. Human resource executive should support ant provide expert advice to build 

better, faster, more competitive organization. 

6. Human resource executive should play the role as a strategic partner in creating 

teams in the organization. 

7. Human resource executive role in organizational reengineering process should 

include building employees commitment to reengineering, building, changing the 

nature of the work, moving from controlled to empowered jobs, and moving from 

training to education. 

8. Human resource executives in their leadership roles should focus on various 

change targets. They can change the strategy, culture, structure, tasks, 

technologies, or attitudes and skills of the people in the organization. 

9. Organizational development is a special approach to organizational change that 

basically should involve letting the employees themselves formulate and 

implement the change that is required, often with the help of a personnel 

consultant. 

10. Steps actually leading to organizational change should include establishing a 

sense of urgency, mobilizing commitment to change through joint diagnosis of 

business problems; creating a guiding coalition, developing a shared vision, 

communicating the vision, removing barriers to the change and empowering 

employees, generating short-term wins, consolidating gains and producing more 

change, anchoring the new ways of doing things in the organization’s culture, and 

monitoring progress and adjusting the vision as required. 
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