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Introduction to Change Management 
 
Innovation, new technologies and social media are changes 21st-century academic libraries 
implement into traditional systems. It has been difficult to adopt and sustain these IT-enabled 
changes into libraries because librarians do not fully the change. The change happens because 
patrons use social media and technologies to communicate and learn. Forward-thinking 
librarians are attempting to introduce social media into libraries to meet patrons’ needs and 
wants. However, the change implementation is difficult because some librarians are not 
familiar with social media, or do not want to replace traditional communication systems with 
patrons.  
 
This past summer, I interned at a local academic library. The social-media librarian and director 
wanted to enhance the library’s social-media presence on campus to better communicate with 
patrons and other departments. Facebook, Twitter, Flickr and YouTube accounts were created, 
and librarians were told they must use these accounts to communicate with students. Some 
librarians did not use these accounts, and the social-network accounts remained stale. The 
implantation of social media in this library was not successful.  
 
The goals of this document are the following: 
 

• To identify what type of IT change the library completed and why 
• To recognize what parts of the IT change failed (why people resisted) and succeeded 

(what processes and types of training worked) 
• To discover key stakeholders, change agents and motivation techniques 
• To discover best practices for recognizing, implementing and sustaining change from 

theories and experts in the field for future social-media implementations in academic 
libraries 

 
The structure of this portfolio is divided by section. There will be an overview of key materials 
and content learned from each week, as well as how the content relates to my relevant 
experience or case studies. Two overarching themes that will be important to me are why 
librarians resisted the change and why specific goals are needed to implement change.  

1.1 IT-Enabled Innovation, Strategy & Change 

What role does IT play in organizational innovation? 
 
IT plays a vital role in information innovation. Because certain infrastructures are now 
commodities, it is easy for companies to utilize these technologies to promote products and 
interact with customers; it matters how companies use these innovations. Organizational 
innovation in IT provides news ways information is organized within an organization. Through 
innovative knowledge management and organization communication with customers, 



organizations can reach competitive advantages if they find creative ways to communicate and 
use IT.  

From McAfee’s classifications, all three forms of IT are relevant to my example: 
 

• Function IT-Twitter provides an efficient way to organize and catalogue reference 
questions. My library did not keep track of reference questions received through email, 
IM, walk-in or telephone. Encouraging the use of Twitter and hash tags for reference 
provides reference librarians with an easy tool to assist patrons with questions. Twitter 
provides an outlet to reference exactly what question was asked 

• Network IT: When students in large lecture classes have assignments or projects, more 
than one student has the same question. With Twitter, reference librarians can search 
for the reference hash tag to see if the question was previously asked. This way, he or 
she will not have to search through emails or ask other librarians if that question was 
answered. It serves as a point where librarians Tweet about events, news and new 
collections added to the library. If there is a one-stop shop for information, librarians 
will be informed and not have to dig for data 

• Enterprise IT-Whichever staff member is at the reference desk will be required to 
respond to Tweets from students, as well as inform patrons and staff members about 
library news and events. If there are troubles or concerns, this strategy makes it easier 
to ask questions or monitor information 
 

          

What role does IT play in organizational strategy?  
 
IT plays an important role in organizational strategy. What may be the most efficient and 
effective IT today could be different tomorrow. It is important for organizations to look at 



current processes for IT and how they affect customers, and envision how these processes work 
in the future. An IT strategy transitioning from current to future practices must be measured, 
researched and implemented to satisfy customer needs.  

In what phases do problems seem to occur in your example?  
 
Adoption was the face that received the most problems in my example.  

How was complements addressed (or not) by managers and employees?   
 
One complement that was not addressed was a successful adoption of the new strategy in the 
library. One librarian, who had knowledge and used social media, led the way for Twitter to be 
implemented for the library. However, most librarians at the college did not have experience or 
know how to use social media to communicate with patrons. The flow from using old practices 
to Twitter was not addressed well. There was little-to-no-training, and librarians were expected 
to independently learn the tool, though workloads were already heavy. Training schedules or 
short workshops were not implemented to teach the staff the new technology. In turn, 
reference questions were not answered, and students were not informed about news, events 
or announcements from the library. The library director and librarian leading the technology 
should have developed mandatory training workshops to introduce Twitter, why it would be 
beneficial, its goals and how to use and implement the technology.  

1.2 Types of Change Processes  

What are the different types of change one can find in organizations and how are they 
relevant for change management?  

Kurt Lewin 
 
Lewin believes that unfreezing, moving and refreezing a process is an effective way to initiate 
change in an organization. Unfreezing a change refers to halting current organization practices 
and processes to build new ones that fit within the organizations current needs and culture. 
Here, the organization must evaluate the current process, goals and vision. After this 
evaluation, a new change-process plan is formulated. Then, initiators develop, communicate 
and implement the new practices. Here, training and communication between internal 
employees is needed. If these people do not understand the new processes, implementation 
will not go smoothly. Effective knowledge of the new system will make employees feel more at 
ease with the new model. After employees in the organization become familiar with the 
changes, that change process is refreezed until the need to begin the process again occurs. 
Employees are now familiar with new expectations and behaviors. 
 
In regard to The library library, the director and lead librarian informed employees about a new 
plan to communicate with patrons and enhance reference services; no longer would email and 
telephone be the primary methods. Some training and communication occurred to introduce 



librarians to the new social-media presence. After this, librarians were encouraged to interact 
with students through social networks, such as Facebook and Twitter.   

John Kotter 
 
Kotter provides methods as how to not make change in organizations fail. Change is sometimes 
not successful due to poor communication or bad management. The most important factor 
Kotter provides is that effective change goes through a number of phases, not one singular 
event. If appropriate steps are planned and implemented, the process could be much easier for 
an organization’s employees.  
 
The eight best-practices Kotter highlights are: 
 

1. Establishing a sense of urgency 
a. Change occurs whether or not a company is prepared or not. Companies need to 

foresee and predict possible change outcomes that will affect the company 
 

2. Forming a powerful guiding coalition 
a. A management team should be assembled to plan and lead the change. They 

serve as the leaders for all internal employees. This group should practice open-
communication, and be able to answer questions and concerns about the change 
process 
 

3. Creating a vision 
a. Goals, a vision and objectives should be created that will help guide the change. 

These serves as a foundation for people to reference throughout the process 
 

4. Communicating a vision 
a. The management team should use every method necessary to communicate the 

vision to employees. If they are informed, training could go more smoothly 
 

5. Empowering others to act 
a. To make the process effective, barriers that hinder the change or do not meet its 

objectives should be removed. Old systems will not help 
 

6. Planning for and creating short-term wins 
a. Because change can be a challenging process, benchmarks and recognition 

systems should be implemented to encourage and acknowledge employees who 
adapt well to the new system 
 

7. Consolidating improvements and producing still more change 
a. Create a team to implement more of the change process. Include credibility and 

create projects that highlight the new change 
 



8. Institutionalizing new approaches 
a. Invite the new change to become the norm for policies and processes within the 

organization 

Wanda Orlikowski 
 
Orlikowski’s improvisational perspective adds flexibility and continued encouragement of 
innovation within an organization. This is more effective than following a strict change-process 
model. There are factors that influence the need for different plans in a change model. 
Economic changes, lack of funding, change in project leadership or revised visions are examples 
of influential factors. Some important aspects to remember about IT is that technologies 
continually change and innovation. Change is not one singular event, but a myriad of 
unexpected occurrences. The author points out that there are two factors that enhance the 
improvisational change method: standardized key change dimensions and sources that sustain 
the process within the organization.  
 
Orlikowski’s model of change management focuses on three types of change: 
 

• Anticipated-Organizations are able to foresee the need of change, and develop a plan in 
advanced 

• Emergent-This change occurs unexpectedly from current processes that are not planned 
• Opportunity-based-This change is not expected, but developed through strategy and 

need during the process in regard to opportunities or unpredictable events 
 
Though this model does not portray a strict change-process model, there is some value in its 
improvisation. Companies should learn to expect the unexpected for change processes; if there 
is a plan for flexibility, unexpected changes will be easier to handle in the company.  

Unified Model for Change 
 
After learning about the authors’ models of change, certain elements from each one can be 
combined to create another three-phased model.  
 

1. Plan and anticipate for change 
a. Observe current practices and predict future obstacles or need for change 
b. Develop a team that will lead the vision, communication and implementation of 

the change 
c. Create a vision and process for the change 

 
2. Initiate the change 

a. Incorporate the change into the workplace culture through training and 
examples 

b. Create projects and job activities that promote the new vision and change 
c. Train staff, and reward the performers who adapt to the change 



d. Develop a system to evaluate the change 
 

3. Consolidating the change 
a. Implement evaluation system for the change 
b. React and fix to new obstacles that emerged because of the change 
c. Begin to look at how this change will affect the company in the future 

The library College Library Experience 
 
Leaders of the internal change at the library should have followed a more structured model. 
Instead of planning and conducting research for the change, the process did not run smoothly. 
There was lack of communication and training for librarians to use social media. Since they 
were not specifically trained in this, they could not effectively communicate with patrons on a 
daily basis.  
 
If the library had used a unified framework, librarians and employees would have become more 
familiar to the social-media culture that was revolutionizing ways patrons communicate with 
others. A step-by-step vision and plan would have ensured understanding of the change and 
how to use it.  
 
Though the librarians are not familiar with social media, they need to understand it because 
that’s how patrons communicate. They need to observe future trends and technologies patrons 
use so as to provide the best service possible.  

1.3 IT & Change 

What role does IT play in change management? 
 
IT plays a specific role in change management, but the outcome depends upon what type of IT-
change is implemented. Lynne Markus points out three types of change: IT projects, 
organizational change and technochange. Each type of change has different outcomes; though 
all vary, they represent types of change that require goals, a vision and a thoughtful process to 
enhance an organization.  
 
IT projects do not require much planning, and do not have an intense change-effect on 
organizations. These projects could be completed without staff knowing much information 
about the change. Emails or simple announcements would suffice for IT projects.  
 
Organizational change involves the structure and culture of an organization. Former processes 
become obsolete, making way for new strategies that will affect the people (employees and 
customers) and values of an organization.  
 



Technochange is a change driven by implementation of information technology that could be 
beneficial for an organization. It can bring enhancements if it succeeds or disappointments if 
the project fails. This type of changes involves detailed levels of planning and increased risks for 
an organization.  
 

 
 
Is IT change different from general business change? 
 
Though IT change focuses on information-technology projects and general-business change 
focuses on change in policy or communication styles, they are not too different. When it comes 
to implementing and designing a process, IT-change and general-business change could follow 
similar models to produce results.  
 
Markus suggests organizations implement prototyping as a strategy for organization changes. 
Organizations should implement smaller design cycles that focus on smaller factors of the 
change process. With smaller cycles, management teams can look at the strategy and focus on 
what could and would not work within the organization’s change period.  

Outline your position on the role of IT in change management 
 
IT can play an important role in change management, but it depends on the goals of the 
change, and why it is needed. Some IT projects, such as updating to newer software, will not 
have a high impact on the culture and values of a company. Some employees may not even be 
aware the updated occurred since it does not affect daily work activities.  
 
First, the organization needs to determine what type of IT change will occur in the new 
management. Is it something that affects the culture and daily flow of the work day? Is it a 



software upgrade? Once an organization determines if it is an IT project, organizational change 
or technochange, a strategy can be planned and implemented.  

Analyze the London Ambulance case 
 
To have an effective IT change, Markus recommends three needed factors: 
 

• Completeness-process has the capability of achieving a wanted outcome if implemented 
correctly 

• Level of implementation- new process does not clash with the current culture, and can 
and will be used by employees 

• Appropriation on benefits- amount of usage and reaction to the new change system 
could bring about more opportunities and benefits for the organization. 

 
The 1992 London Ambulance system failed because it did not coincide with the culture of the 
company, planning was too broad and poor and outside contractors did not understand the 
system and values of the company. A successful result was not complete because 
implementation lacked training of employees and an unfamiliar IT system. Level of 
implementation was low because employees were frustrated with the system and it clashed 
with the culture of the LA company. Finally, there was no appropriation of benefits because the 
system was not properly or successfully adopted. 
 
The 1996 London Ambulance case yielded different results. The company planned a system that 
met the vision, goals and objectives of the company. Instead of implementing the system 
immediately, managers tested it with a small number of employees who would use it. These 
employees received thorough training, and all the system’s problems were fixed before full 
implementation began. Once the project was fully implemented, the company was able to use 
the new system to handle new policies set by the government and allows more calls and 
dispatches to be exchanged and received. This prototyping allowed the London Ambulance 
company to achieve a system that coincided with the organizations culture; thus offering a 
smoother change process for all.  

2.1- Change Models 

What models can help us analyze the need and readiness for change at the organizational 
level? 
 
There are a number of models Palmer outlines in this week’s lecture. Each model possesses 
strengths and limitations, and two models that synthesized change management are the Star 
Model and the 7-S Framework.  



The Star Model 
 
This model shows how change within an organization is most successful when five main design 
factors are in alignment with one another. These five factors include: 
 

• Strategy-vision, direction 
and competitive advantage 

• Structure-power, 
authority, organizational roles and reporting relationships 

• Processes and lateral 
capability-networks, processes, teams, integrative roles, matric structures 

• Reward systems-goals, 
scorecards and metrics, values and behaviors, compensation/rewards 

• People practices-staffing 
and selection, performance feedback, learning and development 

 
Strategy plays an important role in this model. If there is one shared strategy, the other factors 
can form goals and outcomes around the central strategy. All of these factors are 
interconnected, and one cannot properly initiate effective change without the other. If any of 
these factors does not align with each other factor, or does not follow strategy, weak change 
occurs within the organization. Strengths and weaknesses of the Star Model include: 
 

Strengths Weaknesses 
• 

ll internal factors are interconnected 
• 

ely on each factor to create sense of 
trust and supportive community 
within the organization 

• 
asy to determine which factors are 
misaligned-don’t have to dig to 
discover problem 
 

• 
oes not include external factors, such as 
economic conditions or competitors 

• 
oes not include an obvious central vision 
for the five factors to follow 

• 
ach factor may become too 
interdependent, and lose sight of its 
individual outcomes and goals  

• 
isalignment could initiate low 
performance and internal competition 

 

7-S Framework 

This model emphasizes how effective change is achieved through the interaction of different 
factors, and interconnectedness between groups. The model includes 7 primary factors: 



                                      

• Strategy-company’s route to competitive success 
• Structure-organizational design 
• Skills-characteristics that differentiate company from its competitors 
• Staff-development process of human resources in the organization 
• Style-how people act in the organization when decisions must be made 
• System-procedures that show how an organization operates 
• Superordinate goals- the vision of the organization  

All factors are united by a set of established goals, which is placed in the middle of the model. 
However, these 7 factors must understand how the change will affect their individual 
characteristics, but remain committed to interdependence. Strengths and weaknesses of this 
model include: 

 
Strengths Weaknesses 

• All factors are united by a central goal 
enhances quality of change 

• Interconnectedness creates a support 
system for the factors 

• Encourages interaction and exchange 
of ideas and processes between 
different factors 

• Too much reliance on other factors for 
change success can lead to weakness 
of individual factor strength 

• May forget department outcomes if 
overly invested in the group 

• If central goal changes, all factors must 
create new change processes 

7-S Framework and The library College Library Experience 
 

Factor Example 
Structure Need Internet access and Twitter account 
Strategy To create an active Twitter account and engage students in 

conversations and Tweet relevant information about the library 
to patrons 

Skills To create engaging content and interesting conversations 
Staff Need to have tech-savvy and social-media expert librarians 
Style Need to inform internal employees about Twitter account, and 

train them how to effectively use the new website 
Systems Provide best practices and tips as how to achieve an active 



Twitter account that interacts with student patrons 
Superordinate goals To utilize social media to effectively interact and communicate 

with students 

2.2: Work Systems 

Does the size of change matter? Summarize different positions on the topic and highlight how 
you believe change managers should approach the issue.  
 
The size of change does matter, but it depends on the current situation of an organization. 
There are two types of change, firs-order and second-order, that affect an organization, and 
each possesses different needs and outcomes. Here is a table that outlines the differences 
between these changes: 
 

First-order Change Second-order Change 
Tuning, improving, enhancing, anticipatory, 
reorientation of values 

Adaption, internally initiated, recreation, fast 
change on basic elements 

 
First-order change represents change simply upgrades an already-established system. Processes 
are enhanced to make work-flow more productive and efficient. There is significantly less of a 
cultural shock internally and externally.  
 
Change managers should approach first-order change with a well-developed plan. Though the 
change may be small and not change the overall culture of an organization, plans are needed.  
These managers should develop a team of people who are knowledgeable about the culture 
and goals of the company, and can bring innovative ideas as how to sustain the current 
processes within an organization.  
 
Second-order change involved a radical new development within an organization. A new 
process is initiated internally; this change tends to be large, and changes the scope, goals and 
culture of a company. Proper planning and development are needed to achieve a successful 
change process.  
 
Change managers should approach second-order change with an open mind, ability to work 
hard and cooperate with multiple departments within the organization. The overall structure 
and vision of the company will be redesigned to allow the new change to be initiated. 
 
In regard to the Cisco case, a second-order change is the appropriate change for the 
organization. A new system, Oracle, was initiated into the framework and systems process of 
the company. Old systems would no longer be utilized, and traditional processes were 
discarded for new ones to enhance performance and increase company revenue.  
 



Steps of second-order change within Cisco included management teams, money and third-party 
organizations. Teams from different departments across the organization came together to 
discuss processes and communicate; this open interaction sparked new processes and 
innovations for the company. Also, Cisco spent millions of dollars to hire an outside consultant 
to initiate and develop the change within the organization.  
 
Millions of dollars, time, effort and outside consultations were involved to create a new 
organization process. Cisco was not satisfied with their current process, so they created a new 
system to better meet internal and external needs. 

Using Alter’s Work System framework and the work system snapshot in particular, analyze a 
work setting you know well. Make sure to describe the problems you find in the system. 
Propose an innovative solution to the problems you find in the work system. Summarize your 
proposal in a future state works system snapshot.    
 
Alter’s Work System defines an initial understanding and view of a strategy within an 
organization. It showcases the need for the system, and identifies a number of internal and 
external factors that affect the change. This model defines the following components in an 
organization: 
  
 

• Customers 
• Products and services 
• Processes sand activities 
• Participants 
• Information 
• Technologies 
• Infrastructure 
• Strategies 
• Environment 

Problems with the current process 
 
The main problem with this process is that there is no communication or training for current 
employees as how to use the new system. Twitter is simple to use, but users must be exposed 
to it first. Without any help or resources, librarians are not thrilled to utilize Twitter or other 
social networks to communicate with student patrons. No formal training or mandatory 
workshops were developed to train and explain to staff why this change is needed or necessary.  
 
Right now, staff posts events reminders or news from the library. There is no two-way 
communication between the library and student patrons or the community. If there is no 
interaction or initiation on behalf of the library staff, students do not feel compelled to reply or 



even read Tweets or information on other social networks. One-way communication does not 
fit needs and wants of the 21st-century student at The library.  
 
Library staff was not informed why using social networks to communicate with students was 
beneficial for both parties. Staff posts information, but they do not know the goals, policies or 
vision behind it, so there is no incentive to try hard or post appropriate information.  
 

Customers 
Library director 
Social-media librarian 
Librarians 
Student workers 

Products/Services 
Library news 
Library events 
Library reminders 

Processes/Activities 
 

Inform librarians and employees they now have to use Twitter and social media to 
communicate with students and the community 
Librarians post library news and events, which limits two-way communication 

Participants 
Library director 
Social-media librarian 
Librarians 
Student workers 
 

Information 
Events and news about the 
library is shared on Twitter 
and social networks 
 

Technologies 
Computer 
Internet access 
Twitter account 

Potential solution to the current problem 
 
There is an easy way to fix this problem, and here are my following solutions: 
 

1. Develop mandatory training sessions to explain why social-media is important to use, 
and show librarians and employees how to do this 

2. Design goals and vision for social-media implementation 
3. Create a wiki for best practices as how to use Twitter and other social networks to 

engage and interact with students and the college community 
4. Establish a social-media policy for all Web 2.0 tools 

Customers 
Library director 
Social-media librarian 
Librarians 
Student workers 

Products/Services 
Innovate way to communicate with students 
Understanding of technology trends students 
use to share information and interact with 
one another 
Improve Web 2.0 writing and usage skills 



Processes/Activities 
Design training sessions to introduce and train employees how to use social networks and 
Twitter 
Explain why this new process is happening, and how it will impact the library 
Create a social-media policy for all Web 2.0 tools 
Establish a wiki for social-media best practices for librarians and workers to follow 
Design goals and vision for social-media implementation 
 

Participants 
Library director 
Social-media librarian 
Librarians 
Student workers 
 

Information 
Exchange of ideas among 
employees 
Shared information among 
librarians and library workers 
New resources and 
communication techniques 
for librarians and library 
workers 

Technologies 
Computer 
Internet access 
Twitter account 
Online Twitter wiki 
Printer 

Environment 
Adhere to deadlines and new policies 
Productive, yet effective work atmosphere 
Thorough review of wiki and attend all 
mandatory Twitter and social-network 
trainings 
Open-mindedness for innovative ways to 
interact with students and college community 
 

Infrastructure 
Computer 
Internet access 
Twitter account 
Online Twitter wiki 

Strategies 
Goals and social-media policy provide a framework to set a strategy for the Twitter and social-
media accounts 
Develop an understanding of social media through proper training and reading of reference 
materials in wiki 
 
 

Module 2.3-Resistance to change 

Reasons for resistance to change 
 
Resistance of employees within an organization is often caused by some fear or uncertainty 
with change. Employees are unsure of new actions, or may be afraid of innovation if it involves 
learning new practices. Palmer identifies the most common reason for change: 
 

1. Dislike of change 



2. Discomfort with uncertainty 
3. Perceived negative effect on interests 
4. Attachment to already-established organizational culture 
5. Perceived breach of psychological contract 
6. Lack of conviction change is needed 
7. Lack of clarity as to what is expected 
8. Belief that the specific change being proposed is inappropriate 
9. Belief that the timing is wrong 
10. Excessive change 
11. Cumulative effect of other changes in one’s life 
12. Perceived clash with ethics 
13. Disagreement with the way change is being managed 

How do you go about analyzing resistance to change? 
 
To analyze resistance to change, 
managers should dig and understand why 
there is resistance. If managers 
implement the change, it is their 
responsibility to understand why 
resistance is there. At times, employees 
are not resistant to change, but the way 
change is implemented within the 
organization. Employees may not have 
sufficient communication, training or 
knowledge for the change; lack of knowledge about the change causes employees to feel 
insufficient; if employees are puzzled, the implementation will not run smoothly until all 
involved parties have proper knowledge and understanding about the change. Managers 
should regard resistance to change as constructive feedback, rather than a hindrance to the 
process. It helps confirm goals and visions of the organization and change process. If 
employees’ knowledge or expectations are not in sync with the change goals, the change needs 
to be reevaluated.  

What are some of the strategies you can apply when facing resistance? 
Palmer identifies six ways for managers to mitigate resistance to change, and each one can be 
implemented for more effective change implantation within an organization: 

• Situational approach 
• Resistance cycle 
• Creative counters 
• Thought self-leadership 
• Tinkering, kludging and pacing 



• Power of resistance 

The situational approach is based upon a classic model to resistance to change. Not all of these 
methods must be used to counteract change resistance. Palmer recommends managers analyze 
the situation before a method is used. The methods include: 
 

• Education and communication 
• Participation and involvement 
• Facilitation and support 
• Negotiation and agreement 
• Manipulation and cooptation 
• Explicit and implicit concern 

                                                                    

 
 
Resistance cycle is a method that allows the resistance to develop at its own pace. Palmer 
writes there are four steps to the natural resistance process, and they are denial, resistance, 
exploration and commitment. At first, employees may be in shock and deny that change 
happens. Next, employees resist the change, and soon will begin to explore what the change 
offers and commit to the new state. Though this process is natural, it is important for managers 
to manage the resistance and intervene if resistance becomes out of hand.   
 
The creative-counters approach encourages managers to understand constructive feedback to 
the change. Through careful listening, managers comprehend resistance to change and 
establish suggestions for a different approach to change implementation.  
 



Another approach is thought-self leadership, and this alters the way employees think about 
change. It is accomplished through influence or careful control of an individual’s mindset. 
Managers can approach change as a benefit for the organization, and state the reason why. If 
employees understand how change is a positive, they will be less likely to resist.  
 
Tinkering, kludging and pacing reengineer practices, rather than implement a new change. 
Palmer suggests improving current practices, rather than creating new goals and a culture. 
 
The power of resistance is an approach to build support for the change in the organization. 
Rather than resisting negatively, individuals should embrace the resistance (find out who is 
resisting and why) and stay focused on the objective.  

Example of resistance to change 
 
One of my examples of the shift of resistance in change involved integrating social media into a 
library. More than half the librarians were not familiar with social media, and they did not 
understand why this new communication method would help the library reach more student 
patrons. They did not understand that social media was popular and widely used by student 
patrons and the college community. Students would be more likely to interact with Tweets and 
Facebook comments, rather than email blasts and long newsletters. In the information age, 
librarians needed to understand that students want information instantly, and if it is hard to 
access, they become frustrated.  
 
Finally, the librarian in charge of the change explained to other librarians why the change was 
implemented. However, many librarians were not thrilled to learn multiple social networks at 
one time. To alleviate this conflict, the librarian in charge again explained why the change 
would reach out to more students and how social networks would promote available library 
services, tools and resources. The librarian listened to the feedback, and only Twitter and 
Facebook were the main social network tools other librarians learned for the time being. By 
providing detailed explanations and incorporating feedback into a new change plan (lessening 
the number of social networks to learn for librarians who were not digitally-savvy), more 
parties reached a better agreement for the change process. 

2.4: Culture 

What is organizational culture? 

Organizational culture is a system of values a group follows to handle or accomplish daily 
processes. Culture defines how employees perform job duties and responsibilities. It serves as a 
foundation for employees to model behavior and solves problems.  

According to Schein, culture is “the accumulated shared learning of a given group, covering 
behavioral, emotional and cognitive elements of the group members’ total psychological 
functioning. For such shared learning to occur, there must be a history of shared experience 



that, in turn, implies some stability of membership in a group. Given such stability and a shared 
history, the human need for stability, consistency, and meaning will cause the various shared 
elements to form into patterns that eventually can be called a culture” (17). 

Culture just does not happen-it is created by a group of individuals within an organization, and 
there are three levels of culture that Schein defines: 

• Artifacts-Visible organizational structures and processes (hard to decipher, but easy to 
observe) 

• Espoused beliefs and values-Strategies, goals and philosophies (espoused justifications, 
serves as core mission/vision for organization) 

• Underlying assumptions-Unconscious, taken-for-granted beliefs, perceptions, thoughts 
and feelings (ultimate source of values and action) 

Overall, creation of culture is initiated from leaders within a group who have strong views 
about how processes should be completed. “Leaders first create culture when they create 
groups and organizations” (Schein). Then, culture is shaped based on shared assumptions from 
the group and its leaders. However, leaders must be wary of the more complex issues of 
culture: “The most central issue for leaders … is how to get at the deeper levels of a culture, 
how to access the functionality of the assumptions made at that level, and how to deal with the 
anxiety that is unleashed when those levels are challenged” (Schein). To be an effective leader 
and maintain proper culture, it is vital for leaders to understand internal and external risks and 
opportunities that could affect their organization. If they are not wary of these factors, the 
culture and work processes of the organization could be in trouble in the future.  

How can organizational culture facilitate and/or constrain change? 
 
Organizational culture can facilitate change when it is incongruent. This provides an 
opportunity for new ideas and processes to be implemented. However, it is important for 
employees and managers to look at internal and external factors that will influence new 
cultural change. Goals and visions must match culture expectations; if not, the new cultural 
change will not be successful. Overall, the culture of the organization must match the needs 
and wants of internal and external stakeholders. When this happens, the new culture will 
become congruent, until new changes occur within the organization.  
 
An organization can constrain change when its congruent culture does not match the needs or 
goals of internal and external stakeholders. Responsibilities and duties do not meet the new 
needs of the organization if they follow the rules of the current culture. This is when processes 
become strained, and innovation and change is needed to meet new needs.  

Give examples of organizational cultures that affect change management from your own 
experiences. 
 



An example of organizational culture that affected change management included my time 
spent at The library College Library. Student patrons used to physically go to librarians at the 
reference desk to ask questions or receive information, or use email, IM or the telephone. 
Today, most students do not use these traditional communication methods to communicate 
with the library and librarians. Instead, student patrons use social media to communicate with 
one another. The library decided to incorporate social media into their system, and this 
changed the traditional culture librarians were used to. Instead of face-to-face contact, 
librarians now had to interact with students virtually. Many librarians did not understand why 
or how to use social media in the library. Going from face-to-face to virtual communication was 
a process they were not quite ready to accept or want because new technologies would need 
to be used and learned.  

2.5: Stakeholder & Equilibrium Analysis 

What is equilibrium analysis and give examples of equilibrium models? 
 
Equilibrium analysis includes how processes within a system work together. It examines if 
balance favors one side or another. In the process of change, balance tips back and forth, but 
once change is implanted and final, a leveled balance within the organization is restored. If 
systems are not balanced after the change, the balance point wavers again because the current 
state of the organization does not match the new culture.  
 
Here is one model that can be used to shape equilibrium: The Management of the 1990s 
Equilibrium Model. 
 
The Management of the 1990s Equilibrium Model includes five factors that balance change in 
an organization: 
 

1. Technology 
2. Strategy 
3. Structure 
4. Management Processes 
5. Individual Roles and Cultures 

 
The model shows that these five factors are interconnected; if one factor does not perform 
well, it affects the entire balance of the system. Outside factors, such as technology and 
socioeconomic environment affect the balance, as well. Organizations need to understand 
these external factors to achieve ultimate balance. To do this, employees should be aware of 
trends and news that affect the organization. 
 



 
 

Briefly summarize stakeholder analysis and their benefits. 
 
A stakeholder is an individual or group who has a vested interest or “stake” with a process or 
idea. These people guide how influence is shifted within the organization, and the influence can 
be positive or negative. Stakeholders may be internal or external individuals; employees, 
customers, competitors, funders and board members are examples of stakeholders in an 
organization.  
 
A stakeholder analysis identifies stakeholders that influence change within an organization, but 
specifically targets stakeholders who are essential to the change process and equilibrium. These 
specific stakeholders determine the success or failure of the project. It is vital to identify these 
people so risk and resistance may be mitigated. Once these stakeholders are identified, a 
strategy can be implemented to revitalize equilibrium and the change process.  
 
To complete a stakeholder analysis, the following steps are recommended: 
 

1. Identify a vision or object 
2. Describe a number of future states in terms of goals understandable by the stakeholder 

group 
3. Break down goals into the process, technology and organization and culture steps 

necessary to balance the organizational equilibrium 
4. Identify the stakeholder groups whose commitment is necessary to achieve each goal 
5. For each type of stakeholder, describe the needed changes, perceived benefits and 

expected kinds of resistance 
6. Analyze the effort required to gain the necessary commitment from the stakeholder 

group 
7. Develop action plans for those stakeholder groups that are not committed enough 

 



Benefits of the stakeholder analysis system include: 
 

• Identifies stakeholders who do or do not support the change 
• Understand why some stakeholder groups do not support the change 

o Once this is understood, you can create a plan to help alleviate the resistance 
and encourage equilibrium 

Give examples of how stakeholder analysis may benefit a change effort by drawing on your 
own experiences, Cisco or the Gawande cases. 
 
At The library College Library, a stakeholder analysis would have been beneficial right from the 
beginning. The first step would be to identify stakeholders who are the most and least capable 
of causing the project to fail. Once these groups are identified, action plans and goals can be 
created to mitigate resistance and encourage the need for the change. Most librarians did not 
adapt well using social media as the new way to communicate with students. They had no 
experience with social media, and favored traditional ways. This group caused the process to 
fail. If this problem was identified from the start, plans would have been formed to encourage 
librarians to utilize social media, as well as explain benefits for themselves, students and the 
library.  

3.1: Change Agents 

What characterizes different types of change agents?  
 
In any type of change process, there are different roles people within the organization fall into. 
Part of the success of the change depends on how effectively these roles are played and 
performed by individuals. It is important that these people understand their roles within the 
change process because it will affect how the change is managed.  
 
Assigning specific roles to people within in an organization helps delegate job responsibilities, 
and ensures multiple people from different departments are involved in the change process. 
Each role has a different part to play, and they help manage the change process in an 
organization. The author identifies two images of managing change: management as control 
and management as shaping. He also identifies three images of change outcome: intended, 
partially intended and unintended. These images are “dependent on the images held of 
managing and of whether intentional change outcomes can be achieved”(Palmer, Dunford  & 
Akin, 2009). The authors outline these roles in Chapter 2: 
 

Change Agent Role 
Director “The director image is based on an image of 

management as control and of change 
outcomes as being achievable. It is therefore 
up to the change manager to direct the 



organization in particular ways to produce the 
required change.” 

Navigator “In the navigator image, control is still seen as 
at the heart of management action, although a 
variety of factors external to managers mean 
that while they may achieve some intended 
change outcomes, others will occur over 
which they have little control.” 

Caretaker “In the caretaker role, the (ideal) image of 
management is still one of control, although 
the ability to exercise control is severely 
constrained by a variety of forces, both 
internally and externally driven, that propel 
change relatively independent of a manager’s 
intentions.” 

Coach “In the coach image, the assumption is that 
change managers (or change consultants) are 
able to intentionally shape the organization’s 
capabilities in particular ways.” 

Interpreter  “The interpreter image to managing change 
places the change manager in the position of 
creating meaning for other organizational 
members, helping them to make sense of 
various organizational events and actions.” 

Nurturer “The nurturing image to managing change 
assumes that even small changes may have a 
large impact on organizations and managers 
are not able to control the outcome of these 
changes.” 

 

What types of change agents do you feel most comfortable about?  What are the strengths 
and limitations of the images that you have identified as most relevant to you? 

I would consider myself the coach role when change occurs within an organization. In the coach 
role, I try to organize people into places where they will succeed to achieve the desired 
outcome. A coach encourages and motivates individuals to put their best foot forward, no 
matter what the situation is within the organization. The role also looks at internal and external 
factors that will affect the goals of the organization and its members.  

Strengths of the coach role include:  

• Understanding the goals, needs and wants of your target audience 



• Understanding external and internal factors that affect how your target audience 
performs 

• Formulate a plan that incorporates the top two bullets to achieve a desired outcome 

Limitations of the coach role include: 

• Coping with resistance of the target audience, and how to mitigate that 
• There may be too many target audiences, which will make it difficult to provide proper 

attention and understanding of each one 

You can master new change agent roles through observation and understanding of people in 
the position before you. When it doubt, ask for help or guidance from a mentor. Learn what the 
position entails, and what its duties and responsibilities are. From there, it will be easier to 
adapt to the new role.  

Are there areas of personal skill, development that are needed in order for you to feel more 
comfortable in using other change management images? 
 
I feel as if I take more behind-the-scenes roles, instead of leadership positions (such as a 
director). I am better at organizing and understanding the inner-workings of an organization, 
rather than being the image and visionary of the organization and its change process. Since I am 
pursuing a degree in the library field, I feel that I must step out of my comfort zone and learn 
how to become an effective director because of emerging and changing technologies that will 
affect how libraries run in the future.  

I have not had too much experience with an organization that hindered change, but I have 
observed and listened about certain resistance. The library field is changing more than ever 
today. We are trying to incorporate innovation and new values into a traditional system. Some 
librarians embrace this change, some do not accept it. The ultimate purpose of libraries is to 
provide tools, information and resources to patrons. What librarians need to understand is that 
the needs of patrons and physical role of libraries are changing. As a change agent, I would 
encourage librarians to focus on the needs of the patron; they are the reason we have jobs and 
exist. If they are not satisfied, there is really no point to libraries or librarians. I would 
encourage librarians to lessen resistance, and adapt to technologies and resources patrons 
want, need and use.  

How do you go about selecting the best change agent role for a particular IT-enabled change 
project? 
 
You cannot randomly select the best change-agent role for a particular IT-enabled change 
project. Doing this will not help the success of the desired outcome for an organization. Like any 
project or new role, planning and understanding are needed to achieve positive results. If a 



change agent is needed for a project, the following questions could be incorporated to help 
select the best role for the project: 
 

• What type of IT project is this? Network, organizational, etc.? 
• What are the goals, vision and objectives of the new project? 
• What are the skills, strengths and weaknesses of employees? 
• Who are the stakeholders for the project? 
• What are internal and external factors that will affect the success or failure of the 

project? 
 
Once this research is completed, it will be easier to assign a change agent to the role. It is 
especially important to identify the type of IT project-some projects will require more 
leadership roles, like a director, while some need smooth guidance for the project, like an 
interpreter.  

3.2: Motivation and Learning 

At the individual, social and organizational level - how can you both motivate people and 
increase their abilities/skills in the area of change?  
 
Humans are creatures of habit by nature – we like what we like, and want what we want. We 
are comfortable with routine, and disrupting this comfort for a new process goes against our 
nature. This change could happen at personal, social and organizational levels. At times, it is 
difficult to motivate and to influence employees to adopt a new process into an already-
established schedule. Most likely, acceptance of the change will not happen quickly. Employees 
need to be influenced and motivated to adopt the change. With the right team leaders, strategy 
and motivational factors, acceptance of the change will meet less resistance. 
 
Effective change agents “need to combine multiple influences into an overwhelming strategy … 
in management and in their personal lives, influencers succeed where others fail because they 
over-determine success … instead of looking for the minimum it will take to accomplish a 
change, they combine a critical mass of different kinds of influence strategies” (Grenny, 
Maxfield & Shimberg, 2008). One influence, no matter how strong, will not motivate employees 
to adopt new behaviors in an organization. The authors identify six factors that enhance the 
success of personal, social and organizational influence: 
 
Link to mission and values. To create motivation, the authors explain how it is important to 
create value for an individual for a new change process. Change agents must understand what 
is important to their target audience, and know what they value. Once these values are 
identified, “this establishes a moral framework that shifts people’s experience of the new 
behaviors” (Grenny, Maxfield & Shimberg, 2008). 
 



1. Overinvest in skill building. Each new change process will most likely require the need 
for employees to develop and use new skills. It is important to train employees how to 
perform new duties and responsibilities, and training time needs to be conducted 
properly. Training in one- to two-hour segments over several months helps employees 
retain information longer.  

2. Harness peer pressure. “Social influence is powerful. Effective influencers understand 
what shapes and sustains the behavioral norms of an organizations are lots of small 
interactions. They must realize that unless and until they get the social actions positively 
align, their chance of influencing change is slim” (Grenny, Maxfield & Shimberg, 2008). 

3. Create social support. The authors suggest that leaders become teachers that enable 
change. If leaders are accessible to employees, a social support system is established. 
Employees learn the new process, and communication is stronger between leaders and 
employees.  

4. Align rewards and ensure accountability. “Employees at all levels need to see incentives 
for changing. The external rewards need to be both real and valuable, and they need to 
send a supportive message. People won’t support change if the behavior management 
wants to encourage doesn’t make their lives better” (Grenny, Maxfield & Shimberg, 
2008). 

5. Change the environment. To influence behavior, companies may need to change the 
information or company structure employees know and understand. Placing new data in 
front of employees provides them with new ways to solve problems and create answers.  

 

 



How can you as a change agent create an environment with a high degree of change 
readiness? 
 
To create an environment with a high degree of change readiness, a change agent needs to 
understand and evaluate the present environment he or she is in before implanting a new 
process. Certain questions must be answered, and they included: 
 

• Are employees ready for change? 
• Is there acceptance toward change? 
• Is there resistance? 
• What are internal or external factors that will influence or hinder change? 

 
Once these questions are answered, it will be easier to create a new environment. If there is 
resistance toward change, it is important to understand the cause of negativity. These problems 
must be addressed before the new environment is created. Maybe better communication or 
new goals are needed to have a high degree of change readiness among employees. It is also 
important to assign the correct change agent to navigate the process and prepare employees 
for change readiness. With the correct change agent leading employees, the organization and 
its change will function more effectively, and employees will be motivated correctly.  
 
In regard to The library College Library, evaluation of the current environment was needed. The 
lead librarian and director would have discovered employees were not fully ready to accept or 
implement the new change. This knowledge would have allowed the lead librarian and director 
to discover the cause of resistance and find ways to motivate librarians to accept the change.  

Portfolio 3.3: Vision and Communication 

What is an organizational vision? 
 
An organizational vision is a reflection of an organization’s chief values that show how to 
achieve positive opportunities. According to Palmer, organizational visions send a message to 
managers; visions must be effective to achieve successful organizational change and motivate 
employees. Clear visions help employees focus on tasks, thus boosting motivation and self-
esteem. Lack of an effective vision contributes to organizational change failure, and does not 
motivate employees to complete job responsibilities or provide the best service possible to 
customers.  
 
Effective visions must be stimulating, encouraging and challenging; they must fit with the 
culture and values of the organization. If a vision has those characteristics, it is likely employees 
will be motivated to accept change, not resist it. Visions show employees what future directions 
the organizational will take, and employees can merge job responsibilities to match the new 
vision. Acceptance of a new vision depends on the culture or an organization and motivation 



levels of its employees. If an organization is innovative and has employees accepting of change, 
the vision has the potential to thrive.  
 
To achieve a successful organizational vision, there are certain factors that must be addressed 
before it is created for employees: 
 

 

How can you apply organizational vision as a change agent? 
 
As a change agent, it is vital these individuals understand the culture of an organization, as well 
as the values of stakeholders and employees. Change agents must know if a vision will enable 
change, or be a potential resistance. Once this analysis is completed, change agents must drive 
the vision or alter it to achieve a successful change implantation for the organization. 
Motivation, inspiration and support for change can come through a positive vision fostered by 
change agents.  
 
According to Palmer, here are how change agents are the image of managing change: 
 

• Director-“Vision is something that is essential to producing successful organizational 
change. It should be articulated early on and it is up to leaders to do this.” 

• Navigator-“Vision is important but not necessarily able to be achieved because of 
competing visions that exist among various organizational parties and stakeholders.” 

• Caretaker-“Vision is in many ways immaterial to the way change will precede. 
Inexorable forces, often external to the organization, will have the most influence on 
change-change is rarely the outcome of visionary actions.” 

• Coach-“Vision is something that is important and is more likely to emerge through the 
facilitation skills of the change leader interacting with his or her followers, shaping their 
agendas and desired futures.” 



• Interpreter-“Vision is the ability to articulate the inner voice of the organization, that 
which is lived, be it core ideology or values, and that underpins the identity of the 
organization.” 

• Nurturer-“Vision is emergent from the clash of chaotic and unpredictable change forces. 
It may be possible to enact vision for particular periods, but because of the shifting, 
competitive and fragmented contexts in which organizations operate, visions are more 
likely to be temporary and always in the process of being rewritten.” 
 

Outline some important strategies for communicating your vision and change? 
  
Communication is key for a vision to succeed within a company. Change agents must determine 
how to communicate visions to stakeholders and employees, and the channel and style of 
communication can enhance or deter the success of the overall vision statement. Palmer 
outlines communication ideas of which change agents must be aware: 
 

• Who will communicate the vision to stakeholders and employees? 
• How will the vision be communicated? Through meetings, or virtually? 
• What type of information will be shared? All of it, or only part of it? 
• Who will make the vision? Will it be all employees, or top management? 
• What type of strategy will be implemented to communicate the vision and change 

process? 
 
Change agents must analyze an organization to create the most effective vision. Once the 
culture of the organization is understood, the change agent can communicate visions and 
strategies to move forward with the change. Below, Palmer outlines some strategies to 
communicate visions within an organization: 
 

 



 
Analyze your own capabilities as a communicator and develop a brief plan for how you can 
improve your communication skills as a change agent. 
 
Palmer outlines numerous skills that change agents need to effectively communicate change 
processes. These skills include storytelling, listening, conversation, style, strategy, selling 
change upward and communicating change to internal and external stakeholders.  
As a former journalist, I am pretty confident in my communication skills, though there is always 
room for improvement and growth through feedback. At my undergraduate school, I obtained 
a dual degree in journalism, with a concentration in public relations, and English literature. 
Taking classes in my majors allowed me to gain experience listening, understanding my 
audiences and how to communicate an idea to a number of people. But, like any craft, I can 
always improve my expertise through more detailed observations of my audiences and refining 
my message I wish to communicate to specific stakeholders. To do this, I can take more time to 
understand the smallest details about my audience, and take more time to develop a message 
that is tailored to that group. Doing this, I will cultivate a more specific message to my target 
group.  

3.4:  Sustaining & Measuring Change 

How do you sustain change? 
 
Change may be implemented in an organization, but it is as equally as important to ensure it 
successfully sticks. Palmer states that “one of the greatest challenges for those involved in 
managing change is to try to ensure that the change is not just a transitory phenomenon that 
‘flames brightly’ for a while before fading from the scene (Palmer, Dunford  & Akin, 2009). 
It is vital that employees and stakeholders integrate the change as part of their culture, not as a 
new test the organization implements for a specific time frame. “For a change to ‘stick,’ it must 
cease being seen as something separate from normal practice; it must become the new 
normality” (Palmer, Dunford  & Akin, 2009). Employees must be aware and trained in the new 
process to sustain change. The change must be integrated into their daily job duties and 
responsibilities for it to stick and sustain.  
 
Here, Palmer outlines recommendations of which to be aware in order to sustain change in an 
organization: 
 

• Redesign roles-be aware how roles are changed, and show employees why these new 
roles will be beneficial for the individual and the collective 

• Redesign reward system-positively recognize employees whose actions coincide with 
the change 

• Link selection decisions to change objectives-be mindful who is selected for specific job 
responsibilities; this can hinder or sustain ultimate acceptance of change in an 
organization 



• Act consistently with advocated actions-actions, not words, help sustain change 
• Encourage voluntary acts of initiative-“Change was more likely to become embedded if 

those at the operational level were supported when they took action to develop the 
specific form of the general initiative that they believed appropriate for their local 
circumstance” (Palmer, Dunford  & Akin, 2009). 

• Measure progress-determines what attitudes are about change, and results measure 
how the organization knows if the change will be sustained 

o Can be accomplished through qualitative or quantitative methods 
• Celebrate “en-route”-acceptance and sustenance of change may take time, but it is 

important to acknowledge small achievements to give employees confidence and 
optimism  

• Fine-tune-“It is unlikely that any change program will get it right the first time, such that 
further modifications will not be required down the track” (Palmer, Dunford  & Akin, 
2009). 

• Not everything initial plan for the change will result in acceptance; it is important to 
have the flexibility to alter the change plan if necessary 

 
Palmer mentions that “the sustaining of a particular change is an achievement in itself” 
(Palmer, Dunford  & Akin, 2009). A change may be successfully implemented, but it needs to 
become part of the organization’s culture; employees must integrate this change into job duties 
to sustain the change.  

How do you use measurement as a strategy in change management?   
 
“Often, change leaders focus on measurement systems and how they impede the change that 
the managers want. Change leaders need to understand the impact of measurement systems 
and alter them to benefit rather than impede change. The challenge is to redefine and realign 
measures so that they are internally congruent with the vision and to utilize indicators that can 
help guide the change process as it moves from inception to fruition” (Cawsey & Deszca, 2007). 
 
Measurement tools allow people to create strategies to engage and act in certain situation. 
Adjusting measurements with specific goals for change ease the process and produced wanted 
results within an organization. Cawsey outlines a few tools that measure change as a strategy: 
 

• The Strategy Map-this measurement explains how organizations can reach financial 
results once a vision and strategy is in place. It shows employees and stakeholders why 
the change is important for the organization, and provides a framework for change 
agents to use to improve the change process 



                
 
Balanced Score Card-“Once change goals have been established, milestones highlighted, and 
measures articulated through the strategy map, managers of change face the challenge of 
integrating them into a coherent whole” (Cawsey & Deszca, 2007). It is important to be aware 
of “environmental context and select measures” that provide more equalized views to obtain 
desired outcomes.  
  



        
 

• Risk Exposure Calculator-This accesses the potential of risk with a company’s actions, 
and it focuses on internal stakeholders and employees, rather than outside influences. 
Cawsey identifies three factors that lead to increased risk: 
 

o Change pressure 
o Change culture 
o Information management 

 
• The DICE Model)-This model predicts success of a change process using the following 

factors: 
 

o Duration 
o Integrity 
o Commitment 
o Effort 

 
“The higher the score on the model, the riskier the change effort and the greater the likelihood 
of failure”(Cawsey & Deszca, 2007). 

 
 



What are some of the pitfalls you should beware when striving to sustain change? 
 
Ultimately, every project manager desires that change will be fully implemented into an 
organization with no fear of unacceptance or negativity from employees and stakeholders. 
Change may initially be accepted into an organization, but uncertainty may take root after the 
change implementation. Employees and stakeholders may have second thoughts or doubts 
about new responsibilities. If these factors occur, change will not be sustained in the 
organization because it is fully part of the employees’ culture.  
 
To battle these potential obstacles, change agents must have to sustain change. There are 
certain factors of which they must be aware, and knowing to expect these factors will help 
change agents successfully sustain change within their organization. Palmer outlines the 
following factors to help do this: 
 

• Expect some unanticipated outcomes 
• Be alert to measure limitations 
• Don’t declare victory too son 
• Beware escalation of commitment 
• Recognize productive failure  

Reflecting on your experiences:  How have you or your organization(s) successfully and 
unsuccessfully sustained and measured change? 
 
At The library College Library, I do not think that change was successfully sustained or 
measured. There was no action plan to evaluate the change or employees’ reactions to it. It 
appears that the change agents hoped that the integration of social media in the library would 
happen without any problems or lack of resistance from employees. They tried to declare 
victory too soon.  
 
The lead social-media librarian and director should have anticipated unexpected outcomes, 
such as resistance and unacceptance of the change from employees. The change agents should 
have provided training and reassurance why the change was needed even after it was 
implemented. The library could have used tools to measure the potential success or failure of 
the change process. These tools would have focused on internal factors that affect success to 
the social-media implantation.  

Postmortem 
 
This past semester has brought new content and materials to my attention in regard to 
managing IT-enabled change. I have learned new ideas, models and theories I can apply to my 
job duties as a future librarian.  



How can you keep evolving as a change manager? 
 
There are three ways I can evolve as a change manager: 
 

1. I learned that change agents have an important role in change implementation, and it is 
important to assign these roles accordingly. Not each role will be right for each change, 
so it is necessary to identify what type of change agent is needed.  

 
2. To continue to evolve as a change manager, I plan to pay more attention to trends in 

information technology and management. If I can identify products or technologies that 
are important to stakeholders and customers, I will help my organization be more 
innovative and meet the needs of internal and external stakeholders.   

 
3. After being exposed to the six types of change agents, I learned that I identify the most 

with the coach role; the characteristics of this change agent showcase my strong points. 
I will continue to fine-tune and improve these traits so that they may be useful in the 
future. The change agent I least identified with was the director. A director serves as the 
visionary of new change, and I am more comfortable completing behind-the-scenes 
tasks. But, it is important for me to step outside of my comfort zone and accept credit 
for work I complete.  
 

What people can you draw on in your professional network? 
 
As a librarian, there are a variety of job responsibilities to complete. We need to know a little 
bit about everything; if we do not know the answer, then we must know where to find it. When 
seeking out information we do not know or if there are questions, it is vital to know who to 
contact. I must rely on co-workers and other departments, specifically information-technology 
departments.  
 
The role of librarians is rapidly changing. We must be familiar with new technologies and social 
media. Not all traditional librarians know, or want, to understand these changes. To combat 
this resistance, it is important to reach out to professionals that understand these technologies. 
These experts are people in my professional network who will help me understand new ideas 
and theories. In turn, I can bring these ideas back to my department and find an effective way 
to introduce and sustain the change.  
 
Other people I can draw on in my professional network are other librarians who have 
implemented similar technological changes. I can ask for advice and best practices to initiate 
the change, as well as find out what processes did not work for these librarians.  
 
What is your next step? 
 
Here are my next steps I will take to learn about IT and innovation: 
 



• Network with IT and social-media professionals, as well as fellow librarians 
• Listen to the news, and read articles about technologies, social media, innovations and 

information management 
• Read case studies or articles specifically about IT-enabled changes in academic libraries 
• Talk to experts and professionals in the field who have experienced the change 
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