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Abstract

Change is an essential part of life as wellttzst of any organisationrChange may be
undertakerfor different purposes, but the need for improvetagéend to be the overarching

aim for change. While most private organisations utilise change management model to
influence the process, limited studies on change management in the Law Enforcement
Agency (LEA) across the world reveal lack of change managemodel or framework.

This observation is also true in the United Arab Emirates (UAE) even though significant
change had been undertaken in the past decades. Not without its challenges, barriers to
accepting change and in sustaining change managememasisgthe importance of drivers

of change as well as commitments of all levels of management in the LEA to change process.

Thus, change management models are critically examined with the view to identify and
determine factors that may facilitate changd_EA in the UAE.The Ministry of Interior

(MOQI) is the LEA for the UAE which limits the scope of this study to one organisation in
the UAE.MOI is the LEA case examined in the UAE which limits the scope of this study

to an organisation. Through extendigerbture review, the definitions, concepts and theories

of change management are examiteetlentified essential elements for successful change
management. This was done by evaluating factors that drive change in each change
management model, a procebattproved useful in developing a conceptual framework
applicable in LEA. Framework developed helped to benchmark change management status
in MOI using survey and serstructured interviews. 14 directors and senior officers in the
LEA in the UAE were intariewed, while survey was completed by 290 staff at lower

management levels in the same organisation.

The result reveals that change management status in the LEA needs improvements even
though drivers exist in the organisation. Active involvement of lovaragement is lacking

in the change process nor is sufficient hard and soft variables present to support strategic
change management. Gaps identified led to the review of framework which is further
validated by 10 experienced officers in LEA. The validatioticates that the strategic
change management framework if appropriately applied is able to improve, advance and
sustain successful future change process in the LEA. The revised strategic framework is a
major contribution to both knowledge and practicechange management in LEA, UAE
public sector and other LEA across the world with similar security and safety system to the
UAE.
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CHAPTER 1: Introduction to Research

1.1 Chapter Introduction

This chapter introducethe study area anthe justification for conducting this researdh.
provides background to the study area, expseime rationale for the studgndoutlinesthe
researchaim and objectivesThis chapter also briefly explagthe research methodology,
scopeand thesis structa. This researchot onlyfocusses on strategic change managat
strategies within the klted ArabEmirates (UAE) but also reviews change management
models and strategies already examined by other authors. This is done in order to identify
gaps that entpasise the importance ofetesearchin the UAE contextand thestudyd s
potential to contribute to the body of knowledge in the field of change managérent.
intention ofthe research is to develop a strategic approach for change managegmuetitin
sector orgarsations in the UAE, usinthe Ministry of Interior (MOI) as a case study. This
is directedtowardsachieving the effective adoption and implementatérhis strategic
approachas well as twards gainng the potential benefit®f employing this strategic
approach. Results of this research will benefit the majority of UAE psblitor
organsations including he MOI.

1.2Background to the Sudy

Regardless of thegize, missionand locationorganisationgend to require change of some
sort at some point. Change may be motivatedibinternal need for improvement an
externalpressurdrom policy or social fact@to alter the status qu@rganisations, both
private and public, are being affected by bettternal and internal environmentsor
instance, constant developments and changes in political, economic, and social
environments require an orgsation to be more flexible in order to cope with the challenges
of rapidly changing environment€hange s examined b¥lstak et al. (2015) and Klonek
et al. (2014)}o be a requirement for improvement, growdhd/or innovationandit is a
process which these authors consider as essential for helpingsatigasi, people, systems
and processes transitiomd better statddowever, bange can b#&ustrating. According to
Mento et al. (2002),he process through which change is managed can be frustcaing
likely to lead to negative impactandcan be, at the very least, demandihgthis light,



changemanagement is portrayed @& negative way, and as a process which may be

detrimental to an orgasationratherthan one that leads to a positive outcome.

Change managemeistan impatant part of anyprganisationAccording to Beer and Nohria
(2000)and Kotter and Schlesinger (2008hange management is not a new concept, but
one that organisations are often compelled to embark on due to different internal or external
factors.In fact, Lucey (2008) and Carine (2007) have confirmed that certain faeiar
responsible fororganisatioal change Whilst Lucey (2008) and Care (2007) examine
factors that lead to failure afie change proces8eer and Nohria (2000) and Kotter and
Schlesinger (2008) argue that certain factoas contribute tahe successof change
managementlespiteany existinchindrancesThis indicats that change management need

to beimplementedstrategically in order to navigatiee environment in which change occurs

in the organisation.

As a result, change management requanepproach that is systematic or influenced by the
change procesand thatcoordinaes the interactions betweethe organisationand its
employes (Lucey, 2008). Statements like this show change management as a process that
requires coordinating othe process and enabling the adaptation to changpst
simultaneously effecting change (Carter, 2008g process taken implement change and
transition it toasuccessful processcrucial,andLucey (2008) argusthat mismanagement

of change can lead to consequencesrttaat havecost implicationsand presenmnajor risks

to project continuityto people andto anorganisatiod survival.Andrews et al. (200&tate
thatchangecan be redefined byeople orinfluenced by the contingencies that result from
conflicting interests and group ideologies withinoaganisationThe eplanations of Lucey
(2008) and Andrews et al. (2008) all justify the importance of strategic change management,
as theywiew and explore chege through a clearly defined plan of action that includes tactics,

resolution and direction for managing people, resources, inter@stsprocess.

Therefore, changadaptations requiredin order fororganisatios to survive any change
processlue to associated factors in change manager@aiangen this sensés considered
as acontinuous process whichn organisationundertakes taefine and review certain
aspecs of the organisation(Hayes, 201) Change hsalso been identified as one of the
most common mechanignto enable armorganisationto improve and advance ast a
hostile environment (Gillegt al., 2009). Change and its unpredictable caumsztbfs often

motivate peoplecausingpeopleto leave theircomfort zons in the organisation and



enabing organisatios to develop action plans that allow them to identify skills that can
positively influence the effectiveness of thiganisationRees & Eldridge, 2007} ortho

(2008) elaboraket h a't i c hhesamtgdeas ansobjgrtive fact that happens to the
organisation, either as a consequence of external drivers, or as an outcome of management
c hoi c e 0 Thoygh vie®ssoh change process vary, the process explained by different
authors in this section diicates that change requisanteractions between different factors

and elements within and outside the organisation as well as careful managertent of
change process.

The brief background to this studsevealsthat without consideration of management
strategies for dealing with consequences, interests, and actions that may differ from the
objectives of changehere is a possibilitthatchange managemeaanfail. As explained

in this section, such consequences may negatively impact the organisatioe, the
relevance of this study. This study is also important becalmist context examined in this
section ha hitherto been about organisatiotigat neither fit the description of law
enforcement agency.EA) nor operate like one, it isnportant to investigate how issues
identified may differ in or align with the LEA environment. As a reshk, nextsulsection

examines change managemerthi@LEA.

1.2.1 Change Management ithe LEA

TheLEA tendsto face a number of complicated isstieat tend to motivate chand®dlker,

2012. Examples of these issues range fitbmdaunting tasks of managing and preventing
crime (Yuksel, 201%, implementing projects to deal with increased fear of crivialKer,

2012, and ensuring safety of officer(Cohen, 2017)o improving strategies and public
perceptionof the LEA (Marenin, 2016) Research by Erciyes (2018)dhalso critically
examined how change can be successfully implemented in the police given that past
research, reportand inquiries has shown it can be challenging to successfully implement

change in the LEA.

Currently, there is limited published work in the area of change managementtiagthis A
contextthatalludesto the change process undertaken #melframework that informed the
process.For instance,Erciyes (2018)identified factors such as change management
phenomean, varied operations divisios) and lack of irdepth knowledges barriers or
challenges tamplementing changéwhilst these factors were identified, explaineed

justified inE r c i rgseasch, they were largely bagsedthe change categsationata law



enforcemenbrganisationvhich was releasedy Ackermanin 1986. Though the need to
develop a new change managemapproach for each type of operatiatigision in the

police was suggested, the research provided limited explanation on social issues
transcenthg time and space which have continuously lesiciall to change policing tactics

in the United States.

Limitations in policing practices have been highlighted by various experts in recent years.
Cohen (2017) emphasised that policing prastiegatingto dealing with social change and
issues have failed over the decades even though attempts to implement progfosing
seemed likely to be successfibr example, Cohen (2017) recalled the attempts of the U.S
Department ofustice to incorporate best practices from police departments from across the
country to improve practices. However, the series of deathdtingsfrom bad police
practices in recent times reve#iat police culture and value orientations have only changed
slightly in past decades. The evidence that chamagnot beenwell implemented or
sustained carbe seen inthe history of policereform wherein thereare usually well
publicised promises to change practice, performaacel perceptionwhich tend to
evaporate over the long run with minimal impact or results (Cohen, 2017; Gilbert et al, 2016;
Walker, 2012)This highlights the need fdurther investigation.

Therefore, the istory of failedpolice reforms, minimal changeandapparentesistance to
change informs the background to this researcithange management in the LEFhe
background to this study indicatehat problems existn the LEA in implementing,
managingand sustaining chang#espite the success of similar change management models
in the commercial or private sectoFsirthermore, the vagueness around stratelgedsAE

LEA may adopt for initiating, sustainingnd diving longterm goas further justifies the

relevance and importance of this study.

1.3Motivation for Change Managemenin the LEA

The background to this study has revealeat tthange managementimsportart, but the
procesanfail without adequate measurds.the last two decades, the UAIHvernment
has madesubstantial developmenin all its sectors due tdhe intention to decrease its
financial reliance on oil (Yaseek Okour, 2012).This change is qrt of steps taketo
minimise reliance on oiés revealedby the UAE DefencéMinister, Al-Maktoun, who
emphasised the need to evolve the pukdictor structures in order to better cope \ihid

challenges oglobalisation anémpower young leaders through inspiration



This indcates thatchange is required in thpublic sectoland thaorganisatioal change is

a priority for the UAEGovernmentHowever,change is a multifaceted procedure that can
have undesirable consequences and/or positive outcomes (&otdiddryl, 2007). Itis
essential to consider available evidence so dm@nge managemerns conducted as
effectively and efficiently as possible (BarnadStoll, 2010).Change management is a
significant part in everyorganisationand one of the central disciplines of technology
infrastructure administration (Mora& Brightman, 2000). However, Yaseen and Okour
(2012)found that the key factors that maintain change programmes ardhaisatiorare
leadership commitment; clear geatoles and duties; fidesigned implementation plgn
commitment and involvement of employeasgapproaches to assess, measure, and track

outcomes.

An analysis of literature on change management in the public division by Kuipers et. al.,
(2013) expose gapsas the greatest of the studies concentrated on the component and
situation of change itself, without discusgoperation techniquesonsequencesr success

of thechange interventiorChange is a movement outagfresent situation over a transit
situation (Hambrick& Chen, 2007). It is about moving to a future state (Baker, 2007).
Whilst change indicate movement, change management is viewed as the process,
techniques and tools to necessary for change amatessaryto achieve the required
organisatioml outcome, supporting individua and employees affected by the change
(Creasey, 2009).

However, strategic change management is about how effective change may be undertaken
or could happemnd aims for etended term returns derived from the @ process. It is

the method of dealingvith change in a structureday with appropriatetactics to reach
organisatioal vision (Hayes, 2010). From observatiathanges in the UAE haeeen
noticeable over the past two decaddswever,the structure and tactics ftlne change
process, as well ahe sustainability of the proceshave been vague. This background
motivates an investigation intthe change process, with a focus on strategic change

management.

Organisatios face changes very day. For instance, change is noticeable through
introduction of a new prodticor through organisationakorganisation restructuring or
reform (Burke, 2010)It may be inferred that norganisationor country in the world is

immune to change, malgnchange and change management a constant factor



organisationsln theorganisatioal sense, change is inevitabbecauseising competition

tends to direct affairs and economic activities in both public and private seébocing
organisationgo adere toa change process and develop systems that may faciltate
change procedn order toensue that challenges are better managed (Bose, 2006). Despite
change management steps, challenges abound that sometimes hinder the ability of
organisatios to achieve the intended goal of undergoing change (S&nfwvailes, 2010).

Thus, understanding change manageneeimhportan, the importance is shown in several
definitions examined (see appendix A). Beyond this, the importance of change management
is observed in public, private and notfor-profit public sector(Bose, 2006) A better
understanding of strategic change managene equally importanfor and has a vital
influence on both internal and external factors suclorgansational policy, structure,
presentationand philosophy. Consequently, it is importantrealise what change is
required and how it may be implemedt effectively in private and publisector

organisatios.

It is necessary to define strategic change managemitnt the context of this research
However,a review of the literaturehas shown that there are various definitiémsthis
conceptand asuch, defining strategic change management can be extremely broad and all
encompassing. In this regakbtter (2014) arguethatin generalchange is a practice and

not an occasion. As a practice, change is expected to progtbssugh steps that
comgdement each other, and may take sevgedrsto effect and attemptsto hasten the
process may motivate administrators to skip necessary and important phases that make
change impactful inhe organisatiorundergoing changaWVhilst shortcuts to change may
havetheir consequences (Carter, 2008), Cummings and Worley (2005) state that strategic
organisatioal change helps to transforam organisatiorfrom one state to another, thereby

enhancing the effectiveness of thrganisation

Given the vawusdefinitions of strategic change managemesich is viewedrom botha
singular sense and tite organisational levethis research adoptse definition of Lorenzi

and Riley (2000)Whilst other defintions are examined and outlingd Appendix A, the
definition of strategic change management coibgd.orenzi and Riley (2000) is adopted
because its content and emphasconsistent with the objectigef this researchndfits in
relation to thaJ A E éverarchindongtermgoal of aclevingthe Vision 2030programmes

This longterm vision for 2030 has motivated several changes in the UAE, which started

with theintroduction and application of governmensystem called théth Generation of
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Excellence System4(G) (Al-Khouri, 2012). This long-term visionto be implemented
through various interrelated programmes ¢@ntinuedo bethe driving force focchange in

different units and departments in pukdiector organisations.

The Vision 2030 pogramme focus on three main areasamely innovation, vision
achievementand empowermenin order to ensure that high satisfaction levels are achieved
in the public sector (Al Maktoum, 2015)he programm&aim to increase awareness of the
values of excellence in and between all secerdprincipally in governance to certify that
an inspiring and supportive work environment is generated via several approathes (
Khouri, 2013. All organisationsincluding the LEA are working with an understanding to

incorporate the vision anth focus areagto their operations, dutieand responsibilities.

1.3.1 Change inthe LEA of the UAE

The LEA of the UAEhas been adhering to the focus areashef Vision 2030programme
For examplethe MOI is the parent organisation or arm of tb&E Government that
oversees the agencies, departmertd units responsible for safety and security of citizens
and expatriates in the UAE. The MOlshbeen attempting to ensure its activities and
operations ncorporate the focus areas ofinnovation, vision achievement and
empowerment. Thenovation,vision achievementand empowermerfbcus area®f the

organisatiorarediscussed fully irChapterTwo.

However, little is known aboutthe change managemefmamework for implementing,
managingand sustaining changelated to these focus areas witthe LEA. TheMOI does

not have eclearstrategic approach or framewdid change management (MOI, 201d)
indicators for assessing change progress and impesgtite the changes that materialise in
the UAE, theU A E Go v e rover depandesce on external bodies to help reach its
visionin the organisatioshallengsthe ability to lead change from within tMOI and the
UAEG®G public sectorthrough internally empwvered means and resourc@s a result, it is
unknown omunclear whether thelAE Governmentvould be more confident of the changes
made andheir sustainability over a prolonged period of tibecausenost change activities
are being led or supported foreignexperts

For the UAE Governmenbtacheve its vision, Kotter (2014)explains it is importanthat
change is initiated from the heartaforganisatiorbecaus@xternal actors may struggle to

influence behaviours and practices of puisictor organisations asquired forthechange



process. Thus, the outcome of change driven by experts or foreigners may not achieve the

outcome(s)ntended by the UAEsovernmat.

Change irthe MOI has been diwven by the need to have better and smarter servidég in
modern ageThe nost significant changes have been noticed ime  M@nvicésuse of
equipment training strategiesr methods, investigation, leadershgnd decisiormaking
process (MOI, 2015 Forinstance the MOI initiated the use @ smart identification (ID)
systemfor all citizens and residentgjcorporatingequipment which stores all personal
information such as fingerprints and personal @daa isused asan alternative to a bank
card.As noted bythe MOI (2015) some of the most recent innovationghe UAEG EEA
aresmart policing such as the useatfificial intelligence andobots, simulation of facts
and crimes for trainingand use of drones in traffiservices and collection of forensic
evidenceAll theseinnovationshave been driven, informedr supported by foreigners who

are experts inelated field andcontractedo helptheMOI advance its vision for excellence.

As mentioned in previous seati®, theUAE Governmenhas desired change, and there has
been a need fahe help of other countries in starting and running change projetig in
MOI. Though tvange derived and led from within is key to ensuring ownershaglodnge
management strateggnd its continuity, which is the ultimate goal of the UAdtich

continuity is threatened by too much dependence on foreign support and.experts

Literature suggests that effective change may be that which is incremental and iterative,
allowing time and spze for individuals to shift their thinking and behaviour and to develop
ownership over the change process (Carter, 2008; Hughes, 2010). However, this approach
challenges the mode of operations of experts who are often contracted for specifis period
of time (Coghlan& Rashford, 2006). The limitations of external support for change
managemennoted in the literaturalign with theU AE G o v e rshifmrefacuséran

relying on external suppotd drawng on internal support for change management and

working towardsthe longterm visionof change from withirorganisatios.

Changemanagemerisimportant in the UAE due tearied metaphors generated in response
to overall perceptions of management practices and change processes (Van De& Hoven
Litz, 2016). Several restructurings are taking place in the economic, edyeatbsocial
sectors However, Van Den Hoven and Lif2016) observed thdhe change context lsa
informed the need to hawefeedback mechanism to guide the systematic deemking

around change initiatives in sectors in order to simulate manageesnp, Madsenand



El-Saidi (2013) note that improventemas been made in recent years in terms of making
change management in the public sector more inclusive since it was not inclusive in the
1980s and 1990s. Faorstance, AlShamsi (1999hoted that the development policy in the
UAE in the 1980swas characerised by unique aspects that differentate from

development policies and growth strategies in other developing countries.

Whilst few people undetsod the processf change(Van Den Hover& Litz, 2016), the
evidenceof changeand transformatiorwas well noted around the world and mostly
welcomed by th&JAE due to the benefits it brought @&hamsi, 1999). No doubt much of
what was done in the 1980s and early 199@s fwnded by oi] and the opporturigs
provided in the oil era v contributed significantly to the structural transformation of the
UAE economy (AlShamsi, 1999However,the knowledge that oil supplies dneite and

the incomeassociatedvith oil can beexhaustdinformed the diversifican away from oil.
Therefore, change management pglistrateg, and governance that is better understood,
bettermanagedand sustainably implemented is important in this decade and beyond in
order to preventrepdition of the vagueness and challengesraunding change and

economic developmemeixperienced ithe 1980s and 1990s.

The Iterature examined in this sectitmprovidebackgroundor this study revealthat gaps

exist and there are strong justifications for this stutyts potentialto helpthe MOI, an
important LEA withinthe UAE, to progress more strategically with change management.
Challenges experienced over the past two decades suggest that preparing change through
strategic means and drawing from successful pracheest to be bette administered

through an arrangemetitat iswell understood by athat are involvedThus providing a
framework in which change can be managed is vital, as thaf ggectured proceduseand

tools empowesothers to transform from an initial stateastdesired statumnd outcoméeAl -

Nasser and Behery, 201%According to AtKhouri (2012) and ANasser and Behery
(2015), well-supportedchangecan motivatandividuals andorganisatios to be involved

and cooperate to achieve the intendbgctives of change

This sectiorhas establishetthat change management is an essential componanybEA
because it influences the systematic approach for managing policies that drives methods,
tools, capabilitiesand successful implementation @ffesty and security practice (Geurts,

2014).The next section examines the justification for conducting this study.



1.4 ResearchJustification

Previous sections have shown that change management is important, but challenges exist
that may hinder the pressin the LEA. This section focgss on issues that are peculiar to
change management in LE/& generals well aghose specific to the UAE environment.
Whilst all justificationsfor this studywould contribute to knowledge, contribut®io

practice intheLEA of the UAEwould also be significantt is important that the contribution

to both knowledge and practicetime UAE is emphasised because thé E éosnmitment

to change is evident, but change management pexass strategies arvague. The
vagueness of change management nsadwel strategies the MOImay be classified as the

major rationale for conducting this research, but there are other se@smified by the

researcher which are discussed in this section.
1.4.1 Lack ofUnderstanding of Change Management irthe LEA

Theseries of changes undertakenthg LEA in recent decadesasmotivated by evolving
risksandth&) AE Go v e wisian.eThetcliasge processstieeen driven by leaders and
managers, though most staff as@wme managers did not quite understénedationaleand

this hasthus resulted in mismanagement and inact@adfiah, 201 However,managers

and leaders are mostly seen to be doing the right tBiogl{ury et al. 201)yand as such
therationale for change Baot been challenged or resistedUBA officers (Al Harahsheh,

2014. However, the lack of understandin§change often hinds the ability to identify

and apply the most suitable change management method in the LEA. This lack of

understanding also mirrors thgistence oftheknowledge gap
1.4.2Knowledge Gap

A knowledge gapegardingchange exists in the LEA given that no assessmenbéen
conducted to determine change impact and understanding of change management (Al
Harahsheh, 2014). Given that the culturegh® LEA is to abide by rules and regulations
without challenging the stias quo or leadership (Walker, 2012), it is difficult to determine

the knowledge level ofMOIl officers or employeesregarding change and change
managemeniThe structure ofthe MOI examined and explained @hapterTwo shows the

number of interrelated usitand departments within the organisatione Tinganisational
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structure otheMOI may also make change communication challenging, but this assumption

is unsupported.

The extent to which change motivagaployeess unknown put identifying strategies that

can reinforce mp | o yndeeswmriling of their radén change and close the gap in learning
throughthe change process is importaf@ohen, 2017). Therefore knowledge gap in
change management exists and séebe closd, hence the importance of this studihilst

some may endeavour to study change management and level of commitment required to
ensurea successful and sustainable change process, there is also the problem of limited
empirical data.

1.43 Limited Empirical Data

There is currently limited information regarding strategic change management either in
government or within sectors of national governance. Mas$teofvailablestudies focus on
change management in corporatganisatios or other private busine®rganisatios with
foreign links Moreover there is nanformation regarding strategic change maragnt in

the UAEOG public sectorAs explained byotter and Cohen (20023ucha problemmakes

it difficult to determine whether strategic change managermemhange undertakes
present or absemind effective orineffective. The lack of information and empirical data
presents a challenge in that it is impossible to evaluate current practaetermine the
effectiveness of current practice for future change process.

1.44 Lack of Change Impact Assessment

There is no record of change impassessmegbeingconductedn theMOI since different
change activities have been undertaken. iffpacts of change and capacitytioé LEA to

cope with he changeit is initiating is yet to conductedyhich makes it impossible to
determine compatibility of organisational culture witike change pathway (AYahya,
2009). Thus, it is important to invagatethe relationship between change process, change
impacs, and change management strategidsHarahsheh, 2014especiallyin the LEA.

This is important to ensure the LEA is able to cope wauttnent crisis in the Gulf region and

in the world in gerral. A need for change impact assessment is not out of comtext
explained by Shirey (2013Who recommended that theory can be used as a tool for

mobilising and determining the effectiveness of change management in organisations.
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Furthermore,Nickols (2010) argue that becausethere are different types of change
management strategies, it is important to confirm the suitability and impact of any change
management model or strategy. This is because strategies or factors adopted have the
potentialto define the extent of achievements of transformational change activities (Nickols,
2010).In the wake of several changes in leadership in the Weshamdsultingmpact on

foreign policies that may alter activities in the Gudgion there is needof critical
investigation with academic underpinning or explanations and recommendations to support

or critiqgue change press in the UAE.

According to Szamosi and Duxbury (200development may be used asneasure for
assessingrganisatioal changeHowever Rees and Hall (2013) emphasise that managing
change includes leading, managiagd developing peopl&Vhilst the UAE can boast of
people development alongsitteechange procest)e management of people and its impact
onthechange process withen evolving environment in the UAE is unknown. Therefore,
this research focsss principally on th&1Ol, which is the arm of governmergsponsible

for safety and security services in th&E. The rationale for this is to benchmark the change
managementpproach used in the UAE against key drivers of change management models
and theories, with the aim adentifying the critical factors that have crucial impact on

strategic change management.

1.4.5Lack of Change Management Framework

Limited informationon change management is evident thatack ofachange management
framework is even more evideimt the UAE Specific guidelines and steps farchange

process irthe UAE arelacking and may lead to confusiontime future. Although current
leadership is strong enough to implemir@change process at the moment, Kotter (2014)
emphasisg that contining with the trend and pace othangeas well assustaiing
momentum for change can be challenging and difficult. TAE ldcksastrategic approach

or framework regarding change management and has depended on external bodies to achieve
its vision of change but the UAE is looking to take more ownership of its own change

management strategy (Asaad et2015).

Desire denonstrated bythe UAE aligns with educating and empowering employees for
change (Ree& Hall, 2013). To sustain and ensure continuityhefchange process in the
current volatile environment in the Gulf region, it is essential to hawupporting structre

that can aidhe change process as well as help build the basic structure that underlies the
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UAEOG shange system and concept. Therefore, this problem is one of the strong driving

forces for undertaking this study.

1.4.6 Lack of Practicealigned Reseach

The lack of empirical data and need for academic investigation exposes the dearth of
practical research on strategic change management in emerging ecomuechidsg the

Arab countries The deficiency of studies in the Arab countr@so extends tthe UAE, as
research is yet to be dondle UAE regarding strategic change management. It is important

to improve thisbecauseasHoffman (2012) explais, organisatios need to institutionalise
change and its methodologyecausehis helps to confirmhat organisationare flivingo

the change and not just talking about it.

Having more applicable research on change management helps the UAE to demonstrate its
commitment to change amelps ensurgood practices used to effect and sustarchange
pathway in the country as well &schang the culture to one that suits chan@oseck,

2015). Therefore, this study htdse potential to contribute to knowledgand toinfluence

change managemepitacticein theUAEG public sectoias well as irother Arabcountries
Furthermore, there is a lack of studies in general that enisphdbe need to investigate the

main issues that may affect the achievement and implementation of chahgeMOI.
Thus, a lack of knowledge of factors that drive change in M@l and inthe UAE may

affect the efficiency of the MOI and the public sectogeneral.

Therefore, these problenms issuehaveinspired theesearcheto undertake this study with

the view to determinechange requirements artte drivers or factors necessary for
successful and sustainaldkange(Zabjeeket al, 2009).Justification for thisesearchs

also emphasesl inthes t u delevasce to the UAE environmemtn d t h eotentialu d y 6 s
for contributng to knowledge. Undoubtedly, the contributscand potentiabenefitsof the

study outcome(s) to the UARre evident and needd; thus, the SMART (specific,
measurable, achievable, relevant, and #ielated)research aim and objectivean help

address the problems discussed in this section.

1.5Research Questions

The research justification has motivated fillowing questions that need to be answered.

1. What isthe status othange managementtime LEA?
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2. What are the challenges and drivers that influence change managentient
LEAS?

3. How can key elements of successfihnge managemeoontribute tosustainable

strategic change managemenLBAs and other publisector organisatiof?s

These questions led to the development of the research aim and objectives outlined in the
next section.

1.6 ResearchAim, Objectives and Scope

The main aim of condting this research is to devel@nd validate a strategic change
management framework for successful implementation of change in the |BME

enforcementgency.
1.6.10bjectives

In order to achieve theverarching ainof developng a framework for strategichange
managementhis studyhas the&ollowing objectives:

1) To examine the definition, concep®nd theories of change management
2) To develop a strategic change management framework applicable in the LEA

3) To assess the status of change managemeéhne IlEA using the strategic change

management framework

4) To identify challenges and drivers that influence change managentbaliBA in

order to provide justification for strategic change management

5) To validae the strategic change management framework for successful

implementation of change in th&A

The research questions, aamd objectives determine the investigation pathway and overall

research scope.

1.62 Scope

Change management vgell known in organisationdyut its application varies between
commercialand private businessegr public and privaterganisatios. This awareness
motivates the review of change management theories and modebrfamademic contex

The historical background of change and change management is explored to establish and
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justify the study scope and rationale for change managemeftiteilEA. Change
management models are critically examined vaithiew to determine the applicable or

esential factors that may facilitate change in L&Ahe UAE.

The MOl is the LEA for the UAE and thereforethe scope of this studg limited toone

LEA organisation within the UAE. Therefore, to avoid confusion and encourage
understanding of terminology for the general readership, and in consideration of the UAE
audi ence who is more familiar witlEAdnthe t er |
MOI are sometimesused interchangeably in thisudly. Furthermore, @view of change
management modeilsformsthe development of the research framework used to benchmark

or asses the current status of change management in theFtd&A.this process, certain
phrasesand themes such aseating an environant for change, enabling and engaging the

whole organisation, sustaining the chartye/ers,andchallengesto mention a fewdefined

the context of use and scope of what is being examined in this Relitedresearcho

theories of changare also befly examined

More focus is given to data relating to change, change managemers, dti€iAstrategic
change managemeffitom whichthemes that need to be evaluated in the UAE conteré
derived The literature review chaptées been written based anformationrelevantto the

aim and objectives, and the gaps identified from the literature review have all influenced the
selection of research methodserefore, this study considers change management in the
public and private sector, big mostly focissed on change management in the LEA. It
adoptsthe theoretical underpinning of change and change management to develop a

framework used to evaluate current change management status in tbeHEAE

1.7Research Design and Conceptual Framework

This section briefly explains the research procadspted. Further detail of thesearch
process is provided i@hapter ThreeAccording to Collis and Hussey (2014) and Saunders
et al. (2016)there isno rulethat statespecific research meth@dmust ke used forall
research However,there are academic guidelines for selecting appropnegihod for
researchThis research adop#interpretivistparadigm using qualitate/methodsor the
central part of studywhilst quantitative methaglare usedto validate the qualitative data
collectedand to increase the validity of data collected (ColisHussey, 2014) Data
validity is important in any studyand this understanding guglthe research process and

the development of the conceptual framework.
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The researclincorporatesboth deductive and inductive approachesaasmbination of

both is more favoablein guaranteeing both valid and reliable d@aunders et al., 2016)

and becausea deductive approach is consistent with quantitative reseavbiist an
inductive approachis consistentvith qualitativeresearch{Saunders et al2016). Whilst

the combination of botlapproachess rare, it has become usefal recent researcbn
societal issues and ingigisthatrequireboth observation and contribution of actasswell
asvalidation of information provided@liner et al, 2009). Combining approaches is also
important for topics which lack empirical dafsuch asthose inthe present studyjhat

require information to be extracted from related academic or theoretical coi@dgtin,

2014) hence the deductive approach to developing the change management framework

subsequently evaluated in the UAEEA.

The combined approhes also influence the data collection techniques and the asasd#

study of a singleorganisation To help reduce the limitations of each data collection
technique, the research design adopts s#mctured interviews and questionnaires to
identify key drivers and challenges, as well as assess the overall status of change
management in the LEA in the UAE. Mixed methods also help to increase validity of the
components of the strategic framework which was validated by 10 experts in the OAE. A
understanding of the research design also influettue conceptual framewaorkvhich
provides structure for the study basedtbeliterature review and the evaluation of any
component of the research (Saunders gR@ll4). In this study, the conceptdigmework

is a sequential diagramwhich identifies and clarifies relevant research components or

variables Theresearcltonceptual framework for this study is presented in Figure 1.1.
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Figure 1.1: Researcbonceptuaframework

The conceptuaframeworkalso synthesises the relevant concepts adopting the inductive
approach component of the research dessg inundertaking this studyatais collected
through semstructured interviews and sunsewhich are analysedthrough general
analyticalprocedures, includg the use of NVivo software for qualitative data and statistical
softwarefor analysing quantitative datarhe overall outcome of this process is a validated
strategic change managem&amework for ensuring that change managemeinitdisessful

and sustainable in the UBEREA.

1.8 Thesis Structure

This thesis is structured to has@senchapters that address specific aspects of this study.

Chapter Onei Introduction to Research This chapter intsduceshe researctprovides
rationale for conducting the researamd outlines the research aim, objectivesd
questims. The research methodology, scoped contributions are also discussed and

explained providing background to other chapters in the thesis.

Chapter Two i Change Management: Concepts, Theory, and Practicelhis chapter
provides ann-depth review of existing literature ingBtudy area. Gaps in existing studies
that further reinforce the rationale foretresearch are identifieavhilst major drivers ad

elements of strategic change managementganisatios, especiallyin the publicsector
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are also identified froma critical examination oEhange management theories and models.
The drivers and elements of change management identified in this chagbestrumental

in evaluating or benchmarking the current change management strategies in thENWAE
chapter also focss ornthe UAE context by presenting an overviewchnge management

in the country providing the contextual backgrouraf the political system and the
implementation ofhe 4" Generatiorof GovernmenExcellence Systemt@G). The chapter
concludes by highlightingaps in the system and the areas that require further inquiry and
investigdion in the UAES public sectogenerally andn theMOI specifically.

Chapter Three - Methodology: This chapter selects, discusses, and justiiesesearch
strategy, approacmethodstechniqies and philosophyit explainsthe predominaniseof
qualitative methods in conjunction with somguantitative methaglto verify the data
collectedand the strategic frameworks well asthe protocols of both methodsd the

triangulationprocesslt also discussethe ethical issuesf the study.

Chapter Four T Data Analysis. This chapter presents and analyses information
gatheredrom interviews with todevel and middlelevel administrationemployeeof the
MOI. It provides ananalysis of the quantitative statistics gained frgoestionnairg
completed by general employeesthe MOI. This data is used to triangulate evidence
gathered from the interviews and documentation reviewmahtieanalysis of thgualitative
dataconducted usinfjlVivo softwareis presented as is the ot analyses adjuantitative

surveydataconducted using statistical software

Chapter Five i Discussion ofResults This chaptemnalysesand discussethe primary

data findings from the semsiructured interviews and questionnaires agjdhre literature
review findings The purpose of this chapter is to identify major contribgtorknowledge

or findings peculiar to the UAE context. This chapter is also critical to the next chapter
which focuses on thecore component of this study: tlsérategic change management

framework.

Chapter Sixi Change Management Framework Validation This chapter explains how

the research results were triangulated to develop the strategic change management
framework forthe LEA. This chapter also justifies (from literature) the application of the
framework in facilitating strategic change management in the, BB@ potentiallyin other

UAE public-sector organisations.
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Chapter Seven- Research ConclusionsThis final chapter dcusseghe conclusions of
the researchin relation to theresearchaim, objectivesand questionsThis chapter also
presentt hi s contributignd ® knowledgandrecommendatiosfor practiceas well
asth e s trasahighdlimitationandthe potential areas for future research

This thesis structureshows the relationship and flavetween different components the
study. The research problems discussed in the justification secti@hapter Onénelp
structurethe research aim and objectives which drive the literawiewand development
of the conceptual framework in Chapter TW@hapter Two is critical to achieving the first
and second objectives. Howevé&hapter Threglays an important part in this inqui
process because it relatesthe data collection, the use of data collection technigaed

the basis for result analysis and discussion.

The thesis structur@lso shows the relationship and flobetweeneach chapter aneach

c h a p televarices tolte entire research inquiriRegardless of the stage in which each
objective is achievedthis flow showsthe relevance of having a guide or pathway to
achievingtheresearch aim and ensuring that the problems that led to conducting this study
are given thorough investigatiohe pocessalso guides the research activities and
influences the decisiemaking process for the entire research investigation. Although not
without challengesthe guidelinegprovided solutions for navigating problems that tend to

hinder the data collection and research investigation.

1.9 Summary of Chapter One

This chapter has introduced the study area as intended. The content offites piwvidel

background to the study araadoutlined the rationale anthe process for conductiran
investigation that will enable the researcher to identify drivers for strategic change
management as well asable the researcherevaluate the currg practice and issues that

surround change management in the UAEhe potential for this study to contribute to
knowledgewas highlightedjndicaingthatt hi s st udy6és contri buti on
improve change managementioth knowledge and pctice,whilstthes t u doppie svill

ensure that change process is better managed in the UAE.

Without the methodology and selection of appropriate methods explained in settibn 1.
may be challenging tanswer the research questions auhieve the @search aim

objectiveslt was also mentioned thdtd thesis structure and research prodessonstrate
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how the studys conducted and the essential steps thatetiede taken so that the purpose
of conducting this studgould be accomplished. The next chaptshich is the literature
review, focusseson reviewing existing literature in this fieldith particular attention to
change management models from which drivers of change managa®iel@ntified and

key elements of stitegic chage managemeatederived.
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CHAPTER 2: ChangeManagement Concepts, Theory and

Practice

This chapter critically reviews existirggudies in the field of LEA A rigorous review of
theories and models of change manageneraiso conductedit presents concepts,
theories knowledge, challengesid informatioravailable in the generic field of change
management arid the applicatiorof change management concepts to the LE#ntents
of this chapterserve as the foundation for thieeoretical underpinning for questions
formulated forthe qualitative interview and quantitative questionnairéhe review
conducted in thighapter hasidped to achieve thérst and secondesearch objective
which areto examine the definition, conceptd theories of change management

to developa strategic change management framework applicable in the LEA.

Sections in this chapter therefadentify essential factors that influenceganisatioal
changetherebyproviding context for subsequent chapters inttiésis. The explanations

for models that best explain the change procéss,nature of changeand the
characteristics of changes wel as change management are examined, evalyatedl
discussedAs a resultdrivers for strategic change managemastwell as barriers to
successful implementation of change in the LEAideatified. This chapter explore and
provide informatiorunderpinninghe development of the strategic change management

framework for benchmarking change managenrettieU A E &EA.

In view of this, this chapter is divided into different sections that exathi@e EA,
change management in the LEAnd gapsgdefinitions, and backgrounahformation
relatingto changemanagemengand change managememd itsmodels. Other sections
include the critical evaluation tiie strategic change management context, key drivers of
change management aetements of strategic change management. Thedasonin

this chapter summarises the main poortéindingsof the literature reviewhat relate to

the research objectivesd theresearch aimThe overall purpose of this chapisrto
ensure thaa strong theoretical base is established for evaluamiEA in a country

with limited empirical studies on the subject being researched.
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2.1 Introduction to LEAS

In the literal sense, tHeEA is the government agency responsiblegiaiorcing laws and
maintaining order ira society.The term is more commonly used in North America
describe different units or departments responsible for maintaining law and order
However,LEA hasalsobecome a generic terased taefer togovernment agencies with
theability to apply powers within a geographic boundary and on certain iddoggett

et al, 2013.

According toCole et al.(2018, in the practical sens&,EAs tend to operate across
different countries to assist with lawfercement activities through information sharing
and resource sharing to solve complex or serious threats to gaféfiyA may also work
within its jurisdiction and operations areasalled its command or officefor
administrative purposes and logistiaficiency reasonsBayley, 2008. TheL EA 6 s
command relates to law enforcement operations within ansrela as the metropolitan
police or to operationshat broadly cover specific threats to national security issues, such
as those covered Itlye Fedeal Bureau of Investigation (FBdf the United Statesr state

or regional offices of thAustralian Federal Police.

LEA responsibilities may also overlap depending on historical, administratneéor
logistical factors. For example, the English and $fgurisdiction is covered by several
LEAs called constabularies that have legal jurisdiction over all areas covered by English
and Welsh lawBayley, 2008. Such operatiaor overlapping responsibilities are often
managed through formal liaison betweemghish and Welsh LEA officers. The
operational command and distinction between areas of opeiatwiten defined by
resource availability, flexibility of resourcesnd ability to move resources within
agenciegSkogan, 2008 Regardless of the area g@berations, the fundamental duties

(i.e., to maintain and enforce law and orderpain the same.

In many countries, LEA operations asponsibilitiescan be classified intowo broad
types federal or national. A federal LEA operatehere there is a wdte-of-country LEA
with a federal constitutiorQole et al. 2018 Examples of cuntries that operasefederal
LEA include the United States of America (USAhd Australia. However, the
responsibilities of federal LE&Avary from country to countryand may involve
investigating and countering fraudurrency counterfeitingpolicing of airports and

designated national infrastructurmmigration and border control of people and ggods
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national securityand protection of heawf state o other important peple. The federal
LEA system ha both a federal LEA and divisional LEAs combined to maintain and
enforce law and ordeBg@yley, 2008) For example, Australia providéaw enforcement
for federal property vi@s federal LEAwhilst divisional LEAs provide aw enforcement
for the divisional jurisdictionin which a property is locatedThis implies that effective

liaison is important to ensure compliance in each jurisdiction.

The national LEAoperatesvhere there is no division capable of making its own laws.
The national LEA has combined responsibilities federalLEAs and divisional LEAs
would have in federated countries. The national LEA has the typical responsibilities for
social order, publicafety, and national law enforcement. This arrangement is prominent
in countries like Canada, Japan, France, New Zeathaebtletherlandsand theJAE. As
mentioned in Chapter One, the MOl is the federal LEA for the UAE.

In both the federal LEA and the naional LEA, police organisatios are hierarchical
systens where ranksareused to differentiate stafommand leveland responsibilities.
Law enforcement responsibilities in bo#lystemscover religious law enforcement,
internal affairs, police agencies,and military law enforcement (Steinheide&
Wuestewald, 2008)s well aghe followingother responsibilities identified by Cole et al.
(2018):

1 Social order including public incident mediation, dangerous event public
logistics, preempting antisocial behavioyretc.

Public safetyincluding general search and rescue, crowd cqrétol

Regulation

Services and facilities

Disaster victimdentification

= =2 =4 4

Education and awareness campajginluding preventing and avoiding
victimisation law complianceand public safety

1 Policing

It is noticeable from theforementionedist that LEAs have powers endorsed lay
governing body to prevent, deteand investigate neoompliance, which may lead to
seizing evidence, propertieand assets from subjeasd lawfully bringing deceptive

subjects tqustice.
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The LEA responsibilities explained in this section indicate that changé&BA
organisatios need to be managed carefully and strategicalfiven the complications

that may occuin the processind the potential impact of failed changeaon count r y 6 s
safety and security. The areas and scope of LEA responsibilities and powers also indicate
that clange may be difficult to conceive, undertaied implement withoua potential

ripple effectin otherLEA units. The sensitivity of the role dhe LEA in any country
whetherthe LEA isfederal or nationalfurther justifesthe need for and importance of
strategic change management, a concept that is examined later in this chhpteext

section focuses on change management in the LEA pralides acritique of existing
studies in this field. This is done to justify ihgportance of this research athepotential

area in which itcancontribue to knowledge.

2.11 ChangeManagement in LEA

Change management is not uncommon in the LEA. Several studies have examined the
process, impactgnd implementation of change Wit the LEA.Despitethe awareness

of change in the LEAGchangsand refornsin the LEA havealways been contentious and
challenging Skogan, 2008)n the pasb0 yearsseverapolicing movementhave sought

to strategically change what the policeadmhowthings are done (Hoggett et,&013).

In an attempt to share the way police work is conduotett the years, the following

orientations outlines policing approach:

1 Communityoriented policing (COP(Bayley, 1994; Goldstein1990;Skolnick&
Bayley, 1986, 1988; Trojanowic& Bucqueroux, 1990)
Problemorientedpolicing (POR (Goldstein 1979, 1990)

Signsof-crime policing (Wilson& Kelling, 1982)

Hot-spots policing (Sherman et,d989)

Peoplefocussed policing (PFP) (Clark, 2016)

Intelligenceled policing (ILP) (Carter, 2016)

= =2 A2 A4 -

Theorientationsoutlined above reveal that it may be challenging to find a police service
in the world thathas yet to consider change or is netame that change ismperative
(Hoggett et al.2013).Whilst strategic philosophies may have changed since the Royal
Commission in the United Kingdom, very little hehanged in the way of systematic
attempts or approaekto change managemein. general LEAs areknown to develop

strong, inflexible and chage resistant cultuse(Findlay, 2004; Foster, 2003). For
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example, Foster (2003) mentioned the uniqueness of the police culture and how it serves
asa barrier to change because manageesusually positiveregarding changevhilst

front-line officers areausuallynegative.

According to Foster (2003), this leaves thews ofpolice and acadensan a polarised

position leading to thanferencethat a combined approach is required to tackle both

mi ndsets in order to eff e adnflictetveergidreet Fost er
copd and fimanagement capemphasisethe need for change within the LEA to unify

mindset, though Long (2003) emphasid®at it highlights the importance of leadership

within the police and the role of leadership in driving chawiglein thepoliceforce. The

works of Foster(2003) Findlay(2004),and Long2003)all reveal the internal issues that

may drive or hinder change in the LEaking this study a critical one in exploring an

effective and suitable framework for strategiange management.

Reviewing theiterature @ change management in the LEA resdhhttheinstitutional
analysis anddevelopmen{IAD) framework is the frameworknost commonlyusedto
examine the LEA.Ostrom (2011)argues that it is often usedto understand the
institutional perspective in which change is implemented in the OBA.strength of the
IAD framework is its ability to provide an organised and stable mdtitagkamining
complex phenomena (Whal& Weatherhead, 2014) such as the pseegthat operate
in the LEA.

Though applicable to other pubfsector organisationthe IAD frameworkis renowned

for aiding anunderstanithg of the role of institutions in shaping individgabehaviour

and how tle relationshipbetween this role anddni v i d u al siafluenceshtlaev i o ur
production and distribution of resources, particularly comipool resources in the

public secto(Ostrom 2011).Figure 2.1 showthe components of the IADramewok;

the initial process for institutional changemprisesttributes of the resource systahe

attributes of resource users, afe governance system. The action arena consists of
action situatiosand participantas well asnteractions, evaluative ceitia and outcomes

that the initial process generates.
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Figure 2.1: Institutionabnalysis andlevelopmentramework (Ostrom, 2005)

As shown inFigure 2.1the IAD framework starts witl set of initial conditionsThese
influence the action situatismvhich establish patterns of interactsthat yield outcomes
which, in turn, may help modify the conditions for the next set of interastion
Furthermoreaccording to the research by Ostrom (2005, 2(h4)governance system
which entails thérulesin-use is also critical in the police organisation. Tattributes
of the resource users and tp@vernance systelfie. the police staff and the system in
place to support thenall influence the action siatiors (Ostrom, 2005). Itantherefore
beinferredthat failure at the initial stag@here context is providedubsequently impacts
the entire action ama comprisingthe action situations participants, interactions,

outcomesand evaluative criterishown in Figure 2.1.

It can also banferred that change management within the LEA reetm take into
consideration the initial conditionghich representhe contextand the necessary action
situatiors that createthe pattern or culture within the orgeation. Though rooted in
classic politics, the IACirameworkhelpsin analysng the impact of economic, socjal
and physical conditionsn the quality of actions taken by institutioasdthe quality of
outcomes (Heikkila et al.,, 2010)The IAD framework enables an analysis of
competences, andaidsin the process of knowledge accumulation from empirical studies
and in the assessment of previous effartsring about change (Ostrom, 2011). This,
IAD frameworkis commonly applied to policghange in the EA (McGinnis, 2011)
Several police studies show thdt is used to analyse change process, policy
implementationand policy impact on change management.
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To demonstrate thi®olski and Ostrom (1999) and Ostrom (2010) applied the framework
to conduct empirical studies on police service delivery in metropolitan areas. Crank
(2003) explored how to enhance the LEA througimgthe IAD framework in the LEA.
Similarly, Ostrom (2007) adopted the IAltamework to understand hokEAS in the
samecommunity can outperform one another after undergoing change. The possibility of
how a change policy can motivatamall to mediumsized police department®
outperform large police departmemtas examined usirthelAD framework Brown and
Brudney (2003 used the framework to study how police agencas usaenformation

and technology to advance knowledged what supportwas required to make this

possible

Findings from thesstudiessuggest thainformationsystems enable police departments

to searb out more efficient modes afperating and that change management is an
evitable part of the LEA. Furthermore, application of the framework to LEA sthdies
helped to better understand the LEA and the change pathway that may be suitable for the
organisgéion. Many of these studies have providegttbr understanding of the LEA and
revealed that police organisations undergo change that aronfto institutional
expectations. The outcome of studies by Ostrom, McGiandleikkila et al. led tahe

birth of community policingwhich wasa major institutional change in the police given

that previous initiatives to improve safety had failed.

Thereforereviewing the literature reveals that studieslbange management in the LEA
havefocussed on the following key areas:

1 police service delivery in metropolitan areas (Po&kKdstrom, 1999)

71 information and technology in the police to advance knowledge (Br&wn
Brudney, 2003)

1 police performance (Ostrog Ostrom, 2014)

1 community policing (Ostron2004)

1 police services (Ostrom, 2014)

1 police and public safety (Ostro& Ostrom, 2014)

These areas of stydurther justify the importance of change management in the LEA as

well as the impact change management research can have in enh&f®&iogeratios

and cultureDespite this, the IADrameworkhas beewgritiqued aonly focusingon how

people build institutionand, on the outcometyat institutions generatéhough itdoes
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use different concepts and analysis, and this beegppliedat micro to macro levels
drawing on theories that may apply to institutional practice (Heikkila et al., 2010).
McGinnis (2011) acknowledged ththie IAD frameworkexplores the role of individuals
and groupswithin the institution andn terms ofcontribution to change, which may be
limiting since other aspexthat make the LEA function effectively in the lotegm may

be overlooked.

Therefore, it can be noted thahilst studies orchange managemeint the LEA exist,
the framework or theoretical analysadopted by mostudies in this ares limited.
Though the IADframework has beenused by several authorgsearchingchange
management in LE# as observed in this section, theu t h appreades and the
componert of the framework revolve around tlestitution andaroundunderstanding
issues and solutions to immediate problems. It is no doubthihb&D frameworkis an
important framework in understanding solutions and issues in the ItE$\ however
importantthatpertinent issues such as stgit change management are given mote in
depth examinatigrgiven thaistrategic change managemasaiates to strategy setting and
thefuture agenda of the organisati@trategic change managemaéstps the LEA to be
less reactivendmore proactive in #era of evolving threat$he next section considers
other gaps to further justify the rationale for the approach taken in this study.

2.12 Gaps in LEA Change Management

The previous section has shown that theemisnpressive amount of reseamichange

management in theEA. However, mosgeneric studies on change managersaggest

that theoutcomes oforgansational change efforts are often disappointing (Bugke

Biggart, 1997; Blaké& Mouton, 1983; Elsas& Veiga, 1994) These early observations

and studiesprompted some tmbservefi mo s t efforts by executiwv
administrators to significantly change thegansat i ons t hey | ead do not
2002,p. 1).This deduction may not be far from the truth in the LEA.

For instance, from the previous sect@iscussing thapplicationof the IAD framework
to LEA studies, it can be noticed that taeeas of focus in police work have themes
concerningservicerelatedand institutionabspeds of the police organisatiowhich omit
other areas such as equipment or strategic change managEuordrgrmoreprevious
studies have increasemderstandingf the major concern in policing woskhich is to

provide quality public safety servicdsutit is glarindy obviousthat strategic issues are
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left out. For example, research by Brown and Brudney (2003) $edos information
and technology irnthe police to advance knowledgand though good, the use of
information and technologyis a mostly processelated component of change
managemenit does not necessarily focus on strategic issisg, the studies condted
by Ostrom (1999; 20042014) relatd to community policingwhich is an operational
project or outcome rather tham strategic issue coveng different aspedt of law
enforcement responsibilities. These studies and athelieson police performance,
servicesand service delivery all fallto cover strategic issa¢hat reflect knowledge of

what the police entails and future strategy for the agency.

An exploration ofresearch involvingase studies around the wodlso identifiedgaps

and findingsthat indicate the need for strategic change management in the LEA. For
instance, Jacobs et al. (2006) examined the accounts of organisational change processes
in the police organisation in Germany. Investigating the key suesassd failure in
change pojects in German police revealthat change projects in the LEA can create a
lot of trust, goodwil] and satisfactionin addition toeliciting great commitment from
members (Jacobs et,@2006). However, their study also rewesthat change projects

can also create desperation, anxjesyd frustration leadingto unsuccessful project
outcomes. Desperation, anxiggyd frustration were factors thagusedfficersto make

daily mistakesn addition tothe routine obstacles of the projdotpacing on the change
project outcomes (Jacobs et, &006). Whilst this inductive research that engaged 92
high-level officers with leadership potential revedlthe fundamental problems ®®
successful change peat, it dd not cover strategic change management or senior

management issues in implementing change.

Another case study of the Ministry of Interior in the Republic of Serbia reddaht
organisational change in the LEA affedttheperformance of patie officers especially

when the change relaté¢o reducing resources. In 2Qlie Ministry of Interior was
obliged to reduce the number of police officers. The downsizing had a negative effect on
performance of the officers with studies showing the#o2# restructuringreduced
productivity Mi | e n k o,2016. Treugh thi$ process or outcome involved tracking
officers @erformance over a period of time, the indicators revealed that the change
impacted crime prevention, response tinaes! enforcemerproductivityMi | enk ov i |
al., 2016. This study shows the impact of organisational change on outcomes and the

negative impacts change had on LEA responsibilities and operations.
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AccordingtoMi | e n k o v i I), cangenahe Serbfa2 @blicdisoled tohindering
psychological factorsbecause reward systems were considered as olsstercle
organisational changeRather than officers working towards the collective good of the
organisation, they were mostly motivated by rewdnat benefitted them as individuals.
Reward often hinders teamworking, making individuals more gaclien their personal

or career benefit rather than theorganisational goal and the intended goal of change in

the organisationThe impact of change waalso evidenas itfurther influenedthe way

in which they worked in teams and their relationskijthin the organisatiotMi | enk ov i |
et al, 2016) This case study shows both the negative impact of organisational change in
the LEA andthe gap thaexisted inprevious studiesvhich did notconsider strategic
change management as a holistic process for improving processes and outcomes of the
LEAs.

It has been emphasised thdtew officers return to old habits due to restricted resources,
there are threda to current balance of power and intergroup conflicts which interrupt
cooperation, thus leading to incompatibility between the process of chamge
organgational culture andhe huge investment in previous decisions and directions of
action(J a g kalg 20&4).When change is considered or implemented in an organisation,
it needs to be done with understanding of the osg#ional culture otherwise, change
may contradict orgasational culture and decisions fosad on change process may also
contradct organgational cultureln addition, hn LEAs where change Isdbeen successful
such asthe New Zealand Policef has beenidentified that the change may be
discontinued after its succe3uncan et aJ.2001) Leadingup to the year 2000, New
Zealand Police experienced politically driven changeand commenced a change
programme calledPolicing 2000 (P2). P2 challenges traditional policing methods and
assumptionsand usesa total quality managemerff QM) approach to improveolice
services anddevelopa more servic®riented LEA that uses state of the art technology
and strategic management practices akinh®private sector (Duncan et aR001).
However, findings of this study acknowledged that organisational chantpe New
ZealandPolice requirel the following three critical relationships to remove cultural

change barriers

1 Vision-implementing linkage
1 Vision-culture linkage

1 Cultureimplementation linkage
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Change in the LEA that lacks these three critical relatiornistkpges therebyenabing
officersto disassociate change from past effomsy not be sustainable. The approach
taken by Duncan et al. (2001) emphasised the importance of TQM in theuhdE /e
importance of strategic management practicesitldid not emphasisetrategic change
management which is forward looking and ad@pission to drive changdzven though
Duncan et alchadnge intheé&EBAenvas conductedm a country known for
successful change proce#sfailed in ensuring that change is sustainable andedck

strategic change management concspth as the onascorporatedn this study.

The gaps identified irresearch orthange management in the ABurther justify that
strategic change management is essential in theiL&range is to benitiated smoothy

and successfiyl and in a wayhat does nategativelyimpact thes e ¢ trespordsibilites

These gapalso emphasise the need for this resleao critically addresthe omissiors

of past authors and studies with the view to contribute to knowledge by increasing
understanding of aredeft underexamined by past researchers. However, to conduct an
objective study thatxaminesall thegaps idenfied hereinwhilst seeking to achieve ¢h
studyd aim, it is necessary to start logviewing concepts of change management such a

practice and scope as well as the concept of strategic change management

2.2 Background to Change Management

Change is the process of causing a purpose, practice, or thing to become something
different in relation to what it was previous{yrganisatios can experience changes in a
particular divisioror as a whole. But in general, the main nature of changa@vament

from apresent state through a transition state future stateBourda, 2015)According

to Yang et al.(2009), change is required when all thid practices no longer work.
However, the commonly recoged goals obrganisatioal change compsechanges in

culture, vision, structure, method, technology, and fin&gdership style.

Changeis a widely researched field of studjn past decades, chandms been
investigatedy several authors whose work will be examined in this chapter. ibsis

indicate that change is viewed as a necessary process or a requirement for growth in
severalorganisatios. Although change is viewed or treated differentlpliganisatios
depending on what has motivated change (ReBsll, 2013), its successfulitcome is
commonly seen as the evidence of the factors that lead to change thedneed for
changgCogHan & Rashford, 2006). Buuthors like Hughes (2010) consider change as
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a partial process in which change may not be fully achievedstlggestigthat change

is not warranted.

Coghlan and Rashford (26Dexplain thatfactors such as situation, power, skibdsd

approach taken to implement changlay a stronger role in achieving the goal for

embarking on changeOn the other handjJansa (2000) argue that the goals of

organisatioal change will impact each other. For instance, actuality of vision rests on the
combination ofiproper plan and therganisatiod s cul t ure. Henc,e, 1 n t|
aimet hodi cal vi e wghtdhrongh.d-urthennwore, the diffeent gohlwfor

change can be reflected as a whole to remghnisatioal change effectively. The next

section on change managerherRamines concepts and levels of management required

for asuccessful change proce3fiese models will be identified and explained in detalil,

which in turn will help the researcher to develop a strategic approach for change

management in the UAE.

2.2.1 Concepts ofChangeManagement

In general,organisatioal change management is as antias the establishment of
organisatios. The primarylocumentation abrganisatioal change managemestn the

Old Testament of the Bible, where Moses escaped the tyranny of the Egyptian pharaoh
with thousands of his followers. Moses had to manage @euof social arrangement
issues and suggestedrganisationTherefore, Moses is the first advocate of change and
was an earlyrganisationchange agent. The concept of changanganisatios is not

new; however, what is comparatively new is the learningrganisatioal change
(Burkus, 2007).

In his1513bookThe Prince Machiavelliindicates that those who face change will fight

it with all they havewhilst those who support change will do so without enthusiasm.

Thus, leaders must take extra actions to ensure changes are implemented. Machiavelli
addresses three main principles of succestfahge management: change is a process,
expectresistancgand bui |l d s uppor tsaboltbhecnaturaa nslke bidi 6 s t h
challenge of change is as true todayt asaswhen it was written 500 years ago. Active

leadership is important for effectivehange, andeadershipneedsto provide active

support through the chanpgeocessexpecting and managing resistance, and constructing
support ( O6 Remenmt& kEadershi it 8bserved in the definition of change

management in appendix A.
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Recenly, organisatioal change management has become an interest of scholars. Many
articles reflect varioustudieson the topic oforganisatioal change management, and
many of thesstudiedooked atorganisatioal change from several perspectives. As it is

not an exact science, there is no right or wrong theorprganisatioal change
managementMcMillan (2004) argus that approaches tdghe change process in an
organisatiorvary and are diverse, but most approaches are derived from issues that may
contradict with thriving areas in the world. Thispliesthatthe change process and its
approaches may not be in synchoatyi with current trends in the world. For instance,
McMillan (2004) explained that the emergence of new technolagié®r than the forces
within an organisation and the organisaficglesires for changemay influence the

decision for change.

In light of this, change is seen as a forced process, rattmeashanatural recurring state

or process.Palmer and Dunford (2008)rew from this understandingproviding
explanations on changehich assert that change management involves the shaping and
the process for controlling change. They further explain thahge is managed due to

the need for it and the strong belief that the outcomes of change may be achieved through
directing, navigatingand coaching resources thalp to achieve the desired change.
However, Weicks (2000) explam that decisionamaking ad ability to understand
requirements for change betterssiss organisatios and leaders withinthose
organisationgo develop necessaskills and resources required fibve change process

or change management

The explanations thus far suggest tbeganisatiors and leaders ian organisationare
crucial to change management amdeciding change initiatives and strategies for change
(Balogun& Johnson2005) Thesearguments about change manageneamphasis the
importance othe change processs wel as the importancef organisatioal goak and

the leaders that facilitatbe change proces#lthough essential to change management,
Balogun and Johnson (2005) argue that change reamag places a demand on

resources andn different management levels in aogganisation

2.2.2 Levels of Management

Generally, management comes from the verbanagewvhich originats from the Italian
word, maneggiarewhich wadater developedhto the English wordmanagemenn the

17" century (Drucker, 2002). Howevenyithin the literaturethere is no completely
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recognised explanation for manageménis hard to give an exact meaning of the term
managementThere are different definitions and deptions of the term, andiferent
management writshave viewedthe termfrom theirownangles and expeations(Bose,

2006). For example Drucker (2002) describes management a®r@anisationof the
actions of enterprise in line with certain rules to achieve set objectives. Nordén and
Anderberg (2012) definehangemanagement as the practice of planning and sustaining
an environment in which persons working together in groups powerfully acéedected

aims.

Likewise, Taylor (1964) declares that management is a skill of knowing what is to be
prepared ifsomethingis to becompletedin the mostpromising way. Moreover, Henri
Fayoldefines managemends being ableo predict, to design, to shepto understando
organize and govern the actions of oth&an Vliet, 2010). imes and Hatton (2008)
define management as the commonly understood preparatizgasfisatiots means to
reach a number of agreegonobjectives and general purpssérom thesedefinitions,
management can be described as the process of planning,sioiggaemployment
guiding, and monitoringhe efforts of individuals who are involved in activities in an
organisationn orderto achieve the objectigef the organisation Management can be
influenced by different factors, includingh e ma n antpener efrgtidarse, control

and governance

Management levels refeto a line of differences between several managerial places in
anorganisation Managers in anrganisatio work and operate at different positioos
ranks The herarchy of these managerial ranks is called levels of management
(Gunasekarana et al., 200Fhe management level dictates the amount of authariy

a sequence of commandérigure 2.2 shows commdavels of management within an

organisation.
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exgcutive coaching, change management,
leadership, delegation& empowerment, etc.

problem solving, team building,
talent development, performance management, etc.

emotional intelligence &
coaching for performance, etc.

Figure 22: Levels ofmanagement (Adapted from Drucker, 2008yrdén& Anderberg2012)

As shown in Figure 2.2top-level management entails executive coaching, change
management, leadership, delegatiand empowermenamongstother things.Whilst
middle-level management is responsible for problem solving, teaming building, talent
development and performance management, -tepel management initiateand
manage change (Nordér& Anderberg, 2012)However,change managemeig not
possible without the problessolving team building and talent development tasks
attributed to middldevel manageent Low-level managemens also important in that

it implements tk activitiesdecided upomtthetop and middle levels.

The relationship between the levels of managenmetiite hierarchyensures thathange
management and delegation is decidethe strategic leveby top management, whtl
performance duringhe change process is oversean the tactical levelby middle
managemenDifferent styles of leadershimay be required to effectively carry out the
activities required at each managementllemedmanagement styles have an impact on
whetherthe organisationwill effectively realise its vision (Amanchukwu et al., 2015)
However,this research is not concerned with leadership styles, as the main emphasis of

this research is on change and sgi&tehange management.

In general, and regardless of the various manageriaklamdlmanagement styles, more
organisatios are facing faster, more complex, and more interdependent shthage
ever before. To make amganisatiormore productive and iravative, there is a need to
apply strategicchangemanagemenin order to improve performance and achieve the
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strategic vision of therganisationTherefore, the criteria for determining elements of
change management identified (see appendix Bgfimed to ensure thatg of theaim

of this studywhich is to develop a strategic change manageragptoach that will be
useful in implementing change in pub8ector organisations in the UAE possible
Ultimately, the aim of this is to ensure thatlueis added to ta UAE public sectoso
thatfuture performance and activities are idgaluitedto improve overall performance
using the criteria in appendix B

2.3 Strategic Change Management

The pevious sectiom have gradually built a justification for strategic change
managementBaker (2007) stated th#t successful change to occurand yieldlong-

term advantages, then it is essential to have a atehextensive strategy that draws in

all features of the environment in which tbeganiséion is active. Strategic change
managemenis the practice of managing change in a planned and coedideryy to
addressorganisationl targets, objectives, and tasks. Strategic change is essential for
organisatios to grow well and go beyondeinindustry competitors.Strategic change
management is affected by iars factors. Some of these factors are discussed in this
study.

Strategic change can range from a simple actora major actionto achieving the
organisatiod s o0 b j e ct ichaege can & &a vaded ehgnigecinitiative that includes
anorganisatiorwide transformation effort dt can be a change control programme that
includes giving tools and procedures to regulate daily operational or pspgcific
changes (Bourda, 2015)nitiatives and activities for change are important for any
organisation ands achievementTherefore, strategic change managemensystematic
approach to helping the individuals impacted by the change to be successful by building
support, addressingesistanceand developing the required knowledge and ability to
implement the chang€reasey, 2007 his impliesthat strategic change management is
a process that includes the use of tools and techniques to manage pedipéchadge
process to achve the required outcomes of change (Baker, 2007). HowEiwrezham

and Rhodes (200%)rgue that it is theeadership and direction of procgksoughwhich
anorganisatioris transformedespecially with regard to human aspects and overcoming

resistance techange
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Therefore strategic change management is a forrmahagement control through the
application of systematic management interventions that involve people to achieve a
desired future state with defined performance outcomes in line witbr¢famisitional
strategy(Rees& Hall, 2013). As a result dheexplanations and argumemresented by
different authorsjn the context of the present studgrategic change managemaeanst
defined asa systematicchange initiative that includes a widgansformation of an
organisationundertaken usindiuman resources, leadershgnd coordinated use of
techniques and tool3his means that in practice, strategic change management stages
and processes for implementing change must follow a defined andllpgthway(For

more definitions of strategic change management, see Apperdix

It should be notethat there are several studies linked to the subject of strategic change
management in developed countries. These studies provide explanations drahges ¢
management can be introduced in public and private selimngeveramajority ofthem
focussed on service areamcluding healthcare, educaticend city councils (Guthri&
Russo, 2014; Christophé& Sarens, 2015; Schmidt Glunther, 2016; Helde& Uddin,
2016).

2.3.1 Strategic Change MnagementPractices

In a studyabout the reengineering of First American Company (FAC), a bank holding
companyCooper et al. (200Q)sedKotterds eightstep changenodel(see section 2.6.4)

to study the change procedbat occurred within FAC They attributed
achievement in adopting a new business approach to cltargganisatiorstructure to

f ol |l owi neghtkteptcharge tnadel instructioabnost precisgl in its change

efforts. FAC washound byletters ofagreement with officialswhichthereforeestablished

a sense of urgend$gtep 1).

A coalition was formed consisting of tlehief executiveofficer and senior management
to decide lhe strategy tep 2).The strategy itself was a vision of the future that was
credible and attractiveS{ep 3). They communicatedekision (Step 4). As part of the
vision, tools were delivered that allowed playterase the system in a range of ways that
harmonsed with thér requirementsStep 5). The rollout was phased and so permitted for
quick, visible wins $tep 6). Every phasef therollout wasbuilt upon the previous one
and so combined the lessons gaingteé 7).Organisatioal performance and processes

were improed tomatch the new visiorSep 8).
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In a study involving defence contractors in the USAento et al. (2002pbserved

something similarThey examined three models of change managenkentt t er-6s ei gh
st ep mod e-btep mdde(sek gestiont26.8) and Gener al El ectric
step model(see section 2.6.5)n this study, the researchers createtivalve-step

framework for change at a defencontractor using the three magldh the discussion of

the framework, the planning and reasgbehindthe steps wsdefined asvashow the

frameworkfit into the changes in existence at the defence contractor. In this circumstance,

they precisely justified the actions using the thremdels, showing the effectiveness of

the models in achieving change (Edgafrjermestad, 2005).

Strategic change management practices have been observed in other organisations as
well. In 2004 Shell fa@dan oil reserves crisis that crushed its shareegAcnold, 2015)
Consequentlythe chairman of the group suggested that the compeaegedo change

its structure angractices in order to survivéd sequence of universal, standaedi
processesvasidentified which, if adopted, would affect more th&® Shell operating

uni t s. However, to succeed in the <change
emphasise the importance of gaining acceptance from all stakeholders to follow the new

systems and practices for the change to be effective.

In this regardit was necessary that the main players could assert theafedldnarkets,
couldunderstand the cause for chapged most importanthcould understand the need

for change. This was reflected from the beginnasghange was key in ensuring success

in the transformational proces$o ensure smooth implementation, challenges were
identified and managed promptly. Communication was vital as it allowed for challenges
to be discussed and ensured informed decisiaking. This allowed for any change to

be considered carefullydfore actual implementatiofinally, it is fair to say that Shell

is in a significantly improved position, compared to the time before any change was
implemented. Accordinglthisreflects success atldatthe results ofvhat may be called

downstream or ongoing chan@f&nold, 2015)

In another exampleni2008, Santand®ankhad an aim to create a stronghold in the UK
banking industry. Its plan included acquiring a grouphogée UKfinancial institutions
Alliance and Leicester, Bradford and Bingleand Abbey National. The chaman of
SantanderBank concluded that these financial institutions may not be capable of

changng, growing, and evoling. He attributed this to their legacy institution statdnich
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dated as far back as 1849he acquisition of these legaoy traditional K financial
institutions under the Santander brand allowed SantaBdek to fulfil a key objective
which was to merge these financial institutions into a retail bank. To create a formidable
retail bank, there was a need for a fimatk, systemd¢ed bankng model that would
ultimately lead to changing the old ways of doing things and ushering in thevayeof

doing things in bankinggading to a revolution rather than an evolution.

There were different issues to tackle throughout the change process dubutal
misunderstandings. This was obvious when national or linguistic similarities! fail
provide harmony. In fact, the culture of the UK acquisition established that great and
careful management would be necessamtegratehe systems, procerks and persons

into the differentorganisatios. For example, those who were associated with change
weremadefully knowledgeable; risksvere discussednd worries were eased. In each
branch, the teams were readyttoediverse client responsesver the change stage. Also,
those whowerelikely to be impacted byauisitionswere given clear messages about
the future. This process ensdtbat allthatwerepart ofthe changeprocessouldrelate

to thechange andwned the process.

In 2010, Satander UK was launched against economic and banking difficulties. By 2013,
it had become onef the leading retail banks in the country and one of the largest
providers of savings and mortgagés.addition,the chief executive officer had been
moved to éad change at another, even bigger, banking institutiopds Banking Group
(Arnold, 2015). The above examplesf successful changéndicate that change
programmes ammore effectiveoverallwhere there is astnmon sense of urgency to carry

real tangibk change.

2.3.2 Factors Affecting Implementation of Strategic ChangeM anagement

Examining context, content, procedsirand outcomes may assistfinding particular

factors linked to change procedures anelir application in publicorganisatios. It is
important to mention thdhe external and internal factors of organisations in the public
sector change ofteaind arealways evolvingPhilippidou et al. 2008). Any changes that

are scheduled must be made in¢batext of thesituation of the generanvironment in

which an organisatioroperates, to ensure thtey arewell placed for future success in

the environment. Involving people affected by change in the change management process

helpsin developing commitment, interest, motivati@amd positie approach. Table 2.1
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demonstrate the main factors that affect implementatiaf strategic change

managemenilhese factors anenportantin strategicchange management.

Table 2.1: Factors affecting implementation of strategic change management

part in change administration
Consistent and effective communicatior
with stakeholdersincluding workersso
theyunderstandhetasks and thehangs
required is key in strengthening attitude
towardschange

Factors Importance in Strategic Change Authors
Management
Communication Shared communication plays a significa Kotter, 2008; Muller

2006; Gotsill & Meryl,
2007;Milis & Mercken;
2002; Austin & Currie,
2003;Legris, 2006

changejndividuals with resilience are
able to cope with changes and adapt
Resilience can assist with increased
collaboration and reduce resistance to
change

Resilient employees strugdkessin
adapting toorganisatioal change and
consequently improve productivity and
quality.

Training Trainingis the foundation for constructin Gotsill & Meryl 2007;
information on change and the skills Williams & Williams,
required 2007;Kotter, 1995;
Traininghelps groups of people to know Gargeya& Brady,
the mission and itsitendedresuls; 2005;Sharma&
without adequate and effective training,| Yetton; 2007
the advantages of a new framework ma
not come in

Resilience Resilience ontributes to the acceptance| Sieberf 2005;Maddi &

Khoshaba, 2005;
Hoopes& Kelly, 2004

Commitment to
Change

Commitment to change representstal
connection between individuals and
change goals

Herscovitch& Meyer,
2002;Kotter, 2014

Resistance to
Change

Resistance to changea result of fear,
bias, anxietyand ignorance

Kotter, 2014;Bagranoff
et al., 2002Egan,
2005; Datz, 2002

It is not enough to list the factotisat influence the implementation of strategic change

management and descritheirimpact on changdt is alsonecessary to discuss how to

take advantage of the$a&ctorsand attempt to initiatéhe development cd framework

for strategicchangemanagenent that could serve as a guide to chaingthe UAEG s

public sector However, whilst factors that affect strategic change management are
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undisputed, it is also wessaryto identify the key drivers of strategic change

management.

2.33 Key Drivers of Strategic Change Management

As organisatios grow and develop, they go through a number of recalja change
steps. These changes may be planned or unplanned. The rationale for changmenay
from within the organisationr may becaused by external factoasdforces. Due to the
current competitive environmeatganisatios mustoperatewithin, charge is becoming

a common phenomenorhich enable organisatios to retain their competitiveness
(Aupperle& Karimalis, 2001). In general, the necessity for changbe private sector

is driven byprofit, whilst in the public sectortiis driven by the pysose ofaddng value

to the general welbeing of the societyThis impliesthat the factors that drive the two
sectors differ, buBaker (2007) has identified key drivers that@emon in both sectars
competition, diversityf the userlegislation technology,and financeThesekey drivers

and their impacts on changee presented in Tabk2

Table 2.2 Key drivers of strategic change management

Key driver Impacts on Change Authors
Competition | § It provides motivation to implement Solomon, 2001;
innovation and change practices Baker, 2007;
Cunningham et
al., 1997

Diversity of | It gives a richnesw thinking and attitudes | Baker, 2007
the user the change process
1 Integrating diversity andrganisatioal
change efforts can enhance successful
organisatioal change
Legislation | Is used as a method of gathering Baker, 2007
governmental ambitionandorganisatios
might have to create changes to keeftaip
date and stagompliant.
Technology |1 Adaption of new technology leads to a Baker, 2007;
change obrganisatioal structures, where | Solomon, 2001,
the power of electronic communications | Clark, 1998
enables a greater degree of networking ac
traditional boundaries and hierarchies
Finance 1 In manyorganisatios, engagement will takg Baker, 2007
up a significant proportion of the budget.
Consequently,ihancial forces may be a
foremost driver of chage in working
practices oprganisatioal construabns.

41




As can be seen from the listed impactdable 2.2 competition, diversityof the user
legislation, technology and financeare key drivers of strategic change management
Competition motivates changhilst finance may be considered as the fuel tfoe
change procegB8aker, 2007). Technology and legislation are also important given their
rolesin themodern LEA interms ofintelligence gathering and detecting crimes (Brown

& Brudney, 2003)However, in ordeto achieve the objectives of this studyisialso
important to examine the role and impacts of these drivers of strategic change
management in the UAE contextherefore, althese drivers of changaetaken into

consideration when evaluating UABang management practeim the nexisection

24 ChangeManagement inthe UAE

The UAE was founded as a federation in December, It consists of a coalition of
seven emiratests constituent emirates at@ubai, Sharjah, Fujairah, R@d Khaimah,

Abu Dhabi, UmmAI Quwain, and AjmansgeFigure2.3). Each emirate is governed by

an absolute monarch who jointly forms the Federal Supreme Council (Sakr, 20&5).
type of governanceeflecss the ambition of thepeople to attain strength, pride, and
dignity. Working at the nationwide level was observed as a goal waslvalued and
given attention from the beginning. Before the establishment of the federation in
December 1971the UAE was called the States of Tecial, and was governed under
British defence for a long period of time, dating back to 1756, when Dutch inflience

the Gulf regiorcame to an en(HeardBey, 2005).

The Arabian Gulf had been in the domairtteé French, DutchPortuguese, and British
for a long time. This illustrates the significance of the location of the AneBulf in
general and the UAE in particular for some countries in different periods and Tinies
is due tothe unique geographical location and site of the Gulf countries vpinashdes

a link between the sea route to India and the overland rotite tmntinent of Europe
(Fenelon, 1978)Moreover, further progressmerged from the determination of the
President to encourage tties that bind the all sevemirates togethesindalso from the
convictionthat they were all part of one state and family (Luomi, 2009). Degpée
unisonthere were no practis@as a féerationbut rather, thelosenesandties of family
relationshig were instrumental in encouraginthe founding of a federation (UAE
President, Sheikh Zeid Alahyan, 2000).
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The UAE has a unique location, which has its advantages and disadvantagesrdies

lie within latitudes 2P26° North andlongitudes 5156° East The weather is sunny and
warm, with temperature averages of 25°C between October and April; it is cool at nights
with temperature averages of 14°C. High temperatures up to 49°C ankb\retsh of
humidity are common betweellay and August. The UAE occupies the south of the
Arabian Gulfandhas a shorter north front on the Gulf of Oman, which makéscition
significant from a strategic and an economic perspe@hiidul Salam, 1978)ut could

be a disadvantage making the country prone to different natural anchatsnhazards.

From the south and the west, the UAE is bordered by the Kingdom of Saudi Arabia
(KSA), whilst Oman borders the UAE from the east. The UAE has an area of the
Musandam Peninsuthat commands the straits of Hormugl of theseare factors that
facilitate trade and economictaaties. As shownin Figure 23, the £venemirates are
concentrated around the Arabian Gulf and Gulf of Oman, indicating the security,
economi¢ and management tasks and demands the UAE is responsibldifomakes

the federation of emirates one of the most unique federal unions. The UAE affakiss

to ensure it continually attains a level of balance and stability.
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Figure 23: Map of UAE

The area of the entire country covers 82,600 square kilometres, including many islands

(UAE Year book, 1998). Islam is the religion of the country, aedbfficial language is
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Arabic. The seveemirates of the UAE differ greatly in sizpopulation and economic

factorsas follows:

Abu Dhabi: It is the capital of the country, covers approximatelo88F the territory,
and also has most of the oil wealth.

Dubai: It is the next largest emimafter Abu Dhabilt has been involved in trade for a
long time, even before the alliance. Dubai is a aetpected trade and business centre

worldwide.

Sharjah: It is the third largest emirate in terms of population. Sharjah covers
approximately 2,500 square kilometres andthatargestamount of natural gagserves

compared to othemairates.

Ras Al Khaima: It covers an area of approximately 1,700 squarerigkoesand is
situatedon the north border on an enclave of @alf of Oman. It occupies the tip of the
Musandam Peninsula. It is involved with trade and agriculture. Before the alliance, it was

the capital of the Al Qawsim union which fought againstBhash army in 1809.

Fujairah: It is the fifth largest emirate in area and population size. It covers an area of
approximately 1,200 square kilometres, and it is the only emirate confined entirely to the

eastern coast of the country.

Ajman: It is the smallest emirate in area and population si@eering 260 square

kilometres. It has no natural resources.

Umm Al Quwain: It is another small emirate, covering 775 squdlemetres. It is
similar to Ajman and is on the coadts part of the fedex rule, each emirate has the right

to organse its internal resources and affairs and to establish and implement some laws
which should comply with the constitution. The emirétemstitution gives each emirate

the right to make agreements with any oteerirates within the region of the general
constitution (Pattik, 1986). This responsibility brings a kind of diversity reflected in all

aspects of life in the emirates.

With this background in mindit is worth thoroughly assessing the structurethef
padlitical system of the emiratethe issues that have had direct effects on the progress of
the governmentand the issues that have had indirect effects on development of the

government and impacted public relations in the country. The UAE has witnessled qu
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growth, which has resulted in fast social charttpaé haveimpaced ondaily life in a
positive or negative manner. TRHAE hasprogressed to a modern society in a short
period of time progressingrom an economy that depended on fishing, pearl jraoid
farming to a global economyand progressingrom illiteracy to varying educational

levels from a simple to a muHpart societyandfrom a desert country to a green oasis.

There are varying sies and factors that have contributed to these changfes key
factor is the income from petroleum which has brought about a very solid economy.
Communications (including telecommunicatgpnand transportation have also
contributed to thee changes byenabling people to adapt to the latest techrieig
including direct satellite broadcast, digital communication toals.,(social media,
internet, etg, and communication with other cultures. Communications with people from
different cultures, differananguagesdifferentcommunities and other factors have had

a direct impact as stimulants of the social changes in the country.

2 4.1 Structure of the Public Sector

The political system of the country is unique and can be traced back to the natare of th
union of the emirates as explained in previous sections. There are three structures of
government under the provision of the federal constitution, nathelyrederal Supreme
Council (FSC),the Federal Council of MinistersFCM), and the Federal Nationvwde
Council (FNC). The FSC consists of the seven emirate leaaledi is considered to be

the highest decisiemaking body of the country. To confirm and permit a decision on
vital mattersthe decisiomust be passed by a majority of five, including Athabi and

Dubai. The FCM is defined in the constitutioas the administrative authority for the

federation.

The head of th&CM is a Prime Minister selected by the President in consultation with
colleagues on the highest coundihe FCM includesministers for each emirat&he

mi ni sters are selected by the Prime Minist
emirates dthough, the more populous emirates have generally provided more
participantgo each cabinefThe FNC haglO members selecteddm all emirates on the

basis of their population, with eight from Dubai and Ablabi, six eachrbm Shajah

and RasAl Khaima, and four eachrdm the remaining three emirateShe FNC is

presided over by a speakeino iselectedoy FNCmembers. The FNC pierms advisory

tasks under the constituti@md isresponsible for adjusting, inspecting, and amending all
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proposed federal legislation. Members of the FNGaatborsedto call and to query any
minister regarding ministerial issues. One of the primaitiedof the FNCis to discuss
the budget and annual financial plan.

The cleadistinction between the three government structures infls¢éheg@ubliesector
organisationsand departments responsible for upholding the vision of the UAE. The
structure ao influences the leadership sysfeam mentioned, and the communication
between and across the structures. An understanding of this structure plays a role in
understandinghe change management process and the commitmeat sivategic
approach. Althouglthe threestructuregovernmentappears to be very hierarchical and
top-down in approach, each structure level is consultative with council members who
ensure that appropriate decisions are made in the best int#resangs required and

of process in té country.

Due tothetime factor and to prevent repetition, a sintgse study of the MOl is assessed

in this study. Given the lack of empirical data on the public sector in the UAE, focus is
given to a singleorganisationwhich has responsibilities for other pubsector
organisatios. The rationale for limiting the scepf this studyto the MOI is based on

the understanding thatsuccessful change process in tiganisationwill have ripple
effects on other publsectororganisatios, and thata successful change management
framework in the MOI has the potential to éoa model for other publisector

organisatios to use.

Therefore, change management in the public sector remains the main focus of this study,
although references are made to other corparajanisatios for context where more
examples are available amélevant. The scope of this research is limited to change
management and key drivers for strategic change management using the casdlstudy of
MOI in the UAE. The research scope is limited to these ateagothe rationale for
conducting this researgseesection 1.4 and the potential of this study to contribute to

knowledge and practice in the field of change management.

24.2 History of Change Management

Traditionally, change managemamtJAE organisationfiasfocussedon executives and
their deputies. The historical background of the UAE shows that change has been

transformationalin helping the country to navigate the challenges of different
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generations. Jones et al. (2004) describes transformational change asabethgrithe

following principlesof change

systematially address of the human side to change

identify that change begins at the top yet actually happens at the bottom
realisethat reality and faith can assist in creating a vision

creat ownership

encage in communication

= =4 A 4 A

assess culture and prepéor theunexpected

These principles form a strong foundation for effective change manageérnetiAE,
however,tends to strugge a little with creating ownershipecausanost of the change
process is implaented at the bottom by foreigners. Aguirre and Alpern (2014) argue that
involvement of allbrganisationalayers and actiaginto new ways of thinkings another
principle of change managemewthilst slight differences exist between the principles
mentianed byJones et al. (2004) and Aguirre and Alpern (20149 basic information

given is the same. From a comparison of these two pieces of literature, it is clear that
cultural management, acting from the ,tgmd ownership all form the basis for the

effectiveness of any change management process.

The UAE has tried to adhere th principles throughts threestructuregovernmenaind

the publiesector organisatios responsible for implementing change at tlodtdm
structure. The UAE uses the government or leadership structargrasegy for change
management. Being a taown leadership system, emphasis is placed on strategic
change management influenced by the vision of the countryisandnagedhrougha
leadership mandate, but implemented at the lower level giayernmentAccording to
Nickols (2010) the choice ofichange management strategy depends on various factors
which includethe following

the population

the degree of expected change

the level of resistance to change
the time frame available for change

the expertise required to accomplish the change

= =2 4 4 -4 -2

the risks involved imaking the change and the dependency level expected during

the transformation
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Though each of these factors is@stial, the different types of change management
strategies can only be effective when applied afbasidering all of the aforementioned
factors anctonfirming their suitability (Nickols, 201Qpecause¢hese factors indegaay

an importantole in dgerminingthe extento whichtransformational change activities

can be achieved.

Whilst researching change management in DuMaikharita (2005) found that the path

of change irD u b apubdicsector began fromithin a sector that washaractesed by

massive cultural diversity. Due to the cultural differences in the public sector, loyalty in
operations was connected to job stability and income level. Moreover, ownerbbib

the sector and the speciftzganisatios within the sector was limitedAlso, despite
Dubai 6s economic and political stability
possible, theesponse to change was reactive and very dlow.b avisiénsfor change

and development includes strategic slddowever, it appears chenging to transition
strategic ideswhen anorganisatiorundergoes change (Makharita, 2005). Therefare,

vision needs to be considered in viewtttd change required artie change procedure.

However, it is unclear ho®ubai incorporatethe UAES gision for 2030 into the change
procedure and the management of people who impletiehange or the strategic ideas.
Despite the vagueness, Dubai began implementing change management strategies for the
growth of the public sector and improveid response toenvironmental changes.
According to the authothe Dubai public sector experienced slow growth at the initial
stage due to some of the principles outlined al{oee the degree of expected change,
thetime frame available for changand the expertiseequired to accomplish the chafge

Whilst these factors motivated the need to seek help from overseas anedftraign
investors to the emirates, change management strategies were not given the level of

attention required for the magnitude of changdertaken by the government.

The study in Dubai has shown the importance of these principles for successful change
in the UAE As it was in Dubai, the slow and reactive response to change in the UAE has
been due to its cultural diversity, which has ne¢m used to the advantage of its public
(Makharita, 2005). Similarly, without sector ownership, it was impossible for change
management to be effective (Cerniauskien, 2014). It is the position of the researcher that
strategic change management has a lodaowith constant decisiemaking and
involvement of top management tidrscause¢he environment is dynamic, especially in
the public sector.
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Al-Ameri (2013) believe that the origis of change inthe UAE public sector nclude
technological inventions, restructuringnd globalisation The UAE like many other
developed or developing countridéss experienced change in various aspects of human
lifestyle and businesg\(-Ameri, 2013. Due to these changes, work experiesmt®ngpt
employees in theublic sector haslsochanged over the yeatdowever,public-sector
employees are resistant to technolalgiwen changes for various reasons such as power
loss, work overloadand lack of appropriatemployee rewardchemes (Laumg2011).

From these points, it can be affirmed that strategic change managementiABbes
public sector must involve plans for managing the resistances experienced in light of

technological changes.

2.4.3 4th Generation of Government Excellence Syste(@G)

Change management, motivatimn changeand evolution in the UAE can also be linked

to the concept othe 4th Generation of Government Excellence Sys(éf). Indeed,

some of theecentchanges made in tRéAES public sectohave beemfluenced by the
introduction and application of tHEG. The4G ultimately aims to raise awareness of the
principles of excellenceamongstall government sectors, especially in leaderstop
ensure that a stimulating and supportive work environmenteiaten using various
channels and methods. This objective is intended to be achieved through the media,
libraries, seminars, newsletteasd trainingsThe syster@ shangs have led to various

impacts on th&JEAS public sector.

Currently, strategic plammg, which is an element of strategic change managemast

been widely applied in the UAlparticularly in Dubai. This is in accordance with studies
aimed at advancing the theory of planned change as an essential resource in change
management. According Shirey (2013), the planned change theory can be used as a
people mobilisation tool in ensuring effective change managemenbriganisatios.
Throughorganisatiorof programmesuch as thdG, the concept of planned change is
applied towardehange manamenteffectiveness. Recently, the ViBeesident and the

Prime Minister of the UAEleclared the 4@s a plan of a strategic change management

in order to promote the governménperformance in the direction of excellencetm

service supply.

The programmeincludes specialsed sulprogrammesaimed at offering training to

professionals to enable dissemination of informagimongsthem. Areas of training will
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be operationgknowledge management, anthnagement and planninbhe 4G system

is aprogmammebased on ensing that the objective of successful performance of the
government is attainablBuringthep r o g r alaanck, the/ice President of thelAE
asserted that excellence needs to be considered as a challenge.liB#sgfesusedon
resuts, theprogrammealso ensures thdahe government bodies apphg it receive a
benefit or incentive for their efforts and achievemexgsvell aghat both privacy and
differences are considered &l work activities.From this point of view, it can be
assumed that suchpaogrammecan be implemented to increase change management in

the public sector (Sheikh Khalif&overnment Excellence Prograg915).

Considering the objectives of throgrammeand the methodologies that have been
adoptedo help ackeve these objectives, it can be supposedttieatiGis a potentially
effective change management strategy (Sheikh KhalBavernment Excellence
Program 2015) However, @éspite h e  doljextsres and methodologigajblic-sector
organisations have differediingr performanceSome hae struggled due to factors like

the time frame available for change and the expertise required to accomplish the change,
whilst othershaveappeaedto be impacted by the risks involden makingthe change

and the dependency level expected during the transformatmallow for examination

and better understanding of these struggles and impacts, this researcheuséshe

U A E énajor publiesectororganisatios, the MOI,in its case study.

2.5 ChangeManagementin LEA

The Ministry of Interior (MOI) is one of the most important establishments in the country.
As mentioned in Chapter Oné¢he MOI is the organisation or arm of the UAE
Government that oversees #igencies, departmenend units responsibfer safety and
security of citizens and expatriates in the UAE short, it isthe highestlevel LEA for

the county. It was established with the formation of the federal state in December 1971,
and the burden on the MOI has significantly increased sind¢ f& éstablishmendue

to the natureof threats in the region and in the worldis burdencanalsobe attribued

tot he Mm@porfast and effective role in contributing to increasing stability and
security (Alzaabi, 2012)Figure 2.4 shows the structure of the MfDHdthe relationship

betweerits agencies, departments, amits
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Figure 24: Sructureof LEAin UAE

As shown in Figure 2.4, tHdOI has four keydepartmentgeachresponsible for different

aspect of law enforcement Security Department,

Civil

Defencéepartment

Immigrations Department, and Policing General HQ. Beeurity Department is

respondile for regulation, public safetyand internal affairswhilst the Civil Defence

Departmenteads the social order, educatiand awareness campaigns of the MDie

Immigratiors Department coversolicing serviceselated toborder and people control

and protection,whilst the Policing General HQsupportscompliance is the primary

contact for incidentsAs shown in the diagram, different responsibilities are facilitated
by the MOI through Policing GeneralHQ, whilst Policing General HQlso directly

facilitates the compliance of UAE law in all sevaniratesthrough its subsidiary police

units.

The UAE has unified its LEA so that all police units in the country are embedded in the

overall LEA structure rathethan allowing each Emirate law enforcement to operate in
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an independent mannébove all, he key duties and responsibilities of M®I include
policing, national security, safety, public administration, supervising pmatrnments,
elections,and othe duties. The values duties, and responsibilitiesf the MOI are
underpinnedbythAr ab tr adi t i o religmmThe MOl entioually works y 6 s
to achievats targetainderthe power of théederal stateDue to the level of progress and
developnent in the UAE, the responsibilities carried out by the MOI in terms of policing
haveincreased (MOI, 2015). Through appropriate plannirfgundeda new police force

with the required skills to ensure national security and safety. To enable the farofatio

thepolice force, the MOI focised on the following themes:

1) Understanohg the requirements and needs of all communities
2) Standards and principles that govern society
3) Innovation and modersation

4) Efficiency and effectiveness

The MOI has used noteworthy efforts tommunicateand achieve the above themes.
With the rapid rate of development, tHAE became dubfor investorsandtraders and
anallurementfor foreign workers and expatriateédthough this is positive, the resug
mixture of culturesnationalities varying interestsandtendencies could bexploited by
criminalsand contribute t@n increasein crime rate (UNCTAD, 2014)Furthermore,

security in the UAE has become more critidaé tothe following factors:

1 Strategic locationThe UAE is the regional commercial centre for North Africa,
theMiddle Eastand beyond

1 Large expatriate populatio®ne of the most important trade systeissn the

Gulf region, so the UARttrack investments from across the warld

1 Economy:Although global economy is in decline, the UBEonomycontinues
to grow, and the nonil sector in the country makes up nearly 71% of the GDP

1 High investmentThere is a high level of investment in social infrastructure,
business, servicestc. The growing population also contributes to investments in

tourism and construction.

1 Cybesecurity: This isone of the most important issues for local industry and

government departments
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1 Innovation:There is always rising demand for advanoeihnovative products

and services

Although the MOI is facing great challengé&smust continue to explore new methods

for establishing innovative and appropriate means of exchanging ideas with several
sections of society in order to achieve the objectfés role and responsibilities as well
support its members and address their varying needs strategically and appropriately.
Hence, community relations will remain a focal point for strategic thinking and proffering
solutions. As previously indicated,ishcase study has been selected to investigate and
potentially develop a framework for strategic change managemeé@MOI which will

enabé the ministry to make furthemprovements in its manag challenges that may
threaterthe change process.

Partof t he UAEOG Vi s i seskingtoeéhdfure that bigh satisfantien leiveds
of services are achieved in the public sedtoprevious yearshe general development
noted by the UAE is theM O | @nereased responsibilities, bthis development is
associated witlavague and in some casgsvolving change management approach. The
MOI is responsibldor the safety of all sectors in the UAE. However, adhiggecurity

in all these sectomshilst facing several challengessulting fromthe continwus political
and economic changes sesmather daunting. Consequently, the MOI regeddeliver its
responsibilities as well as have a clear stratkgingchangethus the motivation for this
research to identify key drivers for strategic change managies well aelements that
ensue the development of human resourtiest are independeand not dependent on

external actors.

25.1. Strategic Change Management iLEA

The efforts ofthe UAE Government and itiEA arethus far commendabla view of

future development goals and achieving the objectivd€oft can be inferredrom the
previous sectionthat the drives of change management in the U&\Bublic sector,and

in the MOI in particularincludethe 4G and the overall goal for Aeving excellence in
public safety. However, the impact of these drivers and the extent to which they influence
change undertaken ltge LEA is unclear.

As previously mentioned, the key drivers of strategic change management are
competition, diversity othe user, legislation, technolognd finance. Although some of

these key driverBave been referenced in thi©| andits change management approach,
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it is unclear the extent to which these key drivers enhance change management and
contribute toachievirg the djectives of4G. As explained earliercertain factors affect

the implementation of strategic change, and five key drivers are instrumental in advancing
it. It is therefore important to asseg®e MOI to determine which factors affect the

implementéon the most and the key drivers thavdadvanced & effortsso far.

2.5.2 Drivers of Strategic Change Management inLEA

Theimpacts of thekey drivers of strategic change management identdadter in this
chapter(see Table 2.2pdicate that drivers are required fimganisatioal growth amidst
change process ardtivers make change steps recoggiile (Aupperle& Karimalis,

2001). Therefore, if any driver exists in thiOI, it will be evident in light ofts change

stepschangeprocessandchangananagement.

For instance, competition is identified as fhst key driver that provides motivation to
implement innovation and change practices (Solomon, 2001; Baker, 2007; Cunningham
et al. 1997). In the wider UAE context, competitimay be considered as a motivation to
implement the4G objectives, however, competition is ndéentified in literatureasone

of the drivers ér strategicchange. The overarching motivatgior changen the UAE

LEA arethe 4G objectives, and the needrftheorganisatiorto carry outits duties and
ensure safety and security of the public. The second key driver, diversity of thasuser
explained by Baker (200,/pives a richness of thinking and attitudés the change
process.lt also helps in integratingrganisatioal change efforts so that successful
organisatioal change can be achieved and enhanced. Diversity is perceived to be
operational in th&10I based on the different departments and specific operations of each
department Each department is equipped with the necessary human resthaites
include foreign experts and other individuals with mandate for chéhigblasser&
Behery 20195. This impliesthat change initiative is well supported in MOI through
resource support,ub commitment to sustaining change beyond change initiative is not

clear.

Baker (2007) also mentioned legislation aghad key driver of strategic change
managementLegislation isa tool Metz and Kulik (2008) consider an essential part of
LEAs and theirability to enforce compliancdt is used as a method of enforcing
ambitions of government anarganisatios and to ensure that rules and changes are

adhered tdMurphy, 2015) As 4G is a governmeniandate for all public and private
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sectororganisatios in the UAE it may be classified as a policy. Although no reference
is made tanylegislationwhich guides the implementation 46, savefor its objectives,
principlesand mode of operationd may be considered to be functioning in the capacity

of strategic change managemant] as a methdwor enforcing excellence.

Baker (2007 plsoexplairedthatthe fourth key driver, technology, impacts on change as
it can lead to a change of organisatiosalctures, where the power of electronic
communications enables a greater degree of networking across traditional boundaries and
hierarchies, whilst the fifth key driveiinance is helpful and isthe factor that will take

up or facilitate a significant proportion of the change process because it ensures that
change is implemented as desirédchnology and finance are integral parts of the main
departmentsf the MOI,given the nature of their duties and commitments to security and
safety. For example,in their operationsthe Security Departmentthe Civil Deferce
Department and the Immigratiors Departmentall use ultramodern technology to
communicate with different agencies well as tanvestigate and detect crime and
security threatéMOI, 2015)

Therefore, ti is apparenthatthe keydrivers prominent in the MOI are diversity the

user legislation, technologyand financeHowever, ompetition at leasin the manner

in which Solanon (2001), Baker (2007and Cunningham et al. (1997) explairsgems

to be vague, limitecbr lacking in MOI. Thisapparent lack of competition as a key driver

in the MOI is a gap, and so research is necessary because MOl may be lacking an
important ke driver (competition) for successful strategic change manageirtaagap

further stresses the importance of this research which further investigatstatus of

strategic change managemanthe MOL
2.5.3Factors Affecting Strategic Change Managemd in the MOI

The discussion on change management in the UAE in generéhegdp in drivers of
strategic change managemanthe MOI implieshat there may also be factors that affect
the implementation of strategic change management ihEAe Facors that can affect
implementation of strategic change managemiantude communication, training,
resilience, commitment to changad resistance to change (see Table 24 )nentioned

in the previous section, the MOI uses ultnadern technology to camunicate with other
agencies. Thigndicates that technology is used to facilitatee change process artke
interactions between the departments in &\, but the communication occurring
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through the use of technology may or may not include dbaelities that make

communicatioran important factor

According to Kotter (2008), Muller (2006pand Gotsill and Meryl (2007)shared
communication play a significant role in change administratigrand there must be
consistent and effective communicatiavith stakeholders, including workers, so they
understand the tasks and the changes mredjvilis and Mercken (2002)and Legris
(2006) emphasise that communication is key in strengthening attitude towards change.
However, it is unclear how communicatifor the change process is conducted between
stakeholders of change amtiether it is consistent and effective in helpingnm to better
understand taskand changegAustin & Currie, 2003) Additionally, the attitude of the
MOI and its departments towardchanges being implemented and foreseen future
changes is unclearhus,agap exissin knowledge regardingommunicatioras a factor

for the MOL

Training on the other hands substantial irthe MOL The ministry is committed to
regular training especially in theSecurity Departmentthe Civil Defence Department
and the Immigratiors Departmentin the MOI and its departments, it is evident that
trainingis the core factor that enables officers to carry out thaties ands essential for
their individual and collective development. Astedin Table 2.1 training is the
foundation for constructing information on change and learning the skills redaired
change(Gotsill & Meryl, 2007). It helps groups of peeplo know and understartde
mission and as a resykerables themto effectively and confidently implement necessary
changs relating to what they have learned (Williars Williams, 2007).1t can be
inferred that training does influence the department&iA, though unclear how training

help translate initiative into successful implementation of change.

The factor of esilience contributes to the acceptance of change (Maddhoshaba,
2005). Developng the capacity to deal with change or cope wikie change process
ultimately leads to resilience and increased collaboration (Siebert, 2005; Ho&edy,
2004).However,it is unclear whetheMOIl employees struggle to adapt to changé
their productivity has improved as a result4s® and its objectivesCommitment to
change provide vital connections between people and change goals (Kotter, 2014;
Herscovitch& Meyer, 2002)In the case othe MOlandits departments, it is difficult to
determine whether commitment to change motiviitesmplementation of duties or the
legislated duties of the officers by nature of the responsibilities of their departments. For
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example, the Civil Defese Departmenby law is responsible for public safety, and in so
doing, is responsible for firefightig and respaging to civic emergencies. This
department cannot by nature it organisatioal duties fail to comply with change
process, neither can the police department fail or refuse to commit to change.

Commitment to change is mandatory by nature efitities.

Resistance to change results in creating fear bias and anxiety or ignorance about change
(Kotter, 2014; Egan, 2005; Bagranoff et al., 2002; Datz, 200®MOI departmentare
boundby top-down mandates and orders, and officers are ranked amalge based on

this arrangement and structure. Thus, in a sense, resistance to change is not an option

either.

Therefore, besides trainingvhich is evident as the factor that does affect the
implementation of strategic change management irM®¢, the mpacts or effects of

other factoran MOI departments and operatioage vagueThis assumption is further
evaluated and justifieléter in this chapter whetbe LEA change management process

is evaluatedased orfindings inthe literature However, following theexplanations in

this section and sections prior to thisis first necessary to examimfferent change
management models and further examine the interactions between factors that lead to

successful change implementation andhgfgamanagement.

2.6 Change Management Models

Different change models have been researched by different altamtsl in this sense
means the collation of assumptions and factors that are linked to represent and explain
the process for change in an organisation (W&icRuinn, 1999)This sectiorcritically

reviews change management models with the afmproviding better understanding of
change management aidéntifying key elements of successful change management that

can informan effective strategic change management framework
26.1L e wi ThréesPhase Change Model

The concepts athange andrganisatioal change can be tracedKkart Lewin. In 1951,

Kurt examined the relationship betweéactors such asimplementation, decision
making and social change using a thugease model to explain change management.
This model focuses onthe systeméc approach to changend the management of

psychologicabehaviour. He used the interactsamd relationshipbetween factors he
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calledunfreezing, movemerdr changingand refreeing to explainthe change process

and the management of each ph&sgue 251 | | ustrates Lewinds mode
: Moving :
Unfreezin : Refreezin
g (Changing) 9

Figure 25: L e w ithre@phasechangemodel (Adapted fronD6 Or t enzi o, 2012

As Figure 2.5shows interactions flow from unfreezing to refreezingnfreezingis
explained as the process for redudiagistace to change by recognising that change is
required, thusacceptingthe process and vision fahange (Burnes, 2004Although
simple enough, therganisatiod s o0 b jie ensuring eghat this process is live
understood is key to accepting change and in prepariggnisatios for change
(D6 Or t e n 2.iThe, unfreezidg2phase is crucial for implementation of change,

acceptance of changendsuccess othechange process.

D6 Or t €012 argue that it is important to understand the need to develop new
attitudes that encourage change andfthaturthat change procesbhis process or phase

is calledthe movement phaseor the moving (changing) phas&ccording to Burnes
(2004), the movement ple relates to how momentum for change is developed and
encouraged within arorganisatioal structure and system. Once this is done, the
refreezingphase then becomes necessary. Thisigstothe needor the organisatiorto
continue tosupport but essetmally stabiliseand reinforce the newenvironment for
change(Rees& Hall, 2013). At the refreezingphase, theorganisationfocusses all
resources on reinforcing chanigdats staffand embedding the objective for changésn

organisatioal principlesand vision.

This systematic process that starts witifreezingand progresses through tmevement
andrefreezingphases generates two different types of for¢®ees& Hall, 2013) forces
resisting change and forces driving cha(fgeese & Hall, 2013forces resisting change

act against changend forces driving changact for, ordrive, change.Figure 26
illustrates the interactions between the forces and how they impact the steady state of the

organisation
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Forces resisting change
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Forces driving change

Figure 26: L e w ifarcéfield analysis (adapted from RegsHall, 2013)

Original steady state

It is important to understand the interactions between these forces and the way they affect
the steady state of therganisatioal culture and structurduring a change process
(Palmer& Dunford,2008).As can be seein Figure 26, the forces driving change press
upward,whilst the forces resisting changeess downward. When the forces driving
change are strongnough, theriginal steady state shiftedto a new steady state. This
model indicées that there are two main forces present in a change process that change
agents need to be aware of.

It can also be inferred that the state of steadiness inrtaisatiorwill be redefined

after any change proce&&hilst this model of change seenmsgical and simple enough,
Lewinds model h as -biraplifying changd and ieduang it fo@r over
sequential linear process that fails to capture the problems and activities associated with

the change process (Re&sHall, 2013). This criticismexposes an area of change
management that may limit the understanding of factors that influengemisatioal

change managemenithe impact of the forces of change in@ganisatiorsuggest that

change needs to be planned or at least prepared for innsanmer

2.6.2 Planned-Change Effort Change Management Model

Buil di ng uponFranehvet ahl(1985) omtlinddeeight components thie
change process that need to be managed careslyiting in the plannechange effort
change management nedlhis modeis a more detailed model that comprises elements
that need to be carefully managed in anganisatioal change managemeprtocess, as

outlined inFigure 2.7.
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wlnitial problem identification
Unfreezing wObtaining data
wProblem diagnosis

wAction planning
Movement wlmplementation
wFollowup & stabilisation

. wAssessment of the consequences
Refreezing

wLearning from the process

Figure 27: Plannedchange effort change management modehptetl from Ree& Hall, 2013)

This change management moaeprovesL e wi n 6 s mo d eeéch ghgsdowm e a ki ng
into necessargomponentsWhilst the original three phaseare still mentioned in the

model, ealb phase now has definedmponentshat may either cause tharces resisting

changeto push downwards arause thdorces driving change to push upwarBsench

et al. (1985) proposed that in the unfreezing phageimportant to understand the initial

problem that prompted chande,obtain appropriate data regarding the problandto

diagnose the problertziving attention to these threemponentsf theunfreezingphase

informs the elements of themovement phasewhich include action planning

implementation and followup and stabiligtion

The movement phaselsiilt upon the success of the unfreezing phaseis also key to

the refreezing phase, which comprises assgdbe consequences of changetioe

change management proceswl learning from the process. Therefore, acknowledging

from theoutset that different factors can cabtiteto resistance tchange and specifying

that the problem needs to be i denkFrenthi ed i s
et al. (2011)argue thaforces resisting changan be minimised ithe strategic roleof

leadersis well aligned In their work on change management, French et al. (2011)
emphasise other necessary factors, namely benefit, compatibility, complardy
trialability. Change agestor leadersvanting to implement change managentesgd to

ensure that people who may be affected by change are afvanel understand tke

factors.

Benefit is an important factor, asibstantial advantage the organiation and itsstaff
need to be demonstrated in the chamyecessCompatibility focusses on ensuring that
the mission, theexisting valuesand theexperiences of people atfie organisatiorare

retained and not jeopasgid as a result of change. The gbexity that comes with change
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can hinder the change process, thus, French et al. (2011) argtieetb@tnplexity of

change ought to be minimised, ensuring that everyone involviae ainange process is
able to understand change and implement it acogisdi€omplexity can be minimised
by attempting changa a stepby-step manney therebyenabling people to carry out

change activitiethrougha graduabnd steadyrocess.

However,Fernandez and Rainey (20Q6gue thatlthough certain factors can enhance
change process, communication is essential in reducing the problems that may cause
resistance and complexity thechange proces3hus,whilst communication improves

the change process, Rees and Hall (2013) emphdbiseneed to understand the
interactions between steps in change managenmedoing this, theehange process can

be well communicated to all parties limitation of the model by French et al. (2011) is

that it does not emphasisensmunication and this ephasiseshe importance of this

research and the need to examine other change management models.

26.3J i c kelB-Step Change Model

The contribution of thelmnge model by French et 1985) motivated development of
different change models. Oseichchangemodelis thetenstep change model by Jick
(1993)which isoutlined in Table 2.3

Table 2.3.J i cténdtepchangemodel (Adapted from Metre, 2009)

Ten-Step Change Model

Analyse theorganisatior& the need for change

Create a shared vision & common direction

Separate from the past

Create a sense of urgency

Support a strong leader role

Line up political sponsorship

Craft & implementation plan

Develop enablingtructures

© o N o g &M W NP

Communicate, involve people & be honest

10.Reinforce & institutionalise the change
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As shown inTable 2.3 Step linvolves assessing the specific neetithe organisation

in relation to its need for change. Stepwhich involvescreating a shared vision and
commondirection becomes important after this. It is then important to separate current
change initiatives from previous initiatives to avoid confusion (Step 3)adthp 4,

which isto create a sense of urgency, can help to determine and attract the necessary
resources for implementing change (Mento e248l02).Steps 510 ardargely dependent

on the leader and leadership managing the chargpgegsbecausehey are all action

plans that need to be carried out by a leader and/or group of peopleongdinésation

This indirectly emphasises the role and importandbelbadersor change agentsf the
employeesof the human resources yranhdof the practices to ensure successful change

management.

I n t hi s s e n soatainsslepscthatiamncamrespdnsibilities between leader
and othefforms oforganisatioal manpower, using resources that may otherwise make
thechange process more difficult to ilement.Whilst achange process withclear path

is important, this also indicagehat the full cooperation of all concerned parties and
stakeholders at other levels other thhe strategic level is important for succkss
change managemeriowever,Ji ¢ kmdel is viewed by Mento et al. (2002) as a
tacticatlevel model that is used for change process@anisatios. Although useful for
understandinghe change process (Metre, 2008he modelemphasises the roles of

change implementation at tactical level, and not at strategic &sval this research.

Whilst a successful change process involves all management levels (Meht@@Q2),
the manner in which change is initiated is importand ought to be better understood. It
is thereforeclear that singJ i ctkn&tepchange model fothe change management
process requires the full involvement and cooperation of sevegahisatioal factors

such as cleasrganisatioal vision/missionculture, leadersandresources

26.4K ot t EighteSsep Change Model

Another modesimilart o  Jténsté&pdnedel is the model by John Kotter (1996). Kotter
proposedan eightstep change model that seeto have rearranged the order in which
some steps are outlineddni cnkoGesAmor e cri ti cal r eshows w o f
that theeightstep modepresentshe lapses in the approaches takemiganisatios to
implement change. Kotter (19P&rgues that organisatios commiterrors that lead to

significant downside of change managemensuggesting thaif changeis to help
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organisatios to adapto both micro and macroeconomic forces and achieve a competitive
advantage, the following errorseteto be avoided:

1 Allowing too much complacency in tlegganisation

Failure to create clear and powerful guidelines

Restricted vision in terms of future planning

Lack of communication in therganisation

Failure to deal with problems immediately

Focusing on longterm gains at the expense of shHerm benefits

Acknowledging change victory sooner than it is achieved

= =_ =/ =2 -4 A -

A failure to firmly anchor changes in the corporate culture of the
organisation

Thus, in reaction to the outlined errors, Kotter propdkedightstep modelwhich may

seem to be a s h aaenstepmodel leutitshés cncorpardtededrningk 6 s
derived from errors @itorganisatios make. Table2d ut | i n e asightstepthange 6 s
model.

Table 24K ot t e r-étep changagnmotdel (Adapted from R&ddall, 2013)

Kot t eghté&tep change model

Establishing a sense of urgency

Forming a powerful guiding coalition

Creating a vision

Communicating the vision

Empowering others to act on the vision

Planning for and creating shdagrm wins

Consolidating improvements and producing more change

O Noop g A~ W NP

Anchor new approaches in the culture

Although explanations of Burnes (2005) are significant for considerdlidnOr t enz i o
(2012 arguesthata stepby-step model that provides guidance for how change ought to
be implemented is crucial so that important steps are not skippeckightstep model
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is a process that needs to incorporate errors that were identified by Kotter BEAGI6if
the erors do not occur in a predictable manner, it is noticed that Kogdiange
management model is designed in a linear manner. Further critique of the errorssndicate
thatthe change process can be motivatedobyanisatioal needs, and therganisation
can still retain its culture and vision (French et al. 200®Xxritiquing this model, it is
also evident that more focus is giventh® change procestself, rather tharto the
elementsthat lead to acceptance of change and enhance preparedness fpg chan

management.

2.6.5 General Electric SevenStep Change Model

The General Electric sevestepchangemodelalsoexplainschangen a linear manner
butfocusses moreon the role of deaderas the agent that facilitates chafped Or t enz i o,
2012. The GE bange modedxamines the role and actions of the leader as the agent of
change, thuemphasiing therelevance ofeadershign ensuring that therganisatioal

vision is incorporated intthe change proces€ther elementsf the model identyf the
relationshig betweenleaders especially those dhe strategic levelndin the existing

culture within an organisation According to Mentre (2009)hese relationships and

influences play important roles in change manageniaie 2.5 outlines the GEadel.

Table 2.5General Electricsevepstepchangemodel (Adapted from Mentre, 2009,12)

General Electric Sevesitep Change Model

1. Leader behaviour: owns, champions, role models, commits resources

2. Creatinga shared need: ensures everyonéerstands the need for change

3. Shaping avision: ensure employees see desired outcomes in concrete
behavioural terms

4. Mobilising commitment: build support, understand interests of diverse
stakeholders

5. Making change last: start it, concrete actions, bgvkng term lasting plans

6. Monitoring progress: creating and installing metrics, milestones and
benchmarks

7. Changing systems & structures: staffing, training, appraisals, communica
roles and reporting relationships, rewards
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As can be noted fromable 2.5, he steps in the GE model are similar to fireviously
reviewed models. HoweverSteps6 and 7 are distinct in that they both show the
monitoring process and the manner in which systems and structureseated and
adjustedo accommodate chga. As explained by Mentre (2008)e GE model focuses

on leadershipandthe ability of the steps to progress how leaders and staff demonstrate
accountability makes it an important consideration for this study. It can be noticed in
Table 2.4 thawhilst Step 2creating a shared need for changemportant, other steps

alsotranslate the initiative for change into successful change management.

However, the similarity betweeBtep 2 in the GE modahdStep 2in both Kotterd and

J i ¢ k 6 ss kaydodhe tonceptual framewdtiat will be delivered at the end of this
chapter. Though all change models have steps which are common to them all, each has
brought unique contributions to this review andhe proces®f identifying important
elements for change managemehtmore detailed evaation of the change models

examined in this section ovided in section 2.6.7

2.6.6 McKinsey 7SChange Model

The McKinsey 7S change model was developed for McKinsey and CompdPgtédrg
and Waterman (1982and the modek applied by professiormland academics in the
field. The model uses simple and identifiable variables that commencéheititer S
which stands fothe role ofeitherstructure, strategy, systems, staff, skills, stytshared
values in change management. The seven vasiantealigned and considered mutually
reinforcing to ensure that amgansationsuccessfully implemeathange. The variables
of strategy, structure@nd systems are controlled by management obrf@nsationand
are consi der e dwhilsthha vadablesof staff,i skills,|stylsand shared

values are impacted lmygangationalcultureand ar e consi dered fAsoft

Classifying the variablesssoftor hard and providing the distinction betsvethem help
to determine how to manage auskthem for change. Strateggs mentioned earlier
refers tothe organgationalplan developed to help achieve and attatompetitive edge
over other orgasations Structure refers tdhe arrangements ancelations between
departments and reporting IBx&ystems are processes and procedures argaasation
which reveal the dato-day activities and decisions in tleegansation, especiallyin
terms ofhow they relate to change and infothne change processShared values,

according to AtKhouri (2010), form the core values of thiyansationand how they are
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embedded irorgansational behaviors Style is the manner in which asrgansation is
managed by the executives. Style also involves rttanner of interactions and the
measures taken in order to ensure thabtigangation effectively operatgas it should.

Staff refers tothe human resources employed by dhgansationto successfully run its
affairs Skills is equally important in ensing that employees are competent in the
organisatiorandare able to carry out the duties and roles assigned to them to achieve the
purpose of change (Mlasser an@ehery 2015).

Whilst the 7S model seems simple enough when considering and opeiaisiges
individually, when the variables are combined for the change process, it may be
challenging to monitor the application and impact for change procesgplying the 7S
model to theMOl, it appears the ministnypaybe doingwell in using hard varables in

the chang@rocessbut may beneglecing most of the soft variablesuch as staff, skills

and style. In the UAE, neglect of these thvadabless evident from the commitment of

the country to recruit only expersr key positions in the MOI, anfitom the fact that

change agents are not generaflgognsed

2.6.7 Evaluation of ChangeManagementModels

The explanations in this section have indiddteat change management is a process that
entails steps that influence thecess andnsure that successful change is implemented.
However, the review of models by Lewin and French gbablished in 1985 and 2011
respectively idicates that there aréorces that may hinder or drive change process. It is
therefore essential to identify tligiving forces that are present in any orgation in
order to maximise theimpact especially if the forces are drivirtge change process.
Likewise, it is imporiant to e the steps for change process to eliminate forces of

resistance that may be hindering successful implementation of change.

In addition to this, the role of leadershiptite change models examineslsignificant.

The critique ofchange managememiodek also confirms that leadership play an
important role in initiating and facilitatinthe change process, however most models
focus on the tacticdevel leadership roles, and nart thestrategic level as intended in

this research. Regardless, it can be understood that successful change management is
facilitated bytheinfluence of leadership ande a d e ahility o pngagye with staff and

interact with other factors that may influerarehinder change.
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Acknowledging the potential influence of external and internal factors on change
highlights some of the essential elements for successful implementation and monitoring
of thechange procesS€onsequentlymodels by Jick and Kotter affirthat assessment
ought to be conducted so that problems that may hinder change pvati@asthe
organisationare identifiedand analysedbefore fully commeniag the change process
French et al. (2011) urge that complexity, trialability, compatibiiyg benefits areaken

into consideration as factors for assessing and analysing the progress of chaihge and
impact of change on staff and leaders involvetth@thange proces3his is because the

environment in which change is implemented can beagilhg if not complex.

For instancethe expertise of foreigners is welcomedthe UAE, andespecially inthe

MOI, becausdhey possess skills and styles which differ froraséhof Emiratis, thus
foreignerdackthesamelevel of commitment required famiplementing change (Baddah
2017). This relates toan issue ofcompatibility, thoughin some caseshe issue of
compatibility may not affect the entire organisation system and the implementation of
changeand in some cases it may. As observeatenOl, theattitudes of staff, especially
Emirati staff, and the styleused are influenced by the culture asknse of obligation,
rather than beingased on the understanding, urgem@ayd vision of changexplained by
Kotter (2007).Mearwhile, foreign experts are influenced by understanding and urgency
and vision of changbecausehey are usually om fixed contract to complete certain

tasks, missios, or duties.

Therefore, bange isdriven by few whounderstandtchange outcomes ared by fev
change agents (Asaad et @015),rather than beindriven by the combination of soft

and hard variables of changed shared valugas explained by AKhouri (2010) Whilst

locals are gradually being trained to learn the skills required for change n@eds to be
done in ensuring that all soft and hard variables are incorporatedstiationalsed as

a necessary culture for changetie MOI. The hard variables appear to be strongly
positioned and sedto initiate change (Pete& Watreman1982) but more needs to be
done to address the gaps and barriers to change and strategic change managjgnent in
MOI. There isa need for a more robust framework that can facilitate and sustain
strategic change process, especially in ensuring dtstitaegic change management

framework is used as a transformativel for sustaining change the MOI.
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Whilst most ofthe change management modestamined in this sectidollowed alinear
process, Osborne and Brown (2005) argue that itnortant for orgarsations that
embark on change teonsider change as a constant and continuing process and
phenomenon. This does natply that changenust follow a cyclical pattern ar@hnnot
follow a linear processbut it doessuggest that change nagement neexdto be
considered as a process that recpoageful consideration and continuous assessment in
consideing forces and factors that may hinder changenhance change management.
Whetherthere arenuman forces ithe form of actions taken bleaders or behavioural
forces inthe formof p e o présistanse to change,the interest of ensuring a successful
change procesd, is key to identify problems that may be associated withchange
process antb tackle them appropriately.

2.7 Main Elements of Change Management Process

The previous sections have provided an overview of the more reedgnhange
management models and frameworks found in the literature. These models are Jick's ten
stepchangemodel| which is more tacticaKotter's eidnt-stepchangemodel| which is

more strategicandthe GE modelWhen comparing the three models, it is difficult to
select one, as all models have significant advantagedisadvantages. However, each
modeloffers auseful guide tainderstanding andplementing the change process within

anorganisation

Although the modelsemphasisesimilar elements that may be essential for strategic

change management, their specific viewshefchange process differentigteem from

each other and represantique organisatioal change contegt For instanceall three

models require the creation of a vision of the expected chemdj@ghlight the need to
strengthen and institutionsdd t he change. However, Kotterds
the importance ofammunicating the vision and ensuring stakeholders are involved in

the change processhilst the GE model fociges les®n communication and considers
communicatiorasonly one element ahechange process and structure that may facilitate

change. Furthenore,boththe GEmodela n d J i c¢ kuggesthatteddership hake

mainrole in the change processhilstK ot t er 8 s mo d e |ledte copstrumts i ses t
a powerful alliance to inspir¢ e a mw o r kmodeland th& @Esmodelboth place

emphasis ont@anging systems and structuredyilst Kotterd s  maechanstrates that
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such changes are a part of any effort to consolidate impevsnand harvest more

results.

Kotterds model is designed at the adrategi
its recognised themes are based on research conducted in overgdd@satios. It

suggests thahe documented factors are those that mushdeght out welbefore any

changecan be implemented Kot t er 6 ses andhe eomnmdn éactarssthat have
successfully demonstrated,h anhhemthes handfehe st ep
designed to guide the implementation of change on a tactical lev. middel

demonstrates that the change process is a continuing process of innovation and is a
mixture d art and science. Jickds model highl: i

organisation

The GE model concentrates anomprehensive and formdihear,stepby-stepprocess,
highlighting the essential steps necessary for chamgestructured in a ay that ensures

each task is performed successfully. The use of checklists is to ensure that no essential
steps are ignored. In the GE model, the process is the key to consistent Soeedks.

these models have lots of similarities and slight variatibowever, the models provide
valuableinsightsinto the change process and prevgiidance for anyone considering

making changes withianorganisation

As the aim of this research is to devebptrategicframeworkfor change management

in organisatons in the UAE,and specifically in the MOIit is important toexamine the
elements of thesehange modeland compare them in order to identify the key elements
which affect change managemeiitherefore the common elements between the models
have beeselected andill be used as a conceptual framework and working directory for
the study.This will enablethe establishment of a conceptual framework for change
management in the UAEThe commonelementson whichthe conceptual framework

will focusare outlined in Table 2.6.
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Table 2.6: Main elements ofangemanagement process

Process of Making Change

SitesReferences

Analysethe organisatiorand the need for
change

Jick, 1993

Create @ense ofurgency

Kotter, 1996 Jick, 1993

Build aguiding coalition

Kotter, 1996 Jick 1993 General
Electric (GE)

Form astrategicvision andinitiatives

Kotter, 1996 Jick 1993 General
Electric (GB

Communicate the vision

Kotter, 1996 Jick 1993

Empowering others to act on the vision

Kotter, 1996 Jick 1993 General
Electric (GE)

Generateshort-termwins

Kotter, 1996 Jick 1993

Consolidating improvemenisproducing
more change results

Kotter, 1996 General Electric (GE)

Anchoring new approaches in the culture

Kotter, 1996 Jick 1993 General
Electric (GE)

These elements are considered the main elements of change management which would

play an important role in assessing the status of change managenteatM®I. In

addition to the elementistedin Table 2.6, th@ariables n

Mc Ki nseyds 78S

are also important. tgategy, structure and systems are essential in creatira

environment for changd-urthermoresoft variablesre requiredor enablingthe whole

organisation to changend engaging the whole orgsationin changewhilst both hard

and soft variables are required for sustaining chahigese elements are further examined

in the next section

2.8 Evaluation of Elements

The elements identified from different models examined are important to devetping

conceptual framework, hence the need to evaluate their contents in relation to this study.

2.8.1Analyse theOrganisation and the Need for Change

In order tosuccessfully manage an orgsation, information on the following issues is

important: environment, leadership or authority responsible for change, weaknesses,

changes and implementation challenges.

Analysing the need for change in any

organisationrequres a tactical approach which may not necessarily be conducted at

strategic level. Regardless, analysis candsd to assess the need for chartggustify

why change is occurring, artd guide when implementing change. Analysing the need
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for change camlso be used to eval@ghe ongoing change process in the orgation.
This element can be used to demonstrate that change is an ongoing priscesgortant
to askquestions at each steggnd these questions could often overlap (REO3).

2.8.2Create aSense ofUrgency

Changemay be met with resistance (Re®HHall, 2013). The planned change must be
communicated in such a manner that it showsiéeel tamplement change sooner rather

than later. Demonstrating a sense of urgency is vital to change management, as if there is
no urgency for change, it is less likely that change will be successfully implemehied

can esult in people doing what they hgmesviously done without the dige to change
(Doseck, 2015)Kotter (2014) suggests four tactics for establishing a sense of urgency:

1. Bring the outside in: culture decreases urgency of change, so bringing in the
necessary support to make change a sucsagshelp people deal, and cope with

change so that the intended goal of change is achieved.

2. Act with urgency every day:Managers and leaders need to walk the talk and
should be leading bgxampleto create and maintain a positive, flexible, and

answersdriven organgation

3. Finding the opportunity in crisis: When emergencarises, management can use
it asachance to learn, act, and develop

4. Deal with the Nos Talk to those who are always working hard to obstruct

change

The current direction in changeamagement in the UAE at the state level and federal
level reveat a sense of urgency on the part of government to regenerate a public service
that is able towithstand continuity and change. This tread change pattern as
influenced by policies and directives introducedht® entire public sectoHowever, the
intention for change is generated on the basis that it is only through ¢hatthe UAED s
public ®ctorwill be able to keep up with the challenges of a rapatiignging world.

It is also worth noting that some pubBector employees would need to modify their
thinking and practices to enable themadapt to responding to the changing requirements
and expectationsf the governmentUrgency as the principaklementof the change

management procedsads to the secorelement build a guiding coalition. Building on
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the foundation of urgency can hetprecognise what, why, and how issues will enable

building a guiding coalition (Doseck, 2015).
2.8.3Build a Guiding Coalition

Introducing change to amyganisationno matter how minor the change, may commonly

lead to some form of opposition. To guarantee success of introducing change, the creators

of change will need strategies to manage any resistance toech@hig can be achieved

by forming a powerful coalition of managers to work with the mesistant individuals

(Kotter, 1996 1998). Kotter (2014) concluded that when people make large scale
changes successfull vy, theiviegthe procesk.wMaprs a g
organisatioal change needs a team of people powerful and responsible enough to give
validity to theideathat the change is important. This team forms the guiding coalition

andshould have similar level of belief in the change and a shared objective.

The guiding coalition is not the same in everganisation However,the people who

make up the guiding coalition should haseme common characteristicshese
characteristics include beingsanior managemewt key authority figure beingable to

identify barriers to change and provide solutions to overcome the barriers to dieange,

able to build relationships with key stakeholdars] so onThe guiding coalition is also

involved in séting direction for the change, identifying choicasad making judgments

about where energy should be fosdas well agjaining support and resources from all

parts of theorganisatior(Hoffman, 2012). Depending on the organisation, the number of

peopleon the guiding coalition could range from 2 to 30 or more. Ifalregani sati ono
guiding coalition is comprised of a large and diverse group of people with appropriate

skills, it is more likelyto act like a powerful engine and drive change (Kotter, 2014)

It is significant to note that the guiding coalition is formed before final decisions about
the scope and scale of change is prepared. In fact, that is one of their key initial jobs. Even
at this early stage, some sense of the scope and scale starésde and be discussed. If

it becomes obvious that the change will likely be contentious or maybe result in job loss,
some discussion should be had with the team before building a guiding coBlitidimg

the team is about putting together a group witbugh inspiration and energy to lead the

changetherebyempowering the group to work together.

The group should have the capability of developing the right vision; communicating the
vision to members of therganisationand key stakeholders; removingntirances;
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generatingshortterm wins; consolidating improvements; producing more change; and

finally, anchoring changesintheorgsmit i on6s cul ture. |t is crit
to be committed to supporting the change from stdrhish. After the guiding coalition

is built, their input can besadto create the vision and strategy for change (Kdter

Cohen, 2002).

2.8.5Form a Strategic Vision andInitiatives

A change vision is based on what the orgation, department, servicer product will

evolve to after changes have been implemented (Kotter, 2014). It is the picture of the
desired state that change will bring to the orggtion. The concept supports connecting
essential steps and actions that need to occur to make pesedochange a reality. It is

also important that the declaration for the change vision be simple, clear, and easy to
understand (Doseck, 2015).

2.8.6Creating a ChangeVision

A strongchange vision should be easyuiederstand andelivered through wrien and
verbal communications. Creating a vision that is easy to knowaaherstand is vital to
enabling people to make necessary connections betiveenrrent state of things and

the expected outcome of chan@gPoseck, 2015).However, Doseck (2015) also
emphasisethatvision for change should beommunicatedhrough writing be simple,

and beonly half a page, and if done verbally, it shoulddb@e within a reasonable time
frame In addition, eeling positive and enthusiastic abow thange is very useful in
moving the change forward from a concept to an actuality. The more positive and
enthusiastic the audience is about the change, theintarebeexpectedhatthe change

will be carried out and the visiosill become the reality

2.8.7Changel nitiatives

Change initiatives are basically the actions required to move from pointpAindZ.
However, due to the nature of planned changes, availability of resources, etc, the steps
may vary from one orgasation to anotherHowever, changénitiatives need to align
with the change vision. In conclusion, forming and communicating the vision and
initiatives are crucial to the change management practice. During the planning phase, the
vision and initiatives should be clear, siiec and defined. The delivery of the
communication may differbut the outcome of the communication should be easily
understood and logically strong. The founding of the vision thednitiatives helps

73



management raise a large foafeeople who are ealy, enthusiastic, keeandquick to

drive change (Doseck, 2015).

2.8.8Communicate the Vision

As mentioned in the above sections, a sense of urgency offers energy to drive change, and
a guiding coalition offers the pow&r make change occur. A visiononstructed on the

basis of urgency and a guiding coalition embodies a picture of the desired state the change
will bring to the orgargation in the future. When a vision has beswnstructed,
information about the visioshould be disseminated and regiylaommunicated. Failure

to successfully communicate the vision will halt the progress of change. Kotter (2014)

providesthe followingseven pillars for communicating the vision for change:
1. Keep it simple The vision must be clear and easy to understand.

2. Metaphor, analogy, and exampls: Use scenarios, exampleand different
communication toolsincluding picturesto illustrate the aim of the visionto
illustratewhat the change will achieyvandto clarify any complicatioa The use
of varying communication toolgaudio, visual, et§ to communicate the vision

increases the chance that the vision wilubderstoodnd implemented.

3. Repetition: There is a need for continuows ongoing communication of the
vision using varying communication toolBhe frequency of communicating the

vision will potentially strengthen it further.

4. Leadership by example Leaders must play a part in the chanigeing the
change increases reliability and reduces opposition. Differemresngst
leadership in terms dhe vision andt he | eader wihdegroystheact i o n s

change.

5. Explain perceived inconsistenciesUncertainty duringorganisatioal change
could lead to termination of the change process. Therefore, inconsistencies should

be communicated in an appropriated timely manner.

6. Give and take Communicating the vision for change needs cooperative

communicatioramongsieaders and others involved in the change process.

For change to occur, all stakeholders need to understand the change required and the

outputsor impacs of implementing change. Unclear visions and communications will
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cause confusion and may disrupt change. Effective communication of the change vision

helps to build the critical framework needed to implement change effectively.

2.8.9Empowering Others to Act on theVision

This elementfocusses on the concept of empowering employees to act on the visien.
perception of empowerment cannot be disregarded when implementing changelefforts.
is about removing any obstacles to action that will stigpe change efforThis allows

all members of the workforce to join the change efleemoving obstacles to change is
achieved by ensuring the current structure does not hihdeision and consequently
prevent changdBy supportingstructures with the vision, the change process can be more

effective and less time consuming.

According to Kotter (2014), education of employees with respect to empowerment has
strong impacbnchangeEducation ensures that employees are empowered fanchéd
appropriately for change (Reé&sHall, 2013). In this sense, change efforts are seen to
involve broadbased empowerment of emplogeeDoseck (2015) suggestthat
empowering employees by eliminating obstacles to implementing the change vision will
allow individuals in theorganisatiorto actin the direction of the vision (Doseck, 2015).

In general, obstacles that usually arise are from the following sources:

1. Structural barriers: The existing structurenustalign to the vision, and the
organisatiod sxisting structurenustcontinue to support the implementation of
the vision. The presence of structural barriers nraateresistance, delays, or
failure. If people work @ewards the future state but are hindered by the
organisatiod surrentstructure thenthis may lead to some individuals giving up.

Therefore, structural obstacles should be reseginand acknowledged.

2. Skills barriers: Skills are very important in building the coalition teamiath
creats a vision for change; thus, the correct skillgp@achesand behaviours
are essential for the vision to be created and trusted. Therefore, trainings are
essential for individuals to practice whifeels like to implement the vision so

thatpotential obstaclesan be eliminated

3. Managers as obstaclesManagershemselves must be aligned with the vision for
change. Managers who are not aligned with the visammprevent the change
from being implemented. This may las a result of people being influenced by
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