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Abstract

The five main challenges on the way of managing change in organizations at the present stage
of development of science are differences in leaders, differences in management and changes
mechanisms, markers of changes, the effectiveness of strategic actions, career of employees.
A long and difficult path in theory and practice is the development and search for methods of
social science. Human resource management and change management - openness of the
question about the most effective mechanism of change in organizations.
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1. Introduction

The theory of change has come a complicated and controversial path in the West. The
foundations of social changes laid down in 1947 by K. Levin (Levin, 1947) entailed various
studies after his death. Beginning with an experiment on changes the social scientists
identified the phenomenon of resistance to changes and described the behavior of workers
when changes were introduced (Coch, French,1948), wages and the negotiation process
(Jacues,1950), the laws of social comparison of people (Festinger,1954), the value of national
culture factor (Pascale,1978), understanding of involvement (Gardner,1977; Marcingtom,
Wilkinson, Acckers, Goodman,1994) and the role of emotions (Ashforth, Humphrey,1995),
team theory (Cohen, Letford,1994), attempts have been made to bring approaches closer
together in studies of economics and anthropology (Buckley, Chapman,1996; Casson,1996).

The author of the article showed the relationship between the configuration of management
teams and leadership motivation, directly laid the foundations for conducting research based
on the biographical method, and an attempt is made to holistic study of the relationship
between behavior in business organizations and national culture (Rudnev, 2013, 2018, 2019).

The results of these studies come to a greater understanding of organizations and processes,
as well as the phenomena that arise in social systems, and the patterns of human behavior that
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explain their productivity and effectiveness. However, they do not bring a greater
understanding of changes in organizations. All that we know today - the causes of project
failures - lack of resources, tasks that are not part of the daily responsibilities, poor leadership,
lack of control, poorly formulated and constantly changing goals, low level of responsibility.
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This allows managers to look at their work and see mistakes, but does not bring them closer
to understanding the more successful implementation of changes - identifying and justifying
any universal ways to solve this problem. In addition, over the years of the development of
social science - the theory of three steps - as the fundamental foundation - has undergone
significant transformations, and has not brought closer to an understanding of the
mechanisms of change, about which the founder of social change probably thought a lot
(Cummings, Bridgman, Brown, 2016).

It would seem that the knowledge and empirical studies accumulated over more than fifty
years create the basis for more productive changes in organizations. However, they create not
so much understanding how to improve the organizational world as the new difficulties in the
field of change management problems. It is possible that the difficulties identified and
considered in this paper will allow us to approach the development of change mechanisms.

2. Organizations Are Led by Leaders - They Are Different

Today, not a single textbook containing sections on making changes contains information
about the differences between the leaders of the organizations in which the changes are being
made. In addition, scientific knowledge, as a rule, is presented in a generalized -
depersonalized form. And the most successful cases are summarized in separate publications.
Meanwhile, when a consultant transgresses to introduce changes together with top
management, he, as a rule, is not interested in who he is dealing with.

In science, to date, the leadership paths have been poorly studied, despite the fact that you
can get acquainted with the biographies of the leaders of outstanding companies. However, at
the level of generalizations, there are no conclusions. At the same time, at least three
leadership strategies could be distinguished - the creation of a single product company, the
movement from a specialist position to a general director position, and an entrepreneurial
strategy. The last one is worth a closer look. It is most clearly manifested by the example of
the life path of a Russian businessman - Oleg Tinkov. He began his career in business with
the production of ravioli. The next business was the production of beer. The third business is
a bank. In this case, the businessman, although he forms a brand under his own name, does
not create a unique product, but only enters the existing niche with a similar (confusing
product - auth.) And enters into competition with other entrepreneurs and companies. Unlike
the first strategy, where the leader enters with a unique - new product to the market - like
Steve Jobs and Apple, which changed and transformed over time. The second strategy differs
from the first and third in that the leader is hired to manage the existing organization and for
the developed product, demonstrating the ability or ability to take a leadership position.
Accordingly, the motivation for supporting change may be different. In one case, market
promotion, in the other - greater disclosure of the employees' potential for new developments,
in the third - the formation of a new management team. As a rule, the literature does not

334 http://ijhrs.macrothink.org



ISSN 2162-3058

\\ Macrothi“k International Journal of Human Resource Studies
A InStitute i 2020, Vol. 10, No. 4

describe tasks and ways to solve them, although back in 1960 years, the lack of research into
the texture of organizations for making changes was emphasized (Emery, Trist, 1965). It is
worthwhile to dwell on the “Oleg Tinkov syndrome” in more detail, since this type of
leadership will most likely be distributed in the 21st century, more often than other types of
leadership strategies - like a coronavirus. The “entrepreneurial coronavirus” will be the result
of crises that periodically occur in the new time, which will release labor resources on the
market and lead people to search for options to fill the “existential vacuum™ as a sign of the
post-crisis period - to lead people to search for new meanings and unite to overcome it . That
is, an increasing number of people will seek to find employment options together with other
people. To do this, they will need cooperation, creativity and enterprise. In this case, we can
say that the consultation process should be based on the consideration of each individual case
- each organization - as unique.

3. Differences in Organizational Management Mechanisms and Change Mechanisms

It is known that business differs in the number of employees and the company's turnover in
monetary terms, on the basis of which it is classified as small, medium and large. It is shown
that small businesses rarely resort to training services, unlike large ones. In addition, the
effectiveness of the impact of training on the performance of small businesses has not been
proven (De Kok, 2003). In this connection, questions arise - whether the consultation process
and the mechanisms of changes in large and small organizations differ.

It is not entirely clear what distinguishes medium-sized businesses, as they are more often
associated with small than with large businesses. It’s not clear that this is a business that has
gone beyond small, but has not reached large momentum, a niche in the economy — where
the needs of customers do not allow them to go beyond the middle level, but at the same time
they allow them to stably present and develop in the market, organizations that have the
potential, but they have not reached the peak of development, stable niches in the economy in
which there is a need, providing the narrow needs of customers or representing one or more
types of services. In this regard, organizations can differ both in terms of management
mechanisms and the organization of social systems - for example, service, interaction with
the client. It is clear that a large organization contains more levels of management, has a more
developed hierarchy and more formalized procedures, in comparison with a small
organization, which does not mean that they are not in smaller organizations. Nevertheless, it
is obvious that a different organization of organizations may entail various mechanisms of
change, which are not yet fully understood at present. In addition, the problems that large and
medium-sized businesses have are different. To date, they are not classified. There are special
cases in the literature describing the work of consultants with organizations, which is of
interest and allows you to get acquainted with experience, but does not allow you to apply the
solution to other organizations.

4. ldentify Organization Problem Areas and Change Markers

Among the success factors of changes is called freezing (in the terminology of K. Levin),
which may consist in rewriting job descriptions, fixing new roles, otherwise, no changes
occur. One of the difficulties lies in the formation of markers of changes - that is, determining
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a list of actions or behavior by which to judge the changes that have taken place. It can be
supported by the learning process and the involvement of staff in the change process. For
example, starting with a joint definition of the difficulties of working with clients of sales
consultants and ways to overcome them - as new standards of behavior in the workplace,
which could increase the level of satisfaction with the company's service. This requires fixing
the points or problem areas that exist in the organization. However, in this case, the causes of
the problem area may be ambiguous. On the one hand, this may be the behavior of employees,
and on the other, motivation and behavior of the clients themselves, which may not lend itself
to universal classification, in order to find standard answers or reactions to all cases in service.
The key aspect is the question - the level of criticality of the process or procedure adopted by
the organization to determine it as subject to change. It seems that the level of criticality can
not always be expressed in monetary terms, which requires a sense of managers and leaders.
It is known that changes begin with the dissatisfaction of the leader. Also known is the
classification of changes in organizations proposed by E. Schein (organizational culture,
strategy, structure, procedures, employee qualifications) (Schein, 2013). Each subsequent
level entails changes at the previous level. To change the structure - that is, to redistribute
power - it is necessary to change the procedures and qualifications, in order to change the
organizational culture - it is necessary to change the strategy, structure, procedure,
qualifications). Each subsequent level requires more energy and strength for change. It is
difficult to establish transition points between levels, since, as a rule, changes cover several
departments at the same time and the organization as a whole. However, in addition to fixing
roles, symbolic management can be actively used - new language and symbols that arise in
the process of interaction within units - similar to the language used by scuba divers in a
threat situation and astronauts in conditions of limiting verbal communication, including sign
language indicating actions or threats.

5. The Degree of Effectiveness of Strategic Actions During Changes

One of the prime examples of change is McDonald's. In 2010, the company lost its leadership
in the fast food segment. A few years ago, the company attempted to change at every point of
sale. In particular, the functions of placing and issuing an order were divided. The desktop of
employees directly communicating with customers is divided into two zones - cash desk and
order issuance. Workplaces of employees are equipped with a screen with a list of orders. In
addition, instead of an employee receiving orders in the hall, automated points for
self-ordering appeared. The main client of McDonald's is a student. Technical changes and
the development of information technology pushed the company to introduce information
technology both in the technological process and in the process of working with clients, since
the main contingent of the company's employees is also young people. For McDonald's,
technical changes and the introduction of information technology were followed by trade
companies. Today we can see how on the screen when ordering food the client can see - its
content (name, weight, cost). This information is recorded on the card, from which the client
goes to the cashier. Some retail organizations have acted even more radically - installing
machines and payment exclusively by credit card. However, the introduction of these
innovations did not lead to the return of McDonald's to a leading position in the market. One
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of the difficulties in introducing changes is that the introduction of information technology
and the division of labor tasks do not lead to the monetization of enterprises. In this case, the
changes become formal and reflect only the spirit of the times. Today there are no tools to
assess the effectiveness of actions taken for the future, even if they are implemented quite
successfully.

6. Organizational Memory and the Connection of Changes With the Career of
Employees

It is known that the key obstacle to change is the organizational culture and organizational
memory - the accepted order and work experience. The crisis of 2020 caused by the
pandemic showed that not all organizations (from different sectors of the economy) were
ready to switch to electronic - remote format for working with a client, which entailed
financial losses or even the closure of the business. The management of any organization
conducting changes is interested in their implementation. However, the connection between
the changes and the career of people in the organization is often not clear.

In the case when individual employees are most successful, they can move up the career
ladder, which leads to a breakdown in the existing relationships in the organization -
redistribution of management attention, additional resources, and demotivation of employees
who are less successful in making changes. In addition, Russian business organizations still
do not recognize the connection between the training process, which can be aimed at
supporting changes, and the effectiveness of the organization. Often, assessment of training is
carried out on the career advancement of employees. However, this is the exception rather
than the rule in organizations.

In addition, due to the hierarchy of large organizations, changing organizational memory
takes time — repeating the procedures and the order of the work, which requires the
diversion of energy and the forces of the changes, as a result of which the change team may
lose.

7. Conclusion

The accumulated knowledge in the field of leadership and management does not reduce the
degree of clarity of mechanisms for changes in organizations. The search for optimal change
management paths revealed five key difficulties that are becoming in the way of finding
optimal change mechanisms. They are related to the degree of effectiveness of strategic
actions in case of changes and the lack of tools for evaluating them, differences in leadership
achievement strategies and leaders' life paths, identification of change markers,
organizational memory and career of employees, differences in management mechanisms and
social systems of large, medium and small organizations.

The connection between the implementation of information technology in the production
process and the monetization of organizations is not obvious. At the same time, in the 21st
century, an “existential vacuum” will push people closer and closer, pushing them to unite,
which will require cooperation, creativity and enterprise. In the process of change will be the
problem of identifying markers to assess the success of their implementation. What can be
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used symbolic management. Implementation of changes is accompanied by training.
However, the relationship with its effectiveness and career is not recognized in organizations,
and employee promotion is the exception rather than the rule. Organizations are distinguished
by management mechanisms, and business problems are not classified, despite the fact that
the precedents for advising individual companies and organizations are described.
Understanding these difficulties allows us to formulate a field of problems for finding the
most effective mechanisms of change, to determine what is included and not included in the
field of attention of theoreticians and consultants today and thus outline the future both for
the development of science and empirical ways of solving the problem of change
management.
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