MS5c m Fcomomics and Besiee 53 Admmisiration
Thesis

Departmest of Orgaization
(Strategy. Orgaaization aud leadership)




Stefan Knapp & Martin Lund Petersen A Sense of Change

Executive summary

The aim of this thesis is to examine why not anyone can carry out organisational changes.
This aim is threefold. First, we wish to relocate the boundaries of change management. Specifically, it
is our ambition to dispute the tradition of the social psychological approach to change management,
nesting the limits of change management outside the change manager, within the space of the change
targets. Second, we aim to achieve this relocation be reintroducing the human and social limits to
change management. The human limits are made up of familiarity with the present context; they point
to the fact that our existence is “bounded”, limited by our experiences and the life, we have lived. The
social limits point to the fact that we are all products of social history and all are part of a symbolic
capital distribution, influencing and influenced by the social positioning in hierarchies. As such, both
sets of limits point back to the lived life of the change manager; her experiences, merits, former
achievements, networks and even her upbringing and childhood. This has the paradoxical effect of
enabling the change manager to think and act in certain ways, but also restraining her from alternative
ways of thinking and acting. Hence, she is the ruler of her own life, but not least a captive in it. Third,
we suggest ways to extend the relocated boundaries of change management to avoid sinking into scep-
ticism; that we are in no control of our lives. The implied results relocation of boundaries amount to
the paradox that to change others, the change manager must first change herself; she must question her
habitual way of thinking and acting, suspending her immediate practical judgment. The dynamic
learning propensity of humans are illustrated through Bourdieu’s concept of habitus and its capability
of creating appropriate actions within familiar contexts; it simply acts as a device of practical judg-
ment. By using metaphors as an analytical tool, we exemplify our theoretical grounds by accounts of
change managers having had the responsibility of carrying out changes in an organisational context;
by assuming that the post-reflexive statements “I did” or “I could” refers to a pre-reflexive “I can”
present at the time of the situation in question, we illustrate our understanding of habitus; providing
the change manager with a virtual space of possibilities based on previous impressions and experi-
ences, habitus perceives and decodes reality from the individual position in the symbolic system of the
field, making the sighting and seizing of certain opportunities natural and taken for granted. In relation
to change management, habitus induces a kind of leadership from the middle; from the present, be-
tween past and future, and from the middle of a social context — but also as an acceptance of the

change manager residing somewhere in the middle between omnipotence and impotence.
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Foreword

In many ways, the skewed room — the picture of Otto Frello on the cover - is a perfect meta-
phor for this thesis because instead of the change targets (from this point on CT), our point of
departure is the change manager (from this point on CM). By making practical mastery the
essential theme, it has become possible for us to shift from the space of the other to the life
space of the CM, because for us, change management is a human practice; making the other,
the CTs, the point of departure presupposes a point of view which necessarily must belong to

the CM.

Writing a thesis focusing on this radical perspective has required the inclusion of aspects
and literature not normally treated within change management theory. Hence, we must ask the
reader to keep an open mind, because the primary focus of this thesis is to move from the
closed and self-referential nature of the mind towards different habitual extensions, that is,
towards keeping an open mind and being reflexive. Both themes are not normally emphasised
in the conventional theory on change management, which seem to place the limits of change
management in the space of the CTs, although the conventional theories belonging to the so-
cial-psychological paradigm emphasise the processes of change from the perspective of the

human other.

Our aim has been to create a room for the CM, the other human in a process of organiza-
tional change. We found the focus on practical mastery to be the natural point-of-view, be-
cause even if we identify change management as a function, its functionality still presupposes
a human leader with social skills placed in a social context, basing her mastery of leadership
on her lived life, that is, from the middle of the social context and from the middle of her life,

what we refer to as leadership from the middle.

To make leadership a matter of the lived life of the CM can lead to a rather sceptic per-
spective, namely that we as humans are trapped in our body, our language, our predisposi-
tions; in short, our experience and lived life. Such a perspective might seem to be a misfit in
relation to the necessary creativity of the CM. However, it would be naive to believe that we
as humans can escape our lived life; rather we suggest that the CM changes herself when she
changes others, she can learn to be reflexive and to be creative if she becomes aware of her
unconscious practices. In other words, this thesis is about the limits of change management

from various perspectives.
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During the process of writing this thesis we have learned, of course, much about organiza-
tional change, but also about our own self-change, which is necessary if we are to be creative
and challenge our conventional perspectives on practice. However, this process and the final
product could not have been created if it was not for the following people, who have helped
us during the different stages, and to whom we are very grateful; first of all we wish to thank
our supervisor Ole Fogh Kirkeby, who throughout the process have delivered the necessary
safety for us to be creative and to challenge our perspectives. We would also like to thank the
CMs from AS3 for their time and creative responses on our survey. And moreover, we would
also like to thank Anders Bordum and Jacob Hey Nielsen for their creative inputs, and at
times critical questions. Moreover, a sincere thanks to our families for bearing with our some-
times complete mental absence. Finally, special thanks from Stefan to Gry for her continuous

and untiring support and devoted love.

Stefan Knapp & Martin Lund Petersen
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Introduction

Not anyone can make successful organizational changes!' A simple statement which naturally
must be followed by a why? But to answer that we need to know how organizations can be
changed, that is, what makes it possible for the CM to successfully change the organization
and what limits it? Then we must ask the ontological question where these possibilities and
limitations are positioned; is it possible to address these as outer possibilities and limitations,
or are they inner possibilities and limitations? This raises yet another question, an epistemo-
logical one, because if these possibilities and limitations are to be treated as outer, then what

can the CM know about these?

In conventional theory, these possibilities and limitations are identified as tied to the CTs,
the human organizational members’ ability and will to change; change management is thema-
tized as a function, which can be optimized through reflections on these abilities (potential)
and the will to make these changes. Juxtaposed to this perspective, some authors suggest that
CMs should just act forward (Kanter et al. 1992). But do these theories not neglect the fact
that CMs are human beings, and “persons”? We are not arguing that organizational changes
should not be planned; rather we are arguing that the actions of the CM cannot be planned.
Goals, visions and strategies are important tools and guidelines for change management, but
they are not actions. What we are thematizing here, are the actions, physical or verbal, of the
CM, because these cannot be optimized by models found in a book; they are moulded by the
lived life of CM, her experience, and her expectations. Drawing on the sociology of Pierre
Bourdieu, we will argue that CMs do not just act or act objectively rational; their actions are
justified by the conditions which have formed the CM through her lived life. In practice, these
conditions are often implied when we account for our actions because these principles of ac-
tions are unconscious to us. So, if we want to study why not anyone can make successful or-
ganizational changes, we need to address this anyone as “persons”. Moreover, we need to
address the “persons” in time-present, just before they make these actions because here we
encounter the self-limitations of the CM, and not the outer limitations she may perceive in

time-past as resistance to change. This is, of course, not to state that we should abandon the

! Accounts rate the failure rate of initiated organizational changes as high as 70 %. Just to mention a few: Beer &
Nohria 2000, Inscription and Preface; Stacey 2002, 203; Cameron & Quinn 2006; Higgs & Rowland 2005; Kot-
ter 1990; Morgan 2006
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conventional approaches because they are still necessary tools for reflexion. But the actions of

change management must be justified on the basis of the CM’s lived life.

This perspective suggests some potentially valuable lessons to be learned by the practitio-
ners because we ease the assumption of CMs as heroes; they do not need to be charismatic
leaders or transformational leaders, they just need to be who they are. However, they must
also learn that beyond this horizon is perhaps more to be seen, opportunities to seize, they
need to become aware of what is implicit meant, the unconscious principles that guides their
pattern of actions, because if the CMs want to change others, they must learn to see the others,
they must learn to see themselves, and what they are becoming - because when the false label
of functionality is stripped from the theory of change management, the primary principle of

functionality must be the CMs ability to learn and change herself.

Problem Statement

It is this perspective of the praxis of change management that is to be unfolded in this thesis.

The general problem to be illuminated can be stated as follows:

What are the necessary conditions for change management, what constitutes their practi-

cal limitations and how can these practical limitations be extended by self-reflection?

To guide the different perspectives dominating this thesis, we pose the following research

questions.

a) Which possibilities and limitations constitute the conventional theoretical concept of
the practice of change management? Deduce the necessary conditions of change, the

limitations of change management, and the limits of which methods to apply.

b) Explicate the human and social conditions of conceptualising change management as a
human practice from the sociological perspective of Pierre Bourdieu and discuss these

in relation to the necessary conditions of change management.

c) Discuss how these practical conditions of change management can be made explicit to

the CM through tools of reflexion.
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1 Reflections on Method

The aim of this section is to explicate and reflect upon the choices which the analytical design
of this thesis is based upon. We have divided the methodical reflexions into a section on
methodology, which is concerned with analytical reflexions, and a section on methodic, which

is concerned with practical reflexions.
1.1 Methodology

1.1.1 To whom this may concern: Thoughts on the Addressee

The mental and theoretical constructions of this thesis demand a certain level of theoretical
knowledge, as the theoretical framework of e.g. Bourdieu is not easily acquired. Furthermore,
it requires reflexivity and openness, but just as much it requires a certain degree of will and
recognition to challenge the habitual and self-verifying relation to the world, as we know it in
everyday life. Thus, whether practitioner or not, what we ask the reader to do is: STOP — and

self-reflect!

1.1.2 The Analytical Perspective

The aim of this thesis is to treat change management as a human praxis. According to Web-
ster’s International Dictionary, praxis is learned, habitual and applied patterns of action. The
Greek term praxis is here employed to capture the complexity of human actions, because it is
possible to frame three different perspectives on actions; 1) Potential actions, 2) Possible and

actual actions, 3) the symbolic side, and the physical side of actions.

Potential actions: According to Webster’s International Dictionary, Potential stems from the
Latin term Potentia (in Greek: Dynamis), which can be translated as “the power to become
actualised” or “the strong possibility of something being actualized”, the term action must,
then, be something which is within the power of the acting subject, that is, the individual must
possess the ability in both a physical and symbolic sense — she must be able to jump the ob-
stacle, but also to master the symbolic side of this action. As such, power is only a potential-
ity, a possibility of being able to do something — from the Danish term “Magt” which stems
from the German term “Macht” which is derived from “mdgen” and “moglich” also points
towards this certain interpretation of the term power as something which is possible, but not

necessary going to happen.
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Possible and Actual actions: The term action is derived from “to act”, as such the term in it
self is ascribed a non-static character, because it associate movement, in relation with power a
movement (Kinésis) from possibility to actualization (Energeia), that is, from mere possibility

to reality (Kirkeby 1999, 33).

The symbolic and physical side: Actions become a primitive understanding of “I can” in a
symbolic and physical sense; they represent a symbolic and a physical mastery. It is a non-
discursive conviction that we can succeed in influencing other human beings in certain social
contexts, e.g. in the workplace or at the disco. Moreover, they portray a twofold limit; on the
one hand, actions may be limited because it is not possible in a physical sense to actualise the
action as such, and on the other hand, actions are limited by symbolic structures because their
representation are stretched out of action in itself. This also entails, that when the individual
acts, she is acting-in on a collective social reality, that is, when she acts, she externalises the
action from herself, it becomes her product but assessed through the structures of the sym-
bolic field. In other words, it becomes a manifestation of the alien within; the absent and alien
which inhabits the individual through her place in the social field and the social history which
runs through her veins (see second part of this thesis). Moreover, it is also appropriate to dis-
tinguish in time, between “I could”, the post-reflexive accessed action, and the pre-reflexive
idea or attitude “I must be able to”, or for short “I can”. We return to this discussion in the

second part of this thesis.

This analytical perspective on leadership illuminates the different levels which is implicit
in the praxis of leadership. It is possible to distinguish analytically between the individual
level, the collective level, the psychical level, and the symbolic level. Because even though
actions are encoded with social and symbolic meaning, they still represent the understanding
of the individual. Moreover, actions are limited in themselves and by the symbolic structures,
because their encoding transcends the mere action. This also implies that social actions are
constructing the social reality and simultaneously being constructed by the social reality. In
other words, we have to distinguish between the constructed and the constructing, which is
implicit in the “I can” phrase; often when we account for our actions, we presuppose their
necessity and naturalness which leads to the spiral like reference, “I can because I could, and |
could because I could, and...etc...”. Moreover, we have to distinguish between the conscious
knowledge of “I can”, which is only accessed in retrospect as “I could”, and the unconscious

belief embodied in us throughout our life. To sum up, the aim of this thesis is to reflect on the

10
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subjective unconscious processes which go into the creation of the human praxis of leader-

ship.

What is proposed here is a radical and different approach to change management, a per-
spective which tries to understand the human praxis of change management juxtaposed to the
process perspectives on change. The aim is not to explain why change happen from the per-
spective of the CTs, but to account for the praxis of the leader, that is, why she acts the way
she does, and in addition, to assess the practice of change management proposed in various
models. In other words, what we are aiming at is to account for the other side of the distinc-
tion between; the CM and the CTs. The conventional perspective accounts for the process of
change, how it can be forced, and enforced by the actions of CM, and how the potential of the
organization can be cultivated through the potentiality of the organizational members. What is
proposed here is not a negation of that; rather, it is a retreat from the perspective of the CTs to
the perspective of the CM to account for a different set of limitations most often left out, the

inner-outer limitations of the CM, and not the mere outer limitations.

As an alternative to “I can”, it is possible to distinguish between, at least, three additional
modal verbs to describe the different modes of action: “I must”; which relates to the obliga-
tion or the duty of the individual, it implies a level required actions by the individual because
she is committed either to her formal contract or perhaps a social (ethical) contract. “I want”;
her will, her intention and her desire, which relates to the psychological foundation of the ac-

tion.”> And “I ought”; her moral sense, her personal moral responsibility towards the CTs.

To simplify our perspective, we will assume a strong correlation between “I must” and “I
want”, that is, between the obligation/duty and the motivation. This is of course a strong as-
sumption because there can be a lot of reasons to why the CM acts as she does; she may be
aspiring to a promotion, she may have been given the ultimatum “change this organization or
get fired”, she may have been promised a monetary reward if she succeeds, she may have a

strong will to power, that is, to show her potential because she was a mediocre student at the

? What drives human actions has traditionally belonged to the psychoanalytical studies of Freud on /ibido and he
seems inspired by the concept of “The Will to Power” by Nietzsche (Kaufmann 1974). In the modern discourse
on the psychology of leadership, David McClelland has conceptualized the condition of this “will to power” in
relation to leadership (McClelland 1970). Even though McClelland does not draw directly on Nietzsche, he
seems to have been inspired.

11
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university, or because she is fighting against her social origin.> However, this would create
too many guesses, and in addition, it does not help explain why not anyone can make success-
ful organizational changes. The overall focus of this thesis will be on the different sides of
this “I can” and it is assumed that the moral limitations are also contained within the “I can”,
because “I can” is generated by habitus which induces what Bourdieu calls a sense of the
game, that is, a sense of what the agents are competing about — what it is worth competing

about — and what the agent should do and should not do (Bourdieu 2000, 139).

1.1.3 Analytical implications

Bourdieu’s theoretical system can be read as an institutional theory and because of that, the
theory emphasizes the practical mastery of the action, not the actual action. Bourdieu’s theory
is a retreat back from the actual action into how it was generated, that is, how it became pos-
sible actions. It seems as what is of essential interest to Bourdieu is to re-construct the Marxist
critic of the twofold structures of society Uberbau and Basis, even though he is primarily fo-
cused on the structures of Uberbau, which is the cultural, political, ideological structures
(Marx 1859, 165). So, it is problematic to analyse the actions as actions; we have to take a
step back and analyse what they were based on, and this retreat is analytically problematic
because when we do that, we retreat to the mind and the mental achievements of the social
agents. We approach the black box of social science, what all social scientists would like to
analyse, but cannot. Bourdieu tries to escape the subjectivism of actions by focusing on the
transcending symbolic appreciation of action, albeit these social structures are working from
within the individual. So, the structures of society become an inherited and immanent other-
ness living in the individual, alienating her from herself. Moreover, her lived life, her experi-
ence, is the horizon on which everything appears and this is generated in a familiar world. But
how is it possible to explicate this horizon, as it is non-discursive and most likely unconscious

to the individual, because it manifests itself as the three aspects of habitus (section 3.8.1)

It is, at best, problematic when analysts start decoding a world not belonging to them, be-
cause even though the social values are represented in the individuals’ representations, they

are still a result of her subjective mental achievements, her understanding, and her horizon.

3 A leader who is driven by a strong will to power can be a strong motivator if her desire is rooted in a collective
end, and not her personal desired end, McClelland conceptualises this as a distinction between the two faces of
power. (McClelland 1970).

12
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To some degree, we share the optimism of Bourdieu and think that we can create a more
representative analysis through subjective reflexions on the mental achievements and the so-
cially learned dispositions to interpret objects in certain ways, but no matter how hard we try,

we can only interpret the actions of other social agents from our own point-of-view.

We have chosen to include metaphors as examples of these mental achievements that go
into the creation of the world. Because with the limited time and the limited amount of em-
pirical data that can be processed, we viewed this as a semi-optimal approach, even though
Bourdieu never applied metaphors. However, again we encounter the problem of intersubjec-
tive translation because we inscribe meaning to unclear or ambiguous statements. Moreover,
the empirical data is limited when it comes to explaining why the practitioners did as they did
because of the format of the survey; it varies how much time and page space they have used

to justify their actions.

1.1.4 Painting a picture and acting on it: The functionality of the metaphor

To analyse the symbolic objectifications that go into the construction of this “I can” we have

chosen to draw on the theory of metaphors. Morgan (2006, 3) states that:

“...Skilled leaders and managers develop the knack of reading situations with
various scenarios in mind and of forging actions that seem appropriate to the

understandings thus obtained”

Thus, Morgan adopts a similar view of management as we do, namely that managers (as well
as any other individuals) act on the basis of a pre-conceived mental map that has evolved by
way of previous experiences and the life lived. As such, CMs that can actually complete
changes have developed the skills of reading and rereading situations on the basis of an intui-

tive understanding of where to focus and how to act.

The “scenarios in mind” from the above quotation are what he refers to as metaphors,
which he also describes as “a way of thinking and a way of seeing” (Ibid., 4) that transcends
the way we generally understand our world. Metaphors are used to understand one element of
experience in terms of another. Thus, the metaphor functions by implicitly or explicitly assert-
ing that A is (or is like) B. When we ask our respondents to apply a metaphor of their choice
to the change organisation and change situation in question, we receive a mental image of

these elements that draws attention to some aspects of the organisation rather than others; in
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other words, we see an imagery of the events and possibilities of the event as it was perceived
by the individual respondent. But they also block out aspects that was not noticed by the re-
spondent. As such, the metaphor is not an exhaustive description of the unit of analysis in
question and while it may create powerful insights, it simultaneously creates distortions.
When we say that “the man is a lion”, we refer to him as being brave, decisive or fierce, not to
him having fur, four legs and a tail. Following this, metaphors create a way of seeing, but si-
multaneously a way of not seeing. The way of seeing can conceptually be understood as the
space of possibilities given to us in any given situation and justifies that the understanding
and perception of an individual as being influenced by earlier experiences. Among other
things, it is the ambition of this thesis to provide a theoretical explanation to how these ex-

periences are internalised.

1.1.5 Change Management from the Blind Spot

The analytical perspective employed here focuses on the blind spot in conventional theory in
change management, because it takes into account the social and subjective side of change
management from the perspective of the CM (Senge et.al. 2004). This requires a wide theo-
retical foundation which can illuminate the different perspectives of human action and cogni-
tion. We have to employ a multi perspective which draws on social philosophy, sociology and
psychology. We draw on the theoretical perspective of Bourdieu because his theoretical sys-
tem provides a wide perspective on social interaction and it provides an anthropology which
is highly sensitive towards power and symbolism. Bourdieu’s perspective can be understood
as a critical hermeneutical sociological perspective, and will here be applied to make explicit
what is implicit stated in social action, and be used to deduce the self-limitations which is
nested within the social agents through their lived life. Even though Bourdieu makes several
points on social cognition his contributions are still fragmented and presuppose an under-
standing of the theoretical currents which has inspired him. In order to obtain a more pro-
found understanding of the perspective of Bourdieu and to widen our analytical perspective,
we will employ a Phenomological perspective which draws primarily on the philosophy of
Ole Fogh Kirkeby and secondly on Edmond Husserl. Moreover, we have chosen to include
metaphors because they provide the practical possibility of explicating how the practitioners

in our survey relate to the organization and the process of change.

The two perspectives have many similarities in regard to the social or intersubjective per-

spective on human cognition, the influence of social history, and the emphasis on habituation,
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that is, familiarity. However, the Phenomological perspective provides a more thorough con-
ceptualization of the subjective processes embedded in cognition. This perspective is also
emphasised by Simon and March (1993). In addition, our perspective is also influenced by the
philosophy of leadership of Kirkeby, and Senge, Scharmer, Jaworski, & Flower’s book,
“Presence” (2004).

Even though the different theoretical perspectives are very different in some aspects, they
all aim to understand the condition of human praxis and used together they create a dynamic
horizon of meaning which illuminates the different facets of the praxis of change manage-
ment. So, the aim is not to draw on one perspective in particular, but to create an optic which
can account for and analyse this praxis. However, no matter how wide the horizon we can
never account for everything and the theoretical perspectives can only provide a fragmented
explanation influenced by our choices, so we will explicate our assumptions and the theoreti-

cal foundation of our reasoning as we go along to make it easier for the reader to assess these.

In regard to the theory of change management we have chosen only to focus upon the so-
cial psychological paradigm, and especially the contributions of Kurt Lewin, Edgar Schein,
and John Kotter. We have chosen this perspective as it identifies the CTs as humans. Lewin
can be viewed as the founder of this particular paradigm and one of the pioneers in change
management in general. Schein is highly inspired by Lewin but is also one of pioneers in the
modern social psychological discourse change management. Both authors offer profound and
in-depth analysis of how and why initiated changes occur. Kotter is also highly inspired by
Lewin and Schein and is a very popular author and he has a great influence on the practical
discourse on change management. Of course, these three authors only account for a small part
of the theoretical field of change management, but none less a part which seems to be highly
influential on the general discourse. However, the theoretical field of Change Management
also seems influenced by process philosophy4 and complexity theorys. These discourses rep-
resent very different approaches to change management, and to mix the perspectives would be
to oversimplify each of the different perspectives individual contribution. So, the blind spots
we are proposing may not do the theoretical field, in general, justice because the blind we are

referring to are those of Lewin, Schein and Kotter. In addition, Rosabeth Kanter et.al. (1992)

*See e.g. Van de Ven and Poole 2005

> See e.g. Dooley and Van de Ven 1999
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propose a similar perspective as the one proposed here, however, it is too fragmented and they
aim at creating a set of rules for change management instead of models. Their contribution to
a theory on the CM can be summed up in highly inspirational paraphrase; CMs have many
possibilities, but few opportunities, and it is not all they act on they can see, and neither is it
all they can see they can act on (Ibid., 59. But unfortunately the authors only devote one chap-
ter on this topic, but none less the statement have had a great influence on our understanding
of the relation between change management and cognition. In addition, the perspective of
Kanter et.al. is highly inspired by the classical study of the cognitive boundaries of rationality
by Simon and March (1993) and Cyert and March’s (1992) study the political processes of

organizational decision-making.

To sum up, the aim of this thesis is to account for change management from its blind spot,
to emphasize the perspective of the CM from a multi perspective centered upon explaining the

social and subjective side.

1.1.6 The Self-reference and the Scientific Perspective

To classify Bourdieu as a belonging to an ism would seem to neglect his life project which
was the exact opposite — to escape the labels of classification put on him (Bordum & Peter-
sen 2009). Bourdieu was a philosopher by education, an anthropologist by trade, a professor
of sociology and the son of functionary (Jarvinen 2003, 343). However, Bourdieu’s inspira-
tion from the phenomenological philosophy is easily recognized, and must also be presup-
posed, based on historical reason because at that time, the winds of both phenomenology and
existentialism were blowing and had a great influence on, among others, the philosophy of

Michel Foucault (see e.g. Seren Gosvig Olesen’s interview with Foucault in Foucault 2001).

But in spite of the many similarities, it is in fact possible to find a critique of phenome-
nology in the authorship of Bourdieu. According to Bourdieu, the field of social science is
trapped in a never ending battle between Objectivism and Phenomenological Subjectivism
(Bourdieu 1990, 135). The objectivist position, inspired by the sociology of Emile Durk-
heim, analyzes the objects as separated from their social origin, as social facts (Bourdieu
1990, 136). Juxtaposed we find the phenomenological position, trying to reduce the social
reality to the sum of the subjective judgments, and thereby not accounting for the difference
in the social value ascribed by the individual judgment based on her position in the social

field (Bourdieu 1990, 139). The aim of Bourdieu’s post-structuralism seems to be to direct

16



Stefan Knapp & Martin Lund Petersen A Sense of Change

the analytical attention towards the institutionalised formal, objectified and legitimate prop-
erties, and their dialectical interplay with the agents’ habitus. Because these formal struc-
tures, manifested as objectified objects by the agents, generates the world to these agents as a
world within a world, and the agents are generated as particular agents in relation to these
symbolic objects (Bourdieu 1990, 140). However, in the modern phenomenological dis-
course, the work of social history is highly emphasised (e.g. in the philosophy of Kirkeby),
and in the philosophy of Husserl, it must be defined as the immediate judgments which dis-
tort our self-perception and our perception of the other. Whereas the phenomenological dis-
course seems to define this as a passive creation of our social experience, Bourdieu seems to
make it an active process of the continuous aspiration to obtain these valued objects. That is,
we are as social agents not passively trapped in social history; we are so because we choose
to be, or more correct, because we are socialized (Bourdieu 1990, 139) or predisposed to
aspire for these objectified properties, and simultaneously we are induced with an idea of our
possibility of obtaining them (Bourdieu 1990, 138). It is beyond the scope of this thesis to
proceed with these clarifications in length because the phenomenological perspective is
solely applied to clarify and illuminate some of the holes or fragmented comments in the

authorship of Bourdieu.

As it was clarified above, the social world is created and recreated by the individuals, and
in addition, only through this world do the individuals become individuals. That is, Bourdieu
contends that the dynamics within a social field are characterised by a double relation of
structuring structures, known as habitus. This concept sets aside the choice between structure

and agent, granting us the encapsulation of both (Bourdieu & Wacquant 2004, 33-34).

This double relation or mutuality appears in
other areas of his theory as well; M.S. Escher’s
hands drawing each other offer an excellent im-
age of these mutual constitutive relationships.
This mutuality indicates that the actors of the
field are created by, create and re-create the
conditions of their presence within a field.

Hence, they produce and re-produce the rela-
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tions of power and the hierarchical positioning of capital® (we return to this concept in sub-

section 3.6.2).

A somewhat intricate explanation is that people’s actions are guided by an objective struc-
ture being structured by their actions unfolding along the structure being structured by the
actions unfolding along... etc. etc.. Simultaneously, this creates and recreates the demarcation
of the field as distinct to other fields. As such, the actions are both structured and structuring
at the same time, which provides an interesting explanation as to why changes do not easily
happen within a given context; changes must seize the heart of the structures and change the

direction of their unfolding and thus their social anchoring.

We can identify two problematic aspects of this creation; on the one hand, what is empha-
sized is a self-referential structure which seems to capture the individual in her own creation,
making it difficult for the individual to escape this circularity. On the other hand, this dy-
namic interplay between being and becoming induces a paradoxical state, because what is
becoming is already, and what is being is becoming. Of course, what Bourdieu is arguing is
through our being in the social world, we are continuously confirming or disconfirming the
perceived social reality. So, what is confirmed or disconfirmed are our expectations stored in

the virtual space of our remembrance. We return to this in the second part.

We have to clarify one last theme before we move on, the theme of objectivity. When
objectivity is addressed in the phenomenological discourse, it is addressed as a thematic kind
of objectivity, that is, when I describe a thing, I perceive my language as mediating my per-
ception and when I frame the object with my words, I thematize certain aspects of that object.
Just as when I am seeing or hearing, I always see or hear “as”. And moreover, when I am di-
recting my attention towards a particular object, it becomes the limit of my horizon (see sec-
ond part of this thesis) even though there may be a lot of other objects present (Marsh 1988,
82). Bourdieu suggests a conceptualization of objectivity as alienation, that is, to treat other
agents in accordance with their portfolio of appropriate capital and its difference to my own
portfolio. In other words, the objectified properties become how we relate to ourselves, to the

other agents and to the world (Marsh 1988, 83). But these objects are objectified, that is, they

6 Capital refers to possessions, qualities, knowledge, behaviour etc. that are ascribed a certain value propensity
within different fields; within economic fields, money is ascribed great value and within cultural fields, artistic
skills (or knowledge of art) are considered of great value.
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are made objective by the individuals through their expressed and externalized state, as some-
thing in the social reality she is aspiring to. It is my intention, the “I want” mode of describing
the actions of the subject, but correlated through habitus with the “I can” mode, the potential
to fulfil this aspiration. Furthermore, we would argue for a third kind of objectivity, a mixture
of the two kinds above. Because as social agents, we grow accustomed to perceiving the so-
cial reality in a familiar pattern; that is, if we move between social fields dominated by similar
patterns of symbolic domination, we will have a sense of what is dominant, and we can fore-
see this familiar reality. However, if we find ourselves in a field characterized by a different
pattern of symbolic domination, it is, at best, problematic to anticipate the results of my ac-
tions; that is, how they are assessed, and which position in the social field, I can aspire to. In
other words, through our familiarity with a distinct field, we become predisposed to perceiv-

ing other fields in accordance with this familiar field.
1.2 Methodic

1.2.1 The empirical reservoir: AS3 Companies

In order to substantiate the results of our theoretical findings, we have chosen to conduct a

survey.

Because of our association with the consultancy firm AS3, our target group was made up
of self-employed advisers cooperating with AS3. The advisers have all occupied leading posi-
tions in a variety of firms all over Denmark and includes former floor managers, CEOs, prin-
cipals, vice presidents etc.. During the last 20 years, AS3 has worked with Job Transition
Management, which is inspired from the concept of transition by William Bridges’. Transi-
tions occur in every aspect of our lives, not least in our working life. AS3 has established it-
self by specialising in helping organisations and individuals cope with the transitions of or-
ganisational changes, such as organisational development, strategic creation, dismissals,
stress, job counselling etc.. The self-employed advisers are primarily active in relation to job
counselling and are best described as suppliers to AS3, as they provide a service to the indi-

viduals joining counselling programmes in AS3.

7 See e.g. http://www.wmbridges.com/index.html for further information on the concept of transitions
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1.2.2 The Change Manager contribution: The survey process

Our main interest in conducting the survey was the individual experience of a change process
that the respondents had conducted at a point in time in their previous carrier as a leader. The
use of a survey enables us to reach a larger amount of respondents than if we were to use in-
terviews. Our use of metaphors as a tool of interpretation allows us to relate to the perception
and practical judgments of several CMs, thus allowing the results to be generalized. Inter-
views would have created more in-depth data, which would not necessarily have been rele-
vant to the present research design; rather, a bundle of mental images in relation to the change
organisation and change process was estimated to exemplify the theoretical constructs in a
superior manner. The selection of our target group was made up of two main criteria; 1) the
respondents had to have leadership experience and 2) the respondents had to have experience
from conducting a specific change process. Prior to the emission of the survey, we chose to
send out an information e-mail (appendix 2), in which we requested the acceptance of re-
sponding to the survey; this enabled us to commit the respondents to answering the survey by
legitimizing the emission of reminders in case the majority neglected to answer the survey,
which in turn potentially increased the respondent rate. The target group was given four
weeks to accept or decline the reception of the survey. Surely enough, 87,3 % (96 of 110 re-
spondents) accepted to answer the survey, which Mangione (in Bryman & Bell 2003, 144)
characterise as an “excellent” response rate. The survey itself was generated in the survey-
software SurveyXact available from Rambgll Management Consulting and distributed via e-
mail (appendix 3) four weeks after the information e-mail. Even though not all respondents
remembered to respond to the survey even though they accepted to respond, this procedure

ensured us an ample data reservoir without initiating the emission of reminders.

The survey itself (appendix 4) consists of seven open questions directed at a particular
situation, focusing on how the individual perception, interpretation and understanding func-
tions as a premise for how the individual space of possibilities is perceived. The situational
focus derives from the wish of having the respondents reflect on a specific change event
rather than change processes in general to assure a certain level of experience continuity;
moreover, the metaphor questions are impossible to answer from a general perspective, as no

two organisations or change processes necessarily can be described in the same way.

Following symbolic pragmatism, the analytical object of this thesis — the perceived space

of possibilities on the part of the change manager — rests on the assumption that “...the indi-
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vidual is continually interpreting the symbolic meaning of his or her environment (which in-
cludes the actions of others) and acts on the basis of this imputed meaning” (Bryman & Bell
2003, 17-18); thus, the metaphor functions as a powerful communicator of meaning, provid-
ing a visual imagery that can capture complex descriptions and potentially grant access to the

perception and reasoning of the individual.

1.2.3 The Inclusion of Empirical Data

We primarily apply the empirical data to exemplify the theoretical perspective, that is, to give
examples of how it may be manifested in reality. However, the empirical data has been an
important part of our creative process because when we read the survey-results we became
aware of the fact, that the practitioners often wrote “I just did”, and that made us reflect
whether the answer to our question (not anyone can make successful organizational changes)
was immanently and implicitly included in this simple statement. As quantity is not of impor-
tance, we have decided to include a selection of responses that are creative, consistent and
sufficiently substantiate the theory they are intended to exemplify. Furthermore, we have re-
frained from including examples that refer to employee layoffs, as they present other prob-
lems. The examples have been numbered in succession and are referred to in appendix 1 with

reference to their page and number (e.g. 3/4).

1.2.4 How we changed ourselves: Methodological overview

This section is to provide a brief overview of the process towards manifesting the unit of

analysis.

Our initial hypothesis was: Not all CMs can change. From the beginning, we were inter-
ested in the theoretical apparatus of Bourdieu and its potential of providing “tools of thought”
to convey an alternative explanation of why not anyone can make changes. Initially, our focus
was fully invested in the concept of capital (social, cultural and economic) as the defining
factor of success for a CM. Although, as the process progressed, we learned that it was diffi-
cult to say anything definitive of a concept such as a “change capital”; it is a socially depend-
ent concept, requiring accounts from the CTs of each example, disclosing their perception as
the necessary portfolio of change of the CM, which is practically impossible. Hence, we have
appointed change capital to a secondary position, relating instead primarily to the hermeneu-
tic-phenomenological concept of praxis and a space of possibilities. This concept relates to a

way of thinking, seeing and acting, reminiscent of the metaphorical characteristics presented
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in the above section. Reminding our reader of the influence of symbolic pragmatism, habitus
is construed as the filter guiding our attention and enabling us to act in accordance to what we
perceive or “see”. The habitus and its “emerging being” within particular fields provides this
conceptualisation, allowing us to work with a space of possibilities, namely the space of pos-
sible actions provided by the habitus. In a passing remark, our own habitus will be sought
explicated as the thesis progresses. Our way of focusing on certain aspects and interpreting
the theoretical and empirical results have a natural grounding in a positive approach to change
management; we recognise the importance of change management taking up a significant
position in the leadership consciousness, which will definitely influence our passing of judg-

ment on the literature and empirical examples in question.

We started out by thoroughly searching the comprehensive body of change management
literature, narrowing down the field to the three contributions of Lewin, Schein and Kotter
respectively; the justification of this choice is elaborated via the ‘litmus test’ in section 1.2.6.
We also related to the literary contribution of March and Kanter et al., but their relevance
turned out to be minor as the thesis progressed, because they belong to the sociological sub-
paradigm and to include their perspectives without the necessary reflections on the difference
between these two sub-paradigms would not do the sociological perspective justice. Having
acquired sufficient theory on the subject, our attention turned to the construction of the sur-
vey, which was composed on a symbolic pragmatist foundation; see section 1.2.2. During the
data generation, we worked with the first part of the thesis, which involved an examination of
Lewin, Schein and Kotter, analysing the implied limits of change, the limits of change man-
agement and the resulting necessary conditions for change, conveyed by the authors. This
process led to the second part of the thesis, in which the epistemological naivety of the views
explicated in the first part was proposed, primarily through the workings of Bourdieu and
Kirkeby. Especially, we are interested in the propensity of Bourdieu to question the assump-
tion of the “naturally gifted CM”, providing an alternative construction which relates to the
importance of time and experience. Thus, change management capabilities involve a certain
dispositional aptitude for reading and sensing the environment, choosing the appropriate ac-
tions from a reservoir of strategies created by habitus. This aptitude is not inborn; it has

evolved from a lifelong state of being-in-the-world that has resulted in continuous learning
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and experiencing directed at others®. Kirkeby is interesting in that he deals with the inherent
challenges of relating to the first-order experiences of others. Thus, we can never fully insert
ourselves into others and understand how they see the world. Furthermore, we extend this by
saying that we cannot even know the “otherness” of ourselves; we have an unfamiliar element

in ourselves that guides our attention, builds our thoughts and controls our judgments.

As the results of the survey became accessible, empirical examples were scrutinised in the

perspective of the authors of both the first and second part of the thesis.

The third part of the thesis was not evident on the outset, but based on the inspiration of
philosophical coaching and theories on awareness, our quest became a matter of avoiding
complete scepticism by suggesting ways of escaping the boundaries of change management,

recognising that a CM may not be omnipotent, but is certainly neither impotent.

1.2.5 Mental pitfalls: Methodological considerations

Time and, in effect, memory is an important consideration in relation to the survey. The
change event, to which we ask, may have taken place anywhere from 6 months to 20 years
ago. Thus, the description will never evade the distorting effects of memory. Events that were
experienced as agonising while they took place, may change character in retrospect and be-
come a nostalgic memory of “how I succeeded despite all odds”. Thus, naturally the result of
the change process will influence the perception and evaluation of the change process. Al-
though, since we are not interested in, say, the discrepancies between the interpretations of
events by CMs and CTs in a change situation, this circumstance has minimal practical impli-
cations. Also worth noting is the homogeneity of the respondent group; seeing as they are all
self-employed and currently collaborating with AS3 in helping individuals and organisations
through transitions, their views on organisations are more likely to coincide, even though the
course of their respective carriers may differ. Hence, they all appear self-assured, confident
and energetic individuals that are likely to have had a rather successful management carrier,
as they have all had the courage and self-confidence to start their own business. Furthermore,

we may not find any negative attitudes towards taking change management seriously, as the

¥ Both Morgan (2006, 3) and Senge et al. (2004) explicate this view by adhering to the importance of continuous
learning rather than pre-established skills, held from birth.
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respondents are all currently engaged in activities of such nature; as such, they appear to enact

a similar habitus when it comes to change management.

1.2.6. A litmus test: A way of establishing the definition of the classics

To verify the legitimacy of referring to Lewin, Schein and Kotter as “classics”, we have car-
ried out a small litmus test by examining how frequently other texts on the subject of change
management refer to these writers. 20 texts were chosen within a period of 5 years, namely
2004 till 2008 (both inclusive). We turned to Ebsco Host, chose “E-Journals™ as our database
and used “Journal of Change Management” as Publication name. The period was chosen to be
January 2004 until December 2008. A search was completed and the result was 143 texts dur-
ing the period. The result was then divided by 20 and then rounded down. This resulted in 7,
thus prescribing the inclusion of every 7™ text in the period (text number 1, 7, 14 etc.). Where
editorials or reviews are present, the next article in line is chosen instead. This ensures a
nearly bias-free selection of texts, from which the enumeration of relevant references is going

to be set in. The result is as follows:

Contains reference
20 texts, 2004-2008
Contains no reference

Kotter

Schein

Lewin

Keep in mind that the result is based on a completely random search, not focused on a particu-
lar area within change management. Thus, we evaluate the result as a good indicator of le-

gitimacy when appointing these authors as classics.
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1.2.7 Reflections on Quality

In this section, we will briefly reflect on the quality of our research design. To guide our re-
flections, we will include three criteria of Guba and Lincoln (in Bryman and Bell 2003, 288-
289).

Credibility, the research design must be designed in accordance with the paradigmatic stan-
dards, and the analysis must represent an intersubjective understanding of the respondents’
world views. As written above it would be naive to state that the results of our analysis are in
fact explanations of the subjective mental achievements that guides the choice of actions.
However, to ease the analytical subjectivity we have tried to explicate our understandings and
assumptions so that it is possible to the reader to assess these. We have done our best to fol-
low the paradigmatic standards of social science, however, to give credit to the theory of
Bourdieu we been more focused upon making the research design practically sense-giving,

than to adhere to the sometimes rigorous paradigmatic standards.

Transferability, it must be possible to transfer the results from one study to another. We have
included this criterion in our analysis and we have tried to secure a mutual anchoring in the-

ory and the empirical data.

Confirmability, the researcher can never be completely objective but must show that he at
least was in good faith, and not allow the study to be clouded by her subjective judgments.
Objectivity is problematic to secure because as already mentioned, what is not explicitly

stated is completed by our judgment and understanding, which is not objective.

1.2.8 Delimitations

The perspective in this thesis is to view the act of change management from the perspective of
the CM and her praxis, so the theoretical emphasis will be on the CM as a leader and as a
“person”; hence, we will only sporadically treat change management as a collective process
involving a number of CMs or the involvement of change agents. Moreover, the emphasis is
on how the CM chooses her actions during the change period, in time-present, so we will treat
neither the process-perspective on change management, nor the planning perspective on
change management. The term change refers here to planned organizational change, and not
the “natural” changes of an organization or changes brought on by mergers between organiza-

tions.
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The term praxis is primarily analyzed from the sociological perspective of Bourdieu and
from the philosophical perspective of Kirkeby. We do not view the choices of actions from a
psychological perspective or from a rational choice perspective, because both perspectives
would contradict the perspective of Bourdieu. In addition, we will not thoroughly account for
the perspective of CTs or how they change, because the central focus is the CM and her prac-
tice which is based on her lived life and her expectations, and not the actual responses of the

CTs.

We have chosen to include metaphors as examples of how organizations are perceived by
the CM, and how the process of change is related to the perceived organization. However,
Bourdieu, at least to our knowledge, never applied metaphors in his research so we are aware
of the possible misfits between the theoretical paradigm of symbolic pragmatism and his per-
spective. But the metaphors are only applied as practical research tools because we have nei-
ther the time nor the resources necessary during the process of writing a thesis to conduct a

field analysis of the magnitude required by the perspective of Bourdieu.

We have conducted a survey to exemplify our theoretical excursions. The examples are
applied solely to illustrate the theoretical arguments, and to apply the knowledge we have
obtained during this process. In these empirical exemplifications, we have the opportunity of
drawing on the experiences of multiple leaders, and to widen the focus of the examples to
include different processes of change, and different CMs’ perspectives on their practice. Of
course, the problematic aspect is that by applying these examples, we can only account for the
circumstances of the change from a rather superficial perspective. Moreover, another prob-
lematic aspect in relation to the empirical data is the rather superficial accounts for the prac-
tices of the CMs, because it is very different how much time and page space they have used to
justify their choices of action. In addition, this empirical data is also limited in relation to ac-
counting thoroughly for the practice of the CM because we do not have any data on who they
are, that is, the different circumstances which may have formed their practice, because such a
perspective is beyond the scope of this thesis, and because such a data set would require sev-

eral in-depth interviews, and observational studies.

1.2.9 A walk through: Reader guidance

This thesis consists of three main parts. In the first part, we explicate the necessary conditions

of change management implied in the three models of Lewin, Schein and Kotter. In the sec-
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ond part, we illuminate and widen the practical implications of the perspective of change
management by drawing on the conceptual framework of Bourdieu and Kirkeby. This implies
unfolding the human and social side of the practice of change management by introducing the
notion that we are captives of our own lives. In the third part, we turn to the task of providing
the reader with a “key” to unlock her cage of captivity; this key consists of a set of mindtools
that seek to challenge the unconscious nature of praxis by explicating the implicit and habitual

way of thinking and acting.
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2 Introduction to Part One: The classics

It should be borne in mind that there is nothing more difficult to handle,
more doubtful of success, and more dangerous to carry through, than initi-
ating changes in a state’s constitution. The innovator makes enemies of all
those who prospered under the old order, and only lukewarm support is

forthcoming from those who would prosper under the new.

(Niccolo Machiavelli 1999, 21)

The aim of the first part of this thesis is firstly to introduce the scientific field of Change
Management. We will follow the general assumption of the theoretical field, namely that limi-
tations are objective and external to the CM because they belong to the virtual space of the

CTs and the organization.

The analytical focus of part one will be the necessary conditions for change found explic-
itly and implicitly in the three models of change management, and their relation to the outer
opportunities for making organizational change happen from the view of the CM. The neces-
sary conditions are the conditions which constitute the possibility of change and, thus, the
conditions which must be met if, according to the three models, organizational change is to be
successful. That is, the necessary conditions will be analyzed as the circumstances that consti-

tute these models of change management.

Moreover, we will explicate the boundaries of change, the boundaries of change
management, and the methodological boundaries. These three sets of boundaries can be de-
fined as the functional limits of the different models for change management created by the
necessary conditions for change. Referring to the quotation of Machiavelli, in the theories
treated in part one, these limits are defined as the distinction between employees supporting
the change and employees resisting the change; hence, they are nested outside the space of the

CM.

The three models of change management that we will introduce and analyze are the mod-
els of Kurt Lewin, Edgar Schein, and John Kotter. Thus, we analyze the various limits in ac-

cordance with the above mentioned three sets of boundaries.
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2.1 Change as disequilibrium: Kurt Lewin

Kurt Lewin is often referred to as one of the pioneers in change management. His ap-
proach is highly inspired by his early work on experimental psychology and group dynamics.
His approach has inspired many of the later theorists in change management, among others

Edgar Schein and John Kotter.

In the perspective of Lewin, two central distinctions can be deduced: “What makes
changes happen” must be the limit of “what does not” and “stability” must be the limit of
“change”. Hence, the limit of the practice of change management must be management that
does not make changes. This also implies that change management is about identifying what
can be changed through a study of the limits of change, that is, what can not be changed. In
other words, change management is the study of resistance to change (Lewin 1997, 309). The
limits of change management are to be found outside the space of the CM, that is, in the space
of the other; the limit of change management is the CTs’ will to change. Hence, it can be
stated that the necessary condition for change is the will to change felt by others. However, to
fully understand this important insight by Lewin, it is essential to comprehend the complexity

of his theory.

2.1.1 Force Fields

The essential insight of Lewin’s social psychological approach is the fact that management
cannot change the individuals or the group - only the individual or the group can change it-
self. Within this approach, the role of change management is to facilitate these changes. Ac-
cording to Lewin, the role of management is to create noise, to stir-up the social equilibrium,
because order or stability comes from within the group and only by doing so, can persisting
changes occur (Ibid.). Lewin advocates, in addition, for the group as target for intervention
because the individual is more likely to change her behavior if this change is in line with the
group standards (Ibid., 329). Lewin builds this argument on a sub-argument; the individual
belongs to different social groups and will align her value set with groups because the value
set of the group acquires value in itself as a central force within a particular field (Ibid., 328).
The term forces is essential when comprehending why changes occur. Forces can be defined
as psyco-social energy which generates dynamics (Ibid., 309). Every field can, in a simplified
manner, be understood as characterized by two kinds of forces; resistance to and desire for a

particular change. Lewin names these fields force fields. However, force fields are not just
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forces pulling in each direction; they are also a characteristic of the distribution of forces
within the social field, albeit it is impossible to account for the absolute forces of the different
positions (Ibid., 311). According to Lewin, social fields are the total coexistence of multiple
social entities. These interdependent co-existing existences generate the world as it is to the
individuals (Ibid., 291). In other words, it is a special kind of modus’. These existences are to
be conceived as psychological and non-psychological factors which influence the individuals.
This is also one of the central insights made by Lewin: When trying to account for the modus
— a special way of acting — multiple factors must be taken into account; what he named the
boundary zone. That is, the limitations found outside the life space of the individual, the indi-

rect influence of, i.e. economy, climate etc. (Ibid., 289).

The force fields are always changing around a mean level (L), which implies a level of
quasi-stability, that is, a form which endures even though its content varies (Ibid., 291). This
implies that the CM should obtain insight into status quo of the social field; however, not the
distribution of forces, but their results. The idea of quasi-stability is also linked to the princi-
ple of contemporaneity, a scientific principle made by Lewin in his field theory. The principle
states that measures for planned change cannot be built on the past or the future because pre-
sent behavior (') is linked to the present situation (S') (Ibid., 201). Using simplified mathe-

matical notation, this can be expressed as following:

b =£(s')
b /(5]
3)bt ¢f(St+l)

Adapted from (Lewin 1997, 203)

The first equation states that the present behavior is a function of the present situation.

The second equation states that present behavior is a function of the past, which according to

? The term modus is here defined as the conditions for something, i.e. the conditions for a distinct propensity to
act and think in certain ways, that is, special ways of thinking, acting, being, and experiencing.
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the perspective of Lewin is false, because it would demand two properties to be met; on the
one hand the situation should be conceived as a closed system, and on the other hand, there
should be complete knowledge about the laws of connection between past and present. The
third equation can be dismissed on the same argumentation (Ibid., 203). Additionally, Lewin
states that past and future preferences do not secure the success of planned change. This im-
plies that change management should be linked to the present — albeit a quasi-stable percep-
tion of the present. What CMs should obtain information about is then the presence under-
stood as the result of the tension between the different forces within the social field. However,
because it is impossible for the CM to determine the initial absolute distribution of forces
within the social field, changes cannot be made by just adding energy to one of the forces,
because if a weaker force is picked, the action may be pointless. In other words, if the force or
social impact of group A (F), who desires the changes, in the initial situation is absolute less
than the initial force of group B (Fg), who resists the changes, the addition of forces to Fa +
Fa should make it absolute greater than Fg for the action of change management to be suc-

cessful. However, this is practically impossible (Ibid., 311).

FA < Fg = initial situation
FA + F, = Addition of force

Fa + Fp <Fg=no change

According to Lewin, change management should, then, seek to change the conditions of
the social field in order to bring about changes, that is, seek to create a new social equilibrium
at the desired level, generating new patterns of behavioral justification to the CTs. In other
words, Lewin links change management to the cognitive level instead of the motivational
level, because the creation of links creates self-identification and self-motivation, when it is
enforced by the cognitive linkage to the group; a similar distinction can be found in Simon
and March (1993, 197). This should also be viewed in relation to the fact that management
does not make changes — only the CTs can change. In addition, this implies that change is to
be conceptualized as the period between the initial social equilibrium and the desired social
equilibrium. This also implies that the new equilibrium is at another level, that is, it contains
different conditions for justification than the initial, thus, the social field is not “refreezing”,

but “freezing” at a new level. However, the impact of the change efforts may not be equal to
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the resulting change because, as already mentioned, the force fields generate a special modus

in the form of e.g. social habits (Lewin 1997, 327).

L +n, whenn>0 L: Mean level

n: Change initiative
Should be equal to:
L+n=L+A

However, because of
social habits:

A <n,

which entails that:
Adapted from

L+n>L+A (Lewin 1997, 327)

Lewin explains this difference between the actual change (L + A) and the desired change
(L + n) as the result of the level of inner resistance caused by social habits, group affiliation
and abilities. Social habits can be defined as historical customs, social institutions, and group
values. Lewin argues that social habits create an additional force field which, in addition to
the other force fields, keeps up the present level. Another explanation is group affiliation, as
stated above; the value set of the group can also be conceptualized as an important part of the

social field (Ibid., 327).

2.1.2 Three steps of change

Thus, according to the perspective of Lewin, the change process must contain three central
steps; un-freezing, change and freezing (Ibid., 330). Within un-freezing, inner resistance to
change delimits the ability of the individual to move from the present to the desired state. In
this phase, change management must act as noise makers, that is, they must make the group
change their values by i.e. making them question their usual practice. In an experiment to
change food habits, Lewin found that if housewives were to change their attitude in regard to
some particular food item, it would be essential to study the process of “bringing food to the
dinner table” to obtain knowledge about what influences this situation; that is, the psychologi-

cal and non-psychological factors which influence this process (Ibid., 298-299). The act of
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unfreezing also becomes essential to the act of freezing because this occurs when the desired
level is reached, that is, when the level is changed from the present one to the desired one. On
logical terms, freezing presupposes un-freezing mediated by a movement between the present

and future state.

According to Lewin, the freezing phase is essential, because change is about reaching a
different level, that is, a state where social events occur differently; it is the alternation or re-

organizing of the conditions of the social field (Ibid., 330).

To enable change, the stability of | The leader must initially deter-
the presence must be broken. mine the present force fields
through the level of resistance
Unfreeze
and secondly try to make the
individuals question their usual
practice.
Movement, when the spell of the | Lewin does not describe the role
present patterns of justification has | of the leader explicit, however
Change been lifted, the CTs will start | the role must resemble the above
questioning their practice. mentioned, because the change
is still happening.
To make changes permanent the | The leader must facilitate that a
field must reach a level of stability | new social equilibrium can be
Freeze or normality. reached by providing the neces-
sary “peace”.

(Source: Own creation)

The theory of Kurt Lewin requires a special kind of sensitivity as the basis of the actions
of the CM. She must be able to determine why certain kinds of resistance to special changes
occur. This also implies that limitations to change are to be found outside the space of the
change leader, that is, in the context surrounding her. In addition, this also implies a certain
modus of the CTs. Every human or group exists in a certain reality, which surrounds them,
and provides a certain amount of possibilities and limitations and a certain degree of probabil-

ity for what may or may not occur. Additionally, this leads to the assumption that certain
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changes are more likely to occur, that is, be met with less resistance. To understand this spe-
cial kind of modus, the change leader must be sensitive to which present forces that drive the
CTs either away from or towards a certain behavior. That is, the CM must be sensitive to the
cognitive and motivational structures of the individual. The term cognitive structures can be
defined as perception and sensitivity towards something (Ibid., 294). Often these structures
are associated with culturally determined ways of thinking, understanding, categorizing, and
judging. In the example of changing food habits, Lewin defines the cognitive structures to be:
“What is food”, “food for members of the group and food for others”, “food for certain mem-
bers of the group”, “meal patterns”, and “the eating situation” (Ibid., 294). The motivational
structures can be defined as the intentions or motives for certain behaviors, that is, values or
beliefs, and needs (Ibid., 296). When trying to induce changes, these structures may present

themselves as the justification for applying certain behaviors. To induce permanent changes

would be to “unfreeze” this pattern of self justification.

According to Lewin, the necessary condition for change is the ability of the CM to create
a willingness to change within the single individual through “unfreezing” of the CTs patterns
of justification; only when the individual starts to question her behavior, will she change, i.e.
to align her behavior with the customs of the group. This implies that changes of the individ-
ual are only possible through a change of the group. Changes must be more profound, they
must shift to another level; a level in which the desired behavior is considered “normal” by
the group and the individual. When this new level is reached, the situation will stabilize itself,
because the new behavior is incorporated by the individuals; that is, a kind of “freezing” will
occur. Additionally, this implies that the condition of “freeze” can only be reached when the
new situation is felt by the individuals as normal practice, hence the CM cannot “freeze” the

situation

. L. . . . Example 4/6
2.1.3 Lewin - empirical example: Turning the frog into a prince

As stated above, organizational life is characterized by a level of stability created by the cog-
nitive structures of the organizational members. Change management should target these
structures because they block the use and cultivation of the complete organizational poten-
tial. However, sometimes these structures are vicious circles created and enforced by bad

leader-ship. As stated by one of leaders in our survey:
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“There was much potential in the organizational members and in the products.
How-ever, they had never been allowed to believe in themselves and feel that
their opinion mattered because the previous leader was very self-determining
and bullied all who came with new ideas or constructively criticized his priori-

ties.” (appendix 1, 4/6)

According to Lewin, to change this vicious circle, the leader acting as CM must break the
old habits of organizational life by making the organizational members question how they
justify their patterns of behaviour. To be able to do this, the CM must know status quo. To
acquire this knowledge, the leader in question spent most of her initial period conducting
interviews with all the organizational members and visiting the different departments. She
used this knowledge to create a turn-around strategy for the organization. The next step was
to create a new set of values, visions and missions together with the team to guide the im-
plementation of the change strategy and the new habits of working in the organization. Ac-

cording to the leader this was essential because:

“This was an important investment because we got all the ideas, thoughts, and
emotions discussed which not least in the following period created a strong

team-spirit and a strong willingness to succeed as a team.” (appendix 1, 4/6)

The value-creating process generated a strong team-spirit which additionally created a feel-
ing of belonging and familiarity among the co-workers that, according to the leader, made
the organizational members show creative skills and trust. However, the leader also empha-
sizes that it was crucial in the de-freezing phase that she showed compassion, charity, trust,
openness and respect to break the vicious circle generated by the former leader. It made the
employees open up and share their point of views, so all the leader should do was to keep a
holistic view on the whole organization. As identified by Lewin, the change potential of an
organization is linked to the CTs’ will to change. In this example, the will to change was
linked to the need for being heard, having responsibility etc. To turn the frog into a prince —
the metaphor used by the leader — she must apply the means which meet the needs felt by the
organizational members. This also generates the limit of what makes changes happen. A
limit represented by what arouses these feelings in the mind of the CTs — not a fear of

change but rather a state of indifference. Furthermore, this also creates the limits of change —

a state of stability — however not a positive state of mind but rather dysfunctional patterns of

35




Stefan Knapp & Martin Lund Petersen A Sense of Change

behaviour justified by the actions of the former leader.

In the example, the limits of what makes changes happen are closely related to the limit of
change management. The ability to arouse particular feelings in the mind of the CTs demands
more than just the data gathered through interviews and observations; it takes empathy and
sensitivity towards the world views applied by the individual targets of change; a sensitivity
similar to the one implicitly found in the theory of Lewin. Moreover, the opportunity of
change management is also related to a level of appropriate actions, chosen on the basis of the
value ascribed to them by the CTs; being open minded, respectful, and visible is only effec-
tual, if it is valued by the CTs. Hence, in this example the limit of change management is not,
as identified by Lewin, the CT’s will to change, but rather their willingness to accept that they
can make a difference. So, Lewin’s distinction could be altered in a positive sense; the limit of

change management is the CTs acceptance.

According to Lewin, the necessary conditions for change to happen consist of changing
the pattern of justification of the CTs through a three phase model. Although this example
provides no information about the existence of a freezing phase, the un-freezing and the
change phases are explicitly stated by the leader. Un-freezing was created through a high-
level involvement of the CTs in the value-creating phase; an act which also facilitated the
actual change of habits because it, presumably, made the CTs realize that the new leader took
them seriously and respected their opinions and creative inputs. Value-sets can, of course,
only guide the patterns of actions, but enforced by mutual commitment of the co-workers and
the management team, they can break the negative circle and create positive ones. This was
also one of the important insights of Lewin; when trying to make individuals change it is most

effective to target the group instead of the single individual.

2.2 Excurse on Learning Theory

As previously mentioned, Edgar H. Schein and John Kotter are two of the many theorists on
change management, who are greatly inspired by Kurt Lewin. However, to fully understand
their theories of change management, it is necessary also to recognize their inspiration from

learning theory.
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As it was clear in the theory of Lewin, people will only change their behaviour if they feel
that it is necessary — if they start questioning their usual patterns of justification. To target the
patterns of justification rather than behaviour, then, seems essential not only to Lewin, but
also in the theory of social learning. The paradigm of social learning is characterised by the
contributions of, among others, a pioneer of learning, Gregory Bateson. He distinguishes be-
tween learning and the learning of learning, that is, between instrumental learning and reflex-

ive learning.

2.2.1 Bateson’s learning types
Bateson distinguishes between “proto-learning” and “deutero-learning”. Proto-learning can be

defined as instrumental learning, the type of learning often identified in the neo-classical eco-
nomic paradigm with the character of decreasing time, the more accustomed the individual
becomes with the method. In contrast, deutero-learning is concerned with the decreasing time
of learning, the more accustomed the individual is with the learning itself (Bateson 2000,
167). Bateson’s distinguishes between four different levels of learning based on the theory of
logical types or segmentations of impulses or stimulus and their creation of a context. Learn-
ing-0 is a kind of instrumental learning; it is the most primitive kind of learning because it
presupposes no change in responses between time-1 and time-2. That is, the same stimulus
always conveys the same information whether it is at time-1 or time-2, e.g. “I learn from the
factory whistle that it is twelve o’clock.” (Ibid., 283). Juxtaposed to the following learning
types, learning-0 does not presuppose any kind of stochastic learning (Ibid., 287). Learning-1
requires a difference in the response patterns between time-1 and time-2, and in addition, this
type of learning presupposes sameness in contexts, or perhaps more correctly, it is assumed
that the contexts are repeatable, because the stimuli in time-1 must be equivalent to the stim-
uli in time-2 (Ibid., 288). However, this does not mean that time-2 is contained in time-1, be-
cause the difference in time presupposes a level of stochastic learning, but time-1 is assumed
contained in time-2. Another way to think of this stochastic process of learning is the habitua-
tion of the responses in relation to the conditions of productions found in the context. The best
known example of learning-1 is Pavlovian learning, because the dogs did not salivate at time-
1 - they still did not know the meaning of the bell sounding - whereas at time-2, the dogs will
salivate because now they have learned that the sound of the bell means food. Stimulus is the
signal, internal or external, within a context which makes this a particular kind of stimulus —

the context is a kind of meta-stimulus. Equivalently, we can define the contexts as a set of
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events that signal to the agent which set of responses she can choose her responses from
(Ibid., 289). Moreover, Bateson identifies the significance of context markers, which makes it
possible for the agent to act in different ways on a similar stimulus in different contexts, e.g.
we react differently to harsh arguments when we are at work and when we are at home, be-
cause the equipment of the physical space is very different. During the process of learning-1,
we learn to punctuate the stream of impulses in a particular way, and to categorise these in
accordance with the appropriate responses. In the process of learning-2, corrective changes
are made either in the set of responses, the way the agent punctuate the stream of reality, or
the use of context markers (Ibid., 293). Learning-2 is what we above referred to as Deutero-
learning; it is the learning of learning, that is, to adapt the patterns of responses to the princi-
ples of productions that characterise the situation. During learning-2, we are still at the uncon-
scious level; learning-2 is the learning of a way of seeing, or perceiving; it is the ability to
apply the acquired dispositions, or sets of responses in time-2 and in different contexts (Ibid.,
301). Learning-3 is the highest level of learning or consciousness; it is to see how we are see-
ing, or equivalently, it is to be aware of the habits contained in our patterns of responses and
in our way of punctuating the streams of events. In that sense, it is to approach the self as
fragmented opposed to the essence constituted by habits (Ibid., 304). We return to this kind of
learning in the third part of this thesis.

2.3 Change as learning: Edgar Schein

Recall the distinctions made by Lewin on the limits of change and the methodological limits,
that is, the limits of what make the changes happen. According to Schein, the limit of what
creates changes in an organization is the twofold anxiety felt by the CTs, when they face
times of change and new learning; that is, the fear of breaking with the past referred to as sur-
vival anxiety, and the fear of embracing the future referred to as learning anxiety. Change
management not capable of easing this double state of anxiety will only leave the CTs in a

state of depression, not yet clear of the past and not yet ready for the future to come.

As implied, the limits of change are stability or, more specifically, the human need for
cognitive safety as provided by the comforting stability of organizational culture. Schein de-
fines culture as the three levels: (1) artifacts, the surface level of culture; that is, what can be
seen, heard, or felt (Schein 2004, 25-26), (2) espoused values and beliefs; that is, the shared
social experience of the group that is visible in actions and articulated in judgments of behav-

ior (Ibid., 29), and (3) basic assumptions; that is, the cognitive structures guiding behavior
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(Ibid., 30). This also implies that the limit of change management is the double inner resis-
tance, caused by the twofold anxiety felt by the CTs. Hence, the limit of cultural stability is to
be conceived as the willingness to change generated through a feeling of necessity to make
changes, felt by the CTs. However, cultural changes should not be considered a goal, but
rather a means of removing obstacles that create obduracy to change. Culture is, then, to be
viewed as the condition generating a certain kind of modus, providing the possibilities and
limitations of implementing a certain change. In addition, as it was the case with the theory of
Lewin, change management plays the role of the facilitator of possibilities for the CTs to
make changes. This also implies that behavioral changes will only occur when the CTs start
questioning their usual behavior; in other words, their patterns of justification. According to
Schein, this questioning can be brought on by assessing the culture to identify the present
state of the organizational culture in relation to a certain change (Ibid., chapter 17). This proc-
ess rests on the essential condition that the CTs must know what kind of changes should be
achieved. The process can, then, be viewed as a process of recognition, in which the CTs must
identify the cultural forces pulling towards and away from the desired change. If cultural ob-

stacles are identified, a process of cultural change must be initiated.

2.3.1 The Three Steps of Unfreezing

According to Schein, the first phase in such a process of cultural change is to “unfreeze” the
present state of the organizational culture to force the coping process beyond reinforcing pre-
sent cognitive frames (Ibid., 330). That is, to induce a shock-like effect, rendering denial
problematic (Ibid., 322). The first step is to generate disconfirming data which will cause the
CTs to feel discomfort and make them question their normal pattern of justification (Ibid.,
321). The discomfort arises when the CTs come to view some aspects of their “normal” be-
havior as dysfunctional in the process of achieving a certain change. In addition, the anxiety
caused by the disconfirming data may also be created because of a loss of personal or group

identity.

The second step in “unfreezing” is to make the CTs recognize that their behavior is block-
ing for important goals to be reached (Ibid., 322). Schein calls this survival anxiety, that is,
the feeling of something bad happening to the group or the organization unless certain
changes are made. Hence, the CTs must come to recognize the present ongoing state as a per-

sonal threat, enforcing the need for change.
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According to Schein, it is salient to recognize the twofold anxiety felt by the CTs; the first
one created by the disconfirming data when reality is not as it was thought to be, that is, when
the linearity between past and presence is broken; and the second one, created when the CTs
face periods of new learning, that is, are to learn new ways of perceiving, thinking feeling,
and behaving. Moreover, the second kind of anxiety is generated by the CTs because they fear
that the process of learning will make them less productive, vulnerable to punishment or make
them loose their personal or group identity (Ibid., 330). The psychological results of this
learning anxiety is processes of denial, scapegoating, and attempts to create special compen-

sation for making these desired changes (Ibid., 331).

However, psychological recognition only creates anxiety and cannot, therefore, induce
personal transition because anxiety by itself is dysfunctional for making changes. In relation
to the seven phases of crisis, it will only lead to depression. Hence, Schein recognizes a third
phase of “unfreezing”, the (re)creation of psychological safety. In this phase, the CTs must
come to feel that the changes are achievable and without too much loss of identity and mean-

ing.

2.3.2 Change and Cognitive Restructuring

The second phase in a culture change process is the actual learning or cognitive restructuring.
This is also to be viewed in relation to the claim that changes come from within the CTs, thus,
change is to be defined as learning. According to Schein, it is important to distinguish be-
tween learning new concepts and new definitions of old concepts respectively; that is, new
ways of behaving, and new ways of thinking about present behavior (Ibid., 326). This process
of learning can be initiated by two different measures connected to different methods of learn-
ing. The first method of learning, identified by Schein, is learning by imitation of role models,
and the second method is frial-and-error. Applying the first method of learning, the leader
can establish herself or another organizational member as a role model of the desired behav-
ior. Additionally, the leader could also create fictional role models i.e. characters from novels
or movies (Ibid., 327). When applying the second method of learning, the role of the leader is
to create concrete and clear goals regarding desired behavior, because even though the CTs
can identify the best way of learning by themselves, the ultimate goals must be set (Ibid.,
328). In addition, the leader should facilitate enough psychological safety for this process to

ocCcur.
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2.3.3 Refreezing

The third phase of the culture change process is “refreezing”. In this phase, the newly learnt
patterns of behavior and new sets of cognition must be reinforced by the group and the or-

ganization to produce once again a feeling of “normality” and confirming data (Ibid.).

The necessary conditions for creating changes in an organization are generating a will to
learn by the CTs. The will to learn rests on three essential and consecutive conditions, as men-
tioned above; (1) a feeling of cognitive insecurity, (2) a feeling of necessity, and (3) a feeling
of safety. However, the period of new learning must also end at some point, because learning
is essentially instability, hence a (4) necessary condition for change is the re-creation of sta-
bility. In addition, even though the process of psychological recognition essentially is to be
made by the group, this process of recognition demands some level of trust and recognition
between the CM and the CTs, because the only way to get past denial, and reach self recogni-
tion, is through respect of or trust in the CM; hence a (5), a relationship of trust, and a (6), a
relationship of respect or recognition, necessary condition for change can be deduced. Al-
though Schein advocates for the use of consultants in such a process of cultural change, the

fifth and sixth condition must still be met.

The CM must take the role as facilitator; thus, most of her actions are about providing the
possibilities for the CTs’ self change. However, because every change is a “forced” change,
the CM must take actions to bring about this process of self recognition and change. The first
action to be taken is establishing the recognized need for a culture change (Ibid., 340). This is
followed by a process of cultural assessment, in which the CM must invite and point out
members or groups to take part in such a process, and secondly provide them with the neces-
sary tools for recognition. If the need for a culture change is recognized, the CM must act to
unfreeze the present level of culture. However, the CM cannot force the process of change,
but only provide the necessary impetus for self change. The actions of the CM must at this
phase be to communicate the necessity of change through communication on e.g. bad per-

formance. This phase of managerial noise-making should be followed by a period of peace.

In the phase of learning, the manager must provide the necessary psychological safety for
this process to occur. The necessary actions in this phase could be; to create a compelling
positive vision, making it explicit that these changes will make the group or the organization

better off; provide formal and informal training of the individual and the groups, providing
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them with the necessary tools; involve the learner by establishing the final goals but providing

the individual with the necessary freedom to learn; establish practice fields by making it ex-

plicit that mistakes are allowed and necessary for the process of learning; create role models

(Ibid., 332); create support groups in which the members can discuss their problems with

peers; and lastly create a new system of recognition and punishment aligned with the new

desired behavior (Ibid., 333). As all these actions imply, the CM must possess a high level of

psychological sensitivity, almost acting as a psychologist. But they also require the potential

of actualization; that the CM can in fact attain the trust and faith of the CTs by holding suffi-

cient formal and informal influence. In the following, we provide a table of the necessary

conditions and actions for change in accordance to Schein. Subsequently, we provide an em-

pirical example to exemplify the application of Schein to an organizational context.

Cultural assessment

This is an important step in pro-
viding a level of self recognition
by the CTs on the problematic

aspects of the present culture.

The CM must in this phase
point-out groups and establish
their commitment to such a

process of cultural assessment.

It is necessary to unfreeze the

present state of the organizational

The CM must in this phase act

as a noise-maker and commu-

Unfreeze culture in order to create a will to | nicate the mismatch between
learn. desired and present achieve-
ments.
When a will to learn is estab- | The CM must in this phase
lished within the CTs the next | provide the necessary psycho-
step is to facilitate the actual | logical safety through various
Change
process of learning. actions i.e. providing the for-
mal and informal means for
learning.
When the desired changes have | In this phase, the CM must
been met, the period of new | provide the necessary “peace”
Refreeze

learning must end and a new level

of cognitive safety will occur.

and “quietness” for this phase

to be reached.

(Source: Own creation)
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Example 3/3
2.3.4 Schein — empirical example: An ant hill

The new manager was given the task of creating a transparent task flow for processing
electronic invoices. Her first action was to gather information about the present state of the
work flow — the electronic as well as manual routines — through interviewing the employ-
ees. She describes the organizations as an ant-hill — a place of chaos and confusion — where
nobody really knows what is going on. To make this organization change, the manager
found it necessary to evacuate the ant-hill and provide the employees with the possibility

of leaving the organization (appendix 1, 3/3).

Compared to the change model put forward by Schein, this first step can be seen as the
creation of disconfirming data, which make the CTs question their pattern of justification.
However, this change process is best described as a revolution with high human cost. The
twofold anxiety described by Schein can, presumably, be characterized as a fear of loosing
ones job, and a fear of not being able to learn the new routines effectively enough. Addi-
tionally, this also implies that just creating noise is not always sufficient for making the

CTs feel the necessity of a particular change.

The second step in the change process was to reorganize the organization, let some em-
ployees go and let other in. To generate a new context, the manager emphasized; dialog,
high involvement of employees, the creation of clear frameworks and a transparent timeta-
ble, as necessary means for change. This implies that the limit of what make changes hap-
pen is what makes sense to the employees, what generates meaning, and the feeling of
freedom to self-change — albeit a limited freedom within the framework provided by the
manager. The manager states that; “The manager must lead in the process and be willing
to let people run themselves.” (appendix 1, 3/3). Self-change within prescribed frame-
works are essential to generate persisting change. A perspective shared by Schein, because
only when the individuals feel the necessary comfort, a sense of ontological security, and

an adequate level of freedom will they start learning.

In this example, the limit of what makes changes happen also generates the limit of change
management — a limit represented by the other. Managers cannot force the organizational

members to self-change; the members must want it themselves. The manager can provide the
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framework and facilitate the process. Moreover, as emphasized by the CM, the employees
could choose to leave or stay in the organization, that is, those who stayed, chose it them-
selves. This implies that the limit of change management is not just the will of the other, but
also the liberty of the other to choose for her. The virtual space of the other, then, generates

both the opportunity and the limits of change management.

The limit of change must, then, also be identified in the space of the other, as their poten-
tial — a potential for change that must be identified and cultivated by the CM through her
steering, openness, dialog, and creation of clear frameworks. This limit is also identified by
Schein, however a twofaced limit, because on the one hand, it is the limit for the change po-
tential of the organization, and on the other hand, it is limit of the CT’s potential, thus, it can
be interpreted as a negative limit — a limit that justifies firing employees, who do not possess

the aspired potential.

The necessary conditions for change can, then, be identified as the production of discon-
firming data which unfreeze the present state of organization and creates a feeling of change
necessity within the mind of the CTs. Moreover, the CM must facilitate the frameworks to
guide a process of self-change, and the adequate level of freedom for this process to take

place in the pace of the CTs.

2.4 John P. Kotter: change as resistance and the completion of steps

Moving on to John P. Kotter, we move to one of the most influential writers on the subject of
change management during the last couple of decades. His 1979 article with Leonard A.
Schlesinger is highly inspired by Lewin and his concept of resistance to change. Kotters book
from 1996, “Leading Change”, has been the no.1 selling management book on the subject of
change management during the last decade. Here, his approach is profoundly pragmatic and
his primary theory of change management consists of eight progressive steps to be taken prior
to, during and after the implementation of intended changes. One of his major sources of in-
spiration clearly is Lewin, having built his eight-step model on Lewin’s “unfreeze-freeze”
framework. As such, the first four steps help defrost the status quo. Steps five till seven intro-
duces the new practices until finally step eight is intended to make the changes “stick” by
grounding them in the corporate culture (Ibid, 22). Having the first half of the model focus on
unfreezing the status quo shows his view of having to prepare the change process appropri-

ately to avoid running into resistances later on. These first four steps are what constitute the
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centre of attention in the 1979 article, in which the reduction of resistance to change is in fo-
cus. In contrast to this, Kotter added the last four steps in the book of 1996, namely strategies

for introducing new practices and making them stick.

In these two next sections, we will deal with two parts of Kotter’s authorship, namely his
1979 article written with Schlesinger and his highly popular and pragmatic approach to

change management in his 1996 production, “Leading Change”.

2.4.1 Change as a reduction of resistance

First we jump back to 1979 to his companionship with Leonard A. Schlesinger in writing the
article “Choosing strategies for change”. As mentioned, the authors deal with the concept of
resistance to change by first presenting four reasons for the emergence of resistance to
change. These are constituted by 1) Parochial self-interest, which is an individual desire not to
lose something of value, 2) misunderstanding, which implies a wrongful perception of the
change and its implications, 3) different assessments of the situation, which entails the belief
that the change does not make sense for the organisation, and finally 4) low tolerance for

change, which is the result of wanting to feel safe and secure in the organisation.

The characteristics of these four reasons are tied to an individual level, letting the reasons
be seen from the perspective of the individual employee. Relating this approach to Lewins
Force Fields, we deal with resistance to change, discounting desires for change. Changes are
thus seen as interventions of management, making the boundaries of change management the

will to change felt by others.

Following this, the article presents six bases of resistance, extracted from the above four
reasons. Alongside the six bases, six initiatives are presented, each responding to a base of

resistance. The bases and their countering initiatives are presented in the below table:

When employees resist due to inadequate ) o
. . . . Education and communication
or inaccurate information and analysis

When change initiators need more infor- L .
‘ ‘ Participation and involvement
mation or commitment from others
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When employees resist due to fear and o
_ Facilitation and support
anxiety

When coalitions/individuals with signifi- o
Negotiation and agreement
cant power stand to lose out on the change

Where other tactics are not considered vi-

Manipulation and co-optation
able (N.B. Can backfire!)

Where speed is essential and the change o . _
- o Explicit and implicit coercion
initiators possess significant power

(Source: Own creation)

To secure a notion of the preconditions for reducing resistance to change (and thus chang-
ing), the approach of Kotter & Schlesinger entails first an organisational analysis unravelling
the situation, the problems and the forces behind the problems. Second, the launch of an
analysis uncovering 1) who is likely to resist the eventual change and how much, 2) whose
information and cooperation is necessary to secure the eventual change, and 3) the position of
the initiator vis-a-vis other parties in terms of power relations and trust. Third, the selection of
a suitable change strategy based on the two previous analyses (the criteria of which is not fur-
ther elaborated). Fourth, as unexpected events are very likely to occur during the process,
consistent and careful monitoring of the implementation process is essential in order to

“...identify the unexpected in a timely fashion and react to it intelligently” (Ibid., 113).

Throughout the article, the damming-up of resistance to change is an essential part of im-
plementing changes. As such, the limits of change management are — as mentioned — the will
to change felt by others. Kotter goes on to contend that successful efforts of change share two
characteristics; first of all, managers carry out a realistic appraisal of the situation at hand.
Second, they thoroughly consider the above six initiatives and employ them in accordance to

the situation at hand and with a vital sensitivity to their strengths and limitations (Ibid., 111).

Reflecting on what it takes for the manager to change in a given situation first of all come
to depend on her ability to perform an accurate and extensive organisational analysis and thus
correctly decode the situation. Second, she must be able to 1) predict who will resist and to

what degree, 2) find out whose information and cooperation it is imperative to secure, and 3)
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determine the power relations and trust between the initiator and the other parties. Third, suc-
cess requires the manager to select a suitable strategy and monitor and evaluate the actual

implementation process.

The authors accentuate the interpersonal skills of the manager as the key to using this type
of analysis, but they also remind that even outstanding interpersonal skills do not make up for
making poor strategic and tactical choices. This leads to the analytical skills of the manager,
favouring her skills of processing information correctly to initiate the right responses to the
resistance. But it also presupposes the particular manager’s ability to effectively apply and
master the given initiatives and for instance actually achieve agreement through negotiation,

when groups or individuals with significant power oppose the change.

2.4.2 Change in eight pragmatic steps

Moving on to the heart of Kotter’s contribution to the literature on change management, we
find his eight-step approach to successful change initiatives. His motivation was to examine
an array of successful and less successful change initiatives in various organisations and gen-
erate an understanding of the behavioural patterns that differentiate the successful from the
lesser successful efforts. Each step is developed as a response to the eight most common mis-
takes of companies, ultimately leading to an understanding of why firms fail (Kotter 1996).
To Kotter, successful changes are driven by certain forces. Getting inspiration from Lewin
and his idea of force fields, it is obvious that Kotter in 1996 sought for ways to enhance the
support of change, whereas Kotter & Schlesinger in 1979 sought for ways to limit the resis-
tance to change. Thus, this book is regarded a tool for the ambitious CM wanting to optimize
her approach and understanding of change management by adhering to a generative checklist

comprised of must-do actions.

When seeking to help people better understand transformations (a word used inter-
changeably with change by Kotter), two important aspects are introduced during the book,
namely the two L’s; Learning and Leadership. Distinguishing between management and lead-
ership, Kotter accentuates leadership as an essential factor, focused on inspiring, motivating
and establishing direction, whereas management deals with planning, budgeting and control-
ling. Applying concepts from Weick & Quinn, managing change is thus a matter of applying
a logic of replacement while leading change is a matter of applying a logic of attraction, in

which leaders model the appropriate behaviour, devised by the intended change (Weick &
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Quinn 1999, 380). Hopefully, this behaviour is considered attractive enough to attract the be-
haviours of followers. Management is definitely not superfluous in a change situation, as the
transformation process can get out of control without competent management. But only lead-
ership can act as a generator of change and pull the organisation in a new direction; leadership
is the engine that drives change (Kotter 1996, x in preface). Learning is the other important
factor, which relates to the CM getting to know what works and what does not work and what
the natural sequence of events in a multistage process is. Here, even capable people have dif-
ficulties (Ibid., 31). This is what lies behind his idea of Lifelong Learning, which is his advice
to CMs aspiring to become better CMs.

In the following, we will unfold the analysis of the reasons for each step and the manage-

rial requirements necessary to carry out these steps.

2.4.2.1 Create a Sense of Urgency

This first step is a matter of avoiding organisational complacency, convincing people of the
unacceptability of status quo and making people within the organisation realize the necessity
of a forthcoming change; a process which “...is crucial to gaining needed cooperation”
(Ibid., 36). This step is necessary to re-visit throughout the process because it lays the ground
for the continuous process of change. A comparison is the preparation of a garden before
planting the seeds. It will not prevent you from planting the seeds, but unless the preparation
is undergone, few of the seeds are likely to become harvestable crops. The reasons for organ-
isational complacency are numerous: the difficulty of driving people out of their comfort
zones; the lack of managerial patience when dealing with the preliminaries; confusing ur-
gency with anxiety which means creating even more resistance to change. A sense of urgency
is best created by removing sources of complacency. This implies taking bold or risky actions
such as allowing financial losses to create a crisis or setting the current KPI targets too high to
be obtained in the current state. As such, successfully creating a sense of urgency requires
knowledge of how to motivate people, of what actions to take and of which employees to at-

tach to the cause.

2.4.2.2 Pull Together the Guiding Team

As market and technological changes are speedy, change initiatives require a remarkable force
only applicable by a guiding coalition consisting of a suitable mix of expertise, position

power, credibility and leadership; a mix that cannot be upheld by a single individual. The
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team must be mostly made up of people with leadership skills (the visionaries), but also man-
agement skills (the planners); it is Kotters assumption that most organisations are over-
managed and under-led. Hence, it is essential with a mix favouring leadership skills, as man-
agement skills are good in times of stability, but fall short in times of change and transforma-
tion (Ibid., 26). In addition to this, an appropriate amount of inter-group trust is required as
groups with complementary qualities, characterised by sufficient amounts of inter-group trust

“...can make change happen” (Ibid., 66).

Thus, the CM assembling the guiding coalition must know what participant mix is suit-
able, which skills each individual carries with them and “...how to encourage people to tran-
scend short-term parochial interests” (ibid., 65). Furthermore, it is important to make sure
that the work and communication of the guiding coalition remains effective and on-track.
Then, according to Kotter, “...The resulting guiding coalition will have the capacity to make

needed change happen despite all the forces of inertia” (Ibid., 65).

2.4.2.3 Developing a Vision and Strategy

In Kotter’s words, a vision refers to a picture of the future with a commentary on why this
exact future is desirable. In relation to this, the strategy is a map of how to attain the vision.
As such, the vision must act as a motivating factor for the organisation as a whole by briefly
and sharply suggesting a preferred new direction of the organisation. Hence, creating the vi-
sion is a personal task requiring both head and heart. The creation itself is not just a strategy
exercise of for instance running a SWOT analysis, but needs to reflect on “...who we are and
what we care about” (Ibid., 82). Thus, the CM must be aware of himself and his own wants
and also activate these reflections in the other members of the guiding coalition; he must in-
spire and be inspired. Furthermore, a basic level of inter-group trust and cooperation is a pre-
requisite of releasing the analytical, creative and visionary skills needed to create an effective
vision that lives up to Kotter’s definition of being both imaginable, desirable, feasible, fo-

cused, flexible and communicable (Ibid., 72).

2.4.2.4 Communicating the Change Vision

The next step is communicating the vision and strategy to all parts of the organisation to in-
duce a common understanding of the desired future state. Kotter claims that managers gener-
ally undercommunicate or inadvertently send inconsistent messages, causing a stall in the

change process. To conduct effective communication, the manager must be aware of what to
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say, when to say it, where to say it, how to say it and to whom it must be said. It is a matter of
identifying central information and repeating it to make it “stick” with the employees and
addressing inconsistencies in their understanding of the organisational aspirations. Further-
more, metaphors and analogies are tools often used with success because of their ability to
present complex things in simple ways. Finally it is argued that feedback from employee atti-
tudes toward the vision may be exhausting in the short run, but productive in the long run.
Though, we insist that this is only the case when the feedback is deciphered correctly. The
manager’s ability to be precise, yet inspiring in her words uttered is one thing; being able to
live up to her own statements is another. Otherwise inconsistencies are created and
“...nothing undermines the communication of a change vision more than behaviour on the

part of key players that seems inconsistent with the vision” (Ibid., 97).

2.4.2.5 Empower others to act

This step is about providing employees with a sufficient amount of self-efficacy, allowing
them to adjust to the forthcoming changes in their own way. Refraining from doing this
means freezing the employees, stripping them of their responsibilities. An underlying condi-
tion for increasing empowerment is that employees must have a shared sense of purpose.
From this point, Kotter exemplifies four barriers to empowerment; lack of needed skills and
the constraints of personnel and information systems, formal structures and supervisors re-
spectively (Ibid., 115). Empowering others to act assumes knowing which constraints exist,
who they affect and how to relieve their effects. To cope with the barriers of empowerment,
different initiatives are revised: reorganising the structures of the organisation; providing
needed training to counter lack of skills; aligning systems to the vision to avoid systemic re-
straints; and tending to supervisors that are troublesome. Thus, managerial demands (aside
from knowledge of the constraints and their effects) include inspiring employees to take re-

sponsibility of their actions and removing the sources of constraints.

2.4.2.6 Produce short-term wins

Short-term wins provide the evidence that the direction of the change initiatives undergone so
far is in fact of real value to the organisation. Furthermore, they acknowledge the change
agents being pro the change so far and set straight the cynics and resistors of change. Apart
from this, it is a tool for keeping peers on board the change process and building momentum.

One of the frequent reasons that change efforts are undermined is that managers do not sys-
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tematically plan for the creation of short-term wins (Ibid., 124). Creating short-term wins pre-
supposes knowing which results work as motivating factors for the employees and thus which
— if any — short-term wins to accentuate. In addition, Kotter argues that pressuring the em-
ployees is not bad, as long as it does not cause anxiety. Hence, managers must know to bal-
ance the amount of pressure and thus know the change thresholds of each individual.'® Here
the managerial abilities of planning and goal fulfilment do justice, but also the means of relat-
ing the change efforts to relevant short-term wins, demanding both leader and manager quali-

ties.

2.4.2.7 Don’t let up

This step is a matter of preserving momentum. Kotter suggests that it is imperative to main-
tain a high level of continuous change to fully implement changes and he points to the inter-
dependence of organisational systems as a reason. His reasoning is based on the intercon-
nected relation of the elements in an organisation and the inability of influencing one element
without influencing others. Radically changing one part of an organisation entails considera-
tions of the impact on the rest of the organisation; otherwise the change efforts may choke. To
avoid letting up, the manager should preferably know how the changes will affect the organ-
isational elements and their interrelation in the longer run; it includes knowing which essen-
tial parts of the process to focus on. It also carries with it a need to maintain clarity and keep-
ing up the urgency level, for instance by introducing additional process members. Finally it
means detecting existing superfluous interdependencies and removing them by intervening in

the organisational structures and systems.

2.4.2.8 Create a new Culture

Culture is defined as the norms of behaviour and shared values in a group of people. This step
is based on the fact that changes will not persist unless they are incorporated into the organ-
isational culture. Otherwise the risk is present that the new practices will not creatively de-
struct the old organisational habits, making their resurfacing a matter of time. First of all, Kot-
ter claims that culture should be attended to last, not first. Changing is not about pushing for
new values or norms; changing is about showing the benefits of changes through the first

seven steps and letting adherence to the new way of thinking be optional (at least on the out-

1" E.g. “change points” point to the idea that every individual carries with her a given amount of virtual points
that express the personal level of tolerance to changes (see e.g. Hein-Sgrensen 2000).
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set) and attached to lesser cost than status quo. This requires verbalisation and support of the

new practices and may only be possible if the results from the changes grant the new practices

sufficient justification. The manager thus needs to know what characterises the old culture

and differentiate this from the new practices so that she can detect and intervene in case of the

sudden resurfacing of old habits and ways of thinking. She must also be able to continually

create and refer to results that justify the new path. Finally, she needs to display the courage

to in fact let people go, if they are not inclined to take on the new way of thinking.

2.4.2.9 Summing up the steps

Summing up the steps as actions in the table below, we have included the reason for their

presence and what their completion require of the CM:

guiding team

necessary steps of changes

1) Create a Prevent complacency and stag- | The ability to “stir up” status quo and
sense of ur- nation, making people aware of | convince the organisation of the need
gency the urgent need for changes for change while restraining anxiety

2) Pull together | No individual can achieve the | Sufficient social influence to create

management unification and direction

3) Develop
change vision

and strategy

Clarify direction of change and
motivate people to take the right

coordinated actions

The ability to create an image of an
advantageous future state and con-

vince people to support it

4) Communi-
cate for under-
standing and

buy in

An effective communication of

the wvision and reasons for
change is a precondition for any

change actually happening at all

The ability to sum up the need for
change and communicate it in a mean-
ingful way that ensures others’ accep-

tance of the terms of change(s)

5) Empower

others to act

Structures, systems, supervisors
and lack of skills may present
comprehensive constraints  to
new changes, if they are not

aligned with the new vision

The ability to remove structural, sys-
temic and individual barriers to em-
powerment and support the self-
engaged actions of others, inspiring
them to take responsibility of their

actions within the new frame of refer-

52




Stefan Knapp & Martin Lund Petersen

A Sense of Change

€nce

6) Produce

short-term wins

Provide evidence that the efforts
are worth it, reaffirm the direc-
tion of the present change and

undermine resistances to change

The ability to create viable and rele-
vant short-term effects that underline
(instead of undermine) the visions and

strategies developed

7) Don’t let up

Maintain high level of urgency;
fight off inertia and regression.

Critical to preserve momentum

The ability to stay focused, on track
and not be discouraged by minor set-
backs. Knowing how to direct impa-

tience

8) Create a new

culture

Preserve momentum. Due to the

power of routines, major reflex-

The ability to incorporate the changes

of behaviour, mindset and visions into

ive action is required to maintain | a new and viable frame of reference or

new behaviour organisational understanding (culture)

(Source: Own creation based on Kotter 2006)

Having gone through the eight steps and presented their legitimacy according to Kotter,
we have analysed what is required of a CM completing changes. Recapping the book, Kotter
claims that the eight steps need to be taken in order to succeed in creating devised changes.
Doing this in the prescribed way dramatically enhances the possibility of succeeding in
changing. Thus, a very rigid — almost Freudian - interdependence exists between the steps in
his model, as the successful completion of each step is an essential precondition of success-
fully completing several later steps; not adhering to one of the steps may seriously endanger

the consecutive steps (Ibid., 83).

From here, Kotter introduces lifelong learning and the concept of compounded growth to
suggest an individual state of mind which enhances the long-term possibility of learning
(Ibid., 181). The idea is simple: the more leaders open their minds and accept learning as a
continuous premise for handling change, the more leaders actually enhance their capacity to
develop leadership. As such, continuous learning is a way of improving the ability to follow
the eight steps and thus optimise the possibility of changing; this is accomplished by incorpo-
rating a series of habits including risk taking, humble self-reflection, solicitation of opinions,

careful listening and openness to new ideas (Ibid., 183).
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Summing up his approach as a whole, Kotter’s eight step model conveys a collection of
abilities that must be held by the manager intending to carry out changes. As is the case of
resistance to change, the eight steps logically place the conditions of change in the surround-
ings of (or outside) the manager; the skills and ambitions of the manager may heighten the
likelihood of the changes being successful, but basically it lies with the organisational mem-
bers to not only accept, but to actively embrace the conditions and assumptions that lie behind
the intentions of change (the mere acceptance is not adequate because even though people do
not actively resist the changes, the power of routinized behaviour is enough to endanger the
changes). The basic limitation of successful change management is whether or not the sur-
roundings adhere to the change. Even though this logical deduction is obvious, Kotter uses
different dramatic and seductive examples of persons having grown and developed into lead-
ers and having learned how to change. So, even though the locus of change is not the CM
herself, but the surroundings, the CM evidently is always predisposed to acquire the knowl-
edge and skills necessary of overcoming resistances and obstacles. Kotter does take the posi-
tion that even intelligent and skilled people some times go wrong in their change efforts — of
very different reasons. But often the mistakes relate to having misread the importance of or
directly discounted the impact of one of the steps, which again slows or stalls the intended

change.

Hence, we have established that according to Kotter, everyone has the potential of com-
pleting changes; everyone can come to master the abilities sufficient to undertake the eight
steps of change and produce successful results. Repeating what a leader must actually accom-
plish (creating, pulling together, developing, communicating, empowering, producing and not
letting up) outlines a CM immensely capable of acting and “getting things done”. When ex-
plicating these assumptions, we can relate more intimately to a theory like Kotters, which is
grounded on the assumption that the CM is in fact able (knowledge-wise and action-wise) to
complete each step and thus attain the intended outcomes; if not, she can learn. Naturally, he
says, completing a step can go wrong, but nevertheless he gives different advices for an opti-
mal completion. To summarise, we deal with a notion of everybody having the potential to
change (and be changed) given that the right attitude for learning and personal growth is dis-
played by the CM and CTs. This is wrapped in a blanket of inspiring words and vivid exam-

ples, which all unfortunately are not easy to learn from and may appear vague at best; Con-
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sider Kotter’s reference to Sam, a leader having no choice but to create trust and teamwork:

“...And he did” (Ibid., 64).

In the following, we apply the theory of Kotter to an empirical example. Following this,

we introduce a summary model of Lewin, Schein and Kotter.

2.4.3 Kotter - empirical example: Turning the frog into a prince Example 4/6

Having accounted for the theory of leading change by Kotter, we turn to an empirical exam-
ple to enact his theory. First we briefly introduce the example, which was also used in rela-

tion to Lewin. Then we turn to an analysis of the example, grounded on Kotter’s theory.

The respondent of the example was employed as a managing director (from now on MD) in a
subsidiary of an international corporation by the board of directors. The subsidiary experi-
enced a period of financial losses and a loss of market shares along with the fact that the
team of employees was affected by an atmosphere of negativity. The purpose of the em-
ployment of the respondent was to carry out a turn-around of the subsidiary, making it profit-

able.

The first couple of months, the newly appointed managing director spent getting close to the
employees by conducting personal interviews with each one and physically working in every
department; both customer services, storage facilities, economics, the sales team and market-
ing; this to get a personal experience of the team spirit and work processes. Along with this,
statements from customers were gathered to understand the “outside” experiences of the or-
ganisation. With these experiences in mind, a turn-around strategy comprising a total re-
construction of the organisation was worked out and presented to the board of directors, who
approved it for implementation. Before the implementation took place, a process comprising
the whole team was completed, focused on composing a new vision, mission and set of val-
ues respectively, which were destined to function as guiding principles for the implementa-

tion process as a whole.

MD uses two different metaphors to exemplify the organisation and the change process. Prior
to the change, MD uses the imagery of a big dog being cowed and thus no longer confident

of its strength. This displays the understanding that the potential of the products and employ-
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ees was extensive, but that the employees lacked confidence due to previous director acting
self-determined and dictatorial, stripping them of their self-confidence and hindering them in
bringing up new ideas. The change process is compared to a frog turning into a prince.
Though the potential was immense, someone had to “kiss the frog” to turn it into a prince by

bestowing love, trust and respect upon the employees.

Clearly, the object of change is the employees, having to transform from the ugly duckling to
the beautiful swan. What enables the change to happen, that is, what persuades the employ-
ees to avoid resisting the strategy to be implemented, is seen as their acceptance of the sug-
gested “new state” of the organisation. Granted, MD reckons that the transition was made
easy by the fact that the previous state was disliked by most employees; thus, in the eyes of
MD, they were not very reluctant to get “on board” this more promising train. Never the less,
MD points to his/her effort in creating team spirit and cooperation by listening, being visible,
taking the employees seriously and showing them respect, as the main reason for the success-
ful change. Thus, the boundaries of change in this instance are constituted by the leader’s

ability to behave in a respectful, serious and visible manner.

Reflecting on the course of events by drawing on Kotter and Schlesinger, an organisational
analysis was carried out, possibly alongside an analysis of resistors, informants and co-
operators (although MD does not explicitly mention this). Keep in mind that to these authors,
change is merely a matter of minimising resistance to change. In this example, apparently
minimal resistance is to be found, which was likely due to the open and inclusive behaviour
of MD; thus, the counter-resistance initiative was a mix of participation and involvement and
facilitation and support, increasing the commitment of the commitment of the employees
along with minimizing potential fear and anxiety. The main ingredient of this process was a
vision, mission and value clarification. This appeared to increase the willingness of the em-
ployees to follow the lead of MD by 1) entering into the renegotiation of a new common real-
ity of how to cooperate and act together and 2) contributing to the new approach to business

with ideas and thoughts.

Turning to Kotter’s eight-step model (1996), we see that the approach of MD signifies the
approach of a leader as opposed to a manager; thus, being focused on nurturing, inspiring and

supporting the employees, MD made them unfold, revealing their true potential in an almost

fairytale way. Some management tasks are present, but they are fairly undermined by the
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leadership tasks. Urgency was more or less present from the beginning because of the dissat-
isfaction with the present state; already, the “platform was burning”. The step of developing
a vision and strategy also played a prominent part, the latter being worked out alone and ap-
proved of by the board of directors and the former created together with the team. Communi-
cating the change vision seemed to be a step carried out in conjunction with the team by ne-
gotiating the actual framework of the intended changes with them and making them play an
important part. This empowered the employees to “chip in” and take responsibility of the
change process. Undoubtedly, this step is the most important of this example. The embedded
urgency appears to continuously drive the process of change, seemingly not involving any
apparent losses for the employees (identity, control etc.). From this story we learn that treat-
ing employees as important elements of the organisation, letting them be heard and empow-

ering them are important steps in completing changes successfully.
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2.5 Summary model of the classic scholars of change management
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The above table has been constructed to display the three change scholars, Lewin, Schein
and Kotter. We have used Lewin as the gravitational centre and have placed the other authors
in accordance to his three-step model, as it has been considered fathering inspiration of both
the other models. As observant readers may have noticed, our results point to the presence of
two practical conditions, implied in the models; we have explicated these in the bottom of the

above table. We will return to a further elaboration of these aspects in the following section.

2.6 Part 1: Summary

The aim of this section has been to analyze which conditions that necessarily must be met if
the CM, according to the theoretical perspectives presented in this section, is to change an
organization, and which actions the CM should apply. In the Introduction, we stated that not
anyone can make organizational changes. The pronoun anyone (synonym: anybody) relates to
persons or in general humans, whereas any one also includes things. So, we could rephrase
the question: why cannot all CMs make persisting organizational changes? In accordance with
the conventional theory, not all CMs can make persisting organizational changes, because
they are limited by the will to change of the CTs, that is, the CTs’ resistance to change and
felt anxiety. These limits arise because the CTs seek ontological or cognitive safety, that is,
they seek conditions which confirm their believed world. According to Lewin, resistance to
change is tied to the cognitive structures of the individuals and the forces of the field. The
cognitive structures generate the world to the individual and the basis of her patterns of justi-
fication. To Lewin, the distribution of forces could explain why some changes were easier to
make than others, but also how these fields evolved and the kind of modus they created be-
cause these forces were bound to and ascribed value to certain ways of acting and hence cer-
tain patterns of justification. A similar explanation is provided by Schein when he states that
anxiety arises because the CTs are not yet clear of the past and not yet ready for the future to
come, and by Kotter and Schlesinger when they argue that resistance to change arises because
the CTs are afraid of loosing their identity, and their sense of ontological safety. In addition,
Kotter and Schlesinger also state that the CTs have low tolerance to change initiatives, and
may assess the situation differently. This seems to imply that 1) the limits of change manage-
ment manifested as resistance to change is to be found outside the CM, namely in the space of
other, and 2) that these limits arise because initiated changes seek to break the linearity be-
tween past and future and substituting it with a new relation between the present and the fu-

ture to come. Lewin states that change initiatives must be based on the present state of the
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organization because it is analytically impossible to know how the past and future is related to
the present state. Schein argues that it is imperative to identify the possible obstacles of cul-
ture before the CMs start targeting it, and Kotter and Schlesinger argue that the CM should
firstly identify the basis of this resistance, and secondly; who is likely to resist, and who it is
important to involve to secure the proper resources. In other words, the CM must analyse the
conditions of the change on the basis of the present state of the organization, that is, the pres-
ence of the possible obstacles to this certain change initiative. The CM is, then, not just re-
quired to know the potential of the organization and its possibilities; she must get to know the
CTs, what motivates them, what generates their world views, what drives them, etc. In short,

she must know who the CTs are. All these elements influence and generate the will to change.

However, these elements cannot be deduced, at least not only, through deductive analyti-
cal skills or logical reason; they must be tied to the interpersonal or the social skills of the
CM, because change management is a relation between humans, between the human leader
and the human CT. Change management must rouse a will to change in the CTs; it must break
the spell of the past. To establish this break, the present state of the organization must be un-
freezed, and the CTs must start questioning their present patterns of justification, that is, they
must recognize the need for change. Lewin argued that to change the behaviour of the indi-
vidual, the group should be targeted because the values of the group acquire value in itself,
and the individual aligns her value set with the group. Moreover, he argued that the CM must
stir up the present state of the organization, that is, the CM must create noise or distractions in
the continuity of reality, making it problematic for the CTs to proceed as usual. Following
this, Schein argues that it is important that change management makes it problematic for the
CTs to deny the need the change. He identifies that this phase should include 1) the produc-
tion of disconfirming information, that is, create a need for change, 2) tie this need for change
to the more profound feeling of survival anxiety, and 3) recreate some level of cognitive secu-
rity for the change to be initiated. That is, Schein argues that change management should cre-
ate the recognised need for change in this phase and thereby paving the way for a change
process to begin; that is, the process of learning and testing which new patterns of behaviour
are appropriate in relation to the changed conditions of the organization. Kotter argues in a
similar way, that the CTs must recognise the need for change, what he calls the sense of ur-
gency; a principle which resembles Schein’s principle of the production of disconfirming in-

formation. Moreover, Kotter argues that the CM must pull together a team of visionaries and
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implementers to create a suitable mix of skills, and that the CMs must develop and communi-
cate a vision which can motivate and inspire the CTs. To sum up, one necessary condition for
change management is the ability of the CM to create a will to change in the CTs through

their recognition of the need for this certain change.

Change is a process of testing; it is about moving from the present state to a desired level
in which the CTs act “appropriately”, in relation to the changed state of the organization. Dur-
ing this phase, the CTs must learn, be guided and be motivated to change. Schein is inspired
by learning theory, when he states that learning can be facilitated either through the use of
role models or through trial-and-error learning. However, this latter type of learning must be
based on clear visions of desired behaviour. In relation to the theory of Bateson, this type of
learning is more profound than just learning to react differently; it is learning to react differ-
ently on the same stimuli as before; it is the creation of a novel way to punctuate the streams
of reality. In other words, it is a process of cognitive restructuring. The CM cannot order the
CTs to change, and neither can she change them; the CTs can only change themselves, hence
Schein argues that the CTs must be provided with a sufficient level of safety for this process
to take place. Moreover, Schein states that the CM must make it explicit that these changes
will make the organization or the group better off, and provide formal and informal training,
provide them with a sense of inner freedom and room for error. Kotter argues in a similar way
that it is import for the CTs to feel empowered to change in their own way. However, Kotter
identifies that this empowerment can be problematic, as the change agents may not possess
the potential or the information, and structures of the organization and the managers may not
be aligned in accordance to the desired behaviour. Hence, Kotter argues that steps must be
taken to reorganize the organization, make the managers support the desired behaviour; pro-
vide training and a sufficient level of information. Moreover, he also argues that it is impor-
tant that the CMs create short-term wins, which can be relatively easy met to motivate the
CTs, and that it is important for the CMs to keep on enforcing the need for change until the
desired stated is reached. To sum up, the conditions of the change phases are, that the CTs
feel motivated to self-change, and that they are allowed the necessary freedom for this process
to take place; however, change management must also provide the possibility of training and

in general seek to facilitate this process.

The last phase of a change process is the refreezing of the new conditions; the new desired

level. As argued by Lewin, changes will only persist if they are enforced by the CTs them-
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selves, that is, the new level must be considered “normal”. According to Schein, change man-
agement must facilitate the process; however, they must also provide a necessary level of
peace and quiet for the new patterns to be internalized by the CTs. Kotter argues that in this
phase, the new behaviour must be tied to the culture of the organization because this will en-
force and consolidate the process. To sum up, a third set of conditions for change relates to

the need for consolidation and internalization of the new patterns of desired behaviour.

Implicitly stated in these models, they all seem to require a certain level of sensitivity on
behalf of the manager, because she must be able to sense or perceive who the CTs are, their
cognitive structures, and what she can do to influence them. In addition, the CM must also be
granted the social possibility of making organizational changes, that is, she must not only be
able to sense what she is to do, but also hold the possibility of acting on her knowledge. So,
these models contain an underlying perspective which cannot be approached drawing on the
conventional theory of change management, because this sense of what to do and her possibil-
ity of actualizing it is tied to the practical mastery of change management, which is taken for
granted in the conventional theoretical approaches on change management. Moreover, this
sense and social potential is often taken for granted in practice or, at best, implicitly meant as

exemplified in the following statements collected from our empirical material:

“My ability to listen and be there in the communication with the employees...”

(appendix 1, 3/3)

“[ initiated the process and was involved in it throughout the process, because
no one knew what to do. The outcome was related to my ability to make the
process useful and relevant to the people involved and reach them at their

level...” (appendix 1, 7/12)

In other words, we need to establish the conditions of the act of managing change from the

perspective of the CM.
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3 Introduction to Part 2: Bourdieu

Time present and time past. Are both present in time future, and

time future contained in time past

(T.S. Elliott)

From the previous part, we have learned how the social psychological discourse on change
management is formed and the boundaries and necessary conditions, upon which it is cen-
tered. In addition, we learned that the limits of change management must be identified in the
space of the others and their will to change. In this section, we turn to the CM to identify what
constitutes, from her perspective, the limits and possibilities of her practice of change man-

agement.

In the post-modern discourse on leadership, functionality seems to be given a higher prior-
ity than the human practice of leadership.'' It draws the attention to the fact that the human
praxis of leadership has not been emphasized; Kirkeby’s philosophy of leadership is an ex-
ception, in which the author emphasizes that leadership is a human practice, because this
practice, necessarily, is tied to the subject who is leading and her relation to other subjects, the
followers. Kirkeby defines leadership as a relation between subjects, and additionally he de-
fines the followers as co-leading (med-lede) because the leader and the co-leader engage in a
relationship which presupposes the existence of the other. What distinguishes the leader is his
ability to frame the unity of this relation, that is, to arouse a will in the other to be lead
(Kirkeby 2006, 37-38). Moreover, Kirkeby ties the ability to lead, its practical functionality,
to the leader as a human, not as a function; because before he held this function, he was a

“person”, and he still is (Ibid., 116).

It is one of the essential assumptions in this thesis, that leadership is a human praxis which
cannot be studied as separated from the human leader. Of course, this may raise the question;

what about the followers? Are they not important anymore? Is the functionality of leadership

" See e.g. Tangkjeer (2005), Miller and Rose (1990), Andersen and Thygesen (2004), Meindl in Murnighau
(1993) Shamir (2007) or Steyrer (1998).

63



Stefan Knapp & Martin Lund Petersen A Sense of Change

not assessed on their terms? The answer is yes; it is. However, if we are to take it seriously
that leadership is a human praxis analyzed from the perspective of the leader, we cannot ac-
count for both perspectives simultaneously, because very different subjective processes are
involved in the different perspectives, that is, the perspective of the leader and the perspective

of the follower.
In this section, we will take Kirkeby’s philosophy of leadership seriously and try to:

“...identify which kind of reason that constitutes the way we act. Even though
it is difficult to differentiate the mind from the sense of the context, which is
important in order to understand practice, it does not mean that we should

abandon reason.” (Ibid., 122-123. Our translation).
We will, drawing on Bourdieu, identify this reason as the practical reason.

In other words, a theoretical approach aiming at not alienating the subject from her object, her
creation, must account for the praxis of leadership from the human side of leadership. Such a
perspective must be built on a theoretical perspective that emphasizes the explication of what
is implicitly meant in this praxis of leadership. That is, it must account for the practical mas-
tery of practice, which orchestrates the forth-coming action. In that sense, it is a theoretical
retreat into the life space of the leader and how she chooses her actions. Moreover, it is a step
into the human limitations of leadership, the limitations brought on by the lived life of the
leader, her past experiences and the limitations on her aspirations of the future, her familiar
world and awareness. In that sense, it is a step towards a theory of authentic leadership, and
its implications for the praxis of change management. Furthermore, it is also a step towards a
more profound understanding of why we in the Introduction stated that not anyone can make
organizational changes because, as we will argue in the following, it is not so much because

the leader is limited by the other, as it is because she is limited by herself.

3.1 Habitus and the Familiar

In a previous section, we defined praxis as 1) potential actions, 2) possible and actualized ac-
tions, 3) physical and symbolic actions. We also identified four different approaches to de-
scribe actions as respectively 1) “I must”, 2) “I want”, 3) “I can”, and 4) “I ought”. In this
section, we will primarily focus on “I can”, because it constitutes the potential dimension of

action. The empirical statements listed in the summary of part one can be defined as “I could”
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or perhaps “I could not” because they are post-reflexive in nature, that is, they are the results
of a process belonging to a distant or near past, and can be assessed as something which is
finished and separated from the respondents’ present being in temporality and spatiality. Most
often theoretical models are constructed from this perspective and the subject of analysis is
what was done and why it worked or why it did not work. However, if we want to centralize
“I can” in the presence, we must re-centralise the time perspective from post-reflexive, in
time-after the action was made, to the becoming of the action, in time-before the action is
made; that is, we must focus on the pre-justification of the action. In this moment, just before
the action is made, the terms of functionality solely belongs to the self-judgment of the acting
agent. Bourdieu calls this the practical mastery of practice and states that this mastery is tied
to the agents’ habitus (Bourdieu 2005, 176). Moreover, this practical mastery is tied to the

CM’s mastery of the different necessary actions for change, we identified in the first section.

This implies that this “I can” is not a secure knowledge, because the agent does not know
if she is in fact able to do it. Instead, it is profitably resembled with a sense of which actions
are possible; a sense, which is based on the lived life of the agent. So, in order to understand
this “I can”, we must initially understand how this practical mastery is constituted, because
this must be the condition of “I can”. In other words, we must analyse habitus and how it con-

stitutes the praxis of change management by acting on familiarity.

3.2 Procedural Knowledge

To Bourdieu, habitus was the answer to the heideggerian question: ‘What makes people be-
have the way they do?’ or equivalently “what makes people behave alike in social life?”. To
him, it was a way of explaining the silent orchestration of social reality from the perspective
of the social agents, and not through abstract and alienating scientific methods. Habitus is the
collective schemes and models which guide the actions of the social agents and make their
behavioural patterns similar and durable (Bourdieu 1990, 53). Habitus cannot be identified as
a snapshot of the present behaviour of the social agent, that is, habitus is not to be compared
with the espoused behaviour at time-present, because it is created by the social conditions of
the existence of the social agent — her lived life (Ibid., 56). Bourdieu argued that habitus
should be understood as the dialectical result of the social conditions at time-present and the

social conditions under which this habitus was generated in time-past. In other words, habitus
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is generated at the collective social level in time-past and anchored in the social agent through
her experiences with these social conditions.'? As such, habitus is collective in nature, but can
only be actualized through the social agents. Bourdieu’s conceptualization of the relation be-
tween habitus and the individual, that is, the relation between the social collective and the
individual level, is at best fragmented; he wanted to place himself between objectivism and
subjectivism. Kirkeby writes in his analysis of Aristotle’s concept of kexis (the Greek term for
habitus) that habitus is the social and collective manuscript written by the individual, that is,
he anchors habitus in both levels (Kirkeby 2001, 73). Applying this interpretation of habitus
in relation to Bourdieu’s conceptualization substantiates habitus as collective in nature, but
actualized through the lived life of agent. Hence, we must interpret this /ived life as the small
but subjective alterations which it is possible for the individual to make; that is, habitus must
be her understanding of the collective and social conditions which conditions her reservoir of
possible actions. This small chance of subjective alteration or deviation must be possible to
the individual because the opposite of this explanation is mechanical determination or total
homogeneity in the espoused patterns of actions among the social agents at a given time and
place. To Bourdieu, habitus was the opposite of mechanical determination. In fact, he states
that habitus makes it possible for the individual to be creative and free because habitus both
structures and is structured, as we mentioned in section 1.1.6; it makes it possible for the so-
cial agent to act without conscious and reflexive calculations. That is, when the social agent
finds herself in a situation characterized by the same conditions for social behaviour as the
ones she is familiar with, she can in fact just act. Thus, habitus provides the social agent with

the necessary ontological security needed for her to be firee (Bourdieu 1990, 55).

The “I can” mode of referring to the actions of the individuals is tied to the habitus of the
individuals. Habitus is Latin and derived from the term habeo, the latter can roughly be trans-
lated as “to have, to hold or to possess”, and habitus can be translated as “a bodily condition”
or “a bodily attitude”, that is, habitus is to have or possess knowledge of “what I am able to,
my potential” (Kirkeby 1999, 284). But habitus is not just to possess or hold; it is, as re-
marked by Kirkeby, also to be held, because even though the agent has a sense of her poten-
tial, it is a potential generated by something transcending her existence; it is an internalized

potential (Kirkeby 2006, 119). In addition, Kirkeby states that because the model of habitus is

2 Lewin argued as we showed in the first section that the point of departure must be time-present; however, he
does not reject the anthropological concept of time as applied by Bourdieu.
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the circle, it is closed to the reflexive thought, because habitus entails another type of reflexiv-
ity — a practical one, which is more to resemble with a sense, a bodily sense, or what he refers
to as the body-thought (Kirkeby 1999, 35). That is, the agent cannot be reflexive because she
is not acting on an external and objective (rather, symbolically objectified) reality or world;
instead, she acts on the schemes and models belonging to her habitus. Bourdieu states that to
the agent, this is a world within a world, because habitus is the active and working presence
of the past, as the embodiment of a history most likely forgotten (Bourdieu 1990, 56). Habitus
is tied to the experience, the lived life, the past belonging to the agent, as “...the living of the
dead time” (Plato in Kirkeby 1999, 35. Our translation), as the remembrance of what has
been. Hence, “I can” must be linked to “I could” through remembrance - as a sense of “I can”.
But this “I can” is moulded on the conditions of the past, the social conditions under which
her habitus was created; this world will appear to her as a practical world, as “...a world of
already realised ends — procedures to follow, paths to take..” (Bourdieu 1990, 53). The prac-
tical world is based on conditions which appear to the social agent as necessary and natural,
that is, conditions which are internalized, making it possible for the agent to act without the
conscious act of objectifying these conditions. In that sense, “I can” is a mode of interpreting
“I did” because the pattern of justification is tied to the lived life of the agent, and her practi-

cal world. In the following example, a CM explains how she acted during a power struggle:

“During the process of change I was supporting and pulled together the group
of managers and the followers. I was observant and steered clear of the power

struggle...” (appendix 1, 16/29)

This practitioner based her actions on a reflexive approach; however, she must have based her
actions on more than this, because she must have been able to interpret what she perceived
and to transform this into appropriate actions which require the processing of habitus being
processed itself by the conditions of the presence. These familiar conditions appear to the so-
cial agents as necessary and natural regulations of “I can”, the potential of the agent. As we
have seen, habitus is not the precise and reflexive memory of something.'® Rather, it is a vir-
tual remembrance of the social history and the experiences of the agent. As we want to deter-

mine the “I can” in time-present, we must analyse how this virtual past is linked to presence.

" For instance, it is imperative to distinguish between remembrance and recollection, the latter pointing to a
specificity that can be collected again at will.
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The present moment is the nearness of a distant past in the present; as such, it is not a pre-
sent present-ness. The emerging moment is understood on terms of the past, as the present
past-ness. This presence of the past in the present moment is captured in the bodies of the
actors as models or schemes of “what to do” by reactivating the “I could” as “I can” (Kirkeby
1998, 410). The structured practices of the past become possible actions in the present mo-
ment, because they are the internalization of the necessities and the rules of social reality

(Bourdieu 1990, 56). In other words, habitus becomes a procedural or practical knowledge.

In the situation, past is crossed by future as the “I could, so I can/will be able to”
(Bourdieu 1990, 56). As such, the situation is the possibilities of the present on the premises
of the past and the future (Kirkeby 1998, 51). Past is linked to presence through the individ-
ual’s remembrance, which induces a sense of causality (Ibid., 406). This remembrance be-
longs to the agent in a double sense because, 1) for actions to become remembrance, they
must at some point have been part of her praxis and 2) actions are the manifestation of a proc-
essing and working remembrance in the form of causality being processed through her praxis

(Ibid., 398). In that sense, habitus is linked to the lived life of the social agent.

3.3 Being in the present
However, to fully understand the meaning of a virtual remembrance, we have to redefine the

distinction between present and past to a distinction between the past as IS BEING, and the
present as IS BECOMING. Drawing on the philosophy of Henri Bergson, Deleuze suggests a
distinction between Being and Being-present, that is, the becoming is active, whereas the past
has ceased to be active, but it has not ceased to be. The past was not; it is because it is pre-
served in itself, juxtaposed to the becoming, which is not yet in itself (Deleuze 2006, 55). Fur-

thermore, he writes:

We place ourselves at once in the past; we leap into the past as into a proper
element. In the same way that we do not perceive things in ourselves, but at
the place where they are, we only grasp the past at the place where it is in it-

self, and not in ourselves, in our present. (Ibid., 56. Our emphasis)
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Deleuze argues that we cannot refer to the past
as passed present; rather, we must think of the
past as general and in itself. When we leap into
the past through remembrance, we leap into
ontology, into the past in itself (Ibid., 57). The
past becomes that past because it co-exists with

its present; it is a past, presupposed in the pass-

S ing moment and in remembrance, we remem-

ber that present moment, but it is really that

3.3.1 Figure 1: Deleuze 2006, 60 past. But it is not just a past consisting of

passed moments; it is the whole past, as illus-
trated in the inverted cone. This cone illustrates the total co-existence of past and presence,
that is, the present moment co-exists with the past A and B, but only by including A’ and B’
and A’ and B”’ (Ibid., 59-60). These A and B levels are not to be viewed as elements of a
particular past; rather, they are contracted-memory, a virtual past, and as such, the whole past
is present at each level. In a metaphorical sense, the past is a song on repeat, continuously
restarting from a new place in the song. In remembrance, we first leap into the past, then we
leap into a general level, which holds the whole past but from another point-of-view or as

“

Deleuze states “... in a more or less contracted state.” (Ibid., 61). These leaps, which refer to
the act of remembrance, can be imagined as a narrative spiral consisting of never-ending
swirls and every time the story begins, it can connect to different levels of the past, however
always the whole past. In addition, this spiral is updated by the new experience, new situ-
ational circumstances, so the same story will not have the same start every time, but depend
on the particular circumstances of the presence. Thus, this substantiates the understanding that
the past consists of “dead time”, seized by and contained in time-present; time-past is dead
but living in the remembrance of the individuals and is constantly being activated as a reser-
voir of potentialities, potential actions, and possible worlds. So, the “I can” in time-present is

linked to time-past, because it is contained in it. In popular terms, we are trapped in our past

or rather, in a false presence.

However, the condition we wanted to indentify also relates to the relation between the
time-present and time-future; we know already that the becoming is active, it is potential be-

ing. So in order to capture the self-judgment of the agent in the time-present, it is essential to
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capture this relation; the moment before she acts. Presence is the opposite of what is absent; it
is the presence of the past, a familiar and realised past, and the presence of a sense of what the
agent can aspire to. Hence, the forth-coming is present in time-present as the presence of the
objective chances of success (Bourdieu 2000, 210). In other words, the practical anticipation
of the forth-coming is inscribed in the time-present, and time-present was contained in time-
past, which entails that the forth-coming is contained in the past. However, this practical an-
ticipation of the becoming is limited; in more technical terms, it is the use of the conditions
for reception as conditions for choosing actions (Bourdieu 1992, 69). In that sense, it is the
limit of the individual’s possibilities; it is the self-censorship and self-corrections we exercise
when we speak. This tacit knowledge is the result of the incorporation of the symbolic struc-
tures guiding production and reception; it is the knowledge of that which transcends the rela-
tionship between the producer and receiver of the product; what Schein would call “culture”.
Kirkeby describes this shift from the centralization of the relation between the producer and
receiver to the symbolic conditions, as a shift from the other to the third as guiding principle
of communication (Kirkeby 2006, 50). However, being encapsulated in habitus, this practical
anticipation is not something which can be recalled on demand, and Bourdieu provides the

following description of the limit of practical anticipation:

“The capacity to anticipate and to see in advance that is acquired in and
through practice and familiarization with a field is nothing like a knowledge
that can be mobilized at will by means of memory. It is only manifested in
concrete situations and is linked as if by relation of mutual prompting to oc-

casion which calls it forth and which it causes to exist as an opportunity to be

seized.” (Bourdieu 2000, 210)

The anticipation is a self-created anticipation by habitus, which also marks the opportunity as
such. The limit of this anticipation is the familiarity of the field, the convergence between the
world and my anticipations; we cannot anticipate events in an unfamiliar field, which is why
we feel like a bull in a china shop, whenever we find ourselves in a socially unfamiliar terri-

tory. It is a product of the quasi-categorization by habitus, the knowledge of “I have been in a
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similar situation-1 before as now in situation-2, therefore I categorize situation-2 as a situa-

tion-1>.1

In the perspective of Bourdieu, it is the fact that situation-2 bears resemblance to situa-
tion-1, which triggers the behaviour in the individual through habitus. It is the presence of a
past event in the present presence; however, allowed some degree of freedom or adjustments
because the action actualizing the possibility may differ from the previous action in situation-
1, that is, Bourdieu allows the present occasions some degree of influence. So, the limit of this
capacity of practical anticipation must be the individual’s familiarity with the field, the imma-

nent limitations and possibilities, and her ability to categorize the situations.

In the theory of Bourdieu, this practical anticipation is linked to doxa. According to
Kirkeby (1999, 276), doxa is a primitive form of knowledge, and in the philosophy of
Husserl, Urdoxa 1is tied to the concept of the world - the world is conceptualised as the hori-
zontal structures of beliefs about what is present in the perceiving of something, because this
something is always perceived in a context of potential other things, and this Urdoxa is the
primitive certainty of what is present (Smith 2003, 168). Perhaps inspired by Husserl,
Bourdieu defines doxa as a practical belief in the social games, e.g. the process of organiza-
tional change and its presuppositions. Often this concept is accompanied by Bourdieu’s con-
cept of illusio, the interest or investment in the game. Bourdieu often applies the metaphor of
the field (see section 3.6) as a game being played out. A simple example would be to accept
playing Scrabble; we adhere to the potential of winning something (money, glory or the right
to do the dishes) which means that we recognise the game and the stakes as significant for the
time being. Also, when playing the game, certain rules apply that makes certain thoughts and
actions possible and renders others impossible, keeping in mind that the rules may be both
explicit and implicit; acting within a field points to the necessity of adhering to the certain
logic defining the field. Furthermore, in Scrabble as in any games, notions of “appropriate

gaming behaviour” '° are present, which renders outbursts of rage and the throwing of the

" In Wittgenstein’s book “Philosophische Untertersuchungen” he develops a similar concept called

Familiendhnlichkeiten, he defines it as: “..denn so iibergreifen und kreuzen sich die verschiedenen
Ahnlichkeiten, die zwischen den Gliedern einer Familie bestehen: Wuchs, Gesichtsziige, Augenfarbe, Gang,
Temperament, etc. etc..”. (§67). What Wittgenstein argues is that family-resemblance is created when the object
shows similar properties and because of that they can be categorized as belonging to same category.

' Logic of appropriateness is a concept by examined by March and Olsen (2009). The authors point to the fol-
lowing of rules because they are “...natural, rightful, expected and legitimate” and actors “...seek to fulfil the
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gaming table unwelcome, even though this behaviour is not mentioned in the official rules of

the game; these rules apply more generally, namely to the field of “how to play games”.

3.4 Dynamic Learning

When the social agents know these rules and are generally familiar with the game, it is easy
for them to play and anticipate in advance the forth-coming contained in the presence; they
are induced with what Bourdieu refers to as a sense of the game, and this sense is tied to the
agents’ habitus. There is, then, more to this “I can”, because it is not just formed by the past,
but also by the familiarity of the field and the anticipation of the forth-coming in the present.
Referring to the all-time greatest icehockey player, Wayne Gretzky, Warren Bennis exempli-
fies this heightened sense of the ongoing and of what is to come by coining the term “The
Gretzky Factor”; this American sports legend always seemed to be not where the puck was,
but where the puck was going fo be.'® And, the “I can” has yet another side, because the po-
tential, which is the practical mastery tied to the sense of the game, is the result of a dynamic
process of learning through which these predispositions of game playing are acquired, and the
conditions of the field become familiar. Acquiring the habitus needed to play a particular
game is not just learning to play the game; it is also learning to think in terms of game, that is,
it is to learn not just the rules of the game, but also to make the rules the governing principles
of production (Bourdieu 1990, 67)."” The reservoir of learned predispositions, which uncon-
sciously guides the mind, is contained in the body, which becomes the locus of attention from
the early childhood when we learn to “sit up straight”, and the proper way to eat with a knife
and a fork (Ibid., 69). The belief in the games becomes continuously enacted through the dis-
positions embedded in the body and language; as social necessities, they become natural and
sensible ways to speak and act. In other words, from early childhood we must face that our

bodies and language belongs to the other, as our part in the reality, the body and the language

obligations encapsulated in a role, a membership in a political community or group” (p. 2). As such, the logic of
appropriateness responds to a less dynamic relation between the field and its constituents than that of habitus, as
it is focused on explaining how rules and interests provide actors with more or less clear behavioural guidance,
but is more reluctant to respond to how changes can be explained, i.e. the breaking of the rules. They do attest
that rules change, but it is a time-consuming process requiring a strong majority, which again does not explain
comprehensive organisational changes over a short time-span that do turn out successful from time to time.

' Beer and Nohria 2000, p. 117
' Moreover, Bourdieu writes that the younger the player is when she enters the game, the more likely she is to

be fully socialized into the field, and hence the more implicit the investment and conditions of production seem
to her.
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becomes the primary objects of social and symbolic domination. The pressing example is, of

course, the discrimination of genders through wages.

This type of dynamic learning is more profound than trial-and-error learning, because it is
the acquisition of the principles for the production of the bodily and linguistic practice; it is to
learn the appropriateness of these principles because this mastery is “empty”, if it is not en-
acted at the right time and place, encoded with the proper symbolism (Ibid., 69). In other

words, learning is changing the habitus, and thereby who we are.

Getting access to social fields requires that the agent is in possession of the proper capital
in the eyes of the other. This capital is acquired through habitus and either acquired from birth
or through a slow process of initiation into the customs and social structures of a field, i.e. by
obtaining an academic degree. Bourdieu states that this type of learning is between mere fa-

miliarization with the field and its conditions of production, and the art of living (Ibid., 74).

Contrary to rational reflexion, even though habitus is continuously being updated by new
experience, the early experience, the Urstiftung, is favoured (Ibid., 54). Here it seems that
Bourdieu was influenced by Husserl (1999), who writes in §50 about this Urstiftung and its

relation to analogizing transfer:

“...every apperception in which we understand their sense and its horizons
forthwith, points back to a “primal instituting”, in which an object with a

similar sense became constituted for the first time.”

Furthermore, the dynamic nature of habitus must not be interpreted as radical changes; rather
it is permanent revisions of a lesser scale. As such, Bourdieu describes it as characterised by a
combination of constancy and variation (Bourdieu 2000, 161). That is, as it was argued by
Lewin, even though the human mental processes are continuously redirecting and internalis-
ing the input of the ever changing circumstances of the surroundings, something persists; a
kind of durable frame, no doubt influenced and generated in the early socialization, that is, in

the Urstiftung of our awareness of the social world.

This dynamic process of learning can be compared to Bateson’s different types of learn-
ing, because it is more profound than the mere familiarization with the principles of produc-
tion characterizing the field; the agent must not only know the rules, but also internalize these

as her governing principles of production. The agent must acquire the ability to punctuate the
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stream of reality in accordance with the principles of the field, and adapt her level of aspira-
tions to the dominating principles of the field; that is, she must adapt her principles of choos-
ing appropriate responses to the principles of the field. However, as remarked by Bateson,
these different types of learning are to be defined as changes in the patterns of responses. In
relation to the model of Bourdieu, the agents learn new ways of responding to stimulus simi-
lar to the stimulus they are already familiar with. The agents learn which properties are objec-
tified as symbolically significant, that is, they learn new ways of reading the social reality,
because they learn to take into consideration other conditions than the ones which formed
their habitus. However, the agent also learns new context markers, because different social
fields may have different markers of where they start, e.g. there may be very different princi-
ples of production if the agent moves between the office-level and the production-level in an
organization. This process of dynamic learning can be characterized as a spiral; what is first
learned is not forgotten. This dynamic process is more to resemble with a continuous fine-
tuning, the different swirls of the spiral marking the different conditions of production charac-

terizing the different social contexts.

The habitus is constantly attuned to the social structures and their symbolic principles for
production which is internalized by the agents, and hence the social structures are enacted
through the bodily and linguistic dispositions. This “I can”, the potential of the agent, is con-
stituted through her experiences with different social games and fields; in short, her lived life.
It is a practical mastery which is the result of a dynamic process of learning the dispositions
of the body and the language. In other words, this “I can” is manifested as a bodily procedural
knowledge of “how to”. But this also implies, that when this “how to” is not aligned with the
dominating symbolic structures, the agent is trapped in her body and language, as the students
belonging to the working class must realize when they are enrolled at the university; they are

easily recognised on their rough hands, and simple language.

3.5 Practical Epistemology and Metaphors

From an epistemological perspective, this entails that the social agents cannot see, let alone
act on social stimuli that they are not predisposed to act on, e.g. in unfamiliar social fields.

Habitus becomes the outer horizon'® of the social phenomenon; it creates the light in which

'8 Husserl introduced the concept of the horizon to conceptualise the limits of awareness. We need to distinguish
between an objects inner and outer horizon. The inner horizon of objects can be defined as the nature or the
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other social actors and the properties of the field appear and are assessed. That is, it predis-
poses the social agents to perceive the social world in a distinct way, because it per-
ceives/decodes through the patterns with which it is familiar. In other words, habitus objecti-
fies the social world in accordance to what should be there as a kind of a practical judgment®’.
Judgment steps in when the knowledge of the agent is insufficient; it is based on the habitus
and encoded in praxis. Judgment can be viewed as a dimension of the Greek concept phrone-
sis, a concept which Kirkeby defines as the sense of the event, the sense of doing the right
thing, but in a double sense, that is, the timing of the actions so they are enacted at the right
time and place, but also ethically right (Kirkeby 2009, 20). In relation to “I can”, phronesis is
not just a sense of the possible; it is a sense of the ethical and symbolic structures for actualiz-
ing this “I can” as actions. In that sense, it is knowledge of oneself as “I can” and the presence
of the social and collective structures for actualization (Kirkeby 2009, 21).
Habitus becomes, then, an unconscious anticipation of what the social world should look like,
based on the agent’s previous experience. Like the epistemological problem of Husserl’s
cogito cogitatum™ (intentional perception), habitus generates a social epistemological prob-
lematic aspect because the world is not decoded as it is; rather, as what it is in relation to the
acquired schemes and models of the individual. To exemplify these practical judgments, we

will show how they unfold themselves in the metaphors we use.

As we stated in section 1.1.4, metaphors create distinct ways of thinking and acting and
directs the attention of the CM towards what she believes to be the problematic areas of the
organizations. As such, they frame the perceived status quo of the organization. In our survey,
the CMs applied various metaphors to describe the condition of the organization they were to

change at that time.”'

content of the object, which is absent in our perception of it. Even though you can only see one side of the
square, you anticipate it has four sides. The outer horizon of an object can be defined as what is present in the
perception of the object, but without being a part of the object. (Husserl 1999, §19).

' What fills the gap between “what we know”, “what we think we know”, and “what we know we know” is the
practical judgment and the practical anticipation. Husserl (1999, § 5) states that: Judging is meaning — and as a
rule merely supposing — that such and such exists and has such and such determinations: the judgment (what is
Judged) is then a merely supposed affair or complex of affairs, an affair or state of affairs as what is meant.

2% Husserl states that it is a cogito that bears within itself its cogitatum (Husserl 1999, § 14). That is, simply “/
am conscious of something” (Smith 2003, 35).

2l ' We know that the metaphors applied are reflexive in nature, and not pre-reflexive. This naturally presents a
methodological problem; however, here the metaphors are only applied as exemplifications of their nature.
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A lion eating its own cubs.

The small lion cubs about to be eaten were re-

sisting.

A brought-together family through a forced

marriage.

Providing a mediocre biker with a professional

bike and expect him to win Tour De France

An elephant. It never forgets what it previ-

ously learned, and does not want to change.

Explosion. A lot of things were blown up in the

air, and later gathered so that it could be reused.

Sleeping Beauty. An organization which has
slept for fifty years knowing that it had a

strong brand.

The Emperor’s new Clothes. The organization
should rapidly be redressed in a new set of

clothes, but contrary to the fairytale, it is to be

visible.

(Source: Own creation)

As this scheme shows, there is coherence between the metaphor of organization prior to the
change, and the process of change. Even though the pictures are different, their associations
mix. The elephant is strong and cannot easily be reined, and when it has learned something, it
will never forget it, just as it remembers if someone has hurt it. The connected metaphor of
the change is the explosion, that is, to domesticate the strong “animal”, harsh methods must
be applied. Just as Sleeping Beauty must wake up from her long and deep sleep, the emperor
must step out of his illusion and acknowledge that he is naked. The metaphors used here by
the CMs all associate the same imagery of the organization as a strong, heavy, not easily
moved or awoken object, which has brought this condition on itself. In addition, the meta-
phors of the processes of change associates what should be done; what the CM was facing
during the process, as the mediocre biker who was provided a professional tour-bike, or the
CM who, as the boy who speaks the truth about the emperor’s lack of clothes, must make the

organization realize it own condition.

Metaphors frame the organization and its conditions and as such, it adds to the objects we
perceive, that is, it ascribe characteristics to the particular situation in which that object is
found, as a kind of pre-reflexive knowledge. In the following, we exemplify how practical

judgments appear in a practical context.
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L. .. Example 18/35
3.5.1 Empirical example: The practical judgment

Introduction

The objective of the change was to change the working-patterns of the organization through
higher operational efficiency. This entailed that highly skilled employees, who were special-
ized in their particular operation and used to take the necessary time helping the customers,
was now forced to work efficiently and fast. According to the practitioner, this induced a
sense of “quickness before quality”. The process of change had severe consequences for the
employees because they felt that they lost some of the joy of working, and in particular, they
felt that they lost their work-identity.

Mismatches beyond the horizon

The practitioner frames the organization as “Mother Theresa”; the altruistic saint with the big
heart. In addition, the employees felt that they made a difference helping other people.
Mother Theresa was good, altruistic, kind, and caring; characteristics juxtaposed to the val-
ues most often associated with business organizations, namely efficiency, money before hu-
manity, cost-benefit etc. The process of change was focused on the business side of this dis-
tinction. The practitioner characterizes the change as a transition from heart to business. This
mismatch between the organizational character and the process of change lead to, among
other things, loss of work-identity. In addition, she writes that the will to change of the group
of leaders was extensive. However, the process of change was conditioned by the CTs will to
change. But this limit was first realized post-reflexively, when the unhappiness of the em-
ployees was espoused. According to the practitioner, she was conscious of this mismatch and
tried to create a vision which encompassed both sides of the distinction. However, problems
still emerged because she had not realized the identity threatening nature of this change. The
distinction she applied to frame (i.e. judge) the condition of the change was not aligned with
the symbolic structures of the organization. To overcome this negative framing of the change
by the CTs, the group of managers started framing the change in a positive sense. However,
as Bourdieu emphasized, the product is never better than its reception because it is assessed
through the social structures of the organization. Not even managers can fight against sym-
bols. To overcome such mismatches, the managers or other people involved in the process of

change must possess or be part of a field of power that can alter the symbolic structures of
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the field.

3.6 Social Fields and Social Energy

As we have mentioned, the practical judgment is always contextual, that is, wrapped in a so-
cial setting or field. The social field is a space of social differences created through the hierar-
chization of symbolic products, that is, the objects, the skills, the work titles, the gestures, the
utterances, the products of leisure, the different kinds of sport etc. (Bourdieu 1998, 6).
Bourdieu applies the concept of social fields as the context of differences that makes symbolic
products appear as different within an ascribed social value (a critique of the concept of con-
text applied by phenomenology). Alongside the game-metaphor, Bourdieu often applies the
metaphor of the field as a market, because just as in economic theory, the products of the so-
cial agents are valued in accordance to their scarcity, and rare competences will be ascribed a
relatively higher value. However, this only occurs if the competences are appreciated by the
dominant symbolic equilibrium; even though the ability to speak Latin is rare, it is also rarely
appreciated. The fields are structured in accordance to the scarcity of different kinds of capital
forms, and the social fields are arenas of symbolic struggles to define which capital forms
should be ascribed the highest value. At universities, these symbolic struggles could be be-
tween the social sciences and the humanistic sciences, and in business organizations, the
fighting could be between cultural values and economic values. In conventional literature on
organizations, these definitorial battles are often referred to as political struggles between dif-
ferent social coalitions, each aspiring to enforce their wishes. In their book, A Behavrioral
Theory of the Firm (1963), Cyert and March analyze how organizations make decisions
through coalition building rather than rational decision making. They give the example that if
an organization wants to paint a wall, different groups may want to paint it in different colors.
To solve this problem, coalitions must be constituted, that is, collective goals cannot be taken-
for-granted, which is usually the case in economic theory; they must be established through
political maneuvers and social support from organizational members possessing the proper

capital (Cyert and March 1992, 36).

In modern theory, organizations are described as social and dynamic human environments
characterized by team-based structures rather than hierarchy, and norms and control are exer-

cised through the cultural or institutional level rather than through formal control structures.
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This classification of the organization also entails that the employees must possess more than
their mere work skills; they must also possess social abilities (Ferris et al. 2000, 26). The
leaders of these social organizations must be prepared to lead “from the middle” rather than
from the top; however, not the middle of the hierarchy, but from the middle of the social field.
In other words, the idea of the leader as the privileged spectator who is neutral and objective
must be rejected and his substitute, the human leader, must be welcomed. This also seems to
be the perspective of Kirkeby’s philosophy of leadership in which he describes the leader as a
human, and leadership as a human praxis, which must be socially legitimate rather than just
formally legitimate (Kirkeby 2006, 34) In addition, the leader must be prepared to accept that
social skills are more important than education and good administrative skills; the human and
her self constitutes the functional limits of leadership (Ibid., 38). Leading from the middle is a
kind of leadership which is orchestrated by habitus; it is leading from the present situation on
the terms of “I can” because the justification of the leader’s actions is her lived life. In other
words, we cannot separate the subject from her object, because leadership must come from
within; it must be related to the self of the leader (Ibid., 117). As Kirkeby states, leadership is
a subject-to-subject relation, and both parties, the leader and the follower, need each other in a
definitorial unity (Ibid., 36). However, it would be naive to completely welcome the demise
of hierarchy, because what this type of leadership enforces is just the shift from the formal
hierarchies of Weber towards a social symbolic hierarchization. Throughout the last decade, a
huge amount of theories on leadership has addressed this problem from different aspects;
however, no matter how it is addressed, it seems to be a problem of the shift from government
to governance (Serensen 2007, chapter 5). Moreover, different authors have proposed differ-
ent ways to lead under these circumstances, whether they addressed it as the management of
meaning (e.g. Smircich and Morgan 1982) or lateral leadership, that is, a kind of leading
from the side, aimed at generating a shared meaning as opposed to the lack of clear structures
of authority (Kiihl, Schnelle, and Tillmann 2005). What these theories seem to neglect is the
social power needed to generate this kind of shared meaning. Bourdieu argues that the aim of
this kind of leadership should be to influence the objectified properties of the social field, cre-
ating a kind of knowledge effect. However, he emphasizes the necessary political capital the
leader should possess to do this (Bourdieu 1992, 127). In the following, we provide an exam-

ple of leadership from the middle.
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3.6.1 Empirical example: Cultivating the Resources of Others Example 4/6

Introduction

The CM was as a newly hired leader given the job of saving the organization from closing
because it was starting to create deficit economic results. The CM describes the organiza-
tion before the change as a big dog which has been bullied by the previous leader, and now
has lost all its self confidence. She describes the process of change as the princess who
kissed the frog and made it turn into the prince it originally was. To unfold this hidden po-
tential she states that she had to make the CTs believe in themselves and their potential,
and that they should have restored their believe in the game; that it was worth joining in
and being creative. She describes that her part in this process was her ability to listen, to be
visible, to take the employees seriously and respect their differences and their ideas and
thoughts. In addition, she explains that she had to show compassion and trustfulness to-

wards the CTs.
The Process of Learning

The CM explains that to get to know the status quo of the organization, she started con-
ducting several interviews and visited the different departments of the organization to get
an idea of the culture, and the spirit of the organization. In the perspective of Bourdieu, she
had to learn what was symbolically appreciated by the CTs, and get a sense of the re-
sources of energy which could be cultivated to actualize the hidden potential of the organi-
zation. That is, instead of trying to enforce some group of energy, she enforced and culti-
vated the necessary energy for the project to be successful. In order to do that, she writes
that she showed/expressed love, compassion, openness, etc.. This can be interpreted as her
embodying these values. Through her process of learning, she learned to embody these
values because they were necessary for the success of her project; she made them a part of
who she was, a part of her representation of the world. It is impossible to say anything
about these values and their convergence with her self, but as the method worked in prac-
tice, she may have deceived the CTs into believing in her patterns of actions or they must
have seen her as a genuine leader. However, what she chooses to objectify must in accor-
dance with our perspective be what she is familiar with, that is, the justifications of her

actions must be found within her, within her embodiment of the collective values. More-
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over, as a new leader, this process must be exhausting because she may not have had any
idea, other than general ones, of what was symbolically significant to these employees. But
when she refers to the employees, she objectifies them as someone lacking self confidence,
thus stressing the symbolic energy, she enforced. So, she objectified the CTs as someone
who could be willing to change if she just enforced these values in them. This was the ho-
rizon on which the CTs appeared as CTs, and the horizon of her planning of her methods.
This was, of course, enforced by her ability to represent the opposite values of the previous
leader. So, her social impact may also have been enforced through the psychological proc-
ess of the CTs, and their acknowledgement of her as a different leader. In other words, a
crucial reason for her success may have been that her habitus, thus her way of thinking and

perceiving, creates actions and strategies that are readily accepted by the CTs.
Leading From the Middle

In this example, the CM describes a situation in which she was to lead from the middle;
that is, getting to know the employees’ symbolic objectifications by being open and visi-
ble, but also by de-freezing the present, working with the present situation on the premises
of past. She enforced the symbolically emphasized values which made it possible to actual-
ize the potential, that is, through a kind of practical magic she made it possible for the em-
ployees to feel that their skills were socially and symbolically appreciated. The CM em-
bodied the social and human values; not the values typically enforced in a business organi-
zation. She enforced the perspective of the employees as humans, not as employees. This
method of symbolically framing others also seems to be an important part of the organiza-
tion characterised as a social field. However, the functional limits of this method is the
ability of the CM to understand the field, to be reflexive and to learn from her reflexive
process what is important, that is, what is symbolically significant here, and apply this to
explain why the employees act as they do. But we also have to remember the social recog-
nition, that is, the leader being symbolically recognized as someone who possesses the
appropriate capital portfolio to enforce some social values on others, because without this

symbolic recognition, the CTs will not accept her efforts.
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3.6.2 Social Energy and Hierarchization

Bourdieu conceptualizes organizations as open spaces of social energy ordered through the
hierarchization of properties by the symbolic structures. A business organization may be dif-
ferentiated in accordance to the ascribed social values of education, social power, compe-
tences etc. However, these principles of hierarchization draw on the energy from its surround-
ing society, and generate as a result similar symbolic hierarchies. For instance, in his study of
the university system in France, Bourdieu found that the social value ascribed to different job
positions (doctors, lawyers etc.) was transferred to the social hierarchization of these educa-
tions and their respective faculties within the university system (Bourdieu 1988, 41). This also
entails that shifts in the symbolic principles of hierarchization in the surrounding society leads
to shifts in the symbolic hierarchization of the organization. In addition, this entails that when
a social agent enter a social field while possessing a capital portfolio resembling the one fa-
vored within the field, she can aspire to more within the organization than the less fortunate
social agents through the social principles of hierarchization. That is, levels of aspiration in
society get translated through habitus to the level of aspiration in the organization (Bourdieu
1988, 53). We return to the relation between field and habitus later in this section. However,
Bourdieu also describes that there is not a similar relationship between the fields, because
their boundaries are constituted when the effect of the symbolic hierarchy loses its social im-
pact (Bourdieu & Wacquant 2004, 88). That is, the agent’s level of aspiration in one organiza-

tion cannot necessarily be easily transferred to another social organization.

The capital portfolio of the agent determines her social impact, because even though her
product is externalised from her, it is assessed on the basis of the socially ascribed capital of
the agent. Capital can be described as a psycho-social energy which creates the dynamics of
the field. It is the energy which makes it possible for the agent to exploit her potential because
it is the energy which creates the difference between a mere possibility and its actualization.
As such, it is an empty inclusion in the “I can”, because it was the energy which made it pos-
sible. To Bourdieu, the concept of capital forms was a way of criticising the conception of
possession in the conventional economic theory; it made it possible for him to explain social
differences based on the concept of possession of some symbolic properties, but including
properties which could not be reduced to monetary capital possession. To Bourdieu, it became
another way of explaining social differences, because to obtain capital, the social agent must

possess capital. The social agent, who is aspiring to gain academic capital, must acknowledge
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that it depends on his early investments in cultural capital, and this capital often requires that
his parents possessed some level of this capital themselves, or at least enough monetary capi-
tal for him to invest his time solely in obtaining this cultural capital (e.g. by obtaining an aca-
demic degree). Capital possession is most correctly referred to as a capital portfolio because it
is the possession of a proper mixture of different forms of capital, that is, a proper mixture in
relation to the diversification of the portfolio, and the volume of the single forms of capital in
the portfolio. Bourdieu often refers to this proper capital mixture as the symbolic capital of
the social field. Furthermore, each social field is characterized by sets of specific capital

forms (Bourdieu 1983).

These capital forms are generated in the interaction between the social agents, when
something is objectified as socially valuable by the social agents, who possess the power to
define what they consider proper capital forms to possess, and through the objectified nature
and internalization, the capital forms achieve their effect. John Bowers (1992: 234) describes
formalism in a similar way. Because this imposition of forms, formal rules (e.g. specific vo-
cabularies) are political in nature; they are always representing someone, and favouring some-
thing. Just remember the example above in which the CM tried to frame the process of change

in positive terms through emphasizing certain characteristics of the CTs.

The symbolic structures of the field become the alienating otherness which inhabits the
social agents and determines how they relate to themselves and the other. It becomes the mask
we unconsciously put on her, when we see her as another player in the game, with her specific
position in the social field as opposed to my position. In other words, what we perceive, when
we perceive another agent is not her self, but the symbolic contours; what we objectify in her
is mediated by the internalization of the symbolic principles of hierarchization. Here,
Bourdieu seems to have been inspired by G. H. Mead and his conceptualization of the gener-
alised other, a kind of virtual otherness, because it is both the attitudes of the others towards
the Me, but also their attitudes towards each other and the general social processes (Mead
1967, 154). Just remember how the followers in the empirical example above were addressed

as somebody who lacked the feeling of self-confidence.
3.7 The symbolic field

To exemplify the symbolic differentiation of the field, we will draw on inspiration from the

field of art production. The positioning of different agents relies on their respective capital
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(which in this instance is cultural as opposed to economic). The dominant groupings conse-
quently have a high share of the capital, rendering them capable of setting the agenda for the
overall field; as the peers of the art world, they get to decide what is to be considered art and
what is not. Reversely, weaker positions within the field are not given the opportunity to in-
fluence the “name of the game” as such. In his attempt to define art, Kjorup (2000) refers to
the plumber becoming the laughing stock of the world of art when trying to define his toilet as
a work of art. Kjerup explains this by pointing to the plumber’s lack of required recognition
from the world of art, which Bourdieu would explain as the plumber lacking the sufficient
amount of capital to redefine the rules of the (art) game. Alternatively, being indifferent to
how art is defined means dissociating oneself from the game and refusing that something is at
stake. But, we cannot appear indifferent as this action itself also expresses an attitude towards
what is played about, namely that it is not worth playing about (Bourdieu 2003, 152-153).
Moreover, the art world distinguishes clearly between monetary capital and the highly as-
sessed symbolic capital belonging to the field, because social agents might be able to afford
an expensive painting but if the other agents do not recognize her ability to appreciate it in a
proper and formal way, it is symbolically useless to her. In other words, the theory of capital
induces a certain level of authenticity, because the agents must have the potential of symbolic

appreciation socially ascribed to them (Bourdieu 1998, chapter 2).

To sum up the relation between the theory on social fields and organizational theory, we
must understand these social structures as objectified structures, a kind of immanent otherness
which alienates the agents from themselves and each other. It is a distant voice speaking in
the present, a voice sounding from within the agent. This view is juxtaposed to the perspec-
tive of the classical structuralism of e.g. Emile Durkheim (2000, 22), who claimed that social

relationships should be treated as objective, external and coercive to the individual.

To exemplify this distinction, consider the basic idea of an organisation as a demarcated
space, in which a number of individuals are present. This imagery is depicted in the top rove
of Figure 3.7.1. Alternatively, Bourdieu conveys the notion of the objective structures of the
world (in this case, the organisation) being internalised by the individual, making the habitus
“...inhabited by the world it inhabits...” (Bourdieu 2000, 142). As such, habitus operates
from inside the individual on behalf of a collective manuscript, as we stated in section 3.2.
This is displayed in the bottom rove of Figure 3.7.1. Thus, the structures of the world are not

individual, but rest within the individual habituses.
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Bourdieu refers to the relation between field and habitus as

functioning on two levels; 1) the field structures habitus as
an internalised product of the immanent necessities of the
field and 2) habitus aids in constituting the field as a world

that makes sense (doxa), containing values that are worthy
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of pursuit. Bourdieu repeatedly reminds us that the causes,

which a person attributes to an experience, are one of the
major determinants of the action she will perform in re-
sponse to that experience. This attribution depends on the
person’s habitus and leads Bourdieu to the recognition that

people can choose their actions, but that they cannot choose
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olo
® ®

the principles behind their choices; they are as such “prede-

3.7.1 Structuring from termined” and embedded in the habitus.

within: Own creation

3.8 Self-technology and Self-efficacy

Above we saw that habitus was the presence of the past embedded in the modal verb “I can”
and that this potential was a result of a dynamic and social process of learning, which not only
made the agent familiar with the nature of the game, but also her position in relation to the
other players. As such, social agents appear as captives of their own bodies, because they
cannot know more than they have been exposed to and cannot aspire to more than they feel
endowed to by their position in the field. What Bourdieu refers to here is the working social
history and reality; the mask we use to put ourselves in perspective through the workings of
history and society. It becomes the mask we put on, our self-recognition, when we see our-
selves in the “social mirror”. The theory of Bourdieu implies a certain level of path-
dependency in both a physical and symbolic sense, which is also related to social history, and
the social classification found in the differences between different social positions. Every so-
cial system, whether it may be a university or a business organization, is characterized by a
social hierarchy, which is applied when the social agents pass practical judgment on others

and assess their own possibilities. Bourdieu writes:

“In every social universe, each agent has to reckon, at all times, with the fiduciary value set

on him, which defines what he is entitled to — among other things, the (hierarchized) goods he
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may appropriate or the strategies he can adopt, which, to have a chance of being recognized,

that is, symbolically effective, have to be pitched at the right level...” (Bourdieu 1990, 138).

However, this is not a conscious process of evaluating the chances of success; rather, it is an
adapted level of aspirations, because habitus is constantly attuned to the social field and its
conditions for production, so the schemes and models embedded in the habitus are already
objectively adapted to this particular agent’s possible actions (Ibid., 54). Here we again en-
counter the concept of objectivity applied by Bourdieu; the alienation of the subject through
her possession of the proper capital portfolio. The individual perceives herself and her possi-
bilities through the mask of the symbolic system. As such, she does not assess her possibili-
ties from an objective position but rather from her position in the field; a position which is
created by her access to, and possession of, symbolic capital (Bourdieu 2000, 135). In
Bourdieu’s study of the academic system in France, he discovered that young PhD scholars
would refrain from seeking the position as professor, if they assessed themselves as too
young, that is, younger than those who would normally be granted such a position. The reason
is that academic capital is associated with the investment of time, and hence age (Bourdieu
1988, 91). The scholars were not rejected, because they chose not to apply (Ibid., 59). Here
we encounter the problematic aspect of the pre-reflexive attitude, because another scholar
might get the position but then how was she assessed by the Board of professors? Because the
chance has passed, we cannot analytically judge if it was her best choice not to act, because
the world is not external and objective as such. The CM will also base her practical judgment
and her actions on “I can”; however, in the pre-reflexive sense, this “I can” is more to resem-
ble with an attitude than secure knowledge. Because even though habitus, mediated by the
active processing of remembrance, induces a sense of practical knowledge as “I can”, it is
based on a path-dependency nature and as such the agent does not know if she can, but she

may firmly believe it*.

When models of change management leave this knowledge out, they produce a non-social
and abstract world, because the authors neglect the fact that as social agents, we are predis-
posed to act in certain ways. When Kotter and Schein write that change management can be

learned through experience, they neglect the social facts, because as social agents, we are pre-

22 Social psychological models, such as the Galatea effect, may in fact increase the actual likelihood of social
success; if the social agent herself is sufficiently convinced of her success, it is likely to “rub off” on her sur-
roundings (see e.g. Daido & Itoh 2005).
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disposed to play the game in certain ways. We do not act on an objective and external world;
we act on our anticipation and past interpretation of this world through our remembrance as

the “I can”. In other words, we act on opportunities in ourselves.

Habitus makes social life possible, but it is an alienating perception we institute, a self-
perception structured through the working social history and the distribution of capital in the
field. Habitus becomes the silent and unconscious self-judgment, a limit on the aspirational
level of the social agent, that is, the limit of her believed social capabilities assessed through
her position in the social field; what social psychology often refers to as social self-efficacy:
The degree to which the CM believes that she can control the social outcomes of her actions —
her self-judgment of her social capabilities (Ferris et al. 2000, 29). Moreover, this alienating
presence of something alien within the agent mediates how she relates to herself; it becomes
what Foucault would refer to as a self-technology; Bourdieu interprets this concept negatively,
as a self-limiting relation between the actor and the social field. Habitus induces a sense of
ontological insecurity, when it is not aligned with the symbolic structures of the field. In

short, it is how I relate to myself and to my potential in social contexts, contained in the “I

3.8.1 The three aspects of habitus

Self-technology Social self-efficacy  Procedural knowledge
Manifestation “How I relate to my- | “My potential” “How to”

self”
Level Symbolic Symbolic Symbolic/physical

In the above table, we display the three aspects of habitus, which we will briefly comment on.
In this “I can” constituted by habitus, we find the different sides of being a social agent. The
potential in the time-present is the presence of the social history; the agent’s position in the
social cosmos of society and in the social hierarchy of the organization, and the agent’s past
experience; in short, her lived life. The social agent is, to state it in popular terms, trapped in
her lived life, the instituted predispositions of her body, her language, and her adapted level of

aspirations. As such, this is the result of the three different manifestations of habitus; as a pro-
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cedural knowledge of “how to”; as a self-technology centred upon “how I relate to myself”;
and as social self-efficacy centred upon “my potential”. The unity of these three aspects con-
stitutes the conditions of “I can” as a second world, a practical world within the world. This
could imply that the term bounded rationality could be re-interpreted as bounded existence;
we cannot be rational in an objective sense because the present is contained in the past and the
forth-coming is contained in the present; the world we act on is a practical second world.
Moreover, this entails that “I can” is the creation of different layers of social experience and
processes of socialization clinging to the agent when she enters different social games. Thus,
she is the product of the conditions that shaped her lived life, and as the pebble in the water
which has been polished by its contact with other pebbles and rocks, she is formed by her
interactions with other agents, and different social systems. As social agents, we constantly
enter into new social games, some of which we may have an intuitive idea of how works; we
enter as “persons” moulded by our lived life, and when we act, we act in accordance with our
lived life, some times with success which we then call “talent”. Change management is an act
of “persons” and its justification is “I can”, not some abstract principle of optimal functional-
ity. In that sense, we must, following Kirkeby, rephrase the question of who the leader is, to a

question of her lived life, because that is who she is and also who she is becoming (Kirkeby

2006, 29).

3.9 The Social Side of Change Management

The aim of this part so far has been to sketch the contours of what makes social interaction
possible. Following the models presented in the first part, we will argue that the authors need
to take into account the social structures and how these also limit the act of change manage-
ment, not from the side of the CTs, but from the perspective of the CM; if the managers are to
hold the position ascribed to them in the models, their social being cannot be favoured to the
one of the CTs. That is, if CMs are to lead from the middle, what guides their choices will not

be rationality, but the three aspects of habius, we emphasized above.

In our perspective, habitus both enables and constrains the CM; it enables actions that are
appropriate to the fields in which it is present, but it constrains actions because it becomes the
horizon of her interpretation, and the limit of her self-induced possible opportunities. Habitus
becomes the projector of the social awareness of the agent. Mediated by the judgments of
habitus, the CM objectifies the world in accordance with her learned schemes and models; she

objectifies the elements which in her world (in the world) are emphasised. “I can” becomes a
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false knowledge, if it is exposed to unfamiliar structures of symbolism. In such situations, the
pre-reflexive anticipation of the practical sense is disabled, and the agent must start a new
process of learning to familiarize herself with the new symbolic hierarchy. Actions are
planned from one moment to the next, and their success can only be confirmed or discon-
firmed in retrospect. When Kotter introduces his eight step model, it is taken for granted that
these eight steps can be appropriately and timely instigated and that the CM has sufficient
symbolic capital to carry out these steps. As social agents, we become trapped in this “I can”
when it is not aligned with the symbolic structures; and it is possible that our particular re-
straints neither grant us the possibility of catching sight of certain opportunities nor allow us
the social recognition needed to attain what we perceive necessary. We become captives in
our own body through its internalized dispositions and propensities to act in certain ways.
Models as the ones analysed in the first part prescribe what the CM should do to overcome
the obstacles of resistance and anxiety in the CTs. But what happens if we introduce the per-

spective, we developed above?

Let us for now revisit the model of Lewin. In the de-freezing phase, the leader should first
get to know status quo of the organization. But how is this at all possible? As we have seen,
this demands that the CM experiences the organization as the CTs does. If not, her change
initiatives would merely be models constructed to change agents with a similar habitus as her.
Organizations are not social vacuums; they do not strip the manager of her socially acquired
habitus and provide her with a new one. In that sense, we must refer to habitus in layers, as
Bourdieu seemingly does in his reflexive sociology; a first layer relates to the organizational
social hierarchy, a second layer relates to the social agent’s adult life (investments in capital,
i.e. academic degrees, social capital, merits from other organizations etc.), and a third layer
relates to the early socialization, i.e. her socially inherited position in the field. All these mul-
tiple layers go into the making of habitus. When we search for the limits within, we must take
all these into account through their manifestations as actions. So, to understand the status quo
of an organization, the CM must experience it; in that sense it is more dynamic and more in-
fluenced by her perception and sensing, than the conventional models seem to convey through
their favouring of interviews and dialog. Because what we come to know is what we objectify

in the other.

The next step in this de-freezing phase is the acts of making the CTs question their usual

practice. This resembles symbolic re-structuring, a very complex matter, because it requires a
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huge amount of symbolic capital to be possessed by the CM, that is, the proper mix in both
volume and kind. In some organizations, it may be possible for the leader just to order some
to change, whereas in other organizations, the CTs would just laugh and go on doing what
they have always done. Choosing the proper management style demands more than the ideol-
ogy of the CM; it requires that it is valued by the recipients, that is, that it is symbolically ap-
preciated. Every choice is a situated choice based on the present situation, but the present
situation is understood on the premises of the past and the level of future aspirations — what
we above referred to as social self-efficacy. So, how can the CM act from the presence, from
status quo, if she is never really mentally present in this presence? Moreover, how is she to
encode her actions in accordance with the valued properties of the CTs if their de-coding is
based on another symbolic code? Lewin seems more preoccupied with the complexity of the
cognitive structures than to account for these questions. Studies on social power and influence
provide some explanations to these questions when they refer to social origin as a possible
power base in organizations. But, the problem might not be how to manage with power, rather
how to obtain the possibility of managing. In section 3.5.1, we present a scenario in which the
CM has obtained the social power to restructure the field, and she has acquired this because
she was able to get to know the social symbolic structures working from within the CTs.
However, Bourdieu would argue that no social actor would ever change the symbolic struc-
tures in a way that was not aligned to her capital possessions, because why should she alter
her own chances of success, her own chances of practically anticipating how the other social
agents will act? Of course, here it is important to remember that this process of change can be
an obligation, appointed by higher rankings, and in section 1.1.2, we assumed for simplicity
that there was a strong correlation between her desire and her obligation. We can employ the
same critic in relation to the model of Schein, because the mere act of communicating discon-
firming information is problematic because it is not just assessed on its contents; it is also
assessed on the basis of its social frame as we know from the theory of rhetoric ethos: if the
communicator is not trusted when she enters the situation, it is almost impossible for her to
create trust in the present situation.”> A similar perspective is found here because if the CM

cannot encode the message in the proper way, then the communication is symbolically lost.

% In their examination of textual influences on discourse, Philips, Lawrence and Hardy (2004), they mention
three factors affecting the likelihood a text will become embedded in a broader discourse (i.e. changes or new
ways of understanding and acting upon specifics), all associated with the producer of the text: 1) The actor must
be recognised as a legitimate actor with a right to speak, 2) the actor must be able to make the text “stick”
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Kotter seems to explicitly take into account the power perspective, when he proposes to
assemble a team of persons, who possess the necessary social impact. It can be argued that
Schein proposes a similar initiative when he states that it is important to appoint a team of
organizational members who possess enough social credibility to lead a process of cultural
assessment. This can be interpreted as a kind of social capital through which the CM can cul-
tivate resources and perhaps increase her own social impact. The concept of key employees is
quite commonly known within organisational theory and the position, seniority and social
status of such individuals may prove an important power base to activate. One of the authors
of this thesis has experienced this personally when working at a large factory during a sum-
mer. The majority of workers in the division scorned the management, but through singular
individuals that had a socially high rank within the division, management was able to intro-
duce new initiatives. However, then it could be argued from the perspective of Lewin, that it
is at best problematic to determine which agents possess the relevant capital. Formal power is
not sufficient, and to determine where the social power is nested is more problematic; again
we encounter the problem of determining the symbolic structures in other sub-fields because
we as agents are familiarised with a limited number of different fields. Learning is then the
only way to explain when change happens; it is because the CM was open and willing to
learn. But learning takes time, and capital cannot be gained at once, which is also an agoniz-
ing realisation by Kotter, through his concept of lifelong learning. However, even though you
may learn what to do (e.g. the steps of Kotter), you are not guaranteed the social possibility of
applying it. Thus, if we do not hold the capital to alter the rules of the game, we must play it
by its rules. Though, it should be remembered that habitus becomes manifested socially
through our actions so it becomes a representation of who we are, and in the perspective of
Bourdieu, we can of course apply different strategies adapted to the field; we can emphasize
our social background, if we anticipate that this is important; we can apply different strategies
e.g. act as intellectuals or dress up in fancy power suits. However, the capital portfolio we
have acquired through these different fields sticks to us, the different props we apply must be
aligned with the capital portfolio we are socially ascribed to possess. The eloquent leader,
who masters the formal language, can induce a will to change through his words, whereas the

less eloquent leader is reduced to hyper-corrections such as “...ehm... I mean...”. The leader

through more coercive means and 3) by relating the texts to a central discourse of the institutional field, more
people can be reached.
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that thinks he appears powerful in the eyes of others when wearing a Hugo Boss suit, but has
forgotten to cut off the label on his sleeve, must recognize that his attempt at impression man-
agement is easily revealed. The capital portfolio that social agents possess in the eyes of the
other becomes a marker for their authenticity; if they are not considered genuinely concerned
for the well-being of their employees, a healthcare settlement may be conceived of as a mere
image booster. It requires, of course, that the CTs can see through the mask and relate to the
actual incentives of the CM. In other words, capital limits the possibility of doing impression
management. A similar argument is made by Boas Shamir and Galit Eilam (2005) in their
study of a life-story approach to authentic leadership. According to the authors, an authentic
leader is; genuine not fake, that is, they lead from the basis of their belief; original not a copy,
that is, they have these beliefs not because they are socially appreciated, but because they are
experienced as justified true beliefs. Also, the authentic leader states his opinion, not what the
audience wants to hear (Ibid., 397). Leadership is then always leadership from a perspective,
from a point-of-view, and it is an eudaimonic activity24, that is, it originates from the leader’s
true self. However, following Bourdieu we have to include the alien within, the social history,
and its capital distributions; that is, authentic leadership is not just authentic because the
leader makes it so, but also because the level of aspirations induced through the processing of
habitus is stretched out of the social agent to include what is socially and symbolically as-
cribed to the leader. In other words, leading from the middle is authentic because it is based
on the agent’s habitus, and because the socially ascribed capital possession limits which ac-
tions the agents can actualize. Kirkeby (2001) creates this kind of double rooted authencity
based on the ethics of Aristotle. Kirkeby makes, in accordance with the perspective of Aris-
totle, the self (daimon) the epicentre of authensity. Hence, the agent does not do this act only
in accordance with society; she internalizes it and makes it part of her habitus, who she is, and
thereby also a part of the procedural knowledge of “how to” (Ibid., 73). In other words, au-
thentic leadership is the coalescence between what is socially objectified and personal atti-
tudes; that is, it is the coalescence between the role and the personality (Ibid.). The authencity
is, then, double rooted because it is rooted in society, and in the individual, but mediated and

made possible as such through habitus. This implies that leadership orchestrated by habitus is

* In Shamir & Eilam, eudaimonia is slightly differently defined than in e.g. Kirkeby 2001, but it is not the ambi-
tion of this thesis to discuss the different definitions of the term.
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more to resemble with being a genuine self than with the wearing of the “slough” of some

random technology of leadership.

It is our claim that playing the social game by its rules presupposes a sensitivity towards
the game, imputed into and administered by habitus. This is also what is implicitly present in
the theories from part one; that successful change management requires both a certain sensi-
tivity towards the capital distribution of the field and the cognitive (re)structuring and patterns
of justification adhered to by the CTs, but also the actual potential of actualising actions ren-
dered appropriate. As we showed above, habitus is what enables the CM to play the game of
the social context in which changes are to take place; it enables her to understand and initiate
appropriate actions, when her habitus is attuned to the field and she appears sensitive to what
goes on. But, simultaneously it creates self-induced limitations through the internalization of
the symbolic structures; it is a sense of one’s position in the field, and the limitation of one’s
level of aspirations. It is what alienates the I from Myself. As we previously mentioned,
Kanter et al. wrote in their sociological approach to change management that CMs have many
possibilities, but few opportunities. Habitus labels some opportunities as possible, obtainable
to the agent. However, some may very well pass by because the social agent relies on this
false knowledge, this sense of the becoming, and this “I can because I could” in a physical
and symbolic sense. This pre-reflexive attitude limits the agent and prevents in some sense the
possibility of a complete virtual space of possibilities, a space in which everything is possible.
Social agents cannot, of course, obtain full information and neither can they be sure when
they guess about future preferences of choices and risks. However, the opportunity not ren-
dered possible by habitus is not seized, and is not attempted seized. And if the agent in retro-
spect has acquired some level of new knowledge which makes her believe that she may had
had the opportunity, but failed to seize it, how can she be sure? Because did she actually have
the chance if she did not recognise it? CMs can by pure luck act on possibilities they did not
know they possessed and this will update habitus, so that seized opportunities in the past be-
comes future possible opportunities through remembrance and the post-reflexive “I can, be-

cause I could” which through path-dependency generates the pre-reflexive attitude “I can”.

Moreover, we can also argue that what generates the condition of change management is
not only the will to change of the CTs, but also the properties objectified by the CM through
her habitus. In the following, we exemplify some of the arguments already made in relation to

the theory of Bourdieu.
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i ; E les 16/29 and 18/34
3.10 Empirical examples of Bourdieu Xamples .

Employing Bourdieu means accentuating notions of power distributions, but also reflecting
on the appropriateness of the praxis created by the habitus of the CM in accordance to the
situation at hand. To amply illuminate both areas, we will relate these areas to two differ-

ent examples.

Beehive without a queen and soccer team getting a new chief coach

In this example, our respondent is in fact not the responsible CM, but may have been a
consultant facilitating the change process of the organisation, having to settle with a new
general manager after the resignation of the former manager (it is not explicitly stated).
The respondent uses the metaphor of a beehive without a queen to exemplify the organisa-
tion in the period until the new manager was instated. This was a period of wild activity,
although headless and unorganised, in which a new sense of direction was essential. Imag-
ine the organisation as a field in which a social equilibrium persisted during the old man-
ager, causing the preservation of the hierarchical structure and subsequently the capital
forms and distribution (the capital being the competences and merits ascribed importance
by the symbolic self-understanding of the organisation). The instatement of the new man-
ager initiated “battles of power” and is compared to a soccer team, in which the chief
coach resigns, making way for a new coach. The form of capital remained as such - getting
approval from the chief coach by following his rules and understandings of playing soccer
— but the object of approval shifted from the old coach to the new, thus changing the na-
ture of the capital. For the players, this entailed the necessity of gaining the appreciation of
the new coach (at least for those with illusio for the game) in order to acquire a sufficient
amount of capital to optimally improve the individual situation. The new coach quickly
announced his expectations and visions, which in terms of Bourdieu can be referred to as
his “capital schemes”; i.e. how and to what he ascribes value. These schemes are not elabo-
rated further, but in a systemic sense, they represent an addition of psycho-social energy
that will stir up status quo; not only cognitively as Lewin would argue, but also in the so-
cial ascription of value, to which Bourdieu is so sensitive. This carried with it an array of
psychological games between the actors and displacements in the power balance. When

contemplating the most important outcomes of the change, the respondent replies:
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“The plays of power when someone new has to take over after his predecessor are
the most interesting. Who thinks of their own gains? Who thinks strategically?
Who thinks of the daily operation? Who makes sure to have their employees on
their side? Who underplays? Who overplays? Even though the leadership team —
except the new manager — consisted of the same people, the balance of power had

shifted after the beginning of the new manager.” (appendix 1, 16/29)

This is a clear example of the way the field works, inscribing potentialities and constraints
to the actors within the field, enabling and restraining them in respective ways. Simultane-
ously, the disturbance of the present social balance will entail symbolic battles of how to
describe and understand the capital forms and distribution. As a new order of things
emerges and is inscribed in the habitus of the agents, they enact these structures, thereby

reinforcing them, embedding their inherent logic within the “new becoming of things”.

The tango dancing ant hill

In this example, we highlight the way that competent and capable CMs ease through deci-
sions, having their habitus create strategies and actions and presenting them with an imme-
diate space of possibilities attuned to the field, in which they act. In other words, compe-
tent CMs are so, because they are readily capable of “playing the game” of change man-
agement by employing the right strategies, initiating the right actions and facilitating the
process appropriately - hence, enacting a habitus attuned to change management and con-
sequently ascribing the CM a significant part of the change capital persisting in the field.
The example tells the story of a manager that had to restore a declining business area and
describes the organisation as an ant hill, in which a seemingly chaotic state was founded on
an - after all - clear objective. Here we can assign the experience of the ease of the change
to the habitus of the CM, carrying along a set of dispositions readily attuned to the way, the
organisation functions and responds; the historical social conditionings have shaped the
contemporary structures and their dynamics, in some way rendering the CM capable of
driving the change process on as a tango; two steps forward and one back, signifying that
even though unexpected obstacles appeared underway, the process passed off successfully.
Recalling the process, the CM does not relate directly to the mix of change capital that

enabled such a smooth process; naturally this may also be a case of post-reflexive sense-

making that is conducted with a favourable attitude to own skills. In any case, we benefit
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from using Bourdieu by referring to the way that habitus automatically creates the praxis
that emerge from the interaction of the agents and point to the ease, by which this re-
nowned CM experienced his/her efficiency as a “change artist”. The person states, display-

ing an immense amount of self-efficacy, that:

“I was the central person in this change process. I recruited the right employ-
ees, I developed the right employees and I retained the right employees in the
organisation. I engaged in visible and situational management, with room for

the employees.” (appendix 1, 18/34)

Ultimately, the person indicates that the most important learning was that effective change
management requires management (or leadership) all the time and that employees need
stimulation and secure settings, but also a constant pressure to do their optimal. It points to
a self-description containing the classical leadership traits of decisiveness, ingenuity and
foresight, but also to a taken-for-grantedness about the actions that were all right and ap-
propriate. It almost seems as though there is nothing this person cannot do, displaying such
an elevated amount of self-efficacy. This points to the dispositions of the persons habitus,
as we remember that positions attained in a field according to Bourdieu point back to dis-
positions. Exercising such influence on the process can be attested to either a formidable
position within the hierarchy or it can be attested to a somewhat unrealistic belief in own
skills. Either way, this example demonstrated that the space of possibilities presented to

this individual enabled actions that came to have an obvious effect.
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3.11 Summary model of Part two

(displaying part two in a progression)

Progression

Derived practical
conditions for
change from part
one

Sensitivity =

Sense of the game

Actualisation =
Sufficient influence

The presence of

The three aspects
of habitus

Self-technology

the past:
Force of Habits -
The Captivity of
lived life
The human limits: The social limits:
Practical Reflexivity Capital portfolio
Force of habit: The ability to know and The hierarchical position-
an alternative set act on the symbolic ing and symbolic capital
of limits to change | structures of the field at distribution within the
management hand field

I Habitus I

Procedural knowl-

Social self-efficacy

edge

“How I relate to my- _
Manifestation “My potential” “How to”
self”
Level Symbolic Symbolic Symbolic/physical

(Source: Own creation)
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The above table has been constructed to display the most important results of part two of this
thesis. We have taken a point of departure in the derived practical conditions of part one,
which are subsequently connected to the present through remembrance and working social
history, making up the human and social limits of change management through the idea of the
captivity of lived life, enabling and constraining our mental and practical achievements. Fol-
lowing this, these sets of limits are connected through habitus, from which we then extrapo-

late three distinct aspects.

3.12 Part 2: Summary

The aim of this section is to sum up what we have learnt in the second part of the thesis, pav-
ing the way for part three. In part one, we have extracted important underlying assumptions of
the chosen classical theories on change management, namely that they objectify the CTs, i.e.
distinguishes between subject (the CM) and object (the others). The CM can relate to the CTs
on an objective level, “as they are”; thus, she acts on a world external and objective to her

and, accordingly, the limits of change management are found in this objective world.

In part two, we build and present our claim that the human side of leadership has been
neglected, as it is not possible to distinguish between the subject and the object; the object
will always be “subjectified” (the CM’s mental image of the others) by the subject (the CM).
In other words, when we decide to scrutinize the limits of change management, we cannot
only rely on the limits located in a world external to us. First and foremost, the CM is limited
by herself; her ability to read and instigate appropriate action rests on her familiarisation with
the particular field. Hence, she can only act on opportunities that she can in fact recognize as
such and to which she is “familiar”. Put differently, we wish to anchor the opportunities of
change management within the CM as possibilities, limiting the CM by only allowing her to
act on opportunities that are included in a subjective space of possibilities, belonging to her.
When she is able to do this, the work of her habitus manifests itself as a practical anticipation
or sensitivity, which is implicitly found in the classical theories. Thus, habitus is one possible

explanation to how such sensitivity is attained.

This space of possibilities is created by Bourdieu’s conceptualisation of habitus, providing
a palette of possible and already actualised actions that depend on her interpretations and un-
derstandings of the world as it presents itself to her, which is again dependent on her experi-

ences and life lived. As such, habitus is a dynamic device that constantly updates the imprint
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of the world in it and instigates appropriate and timely actions accordingly. In short, habitus is
the answer to why people behave the way they do. Technically, habitus absorbs the structures
of the social world as they have been experienced by the individual throughout life, enabling
and restraining certain perceptions and rendering certain actions possible, thereby re-enacting
these very structures. These structures include the hierarchical positioning of the actors and
the particular capital distribution within the field. We have defined capital as a form of psy-
cho-social energy that makes the feeling of “I can” possible, in both a physical and symbolic
sense. This means that when habitus works within the fields that define it and to which it is
spontaneously attuned, a flow-like state is experienced and the “I can” appears self-evident.
Inversely, when we are not familiar with a given field, our chances of defining and altering
the capital distribution is minimal, as our habitus is incapable of producing appropriate, and
thus valuable, actions. Effective change management presupposes practical knowledge and a
certain “sensitivity” towards the field in question; every classical theory scrutinised in this
thesis support this more or less explicitly, but none of them provide an amble account of how
this sensitivity is obtained. Habitus provides an answer; it is an embodied and pre-reflexive
understanding of “the world as”, enabling us to play the “change game” appropriately, e.g. by
reacting to CT worries in an appropriate way. This is an ability that cannot be planned in ad-
vance, as the appropriate actions will not present themselves until they are activated by the

situation.

Accordingly, in addition to the human side, it is our claim that aspects of the social side of
leadership have been neglected, as we cannot deny the influence of the capital distribution of
the field; the power to re-define and change status quo presupposes symbolic capital, hinged
on an immanent understanding of the social history. This social history is what we have re-
ferred to as the “immanent alienation” of the presence; it is a form of procedural knowledge
brought on by remembrance (as opposed to recollection), which consists of never-ending
swirls, leaping into the past, bringing it to life in the present present-ness. This procedural
knowledge is encapsulated by habitus, rendering thinking and acting symbolically dominated

and dependent on familiarity.

As such, habitus presents both human and social limits to change management. The hu-
man limits are constituted by unfamiliarity with certain aspects of the field. The social limits
are constituted by lacking the ability to activate the necessary symbolic capital to change, for

instance by having refrained from investing in it at an earlier point in time (for instance by
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lacking an academic degree). These sets of limits are closely intertwined, as unfamiliarity
with the field obstruct the anticipation of upcoming events and thus what form of capital to
activate. Conversely, by not having access to a particular symbolic capital, we are not familiar
with its deployment. As we have mentioned, habitus enacts a propensity for dynamic learning
by post-reflexively recognising possibilities that initially may not have been seen as such.
Hence, habitus constitutes an updateable practical judgment continuously applied by the CM.
This judgment can be understood as the ability of the agent to time her actions and to act in

accordance with what is ethically right; what we called phronesis.

In regard to our empirical findings, we can never get a glimpse of what was pre-reflexive
at the time of the change in question, but we have applied the concept of metaphor to get a
post-reflexive account of what was deemed possible at the time of the survey. Metaphors are
images ascribing characteristics to certain aspects of organisations. Thus, by applying meta-
phors, we can implicitly extrapolate what were conceived necessary conditions for change at
the time of the change event. Relating habitus to change management introduces leading from
the middle. This type of leadership is orchestrated by habitus and situated in the present mo-
ment (in the middle between past and future), inscribed in a symbolically charged setting (in
the middle of a social context). It is a kind of leadership that accepts the human as well as the
social side of leadership. CMs are not rational, but human; they perceive, understand and act
in accordance to their “persuasion”, i.e. habitus. And, they always do so in a social setting,

infused with symbolism and distributions of capital.

Summing up, the limits of change management are not only to be found in the other, but
first and foremost in the CM herself. The ability to change is closely linked to an intuitive
understanding of how to act appropriately, in accordance with the situation. Hence, it relies on
the dispositional space of possibilities enabled by habitus, establishing a pre-reflexive limita-
tion to change management; if the habitus is not attuned to the field, the chances of acting
appropriately will decrease, reducing the amount of symbolic capital needed to actualise the
changes. Thus, part two of the thesis has brought about a radically different way of under-
standing why not everyone can change; it is simply not bestowed upon anyone to have the
possibility of acting appropriately and this is largely due to the fact that habitus limits our
potential of action by only letting us recognize and subsequently seize certain opportunities,
to which we have been dispositioned to act on by previous experience. By way of luck we

may be able to seize unrecognised opportunities periodically, but as they are only recognised
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in retrospect (post-reflexively), we can question the legitimacy of their presence in the subjec-

tive space of possibilities.

The important question becomes; how can we explicate the habitual functioning of habitus
and reflexively relate to our own chances of success? Relating to how we perceive the present
situation and our chances of influencing it means relating to our habitus; to our implicit un-
derstanding of “what goes” and “what goes not”. When attempting to explicate this, we relate
to how we pre-reflexively pass practical judgments. Successfully doing this means under-
standing how I relate to Me. When this is carried out, habitus becomes a self-technology that
displays a certain amount of social self-efficacy in accordance to how much a CM subcon-

sciously believes she can influence the present situation, prescribed by her past actualities.

Reflexively addressing the space of possibilities means scrutinising the nature of our habi-
tus; it is to learn why we pass the practical judgments that we are inclined to pass and how we
perceive the functioning of our habitus within distinct fields. Part three of this thesis will re-
late to this by investigating and proposing ways of reflexively inhabiting the world that in-
habit us; in other words, help us to reflect on how we are to relate to our own way of world-
making and passing of judgment. To retain the notion of limits, we will think of these propo-
sitions as ways of breaking free of the habitual limits of habitus. We do not believe that it is
possible to in fact cross the limits of habituality, entering the promise land, but it may be pos-
sible to re-locate the limits, to extend them. Thus, we will name these propositions habitual
extensions, referring to their propensity of reflexively suspending and questioning the func-

tioning of habitus and potentially widening the space of possibilities enabled by it.
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4 Introduction to Part 3: Overcoming yourself

“You must be the change you want to see in the world”

(Mahatma Ghandi)

So far we have focused on the limitations immanent within ourselves; we have deduced the
implicit epistemological naivety of the conventional theory of change management. Three of
the important results from our analysis are 1) that we cannot separate the world and the sub-
ject, and 2) that we cannot reduce the search for the limits of change management to the ex-
ternal limits. We have to include the subject, that is, the CM and her understanding of the
field. As previously stated, the subject is a convict of her own body, her own history, and the
social history, which “flows through her veins”. As such, she is condemned by her habitus, by
her habituated patterns of thinking and living. Moreover, this particular fact is important and
not least problematic because changing others means changing yourself, but then how can we
capture the forthcoming moment, if we alter the rules of the future, that is, break the path-
dependency between the past and the present? A third result of our analysis is that when we
apply our familiar patterns of justification, “I can, because I could”, we might miss opportuni-
ties, or conversely we might act on opportunities not there because what we are acting on is
our own judgment of reality. The next step, and the focus of this section, is to take what we
have just learned into account and apply it to create a theory of overcoming ourselves to seize
the opportunities in ourselves, not rendered possible by habitus. We can resemble this with

Bateson’s concept of learning-3, because the aim is to make what is unconscious, conscious.

Overcoming ourselves are essentially a self technology inspired by the ancient Greek dic-
tum “know thyself”, because the condition of leadership must, necessarily, come from within,
as an inner voice or rather, a monological dialog between I-1 and I-2; to lead others requires a
level of self-leadership — you must lead as you want to be lead and you must be the change
you want to see in others. I-1 is the inner voice speaking to I-2 which listens and makes sense
of this monolog (Kirkeby 2008, 115). In that sense, I am the performer and the audience, and
this meaning is created in the delay between speaking and hearing what I am saying, and what
Kirkeby identifies as the principle of translocutionarity, the un-simultaneousness in the inner

monolog (Ibid., 117). Hence, I know what I can when I know I could. The relation between I-
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1 and I-2 is the space of consciousness, the third I; that is, when I becomes conscious of how I
do it and why I do it, fixated as a bodily sense (Ibid., 160). In the third I, “I can” breaks from
its unconscious state and into the conscious space as a unity of will and potential, of “I can”

and “I will” — hence I can what I want, and want what I can, or equivalently I can what I can

(Ibid., 162).

To obtain this level of consciousness requires that the leader gets to know herself, her po-
tential, her social impact, and the patterns justification she unconsciously employs. In other
words, it is the mere awareness of these habituated patterns, a reflexive self-judgment of
these. Because, as Bateson (1979, 150) states in his analogy of finding the light switch, it is
sometimes better not to know where the switch is, because then you do not have to know the
position of your hand in relation to it. Hence, by drawing on our existing understanding of the
world, we risk applying outdated or incomplete understandings that are not appropriate in the
present situation. Even though we draw on a virtual remembrance, habitus induces a level of
path-dependency. In addition, he claims that self-exploration is problematic because it re-
quires that the subject becomes it own object, and self-exploration is self-validating, because

exploration becomes an end in itself.

What we will propose, inspired by Senge et al., is a theory building on Bourdieu, Kirkeby,
and Husserl. Drawing on these authors, we will propose a set of habitual extensions, designed
to affect the leader and make her aware of habitual leadership. However, before we proceed,
we should remember the weaknesses of self-reflection as emphasised by Bateson, and in addi-
tion remember the implicit question posed by the Danish novelist Tom Kristensen in his novel
“Havoc” (Heervaerk): “...who wins when you battle with yourself?”. Like the main character
Ole Jastrau, we battle with ourselves and the social collective structures working from within
habitus; we cannot escape habitus and attain a total inner freedom (Kirkeby 2008, 53). We are
condemned to battle with the two voices of good and evil, thanatos and libido, and right and
wrong, each pulling us in different directions. Jastrau longed for havoc and sudden death;
driven by his inner thanatos, he battled himself almost to his death. What guides our choices
may be the voice of habitus - but then, as we have interpreted it, is the choice really ours or is
it a fake sense of inner freedom letting us believe that we can choose freely (Kirkeby 2008,
54)? Phronesis may provide an answer. However, we can never be certain that we make the

right choices; we can only hope.
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4.1 “To thine own self be true”: Be authentic

The first extension is authenticity. As we referred to previously, authentic leadership is a mat-
ter of staying true to one’s own true self. Thus, the authentic leader is genuine and original,
basing her leadership on values and convictions. Although, in opposition to the general under-
standing of value based management, which is about the selection and spreading of organisa-
tional values that must permeate the organisational activities, the life activities of the authen-
tic leader must be congruent with her deeply held values. In other words, she must continu-
ously seek a state of eudaimonic becoming. According to Shamir & Eilam (2005, 397), when
people are eudaimonically motivated, they are fully engaged both in their own self-
actualization and in using their virtues, talents and skills in the service of the greater good.
Thus, performing a leadership function becomes an act of self-expression; the leadership
function and the leader merge, making the leadership process an end in itself. Hence, authen-
tic leadership is enacted in a state of flow” and leaders lead for the benefit of leading itself.
Naturally, being authentic requires a deep and profound process of learning aimed at external-
ising the values and convictions contained in habitus and on the base of which, habitus pro-

duces action.

Of values and convictions, Shamir & Eilam further state that: “...they may be similar in
content to those of other leaders and followers. However, the process through which they
have arrived at these convictions and causes is not a process of imitation. Rather, they have
internalized them on the basis of their own personal experiences. They hold their values to
be true not because these values are socially or politically appropriate, but because they have

experienced them to be true. (Shamir & Eilam 2005, 397, our emphasis).

This quotation shows one interesting way of relating authentic leadership to habitus, because
obviously, true values and convictions have been incorporated in habitus by a life-long proc-
ess of socialisation. Further they state that the leaders “...have made these values and convic-
tion (sic) highly personal through their lived experiences, experienced emotions, and an ac-
tive process of reflection on these experiences and emotions. We believe this is what is meant

by authenticity as the “owning” of one’s personal experiences (Ibid., 397)

% Flow is brilliantly defined by Mihaly Csikszentmihalyi, who referred to it as ”...flow is the way people de-
scribe their state of mind when consciousness is harmoniously ordered and they want to pursue whatever they
are doing for its own sake”.
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Authenticity is about being true to habitus, but also about searching for the constitutive
grounds of habitus and reflexively scrutinizing them. This is, as Kotter points out in the first
part, a project of life-long learning. However, habitus and its propensity of dynamic learning
offer a technical explanation as to why this is a matter of life-long learning; a matter which
Kotter touches upon vaguely, at best. As our profound values and beliefs are influenced
throughout our lives by our being-in-the-world, governed by habitus, so too do the evaluative
basis of habitus change; remember that this evaluative basis is habitus, encapsulated by our
previous experiences and lived life. Subsequently, the product of our habitus changes in a
constant rate, making every forthcoming moment a potential marker of a shift in our genera-
tive habitus. Accordingly, to challenge the working of habitus is a life’s mission; so too is the
quest for authenticity. Being authentic is thus a matter of critically interrogating the automa-

tion of habitus, but it is also a matter of believing what it has to say.

But, you may say, if habitus produces authenticity, why not just let habitus run by along
and do what it does best? The answer is nearby; as pointed out in part two, we also have to
consider the social side. What is the point in being authentic, if our surroundings do not assess
our actions and exclamations as such? Capital binds us in the eyes of others, so others may
find us un-authentic even though we feel that we act in accordance with our beliefs and val-
ues; for instance when initiating ambiguous changes that can be based on altruistic reasons
(for the organisational best) but also opportunistic reasons (to get a promotion). Shamir &
Eilam (2005) provide a potential solution; the life-story approach. Authentic leadership is
about having self-knowledge and self-clarity and the life-story approach seeks to organise life
events into a gestalt structure or “meaning system” that can aid the leader in making sense of
habitus, but also help convey the motives of certain actions to followers. The capital ascrip-
tions (that the change is initiated on behalf of the situation and in accordance with earlier
situations of similar nature) are continuously explicated, decreasing the risk of the followers

ascribing inappropriate intentions to the leader.

4.2 “Silence your mind”: Be aware

As we have repeatedly mentioned, running along with habitus means accepting certain cir-
cumstances of the world as objectified and taken for granted necessities. When looking to
challenge this taken-for-grantedness concerning the becoming of events, atfention becomes an
important skill to master. In Websters International Dictionary, attention is referred to as the

act or state of applying the mind to something. It further claims that such a condition of readi-
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ness involves a selective narrowing or focusing of consciousness and receptivity. Thus, when
a CM finds herself in a process of change, an attentive disposition is crucial. This attention is
to be directed at the assumptions underlying the practical judgments and actions of the CM; a
state of mind that must be continuously applied to challenge the present presence of taken-for-
granted necessities, which will subsequently increase the likelihood of altering or extending
the present space of possibilities to encompass alternative opportunities. Paradoxically, when
focusing attention to our way of perceiving our perception, we flood our minds with admoni-
tions of attentiveness, eager to catch whatever is there, trying to get a grasp of our thoughts;
we search and search, but see nothing new. The problem becomes one of Husserl’s intention-
ality or in terms of Bourdieu, illusio, as we are always directed at something; the attention
itself is habitual, focusing itself on what it has successfully attended to earlier. This “directed-
ness” is comprised of two flows of energy, namely directed-to and directed-by. They inscribe
themselves in the present, between past and future and are continually present in the ongoing
functioning of habitus, directed-by past opportunities and directed-to future possibilities.
When the respondents apply metaphors to given organisations and change processes, their
mental images exclusively consist of features that their attention was directed at, at the time of
the survey. Although this description is post-reflexive, it is still useful, as it provides a clear
indication of the mental imagery of the CM and, consequently, of the space of possibilities

embedded in the individual, made possible by habitus.

Instead of attention, which carries with it an implicit focusing, we will refer to awareness
as applied by Senge et al.. This concept can be said to be based on the suspension of attention,
redirecting its direction-less energy towards the generative process that lies behind what we
see (Senge et al. 2004, p.42); only by silencing attention, can we in fact hear what is said, be-
cause silencing is delaying the unconscious and spontaneous act. According to the authors,
the whole point about suspending is that nothing happens — at first. Staying with it is the key,
as suspension then allows for redirection. We find a reminiscent description of awareness
figuring as one of the six eventuals of Kirkeby, namely Prosoché. Kirkeby defines this con-
cept as the ability to seek without effectively seizing [“foregribe”] and to practice an active
non-intentionality [“ikke-villen’] (Kirkeby 2008, 530). It is also referred to as presence, indi-
cating a form of awareness that exists in the present moment. According to the writer, this
awareness has a number of different foci, as we must be aware of ourselves, of others, of what

is becoming, and of your awareness, which is referred to as meta-awareness. Also, to awaken
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awareness in others is mentioned, which is part of the generally appraised raison d’étre of
leadership, namely to inspire and stir up the present state of things, which all three authors in
part one seem to emphasise. As we have previously deduced, change management skills as-
sume the propensity to self-change. When the CM finds herself in the midst of the event of
change, the habitual attention must be suspended and replaced by awareness that orients itself
towards the CM herself, her employees and what is becoming. But also a meta-awareness is
relevant to employ in order to question the very application of attention and awareness itself.
Hence, once again we encounter the demand of self-change prior to change of others, as the
CM must be aware of the perceptual ascriptions of capital and categorisations of her habitus,
potentially having to change them in order to increase the likelihood that the actions, she will

ultimately produce, will succeed.

Here too functional limits exist, namely the functional limits of awareness; it presents it-
self as the ability to silence the mind enough to hear what is said and question the current state
of mind. Morgan also refers to this in his conceptualisation of how the metaphor simultane-
ously enables and constrains certain views and understandings; he states that skilled and ef-

<

fective leaders have: “...a capacity to remain open and flexible, suspending immediate judg-
ments whenever possible, until a more comprehensive view of the situation emerges” (20006,
4). Following this, the concept of awareness appears in opposition to the common understand-
ing of attention, which is about focusing one’s mental resources; rather, awareness is about
setting them free, letting them go. Awareness is an important part of sensing and the suspen-

sion of habitual attention presents a prerequisite for moving towards the emerging present.

In other words, we must redirect our attention from passively seeing to the subjective
processes of this seeing, that is, from our perception of the world as symbolically pre-
constructed to the mental act of construction. Suspending presupposes this ability to perceive
your own perception (Senge et.al. 2004, 45). According to the riffle metaphor above, we take
the position that this means being able to challenge the field by challenging your own percep-
tion of it. Bourdieu would ask; what characterises the symbolic mesh of fabrics in which you
wrap up your perception of the field? When we become aware of the mental achievement, the
horizon of our subjective processes, we can, as written above by Husserl, begin to explore the
context; what is beside the object we usually perceive. And, when we know the principles of
habitus for perceiving one opportunity as possible to the other, we might be able to choose the

other. It is the discovery of an inner freedom, a freedom to choose which is not limited by the
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familiarity provided by habitus (Ibid., 223). As such, it is our discovery of a self-willingness
to do the right thing. According to Senge et.al. (Ibid., 47), such a redirection can be shocking,
but also empowering; it creates a consciousness of the fact that I am my own limitation. It is
about seizing the present present-ness; that is, bringing the present into presence (Ibid., 220).
It is about discovering your real potential; however, not in the way that Senge et al. refer to it
as a divine calling, but rather as an emerging sense of what you are capable of, as a becoming

self.

4.3 “Think it over”: Be reflexive

In the sociology of Bourdieu, we encounter reflexivity as a scientific request, an explication
of the impact the researcher may have had on the target of her research — as a result, Bourdieu
himself uses the first half of “Homo Academicus” to clarify his possible impact on the object
research because he himself was part of the system, he tried to study. So, reflexivity is about
awareness of yourself, your habitus, and how it may conflict with your daily aspirations. The
foundation of this reflexivity is the third 1. Reflexivity is, as such, not so much about creating
a pseudo-second-order perspective, but much more about being conscious of your thoughts,
your actions etc. Contrary to habitus, reflexive awareness demands consciousness; it requires
that I read Me, and as such it requires the employment of the post-reflexive sense. But as ar-
gued by both Senge et al. and Kirkeby, the primary unit of focus is not the thoughts or actions
themselves; rather, it is their “place” of origin. To apply a riffle metaphor, we must lunge at
the barrel of pre-reflexiveness and orient ourselves towards its position rather than focusing
on the bullets fired from it. It is a matter of scrutinising the grounds on which this pre-
reflexiveness is built by addressing the very place from which our practical judgments, con-
tained in our sensitivity, flows. When considering our habitus, it comes to include the very
form of this concept and a consideration of how it is in-by the world and how the world is in-
by it. We must access our mental achievements and the subjective processes; through their
actualities and potentialities they all belong to my essence. Moreover, Husserl (1999, §102)

writes:

“All possibilities of the kind subsumed under the I “can” or “could have”
set this or that series of subjective processes going (...) — all such possi-

bilities manifestly belong to me as moments of my essence.”.
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What he is stating is that we can explore the limit of the horizon of our temporal being. In
other words, there is more to see, than what we are seeing now! However, what is beyond our
horizon is unfamiliar; we cannot reject it, just as we cannot reject otherness. Rather, as we
have seen, reflexion presupposes otherness, it presupposes the difference or rather the never

complete mental abstract coalescence between subject and object.

That is, we begin to conceive our mental constructions as such; we break with the uncon-
scious sense of habitus by deducing our unconscious assumptions of our own opportunities
through expression. In a metaphorical sense, it is to silence the voice of self-judgment, the
voice whispering “you cannot do that”. However, as Senge et.al. (2004, 31) emphasize, it
requires a willingness to welcome otherness, to apply new models of perception, and to take
the necessary time, because we know from the seven phases of crisis-management, that per-
sonal transition can be very hard. However, sometimes the best way to initiate this process is
to break the constant flow of familiarity, that is, to experience a state of shock (Ibid., 38) or in
a more positive sense, experience a revelation or epiphany. This seems also to be essential to

the praxis of leading from the middle.

4.4 Accept the presence of otherness

Accepting the otherness is accepting the unfamiliar within you; it is to accept a pre-reflexive
consciousness, a reflexivity which is not accessible through language. As such, it is a result of
the redirection of awareness, a shift in the nexus of the subjective processes. It requires that
we reject the idea of the centralized self, and accept the self as fragmented and evanescent
(Ibid., 2004, 100). It is a shift from being given through social history towards constantly up-
dating and renewing our self-perception; it is about accepting the constant flow. In that sense,
it requires that the idea of own-ness becomes less solipsistic and lets the other in as the other.
Because, “/t]he more the fragile self-subject deploys itself, the more compassion deploys it-
self...there’s the opening of space to accommodate or to take care of the other.” (Francisco

Varela in ibid., 101).

In the perspective of Husserl, it is about easing the distance between Here and There, |
and You — in the perspective of Bourdieu, it is about perceiving the other as a genuine other,
not an objectified image; that is, it is to escape the alienating otherness and welcome the
other. This is not to state that we can know the other; rather, it is to state that we should reject

the idea of a pre-conscious given-ness through social history. Because, just as objects flow in
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temporality, so do our selves. And when we are open towards the other, it becomes easier to
read ourselves in her. In other words, it requires the perception of the self as becoming

(Kirkeby 2008).
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5 Conclusion

It has been the aim of this thesis to take change management to its limits, accounting for it
from its blind spot. This entails zooming in on what is implicit and taken for granted by pre-
vious works on change management and applying some epistemological considerations on
these presuppositions. By introducing a radical and different approach to change manage-
ment, we have sought to widen the boundaries of change management by introducing the Au-
man and social praxis of change management. Drawing on the post-structuralist approach of
Bourdieu and the human perspective of Kirkeby, we need to reintroduce the human and social
sides of change management, left out by many classic scholars in favour of aspects of func-
tionality and planning. As the mind tools of Bourdieu remind us, we are captives of our own
bodies in two aspects; first, we are pre-dispositioned to think and act in certain ways, depend-
ing on our experiences and lived life; in this thesis, we have materialised these pre-
dispositions into a virtual “space of possibilities” that enables us to recognise and seize certain
opportunities presented by the present situation. Second, this virtual space of possibilities is
not positioned in a social vacuum; rather, it is infused and permeated with sociality, having
been thrown into an ongoing struggle for resources and symbolic power, continuously relating

our presence in the world to a social hierarchy.

When contemplating the effects of change management, these two aspects are essential to
consider and they constitute the human side and the social side of change management respec-
tively. When trying to understand these aspects of captivity, habitus is the guiding tool, tying
together the two neglected sides of change management. On the one hand, habitus is a catego-
rizing tool; it functions by interpreting everything within a given frame of reference, consti-
tuted by previous experiences and the lived life. This can be understood as the human captiv-
ity, making the limits of functionality depend on a sufficient sensitivity towards the symbolic
structures of the field. On the other hand, habitus is a categorization tool; in social contexts,
we unconsciously evaluate the habitus of others by effectively ascribing them social signifi-
cance — what Bourdieu calls capital — in relation to the symbolic structures of the field. Hence,
we can never escape being evaluated in accordance to the symbolic structures of the field and

our capital portfolio, which subsequently make up our social captivity.

Consequently, change management can never be “free”; habitus re-locates the epistemological

boundaries of change management by pulling them out of the CTs and subtracting them into

111



Stefan Knapp & Martin Lund Petersen A Sense of Change

the CM. Thus, habitus creates both enabling and restraining conditions of change manage-
ment; it comprises the boundaries of the sense of “I can” by constantly presenting us with
alternative strategies of action that appear self-evident and natural. Alternately, this also
“closes the blinds” on alternative perspectives and comes to constitute a limit on the aspira-
tional level of the social agent, creating the limits of possible actions. As such, habitus be-

comes a self-technology; a self-limiting relation between the actor and the social field.

Throughout this thesis, the reader has been introduced to empirical examples destined to
exemplify the sense of “I can” in praxis. Although these examples cannot be related to pre-
reflexively, we can still become acquainted with the space of possibilities of the respondents,
which we have explicated by the use of metaphors. We have learnt that metaphors present a
distinct way of thinking and acting, making it an appropriate tool for accounting for the prac-
tical side of change management. In several of our empirical examples, this “I can” does the
job, creating the impression of individuals carrying a high degree of self-efficacy in regards to
their own potential. Although, as mentioned in the Analytical Implications in section 1.1.3, we
need to remember that this self-efficacy can be created post-reflexively, through sense-
making; it was not necessarily present at the time of the change, in relation to the forthcoming
moment. But nevertheless, the sense of achievement will add to the habitus through learning,
possibly extending the space of possibilities in relation to similar future events. The self-
evident nature of the sense of “I can” in some of the accounts (e.g. the empirical quotation on
page 66) points to what Bourdieu refers to as practical mastery and Kirkeby refers to as prac-
tical reflexivity. This practical anticipation of the forth-coming makes habitus a form of pro-
cedural knowledge, an ability to anticipate events as they unfold, just as the term “The
Gretzky Factor”, coined by Warren Bennis, is about knowing where the puck is going to be,
not where it is. Hence, it orients itself towards familiar situations and contexts in which it can
create appropriate actions. This familiarity presents itself, as habitus is structured by the social
contexts that have created it or, in other words, shaped by the social contexts and games that
we have participated in throughout our lives. Hence, habitus is a dynamic learning propensity,
reflexively attuning itself to the social arenas we come to inhabit and which inhabits us. But
this reflexivity is pre-reflexive, not post-reflexive; it is a non-discursive sense of what we can
do prior to actually doing it. It is a strategic evaluation, carried out unconsciously and the re-
sults of which is evident in the form of action. This double form of captivity — that we are pre-

disposed to think and act in certain ways and that we are always embedded in social circum-
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stances, competing for capital — constitutes the human and social side respectively. These
sides seem taken for granted by generally accepted accounts of change management, namely
Kurt Lewin, Edgar Schein and Kurt Lewin. By scrutinizing the explicit and implicit necessary
conditions for change within their perspectives, we have been able to locate the limits of
change management in the space of the other; successful change management requires the
acceptance or will of others. The CM cannot change the CTs; they must change themselves.
To successfully complete changes, the CM must then initiate actions that can change the cog-
nitive structuring or patterns of justification of the CTs. But this presents the CM with certain
conditions, which we have summarized as sensitivity and actualisation. The sensitivity is en-
capsulated in the human perspective; that is, the acute sensitivity attainable by the CM de-
pends on her internalised understanding of the symbolic structures of the field and her ability
to enact appropriate actions, which signifies a self-technology manifesting itself in an appar-
ent procedural knowledge, subsequently leading to increases in social self-efficacy. The actu-
alisation is the social perspective; the capital portfolio brought into the present presence that
allows for a practical actualisation of initiatives, e.g. the initiatives by Lewin, Schein and Kot-
ter respectively, scrutinized in part one. Only by activating and enacting certain forms and
levels of symbolic capital appreciated by the field in question, can actualisation occur. For
example, as fresh masters of business administration and economics, we are very unlikely to
have a saying in the board room of a multinational corporation because of a relatively small
amount of capital accredited in such a context (i.e. lack of experience and seniority) - unless
we speak on behalf of someone with substantial capital, e.g. the chair man. So, to actualise

changes, sufficient symbolic capital is required; what has been coined “change capital”.

In practice, this makes change management an elitist discipline, only obtainable for those
who have previously had “the opportunity” of expanding their virtual space of possibilities
from acquaintance with similar situations, which in turn re-loads and updates their habitus to
include future situations of similar nature. Moreover, it is the prerogative of individuals with a

sufficient change capital portfolio to influence others.

But at best, the CM can also be doomed powerless from the epistemological standpoint
that she can never fully understand what is going on within the CTs and how they perceive
the symbolic structures of the field; she can only be granted access to the others other, to the
image she has objectified of the others. Thus, she can never be absolutely certain that her sen-

sitivity will not deceive her nor that her capital portfolio is activated appropriately, let alone
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adequately comprehensive. However, such an approach taken to the extreme will eventually
end in scepticism. To avoid this turn, we have suggested a set of habitual extensions, inspired
by Senge et al’s book on presence and deep awareness. Armed with these extensions — be
authentic; be aware; be reflexive; and accept the presence of otherness — we wish to challenge
habitual leadership by reflecting on our own reflexivity. Authenticity is the basic ingredient; it
is about being true to one’s own self, making the leadership function an act of self-expression.
Paradoxically, authenticity is about being true to one’s habitus as it expresses values that have
been internalized on the basis of one’s own personal experience, but simultaneously address-
ing the alien within, namely the seemingly unconscious influence of the working social his-
tory; that is, the automation of habitus must be critically scrutinized, but also accepted and
believed in. As a second extension, awareness relates to the capacity of suspending immediate
judgments and re-directing attention; as such, it is not about being attentive towards your sur-
roundings, rather it is about being attentive to the judgments you bestow on your surround-
ings, which can only be done by silencing your mind. The third extension — reflexivity — is
about consciously exploring the grounds on which actions are created, which is the constitu-
tion and workings of habitus; that is, we must explore the limits of the horizon of our tempo-
ral being, because there is more to see. The fourth extension is about being aware of the proc-
ess of objectification instigated by habitus; by breaking with the unconscious sense of habitus
by suspending it, we must challenge the symbolism of the field by challenging our own con-
ception of it. The power of this is potentially great, as it entails consciousness of the fact that
we are our own limitations. The fifth extension is about accepting the presence of otherness
and may be painful, as it requires coming to terms with our selves as fragmented and evanes-
cent. But this is also a great part of questioning our habitus; that we accept the temporal flow
of our existence and refrain from understand our selves as something that is; rather, it is about

understanding our selves as becoming.

These habitual extensions present a key to unlocking the captivity instigated by habitus.
Although we need to accept the fact that we cannot know or do anymore than our past history
enables us — a condition we have referred to as bounded existence — it has been the aim of the
third part of this thesis to extend the limits of this bounded existence. In effect, these exten-
sions are designed to enable the CM to change herself, which is a prerequisite condition for
changing others. Throughout this thesis, it has been the ambition to invite the CM to go back

a step; namely from the step of trying to influence others to the step of influencing herself.
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Taking this step means accepting that she is a captive of her own way of thinking and acting
and that changing others must require the active effort of changing how she herself perceives

and passes judgment.

Following this, we may be able to save the CM from impotence and locate her somewhere in

between impotence and omnipotence.
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6 Putting it into perspective

As any other theory, our perspective is the creation of certain choices and certain ways to
comprehend practice; as such, it is impossible to write a theory which encompasses every-
thing. Creating a room for the limitations of the CM and suggesting different approaches for
the CM to be creative, and to learn more about her and the others can only teach us the limita-
tions, not how change management should be carried out in practice. However, to suggest
such a model would be performatively self-contradictory, because throughout this thesis we
have rejected the idea of building models for change management; perhaps the CM can learn
the theory from studying these models, but the justification for her actions must be identified
in her lived life and her experience. As we have argued, change is a process of double learn-
ing and changing because the CM must change and learn if she is to make others do so. In
other words, this thesis is delimited in regard to how changes happen, and how they might be
initiated and planned. To initiate a process of change could be centred upon creating a space
for discussion and assessment, not so much different from the perspective of Schein. How-
ever, the aim should be to create a space in the organization, a space between the past and the
future from which a collective future can emerge, a space from which a collective conscious-
ness can be generated, not so different from the perspective of Kirkeby (2001). Even though
we might be able to create such a space in the organization, we cannot separate the CM and
CTs from their lived life; hence, we need to include both categories and build on this as the
foundation for change. However, to conduct an analysis which could support this would re-
quire empirical material consisting of multiple and over-time in-depth interviews emphasising
an almost psycho-analytical approach combined with an approach inspired by Bourdieu’s

anthropological research methods.
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Velkommen til undersogelsen: '""Muligheden for at forandre".

Mange tak for at du har indvilliget i at deltage 1 denne undersogelse, der omhand-
ler dine erfaringer som leder af forandringer.

Vi vil bede dig tenke tilbage pa en situation, hvor du - som leder - stod overfor at
skulle forandre en organisation eller en afdeling. Det kan have vearet implemente-
ringen af en ny strategi, indferelsen af et nyt system eller overgangen til nye ar-
bejdsgange og procedurer - eller noget helt fjerde. Blot skal det relatere sig til en
situation, hvor du skulle gennemfore en forandring.

De naste 10-15 minutter vil vi bede dig beskrive omstendighederne omkring situa-
tionen og med udgangspunkt heri vil vi derneast bede dig svare pa de efterfolgende
sporgsmélene si gerligt og praecist som muligt.

Vi vil gerne bede dig udtale dig om dine tanker og erfaringer. Du skal saledes ikke
udtrykke dig pa vegne af andre ledere eller medarbejdere i den davarende organi-
sation.

Din besvarelse vil naturligvis blive behandlet med sterste varsomhed og oplysnin-
gerne vil blive behandlet med storste fortrolighed.

Du gér i gang med besvarelsen ved at trykke pd nedenstdende knap med teksten
"Neeste".

Vi seetter stor pris pa din deltagelse - mange tak for hjzlpen

Med venlig hilsen,
Martin Lund Petersen & Stefan Knapp



Stefan Knapp & Martin Lund Petersen A Sense of Change

Forandringens historie

Fortel kort forandringens historie. Vi vil bede dig forholde dig til tiden forud for og
under forandringsprocessen.

Beskrivelse af organisationen

Beskriv den piagzldende organisation ved hjalp af en metafor (en billedlig sammenlig-
ning) og BEGRUND venligst dit valg af metafor

Beskrivelse af forandringsprocessen

Beskriv den pagzldende forandringsproces ved hjzlp af en metafor (en billedlig sam-
menligning) og BEGRUND venligst dit valg af metafor

Betydningsfulde udfald af forandringen

Fremhaev venligst nogle - efter din mening - betydningsfulde udfald af forandringen

De betydningsfulde udfald og organisationens forandringspotentiale

Beskriv kort din opfattelse af sammenhzengen mellem de betydningsfulde udfald og or-
ganisationens forandringspotentiale
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De betydningsfulde udfald og din indflydelse

Beskriv kort din opfattelse af din egen indflydelse pa de betydningsfulde udfald

Resultatet af forandringen

Hvordan vil du karakterisere resultatet af forandringen?

Vigtigste leering

Beskriv kort den - for dig - vigtigste leering, der er kommet ud af processen

Mange tak for din deltagelse i undersogelsen.

Du kan udskrive din besvarelse ved at trykke pa printer-ikonet herunder:
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