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MANAGING ORGANIZATIONAL CHANGE IN THE

PRIVATE SECTOR: LESSONS FROM BABCOCK

UNIVERSITY MANAGEMENT INF ORMATION SYSTEM

Angela E. NWAOMAH

Change, itis commonly said, is inevitable and so is a constant part of life. But

differently. It concludes by suggesting ways Babcock Univérsizy leadership
can successfully introduce and implement changes. '

KEYWORDS: Change, UMIS-University Management Information
System, Babcock University, Unfreezing, Re-freezing.

Introduction

An organization is seen as a collection of people, with consciously
coordinated efforts brought together under ‘able’ leadership towards
achieving common goals. The success of any organization depends to a very
large extent on the interpersonal relationship existing in that organization.

Succe

ssful leaders, therefore, establish good inter-personal relationship with

their subordin ates.

However, one of the challenges to organizational leadership, inter-
Personal relationship and growth is organizational change. Fullan (2001)
g 5 o o \

Views change

- L
*Angela
Assistan

> as a double-edged sword. Its persistent speed is hard to adjust

ed, we can find new ways to move ahead angd

at are not possible in stagnant Societies. When a:

askK
Change, people often describe anxiety,

e

fear, danger, loss
excitement, energy, exhibition, risk taking, and




improvement. For better or for worse, change arouses emotions, and when
emotions intensify in an organization, leadership is key for addressing
change. ! ‘

Change, is often said, is the only thing that remains constant in
organizations. Change often takes place incrementally but it can take the
form of a transformation for any organization.

Mullins (2010) also affirms that the nature of organisational change is an
inevitable and constant feature. It is an inescapable part of both social and
organisational life and we are all subject to continual change of one form or
another. Change is also a pervasive influence and because of its pervasive
nature, change at any one level is interrelated with change at other levels. At
the individual level there could, for example be a personal transformational

~change where circumstances have not changed but because of some
emotional or spiritual happening, the individual was transformed or changed.
This transformation may have some effect on their behaviour and actions at
work and relationship with colleagues. :

Organizational change can be initiated deliberately by managers, it can
evolve slowly within a department, it can be imposed by specific changes in
policy or procedures or it can arise through external pressures. Change can
affect all aspects of the operation and functioning of the organization (Schein,
2004).

Types of Change :

There are three types of change according to Armstrong (2009).

1. Strategic Change: This change is concerned with broad, long-term and
organization-wide issues involving change. It is about moving to a future
state that has been defined generally in terms of strategic vision and
scope. It will cover the purpose and mission of the organization, its

corporate philosophy on such matters as growth, quality, innovation and
values concerning and strategic goals for achieving and maintaining

competitive advantage and for product-market development.

2, Operational Change: This change relates to new systems, procedures, E
structures or technology that will have an immediate effect on working
arrangements within a part of the organization. But its impact on people

can be more significant than broader strategic change and it has to be
handled just as carefully. : 3

3. Transformational Change: This takes places when there are
fundamental and comprehensive changes in structures, process and

& Unfreezing.

E therhaviou:rs and attitudes. T
B 541 change presents to peopl )

IS YULAV.NO L JANUARY 2012 gy
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to attain the natural state of equilibrium by accepting change. students were studying and recejvi 3
without register; g grades at the
2. Changing/Moving- developing new responses based on new aCCreditinrge%I(fgzlsntg)y g(l’r these Services, student staegsdtlgsf tilfp;?mgster
information. . € Dursary, Regis 1ed to
did hot agree and parents/gua.rdlansg vtv?; :n;il SSOtudent Affairs, most timeg

- 3. gefreezing-1 it_abilﬁi}l}lg the change by introducing the new responses into ‘ active studentship status or V::; f:’pwfflile Some students, who either haq no
e personalities of those concerns. 1 manufacturi : - Periorming poorly, we
This Fheory is z_ldopted by this paper to study a significant change in t_he | Thus, the exgi ézlstlilcl)t; glflﬁls t}c]) dec?lve their parents andyguar ;f alilsllegci:d to be
student information management system that Babcock University guardians and stakeho]d &1 quality information service delivery to
administration introduced in  the desire to provide quality services for its 4 management especially ft:}rlsa"tv:}?: laﬁklng. Parents mounted pressuré) ?)fltl;}tlsé
students and stakeholders. Forum (PCF) through which they}::ana :fr t?lef;prum-the Parents Consultative
I vie

WS to the management and

nlzul“gEIllEllt' II]ESE ISS“ES IEIJEE: g g C g ZIS

management's view that a PRI
ith i 1 Organisation's | :
with its s : n's lack of On-[j ,
the organtizl;;l;oldefs did not necessarily translate into pI:)eo;neﬂrIFd of relating
Becancs OfthisI; }:)r 1ts component units byt also largely questlijsn O,rm_ances. by
©management decided for g change in 2007 Wakiieari

PARTTWO: The Changing Stage

s embarrassed by th

PART ONE: Background (The Unfreezing Stage)

Proving a Rationale

Before the approval of private universities in 1999 by the Federal
Government, the Nigerian universities system was funded by the state and
federal governments. One major problem associated with the large student
population was the issue of information management. This situation
challenged the management of information in the universities, especially as it
concerns student's records. For instance, it was difficult establishing the exact
student population of universities, registration processes were a nightmare,
student data capturing and storage was very challenging and results were
hardly submitted by teachers soon after examination and students hardly
knew their results, until sometimes at the final year. Further, parents and

guardians scarcely saw their wards' results slips except on demand. These meet the needs o rmation management syste
problems, however, were expected to be solved by the private universities would £ the university. Babcock University des1¥ed :]sthit e
which would depend largely on tuition paid by the students and are thus ystem that
expegted to offer qu'fllity §ewi9§ to t}}e public apd thc? vgrious stakeh'olders. 1) ensurethe information
Since information is critical in education, it is through it that an appropriate: provided about a student s complete, accurate and
/9 9 € an

educational institution relates with the public. It is thus a bridge between the
institution and the public-parents, industries /organizations and other
stakeholders. Good information management practices form a foundation for
- sound educational practices and optimum outcomes (JISC INFONET, 2007).
But Babcock University, one of the first private universities, which has
been known for high performance, had challenges with regard to its students'
information management. First, Babcock began with the manual registration
exercise and eventually migrated to the NU-Solution Registration Software. =
But this option, which was used for about five years, did not provide the
results expected especially with growing student population. For instance, it
was difficult establishing the exact number of registered students, SOme:
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establish an information management system that essentially covers the
entire student life cycle from Admission to Alumni as follows: ol Bl i .
Epileptic inte el
et services would pose delays for results producti
Y ion.

T e : . . i s These ;
Admission- this process identifies tracks and monitors the admission . Were excuses givenas b -
ases for resistan
ce to the chang
€.

workflow, from student application until the acceptance/ confirmation
process. This also includes online sale of admission forms and admission

screening exams.

Registration- an online registration and settlement system.
Automatically all the required registration processes such as residence
selection, payment, course selections and approvals are on-line. This
process optimizes statistical analysis for accurate information on student
enrolment. i

Learning- defines information relating to academic offering including

courses, study areas (majors, minors etc). timetabling, units, classes, their

activities (lecturers, tutorials etc.) and their awards.

e Grading- enables: the university to create/ maintain/ amend/ transfer
assessment parameters, scores and records for students on each
programme/ course in the system so student could have access to their
grades online.

e Graduation- maintains a detailed searchable record of graduates. Also
activation of online application/ request for transcript and getting the

sent to designated organizations/Institutions without the

ir proxy visiting Babcock University.

ase of Babcock university alumni with online

transcript

graduate personally or the
e Alumni- a detailed datab

information features.

Perceived Problems of the Change Decision
There were mixed reactions and resistance
introduced by the University administration. Some reasons were give

their reaction which include;

To use the UMIS-University Management Information

require transferring stu

new which would be
especially the Registry department.

e Teachers will need to enter students resu
what was the practice where a department's s
students into the system.

e Notmany employees had personal computers.

by staff to this change
n for

¢ System will

ecretary inputs the results Of

dents' data /result from the old result system to thes
lots of work for some units of the University

1t themselves online as against

o | of
: li);:,l 3telll.ﬁnd itdifficult to adjust to the new times
_ nience or Loss of Freed :
to prove inconveni g
' nient, make life i
RSy 3 lite more difficu
personal computers and internet connections in their offj
: ices.

C"nll)t%tence Fears . Qumatfa it e
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e Fear of the Unknown — Changes which confront people with the and how it should be inﬁoduced Th .
unknown tend to cause anxiety or fear. Many major changes in a work ‘ amongst people that the change is. g € aim is to get 'Ownership — a feelin
organisation present a degree of uncertainty with the introduction of the ‘ because they have been involveqd ehng that they are happy to live with
new technology or methods of working, an employee may resist become their change, I its planning and introduction — j¢ has
promotion because of uncertainty over changes in responsibilities or the ‘
increased social demands of the higher position (Piderit, 2000). P eol:ile and Change

1 order to minimise the pr, :

e Face of Lack of Support- Lacking important support from direct discussion has to note thel}o(i?;:vri‘;;h eo;ﬁimaf ement of the organisation under
supervisors and/or Organization not having the correct e-Resources to . ‘ . Stf°"8 l'%iStancetochangeis oﬁeﬁ rootiz L
properly implement the changes. reinforced feelings; Patience and mlemncel:rgeeply conditioned or historica]

thesesituations to see things differently, bjt by bi::g?red to help employees jn -

e Lack of Confidence- Lacking in personal confidence that things, once E Cex:tain types of employees - — oy 8radually.
changed, really will be better than before. _, habltllal/process —oriented f;"pes a8 oﬁ;h; ({ehabl.e/ df’l)endable/steady/ '
® Employees who welcome change are notln change very unsettling,

Overcoming the Resistance to Change

Schein (2004) points out that resistance to change is one of the most
powerful drivers of human behaviour, and the key to dealing with it
effectively is to understand both its physical and emotional components.

generally the best at being able
» d fo'llow pProcesses. The
3 gobil.it)"/adaptz}bility capabilities, et v Ehe s e -

ertain industries and disciplines have a high co

Most organizational leaders make two fatal errors when dealing with need a strong reliability/dependability 'ncentration_of staff who
resistance. health services : bersonality profile, f
. ] e _ and nursin T . 1ile, for example
First, they underestimate the strength of current patterns that employees these sectors wil] tend to hg’vadmlmstratlon, public utilities and Servicl:)es 4
are comfortable and familiar with. change difficult © many staff with chara, «

cter profile who find

Second, they underestimate what will be required to change those

patterns agrd deal though sometimes su‘iai: helpful for understanding thatpeople's pr(f:?secl‘ltlna tmgd P sbne Theory is
responses that oc et changes as thr ; Pe esand motjvati
: - i v/ c({lh:f (em their stage of life. For instance, Older pr:t;::(?rzs are different
1d respond firsé gethan younger teachers who seem more famﬂiarwiﬂzlIlzln"lg‘ht e
are the key The more m, ,
e Management
picce GRE tomanage change. understand people's need, the better they will be able

wo amygdalate;

is for thews
he changes s
e employeess

aredealing with, and how
, dwhy they feel like thev ey
Heifetz (1994) cited in Fuliag cocce. Lo ey dobefore i
; 1 Fullan (2001 ey take action,
I the wr, : nful :2) accuses o : i
for so?;legol::l:i,?g Za:ldershlp (Vthen the going gets trflili;lllls‘?%‘l‘tiggscgif;igokxng |
sSwers, decisi : ... We
. *9meone who knows where we oughltstlc()) I;,esm?ng th, and a map of the future,

make hard proble . £01ng —in short
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no simple, painless solutions — problems that require us to learn new ways.”
Heifetz argues that we should look at the role of the leader as “Mobilizing
people to tackle tough problems” so leadership is not mobilizing others to
solve problems they already know how to solve but helping them to confront
problems that have not yet been addressed successfully..

Wright (2000) supporting Heifetz's argument of the role of a leader states
that one of the components of leadership is understanding change. It is
essential for leaders to understand the change process. Moral purpose
without an understanding of change will lead to moral martyrdom. Moreover,
leaders who combine a commitrnent to moral purpose with a healthy respect
for the complexities of the change process not only will be more successful
but will also unearth deeper moral purpose.

The change leader sees change as an opportunity. He/she looks for
change, knows how to find the right changes and knows how to make them
effective so as to help his or her organization gain competitive advantage. The
Vice-Chancellor of Babcock University provided this leadership to enable

the functioning of the UMIS. -

Management and Change

CONCERNS OF EMPLOYEES RESPONSE FROM LEADERS

Information Communicate

Question: What do you plan to Face to face with employees

L {
Lecturers could monitor student registration fo

change? during meetings, one-on-one,
through letters, e.t.c.
Personal Assurance
Question: Will we survive? Others have done - we can too!
Where will we fit? We will be better off!
We will have a place for you!
Implementation Repetition

Discuss implementation process

Question: How will it be

accomplished? repeatedly
Impact Reality
Questions: What will be the results? Give people the facts. Cast the
How will they benefit us vision for what can be. Discuss

and the organization? the benefits of change.
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PART THREE: CELE
: BRA
REFREEZING STAGE) TING THE CHANGE (THE

o JOR . W 5 :
i nc.:oura.ge.the university to improve on ijts power supply. Babcock

il )
provide fairly accurate students' statistics,

- T gy
tudents with disciplinary problems can easily be tracked by the Student

Affairs and disabled from registration.

Personally upload their results
3 ot SWET s
Possible manipulations of grades. e UMIS platform, thus Mminimizing

It ensures accuracy
: acy 1n course registration Ing it di
gor I%I;reglstered studentto earn grades i S g G
nables tt /i
the management get constant/ instant feedback or input from

Stakeholders on h 1 TV
' oW to i i .
s mprove services at different units of the
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To Stakeholders ' : ' _

e Instant responses to students' request through the report sequel (online
help desk-facebook) when students lodge complaints as regards
registration and grade issues ; :

e Promptness in correspondence to parents through online contacts made
available to give progress report (academic report- students result,

~ disciplinary report, etc.) of their wards/children. ‘
Provision for on-line transcript request and delivery. .
Improve responsiveness.to on-line verification of Babcock university
graduates transcripts and certificates upon request by labour employers/
institutions. , :
- o Constantly make use of the online help desk for quick correspondence
 between the registry department and its public. : :
e Students could have access to their semester's results on-line right afte
Senate approval without having to wait for result slip. : P

~ These online services are to eliminate delays and enable the students,
staff, public/stakeholders have access to needed information without having
‘to leave home/ location at any hour of the day which in turn assist the
University management for faster communication and decision making.

Conclusion ; : ,

Change is a capability, both of companies and its officers, for the first
place where change happens is in the minds of the organization's leaders and
managers. Beyond this, change skill includes both the design of flexible
organizations and the education of flexible people. The 'inertialess' company
can turn on a penny, stopping one thing and starting another in response to the
twists and turns of their external context.

Change is more than capability; it is a competitive advantage and means
survival. Thus, the introduction of the University Management information
Services (UMIS) to provide and manage student records at Babcock
University has to a very great degree impacted positively on its system. '
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