
www.manaraa.com

Investigating the barriers to
change management in public
sector educational institutions

Adel Ismail Al-Alawi
Department of Management & Marketing, College of Business Administration,

University of Bahrain, Sakhir, Bahrain
Muna Abdulmohsen

Board of Intermediate Education, Ministry of Education, Manama, Bahrain
Fatema Mohamed Al-Malki

Bahrain Teachers College, University of Bahrain, Sakhir, Bahrain, and
Arpita Mehrotra

Faculty of Business and Financial Services, Royal University for Women,
Riffa, Bahrain

Abstract
Purpose – The purpose of this paper is to explore barriers to the change management in the
public sector of educational institutions such as public schools of the Ministry of Education in the
GCC countries. The exploration of the research is based on the ADKAR change management model
that consists of five key elements, which are awareness, desire, knowledge, ability and reinforcement.
The ADKAR model was used for many reasons, among these reasons is that it allows management
to separate the change process into parts, pinpointing where change is failing and addressing that
impact point.
Design/methodology/approach – Five public schools and employees from the educational directorate
were taken as samples in this study. The unit of analysis was the employees, and data on these change drivers
were collected from questionnaires and interviews.
Findings – The study findings were articulated through strengths and weaknesses. The strengths were the
desire to change and networking. The weaknesses were the knowledge element such as the absence of
predetermining guideline for the implementation of the system; another observed weakness was in the
leader’s authority, where leaders do not have clear definition of authority and responsibility to take a decision;
and finally the deficiency in performance appraisal for not being taken on regular basis and the rewarding
system for not being linked to performance appraisal.
Research limitations/implications – The information and feedback collected from the questionnaire
may not represent all of the facts of the questionnaire subject; therefore, the researchers may have to use
an unstructured interview to enhance the quality of information obtained. Due to the long bureaucratic
procedures for issuance of permission from the higher research authorities (Scientific Research Directorate)
to apply the questionnaire in the Ministry of Education, this took nearly three weeks, which was
long considering the time available to end the research and resulted in a significant change in the
project schedule.
Practical implications – This study provides an empirical evidence that gives a deep insight about
the elements that act as barriers to change in the public sector of educational institutions, as there are
certain elements that are tied to the nature and characteristics of the public sector itself that act as barriers
to change.
Originality/value – Knowledge development is an essential part of the public sector development scheme.
Effective training programs are the most important means to develop knowledge, considering that it has to be
properly designed and delivered. Training programs should also be structured in a way that fills the
knowledge gaps that exist between the present state and the future state. One useful technique for filling and
assessing the gaps between the current state and future state requirements is by writing new job descriptions
for employees, which should include details of knowledge and skills needed to perform that role during and
after the transition.
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1. Introduction
Due to the unconstrained development and advancement in knowledge and science in all
fields, it became necessary for societies to undergo and cope with major changes
in order to make significant changes in their economic system (Al-Alawi et al., 2007).
In the business world, managers struggle in dealing with organizational change as it tends
to be the most complicated to deal with due to the difficulty of projecting the results and
the outcome (Somerville, 2008). Despite the increase of using suitable change
methodologies and strategies, corporation yet end up being resistant due to the
ambiguity of the outcome (Balassanian, 2007). Therefore, many experts claim that most of
the change projects end up not living to its potentiality in the sense of achieving its end
results (Somerville, 2008).

In light of the above, public sector organizations unlike the private sector are often
perceived to be resistant to change, they seek capacity (the ability to get things done) but not
change – a different way of doing old and new things (Balassanian, 2007). This is because
the public sector is highly controversial as it lacks negotiable timescale and planning scale,
as well as logistical and political implementation issues that are not taken into consideration
(Andrews et al., 2008).

In respect of the above, the Bahrain Economic Development Board (2008, p. 1) made the
following statement: “Economic Vision 2030 for Bahrain outlines the future path for
the development of its economy. This has been shared with a host of opinion leaders from
the private sector, academia and development organizations, and the public sector, at the
heart of the Economic Vision lies the aspirations for Bahrain economy, government and
society in accordance with the guiding principles of sustainability, competitiveness and,
fairness. In collaboration with the legislative body, civil society and the private sector, the
Bahraini government will develop detailed strategic and operational plans for making these
aspirations a reality. In particular, the Economic Vision will be translated into a tangible and
coordinated national strategy across government institutions.”

This study is designed to determine the change management barriers in the public sector
based on the ADKAR model, which is a change management module of five elements as
indicated below:

(1) awareness of the need to change;

(2) desire to participate and support the change;

(3) knowledge of how to change (and what the change looks like);

(4) ability to implement the change on a day-to-day basis; and

(5) reinforcement to keep the change in place.

According to the Bahrain Economic Development Board (2008), Bahrain will use its
resources to invest for the future, improving its human capital through education and
training, particularly in the field of applied sciences. The Embassy of the Kingdom of
Bahrain to the United States (2007) in the USA stated that education reform has been a top
priority in the Kingdom of Bahrain. Aside of the Ministry of Education, the Ministry of
Labor, the Bahrain Chamber of Commerce and Industry, the Supreme Council for Women
and the Economic Development Board (EDB) have also cooperated to lay a modern
foundation for Bahraini education. They studied the most successful reforms undertaken
around the world, to develop a bold and a comprehensive reform plan for the Bahrain
educational system.

The findings resulted in four reforms:

(1) create a Quality Assurance Authority that is independent on the Ministry, to assure
quality performance of schools, universities and vocational institutes;
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(2) strengthen teacher recruitment and training;

(3) create a polytechnic school that educates the future private sector; and

(4) improve higher vocational education to improve private sector productivity.

Education is exhibited as a key component of reform policy in Bahrain, and this is reflected
in Education and Training initiatives (refer to Figures A1 and A2), both figures are adopted
from Bahrain Economic Development Board (2008) and both exhibit that education is the
future of Bahrain. Hence, according to the Human Development Index by United Nations
Development Program, Bahrain is ranked in the “high human development category” and
highlighted as the highest among others GCC averages in education.

The purpose of this study is to identify why changes are limited in some area and define
the necessary steps to make change successful. The researchers had to break down the
change into parts, understand where change is failing and address those specific points by
using the ADKAR model to identify the gaps in change management process. The problem
of this study was to determine the barriers of change in the public sector as represented by
one of the ministries of education in the GCC countries.

This study is significant in that:

• It provides a basis for the positive and efficient changes.

• It provides helpful information for effective management of the people dimension of
change, which requires managing five key elements that form the basis of the
ADKAR model.

• Furthermore, the baseline data gathered from the result of this study shall serve as a
guideline for other researchers in their quest for additional information. It can also be
for those interested in the fields of change management. Likewise, the change
management in GCC is somewhat a newly introduced subject and concept that will
need intensive research and efforts for change management leaders to learn and
digest to achieve successful change.

More specifically, the following research questions guided this study:

RQ1. What are the barriers, which restrict change management in the public sector
organization such as Ministries of Education in GCC countries?

RQ2. What are the weak elements as barriers of change in the Ministries of Education in
GCC countries, which are in accordance to the ADKAR model and how significant
are these elements?

RQ3. How significant is knowledge management to contribute positively or negatively
to competitive advantage?

1.1 Research objectives
The aim of this study is to understand the change barriers of the organization and determine
the failure cause depending on the ADKAR model elements that effect change pursue. The
research objectives can be summarized as follows:

• to identify the weak elements as barriers of change in the Ministries of Education in
GCC countries in accordance to the ADKAR model;

• to analyze the significance of each element of ADKARmodel in the public sector such
as Ministry of Education in GCC countries; and

• to understand how knowledge management contributes positively or negatively to
competitive advantage.
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1.2 Research hypothesis
The researchers established the following research hypotheses as a guide to this study,
which was framed around the five elements of the ADKAR model for determining the
barriers of change management:

H1. There is a difference between gender and ADKAR five key elements in
change management.

H2. Change management project and awareness about change.

H2a. There is a positive relationship between qualification and awareness about change.

H2b. There is a relationship between experience and awareness about change.

H2c. There is a positive relationship between the level of career and awareness about change.

H3. Change management project and desire to change.

H3a. The desire to change is different according to age.

H3b. There is a positive relationship between qualification and desire to change.

H3c. There is a positive relationship between the level of career and desire to change.

H4. The relationship between success of change and knowledge about change.

H4a. There is a positive relationship between experience and knowledge about change.

H4b. There is a relationship between the level of career and knowledge about change.

H5. The relationship between success of change efforts and ability to change.

H5a. There is a relationship between age and ability to change.

H5b. There is a relationship between qualification and ability to change.

H6. The relationship between success of change and reinforcement efforts.

H6a. There is a positive relationship between experience and reinforcement efforts.

H6b. There is a positive relationship between qualification and reinforcement efforts.

1.3 Definition of terms
For the purpose of this applied research, the following terms were defined:

• independent variable: for this study, the independent variable was the ADKAR five
key elements;

• dependent variables: for this study, the dependent variable was the change
management barriers in the public sector organization; and

• change management: change management is the set of processes, tools and practices
that were used to manage the people side of a change. Change management is the
final element of realizing change effectively.

Finally, this section reflects the purpose of this research, which was intended to identify the
weak elements as barriers of change in the Ministry of Education in accordance to the
ADKAR model. The next section presents the literature review for this study.

2. Literature review
According to Andrews et al. (2008), it is widely accepted that the context within which managers
have to implement change is broader in the private sector than their counterparts in the
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governmental sector. This is attributed largely to the nature of public policy that they describe as
based upon ministerial edict (combined with threat), highly controversial in substance, tight and
non-negotiable timescale, no planning window, no consideration of the logistical and political
implementation issues. Andrews et al. (2008, p. 67) suggested that “public sector managers have
much less satisfactory experiences of change than their private sector counterparts.”

Balassanian (2007) likewise argued that despite the fact that employees hold strong
views of the new vision of change, they feel handicapped by obstacles in their paths which
management are aware about but do not remove doubts concerning process of change,
which causes failure to the whole process. One reason among others for this dilemma is
management reluctance to deal with difficulties, air potential problems and clear
uncertainties some employees may have. Balassanian (2007) argued that the prospect of
changes in the way people work causes anxiety, which, in turn, causes resistance and only
people who instigate change enjoy it; others have to suffer it.

2.1 Change management
According to Somerville (2008), organizational change is a complex subject. Achievements
in change management are difficult to predict in terms of results; most experts believe that
most of change projects do not achieve its final goals. Balassanian (2007) stated that
organizations in public sectors are the most perceived for change resistance, as many of
these organizations focus on getting things done rather than looking for new ways of doing
things. The increased use of appropriate change management strategies and methods in the
development of the cooperation will often be resisted due the difficulty of precise definition
of their results and the uncertainty of their outcome. Balassanian (2007, p. 5) stated that
“The first and most obvious definition of change management is that the term refers to the
task of managing change. Managing change is in itself a term that has at least two
meanings. One meaning of ‘managing change’ refers to making changes in a planned and
managed or systematic fashion. External events may also necessitate organizational
change. Hence, the second meaning of managing change – the response to changes over
which an organization exercises little or no control (e.g. a rapid rise in the price of oil,
devaluation of the national currency, civil unrest, new legislation, and so on). The
recognition of the need for timely adjustment to external events has given rise to the concept
of the ‘learning organization’. Change management refers to an area of professional practice
and the related body of knowledge that has grown up within and around this subject.”

Change management is facilitated by a systematic approach that includes making the
use of the knowledge acquired in an organization as well as the resources available that can
be used to extract the benefits of the change. It is also seen that having a systematic
approach results in better management of the method of change as it impacts the
productivity and performance of change in a positive manner (Metre, 2009). Nonetheless, it
is also viewed that a systematic approach can result in time constraints and restrictions in
resources to evaluate the process of change and to concurrently apply the change as
premeditated (Hudescu and Ilies, 2011).

According to Burnes (2004), organization change must be handled and approached
properly or else any planned or occurred changes will be in conflict rather than in alignment.
Furthermore, the approach should be determined based on what is suitable for the forms of
changes, particularly the change that is anticipated and looked for in the organization
framework. Therefore, change leaders and agents play a significant part in ensuring the
success of the change process (Al-Yahya, 2009).

Ulrich and Brockbank (2005) discussed that change management is impacted by the
internal elements of an organization such as the employees, culture, policies, procedures and
management, which make change agents and the corporate culture a critical part of change
management. However, to maintain a solid culture that can be subjected to change, the
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change approach must be subjective and inclined by the corporate culture and change
leadership (Erdogan et al., 2006; Al-Alawi and El Naggar, 2018).

Leadership is also a crucial aspect in change management as it has a strategic function in
handling and controlling resistance to change through using appropriate factors of
organizational culture to foster and increase employee participation in the method of change
( Jaskyte, 2004; Al-Alawi, 2006). According to Cameron et al. (2006), change is coordinate
through the leader of the organization or change agents who have the authorization to act as
change enablers, which is inclined by resistance from employees.

According to Northouse (2013), change leaders’ behavior can be demonstrated through two
general types. First, is a motivated and inspired a leader that demonstrates task behaviors for
goal achievement as well as integrates his/her employees in such process to ease their comfort
and make it easier for them to adapt to the change. Moreover, Hamstra et al. (2011) stated that
in successful organizations that achieve their goals, leaders play the role of both traditional
and transformational leaders through supervision of change management and through
recognizing the need of change and constructing a path to implement it.

2.2 Change resistance
Robbins and Judge (2009) stated that it is well documented from many studies of individuals
and organizations that both organizations and its members resist change, despite the fact
that resistance to change in itself is positive to some degree as it maintains stability and
predictability in behavior, for example, resistance to re-organization plan or a change in
product line can stimulate a healthy debate over the merits of the idea and result in a better
decision. Nevertheless, evidently resistance to change restricts adaptation and progress.

They also suggested that resistance to change can be categorized to four types, overt,
implicit, immediate and deferred. The easiest for management to deal with is overt and
immediate, while the most difficult and challenging to deal with will be implicit and
deferred. They added that implicit resistance behavior is considered as subtle – loss of
loyalty to the organization, loss of interest to work, increased errors, increased absenteeism
due to sickness – and hence are more difficult to manage. Fronda and Luc Moriceau (2008,
p. 605) suggested that “The persons observed do not refuse to change in the absolute; they
refuse to sign up to a change which is imposed from the summit of the organization and
whose ultimate purposes they do not share. This is the reason why approaches to resistance
to change, such as that of human relations seem reductionist. It is not enough simply to
‘communicate’ for change to take place. Communication is highly difficult when the
communicants have in their minds contradictory frames of reference for justification.”

For change management to be successful, it should consider individuals as agents or
actors, and not as subjects. In normal cases, an individual can adapt at some margin to
change by certain adjustments in his/her culture and characters, boosting flexibility in his/
her principles and values. But deep and radical changes that are directly connected to the
national cultures such as religious, geographical, demographical and political are deep
rooted and often not extremely difficult to change (Fronda and Luc Moriceau, 2008;
Al-Alawi and AlKhodari, 2016; Kophuting and Mutshewa, 2017).

Lawrence (1969) and Maurer (1996) stated that the reason many change initiatives do not
end up being successful is due to change resistance. Moreover, resistance to change can
result in incurring costs and time constraints in the process of change (Ansoff, 1990) to the
extent that it becomes hard to predict and controlled, and must be taken into concern. From
another perspective, resistance can help change agents to gather information and can help
understand how to come up with a successful change process (Beer, 1996).

The implementation of change can occur in alignment with the objectives and internal
environment of the organization as well as the external environment (Quattrone and Hopper,
2001). In order to achieve a successful change management initiative, the leader must be a

117

Barriers to
change

management



www.manaraa.com

transformational leader rather than a traditional leader in the sense of having an optimistic
character regarding the initiatives in addition to exhibiting commitment to the change
process (Abrell-Vogel and Rowold, 2014).

It is important for a change agent or leader to motivate and inspire the employees of the
organization (Gilley et al., 2009). When employees are motivated and inspired, they are less
likely to resist change and more likely to accept it, which can be done through associating
the employees with the leader in the change process. However, attaining collaboration
between employees and the leader in change construction depends on the attributes and
characteristics of the leader (Griffith-Cooper and King, 2007).

Nazim et al. (2014) stated that a change agent is a person who identifies the need of a
change, then presents it, which leads and results in having an applicable environment for
change where change can be implemented and evaluated. This indicates that change agents
have certain obligations when dealing with change. According to Luscher and Lewis (2008),
change agents must be extensively involved with the process of change and must be highly
cooperative and flexible when interacting with employees. In other words, for example,
Hudescu and Ilies (2011) stated that leaders must communicate with the employees in terms
of making them understand the basics of change or else employees will not value the
purpose of the change process and will resist it, which will act as a boundary to the change
process. It is not easy to communicate information about the change process. However, if
achieved, employees will be supportive in terms of easing and assisting the method of
change (Al-Alawi et al., 2016; Nazim et al., 2014).

2.3 Organizational change process models
Edgehouse et al. (2007) stated that despite the fact that the ultimate goal of organizational
change is aiming to change attitudes, practices and values of constituents to a more desirable
state for individuals or organization, the available well-recognized models to achieve these
common goals vary in approach and execution, Edgehouse et al. (2007, p. 7) suggested that,
“Models are useful tools. Not only because they provide path to follow, but also because may
are powerful mechanisms that can down out anxieties about unknown future result.”

According to Robbins and Judge (2009), there are several approaches to managing
change. Four models have been selected for the purpose of this study. The first three models,
Lewin’s three-step change model, Kotter’s eight-step plan and the 7 S-Action Word Model
have been demonstrated with some details for enlightening how they differ from the
ADKAR model that is chosen as a base for this research project.

2.3.1 Lewin’s three-step change model. According to Latta (2009), Robbins and Judge
(2009) and Cellars (2007), this model has three sequential steps to follow to ensure successful
change. The term unfreezing refers to the commencing point in such situation which is
considered as an equilibrium state, from which we need to move to new equilibrium status,
by overcoming the pressures of both individual own resistance and group conformity.
Then, term movement can be described as the transformation process from existing
equilibrium to the new equilibrium (desired end state), while refreezing can be explained as
stabilizing the change by balancing the driving forces and restraining forces and can be
sustained over time through monitoring and reinforcement.

2.3.2 Kotter’s eight-step plan. According to Robbins and Judge (2009), John Kotter of the
Harvard Business School created this approach for implementing change. Kotter began by
listing common failures that managers make when trying to initiate change.

Kotter’s (1995) model identified eight steps for change initiatives that included:

(1) sense of urgency to establish at first stage;

(2) coalition of people who support and appreciate the need for change should be
established at soonest;
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(3) vision of desired end goals is clear and realistic;

(4) different communication media to be used to promote vision;

(5) using all means and tools to empower and act on the vision;

(6) build momentum and motivations by making short-term wins that will accelerate
ongoing change;

(7) the change program must always be strengthened, adjusted based on reassessment
and addressing of rising problems; and

(8) having the change efforts evident in the organization success will empower the
change program.

2.3.3 The 7 S-Action Word Model. Cellars (2007) stated that Tom Peters and Robert
Waterman (1982) created the McKinsey 7-S Model. The 7-S Model is made up by seven
holistic components that contribute to collective company change, which are shared values,
strategy, structure, and systems. Lennon (2009), Cellars (2007) and Edgehouse et al. (2007)
argued that the McKinsey 7-S model identified 7 S for change initiatives that included:

(1) Scan: the initial survey of the institution to find out the working mechanism, and
strategies, strengths and weaknesses.

(2) Select: leaders need to select. At this point, the leader should carefully chose
extraordinary individuals, make appropriate plans, and determine the vision. The
selection process in organizational change has to involve calculated decision
making, shared values, vision and mission to be put in practice smoothly.

(3) Sense: sensitivity plays an important role in organizational change; decision makers
of change project must sense feeling, attitudes, stress and insecurities of effected
people. Organizational change without sensitivity becomes successful with task but
not people and therefore will not be effective and will not last long.

(4) Sicken: change in organization to move forward and to be appreciated when people
get sick of doing things unprofitably, inefficiently and not content with it, but
nobody dares to change. Leaders take the risk and sacrifice their reputation for the
sake of fruitful change.

(5) Sifting: in the organizational change is the process of separating good and bad, as
excessive changemay backfire if not performed carefully and selectively. Leaders should
be flexible, reliable, authentic and honest when it comes to ideas, people and procedures.

(6) Speak: it is very common that organization change affects people at different extends.
People, who are expecting to be affected negatively, want the change agents – leaders
to speak to them about it and remove or at least reduce the stresses they burden.

(7) Spread: leaders should spread the authority and responsibility of the organizational
change with others, as this will empower, entrust and sustain the change as well as
speed the process of change and make it more effective and pleasant for all to join
and participate in.

2.3.4 ADKAR model. For successful change management, Hiatt (2006) has identified five
elements, named it as the ADKAR model; these elements must be followed in the right sequence
to ensure the success of change projects: awareness, desire, knowledge, ability and reinforcement.

2.4 Overview of ADKAR model elements and the relation with other studies
According to Hiatt (2006), the ADKAR model when was structured was meant to be as an
individual change management model. In other words, ADKAR represents the essential
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elements of change of a single individual person or groups. During a change project, in the
workplace, when change struggles due to a missing link or weak element, applying the
ADKAR model can define this missing link or element that can undermine business change
and rectify it.

For instance, in the event of the absence of both awareness and desire, you bound to
expect stronger resistance from employees, weaker adherence to change and delay in
implementation. When awareness and desire are very low, failure is very likely to happen.
However, Edgehouse et al. (2007) argued that employee’s desire and acceptance to change
will largely contribute to the success or failure of change efforts. It is also emphasized that
willingness and acceptance to change is much affected by employee’s acceptance of
new procedures.

Hiatt (2006) stated that the lack or shortages of knowledge and ability will naturally lead
to inefficient utilization of all organization resources, improper utilization of new processes
and tools, a negative impact on customers and sustained reduction in productivity. When
reinforcement element is not empowered and being effectively monitored, individuals
involved in the change project are bound to become less interested and revert to old
behaviors; one or more of these elements may affect and undermine the possibility of
successful change project. He also suggested that when the change subject is identified, the
ADKAR model can be used as a starting point to provide a sequential framework for
managing the human part of change (also refer to Bin Taher et al., 2015).

2.4.1 Awareness. Hiatt (2006) stated that one of the first corner stones of the ADKAR
model is awareness of the need for change. In this stage, the change process, its nature and
the need for it are rightly and effectively communicated to the concerned people at all levels
in the organization. A study conducted by Hiatt (2006) in 2005 on a group of 411 companies
all undergoing major change projects concluded that the largest single cause attributed to
resistance to change and consequently the failure of change project was lack of awareness of
why the change was being made. The employees and key personnel of the change projects
had no clear views of what the change would add to the organization, so they could better
understand and participate in the change process and align themselves together toward the
success of the project.

2.4.1.1 Elements affecting the awareness’ receptivity. Communication: Frahm and
Brown (2007) stated that commencement and maintenance of organizational change would
largely depend on the communication process. Therefore, the success or failure of change
efforts depends on how effectively the goals of change are communicated to the employees
who are the targets of the change.

Kane (2008) argued that communication in organizational change is a crucial element in
the consciousness of employees’ receptivity system to accept change and implement it.
Hiatt (2006) argued that the most important messages to share with employees especially
by project managers is to communicate the business need for change and explain why the
change is necessary as well as provide the compelling reasons for the change and
emphasize the risk of not changing.

Robbins and Judge (2009) stated that a study of German companies revealed that
changes are most effective when a company achieves a rational balance between its
stakeholders and shareholder interests rather than a rational that is based on
shareholder interests only. They also suggested that resistance in employees can be dealt
with and reduced by communicating to them and help them to understand the reasons
behind change.

Communication can be effectively used to deal with change resistance in more than one
level, first, to correct the false information (rumors) that it finds its ways to the employees
from different sources either from inside or outside the organization, hence clearing the
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negative effects of these false information. Second, proper communication will emphasize
the importance and essentiality of the project and its success for the organization to sustain.

Information distribution: in Frahm and Brown’s (2007) study, Witherspoon and Wohlert
(1996) found that in most cases information is improperly distributed in such a downward
and differential way and that the flow of information stops at the supervisor level. This
naturally raises doubts about lower-level employees’ ability who should participate in
change without being aware of all facts concerning change. Nevertheless, Robbins and
Judge (2009) argued that the method of how the need of change is communicated to the
employees is a significant matter as change is more likely to be accepted when the necessity
for change is packaged and communicated properly.

Create a vision: according to Kane (2008), the first responsibility of leadership involves
the ability of employees to create a vision.

Latta (2009) and Kane (2008) identified the vision as the end state or goal, an organization
desires to reach. It provides people with a direction to move. It inspires people and motivates
them to a common goal through which the organization unity is built; it allows people to
form a linkage between their different activities and how to contribute to the end goal. Kane
(2008, p. 54) stated that:

A vision and effectively developed and communicated, are addressing the broader organizational
questions, why are we here? and why is it important that we are here? It can move mountains.

Kane also stated that vision can only be effective when it possess certain characters such as
interesting, compelling and plausible and more importantly can be translated into
organization realities allowing employees to accept it, absorb it and imagine the desired
future form of the organization, in which case it serves the long-term interests of all
constitutes. Furthermore, adding focus to vision will make it easy to followers understand it
as basis for all future decision making. It should also be simple, easy to communicate,
ambitious, inspirational, having both intellectual and emotional appeal.

Standardized work: according to Liker and Hoseus (2008) for the employees to
understand their roles properly, focus should be made on standardized work, as it is the
foundation of creating a repeatable process that reliably produces the desired result.
Standardized work is also the foundation for training. It is impossible to improve an
unstable process that is being done differently by everyone. Any improvement simply
becomes just one more way of doing the same job. To teach a team member how to do a job,
the method must be clearly defined.

2.4.2 Desire. Hiatt (2006) stated that desire is the second sequential element of the
ADKAR model; it creates motivation and inspiration for employees to support and
participate in the change process. The desire for the change has to be felt by employees
themselves; the management part in this process is limited to introduce the change and
make employees understand the reasons behind it. This can be a challenging task for the
management, as it possesses no control over people’s feelings and choices. There is no other
way apart from awareness building in which case-defined steps are predetermined to
achieve end result, reaching a self-convincing desire to change remains deceptive and, by
definition, not under our direct control. Hiatt (2006, p. 17) stated that, “In the workplace,
managers can develop new processes, tools and organizational structures. They can
purchase new technology and promote new values for their organization. However, they
cannot force their employees to support and engage in these changes.”

2.4.2.1 Elements affecting the desire receptivity. Participation: Andrews et al. (2008)
emphasized the role of stakeholders and their commitments, early involvement and support
to the idea of change right from the beginning of change project. Managers also should form
a group of people around them who are dedicated and committed and have strong
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characters to influence other employees to join them in the change project. Therefore, careful
selection should be exercised to pick up this group of highly influential people who should
have the capability to represent the project to other employees and to the organization in all.
As quoted by Andrews et al. (2008, p. 307) “It depends on how change is managed. It should
be about taking people with them, rather than doing it to them. They need to involve and
consult people rather than force them into it.”

Robbins and Judge (2009) argue that individuals normally will not resist or object to a
change decision in which are they involved in prior to making the change. Therefore, those
who oppose can be brought into the decision process but care needs to be taken that those
who are participating in the decision making have the expertise and knowledge to do so.
Naturally, their participation can reduce resistance, bring commitment and enhance the
quality of the change decision. Nevertheless, in spite of these benefits, there are the
disadvantages: potential for a limited, poor contribution and great consumption of time.

Failing to create a sense of urgency and win over hearts and minds will reduce impact of
change programs. A survey taken by the society of human resource management indicated
that performance and character are the two leadership behaviors and skills of importance.
There is no greater test of performance and character than your ability to have courage
during turbulent organization times (Kane, 2008).

Problem solving: Liker and Hoseus (2008) stated that problem solving should always
receive immediate attention as it affects employee’s interests in their jobs. He resembled the
problem solving as connecting two value streams, product and people. If the two value
streams together make up the organizational DNA of the company, then problem solving is
the code, which connects the two together. Problem solving should be a regular practice in
the organization; otherwise, a gap is bound to occur in the transformation process.

According to Kane (2008), research indicates that involving stakeholders directly in the
problem solving, knowledge sharing and examining of the progress and challenges of the
change effort always yields a better result. Liker and Hoseus (2008) stated that management
should give the team the encouragement and self-assurance to bring out their initiative,
intellectual and innovative abilities on the way toward long sustainable, effective change.
They must also be truthful with them in terms of their feedback to their input. Kane added
that a good leader will cultivate a desirable culture, by the selection of the words he/she
speaks and acts he/she does and by doing so, he/she sets the right tone and example for the
whole organization. Confidence, respect and authority must all be evident in the leader’s
communications. Kane acts must be reflections of the organization esteem values, with
characteristics of honesty and integrity. Leader’s enthusiasm and eagerness should serve as
a benchmark for other employees. Leader must be of open style, and should welcome all
perspectives views.

2.4.3 Knowledge. According to Hiatt (2006), every organization has some kind of
training programs that match its requirements in a large variety of areas, in both aspects
technical and human resources. Normally, competent professionals of high skills, who must
have good tools, materials and know what they are doing, take charge of delivering the
training. Liker and Meier (2007, p. 8) stated that “Yet, go where the actual work is being done
and ask people how they learned their jobs and you get a different picture. People have
learned their jobs over time in a relatively an organized way, and the training courses are
interesting but often do not have a direct bearing on the day-to-day job.”

2.4.3.1 Elements affecting the knowledge receptivity. According to Hiatt (2006), there are
many factors affected knowledge receptivity as follows:

• A person’s current knowledge base: the gap between a person’s current level of
knowledge and the knowledge requirement associated with the change will directly
impact the probability of success for those individuals.
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• Capability of the person to learn: the possible existence of knowledge gaps among us, as
each of us has a different capacity towards learning different things. Some people could
pick up new information without much of an effort, while others may have problems in
learning new processes or tools. Some people could pick up new information without
much of an effort, while others may have problems in learning new processes or tools.

• Available resources to provide training and education: resources could include the
availability of subject matter, experts, teachers, books and other educational
materials, equipment, systems for student use and sufficient funding to support the
training program.

• The access to, or existence of, the required knowledge: for some desirable changes,
the knowledge might not exist and if it existed, it may be hard to access. Depending
on the geographic location of the organization, access to knowledge may be a barrier
to learning. For instance, some parts of the world have little or no access to
educational institutes or subject material; internet connectivity also can be a
limitation in terms of organizations’ knowledge access (Al-Alawi et al., 2007).

2.4.4 Ability. Liker and Hoseus (2008) suggested that success can be ensured by provisions of
two elements: production system that highlights the problem; and human system that
provides the people to identify the problem and be able to solve it. People of the right
characters, team minded, competent and well trained to deal with all rising problems are
needed to ensure success. Liker and Hoseus (2008, p. 40) stated that they “view errors as
opportunities for learning. Rather than blaming individuals, the organization takes corrective
actions and distributes knowledge about each experience broadly.” They also suggested that
learning is an endless process, superiors pass their experience and knowledge to subordinates
and predecessors do the same for successors; team individuals at all levels should share
knowledge with one another. Liker and Hoseus (2008, p. 3) stated that “When former Toyota
Motor Manufacturing North American President Atushi (Art) Niimi was asked about his
greatest challenge when trying to teach Toyota way to his American managers, he responded:
‘they want to be managers, not teachers.’ He explained that every manager at Toyota must be
a teacher. Developing exceptional people is Toyota’s number one priority.”

2.4.4.1 Elements affecting the ability receptivity. Teamwork and team problem solving:
It is essential here to point out the importance of collective teamwork approach to solving
problems. Liker and Hoseus (2008, p. 45) stated “At Toyota the old adage ‘all of us are
smarter than any of us’ is truly practiced on a daily basis. Many companies have thought of
problem solving and have groups that meet periodically to make improvements, but Toyota
has integrated this into the daily management system. Getting the right people together to
solve a problem is the way much of the work gets done in engineering, sales, finance, and in
the factory. People are organized into work team with team leaders and review daily
progress, taking problems as opportunities.” They also emphasized on work continuously to
ensure open ways of communication throughout the team by emphasizing on the key values
of mutual trust and respect, sharing the management point of view and encouraging team
members to participate in team activities and share their ideas.

Intellectual capacity: According to Hiatt (2006), intellectual capacity also plays an
important role in developing any new ability. All individuals have different unique skills of
intellectual ability. For example, some have a natural talent when it comes to finance and
math, whereas others do extremely well in innovation and creativity.

Depending on the nature of change, some individuals may have psychological barriers
to implementing the change. In the case study of the network equipment manufacturer,
only 20 percent of the sales people were able to change their selling approach because of
the nature of their analytical skills. Many could not develop the abilities on problem
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solving, financial analyzing and business case development within a reasonable time to
generate the revenue result.

The available time for developing needed skills: According to Hiatt (2006), time can be a
vital aspect for any change. If people could not change in the specific required timeframe,
then the change is likely to fail, even if the person had the potential to change.

2.4.5 Reinforcement. According to Hiatt (2006), reinforcement is the final element of the
ADKARmodel. It includes any action or event that strengthens and reinforces the change with
an individual or an organization. Reinforcement does not always require major events. In a
study of customer service employees, the number one recognition desired by customer service
agent was a personal thank you and an expression of appreciation by their supervisor. This
gesture is meaningful because of the unique nature of the employee supervisor relationship.

2.4.5.1 Elements affecting the reinforcement receptivity. Celebrating successes:
According to Hiatt (2006), in the workplace, many project teams ignore the potential of
celebrating small success. When changes are new and when the difficulties of changing are
the greatest, opportunities present themselves for celebration. These moments can be
turning points for the change. Identifying and acting on these opportunities is a critical part
of reinforcing the change. The converse is also true. If no accomplishment has been made,
any attempt to rewards or recognition can backfire. Individuals want to be acknowledge for
meaningful contributions and progress. Using recognition or rewards in the absence of
demonstrated achievement reduces the value of recognition now and in the future. Hiatt
(2006, pp. 40-41) stated that “In the absence of continual reinforcement, it is possible that old
habits and norms will creep back into the work environment. If this occurs, then the
organization builds a negative history related to change. When the next change comes
along, individuals remember how previous changes were managed and how they were
treated during the process. Reinforcement serves three purposes, first, reinforcement
sustains the change and prevent individual from slipping back into old behaviors or old way
of doing work. Second, reinforcement builds momentum during the transition. Finally,
reinforcement creates a history that individuals remember when the change occurs.
If change is reinforced and celebrated, the readiness and capacity for change increase.”

2.4.6 Summary. Why do some changes fail while other succeed, many extensive
research performed on hundreds of organization undergoing major change concluded that
inadequate communication or poor training are not the main causes of failure. Success in
change is not attributed at all to excellent project management, or even the best vision or
solution to a problem; it is also beyond the daily busy activities that surround change
project. The secret to successful change is rooted in something much simpler, which is how
to facilitate change with one person (Hiatt, 2006). The next section shall present and discuss
the research works selected methodological approach.

3. Research methodology introduction
This section describes the methodology used for collecting data on the barriers to change in
the Ministry of Education. It then describes the sources of data used, including the processes
and procedures related to developing and administrating a questionnaire and interview on
change management; the units of analysis in this research were the employees of one of the
Ministry of Education in the GCC who participate in change projects.

The results from this section helped to understand participants, their point of view about
organizational change and address the research objective.

3.1 Population of the survey
Questionnaires were distributed on a sample of employees from a Ministry of Education
from GCC countries – General and Technical Education Sector, who consists of Intermediate
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Education Directorate, Secondary Education Directorate, Primary Education Directorate,
Technical and Vocational Education Directorate. The samples were employees of
educational directorate: directors, heads of educational district, school principals, teachers
and others (senior teacher, senior specialist). The survey participants were around 60
individuals all from the Ministry of Education out of which 40 were from 5 schools that were
included in the improvement projects, and 20 were employees of Educational Directorate
from the Ministry itself. This was not a statistical research but needed to canvass the views
of the correct section of the organization; therefore, the number of participants per
organization was not critical but aimed to be representative; seven people were interviewed,
one from each school and two from the Ministry of Education.

3.2 Survey method
The survey was intended to supplement data through interviews and questionnaire, and
likewise, the practices and individual perceptions in the organization. The aim was to gain
an understanding of the barriers of implementing the change in addition to the opinions and
understanding of the employees.

3.3 Design of questionnaire
Questionnaire design was adapted for use based on Glendinning (1991). Researchers
attempted to design and structure the questionnaire after the majority of the literature
review was completed to obtain a more complete picture. The questions in the questionnaire
were provided with a Likert scale for response. Given that it may be socially desirable for
the respondents to respond in certain ways, a five-point Likert scale was proposed. The
questionnaire was translated into Arabic, and this package was presented in a bilingual
format – English and Arabic, as Arabic language is the mother tongue of the sample people;
therefore, respondents were able to respond in the language of their choice. The
questionnaire had structured questions with set of responses in order to map the barriers of
the organizational change. The following sections provide a brief discussion concerning the
five ADKAR elements measured in the survey: awareness, desire, knowledge, ability and
reinforcement.

3.4 Awareness
Many researchers, e.g., Frahm and Brown (2007), Hiatt (2006) have highlighted the
importance of building awareness as defined within ADKAR means that is sharing both the
nature of the change and answering why this change is required needs to be widely
communicated throughout the organization, moreover creating clear vision and goals.

Table I presents the questions relating to awareness that were included in the
questionnaire and were aimed to focus on the implementation of the awareness.

3.4.1 Desire. Desire is another prominent driver of change that is highlighted in the
literature, e.g., Andrews et al. (2008) and Hiatt (2006); therefore, a number of questions
concerning desire were included in the questionnaire, once an individual has an
understanding of why a change is needed. After spreading the awareness, the next step in
questionnaire was to examine the individual decision to achieve the organizational change
that needs encouraging the employees to develop their full potential. Table II presents the
questions relating to desire that were included in the questionnaire.

3.4.2 Knowledge. The importance of knowledge-related questions was to explain what to
do during the transition and how to perform effectively in the future state. Knowledge is
only effective when the individual already has awareness and desire as has been noted by
many researchers (e.g. Liker and Hoseus, 2008; Hiatt, 2006). Table III represents the
questions relating to knowledge that were included in the questionnaire.
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3.4.3 Ability. Hiatt (2006) stated that this is the stage in the process where the changes
actually occur and are defined by the demonstrated achievement of the change such that the
expected performance and results are achieved. There are many processes that can enhance
the ability to obtain the required skills and behaviors such as performance monitoring,
direct involvement of coaches.

Table IV represents the questions relating to ability that were included in the
questionnaire to uncover and evaluate individuals’ response to this issue.

3.4.4 Reinforcement. Finally, it is important to change the organization’s structures and
processes to ensure that they are congruent with the desired culture. Reinforcement is such
a critical component of successful change; while making the change is difficult, sustaining a

Statement awareness Scale

1. Organization’s goals and objectives are clearly stated in our institution 5 4 3 2 1
2. Organization’s priorities are understood by its employees 5 4 3 2 1
3. My roles are clearly identified in my department 5 4 3 2 1
4. There are logical reasons for change which are visible and the goals are transparent 5 4 3 2 1
5. Communication about the change is limited to only those directly concerned with the project 5 4 3 2 1
6. Efficient communication exists through multimedia 5 4 3 2 1
7. The reasons for change are unclear and there are different views of the goals of implementation 5 4 3 2 1
8. My manager give me appropriate feedback 5 4 3 2 1

Table I.
Questions relating to
independent
variable – awareness

Statement desire Scale

9. Organization’s managers are always listening to new ideas 5 4 3 2 1
10. I am encouraged to develop my full potential 5 4 3 2 1
11. The process of implementation for the change is flexible 5 4 3 2 1
12. The process of change is reactive to external environment 5 4 3 2 1
13. My salary is commensurate with the job that I perform 5 4 3 2 1
14. I feel motivated by the work I do 5 4 3 2 1
15. On occasions, I would like to make changes in my job 5 4 3 2 1
16. I constantly seek to improve the way we work 5 4 3 2 1
17. I cooperate effectively in order to improve the work efficiency 5 4 3 2 1
18. My manager is supportive and enthusiastic to the change 5 4 3 2 1
19. The structure of work in organization produces general satisfaction 5 4 3 2 1
20. I can have more responsibilities during change time 5 4 3 2 1
21. Change is expected without being linked to incentives 5 4 3 2 1

Table II.
Questions relating
to independent
variable – desire

Statement knowledge Scale

22. Training is designed to solve specific problems 5 4 3 2 1
23. Employees are cost conscious and seek to work efficiently 5 4 3 2 1
24. Training is inadequate leaving unanswered questions about the change 5 4 3 2 1
25. Training is frequently given with supporting materials creating confidence

with the system and the processes 5 4 3 2 1
26. Key implementation personnel are chosen, put in charge and left unchanged 5 4 3 2 1
27. Conflicts within the implementation are avoided 5 4 3 2 1
28. There are predetermined guidelines for how the system implementation is to

be managed and these are followed 5 4 3 2 1
29. Gap is wide between current knowledge levels and desired knowledge levels 5 4 3 2 1

Table III.
Questions relating
to independent
variable – knowledge
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change can be even more difficult. There are a number of ways to support the reinforcement,
such as individual performance review and feedback with possible support (Hiatt, 2006).

Table V represents the questions relating to reinforcement that were included in the
questionnaire to uncover and evaluate respondents’ opinions.

3.5 Pretest of the questionnaire
In order to determine the best means of obtaining valuable responses to this questionnaire
and interview from the organizations, advice was sought from advisor, and a draft
questionnaire was pre-tested with several professionals working in different area, including
professor from Arabian Gulf University, who is very knowledgeable about the public sector
employees’ surveys and norms. A manager from the private sector who has a long
experience in management, and a head of district from Ministry of Education who has
participated in change management projects.

These individuals were given a copy of the draft questionnaire and asked to provide
feedback regarding the introduction, clarity of the questions, and they all commented by
saying that it would be possible for respondents to give a reasonably accurate estimate noting
that some minor changes were required to provide additional information. Time was
measured in the pretest and found to be approximately 25min to complete the questionnaire.

3.6 Interviews
For the purpose of the reassurance of the results obtained, collection of thoughts and
opinions about the subject semi-structured interview style was used and the questions are
as follows:

(1) Please describe any difficulties that affected your adoption of the change project
system as a head of the organization.

Statement ability Scale

30. My boss is supportive and helps me in my work 5 4 3 2 1
31. Results are attained because people are committed to them 5 4 3 2 1
32. During the change I need to put extra effort 5 4 3 2 1
33. There are delays in the timescales that are set in the change project 5 4 3 2 1
34. Project teams have sometimes a lack of understanding of consequence and consistency with

regards to the change 5 4 3 2 1
35. Those concerned with the outcome of the change project take part in planning 5 4 3 2 1
36. Good ideas for change are hidden and used for personal agendas 5 4 3 2 1
37. I have all the information and resources I need to do a good job 5 4 3 2 1

Table IV.
Questions relating

to independent
variable – ability

Statement reinforcement Scale

38. The organization keeps its policies and procedure up-to-date 5 4 3 2 1
39. The organization constantly reviews their methods and makes improvements 5 4 3 2 1
40. Performances are regularly reviewed by my manager 5 4 3 2 1
41. Individual performance review is against agreed standards 5 4 3 2 1
42. Effects of change, positive or negative are measurable in quantities term or subjective rating 5 4 3 2 1
43. During the change, management provided those involved with possible support 5 4 3 2 1
44. Conflicts within the desired change are looked for and try to be solved 5 4 3 2 1
45. Change projects create resistance, which has to be addressed 5 4 3 2 1

Table V.
Questions relating

to independent
variable –

reinforcement
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(2) Please describe any challenges concerning people change with change projects.

(3) To what extent was the physical environment of the workplace impacts the process
of change projects?

3.7 Survey procedure
The researchers approach to the design of the interview and questionnaire was as follows:

• preliminary framework built on the literature review from the academic literature
prior to design of questionnaires and structured interviews;

• pilot questionnaire – restructure the questions as necessary;

• taking notes during interviews, recording keywords and phrases and creating full
record immediately after interview; and

• questionnaires explained, handed out and collected during the same session.

The research was performed in the Ministry of Education, for which access was granted to
carry out the interviews and questionnaire after submittal of a letter to the Scientific
Research Directorate to allow the researchers to implement the questionnaire in the Ministry
of Education; their approval was obtained. Accordingly, appointments were fixed by
telephone calls. The participants were visited to carry out the interviews and questionnaire
as organized during March 2010.

A cooperative and rapid response was obtained; surveys issued were collected promptly.
The close and friendly relationship that the researchers enjoy with colleges and school
principals was a great help to gain the required number of participants.

In order to make the process go smoothly and to obtain a prompt and efficient response
to the surveys, the participants group were met in the Ministry of Education where all of
the participants were present and during the time the questionnaires were being handed
out and collected after being filled. That ensured both a high response rate and has the
correct participants answer the survey. It also enabled the researchers to explain clearly
the aims of the research, control how the survey was fulfilled and clarify any enquiries
that might arise.

To summarize, this section has discussed the research methodology that is most suited
for this study. The next section will present the results of the questionnaires, interview and
presents the study’s findings based on the results.

4. Analysis of results
This section presents the statistical analysis of the findings used to answer research
questions; two types of data (quantitative and qualitative) together provided a concise
record of the findings for this study seeking to determine the barriers of change
management in the Ministry of Education.

4.1 Data analysis
The questionnaire was distributed, all were filled and returned, except for one; and
therefore, out of 60 participants in total, 59 responded that makes 98.3 percent response.

The results from the questionnaires served to help address research objectives.
The completed questionnaires data were entered into Statistical Package for the Social
Science (Version 22.0) for analyzing the necessary statistics.

Demographic characteristics of the participants were calculated including the breakdown
of the number of participants by gender, age brackets, educational background, experience
and career. Valid percentages were used to represent the proportion of participants falling into
each of the appropriate categories.
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Descriptive statistics, including minimum, maximum, mean and standard deviation were
used for all key elements. These descriptive statistics were calculated by summing all items
making up the appropriate scale and dividing by the total number.

4.2 Results
4.2.1 Respondents’ categories. The results contained statistics and measurements in terms
of the percentage of respondents in categories such as gender, age, qualifications, level of
career and experience (refer to Tables AI–AV).

4.2.2 Determination the barriers of change. One of the research objectives was to identify
the weak elements that are considered as barriers of change, and this was reflected through
the following mean responses, which were significant to understand as comparisons were
made with five key elements. One out of the five variables – “knowledge” significantly
scored low (mean¼ 2.98, SD¼ 0.644). It is also important to draw attention to the variable
“desire” where the participants scored high (mean¼ 3.72, SD¼ 0.602). The other three did
not show significant score, where the awareness (M¼ 3.48, SD¼ 0.708), ability (M¼ 3.37,
SD¼ 0.647), reinforcement (M¼ 3.43, SD¼ 0.823) (refer to Figure 1 and Table VI).

It seems that employees do have the desire and knowledge when it comes to the concept of
change however there is a large gap between their desire and knowledge with their ability to
accommodate with such change through being provided with the necessary tools to build their
own abilities, support from top management, and having the right environment to cope with the
change. Moreover, employees are introduced suddenly to change instead of introducing it
gradually, which reduces their awareness about the change especially and they are not aware
how this change benefits them in addition to the lack of reinforcement such as lack of incentives
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and rewards or acknowledgments (lowest mean¼ 2.8, highest mean¼ 3.8, mean greater than
3.2¼weak, mean greater than 3.4¼ strong, mean between 3.2 and 3.4¼mediocre).

4.2.3 General observation on sample responses on interview questions

(1) Please describe any difficulties that affected your adoption of the change project
system as a head of the organization.

The most comments are as follows:

• lack of morale support from management;

• insufficient financial resources;

• lack of incentives matching to responsibilities; and

• weak feedback during execution of projects.

(2) Please describe any challenges faced concerning people change with change projects:

• significance number of old aged employees who lack the modern technological
skills to match the change requirement;

• lack of training programs that match employees’ needs; and

• gap in transfer of experience and knowledge from superiors to juniors.

(3) To what extent the physical environment of the workplace had impact on the
process of change projects?

• limitations to availability of internet network that necessitate employees perform
their duties in their home.

The “desire” key element produced the lowest average level of perceived problems in
questionnaire; it also exhibited the same result in the interview sample.

4.2.4 Overall view to individual questionnaire concerning key elements. An overall view of
individual questionnaire concerning the five key elements that are awareness, desire,
knowledge, ability, reinforcement was examined in order to analyze the significance of each
element of AKDAR model in the public sector. The examination determined metrics such as
the percentage of the less problematic response in each of the five key elements (see Tables
AVI–AXVIII for details).

4.2.4.1 Testing hypothesis

H1. There is a difference between gender and ADKAR five key elements in change
management.

An independent samples t-test was conducted to compare the gender scores for male and female.
Tables VII and VIII show that the level of significance for awareness is 0.504 and scores for
males (M¼ 3.55, SD¼ 0.570) and females (M¼ 3.42, SD¼ 0.811). Significance for desire is 0.769
and scores for males (M¼ 3.70, SD¼ 0.608) and females (M¼ 3.74, SD¼ 0.606). Significance for
knowledge is 0.974 scores for males (M¼ 2.98, SD¼ 0.469) and females (M¼ 2.98, SD¼ 0.769).

n Minimum Maximum Mean SD

Awareness_m 59 1.63 4.50 3.4831 0.70880
Desire_m 59 1.46 4.46 3.7262 0.60253
Knowledge_m 59 1.25 4.38 2.9831 0.64471
Ability_m 59 1.50 4.75 3.3750 0.64703
Reinforcement_m 59 1.00 4.75 3.4322 0.82339
Valid n (listwise) 59

Table VI.
Determination the
barriers of change

130

IJEM
33,1



www.manaraa.com

Significance for ability is 0.842, scores for males (M¼ 3.35, SD¼ 0.528) and females (M¼ 3.39,
SD¼ 0.740) and for reinforcement significance is 0.803, scores for males (M¼ 3.40, SD¼ 0.674)
and females (M¼ 3.45, SD¼ 0.941), which are all greater than significance 0.05. Therefore, there
is no significant difference in scores for males and females to the five key elements:

H2. Change management project and awareness to change.

H2a. There is a positive relationship between qualification and awareness about change.

According to the ANOVA test, the level of significance is 0.175 which is greater than 0.05.
Consequently, there is no relationship between qualification and awareness about change as
shown in Table IX:

H2b. There is a relationship between experience and awareness about change.

Based upon the ANOVA test, the level of significance is 0.017 that is less than 0.05.
Accordingly, Table X shows there is significant difference between experience and
awareness, so the hypothesis is valid:

H2c. There is a relationship between level of career and awareness about change.

According to ANOVA correlation, the level of significance is 0.03, which is less than 0.05. As
a result, Table XI shows that there is significant difference so the hypothesis is valid. This
indicates that when an individual who has a high level of career and is subject to change,
they are more likely to have awareness about it in comparison with an individual who has a
low level of career:

H3. Change management project and desire to change.

H3a. The desire to change is different according to age.

According to ANOVA test, the level of significance is 0.408 that is greater than 0.05.
Consequently, there is no relationship between age and desire about change as shown in
Table XII. This means that age does not affect one’s desire to change and that age and desire
have no correlation together when it comes to change:

H3b. There is a positive relationship between qualification and desire to change.

Gender n Mean SD SE mean

Reinforcement_m
Male 27 3.4028 0.67433 0.12978
Female 32 3.4570 0.94111 0.16637

Ability_m
Male 27 3.3565 0.52886 0.10178
Female 32 3.3906 0.74036 0.13088

Desire_m
Male 27 3.7009 0.60844 0.11709
Female 32 3.7476 0.60640 0.10720

Knowledge_m
Male 27 2.9861 0.46942 0.09034
Female 32 2.9805 0.76997 0.13611

Awareness_m
Male 27 3.5509 0.57099 0.10989
Female 32 3.4258 0.81187 0.14352

Table VII.
Gender group

statistics
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According to ANOVA correlation, the level of significance is 0.107 that is greater than 0.05.
Thus, there is no relationship between qualification and desire to change (refer to
Table XIII). This means that the level of qualification does not influence one’s desire to
change and that an individual with low qualifications can still desire change and an
individual with high qualifications can either desire or not desire change. Therefore, desire
and qualifications are not dependent on each other in terms of change:

H3c. There is a positive relationship between level of career and desire to change.

ADKAR Sum of squares df Mean square F Sig.

Awareness
Between groups of experience 365.780 4 91.445 3.294 0.017
Within groups of experience 1,499.135 54 27.762
Total 1,864.915 58

Table X.
The correlation

between experience
and awareness

ADKAR Sum of squares df Mean square F Sig.

Awareness
Between groups of qualifications 112.650 2 56.325 1.800 0.175
Within groups of qualifications 1,752.265 56 31.290
Total 1,864.915 58
Note: Correlation is significant at the 0.05

Table IX.
The correlation

between qualification
and awareness

ADKAR Sum of squares df Mean square F Sig.

Awareness
Between groups of career 519.442 5 103.888 4.092 0.003
Within groups of career 1,645.473 53 25.386
Total 1,864.915 58

Table XI.
The correlation

between career and
awareness

Sum of squares df Mean square F Sig.

Desire
Between groups 181.037 3 60.346 0.983 0.408
Within groups 3,377.505 55 61.409
Total 3,558.542 58

Table XII.
The correlation

between age and
desire

ADKAR Sum of squares df Mean square F Sig.

Desire
Between groups of qualifications 273.135 2 136.567 2.328 0.107
Within groups of qualifications 3,285.408 56 58.668
Total 3,558.542 58

Table XIII.
The correlation

between qualification
and desire to change
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According to ANOVA test, the level of significance is 0.196 which is greater than 0.05.
Consequently, Table XIV shows that there is no relationship between level of career and
desire to change:

H4. The relationship between success of change and knowledge about change.

H4a. There is a positive relationship between experience and knowledge about change.

According to ANOVA test, the level of significance is 0.14, which is less than 0.05.
Consequently, Table XV shows that there is a significant difference between experience and
knowledge about change, so the hypothesis is valid, which therefore signifies the objective
of understanding how knowledge management contributes to competitive advantage.
Moreover, when employees are knowledge workers and have enough experience, the
outcome of the change is most likely to be successful as the knowledge and experience of the
workers will make it easier to handle, introduce and deal with the change:

H4b. There is a relationship between level of career and knowledge about change.

Based upon the ANOVA test, the level of significance is 0.03 that is less than 0.05.
Accordingly, Table XVI shows that there is significant difference between the level of
career and knowledge about change, which indicates how knowledge management can be
understood in terms of its contributions to competitive advantage. Also, the more
experience and knowledge an individual has, the more likelihood the outcome of the
change is to be successful:

H5. The relationship between success of change efforts and ability to change.

H5a. There is a relationship between age and ability to change.

According to the ANOVA test, the level of significance is 0.262 that is greater than 0.05.
Consequently, Table XVII shows that there is no relationship between age and ability to change.

Sum of squares df Mean square F Sig.

Desire
Between groups of career 449.365 5 89.873 1.532 0.196
Within groups of career 3,109.177 53 58.664
Total 3,558.542 58

Table XIV.
The correlation
between level of
career and desire to
change

Sum of squares df Mean square F Sig.

Knowledge
Between groups of experience 312.898 4 78.224 3.434 0.014
Within groups of experience 1,230.017 54 22.778
Total 1,542.915 58

Table XV.
The correlation
between experience
and knowledge about
change

Sum of squares df Mean square F Sig.

Knowledge
Between groups of career 432.456 5 86.491 4.1289 0.003
Within groups of career 1,110.460 53 20.952
Total 1,542.915 58

Table XVI.
The correlation
between level of
career and knowledge
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This means that age and ability are independent of each other in terms of change. The degree of
ability could be the same regardless the number of age:

H5b. There is a relationship between qualification and ability to change.

According to the ANOVA test, the level of significance is 0.032 that is less than 0.05.
Consequently, Table XVIII shows that there is a significant difference between qualification
and ability to change. So, the hypothesis is valid. A person who has high qualifications is
more likely to have much more ability to change in comparison with a person who has no
qualifications. Qualified people tend to have more knowledge and experience than people
who does not, which increases their ability to change:

H6. The relationship between success of change and reinforcement efforts.

H6a. There is a positive relationship between experience and reinforcement efforts.

According to the ANOVA test, the level of significance is 0.461 that is greater than 0.05.
Consequently, Table XIX shows that there is no relationship between experience and
reinforcement efforts. It does not matter how much experience a manager has in order for
him/her to initiate reinforcement efforts; a manager with less experience than a manager
with high experience can still make reinforcement efforts regardless of the outcome and type
of the reinforcement methods:

H6b. There is a positive relationship between qualification and reinforcement efforts.

According to the Pearson test, the level of significance is 0.172 that is greater than 0.05.
Consequently, Table XX shows that there is no relationship between qualification and
reinforcement efforts. This indicates that the qualifications of a manager do not contribute
to the efforts that are done in terms of reinforcement. Reinforcement efforts can be done
regardless of the level of qualifications of an individual.

ADKAR Sum of squares df Mean square F Sig.

Reinforcement
Between groups of experience 159.963 4 39.991 0.916 0.461
Within groups of experience 2,356.681 54 43.642
Total 2,516.644 58

Table XIX.
The correlation

between experience
and reinforcement

ADKAR Sum of squares df Mean square F Sig.

Ability
Between groups of qualifications 180.202 2 90.101 3.673 0.032
Within groups of qualifications 1,373.798 56 24.532
Total 1,554.000 58

Table XVIII.
The correlation

between qualification
and ability to change

Sum of squares df Mean square F Sig.

Ability
Between groups 107.997 3 35.999 1.369 0.262
Within groups 1,446.003 55 26.291
Total 1,554.000 58

Table XVII.
The correlation

between age and
ability to change
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In summary, as may be determined from the foregoing, the survey exposed the key
determinants of change management barriers. The findings of the data provided responses
for the research question and validated the study’s hypothesis. The next sections will
discuss the findings and recommendation.

5. Findings, limitation, conclusion and recommendation
This section describes the main findings of the study. First, an overview of the findings is
presented. This is followed by a discussion about the strengths and weaknesses of the
study. Finally, a recommendation for future research is discussed.

Part of the objective stated in the introduction was to identify the barriers concerning the
change management in the public sector: Ministry of Education.

5.1 Findings
This research has been successful in achieving the stated objectives of identifying the
barriers in areas of management of change at the Ministry of Education through analyzing
the significance of each element of AKDAR model in the public sector such as ministry of
education, and understanding whether knowledge management contributes positively or
negatively to competitive advantage. The change management at Ministry of education is
relevantly a new issue that demanded attention and concern with some urgency. The survey
itself appeared to be successful in identifying the issues. The responses to the survey
yielded no major surprises; however, it provided essential data without which objective
analysis could not have been achieved.

The research findings are summarized in the following sections.
5.1.1 Summarization of the strengths
5.1.1.1 Desire to change. The desire to change is evident by the result of the research and

data collected through the questionnaire and interview, which show that there is a
distinctive and a strong desire for making change. This positive attitude toward change will
provide the assurances for change success as human being factor is the most essential part
for change to succeed. This does not in itself overcome the natural fear of uncertainty in any
new features of a new project, but staff are used having to cope with it (Carr, 2000;
Hornstein, 2015).

5.1.1.2 Networking. Another strength is the fact that networking is perceived to be
effective. The regular setting up and disbanding of project teams means that individuals
meet a range of opposite numbers in different groups with which they must interface on
each project. Groups of individuals who gain good experience from team members on one
project can make useful contacts when difficulties arise on later projects.

This feature can at least partly explain why individuals generally perceive satisfactory
interpersonal relationships while experiencing some remoteness from members of their
home department and line management.

5.1.2 Discussion of the barriers

• Knowledge: knowledge key element has the greatest negative impact on change
management success; developing knowledge requires a broad spectrum of activities

Sum of squares df Mean square F Sig.

Reinforcement
Between groups of qualifications 153.475 2 76.738 1.818 0.172
Within groups of qualifications 2,363.169 56 42.199
Total 2,516.644 58

Table XX.
The correlation
between qualification
and reinforcement
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that enable each person to learn in a way that is most effective for employees
(AL-Alawi et al., 2007).

• Leader’s authority: another weakness is the fact that leadership is perceived to be
ineffective and even discouraging. Employees in the public sector organization need
clear definition of authority and responsibility for leaders to take decisions of all kinds.

• Performance appraisal: deficiency in the performance appraisal for being infrequent
and arbitrary. Linked to this perception is the perception that there is insufficient
attention of rewards, recognition and encouragement with potential for linking such
appraisal to rewards and recognition. The researchers believe in the importance of
performance appraisal in encouraging creativity. In addition to the questionnaire,
researchers during the interview also recognized the importance of less tangible
elements like emotional support and commitment.

5.2 Limitations
The information and feedback collected from the questionnaire may not represent all of the
facts of the questionnaire subject; therefore, the researchers may have to use unstructured
interview to enhance the quality of information obtained. Due to the long bureaucratic
procedures for issuance of permission from the higher research authorities (Scientific
Research Directorate) to apply the questionnaire in the Ministry of Education, this took
nearly three weeks, which was long considering the time available to end the research and
resulted in a significant change in the project schedule. It also significantly affected the
number of respondents proposed from 100 to 60 samples, and schools from 10 to 5, to ensure
rapid data analysis and results. Nevertheless, the number of respondents for the
questionnaire under manager title was only one, due to the absence of some managers
during the survey; this caused a limitation in the analysis and the results obtained.

5.3 Recommendation
5.3.1 Measure of performance. As a short-term measure, managers should realize the
importance of performance appraisal of individual staff on regular basis. The performance
and rewards should be strongly linked to the performance appraisal.

5.3.2 Developing knowledge. Knowledge development is an essential part in the Ministry
of Education development scheme, according to Hiatt (2006) the following tactics suggested
for developing knowledge.

5.3.2.1 Effective training and education programs. Effective training programs are the
most important means to develop knowledge, considering that it has to be properly
designed and delivered. The modern techniques such as audio and video programs,
web-based seminars and other multimedia programs should all be considered as essential
means to develop knowledge. The training programs should also be structured in a way that
fills the knowledge gaps existing between the present state and the future state needed.
Training requirements and the resulting training programs should address how to operate
in the future state and how transition is made to a new way of doing work.

One useful technique for filling and assessing gaps between the current state and future
state requirements is by writing new job description for employees that contain details
about the knowledge and skills required to perform that role both during and after the
transition that is clearly stated in the new job description.

5.3.2.2 Job aiders. Many types of knowledge content go beyond what people can easily
remember. Job aiders such as checklists and templates should be made available to enable
employees to follow more complex procedures; it is found in many cases that mistakes can
accrue simply because people are not able to memorize some complex procedures. Online
help files and scripts can serve this role in an effective way.
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5.3.2.3 One-on-one coaching. Since individuals learn in different ways and at different
pace and each individual may have different needs, one-on-one coaching can address all
these differences.

5.3.2.4 User groups and forums. Peers can be a very handy, reliable and powerful source
of information and learning. During implementations, nominate a collection of employees
who have mastered the implementation of the tools and can teach others. These super-users
typically have their own forum for sharing and organizing forums for other employees that
are new to the implementation.

5.4 Recommendation for future work
This study recommends that in any future research, close attention to be given to examine
the knowledge and, hence, evaluate the effectiveness of training program in place.

5.5 Summary
The results suggest that out of the five change drivers considered in this study, knowledge
key element has greatest negative impact on organizational change management success.
Furthermore, developing knowledge requires a broad spectrum of activities that enable each
person to learn in a way that is most effective for him/her. These activities should include:

• formal training and educational programs;

• job aiders such as templates, check list and online files all made available to all
employees; and

• one-on-one coaching from supervisors or subject matter experts.
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Appendix 1

Economy
reform

Labor
market
reform

Improving
Education

Ambition
1. Rehabilitate Bahrain’s manpower

2. Focus on the private sector as a main engine of the nation
economic development

Address the imbalance
in the labor market as
a first step toward the
effective development
of education and
economic reform

Find better jobs in the
private sector wages of
medium and passed

Upgrade skills of Bahrainis
through the development of
education and training to enhance
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Appendix 2. Respondent’s categories and overall view of individual questionnaire
concerning key elements

Respondents’ gender
Table AI shows that the percentage of male respondents was 45.8 percent, while the remaining
54.2 percent were female.

Respondents’ age
Table AII shows that the questionnaire covered four age categories: 11.9 percent respondents were
between 21 and 29 of age, 33.9 percent in the range of 30–of age, about 39 percent in the range 40–49 of
age and the remaining 15.3 percent above 50 years.
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Source: Adopted from Bahrain Economic Development Board

Figure A2.
Education and
training initiatives

Gender Frequency % Valid % Cumulative %

Valid
Male 27 45.8 45.8 45.8
Female 32 54.2 54.2 100.0
Total 59 100.0 100.0

Table AI.
Respondents’ gender

Age (years) Frequency % Valid % Cumulative %

Valid
21–29 7 11.9 11.9 11.9
30–39 20 33.9 33.9 45.8
40–49 23 39.0 39.0 84.7
Above 50 9 15.3 15.3 100.0
Total 59 100.0 100.0

Table AII.
Respondents’ age
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Respondents’ qualification
Table AIII shows that the percentage of the respondents with a BS degree was 78 percent, with High
Diploma 11.9 percent and with Master’s degree 10.2 percent of the total sample.

Respondents’ level of career
Table AIV shows that the percentage of respondents at the manager level was 1.7 percent, head of
district 5.1 percent, school managers 3.4 percent, specialist 18.6 percent, teachers 64.4 percent and
others 6.8 percent.

Respondents’ level of experience
Table AV illustrates that the questionnaire covered five categories of experience, respondents between
1 and 5 years’ experience were 16.9 percent, 5 and 10 years 15.3 percent, 10 and 15 years 16.9 percent,
15 and 20 years 11.9 percent and the remaining above 20 years 39 percent.

Overall view to individual questionnaire concerning key elements
To ease the analysis the researchers considered the terms “strongly agree and agree” as agree, while
the terms “strongly disagree and disagree” as disagree.

Frequency % Valid % Cumulative %

Valid
1–5 years 10 16.9 16.9 16.9
5–10 years 9 15.3 15.3 32.2
10–15 years 10 16.9 16.9 49.2
15–20 years 7 11.9 11.9 61.0
Above 20 years 23 39.0 39.0 100.0
Total 59 100.0 100.0

Table AV.
Respondents’

experience

Position Frequency % Valid % Cumulative %

Valid
Manager 1 1.7 1.7 1.7
Head of district 3 5.1 5.1 6.8
School manger 2 3.4 3.4 10.2
Specialist 11 18.6 18.6 28.8
Teacher 38 64.4 64.4 93.2
Others 4 6.8 6.8 100.0
Total 59 100.0 100.0

Table AIV.
Respondents’ career

Certification Frequency % Valid % Cumulative %

Valid
High Diploma 7 11.9 11.9 11.9
BS 46 78.0 78.0 89.8
MD 6 10.2 10.2 100.0
Total 59 100.0 100.0

Table AIII.
Respondents’
qualification
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Awareness response
The less problematic response was to Q-No. 5, “Communication about the change is limited to only
those directly concerned with the project” to which 37.3 percent agreed (see Table AVI).

In contrast with the least problematic response Q-No. 4 to which 76.3 percent agreed that “there are
logical reasons for change which is visible and the goals are transparent” (refer to Table AVII).

Desire response
Table AVIII shows the least problematic response was Q-No. 15 to which 64.4 percent agreed that on
occasions, I would like to make changes in my job.

In addition to Q-No. 16, Table AIX illustrates that 89.8 percent agreed with statement indicated the
responses constantly seek to improve the way they work.

In addition to Q-No. 17, Table AX shows that 89.7 percent agreed with the statement that the
responses cooperate effectively in order to improve the work efficiency.

Knowledge response
The most problematic individual response was Q-No. 28 and Table AXI illustrates that 42.4 percent
disagree with statement indicated “There are predetermined guidelines for how the system
implementation is to be managed and these are followed.”

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 7 11.9 11.9 11.9
Disagree 4 6.8 6.8 18.6
Neutral 10 16.9 16.9 35.6
Agree 23 39.0 39.0 74.6
Strongly agree 15 25.4 25.4 100.0
Total 59 100.0 100.0

Table AVIII.
Respondents’ opinion
on Q-No. 15

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 2 3.4 3.4 3.4
Disagree 5 8.5 8.5 11.9
Neutral 7 11.9 11.9 23.7
Agree 19 32.2 32.2 55.9
Strongly agree 26 44.1 44.1 100.0
Total 59 100.0 100.0

Table AVII.
Respondents’ opinion
on Q-No. 4

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 9 15.3 15.3 15.3
Disagree 15 25.4 25.4 40.7
Neutral 13 22.0 22.0 62.7
Agree 15 25.4 25.4 88.1
Strongly agree 7 11.9 11.9 100.0
Total 59 100.0 100.0

Table AVI.
Respondents’ opinion
on Q-No. 5
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In contrast with the least problematic response Q-No. 25, Table AXII shows that 47.5 percent agreed
with that statement indicated “Training is frequently given with supporting materials creating
confidence with the system and the processes.”

Table AXIII shows that for Q-No. 23 the responses indicated with 45.8 percent agreed with the
statement “Employees are cost conscious and seek to work efficiently.”

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 4 6.8 6.8 6.8
Disagree 1 1.7 1.7 8.5
Neutral 1 1.7 1.7 10.2
Agree 18 30.5 30.5 40.7
Strongly agree 35 59.3 59.3 100.0
Total 59 100.0 100.0

Table AIX.
Respondents’ opinion

on Q-No. 16

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 1 1.7 1.7 1.7
Disagree 3 5.1 5.1 6.8
Neutral 2 3.4 3.4 10.2
Agree 19 32.2 32.2 42.4
Strongly agree 34 57.6 57.6 100.0
Total 59 100.0 100.0

Table AX.
Respondents’ opinion

on Q-No. 17

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 6 10.2 10.2 10.2
Disagree 19 32.2 32.2 42.4
Neutral 15 25.4 25.4 67.8
Agree 13 22.0 22.0 89.8
Strongly agree 6 10.2 10.2 100.0
Total 59 100.0 100.0

Table AXI.
Respondents’ opinion

on Q-No. 28

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 2 3.4 3.4 3.4
Disagree 10 16.9 16.9 20.3
Neutral 19 32.2 32.2 52.5
Agree 22 37.3 37.3 89.8
Strongly agree 6 10.2 10.2 100.0
Total 59 100.0 100.0

Table AXII.
Respondents’ opinion

on Q-No. 25
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Ability response
Table AXIV shows that the least problematic response was Q-No. 30 to which72.9 percent agreed with
the statement “My boss is supportive and helps me in my work.”

Table AXV shows that for Q-No. 32 the responses indicated that 76.3 percent agreed with statement
indicating “During the change I need to put extra effort.”

Reinforcement response
The less problematic response was Q-No. 42, Table AXVI shows that 38.9 percent of the responses
disagreed with the statement “Effects of change, positive or negative are measurable in quantities term
or subjective rating.”
The least problematic response was with Q-No. 43 and Table AXVII shows that the responses
indicated that 50.9 percent agreed with the statement “During the change, management provided those
involved with possible support.”

Table AXVIII shows that the responses indicated to Q-No. 45 with 76.3 percent agreed to the
statement “Change projects create resistance which has to be addressed.”

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 4 6.8 6.8 6.8
Disagree 5 8.5 8.5 15.3
Neutral 23 39.0 39.0 54.2
Agree 21 35.6 35.6 89.8
Strongly agree 6 10.2 10.2 100.0
Total 59 100.0 100.0

Table AXIII.
Respondents’ opinion
on Q-No. 23

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 5 8.5 8.5 8.5
Disagree 6 10.2 10.2 18.6
Neutral 5 8.5 8.5 27.1
Agree 25 42.4 42.4 69.5
Strongly agree 18 30.5 30.5 100.0
Total 59 100.0 100.0

Table AXIV.
Respondents’ opinion
on Q-No. 30

Level of agreement Frequency % Valid % Cumulative %

Valid
Strongly disagree 5 8.5 8.5 8.5
Disagree 3 5.1 5.1 13.6
Neutral 6 10.2 10.2 23.7
Agree 20 33.9 33.9 57.6
Strongly agree 25 42.4 42.4 100.0
Total 59 100.0 100.0

Table AXV.
Respondents’ opinion
on Q-No. 32
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