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Death, taxes; and change are among the inevitable elements of life today.
In contrast with the figst two, change has the potential of improvement, depend-
ing upon our value system, as it relates to a particular 51tuatlon. Change,
whether '“good" or "bad,'" has been given increased and more systematic attention
during recent years, particularly in the organizational settings of business and
industry. There is pressure upon managers as part of their major organizational
responsibility to: diagnose changes in. process, to predict the nature and extent
of change in the years ahead, to. identify changes which seem more urgent, and C s
deliberately to plan and, help execute certain changes. Tra1ning departments are
asked to develop in-service training programs which will help lower,\middle, and
top management to work more effectively toward improvements in the total organiza—
tion.. Managers are frequently sent to training laboratorles,,institutes;‘hnd
courses which include .emphasis on skills of analyzing . .and carrying out change .,
potentialities in eorganizational settings.

{
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Colleges and universities appear to.be giving less attention to systematic
approaches to change within their.institutional settings. Many have utilized oy
management surveys to outline recommendations for changes in structure and function.
Usually these areaccomplished by outside consulting firms most, of which are not
available for continuing service and training functions. Paculty committees’ often ‘
study various phases of the college program, usually curricula, and develop plans for
improvement. However, the concept.of deliberate and continued planning for change
as the responsibility,.of .administration, .teaching faculty,, and .student personnel,.
staff does not seem to be recognized as a responsiblllty of higher, educatlon today..

Yet the idea that considerable change will occur in hlgher education during
the future has wide acceptance. Yeast-like rises.predicted for. both costs and
enrollments portend enforced, if not planned, :change.,. ,Clearly, student personnel
programs will be among those affected. In fact recent literature contains fre-
quent references to the need for student personnnel administrators and counselors
to prepare for working with a far greater number of students per staff member.
Additional pressures identified include: proliferation of student personnel functions
which increase communicatlon, human rtlatlons, and efficiency probplens; demand for,
more intensive "pursuit of excellence'’; decreasing time of teaching faculty for
adv1s1ng stuﬂents, depersonallzatlon caused by ‘the "mass" approach; and the need for
more .and better evaluation and TYesearch with less t1me and money. The elements of
planned change outlined in this article, while directed toward a student personnel
program, may also prove useful 1f applied to other aspects of the college program.
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Changes in college student personnel programs are typically brought about

in diverse ways-through' ‘administrative fiat) staff turnovér, financial ups and
downs, recommendations from faculty and student committees, marshaling of data

from local, regional and national research, or pressure groups from students,
faculty, adm1n1stration, alumni and surroundlng communlty ‘Planned’ change in-
volves carry1ng out a dédlsion ‘to effect 1mprovemcnts 4n''d given setting by means
of a systematic' methodoloay. In ‘student programs', as’'in'otler:'phdses’ of higher
education, it seems that little attention is given to planned change. However, it
is possible that more planned change is taking place than appears in the literature.

In any event it is likely that’ most student persdnnel workérs would agrée
that ‘mdre’ could be done about ‘thé’ naturc and” dlrectlon of*“change“ in" thc collége
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One useful’ schemé¢ for thlnklno ‘about chinge' has ‘Been' proposed by Kurt ‘Lewin'

[4]. He described it as a ‘levil or phase of behavior' within an ‘institutional- set~ -

ting, not as’ a“statlc "hablt or' “custon’, but as-a dynamlc balance of: ‘the 1nst1tu—
tion: 'An example 'would be a production lcvcl of worX tesms 1n'a factory. This' lével
tends to fluctuate, but, by and largo, the" pattern persists at ‘a g1¢cn Yevel’ over
a period of time.' ‘Thé reason; ‘according to Lewin, is tHat the forces "whic¢h tend °

to raise thé levél of produdtion'are cqual to the forces that tend ‘to dephcss it v

[4] .:. ."i,:;ll__.:h. U N o1 ‘_ s

hxamplcs ‘of forccs which mlght raise the ‘level: of productioniare: (&). préssure
by supch1s10n on the ‘work team ‘to prdducc‘more. (b) desird’ of ‘some“team 'members -
'”lldk good” and’ therefore “get “ahead 1ﬁd1v1dua11y, (c) tHe desire «of ‘team membeérs -
to edrn more undcr the plant'lncentlvc Plan; and so on. Lewin called thcsc drlving
tor¢es. } . Sl iy TR B PR
v, ) . D A CE P A Vet e Yessitt oL g st
Forces' tending to lower the levcl of productlon might be: (m) a work: group
standard that a team member should d6 Nno''more than ‘a certdin amount ‘of wotK; (n)
team resistarnce to accepting tralnlng programs which woéuld increase ‘productivity; -
(1) feelings by the workers that their product is not important; and so on. Thcae
are rcstra1n1ng forcés. When these sets of forces balince cach other a cartain
level of productlon is established which ‘Léwin callcd quas1-statlonary equlllbrlum.

This cqu111br1um may be diagrammcd as follows. C ey e e
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Driving forces (a) (b) (c) ... (etc.)
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Change takes place when an imbalance occurs between the sum of the driving
forces and the sum of the restraining forces. Such an imbalance "unfreezes™ the
pattern and the level changes until the opposing forces are again brought into
equilibrium. An.lmbalcncc may cccur through a change in the magnitude of any
force, a change in the direction of a force, and/or an addition of a new force.

" Suppose -that members of the work team join a new union which is challeng=
ing the over-all wage structure of the company. This may heighten dissatisfaction
‘'with current policy and increase workers' ‘suspicion toward management motives,
1ncludingzsuperv1sors. Thc Yésults may increasc restraining force (n), the equil-
ibrium is unfrozen and the’ ILVcl of production movés down unless increasing driving
forces also take place. 'Id the pr esent ‘illustration as the production level falls,
supcrvisors increase their pressuré towdrd ‘greater production and driving force (a)
tends to increase Thus, the inéreased cobnterforce brings: the system into balance
again soméwhere near the prvious level! ! These are changes in magnitude and may

' create problems. An incrgase in magnitude of opp051ngiforccs may heighten tension

and make the situation lcss amendable to rational control.

S }
A war situation demanding greater productivity may convert restraining force

(o) from a fccling that the product is not important to a fcelrng that the product
is important "and ‘that ong, should work harder to-assist -in the -war effort. The

: level of productlon will rise as the direction of force (o) is reversed to help
cloevate, production until a,stat of cqulllbrium is rcached at a higher level.

Sunpose,a new, dr1v1ng force is addcd when a suervisor 'wins the trust and

respect of. the working team. The new force motivates the working team to make

the well-1liked supervisor look. This force may operate to offset a generally

unfavorable jattitude toward managcmcnt. Or the work team, by setting their own
standards. of production as a result of a dlffercnt supcrv151ng approach, may
significantly reduce restrainingforce (m) [2].

Force-Field Analysis in a Student Peréoﬁﬁel Program

" The force-ficldmodel has been used by researchers and practitioners-in- .
various organizational settings during the past dozen years. Can this conceptual
‘approach be utilized in helping.with planned change in a college setting? Ome
aspect,of a student personnel Program iiay!.c crvc “Q.“n afflr“ lec‘xllustratlon.

.~ - Suppose,one of the goals.of the student personnel program is to stimulate

and assist; student lcaders more closely to identify. the student activities" pro-
gram with ;the dntellectual obJectlves of the un1VLrS1tyL The’ force-fleld Sid L
tionis, described, in, the accompanying diagram. These sets of forces are in’ '“
quaslvstat1onary“cqul11br1um. It is recalled that changa takes place when'
an-imbalance..occurs, between. the sum of the dr1v1ng forccs and the sum of ‘the”
restralnlng forcesg,. . :

Suppose a student—faculty cqmmlttec app01nted to dcvelop a new honrs
program attacks student activities as anti-intellectual and a waste of 'time.
Their report iis girculated among faculty and printed in the student newspaper.
The committee actign increases driving forces (a) and (b), thus tending to
move -the ;sitpatieon toward 1ntellcctually orlented programs. But the attack
on student activities as belng inadgquate is responded to ‘strongly and
defensively by the student leaders, thus increasing restraining force (n). The
result would be the force field system coming into balance again, somewhere near

the previous level.
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_ TABLE 1

Force-Field Diagram of Degree of Identification of o o |
L Student Act1v1ties with Instftutional Intellectual ObJectives
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These opposing changes in magnitude, as in' the factory ekample“ may“increase
tension and stress, thus making the entire situation léss'stable and predicatable.

i

vty Suppose a series of exploratory seminars is arranged for'the- ‘student- leaders
with several articulate and highly respected faculty members discussing the
nature of a university. ' This may convert restraining force (W) from'a feeling’
that the present student activ1ties program is adequate to'a feeling that it is’
1nadequate.' Thus,‘a restraining force becomés converted to & driving force. -
Hence, concern for the role of student activities'becéomes’ more’ closely didenti~
fied with the objectives of the university and raises the student activity pro-
gram to a new level.‘ In addition, faculty satisfaction with participating in
the seminars may result 1n reduc1ng restrain&ng force (p) ' ;

Lo .
¥ RS s N 1 r

Finally, suppose 'a new dr1v1ng force 1s added.’ As d Tresult of an in—
service training program student personnel staff membérs acquire new skills
and insights in working w1th studént leaders. " This' new force may reSult im), ,
strengthening driving force (a) and reducing restraining force (n) - , i
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-ance-is- the--taking..into .account the many_neutral, uncommitted, or unknown‘

In brief, the three major strategies for achieving change in a given
situation are: (a) increasing the driving forces, (b) decreasing the res-
training forces .or (c) a combination of the two. The strategy of increasing
the driving forces, as p01nted out earlier, creates "higher tension. It is
therefore better to initiate a change effort with the second or third strategy

..listed as -these are more stable, more predictable, and less threatening (lS 8]

The examples utilized suggest that change takes the form of unfreezing-
upward or downward movement-réfreezing. © In planned change, forces:. must..be;.
arranged or refrozen to - prevent backsliding. ‘Change in any human situation ..
is often followed by a'backward reaction toward the "old.ways"after.the S e,
pressures toward charge aré rélaxed. For example, following a survey, a. . -
college puts itto effect recommended changes undetr pressure of-the.board of
trustees. As'vigilance relaxes, old patterns creep in. Whenever; change is . .
effected it 1s important that the "refreezing':.at a new level will be stable.
Not only must the forces "for" change to analyzed, but the new restraining
and/or driving forces which will exist after the change must be anticipated
as clearly as possible. o ;

In planninp for change it is important to identify all relevant driving
and restraining forces impinging upon the given- situation. Of equal import-

e AT T

forces. Changeq in one force field situation are likely to affect others

“ directly Or‘indirectly related to it. For example;.'a change in student

activities ‘towird more intellectually orientéd programs.might result not.only-.
in other ‘studeént activities being discarded but' might also mean involving many.
other faculty in student activities than anticapated :Some of the faculty. - in- .
volved might '‘as ‘a result of their experiences ‘with students in thesesettings .
experifiént “with new approaches in their classroom :teaching. Moreover, .the. . .
identifiCation of these uncommitted forces might make possible their utiliza-
tion as driv1ng rather than ‘restraining forces. For example, in the foregoing
iliusération the student newspaper may be uncommitted. Whether the newspaper
becomes a driving or restraining force might be crucial as attempts are made
to unfreeze and refreeze the situation.
A Case‘I‘lustration S SRR EY

R R I B L ey T N A T . . Cedt o n et b

The following case example of a'forccvfield situation on a:state university
campus is a furthér illustration of ‘theiuse of sich a model as.a way of:analy~
zing and’ effecting change. One of the goals of the University: student personnel
program ‘has’ been to help the fraternity system become more closely identified,
with the Univers1ty and its’ educational objectives. The force~field situation
as it appeared in 1954—1955 1S diagrammed in Table 2 A

Among the most 1mportant dr1v1ng forces were (a) pressure’ on: fraternities
by the fraternity dean and the administration to produce more meaningful
chapter programs and to become more closely identified and cooperative with
the University; (b) some fraternity leaders recognized the need for a closer
fraternity identification with university objectives and were attempting to
get the fraternities to change in this direction; (c) the need for new frat-
ernity houses meant developing closer ties with the University, since the only
land avilable for euch houses was owned by the University; and (d) some faculty
members and townspeople were attacking fraternities as anti~intellectual and were
advocating their abolishment.
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Major restraing forces were (m) fraternity suspicion and distruct ,of,
University motives based on factual and fictional reports of past deallngs
-with the administration: .(n).the feéling among fraternity members that the
present fraternity situation .is adequate, coupled .with an unw1llingmess to_

' ‘evaluate:current programs iand face their probiems; (0) .the traa;thaal
counter~dependency -of : fraternity members;:thejr need to be aggre551ve1y re- g
sistant. to parental -and other authorltyrsymbols, which is. reflected in their
desire to be free from University ‘‘control'';. and (p) the, tendency Qf fraterni-
ties to become defensive when criticized, thus w1thdraW1ng further from the
University- orblt.u S G aen et .
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An initial strategy directed toward heightening fraternity identification
with’ University ‘edu¢ational’ objectives was to’ reduce restraining force (m),
fraternity suSpicion and distrust of University motives.: This could be initiated
by reduc1ng dr1v1ng forcé;(a), thus lessenlng pressure: on fraternities by.the .
administration. The appointment of a'new fraternity’ Dean, who was skilled in
human relations and experienced’ in' working with fraternities, implemented.the.
reduction of driv1ng force ‘(a). Thus with a year restraining force (m) was
con51derably reduced, making' it possible for driving force '(b) and restraining
force (n) to become the lext leverage point. Having developed new fraternity con-
fidence and trust in the administration, it became possible to add a new driving
force, consisting of a series of workshops and conferences with individual.fraternim
ties, fraternity leaders, and the interfraternity council. These were directed
toward evaluating 1nd1vidual fraternity ‘programs, heightening understanding of
fraternity and univer51ty objectivés, and planning programs of improvement..Hence
driving force (b) was augmented by increasing the number of fraternity leaders .and
members who recognized a néed- for closer fraternity identification with. the. University.
The result was the reduction of" restraining force (n), from the feeling of. .satis-
faction to dissatisfaction withthé present . fraternity situation on the part.of. many
members. Restraining force (n) therefore became converted in part toa; driv1ng_force.

i - .
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" Meanwhile' an additional new force ‘was introduced by the. creation of an alumni
interfraternity council, whose majore objectives: included facilitating:. mutual under~
standing between the University and alumni groups and working toward the acquirement
of Univer31ty land for the ¢construction of: fraternity houses, thus. increasing
driving fofce (c) Shortly thereafter, however, the University-administration made
public its priority list for the long~range building program on: campus. The, "campus
of 1970" projection did not include provision for fraternity houses. These announce-
ments’ brought dbout a- resurgence of fraternity suspicion- and distruct of University
administration, which increased: restraining force (m). Hence the quasi-statignary
equ11ibr1um was pushed’ dowh Somewhére near’ its original level.. In, 1957 a sugvey
of fraternity housing needs by the ‘alunini: interfraternity counc1l was reported. to
the board of’ regents.' ' The' result-was the passage 'of a resultuion by .the board.
of regents, recognizxng 'thHe urgent need for:fraternity housing - and favoring., frat-
ernity hou51ng on cappus when land became available.  This :increase of. driving
forcé (¢) ténded to” reduce ‘restraining force -(m) and raise. the; quasi—statxonary
equilibrium level. More recently a fraternity .study committee, .consisting. oﬁ
faculty members, fraternity members, other students, administrators, and regents
was appointed by ‘the president.  Outcomes ‘of. the study would. he .to define University
and community goals and“expedtations forifraternities, to ‘anticipate potential.
dévelopments and needed charnges,andto plan accordingly. It is:hoped that the. frat-
ernities themselvesiwill become deeply involved.with- the project..The appointment
of the study committee as a new driving force may reduce driving force (d) and con-
vert restraining force’ (p) from-defensiveness and.withdrawal to honest self-crit-
icism and'willingness "to collaborate towards improved- programs.,u ,

In five years the level of fraternity identification w1th the educational
objectives of the’ Univer51ty has' heightened somewhat..' There have been. ups and downs
and thete are: likely to’'bé- additional set-backs in the; future.. An understanding
of: the forces at work in the situation will help in the minimizing of restraining
forces ‘and’ by bringing the: ‘right forces: into play.at the.right time it.is hoped that
the level of equilibrium will continue to rise as more meaningful programs_ are.
developed.
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Force-Field analysis can be utilized in other collegé a}gaé where the need
for planned change is indicated; for example, to facilitate communication among
expahding departments as esrollments mount; to establish more effective articula-
tion'with high schools directed toward stimulation of gifted students; to help de=
partiients find and take the time for continuing research and evaluation; to get
teachers 'and sounselors to collaborate toward the toal education of the student;
or mork simply, to help personnel workers and instructors relate more effectively
and productively with each other..: . . . o

nal ‘Giideposts - " . T
' Thé problems which have been summarized exist in most. if_nqt;éllﬂ@oliegés :
and universities. "Usually there.is motivation to bring about improvements = to
effect "planned change.' It is difficult, however, to come to grips with .
the ‘complex humn and organizational :forces within.a college setting. A force-field

o3 PR

"analysis, one 'systeématic method of diagramming situations in which orggnizational

changé’ is desire, -has been-described. : Regardless of what approach is used, it
is clearn the thé rate of  change will:be strongly accelerated in the years ahead.
Controlled or planned change will come about only be means of some type of systemat-

" ic methodologyi: Force-field analysis is. the.core of an approach which colleges

and universities may find useful. .. : .

'Administrators,uinstruq;@rs,=orvperéonnel workers desiring tovébllabbrate
in effecting planned change will have in mind further guideposts or principles
as they develop their:approach. Some of these can be briefly noted.

The processes of change within an institution can be constructive only if
conditions permit reassessment of goals and the means to their achievement. If
a college is ‘to ‘function ‘is relation to the changing needs of faculty, students
and community, ‘it must provide for an objective evaluation. A responsibility
of each staff member is to help build the climate within which he and his

' associates can think and act upon facts in a manner different from the usual

norms. - Such a climate would encourage both academic and student personnel
departmerits to make periodic seif-studies which may lead toward change as re-

sults are analyzed and acted upon.

A most powerful barrier to organizational change.is the resistance which
persons can express when a projected change seems ,threatening to roles in which
they have invested considerable security. The. process of change is facilitated
by the following conditions suggested by Coffey and Golden [3]:

"a. When leadership is moving as.far as possible in the direction of
particpative action and group membersihave optimal. freedom to participate
in decision-making.

Loy "”’J‘, " ” L T .
' by When normas have become established which make changing (innovating,
v'anéHpiﬁg;‘éxperiméﬁtingl-an expected aspect of-institutional development.

'¢.’ When change can be brought about withdufpthreatéhingﬁthé individual's
membership’ in a group. T : o A K
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d. When the group concerned with a change or trying to change has a
strong sense of belongingness, is attractive to its members and when it is
concerned with satisfying members' needs.

e. When group members actively participate in the leadership functions, help
formulate goals, plan the steps toward goal realization, have the freedom
to "try out" new roles, and to participate in the assessment of these functions
of leadership.

A change within a given group must be supported by the organizational
structure or the group will become a target of mistrust by other groups in
the organization. Therefore, communication must flow from one authority level
to another, and proposals for change must be legitimatized within the organ-
izational authority structure.

Changes in one part of any organization produces strain in other related
parts which can be reduced to toleration only by eliminating the change or
by bring about adjustments in related parts. As in the earlier illustration, if
the student activity program is changed toward more imtellectually oriented
activites, then greater demands upon faculty time and energy would result.

Either the faculty would adjust to these increasing demands or the new program
would fail.

A change attempt is most likely to be successfully introduced through an
experimental approach [7]. This approach includes the continuous cycle of
diagnosing a problem situation in the organization, planning action steps,
taking these steps, and studying their results [6]. In this way, the
process of planned change becomes an integrative force in an institution's
developmental program.




