MANAGING CHANGE AND INNOVATION IN GCC COUNTRIES 
What is Change? 
The word change is the most popular spoken word in today’s world. Many people describe change in relation to different terms and situations. It has been agreed upon by the scholars in different literature that there exists no universal definition of change. It has been many a time expressed in terms such as guises, transformation, metamorphosis, evolution, regeneration and transition (Hughes, 2006). Although to generalize and give a better concept of the term it has been defined by Hughes (2006) as “any alteration in the status quo”. 
Many reasons are associated with the changing organizations. Some argue that change in organization occurs in order to have new ways of doing work or organizing work. On the other hand sometimes change occurs so that the processes in which people are utilized can be changed. Significant changes in the organization occur when the organization desires to change its existing strategy on the whole in order to compete in this global economy or in contrast the organization desires to change the nature of its operations. As the organization evolves in the course of various life cycles changes in the said organization also occur. In order to manage the changes occurring in the organization, it is referred to as the change management. A definition given by Mark Hughes (2006) in his book Change Management defines it is 
“The leadership and direction of the process of organizational transformation – especially with regard to human aspects and overcoming resistance to change” (Hughes, 2006). 

As it can be seen from the present global situation change is an inevitable form in the organizations whether they are small or big, operating on a national or international basis. Change does not take into account the kind of organization operating such as restaurant or computer or FMCGs. All these organizations worldwide are evolving as technologies are increasing four fold. Therefore, the leaders of the organizations have to prepare their personnel and processes for change. Leaders in the organization as well as the managers are continually making efforts in order to achieve successful change. 

Change in GCC countries 
The focus of this research is the change in GCC countries. GCC countries contribute almost one-third to the total GDP as well as three-fourths to government revenues and exports annually. The GCC countries provide for 45% of the world’s oil reserve and possess 17% of world natural gas reserves (Fasano & Iqbal, 2003). But the GCC countries have long being transforming their economies to a diversified base other than oil. These countries had initiated the transformation almost 2 decades ago due to which their standard of living has rose. This increase has had some expenses in the shape of heavy dependence on volatile oil revenues and exponential growth in population (Fasano & Iqbal, 2003). Although GCC countries have always played a helpful and constructive role in the assistance of developing countries, new challenges have emerged for the former countries. The GCC countries confront the challenges regarding the sustainability of increase in non-oil growth, investment in human capital and institutional reforms (Fasano & Iqbal, 2003). Recent changes in the GCC countries have been towards the fiscal consolidation so that the budgets’ vulnerability in terms of oil price volatility can be reduced. Kuwait and Oman are some of the countries that have progressed in separating public expenditure through oil savings and stabilization funds. 
The private sector in these countries is expanded by means of institutional reforms and state owned enterprises. This is achieved through reduction in controls and regulations on the investment in private sector, a privatization framework and liberalization of domestic trade and competition. In Kuwait, the privatization law that has been approved by the National Assembly has developed a framework that will identify areas for privatization. Under this framework the government has planned to sale 62 public sector entities to the private sector (Fasano & Iqbal, 2003). 
Kuwait Airways which is currently under public sector control is offered to sale to the private sector. This research will therefore focus on the Kuwait Airways and the change that it will undergo. 

Kuwait Airways 
Kuwait Airways (KU) is the national carrier of Kuwait and has an operational base of 17 aircraft. KU serves domestic as well as selected international routes. The airline owns four 747, seven 707 and four 727. In addition it also owns 3 Airbus A310.The annual passenger turnover of the company is 3.5 million. The aim of the organization is to establish itself as an airlines that connects 46 countries around the world providing the best service and comfort to its customers keeping a focus on the safety as top priorities. The vision statement of Kuwait Airways state that: 
“Kuwait Airways aims at setting the standard for customer orientation and become an admired airline to fly, to invest in, and to work for.” 
The goals of the company are as follows: 
• Provide customer-oriented and premium services to the customers of all classes. 
• Provide economical service to the customers who are seeking value for the money. 
• Serve Kuwait by becoming the preferred airline for inbound travels. 
• Serve as a link between eastern and western countries for business and leisure travels. 
• Become the hub that connects GCC countries, Asia with Europe and USA. 
• Grow with the market demand in Kuwait as well as Middle East. 
• Offer a feasible investment opportunity to private sector 
• Empowering employees to motivate them by offering career opportunities and training. 
• Improve aircraft reliability, safety and on-time performance by using the latest technology, 
• Use MIS to help in decision making process 
• Build strong relationship with the suppliers 
• Build image as the successful and excellent performing flag carrier. 

Although it is successful, it faces many challenges in terms of structural change as well as competition. The Kuwait Airways is a state owned enterprise that has been offered to sale to private sector. In addition to this, a new low cost airway has spread it wings by the name of Jazeera Airways which has led to lost customers. The forces of change will be further explained. 

Forces for Change 
The change in any organization does not occur out of the blue. The change is catalyzed by a number of different triggers or forces. The major challenge that the organizations face is the dynamic and changing environment (Robbins, 2008). It is noted by Robbins (2008) in his book that change has driven most of the managers mad who are constantly saying ‘change or die.’ The forces that act on the organization can be created by the external environment or from within the organization known as internal environment. These forces are explained below using Kuwait Airways as an example. 
• External Forces 
o Marketplace 
The demand for the air travel by the nationals as well as foreigners will remain high even during the current economic crisis although they will prefer those prefers that are offering low-cost services. This is because people need to travel. It does not matter whether they are travelling for business or leisure purposes. According to Billing (2008) the demand for airlines has fell to 1.9% in 2008 while the capacity increased in double to 3.8%. This shows that the service cuts are not in accordance with the demand fall. The load factor also decreased to 79.9% as compared to the rate of July 2007. 

o Governmental Laws And Regulations 
The political environment that encompasses laws and regulations can change depending on the state of the politics and the government. The organizations need to respond to these changes in particular as they directly affect the organization. In case of Kuwait Airways, the government wants to focus more on the private sector and to increase the investment in the said sector. The government has also created a framework that will be used to hand over the public organizations to the private sector. This is true for Kuwait Airways as it a state owned enterprise and is in the process of turning private. The laws and regulations in the public sector will be different from those in the private sector. In addition to this, the Kuwait government has liberalized the air transport which means that two new national carriers have been launched in competition to the Kuwait Airways. 

o Technology 
The technology has changed the world tremendously bringing it more closer. Technology in Kuwait and aviation industry is developing systematically and it is the need of the modern businesses to be equipped with the latest facilities. Changes in technology have also changed the aircraft (aviation) industry significantly. The number of air passengers internationally and nationally have rose to 142 million in 2000 from 75 million in 1970. The airlines in Kuwait, whether they are a symbol of national status or are commercial, technology transfer is increasing rapidly in order to make the airlines more competitive. Technology transfer is occurring particularly in the support systems of the aircraft which covers a wide range of categories. These include design, construction and management of the airport; the fueling, baggage and freight of the airplane; inspection and maintenance of the airplane including overhaul; air traffic and flight control operations. All these areas require special attention so that the airline can become competitive in the country and globally. 
The Kuwait Airways have a damaged reputation of punctuality as well as an aging fleet that have a poor interior setup. 

o Labor Markets 
The Kuwait’s labor market structure for the aircraft industry is very diversified. The personnel range from the low skill level employees such as clerks to high skill level employees such as managers and pilots. Each group requires specialized training so that the job can be done efficiently. The aviation industry in Kuwait is staffed heavily with non-Kuwaitis. As the other competition is available in the market, other airlines chose the best labor at competitive wages which the Kuwait Airways at the moment cannot afford. 
o Economic - Uncertainties 
The economic uncertainty is the force that can drive the organization towards the need for change. It takes into account the macroeconomic and microeconomic indicators of the country and the industry of a particular organization. In case of Kuwait Airways, the macroeconomic indicators of the country would determine whether there is a need for change or not. According to data pertaining to 2007, the Kuwait economy indicates that there is a high growth in the country especially in the non-oil economy. The structural reforms taking place are promoting a dynamic private sector driven economy according to the report published by IMF by the name of ‘IMF Executive Board Concludes 2008 Article IV Consultation with Kuwait’ (2008). The country has fiscal and external current account surpluses owing to large oil revenue generation. 
Inflation had reached 7.3% in 2007 and is picking up since. The exchange rate or the currency rate is no longer pegged to the US dollar. It is now pegged to the Kuwaiti Dinar to an undisclosed basket of currencies (IMF Executive Board Concludes 2008 Article IV Consultation with Kuwait, 2008). This has been done to that the imported inflation in relation to the rising world prices and depreciation of US dollar would not affect the economy at large. The macroeconomic indicators show that the vulnerabilities to the Kuwait economy remain low. Keeping the economic environment in view, Kuwait is headed for a private sector boom and therefore more opportunities exist in the sector rather than the public sector. 

• Internal Forces 
o Operations of the Organization 
The current processes or the operations are not moving any forward towards the profitability of the Kuwait Airways. The privatization concern is restructuring the airline. The airline is now considering to spin off the cargo operations and later create a separate regional carrier. The Kuwait Airways is also considering the purchase of new fleet. The airline is focusing on building a separate airport for only exclusive use of the Kuwait Airways to be completed by 2015. The maintenance of the aging fleet takes very long due to which the flights have to be cancelled usually. 

o Strategy of Organization 
The strategy of the Kuwait Airways is changing away from government reflecting strategies to more on the private focus. The strategy is to now focus on acquiring new fleet in order to replace the aging fleet but which has been disapproved by the government. The new strategy of the Kuwait Airways is to ensure that it offers a quality product which includes the in-flight entertainment as well as modernized cabin so that the long spree of the operating losses can be recovered and changed into profits. 

o Workforce 
Kuwait Airways has a personnel of 4000 employees of which 1900 are nationals while others are non-Kuwaitis. Kuwait Airways have placed a ceiling on hiring of employees as they lack in experience. The high quality personnel is decreasing which is threatening the ability of Kuwait Airways to maintain good service. The airline has lost 40% of its mechanics to other carrier competition. Due to the government ownership, administrative personnel is overstaffed which is being planned to reduce by 30%. During the privatization, a retirement scheme will take place and would focus on retaining the remaining employees. 

Bottom of Form 

o New Equipment 
The relationship of Kuwait Airways with the government has been seen as unsteady criticizing the inflexibility of the state ownership. Due to this, a fleet renewal agreement collapsed with the government which caused the entire board of Kuwait Airways to resign. The airline is in a dire need for new fleet so that the ageing fleet can be replaced. The airline needs about 19 new aircrafts. 

Manager as Change Agent 
The change agent is the most important factor or person in effecting the change. A change agent can be an internal manager or an external consultant involved in the change process. The change agents are responsible for the management of change. It is a common practice of organizations to hire external agents when a system-wide change initiative is to be taken place. The external agent has a disadvantage that he lacks the understanding of the organization’s culture, processes and people. In contrast, the internal managers are better suited for the management of change because they can make thoughtful and cautious decisions because they have to survive along with organization and can face consequences. Who every the change agent, they should be committed to improve the performance of the organization. 
The change agent for Kuwait Airways is its CEO, Shaikh Talal Mubarak Al Sabah. After joining the company, the CEO identified the need to reform the organization if it wants to remain in competition in the new changing era. The first identified by the CEO was to transform the organization in a private entity but the requests for such transformation have been rejected by the government which is the owner of the airway. The reasons for the government objection is the staff reduction that will follow after privatization will cause a civil outcry as thousands of jobs will be laid off in situation where the country is booming due to high oil prices. 
In the change programme, the CEO has planned a fleet renewal process in which a total of 18 new aircrafts will be added to the existing fleet so the demand can be met. The CEO aims that Kuwait Airways well operate 30 aircrafts by the year 2015 and 55 aircrafts by 2025. This increase in aircrafts is to cater the target passengers that will increase from 2.5 million to 7 million customers by 2012. 
CEO, as the change agent is planning to meet the demand by increasing the frequency to existing destinations as well as introducing new routes to Canada, Australia and China destinations. By doing, CEO believes that the change along with privatization will improve the chances of profits by 2010. 

MANAGING FROM A GLOBAL PERSPECTIVE 
The Global Economy Intensifies the Need for Change 
The organizations all over the world are continual facing the need for change. These changes are brought about by either force outside the organization or within the organization. As the case in example is of the Kuwait Airways, this section will consider that global economy in the airline industry that is intensifying the need for change in airlines all over the world especially Kuwait Airways. 
The airline industry globally is becoming more and more competitive not only on the basis of technological advancements but also on the basis of their business strategies. The need for change is driven by the fear of technological and business risk as the current structures and policies are seen to have shortcomings. The need for change is of particular concern so that it could be evaluated whether it can damage the interests of the organization. New aircraft and aircraft management systems and operational procedures are changing rapidly in the world. 
The change is needed to improve the processes so that it could: 
• Facilitate change in the current processes 
• Implement new ideas along with the technology so support the current operational processes. 

In today’s era, aircraft manufacturers and global airline services are taking initiatives that in order to meet the changing market conditions rapidly. They are doing so by taking decisions related to the size, speed, efficiency and other aspects of the aircraft which are directly impacting the cost, comfort, societal impact and the level of air transport activity. In addition to this, the government is continually influencing the structure and culture of the organizations deriving them towards change. The economic factors in the global environment are also intensifying the need to change. These factors have a direct impact on the demand and levels of service available to the customers. Airlines globally are attempting to maximize their economic performance by weighing the impact incentives and penalties have on their profits. 
The advanced technology emerging in relation to the size, speed, fuel efficiency and passenger comfort are directly impacting the cost and convenience variables vital in the commercial air transport services which in turn affects the demand of the service. The global airlines’ foresight and planning are playing an important role I helping these companies understand and respond to change. 
Kuwait Airways need change because the international competition in commercial air transportation is increasing four-folds as well as the national competition. If Kuwait Airways do not respond to the changing environment and solve its problems, the company might be put out of business keeping in view the losses it has been incurring for many years. 

Two Different Views on the Change Process 
In change management many views are available in the literature that distinguishes between various views on the change process. There are two most important and controversial views or metaphors that describe the change process. One metaphor argues that the organization is seen as a large ship that is crossing a calm sea. This is so, because the captain (CEO) and the crew (employees) know exactly in which direction they are going as they have been on the same trip many times. According to this metaphor, changes occur in the form of occasional storms which is considered a small distraction in the trip that is calm and predictable. 
In contrast, the other metaphor argues that the organization is small boat or raft which is navigating through a raging river along with uninterrupted rapids known as white water rapids. On board the raft, almost half a dozen people are there who have never worked together. These people have no idea about the river and are uncertain of their final destination. In addition to this situation, these people are traveling at night. This is known as the white water rapid metaphor in which change is expected to occur as if it were a natural process and it is a continual process to manage that change. 
Both these metaphors highlight very different approaches to understand and consequently respond to change. These metaphor are further described below. 

The Calm Waters Metaphor 
The calm water metaphor gives a thorough description of the situation that the managers face. This metaphor has been described by Lewin in his famous Freeze model of change. According to the concept given by Lewin, if change is to implemented successfully it must follow three stages in which the status quo is considered that equilibrium state. 
• Unfreezing: 
The unfreezing stage means that the employees and managers in the organization are made aware of the organization’s problems and the reasons for change to occur. This is the first step that involves disturbing the equilibrium state of the prevailing status quo. The change in status quo can be achieved by either increasing the driving forces of change or restricting the restraining forces. Driving forces are those that drive the change and lead behavior away from the existing status quo. On the other hand, restraining force is the one that resists the change and pushes the behavior towards the current status quo. This can be done by motivating the individuals that they should adopt new behaviors and discard the old one (Burnes, 2004). It also involves presenting the existing problem and make people realize the need for change. It involves encouraging the individuals to look for new solutions. In addition to the above factors, unfreezing also involves eliminating the rewards for individual’s current behaviors so that they can be discouraged from using them (Burnes, 2004). The unfreezing stage is also associated with diagnosis of the situation carried out by the change agent. 
• Moving: 
The moving step or block aims at shifting the behaviors of the individuals as well as the departments where the change is supposed to take place. The process is sometimes referred to as the intervention. During this stage the change agent creates plan to implement the training methods for the employees. The ‘moving’ step aims to develop new behaviors and attitudes of the individuals. It also aims to change the organization through structural changes or development techniques. 
• Refreezing: 
In this final step called refreezing the change intended becomes permanent. The new attitudes and values acquired by the employees are rewarded and are evaluated. The new way of organization is established through new attitudes and behaviors. Organization’s new operating ways are reinforced and management ensures that the new organizational culture is adopted and encourages individuals to adopt it and thus avoid the old ways of functioning. 

The White-Water Rapids Metaphor 
The white water rapid metaphor is associated to the environment that is uncertain and dynamic. It consists of environment that encompasses information, ideas and knowledge. These factors are rapidly taking over the environment. The stability and predictability that exists in the calm water do not exist in this metaphor. The disruptions in the existing status quo are temporary and irregular and do not return back to the calm water metaphors. It has been seen in most situations that the managers can never get out of the rapids as they face change constantly. 
In order to understand this phenomenon better, a common example given by the authors relates to the student attending a college and taking courses that vary in length. When the student signs up, he has no idea how long the course will run. It can run 1 week or 10 weeks and the instructor is at liberty to end the course without giving any prior notice. In addition to this, the exams are unannounced so can happen the next day. In order to succeed in this environment, the student has to be extremely flexible and able to respond to the changing conditions. 
In the same way, managers are facing the changing situations in their organizations. Therefore if the managers want to overcome the change successfully, they need to have good reflexes in adapting to the change. 

Putting the Two Views in Perspective 
The question that arises after going through both the metaphors is that whether every manager in the world faces a steady and hectic change. The answer to this question lies in the type of business that organizations run. For instance, organizations and managers in businesses such as telecommunications, software, and clothing are continuously confronting the metaphor of white-water rapids. In contrast, businesses such as banking, utilities, publishing and air transportation were considered to have a stable and predictable environment. However, this situation has changed drastically. 
In today’s era, organizations that consider it to be traveling in a calm and predictable sea and treat change as an occasional anomaly are at risk of lagging behind in the world. This is because, economies, societies and organizations as a whole are changing in the blink of an eye and managers who do not comprehend this situation will lose. Therefore managers and organizations have to on the look out for change and manage the change effectively and efficiently. 

THE CHANGING FACE OF MANAGEMENT PRACTICE 
The Increasing Need for the Agent of Revolutionary Change 
Revolutionary change involves the transformation of the organization. This change can be either small or it can be big. The path of transformational change is not linear and in order, but it can be made predictable by the managers through proper planning. According to the definition of revolutionary change it is kind of a jolt to the organization’s system. As a result, nothing in the organization will remain the same again. Changing organization’s mission is one such example of the revolutionary change. 
The need for the agent of revolutionary change can be best explained by using the airline industry as an example. The industry around the world is under the heavy impact of the instability of the world economics. Even with such conditions, the airline industry is holding its ground firmly and many new organizations are emerging in different countries like the Jazeera Airways in Kuwait. The airlines have managed to stay healthy because of the new emerging business models to deal with the current situation. In addition to this, traffic growth has also helped the airlines to survive even if the management standards are falling. The future of the airline industry can be seen as a good one. This is because the demand for the services will increase although not exponentially. But in the future, the sector of the airline industry will be very different from what it is today. 
In the future it is predicted that the industry will become much more price sensitive, volatile, leisure traveling demand will increase and the profits will be lower-yielding than they are today. Those airlines will survive that can minimize its operating costs can become profitable. Another change that can be seen in the future is that the smaller national airlines emerging will take most of the share of the country’s growing air freight. In addition, the trends of deregulation and liberalization will continue. The airlines have to take into account the social and the environmental impacts it is and will have in the market. Technological change will also increase the need for the airlines to bring a revolutionary change in their organizations as new aircraft technologies continue to be developed. 
The new models airlines are becoming the key players in the all types of market whether domestic or regional. Customers want more value for their money and these new model airlines are providing them safe and reliable air traveling facilities at reasonable prices. Also the trend is changing among the top management of companies to travel as the technologies such as teleconferencing, web-conferencing and so on have provided a better alternative. 
In order to respond to the changing environment, airline organizations would have to think in terms of changing there strategies. Organizations going through such kind of revolutionary change are not new. Successful organizations have gone through such changes in the past. In order to succeed over the long run time period, organizations have to commit themselves to the change. But if the managers of changing organizations plan for a slow evolutionary change in the rapidly changing world, they are headed towards the bone-yard. 

Resistance to Change 
When organizations change they are asking the people to do something that they are not familiar with or are new to them. In this confusion, people in the organization tend to resist the change. Many scholars have given different reasons but all the reasons vary according to the change situation and the organization environment. Some of the most common reasons are given below: 
• Fear of Unknown: 
Many employees resist to change because in change is viewed as uncertain and uncomfortable which leads to anxiety. In order to reduce the anxiety, they resist to the change. 

• New skills: 
If change occurs, the employees might have to acquire new skills and capabilities beyond them and if the fail to do so action might be taken against them. 
• Losing of Something Valuable: 
If the employees view that the final change will affect them in way due to which they might lose something of a value to them but possibly not in the eyes of the management, they will start to resist the change. 
• Comfort Zone: 
People are afraid to go after something new because they believe that they might have to leave their comfort zone and this change can do that to them. So in order to remain in the existing comfort zone, resistance is seen 
• Miscommunication and Lack of Trust: 
Managers are not able to communicate the concept of change properly which results in misunderstanding the implications of the change by the employees and thus they start perceiving that it might cost them more than they could gain. This type of situation results in the lack of trust in the management and therefore they show their resistance. 
• Failure of previous Change Attempts: 
If the management has attempted any changes in the history and failed to bring the outcome successful, the employees will resist to the new change bearing in mind that this change will also fail. 
• Layoffs: 
Many employees resist change because they fear that if change takes place then they might lose their jobs as the structure or the strategies of the organization change. 
• Bureaucratic Inertia: 
Organizations usually have built-in resistance because of the traditional policies, rules and procedures. This traditional way of business is usually the most difficult part to overcome during the change. 

Techniques for Reducing Resistance 
Managers use the following six techniques to overcome resistance in the organization which is a natural process when any change is to be implemented. 
• Education and Communication 
This technique involves educating and communicating with the employees to make them understand the implications of change. The managers can achieve this using memo, reports and group meetings. This technique can create the link of trust and credibility between the employees and managers. 
• Participation 
The managers in this technique involve the employees in the decision making regarding the change process. It should be kept in mind that the employees who are being involved in the participation programme must have the necessary expertise to make meaningful contributions. Through this process, a quality change decision. 
• Facilitation and Support: 
During the change process, the manager can provide the employees new training or counseling as supportive acts. This technique can be time consuming as well as expensive. 

• Negotiation 
Managers in this technique exchange something of value with the employees to reduce resistance. This can be effective if the source of resistance if from a high level of management. The costs of applying this technique are high as there is a likelihood of having to negotiate with other resisting employees 
• Manipulation and Co-optation 
Managers use this technique as a covert measure to influence the employees by presenting facts that are twisted and distorted. In this technique, managers can only reveal information that is beneficial for the employees and withhold the damaging facts. This is most easy and inexpensive technique if the aim is to gain the support of the resisting employees. 
• Coercion: 
The coercion technique is used by managers when they want to gain support easily and in inexpensive way. They can use direct threats or force which might be illegal. 

In case of the Kuwait Airways, the management should use the participative and communication techniques because the change will include a complete transformation of the organization. Managers would have to face the resistance but if the above techniques are used, the increasing resistance can be overcome. 

Techniques for Managing Change 
Change management in organizations means that change should be managed effectively so as the movement of the organization from its current state to the desired state is done at the minimal cost to the organization. Three steps have been identified by the scholars to implement change effectively. These are: 
• Diagnosis of Organization’s state: 
In this step, problems of the organization are identified and are assigned weights according to their importance. The changes are then suggested to the problems so that they can be solved. 
• Designing Desired Organization State: 
The ideal situation of the organization is envisioned after the change takes place. This vision is clearly communicated to the employees and other personnel of the organization and then a plan for the transition to the desired state is designed. The designing should be such that the transition should maintain stability to a certain degree such as the mission of the organization should remain constant. 
• Implementation of Change: 
The transition should be managed effectively by drawing up plans and allocating resources. A change agent can also be put in-charge of the change process. The aim of the managers and change leaders should be to create enthusiasm among the employees for the change. This can be done through sharing goals and vision of the change. 

According to the quote of John S. McCallum referred by Robbins and Coulter (2006) state that: “Successfully changing an enterprise requires wisdom, prescience, energy, persistence, communication, education, training, resources, patience, timing, and the right incentives" 
The managers can also manage the change by managing the structure of the organization, technology in the organization and the people of the organization. 
Changing Structure 
From time to time, as the needs of the organization change, so will its structure. Structural changes in the organization take place due to strategic business changes such as mergers and acquisitions or transforming from public company to a private organization like in the case of Kuwait Airways. Structural changes can also occur do to change in operations of the organization or changes in the management style. For instance, if the organization wishes to have a participative decision making structures then it will changes its hierarchical structure. Organizations can change due to downsizing, outsourcing certain functions, adding departments or divisions. Organizational structuring is basically means organizational redesigning, so that the functions of the organization can be optimized to achieve the desired results. 
It is said that organizations can structure itself in different ways in order to cope with the occurring changes so that they can perform successfully. The redesigning of the organizational structure depends on different factors such as: 
• Strategy of the organization 
• Size of the organization 
• Technology used in the organization 
• Degree of predictability of the environment 
• Expectations of the employees 

The organization can have a structure that is bureaucratic, mechanistic or organic. These factors do not contribute significantly as the above mentioned variables do when structural changes are taking place. In most cases, it is seen that instead of environment affecting the organization, the organizations are capable of influencing the environment. This means that the organization can manipulate the environment so as to maintain its existing structure. Also it should be kept in mind that organization structure cannot be changed frequently as per the liking of the management. If the managers try to bring any changes in the structure in a planned manner, the resulting structure will reflect the personal needs of the stakeholders. 
The best way to manage the structural change is through careful planning which takes into account the alignment of the structure to its performance. A combination of transformational and incremental change techniques is suggested to be used in order to restructure the organization. In case of Kuwait Airways, the changing structure of the organization is inevitable because it will shift from public hands over to the private hands, which will tend to flatten the organization from its current high pyramid structure in which only one person (government) was influential making it more bureaucratic in nature. 

Changing Technology 
Technological change represents one of the biggest parts of the strategic change even though they sometimes tend to take place on their own. A vital aspect of the changing technology is to keep in mind who will be threatened by this change in the organization. In order to implement a technological change successfully it must be integrated into the company’s overall systems and structure. 
Technological changes affect organizations in many different ways. In the air industry, new technology has led to the development of new markets. The organizations can use the R&D to make changes within their organization that are in response to the changing technology in the world. If the technological change is introduced too rapidly in the organization, the individuals or the employees might get disoriented and therefore it becomes necessary to first make the employees and the organization ready for the technological change as the impact could be huge. 
The airline industry is starting to bring IT on almost every facet of its customer experience. This can be achieved in the Kuwait Airways if the people are first trained for this kind of feature and then it can be implemented. In addition to this, many new changes have to be done in the airways because that is only way Kuwait airways will be competitive. The changes taking place in the industry include: 
• Increased reliability of aircraft systems that has enabled quick and short overhauls 
• New aircraft models have been developed that undercut the operating costs and thus can lead to low fares for the customers. 

In order to manage the technological change two things can be done. First the technology adoption framework should be followed by the management which involves seven stages of planning and implementation of new technology in the company. Other way the technological change can be managed is by responding to the above mentioned changes in the industry and training the employees for the successful adoption of the change. 
The new CEO has started the transformation process by first changing the technology step by step. The internet booking system has been introduced to reduce the high distribution costs of the airways. In addition, it is refurbishing the ageing fleet as well as the heavy fuel costs and maintenance costs so that the shortfalls in the last year could be met. CEO also plans to introduce the new B787 equipment during the privatization. 

Changing People 
Changing people becomes necessary along with the other changes in the organization because organizations sometimes want to change the attitudes and behaviors of the employees to increase the effectiveness of the change taking place. When changes in the organization occur, it might have a negative impact on the attitudes of the employees. Changing people can therefore be the most difficult and the most important step in the change process. An individual is suggested to go through a series or process of change instead of change as a one time event. 
Individuals are part of the organization and it is seen that if individuals change, then only can the organizations change. Individuals when in the change process go through a series of different stages which are anger, denial, bargaining, depression and acceptance. Individuals in the organization approach change in many different ways. This can either be positive or negative. Not much information is available on the individual change because approaches to manage change have always been developed on the group and organizational level. But a few techniques have started to emerge which includes using change agency as one of the techniques. In this a group of people or managers manage the individuals rather than just one single person looking after the change process. This agency can help the employees through the transition of organizational change. 
Another technique to manage and deal with changing people phenomenon organizational development was created that included many different techniques to educate and train the employees regarding organizational change. Many managers do not know the complete concept of the organizational development. Therefore when they implement the technique it is done in a poor way which makes the employees cynical. In addition to this, Hughes (2006) says that “where an organization has imposed rapid series of ill-conceived change initiatives upon the staff it can begin to feel as if each successive programme is just another latest in a long line of faddish interventions.” The advantage of using organizational development is that it gives a systemic orientation to the employees about the change and helps build teamwork and leadership values. 
People in the Kuwait Airways vary between ranges to those belonging from low-skill level to the high-skill level. If organization development technique is used to educate all these levels of skills it might become costly and time-consuming for the organization. 

Changing Organizational Cultures 
Changes in the structure, processes and culture are brought about when any kind of change occurs in the organization. A term cultural risk has been used by Burnes (1996) in order to define an approach to change. This approach is designed in a way that warns the managers and the change leaders underestimating the change can become dangerous for the organization. The reason behind such a theory is that when change is implemented, a conflict arises between the existing culture and new culture. By using this approach, managers can make the change objectives in such a way that can hold on to the existing culture or can adapt to the new culture without any conflict. In order to achieve a successful cultural change three steps should be taken: 
• Identify the existing culture 
• Identify the new desired culture 
• Identify the gap between both cultures and create a plan as a bridge between the two cultures 

There is a strong relation between management practices and the culture of the organization. The cultures that are most prevalent in the organizations are the role culture and the task culture. Role cultures which the Kuwait Airways present are based on a bureaucratic structure with a top-down management style. The task culture on the other hand is based on a flexible and de-centralized structure with a down-top management style. In order to bring a culture change in role culture, planned approach to change is appropriate while emergent approach is best suited to bring about a change in the task culture. 
Another method used to bring a cultural change is the questionnaire. In this the change team is required to complete a questionnaire with instructions and questions based on the adaptation of the desired culture. This technique can be extended to the employees to make the change more participative in nature. It should be kept in mind that the change strategy and reasons for cultural change must first be communicated to the employees. As a result organizational commitment can be gained during the change process. 
The culture in the airline industry depends on the organization whether it is state-owned or private. The culture in the organization also arises from the each country’s own social ethics and customs. In case of Kuwait Airways, the current culture has the element of bureaucracy and over politicized. If the privatization is suppose to take place at Kuwait Airways, then the culture of the organization must also change. 

Contemporary Issues in Managing Change 
It is not necessary that organizations change only when strategies of the organization change or any crisis leads to the change. Organizational change is an on-going process that the managers face continuously around the globe. According to Robbins and Coulter (2006), a global study was undertaken in 2000 organizations regarding organizational change. The result was that the 82% of the respondents (managers) had implemented information systems change in their organizations while 74% managers had created horizontal services and information sharing process in the organization. 65% of the respondents revealed that they had implemented flexible human resource practices while 62% organizations had de-centralized their operational decisions. 
Each of these changes was followed by changes in the structure of the organization, technology and also the people in the organization. The lesson behind these examples is that change management is not the responsibility of the top-level managers solely. In contrast all the organizational levels are involved in the change process. Change processes are not always implemented successfully even with the involvement of all the managers at all levels. According to Robbins and Coulter (2006) “Hundreds of managers from scores of US and European companies are satisfied with their operating prowess…but dissatisfied with their ability to implement change.” 
If the managers want to implement change successfully, then they should foremost make the organization ready for the change or in other words prepare the organization for the change. The managers should under their roles in the changes process and increase the participation of the employees. Managers are supposed to act as change agents as well as change leaders. During any resistance, it is managers’ job to lead the employees through the change effort. The contemporary issue that the managers’ face is in today’s era is related to the implementation of TQM and stress management. 

Implementing TQM 
TQM according to Hughes (2004) is “Policies, processes and tools designed to ensure that products and services are built right the first time.” The core principles of TQM are: 
• Customer orientation 
• Process orientation 
• Continuous improvement 

If the managers’ wishes to implement TQM in an organization, it has to follow certain steps and conditions. The primary step is to assess the organization’s current situation internally and externally which has to meet certain conditions. These conditions are related to the history of the organization, organization’s current needs, events leading to the implementation of TQM and the working life of the employee. The conditions that should be kept in mind while deciding to implement TQM are: 
• If the current state of the organization does not include the above mentioned factors or variables, TQM should not be implemented as it will not succeed. 
• If the organization can respond to the environment effectively and in past has been able to successfully change its operating needs, TQM can be easily implemented. 
• If the organization has been reactive but does not possess the skill at improving its operating systems, then TQM will have to bear employee skepticism. 

If the last condition is prevalent in the organization like in Kuwait Airways, management training and development programs can help gain the necessary skills. TQM would not be appropriate in those organizations that face problems regarding weak administrative systems, low management skills or poor employee morale. 
It is acceptable that the employees feel a certain degree of stress because it will give them a feeling for the change need. A plan to implement TQM may be such a strategic decision. But TQM also fails due to many reasons. Some of the important reasons highlighted by Hughes (2006) are: 
• Lack of integration between business practices and quality management 
• Problems in managerial commitments 
• Problems in adaptation of HR practices needed to support TQM 
• Effects of recession and restricting 
• Catch all category of poor implementation 

The role of TQM is basically as a precursor to change initiatives such as Business Process Re-engineering but because this concept is not clear and understood by the managers and the change leaders, TQM fails in most of the cases. 

CONCLUSION 
The aim of this research was to give an idea how the organizations are changing as a whole globally as well as in the GCC countries. From the point of view of GCC countries, Kuwait Airways was chosen as the organization in which change is occurring due to the recent transformation of the organization from public to private sector. In order to fully understand the nature of the change management, the managers should have a clear and proper understanding about the work that they are doing in the organization and why the need for change is emerging in the organization. After that, through proper planning and participation from all levels of organization any large change can occur as in the case of Kuwait Airways. 
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