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In response to the unprecedented changes of the 21° century, the Indian higher education system is

undergoing significant transformations, including the introduction of institutional autonomy and the
implementation of the National Education Policy 2020. This research paper investigates the strategies
employed for changing the mindset of stakeholders during the implementation of institutional autonomy
in the context of the Indian higher education system. Against the backdrop of the National Education
Policy 2020, the study utilizes theories of change management and tramsition to propose a
comprehensive approach to navigating change in higher education. The paper explores leadership
styles, organizational culture, infrastructure, and teaching-learning strategies as integral components
of this approach. Conducted on five educational institutions transitioning from affiliation to autonomy,
the research employs a qualitative methodology grounded in transition and change management
theories. The findings highlight the pivotal role of leaders in preparing stakeholders for autonomy, with
diverse faculty involvement impacting the acceptance of change. Theoretical frameworks, including
Bridges’ Theory of Transition Management, Schlossberg's Transition Theory, and various Change
Management Theories, offer valuable insights into the psychological and organizational dimensions of
the autonomy transition. The implications for future educational transitions underscore the importance
of tailored strategies, recognizing diverse responses to change, and addressing concerns to facilitate a

smoother transition.
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Stakeholder Mindset.
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Introduction
The 21 century has witnessed unprecedented changes that have not only reshaped societal
dynamics but have also imposed a pressing need for educational institutions to adapt or face
obsolescence. The higher education sector faces challenges such as the introduction of
institutional autonomy, policy changes at the national level, and the implementation of the
National Education Policy (NEP) 2020. Against this backdrop, the Indian education system is
undergoing significant shifts, including the introduction of institutional autonomy and the
proposed implementation of the NEP 2020. The process of introducing change into any system
elicits a spectrum of reactions, ranging from excitement to resistance. Recognizing this inherent
tension, overcoming resistance becomes pivotal to the success of transformative initiatives. To
overcome resistance to change, it is essential to convey the "why" behind the transformation.
The leaders must articulate the benefits of the change introduced, addressing concerns and
uncertainties. Clear communication, motivational narratives, and an understanding of
expectations help reduce anxiety and foster a sense of belongingness. This paper explores the
intricacies of change management through preparing the mindset of people, emphasizing the
need for a systematic and comprehensive approach at the institutional level. The study was
conducted on five educational institutions who have experienced the journey of transition from
affiliation to autonomy. Through an exploration of their experiences, this research aims to
contribute valuable insights to the broader discourse on change management in the evolving
field of higher education.
Research Question:
How was the change brought about in the mindset and attitude of all the concerned
stakeholders?
Objectives:
1. To identify the specific strategies and interventions implemented by leaders to
bring about a change in the mindset and attitude of stakeholders.
2. To examine the level of involvement and determination demonstrated by leaders
in the change management process.
3. To investigate the role of motivation, guidance, and feedback in facilitating
stakeholder acceptance of autonomy.
4. To analyze the overall impact of the implemented strategies on transforming the
mindset and attitude of all concerned stakeholders within educational institutions.
Theoretical Framework: The theoretical framework guiding this research is underpinned by

a selection of key theories in Change Management and Transition Management. The
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incorporation of these theories is deliberate, with each theory chosen for its unique

contributions and their synergistic relationship in providing a comprehensive understanding of

the multifaceted challenges posed by autonomy.

Theories of Transition:
1. Bridges’ Theory of Transition Management (1991): This theory is
instrumental in elucidating the psychological and emotional aspects of change. It helps
in comprehending how individuals navigate the process of transition, providing insights
into the psychological adjustments essential for successful change management.
2. Schlossberg's Transition Theory (1998): Schlossberg's theory emphasizes
understanding transitions based on type, context, and impact. By considering individual
characteristics and the context of change, this theory enhances our grasp of how
personal and demographic factors influence responses to transitions, offering a nuanced
perspective on change dynamics.
3. Fisher’s Personal Transition Curve (2012): Fisher's model, with its focus on
the individual's journey through change, provides a valuable lens for examining the
psychological phases individuals undergo during transitions. This model aids in
recognizing and addressing the diverse emotional responses that stakeholders may
exhibit during the process of institutional autonomy.
4. Lewis-Parker 'Transition Curve' Model (1981): Lewis-Parker's model offers
insights into the stages of transition, emphasizing the transformative journey
individuals experience. By considering the cyclical nature of change, this model adds
depth to our understanding of how stakeholders may navigate through repeated cycles
of adjustment.

Theories of Change Management:
1. Kurt Lewin’s Theory of Change Management (1947): Lewin's foundational
model, encompassing the phases of unfreeze, change, and refreeze, serves as a
cornerstone in change management. This theory aids in understanding the necessity of
unfreezing existing mindsets, facilitating change, and establishing stability post-
change, offering a holistic view of organizational transformation.
2. Kotter’s Theory of Managing Change (2012, 1996): Kotter's eight-step model
provides a structured approach to change implementation. By emphasizing aspects such
as effective communication, empowerment, and addressing concerns, this theory

contributes to the systematic planning and execution of change initiatives.
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3. Kirkpatrick’s Theory of Managing Change (2001, 1985): Kirkpatrick's
model, focusing on empathy, communication, and participation, accentuates the human
element in change management. This theory enriches our understanding of how the
emotional and interpersonal dimensions of change influence stakeholder acceptance
and engagement.
4. Scott/Jaffe’s Theory of Personal Change (1988): This theory integrates
psychological aspects and role modeling into a comprehensive change management
framework. Aligning with the Influence Model, it emphasizes the importance of
inclusive decision-making and role modeling, bridging the gap between personal and
organizational dimensions of change.
By integrating this transition and change management theories, the theoretical framework
accounts for both the organizational and personal levels of change management. This deliberate
selection aims to provide a holistic and nuanced perspective on the challenges inherent in the
transition to institutional autonomy.
Review of the related literature
The literature review below addresses challenges in dynamic educational environments, and
emphasizing effective change management strategies.
Change Management in Higher Education: Research in change management within higher
education highlights the necessity of considering personal change theories, as educational
institutions face unique challenges (Scott & Jaffe, 1988). The dynamic nature of education
requires nuanced change approaches to address planning, support, and implementation
challenges (McKinsey and Company, 2016).
Leadership Styles in Educational Change: Transformational and transactional leadership
styles, particularly collaborative and consultative approaches, are deemed eftective in higher
education (Bass & Riggio, 2006; Birnbaum, 1988).
Role Modelling and Social Influence: Drawing from Bandura's Social Cognitive Theory
(1986), recognizing positive influencers is crucial in educational contexts. Identifying and
leveraging role models can aid in initiating and sustaining transformations (Fullan & Pomftret,
1977; McCarthy, 1994).
National Education Policy 2020 and Institutional Autonomy: The NEP 2020 in India
emphasizes the significance of institutional autonomy. Autonomy, when well-managed, is
linked to enhanced academic standards and institutional excellence (Deem et al., 2008). This

necessitates an examination of how institutions navigate newfound independence.
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These reviews provide a comprehensive understanding of change management complexities in
higher education, the impact of policy changes, and their relevance in guiding transformative
processes.

While the published literature provides valuable insights into change management and
transition theories within higher education, a significant research gap becomes evident
concerning the exploration of challenges and strategies for nurturing a positive mindset among
stakeholders during the transition to institutional autonomy. This identified research gap calls
for concentrated efforts in exploring and analysing the intricacies of mindset development,
understanding the emotional responses of stakeholders, and formulating effective strategies to
foster a positive and adaptive mindset throughout the transition to institutional autonomy.
Addressing this research gap holds the potential to significantly enhance our holistic
understanding of change management in higher education, providing practical and actionable
insights for institutions grappling with the challenges associated with autonomy.
Methodology

The research adopts a qualitative case study methodology firmly grounded in the
constructivist paradigm, aligning with the research question to provide a nuanced exploration
of the complexities inherent in the transition to institutional autonomy. The rationale for
choosing a qualitative approach lies in its ability to delve deeply into the subjective
experiences, perceptions, and responses of stakeholders, offering valuable insights into the
intricacies of change management. The ontological stance is rooted in relativism,
acknowledging the contextual nature of reality, while the epistemological approach is emic,
emphasizing insider perspectives.

Purposive sampling was employed to select higher education institutions for the study.
This method ensures that the chosen cases are data-rich and offer a meaningful manifestation
of the phenomenon under investigation. The selection of organizations and participants is based
on pre-defined criteria derived from the research question, facilitating a focused exploration of
the specific aspects relevant to the study's objectives.

Five autonomous educational institutions operating at different stages of autonomy
were studied keeping in mind the different streams of education, since the researcher was
curious to know whether there is any change in the process of autonomy in different streams.
The data collection process encompasses a multi-faceted approach, integrating semi-structured
face-to-face interviews, document reviews, and meticulous field notes. This triangulation of
methods ensures a comprehensive and well-rounded exploration of the change management

processes within individual educational institutions.
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Data Analysis: The systematic abstraction process, drawing upon coding and categorization

techniques proposed by Stake (1995), was used. This method involves both open coding and

thematic coding, allowing for the identification and extraction of meaningful patterns and

insights from the collected data. By employing this methodological framework, the research

aims to unravel the intricacies of change management within the dynamic context of evolving

paradigms and policies in the Indian higher education system.

Findings: In examining the autonomy transitions in five educational institutions, it is evident

that the process is intricate, involving mindset preparation for stakeholders. The leaders played

pivotal roles in initiating and navigating this change. The case wise comparison is presented in

the following table.
Table 1.1 Case wise comparison
Case wise . Preparation Challenges Leadership
Comparison Context Leadership Efforts Addressed Style
V|S|onar y leader Oral consent, Addressing Proactive,
A reputed emphasizing L
i . faculty faculty and providing
college with academic : . ) o
. orientations, non-teaching | direction,
Case 1 academically | excellence and
) o : stakeholder staff concerns, | encouragement,
oriented specific funding . e .
meetings, and clarifying job | and addressing
faculty through > 7 -
expert inputs conditions training needs
autonomy
Autonomy Strengths and Motivating Decision-
. weaknesses faculty .
decision from | Focused on . . driven,
discussions, through .-
management, | autonomy for : . emphasizing
Case 2 o orientations, success
minimal deemed L : future
S visits to stories, o
faculty university status : university
. autonomous addressing
involvement o status
institutions concerns
Formal/informal .
I . Proactive role, .
Enthusiastic meetings, o Proactive,
Autonomy _ ! providing .
L principal presentations, . supportive,
initiated by e guidance, .
Case 3 facilitating stakeholder N encouraging
management : . maintaining an
A autonomy orientations, faculty
and principal open .
process and feedback participation
. atmosphere
sessions
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Principal Visionary Emphasis on changing Proactive,
rigorously principal autonomy faculty patient,
Case 4 involved, arranging benefits, mindset, providing
focus on faculty visits to | rigorous providing solutions to
faculty autonomous sessions, and continuous faculty
readiness institutions seminars support and concerns
training
e Active
Clarifying .
. involvement,
o Analysis of pros | purpose, -
Principal's e e decision-
I . . and cons, visits | organizing
Principal-led pivotal role in . maker,
. : - . to autonomous | seminars for )
Case 5 decision with | decision-making | .~ .. . . continuous
institutions, role clarity, . ) .
faculty consent | and day-to-day interaction with
. . stakeholder and
implementation . . . other
orientations continuous
autonomous
faculty support
colleges
Sample diagram for one case is presented below for reference.
u u | |
m <_-faculty consent taken :-
| | L] |}
training workshops purpose, need and
for capacity building I autonomy
Stmtegles to changethe mmdset resource persons from
autonomous institutions
training needs assessed \
onentatlon
meetmgs importance and
benefits of autonomy
leader
concerns & fears addressed ‘
guidance & support 1
reminders [¢——* - proachve ’
focusing on team goals l
encouragement
Fig. 1.1 Strategies employed to change the mindset in Case 1
Across Case Analysis:
. Change in Mindset: Leaders recognized autonomy as crucial and employed

various methods (orientations, meetings, expert inputs) to convince faculty and staff.
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. Faculty Involvement: Varied across cases, impacting the acceptance of
autonomy.
. Transition Theories: Aligns with Bridges’ and Schlossberg’s theories, faculty

experience psychological turmoil initially, but creativity and innovation emerge later.

. Change Management Theories: Reflects aspects of Lewin’s, Kotter’s,

Kirkpatrick’s, and Scott/Jaffe’s theories; leaders emphasize communication,

motivation, and addressing concerns.
In summary, leaders' determination and effective communication played a pivotal role in
preparing stakeholders for autonomy, with varying degrees of faculty involvement and
adjustment observed across the cases. The institutions that navigated autonomy successfully
demonstrated visionary leadership, employing persuasive communication and proactive
strategies to overcome challenges. The predominantly top-down decision-making highlighted
the importance of proactively preparing the mindset of individuals involved in the transition to
autonomy.
Discussion: The findings of the case studies resonate with established theories of change and
transition management, shedding light on the intricate process of educational institutions
transitioning to autonomy. The theoretical frameworks provided by scholars such as Bridges,
Schlossberg, Lewin, Kotter, Kirkpatrick, and Scott/Jaffe offer valuable insights into the
dynamics of change and the psychological transitions experienced by faculty and staff.
Transition Challenges and Strategies: The application of Bridges’ theory of transition
management, (1991) is evident as the faculty grappled with psychological turmoil during the
initiation of autonomy. Resistance, emotional upheaval, and uncertainty were common in the
early stages. However, as the process unfolded, creativity, innovation, and increased
productivity emerged, aligning with the theory's stages of unfreezing, change, and refreezing.
Schlossberg's transition theory, (1998) emphasizes the importance of understanding the type,
context, and impact of a transition. In cases where faculty were involved in decision-making,
a sense of ownership and commitment prevailed, while others faced disorientation. The
faculty's responses were influenced by personal and demographic characteristics, emphasizing
the need for tailored support strategies.
Leadership and Change Management: Kurt Lewin’s change management model, (1947)
encompassing the phases of unfreeze, change, and refreeze, finds resonance in the leaders'
roles. Leaders played pivotal roles in unfreezing the existing mindset, facilitating change

through various preparatory efforts, and working towards a stable, refrozen state.
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Kotter's eight-step change model, (2012) is evident in the leaders' efforts, although not strictly
in order. Leaders effectively communicated the purpose of autonomy, empowered faculty
through training, and addressed concerns. However, the completion of the refreeze phase is an
ongoing process, with Case 4 showing more advanced progress.
Kirkpatrick's theory, (2001) focusing on empathy, communication, and participation, reflects
the varied experiences across cases. Faculty involvement and communication channels varied,
impacting the acceptance and implementation of autonomy.
Scott/Jaffe’s theory of personal change, (1998) aligns with faculty experiences. Initially
denying the need for change, experiencing resistance, exploring new possibilities, and
ultimately committing to autonomy characterize the psychological journey. Faculty fears, such
as monetary loss and job insecurity, align with the theory's emphasis on the fear of loss.
Conclusion: Understanding the interplay between change and transition theories is crucial for
educational leaders and policymakers. The experiences of these institutions provide valuable
lessons for future such transitions in higher education. Leaders should tailor strategies based
on faculty involvement, recognize the diverse psychological responses to change, and address
concerns to foster a smoother transition.
In conclusion, navigating the complexities of educational autonomy requires a nuanced
approach rooted in well-established change and transition management theories. By applying
these frameworks, institutions can guide stakeholders effectively through the evolving
landscape of higher education.
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