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Chapter 7

Implementing Change: Organization Development, Appreciative Inquiry, Positive Organizational Scholarship and Sense-Making Approaches

Learning Objectives
On completion of this chapter you should be able to:

· Appreciate more clearly the organizational change approaches underpinning the coach and interpreter images of managing change.

· Understand the organization development (OD) approach to change.

· Outline recent extensions of the OD approach such as appreciative inquiry and positive organizational scholarship.

· Be familiar with a sense-making approach to change.

· Articulate a range of strengths and weaknesses among these approaches.

· Reflect upon your own approach to managing change.

Chapter Summary

In this chapter, the following approaches to implementing change are discussed. 
Organization Development

Organization Development (OD) has been the fundamental basis of the field for a number of years. It has been modified over time but the underlying assumptions of the approach remain the same. The classic OD approach focuses on change that is planned, incremental and participative. Its outcomes are geared towards the improved effectiveness of the organization and it has a long-term focus to achieve its action-orientated goals. The primary conduits used in change are groups or teams, and this approach focuses on changing the attitudes and behaviors of employees. The main criticisms of OD address the lack of theory and clear definitions of the primary concepts within the approach to guide research in the area and the validity of external and internal factors. It is often unclear where the change originates and, therefore, it is difficult to measure. 
Appreciative Inquiry

The appreciative inquiry approach is a large-scale or large-group intervention technique. It seeks to identify what is currently working best and to build on this knowledge to help develop and design what might be achieved in the future. Four techniques are outlines as key steps in this process: 
· Discovering or appreciating the best of what is currently practiced.

· Building on this knowledge to help envision (or dream) about what the future could be.

· Designing or co-constructing (through collective dialogue) what should be.

· Sustaining the organization’s destiny or future.

Positive Organizational Scholarship

Positive Organizational Scholarship (POS) emerged in the early 2000s to encompass approaches such as appreciative inquiry and others including positive psychology and community psychology. It moves away from the previous focus on negative outcomes and centres on the positive aspects of organizational life. POS can be considered a coaching method to assist organizations in identifying their “best plays”, to understand the behaviors and dynamics underlying them, and then to work out how to spread them to other parts of their “game” (the organization). 

OD, AI and POS reflect the coach image of a change manager. 

Sense-Making Approach

The sense-making approach made famous by Karl Weick challenges three key assumptions of other change approaches: 1) inertia, 2) the need for a standardized change program, and 3) unfreezing. Inertia assumes that organizations reach a point in which there is a gap between environmental change and organizational adaptation. Weick argues instead that organizations are in a constant state of flux and are constantly undergoing changes to better fit the environment. 

Weick also claims that standardized change programs do not trigger the drivers for change and are therefore ineffective. These drivers for change are animation, direction, paying attention and updating and respectful, candid interaction.  The third assumption that the sense-making approach challenges is unfreezing. This follows on from the assumption of inertia. If an organization is inert, then in order to change, it must unfreeze. If the concept of inertia is challenged, so is the need to unfreeze. Weick claims that an organization must first be frozen to assess change, rebalanced, and then unfrozen. This is a fundamental challenge to common change management thinking. The sense-making approach to change is most in line with the interpreter image of change, as it alerts managers to the different influence that interpretations of change can have. 

Tables from the Text

The following provides a brief summary of the key points in each of the tables in the text.
	TABLE
	Table Heading
	Page

	7.1
	Evolution of Organizational Development

· knowing the history of organizational development (OD), helps students to understand the changes have occurred over the past 60 years in management approach to OD.

· allowing for the different approaches used over time helps students to have some perspective on the methods.
	 193

	7.2
	Classic OD Change Intervention Processes

· Kurt Lewin was one of the earliest developers of OD with his three-step process of unfreezing-movement-freezing for change management. 

· he is quoted as having coined the phrase “…there is nothing so practical as a good theory.”

	195

	7.3
	Is OD Change Culture-Bound?

· culture can have an great influence on management practice and the approach to change that is selected.

· this table contrasts the difference between east-west cultural assumptions. 

· students could be challenged to think through how these issues would be dealt with in a multi-national company operating in an business environment that differs from the parent company. What would be the cultural issues in companies outside their typical culture?
	198

	7.4
	Example of a Search Conference Format

· OD was believed to be unable to handle second-order change (macro change) due to its focus on working with individuals and small groups.

· the development of a range of techniques to work with the whole organization are included the Search Conference, along with an array of other techniques.
	198

	7.5
	Large-Scale Interventions: “Listening to the City”…

· hearing the desires of a large number of people is difficult, but not impossible. The New York meeting after 9/11 is an excellent example of how the agenda of leaders was not what the people wanted - in this case the choice of six designs for World Trade Square was rejected for more open space, improved infrastructure and more affordable housing. 

· in change management it is important to give participants a voice for what they want, and not make the selection of choices for them.
	200


	TABLE
	Table Heading
	Page

	
	
	

	7.6
	Appreciative Inquiry at Roadway Express

· this approach has been used to change culture and management
· AI can promote public support of change initiatives and action plans
	202

	7.7
	More Than Noise in the System? Change as Ongoing Patching

· an alternative to large-scale interventions is the concept of “patching”.

·     change can be large or small, neither one is better than the other - the question to ask in any change program is “What is appropriate?”
	205

	7.8
	Eight Features of a Sense-Making Framework

· there are a variety of interpretations within organizations about change programs. Part of the role of the change manager is to add sense-making to the process of change to facilitate the process. 

· this approach is less prescriptive and more descriptive.
	207 

to 

208

	7.9
	Chapter Reflections for the Practicing Change Manager

· the aim of this section is to try to crystallize the lessons learnt from the chapter and for the student to understand more about their own concepts of change.

· outcome of reviewing these reflections is to have clearer understanding how a student behaves and thinks when they are in a situation of change.

· answering these questions individually and then discussing their answers in a small group will help students to understand the complexities of this often neglected area of change.
	210

	7.10
	Additional Case Studies

· supplementary cases for further study.

· more details on these cases are provided below.
	212


Chapter 8

Implementing Change: Change Management, Contingency and Processual Approaches

Learning Objectives

On completion of this chapter you should be able to:

· Appreciate more clearly the organizational change approaches underpinning the director and navigator images of managing change.

· Understand the change management approach to change. 

· Outline contingency approaches to change.

· Appreciate current debates between OD and change management approaches to change.

· Be familiar with the processual approach to managing change. 

· Reflect upon your own approach to managing change.

Chapter Summary

This chapter outlines three further approaches to change – change management, contingency, and processual approaches. The first two approaches are linked to the director image and the third to the navigator image.

Change Management

Change management approaches focus on strategic, planned and usually large-scale organizational change. A common assumption is that intentional change outcomes can be achieved through a series of planned steps – although the approaches vary in terms of the number and types of steps they outline. Perhaps the most famous of these models is Kotter’s Eight-Step Change Management Model outlined below. 

	Step
	Actions

	1. Establish the need for urgency
	• Perform market analyses

	
	• Determine problems and opportunities

	
	• Use techniques to focus people’s attention on the importance of change to meet these challenges

	2. Ensure there is a powerful change group to guide the change
	• Create team structures to help drive the change

	
	• Ensure teams have sufficient power to achieve the desired change

	3. Develop a vision
	• Develop a vision that provides a focus for the change

	4. Communicate the vision
	• Role model the behaviour implied by the vision

	
	• Use multiple channels to constantly communicate the vision

	5. Empower staff
	• Remove organizational policies and structures that inhibit achievement of the vision


	
	• Encourage risk taking

	6. Ensure there are short-term wins
	• Wins help support need for change

	
	• Rewarding “wins” helps to provide motivation

	7. Consolidate gains
	• Continue to remove organizational policies and processes that inhibit change

	
	• Reward those who engage positively with the change

	
	• Establish new, related change projects

	8. Embed the change in the culture
	• Link change to organizational performance and leadership


The other models addressed in the chapter are:

· Ten commandements (Kanter, Stein and Jick 1992)

· Ten Keys (Pendlebury, Grouard, and Meston 1998)

· 12 Action Steps (Nadler 1998)

· Transformation Trajectory (Taffinfer 1998)

· Nine-Phase Change Process Model (Anderson & Anderson 2001)

· Step-by-Step Change Model (Kirkpatrick 2001)

· 12 Step Framework (Mento, Jones and Dirndorfer 2002)

· RAND’s Six Steps (Light 2005)

· Integrated Model (Leppitt 2006)
There are also some additional issues associated with n-step models that should be discussed with students. These issues are not generally considered in the models listed about but are very relevant, practical issues. These are important issues for managers of change to be aware of when using these models:

· The sequences of steps in the model: the steps may not be sequenced in a way that is appropriate for the specific organization

· The number of steps: there may be too many steps or not enough steps that are relevant to the organization in question
· The timing of steps: how the steps are timed can be difficult to manage in an organization and the amount of time an organization should spend at each step
· The resourcing of steps: various resources, both physical and human, are necessary to complete each step can vary greatly from step to step and how this is done is not generally considered in the models.
· The involvement in each step: the people necessary to undertake the tasks in each step and where they come from in the organization is not always clear.
· Managing multiple steps: it is possible that in an organization there may be more than one change being managed at any one time. This is not addressed in the n-step models which consider a one step at a time process in the organizational context.
· Revisiting different steps: often steps should be revisited after a certain point in the change process but the sequential progress of the n-step models does not allow for this.
· Finally, the question “are all steps needed for particular changes?” is posed. 
The rise of change management approaches has led to a debate between its proponents and proponents of Organizational Development approaches. While change management is criticized as being “faddish” and focusing only on the needs of management rather than on more humanistic organizational values, OD is criticized as lacking relevance, especially in relation to strategic, large-scale change. This debate is still being played out. 

Contingency Approaches

1. Contingency approaches represent another variant of change management approaches. Drawing on the director image they maintain that successful organizational change outcomes can be achieved, but the approach for achieving them will vary, depending upon the change context, in particular the scale of the change and the receptivity of organizational members for engaging in the change. Managers need to adopt different change management styles depending on these circumstances. However, contingency approaches remain less common than change management approaches. See pp.232-233 for a number of factors that may explain this.  
Processual Approach

The processual approach views change as a continuous, often political, process. The way change unfolds is contextual and its outcomes are the result of a complex interplay of different interests, both internal and external to the organization. A key use of this approach is in providing, often retrospectively, a detailed analysis and understanding of change - not as a prescriptive model of change per se. 

Tables from the Text

The following provides a brief summary of the key points in each of the tables in the text.
	TABLE
	Table Heading
	Page

	8.1
	Planned Change Management Models. Examples from 1992 to 2006

· change management models vary in approach, details, and assumptions 

· one important factor is to have a model that helps guide the process as change management is a complex undertaking. 

· planned models are important in that they give a view of how others approach change.
	 222

to 223

	8.2
	Kotter’s Eight-Step Change Management Model

· one the best known change management models.

· description of the steps and the actions that go along with each step. 

· it is important to have students understand that the steps listed in change models overlap and are not completely discrete.
	 225

	8.3
	Chapter Reflections for the Practicing Change Manager

· the aim of this section is to try to crystallize the lessons learnt from the chapter and for the student to understand more about their own approach to change.

· outcome of reviewing these reflections is to have clearer understanding of what change model approach(es) a student is most likely to adopt – is it only one style, or a number of them?

· answering these questions individually and then discussing their answers in a small group will help students to clarify their change management style.
	 237

	8.4
	Additional Case Studies

· supplementary cases for further study.

· more details on these cases are provided below.
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Chapter 9

Linking Vision and Change

Learning Objectives
On completion of this chapter you should be able to:

· Appreciate how approaches to vision and change differ, depending on the image held of managing organizational change.

· Identify the attributes of what makes a meaningful vision.

· Have a good understanding of how the context in which a vision is developed relates to the meaningfulness of the vision.

· Understand different techniques and processes for developing vision.

· Articulate why some visions are less effective than others.

· Appreciate why some visions may fade over time.

· Outline current arguments concerning the relationship of vision to organizational change.

Chapter Summary

Effective change is often linked to the presence of a well-established vision. Conversely, a lack of vision is frequently associated with unsuccessful change and organizational decline. The image one has of managing change influences the role one expects vision to play in the change process. Vision is often confused with other terms such as mission statements, goals and values. 

	Images
	Link Vision and Change

	Director
	Vision is something that is essential to producing successful organizational change. It should be articulated early on and it is up to leaders to do this. 

	Navigator
	Vision is important but not necessarily able to be achieved because of competing visions that exist among various organizational parties and stakeholders.

	Caretaker
	Vision is in many ways immaterial to the way change will proceed. Change is rarely the outcome of visionary actions

	Coach
	Vision is something that is important and is more likely to emerge through the facilitation skills of the change leader interacting with his or her followers, shaping their agendas and desired futures.

	Interpreter
	Vision is the ability to articulate the inner voice of the organization that which is lived, be it core ideology or values, and that underpins the identity of the organization. 

	Nurturer
	Vision is emergent from the clash of chaotic and unpredictable change forces. Visions are likely to be temporary and always in the process of being rewritten.


 The content of meaningful vision has sparked considerable debate. Some consideration has been given to attributes, its style, and how it is differentiated from mission and organizational values. Selected examples of these from the text are:
An effective vision is said to have:

· A cognitive component – focusing on achieving outcomes.

· An affective component – helping to motivate people and increase commitment to the change.

Generic characteristics of vision may include:

· Possibility

· Desirability

· Actionability

· Articulation 

The internal capacity of members of the organization to resource the change and accept the need for change affect the vision and the reaction to vision.

Three components of vision are:

· Why the change is needed

· The aim of the change

· The change actions that will be taken 

Visions as Stories: Creating vision stories allows a vivid description of the change to which people can relate.  Levin maintains that stories are more effective than simple vision statements because people can imagine themselves and their actions in the future
Relationship of Vision to Mission and Goals: Vision is often confused with other terms such as mission statements, goals, and organizational values. All these terms refer to something that provides direction and identifies change actions that are needed. Goals and objectives refer more to results that are desired without necessarily referring to the actions needed to achieve this. Whereas vision usually paints a picture of the future and is inspirational, mission statements are more purposive and instrumental in outlining what needs to be done.
Relationship of Vision to Market Strategy: Some writers argue that if they are to create competitive advantage, vision and strategy must be unconventional, often counterintuitive, and differentiated from those of other companies. It has been argued that having a well-specified market vision such as this helps to identify how the company will grow and compete. 

How Context affects Vision

1. There are four organizational contexts in terms of their ability to produce visionary change that should be considered. These are:

a. Rigid organizations are classified as those that have little in the way of available resources and lack acceptance of the need for change. 
b. Bold organizations have low resources but high acceptance of the need for change. They are characterized by more organic structures and being less rule-bound.
c. Overmanaged organizations have high resource availability but little acceptance of the need for change. Associated with a more stable environment and dominated by past practices that are seen to have worked well and to remain relevant, they are limited in their ability to accept the need for a new vision.
d. Liberated organizations are those where visionary processes are likely to be most successful.
2. A vision will “take” in an organization depending on whether there is a contextual “trigger” that alerts people to the need for a new vision. 

3. The national and cultural context in which the organization is embedded is also important.  

Processes by which vision emerges

There are a number of approaches to creating vision which include:

· Crafting the vision: this can be leader-dominated, pump-priming or facilitated.

· Questions that help to develop a vision: this can be done through an intuitive, analytic or benchmarking approach.

· Connecting the vision to the organization’s inner voice: this connects the vision to the underlying values and beliefs that are held within the organization.

Visions fail for a number of reasons including being too specific, too vague, too unrealistic, or just inadequate. A vision must be able to adapt over time; dominant visions will be those that outlast others that may be present within the organization.

There are three key debates that link vision and change. 

· Does vision drive change or emerge during change?

· Does vision help or hinder change?

· Is vision an attribute of heroic leaders or of heroic organizations?

Is Vision an Attribute of Heroic Leaders or of Heroic Organizations?

· Vision Is an Attribute of Heroic Leaders:

Some writers claim that successful strategic organizational change will only occur when it is led effectively. The vision has to be clear, compelling, challenging, and credible—it also has to be reflected in the expressions and actions of the leader who is articulating it. Charismatic leaders secure images in their followers and enact their visions through four processes:
· Framing is the art of managing the meaning of followers, getting them to accept the vision’s interpretation and meaning by stressing its importance and aligning it with followers’ values.
· Scripting extends framing, building upon it by coordinating and integrating more specific sets of ideas and actions.
· Staging is the selection of symbols, artifacts, props, and settings for reinforcing the vision.

· Performing refers to enacting the vision. This occurs through exemplification of required behaviours and promotion of themselves and their vision.

· Vision Is an Attribute of Heroic Organizations
It is a visionary company that will last the distance, irrespective of its leadership. Vision consists of a core ideology which defines what the organization stands for – it becomes the core purpose and envisioned future of the organization. 
Tables from the Text

The following provides a brief summary of the key points in each of the tables in the text.
	TABLE
	Table Heading
	Page

	9.1
	Images of Managing Change and How They Relate to Vision

· the six images of change management are detailed - how they link vision and change.

· differing images focus attention on different change issues. Recognizing what each image brings into focus will help students be aware of the limitations of each image.
	 251 

to 

252

	9.2
	Definitions of Organizational Vision

· the selection of various definitions of “vision” highlight the complexity of the term and the ease with which this term can be mis-understood.

· students should be encouraged to realise that “vision” does not mean the same for everyone and understanding this fact can help them work with others who may hold differing opinions.
	253

	9.3
	Characteristics of Good Visions

· summary of some academics’ definition of vision which can be used to aid the formulation of a vision.  

· these different characteristics of visions could be used as a litmus test for an organization’s vision statement.
	255

	9.4
	Examples of 2007 Vision Statements

· students would be well-served in adding to the list of vision statements from other organizations.

· a second step is to use the lists of characteristics in Table 9.3 to assess the “success” of the vision.
	256

	9.5
	Visions as Story-Telling

· tools to create a vision are important in change management

· the importance of buy-in within the organization is critical as this will help in the formulation of a vision that will speak internally to employees as well as represent the organization externally to the market.
	257

	9.6
	What’s the Big Difference?

· the difference between vision, mission, philosophy, goals and strategy is often not clear and has resulted in poorly constructed vision statements.
	258

	9.7
	Different Philosophies for Creating Vision

· the technique for creating a vision can vary. 

· the actual technique chosen for formulating a vision sends a message through the organization that could support the change program or work against it.
	260


	TABLE
	Table Heading
	Page

	9.8
	The Vision Process

· “how to” create a vision is a guide.

· the aim of this table is to equip the student to work with an organization to create a vision. 
	262

to

263

	9.9
	Be Specific: Alan Lafley at P&G

· example of vision used in Proctor and Gamble

· this table should be used to guide how vision is used to refocus the core business in an organization with a broad range of contextual issues.
	266

	9.10
	When Vision Fail

· there are a range of reasons for the failure of a vision statement.

· the descriptions in this table can be used as a guide for “what not to do” in the formulation of a vision and an indicator of what could be wrong with a vision that seems to be ineffective. 
	267

	9.11
	A lack of shared vision?

· This is a short, humorous story to illustrate how important communication and relating actions to vision is when creating vision
	267

	9.12
	Louis Gerstner on Vision

· this short story on vision illustrates the need not just for a vision but also for its execution

· challenges students to be sure of their reason(s) for developing a vision statement before starting on the construction of a vision for an organization.

· a vision statement needs to be related to the organization and effort needs made to keep them congruent
	271

	9.13
	Vision at Merck

· Merck is a good example of an organization that has a “complete vision” which encapsulates the core ideology and an envisioned future. 

· this is an example for students to use for comparison with vision statements from other organizations.
	277

	9.14
	Chapter Reflections for the Practicing Change Manager

· the aim of this section is to crystallize the lessons learned from the chapter and for the student to understand more about their own approach to change.

· outcome of reviewing these reflections is to have clearer understanding of the nature of vision statements and how to assess their quality.

· answering these questions individually and then discussing their answers in a small group will help students to understand their comprehension of the method for formulating a vision for an organization.
	278

	9.15
	Additional Case Studies

· supplementary cases for further study.

· more details on these cases are provided below.
	281


Chapter 10

Strategies for Communicating Change

Learning Objectives
On completion of this chapter you should be able to:

· Identify communication strategies appropriate to different images of managing change.

· Appreciate a variety of strategies involved in communicating change.

· Identify key elements involved in the communication process.

· Describe appropriate communication strategies for announcing organizational change.

· Understand how successful communication processes will vary depending on the stage and type of organizational change.

Chapter Summary

	Images
	Purpose of Communication

	Director
	Ensure people understand what is going to happen and what is required of them. Communication strategies need to ensure that there is no message overload or message distortion

	Navigator
	Similar to director but pay attention to identifying alternative interests that may disrupt the proposed change. “Tell and sell” communication techniques are used to try to win people over to the change. 

	Caretaker
	Focus is on letting people know about the “why” of change, that is, the inevitability of the changes and how best to cope or survive them. “Identify and reply” (reactive) communication strategy is used.

	Coach
	Focus is on ensuring people share similar values and are aware of what actions are appropriate to these values. The focus of the coach is “getting buy-in” to the change through shared values and the use of “positive emotions.” “Underscore and explore” interactions are used to engage in dialogue about the change.

	Interpreter
	Interpreters provide staff with a sense of “what is going on” through story telling, metaphors, and so on. They recognize that not all will buy in to the story of change, but the aim is to provide the most dominant account. “Rich” communication media are most favored.

	Nurturer
	The nurturer image leads change managers to reinforce the view that processes cannot always be predicted and that often outcomes will occur that are innovative and creative for an organization even though few people could have anticipated what these might be prior to their occurrence.


The way change is communicated is central to its success. The communication process, or mix, includes elements such as content, voice, tone, message, audience, medium, frequency and consistency. This process can be disturbed by three main problems: 

1. Message overload: occurs when information acquisition is overbalanced compared to an individual’s response capabilities.
2. Message distortion: occurs when meanings are misinterpreted through intentional or unintentional problems relating to the sending or receiving of the message, and
3. Message ambiguity: occurs when an organization has a vision but is not prescriptively clear on how to
Language, power, gender and emotion can also impact the communication of change. Research has found that language reflects and reinforces underlying social and power relationships. The use of language and how it reflects power and gender relationships can explain why the communication process becomes ineffective during organizational change.

Gender differences, for example, also affect this process. Three examples of the difference are:

1. Getting credit

2. confidence and boasting

3. asking questions

Other gender differences relate to how feedback is given and received, how compliments are exchanged, and whether the communication is direct or indirect.
Emotion is linked to change, and can also contribute to the breakdown of the communication process. Equilibrium needs to be found between the cognitive and emotional perceptions of change. Individuals can perceive that organizational change can harm them personally, thus their emotional state and sense of identity are threatened by change situations. Managers can use three techniques to avoid these situations:

1. Perspective taking: thinking about how others are likely to think and feel about a change
2. Threat-reducing behavior: engaging in intentional, interpersonal interactions with staff to minimize
3. reflection: self-evaluation of their actions to lessen the emergence of negative emotions and identification of corrective actions where necessary
How change managers perceive their role in communicating change will vary; for example, their ability to shape rather than control information about the change will vary depending on their image of managing change.

This chapter outlines the variety of strategies that managers can use to communicate change including contingency approaches. It explores dilemmas underlying different change communication strategies. 

· Can you communicate too much: depending on the change and the image of the change manager the level and extent of communication can vary. Some consider the optimal level to be based on the degree to which the change is unprecedented in the organization’s history.

· Getting word out or buy in: this differentiates between focusing the communication process on the provision of information or gaining participation in the process. 

· Beyond Spray and Pray: This suggests that the “spray and pray” strategy of overloading individuals with information and the “withhold and uphold” strategy of not communicating enough are least likely to be effective in achieving organizational performance. The “underscore and explore” strategy, however, provides the right balance between these two extremes.
· Contingency approaches: This depends of the type of change – developmental or incremental, task-focused, charismatic or turnaround – and the stage of change – planning, enabling, launching, catalyzing and maintaining. These stages lead to four distinct leadership styles – commanding, logical, inspirational and supportive. 
Different media can be used in the communication of change, these media vary in richness and are the responsibility of specific individuals or groups in the organization. 

· Richness: There is a hierarchy of media richness than can be more applicable for particular situations. Different types of media may also be more appropriate for different audiences with differing needs.

· Responsibility for communicating the change: Many believe that the CEO should be the principle communicator of change while others find lower level managers more trusted by staff and therefore in a better position to communicate change. Many organizations now use tag teams – a transition management team. The role of this team is specifically to stimulate open conversations through organizational units and dispersing information.

Tables from the Text

The following provides a brief summary of the key points in each of the tables in the text.
	TABLE
	Table Heading
	Page

	10.1
	Relationship of Change Images to Purpose of Communication

· the six images of change each have a differing purpose in communication about change. 

· students need to be aware that when they “choose” or favor a type of image there are strengths and limitations in the associated communication style.
	 293

	10.2
	Principle Components of a Simple Model of Communication

· part of the process of communication is an understanding of the components involved. 
	294

	10.3
	Falling off the glass cliff?

· the issue of gender and change is highlighted through the “glass cliff” that represents positions that female managers are placed in because of the lack of male interest in the role

· students should be aware that organizations are changing to limit the existence of the glass ceiling and cliff,
	297

	10.4
	Getting Emotional Commitment

· emotion is an integral part of communication

· change management approaches need to acknowledge its importance.

· this table gives information concerning the message and how to gain emotional commitment.
	298

	10.5
	Communicating at Ford – Past and Present

· a mini-case to illustrate the issue of communication in a well known company.

· two approaches to leadership and communication are described.
	300

to

301

	10.6
	Change through Value Propositions

· determining the “value proposition” is very important in gaining employee buy-in or participation in the proposed change.

· the change manager would be well-served to identify what the (often differing) value proposition is for the various stakeholders involved. 
	302

	10.7
	Communicating Change

· a reference table for communicating change in an organization.

· there are various approaches to communicating change - the most important feature is that change needs to be communicated through an array of mediums and approaches.
	302

to

304

	10.8
	Communicate What’s Not Going to Change

· At Proctor and Gamble communicating the changes as well as the continuity with the past was important to their strategy.

· Students should identify the importance of communicating what will not change alongside what will change in organizations. 
	304


	0.9
	Communication Strategies

· five strategies for communication are described

· each differs in the degree of effectiveness and the amount of information that is transmitted through different methods. 

· although one change communication style will tend to be more natural change managers are best served by understanding the variety of strategies available for communicating change
	306


	TABLE
	Table Heading
	Page

	10.10
	Issues in Announcing Major Organizational Changes

· three aspects of communicating are: message, channel, and timing

· outlines options in relation to each of these 
	309

	10.11
	Strategy for Briefing Supervisors about Major Change

· communication is not a one-way process – others need to be “in the loop”.

· the success of a change process lies in the ability to gather information from others and in reporting back decisions.
	311

	10.12
	Communicating Change with Tag Teams

· utilizing informal as well as formal communication processes can increase the likelihood of success for communicating change. 

· this can act as a way of gaining valuable information from the rest of the company. 
	312

	10.13
	Chapter Reflections for the Practicing Change Manager

· the aim of this section is to crystallize the lessons learnt from the chapter and for the student to understand more about their own approach to change.

· the outcome of reviewing these reflections is to have clearer understandings of the nature of communicating change and issues involved in the process. 

· answering these questions individually and then discussing their answers in small groups will help students to understand the more subtle nuances of communicating organizational change.
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	10.14
	Additional Case Studies

· supplementary cases for further study.

· more details on these cases are provided below.
	315


Chapter 11

Skills for Communicating Change

Learning Objectives
On completion of this chapter you should be able to:

· Identify communication skills appropriate to different images of managing change.

· Appreciate the breadth of skills needed as a change manager in communicating change.

· Understand the role of toxic handlers in the change process. 

· Assess the different change conversations needed in a change process.

· Adapt your change language to ensure that it is coherent and aligned with desired changes.

· Make your change communication strategies relevant to both internal and external stakeholders.

Chapter Summary

	Images
	Key Communications Skills

	Director
	Sending of clear, unambiguous messages about the need for change

	Navigator
	Critical listening skills Persuasion accounts Negotiation Selling of change, upward and downward Appeal through deals

	Caretaker
	Discriminative and therapeutic listening skills

	Coach
	Appreciative listening skills Toxic handling Dialogue Community building Appeals through ideals Attention to emotions

	Interpreter
	Storytelling, connecting the dots Engaging in change conversations, including initiative, understanding, performance, and closure conversations Aligning of discourse to type of change desired—ensuring imagery used is consistent with change type being presented

	Nurturer
	Discriminative and therapeutic listening skills


There are a variety of skills that a manager can use to communicate change. The skills are aimed at involving people and encouraging commitment to change. However, it may not be possible to overcome some change issues solely through communication. At times the differences between intended outcomes and internal and external pressures can be too deeply embedded. Four key skills for communicating change are discussed:

1. Listening: There are four types of listening – suspending judgment, identifying assumptions, listening and inquiring and reflecting. 
2. Telling stories: This is an effective way of passing on lessons learned from past changes and painting pictures of the future.

3. Selling change upward: Issue selling is a way of gaining management attention to changes initiated below. 

4. Toxic handling: Toxic handlers act as sponges, soaking up the ill-effects of change processes and acting as intermediaries between staff and toxic organizational policies and people.

Different change conversations can be used at different stages of the change process or for different types of change. Ford and Ford (1995) developed four types of conversations: 

· Initiative conversations: these draw attention to the need for change.

· Conversation for understanding: this communicates the meaning of the change and allows for a greater appreciation of why the change is occurring.

· Conversations for performance: this focuses on the actual change that is intended and how well it is progressing.

· Conversation for closure: this signals the end of the change.

Coherent language is important in change conversations to ensuring a lack of ambiguity in the change message. The desired change and the language used must be “in sync” with and reflective of each other. Sillince (1999) identifies four dominant language forms used in change conversations:

· Ideals: expressing preferences

· Appeals: seeking support

· Rules: seeking to direct the behavior of individuals

· Deals: serving as a form of bargaining and exchange

The use of imagery and metaphors influences perceptions of change. As outlined by Marshak (1993) change images may be:

· Machine: this is based on the “fix and maintain” view

· Developmental: this is based on the “build and develop” view

· Transitional: this is based on the “move and relocate” view

· Transformational: this is based on the “liberate and re-create” view

The use of words and sentences that are misinterpreted or have evolved from their original meaning can be detrimental to the change process. It is important that a common change language is established. 

Communicating to external stakeholders is as important as communicating internally. Research in this area has focused on:

· Impression management: four key defensive practices used to protect organizations from negative reactions have been identified – excuses, justifications, disclaimers and concealment.

· Sensegiving strategies: these are acquiescence sensegiving (strategic changes are presented as being aligned with current understandings and standards) and balancing sensegiving (frames a change as deviating from current standards).
· Crisis management: this refers to managing threats to organizational survival.

· Corporate reputation: this is an important asset that is positively correlated with organizational performance.
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	11.2
	Listening as a Change Management Skill

· integral to communication is the ability to listen

· examples are given to illustrate five different types of listening skills
	326

	11.3
	There’s Nothing Like a Good Story

this vignette shows how storytelling can help to create change – in this case begin to instil a new sales-focused culture 
this vignette shows how storytelling can help to create change – in this case begin to instil a new sales-focused culture 
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	11.4
	What’s in a good story?

· there are basic elements that should exist in a good story that help engage people

· students can use these characteristics to guide their own story writing and highlight how to improve existing change messages.
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	11.5
	Toxic Handlers

· this table illustrates a toxic situation showing how one individual was able to make a difference in an organization although the CEO’s management style was toxic. Toxic leadership situations can be alleviated through individuals or groups who can help diffuse the situation and empower others.
	330

	11.6
	IBM’s Change Leadership Language Script for “Offshoring” Jobs

· this mini case is an example of a change conversation script that was used to “sanitize” a sensitive change issue
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	11.7
	NASCAR

· stories of change do not have to be about the organization itself. Metaphors of other successful groups or organizations can be used to frame the way change is communicated.

· students can use this to understand how language can be used in metaphors to create the context for change 
	336

	11.8
	Misused Management Terminology

· change management terminology can be mis-used by management and this table gives a few examples.
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	11.9
	Culture, Language and Negotiating Change in GM Poland

· in Poland both language and organizational culture caused initial problems at a new plant. The way language is translated is very important to the success of change.

· students should realize the importance of culture and translation issues when communicating change.
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	11.10
	The Facebook community strikes back

· external stakeholder reactions to changes can be extreme especially if they feel threatened by the change
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	11.11
	Plummeting public images: BP & Merck

· this gives examples of the media coverage of two organizations before and after crises situations

· crisis management affects the external image of the organization and corporate reputation can be tarnished
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	11.12
	Crisis Management at Facebook

· after revolt from the users of Facebook a public apology from the CEO was used to manage the crisis

· it is important that organizations communicate their mistakes immediately and identify how the organization will rectify the problem.
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	11.13
	Red face at JetBlue

· crisis management at JetBlue was done on nationwide television to overcome customer disappointment.
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	11.14
	Chapter Reflections for the Practicing Change Manager

· the aim of this section is to crystallize the lessons learnt from the chapter and for the student to understand more about their own approach to change.

· the outcome of reviewing these reflections is for the student to have a clearer understanding of techniques of listening, toxic situations and how to work in them, and the power of change conversations. 

· answering these questions individually and then discussing their answers in a small group will help students to understand the complexities of this area of managing change.
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	Additional Case Studies

· supplementary cases for further study.

· more details on these cases are provided below.
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Chapter 12

Sustaining Change

Learning Objectives

On completion of this chapter you should be able to:

· Recognize the difference between the appearance of change and change that has is sustained within an organization.

· Identify a range of actions that can assist the sustaining of change. 

· Be alert to a number of “pitfalls” that can be encountered when seeking to sustain change.

Chapter Summary

	Images
	How Sustaining Change is Viewed

	Director
	It is the responsibility of the change manager to design the change process and direct people to comply such that the change objective is achieved as planned.

	Navigator
	The change manager designs the change process so as to best fit the conditions faced, recognizing that modifications will almost certainly need to be made en route and that the final outcome may not be as originally envisaged. 

	Caretaker
	To the extent to which intended outcomes are achieved, this is primarily the result of environmental factors, not management intervention. 

	Coach
	If intended outcomes are achieved, it is because the change manager has been successful in helping organizational members develop within themselves the capabilities necessary for success. 

	Interpreter
	The change manager plays a central role in the development of an understanding of the meaning of outcomes, in particular with regard to what is taken as a successful resolution of the change process. 

	Nurturer
	Change processes will have outcomes, but these are in continual state of flux and are largely out of the hands of managers. 


Once implemented, change is not always embedded in an organization. Actions that can help this embedding to occur include:

· Redesigning roles

· Redesigning reward systems

· Linking selection decisions to change objectives

· Acting consistently with advocated actions

· Encouraging “voluntary acts of initiative”

· Measuring progress

· Celebrating “en route”

· Fine-tuning 

At the same time that they are seeking to consolidate change, managers should also:

· Expect some unanticipated outcomes

· Be alert to measurement limitations

· Not “declare victory” too soon

· Beware escalation of commitment

· Recognize “productive failure”

Tables from the Text

The following provides a brief summary of the key points in each of the tables in the text.
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	When the Momentum Goes Out Of Change:

· this short case illustrates the difficulty of bringing change through to completion in an organization. 

· sustaining change is often more difficult than initiating change in the first place. 
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	12.2
	Images of Managing and Sustaining Change
· the six images of managing change each have differing views of sustaining change, each stance has strengths and limitations. 

· how each image views sustaining change and influences the whole process of change.
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	The Importance of Organizational Culture at IBM

· a short story about how important culture at IBM was for the success of change management.

· this story brings to light the importance of embedding the desired changes into the culture of an organization, otherwise the change won’t survive.
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	12.4
	Reflections on Change in the U.S. Postal Service

· lessons on the unsuccessful change program at U.S. postal Services are outlined. Refer to TABLE 12.1.

· even unsuccessful change programs can yield valuable information for the change manager.
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	12.5
	Signals from Behavior

· methods of communicating cultural values are often through situations where the leadership demonstrates their priorities.

· this often sends a more powerful message than the espoused values that may be repeated and spoken of, yet are not the true situation.

· students should be encouraged to think of a situation in their experience where the cultural values were demonstrated in a similar way – this could be a situation from work or life.
	361

	12.6
	Alan Lafley’s Moment of Truth

· this brief example shows that commitment to change can be more powerful than financial results 
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	Espoused Values and Actions at Falcon Computer

· this short case shows some of the dangers of reality not matching the espoused values of an organization.

· Where the actions of the leadership of an organization are inconsistent with the values they espouse, the result is often an increase in cynicism and criticism in the organization, and the level of trust in the leadership declines. 
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	12.8
	Measures That Produced Change at Seers

· measurement of business performance needs to both accurate and appropriate; in this case the measurement methods used at Sears allowed the organization to drift.

· What gets measures influences how people act. 
	363

	12.9
	Metrics at Continental Airlines

· ”what you measure is what you get”.

· the metrics chosen by an organization communicates their real values to all stakeholders. One tool for embedding change is through the selection of appropriate metrics that will enhance business processes and activities for the required results.
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	12.10
	Communicating Success at Sandvik

· this example of communicating change shows that initially communication is used to overcome doubts people may have about the change. Then, when the results are achieved the message needs to be sent that there is still work to be done.

· Students can see by this example that images to reinforce sustained change are important in promoting future change.
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	12.11
	Fine-Tuning at Ford

· fine-tuning needs to be ‘sold” to stakeholders as a laudable refinement of the change process otherwise is may be misinterpreted as evidence of the ill-advised nature of the change. 
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	12.12
	Unanticipated Consequences at FedEx

· expect the unexpected; even the most expertly managed change process cannot guarantee that all will go according to plan.
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