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Chapter 1

Introduction: Stories of Change

Learning Objectives

On completion of this chapter you should be able to:

· Understand why change is both a creative and a rational process.

· Identify why there are limits on what the manager of change can achieve.

· Recognize how stories of change can illuminate key issues in managing change.

· Appreciate the “roadmap” for this book and the multiple “images” approach that underlies it.

Chapter Summary

This chapter introduces images of change managers and managing organizational change through storytelling. In this way students are able to see change from a personalized perspective and are exposed to different ways change can be managed in practical situations. A summary of each change story and the key lessons, as found in Table 1.1, are outlined below.

Hewlett Packard Change Story

This story follows the leadership of Carly Fiorina through the merger of Hewlett Packard and Compaq. The implications of a merger of this scale are numerous. This story recounts the methods Fiorina employed to address the barriers to change. The key lessons from this story are:

· Different interests need to be recognized and addressed during an organizational change

· These interests are likely to provoke different reactions to change.

· Organizational politics and lobbying are likely aspects of an organizational change that will need managing 

· Negotiation and persuasion are key communication skills

· More successful communication strategies are likely to be those that “touch” the people to whom they are addressed

· Communicating change often entails providing a vision of the future that is compelling

· Pressures to change come from both outside and inside organizations

· Restructuring is a common organizational change when confronted with problems
· Any organizational change usually involves paying attention to organizational culture
In February 2005 Fiorina was removed. Her replacement as CEO, Mark Hurd, undid many of the structural changes. HP’s performance appears to have improved following these latest changes.

IBM Change Story

At IBM, change has revolutionized the way the organization is run. This story of change highlights that change can come from the top or bottom of the organization. The Internet first came to prominence at the company because of a computer programmer who took a keen interest in the company’s future. Recent times at IBM have seen the leadership of change from the top, with transformational changes being instigated by the CEO. The key lessons from this story are:

· Innovative changes often emerge from below in organizations 

· Making change stick requires persistence over time and actions that need to be taken on multiple fronts

· Change needs appropriately placed champions to gain support throughout the organization

· The informal network of the organization is an important part of mobilizing and communicating organizational change

· Change requires marshalling of appropriate resources

· Some changes are incremental, others transformational

· Some smaller change actions often convey powerful symbolic messages to help reinforce the sincerity and credibility that senior management attaches to the larger change

More recently IBM has further supported these ideas through increased use of technology to interact with the company’s informal networks as well as their clients. This is used to tap into the resources that already exist in the company as well as foster innovation. 

Kodak Change Story

The reactions to change can come from both inside and outside the organization and either make or break the attempt to change. This story shows how change is interpreted differently by investors and external speculators and the employees of Kodak. Their fundamental interests in the company are very different. The key lessons from this story are:

· Organizational change involves handling reactions of both internal and external stakeholders

· Communication strategies need to be designed for internal and external groups

· Reactions to change are likely to be influenced by the success of previous changes and the extent to which there has been delivery on past promises

· Change involves risk and uncertainty 

· The consequences of change cannot always be predicted

· Managers of change need to address the question for staff of “How will I be affected?”

Kodak has continued with its downsizing strategy by cutting staff numbers and divesting offshore factories. The results of this strategy are still unclear and the company appears to be under continued pressure from inside and outside the organization. 

McDonald’s Change Story

Pressures for change are often the result of external stakeholders and the organization’s external environment. In this story we see how environmental pressures for change encourage and compel McDonald’s management to change. The types and scale of changes made vary greatly depending on the pressure but the core of the organization is being reanalyzed and key changes are being made to address the findings of this analysis. The key lessons from this story are:

· Organizational changes occur in a competitive, international business environment

· This means that to prepare for the future, change may need to occur even when things still appear to be going well 

· Organizations face external pressures to change such as providing socially responsible products and services

· Some changes fail to deliver on their intended outcomes

· Change in and of itself is not necessarily good for a company; careful assessment is needed of the relevance and likely success of a proposed change

More recently McDonald’s has shown significant changes in line with environmental pressures. They are increasingly realigning their focus to the long term health and wellbeing of families. 

These change stories, along with the chapter exercise, are intended to stimulate discussion on the range of issues associated with managing organizational change. The stories have been updated for the second edition. This updating provides an enhanced longitudinal perspective that can help students to understand the long-term implications of change initiatives. Discussion around what change means at a single point in time is important but seeing how associated actions and outcomes occur over time provides an enhanced focus for discussion. Questions to stimulate such discussion include:

· How have the two changes in leadership affected HP? What elements of change would have been the most difficult to implement?

· How has IBM used technology both in the past and present to reconstruct the organization? How has technology changed their business practice?

· How have past downsizing efforts affected how Kodak now approaches downsizing? What reactions would employees be likely to have to the continued downsizing?

· How has McDonald’s dealt with environmental pressures based on a negative corporate? How has that affected their image today?

 Chapter 2

Images of Managing Change

Learning Objectives

On completion of this chapter you should be able to:

· Understand the importance of organizational images and mental models.

· Identify different images of managing and of change outcomes.

· Outline six different images of managing change.

· Identify the theoretical underpinnings of these six change management images.

· Understand the practical implications of the six images and how to use them.

Chapter Summary
Chapter 2 focuses on the six images of change managers outlined in Table 2.1 of the text.

Images of Managing Change (p.24)
	
	
	Images of Managing

	
	
	Controlling…  (activities)
	Shaping… (capabilities)

	Images of Change Outcomes
	Intended
	DIRECTOR
	COACH

	
	Partially Intended
	NAVIGATOR
	INTERPRETER

	
	Unintended
	CARETAKER
	NURTURER


The two variables that determine the image of a change manager are the images of managing and of change outcomes. These can be defined as follows:

· Images of managing:

· Controlling: This is representative of many of the dominant views associated with top-down management. It is based on controlling the activities in the organization. It can be illustrated by Fayol’s characteristics of management – planning, organizing, commanding, coordinating and controlling.

· Shaping: This illustrates a more participative style of management. It attempts to mold change outcomes through encouraging a variety of players within the organization to be involved in the various stages of change. This view focuses on improving the capabilities of the organization.

· Images of change outcomes:

· Intended: This view regards change as a result of planned action instigated and influenced by a change manager. This can be achieved through three broad strategies: empirical rational strategies, normative-re-educative strategies, and power coercive strategies.

· Partially intended: Research in change management has shown that there is often a discrepancy between the change that is planned and that which occurred. The intended outcomes of change may require re-modification during the implementation process, the result of which is partially intended change. 

· Unintended: Often there are forces beyond the control of the change manager that greatly influence the outcomes of change and these can impede any attempts to achieve intended change within an organization. There are a plethora of internal or external factors that prevail over the impact of the change manager.

Based on these variables, the six images of change and their theoretical underpinning are described.

Director:

· This is based on an image of management as control and of change outcomes as being achievable.

· Theoretically, this image is supported by the n-step models and contingency theory.

Navigator:

· Here control is still seen as at the heart of management action, although a variety of factors external to managers mean that while they may achieve some intended change outcomes, others will occur over which they have little control.

· Theoretically, this image is supported by the contextualist and processual theories of change.

Caretaker:

· Although the management action is still focused on control in this image, the change manager’s ability to control is severely impeded by a variety of internal and external forces beyond the scope of the manager. The caretaker is seen as shepherding their organizations along as best they can.

· This image is supported by theories that focus on the external environment such as life-cycle, population-ecology and institutional theories.

Coach:

· In this image the change manager relies upon building in the right set of values, skills and “drills” that are deemed to be the best ones that organizational members, as players, will be able to draw on adeptly in order to achieve desired organizational outcomes.

· Theoretically, this is based on organizational development approaches.

Interpreter:

· The manager creates meaning for other organizational members, helping them to make sense of various organizational events and actions. Only some of these meanings are realized as change outcomes, however, and these must be legitimized by the change manager.

· Theoretically, this is supported by the sense-making theory of organizational change

Nurturer:

· This image assumes that even small changes may have a large impact on organizations and managers are not able to control the outcome of these changes. However, they may nurture their organizations, facilitating organizational qualities that enable positive self-organizing to occur. Specific change outcomes can not be controlled but rather they are shaped and emerge by the organizational qualities and capabilities.

· Theoretically, this is based on chaos and Confucian/Taoist theories.

These six images of change managers have three core uses:

1. They highlight a variety of assumptions change managers make about change and increase the awareness of different interpretations of change.

2. They draw attention to the dominant images of change within an organization. 

3. They highlight a range of perspectives available to change managers.

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

	2.1
	Images of Managing Change
· introductory matrix of the six images of managing change.

· shows where the images fit in relation to controlling (activities), and shaping (capabilities), as well as outcomes. 
	 24

	2.2
	Life Cycle Stages and Change Management Issues
· outlines the caretaker activities required in the different stages in the business life cycle.

· understanding what is required for maintenance in each stage helps a manager separate life cycle activities from change activities.
	29

	2.3
	Chaos Theory and Change Management Roles
· details five actions that the change manager would need to know as part of their skill set.

· each change management action has either a positive or negative impact  It is important to be aware of the consequence(s) of an action so a change manager can select the appropriate action for the required response.
	 33

	2.4
	Semco: A Chaotic Business?
· Semco is well known in management literature, possibly because it seemed to break all the rules of how a company “should” be managed if it was to succeed.

· the management approach of this company contrasts strongly with the more familiar hierarchical organization that most students have experienced. 

· it is important for students to understand that in management (and change), “not everything has to be controlled from the top”.

· raises awareness that there are alternative models for running a business successfully.
	 34

	2.5
	Chapter Reflections for the Practicing Change Manager
· aim of this section is to try to crystallize the lessons learnt from this chapter and for the student to understand more about their own approach to change.

· outcome of reviewing these reflections is to have clearer understandings of how past experiences influence what image of change a manager will feel more comfortable with.

· group exercise highlights the differences found in the class and assists in understanding that not everyone will have the same attitude towards change. This is a good foundation chapter for later chapters when studying the implementation of change management in business.
	 39


Chapter 3

Why Organizations Change

Learning Objectives

On completion of this chapter you should be able to:

· Understand environmental pressures propelling organizations towards change.

· Articulate arguments about why not all organizations are affected equally by such pressures.

· Outline a range of issues internal to organizations that push them towards change.

· Gain an awareness of the interaction between forces for stability and forces for change.

· Relate differing images of managing change to pressures for change.

Chapter Summary

This chapter identifies the variety of pressures of organizational change. The theoretical position of why change occurs can be based on either the economic perspective of organizational change or the organizational learning perspective. 

· The economic perspective focuses on satisfying the shareholders of the organization and maintaining their investments, hence ensuring its survival. Change is conducted to improve organizational performance in the form of better balance sheet results. This position is most aligned with the “management as control” images of change managers, that is, the director, navigator and caretaker images. 

· The organizational learning perspective focuses on building the capabilities of an organization to give its members the ability to deal with change. This recognizes the complexity of organizations and human systems which cannot be accurately represented through a single linear objective. This is most aligned with the “management as shaping” perspective illustrated by the coach, interpreter and nurturer images of change managers.

Pressures for change can come from a variety of sources including the environment, the discovery of deviations from standards, new desires and visions of the future, or the fundamental nature of organizations themselves. This chapter focuses on these reasons WHY organizations change through discussion of external and internal pressure for change.

Images of Pressures for Change

	Image of Managing Change
	Pressures for Change

	Director
	Change is a result of strategic pressures and controllable by managers’ ability to direct the organization’s response

	Navigator
	Strategic change is in response to internal and external pressures. Multiple pressures facing managers will need to be taken into account.

	Caretaker
	Managers have little control over the inevitable pressures on the organization. Managers have little choice in the organization’s actions.

	Coach
	Pressures for change are constant and result in the need to develop and shape the organization’s capabilities to better enhance organizational outcomes.

	Interpreter
	Pressures for change are internal and external and managers need to understand and give meaning to these. 

	Nurturer
	Pressures for change are large and small and the manager’s role is to enhance the adaptive capacity of the organization.


The environmental pressures for change are one way of explaining why change occurs in organizations. 

Environmental Pressures for Change

	Pressure
	Example

	Description
	Implications

	Fashion pressures
	Boeing Co.
	Boeing underwent a number of structural and cultural changes based on what Jack Welch had done at GE.
	Neo-institutionalism: mimetic isomorphism. An organization imitates companies that are considered to be successful.

	Mandated pressures
	Chevron Texaco
	Chevron Texaco was sued for racial discrimination by employees. They changed company practices to ensure fair treatment of employees.
	Neo-institutionalism: coercive isomorphism. An organization changes through either formally or informally mandated requirements.

	Geopolitical pressures
	3M
	Once Europe become more unified and moved towards opening its borders 3M’s presence in various European countries was no longer suitable.
	This is when global changes (or crises) greatly impact an organization and change is necessary for survival.

	Market decline pressures
	AOL Time Warner
	In the face of changing technology, AOL saw a decline in the demand for their internet provision. They needed to implement strategic changes to survive.
	When current markets that the organization operates in begin to decline there is pressure to find newer, more viable markets.

	Hyper- competition pressures
	Gateway
	Gateway faced fierce competition from Dell and changed the structure and image of the company.
	The increasingly rapid pace of business affects the way organizations respond to their consumers and their competitors 

	Reputation and credibility pressures
	Walt Disney Company
	Walt Disney faced serious criticism for the close ties between the directors and CEO and the lack of management experience. They changed structures and practices to rectify this.
	In light of recent corporate governance scandals in organizations, the pressure to maintain a good reputation and high level of credibility has increased.


Four debates about the role of the external environment alert change managers to potential issues that can arise. The debates are:

· Organizational learning vs. threat-rigidity: whether external pressures facilitate or inhibit the process of change. Organizational learning theorists suggest that external changes lead to adaptive changes in an organization, whereas threat-rigidity theorists see these pressures as inhibitors of change by restricting the capacity of managers to engage in change. 

· Environment as an objective entity vs. environment as a cognitive construction: The former treats the environment as an objective entity to which managers must respond. The latter emphasizes the centrality of managers’ interpretations of environmental conditions as the key determinant of behavior.

· Forces for change vs. forces for stability: External forces can vary; they either promote change or promote stability. It is important that a change manager is aware of the interaction between these two types of forces. 

· Bridging (adapting) vs buffering (shielding): These represent either strategies that can maintain effectiveness by adapting parts of the organization to changes happening in the outside environment (bridging) or focusing on efficiency by avoiding change through shielding parts of it from the effects of the environment (buffering).
The internal organizational pressures for change are another way of understanding why change occurs in organizations

Internal Organizational Pressures for Change
	Pressure
	Examples

	Description
	Implications

	Growth pressures
	Microsoft
	The systems and practices in place from Microsoft’s entrepreneurial roots were not able to be applied to the increased scale of operations as the company grew.
	Existing systems and processes in a small organization may no longer be applicable when its size increases.

	Integration and collaboration pressures
	EDS
	EDS had pioneered IT services but found that its own internal system was lacking. There was a lack of co-ordination and communication between the different business units. 
	The possibility of integrating parts of the organization and creating economies of scale can pressure change in organizations.

	Identity pressures
	Forte Hotel
	Hotels under this banner were competing against each other and lacked a unified identity with Forte. The company was separated into four distinct market segments and organizational culture programs were put in place.
	A common organizational identity and the unified commitment of staff in different areas of an organization can be difficult to manage and may encourage change. 



	New broom pressures
	Sears
	Arthur Martinez decided that the shocking sales record of the company would be rectified through changing products and markets, reengineering store operations and creating a service culture.
	New authority figures can herald a new era and often initiate significant internal changes in an organization.

	Power and political pressures
	Morgan Stanley
	Post-merger at Morgan Stanley were political power plays for the CEO position.
	Power relationships and politicking can change internal processes and decision making. This has significant flow-on effects within 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

	3.1
	Images of Pressures for Change

· Using the six images of managing change the table details the pressures for change that occur and how these are seen in an organization.

· The pressures for change are explained in the table so that the student has information on the multi-faceted nature of the issues.
	51

	3.2
	Management Fashions

· A time-line of the differing approaches to change management since the 1950s.

· Understanding the “fads” and fashions used in change management helps students have a perspective on past change attempts and gain clarity in whether such activities are necessary today. 
	52

	3.3
	Unilever and Environmental Sustainability

· This case study looks has Unilevers efforts to become more environmentally-orientated through their work in third world nations. 

· Students should be aware that environmental sustainability and climate change have become issues that a growing number of companies are addressing. 
	54

	3.4
	The FBI

· Geopolitical change example in the FBI after 9/11 

· This illustrates that changing the focus of how an organization works requires more than merely structural and procedural changes. 
	55

	3.5
	Apple

· Market decline pressures affected Apple and they revolutionised the market after 10 years.

· External pressure for change do not always have to have a long term negative effect on the organization 
	57

	3.6
	High tech pressures for change

· Many internet services and websites, for example eBay and PayPal, are disrupting traditional ways of interacting with consumers.

· Students should identify that technology is changing all consumers’ actions which become and increasing pressure on organizations to change 
	59

	3.7
	Walmart

· Corporate reputation pressures to change can cause unwelcome lawsuits and publicity. Companies such as Walmart have allocated personnel to public relations to rectify reputational damage. 

· There should be a strong commitment from organizations to addressing any pressure
	60


	3.8
	BP & the Environment

· BP has faced much negative publicity due to a perception of being environmentally “unfriendly”. 

· The cause of two pressures working against each other – in this case the commitment to a ‘greener future’ and intense pressure within the company to keep costs down . 
	60

	3.9
	Forces for Change and Stability

· Understanding change forces is only half the information needed by the change manager.

· Forces for stability are also important in understanding change and it is critical for students to see that there is an interaction between the two types of forces (change and stability) that are present in organizations.
	   60

	3.10
	Google and Growth

· The rapid growth of Google has been identified as a potential problem as retaining the culture and feel associated with its success is more difficult as the company grows. 
· Growth pressure needs to be carefully managed with identity pressures. 
	66

	3.11
	Digital Disney

· Disney embraced new technologies with their digital media group and being the first media company to sell TV episodes in Apple’s iTunes.
· More traditional business models can incorporate newer technologies and ideas when there is pressure to change 
	68

	3.12
	Private Equity

· There has recently been a boom in private equity. This has resulted in an increased focus on a short term orientation for acquired organizations. 
	69

	3.13
	Chapter Reflections for the Practicing Change Manager

· The aim of this section is to try to crystallize the lessons learned 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 understanding of how their past experiences influence what image of change they feel more comfortable with.

· Answering these questions individually and then discussing their answers in a small group will help students to understand that not everyone will have the same approach to change. This chapter is a good foundation for the later chapters when studying the implementation of change management in business.
	71

	3.14
	Additional Case Studies

· Supplementary cases for further study.

· More details on these cases are provided below.
	74


Chapter 4

What Changes in Organizations

Learning Objectives

On completion of this chapter you should be able to:

· Understand the distinction between first-order and second-order change.

· Outline alternative concepts of change.

· Identify a range of common changes that confront organizations such as downsizing, introducing new technologies, and mergers and acquisitions.

· Be familiar with a variety of issues that emerge at the “front line” for those charged with managing these changes.

· Appraise your ability to engage with such changes in the future.

Chapter Summary
This chapter begins by examining first-order and second-order change. The difference here lies in the scale of change. First-order change is incremental. It focuses on maintaining and developing the organization. Continuous and smaller changes exemplify this type of change. Second-order change is transformational and fundamentally changes the way an organization functions. 

Change can also be described between these two points on the spectrum of change. There are three approaches to change that fall between these two categories:

· Mid-range organizational change: this is also referred to as “tectonic” change. It is a type of change that lies between incremental and transformational change. This change alters obsolete aspect of the organization while building on the relevant elements.

· Punctuated equilibrium theory: this offers a way of understanding change in organizations through short bursts of fundamental change occur after longer periods of stability. 

· Robust transformation: this considers environmental conditions as being temporary, or undergoing continuous change, and therefore requiring robust responses including the enactment of new, perhaps unanticipated capabilities.
Moving beyond a linear approach to change, Meyer et al (2005) argue that organizational responses to unanticipated environmental changes can take three forms:

· Jolts: passing shocks of change

· Step functions: where new steps (or changes) are required to better fit with the environment

· Oscillations: where cycles of discontinuity occur

There are seven broad implications for managers that need to be considered by managers of change.

	Implication for Change Manager


	Image of Managing Change

	1. Care needs to be taken in assuming that types of organizational changes can be neatly categorized as small, adaptive, and incremental compared to those that are large and transformational. 
A restructure in one section of an organization may be seen as small scale and adaptive by people elsewhere in the organization who are relatively unaffected by it.

	Interpreter:  The change manager as interpreter image reminds us that whether a change is adaptive, reactive, or transforming will depend upon the perspective of the person doing the considering—and part of the role of the manager of change is to mold these perspectives or provide “sense making” for organizational participants about “what is going on here.”

	2. Multiple types of changes simultaneously should also be considered. In addition, some changes require other changes nested under them in order for another change to proceed. 
Individually, each change may be seen to be achievable and relatively small scale (depending upon your perspective), but together they may be seen as transformational, even revolutionary. 

	Navigator: when implementing multiple changes, there is likely to be contact with different groups, interests, and power relationships within their organization that will require negotiation and navigation through a range of issues—not all of which they will be able to control. 

	3. From chaos theory we know that small changes, at an individual level, may have larger, unanticipated consequences throughout the organization
	Nurturer: Change managers can nurture and shape people’s perceptions and reactions to change but not control them. What might seem to be a small, inconsequential change may have radical consequences that change managers may not be able to anticipate 



	4. There are a number of inertial forces that act as a drag on individuals and organizations in adopting adaptive, first-order change. 
Providing the conditions for the exercise of personal initiative becomes an important focus for change 
managers who wish to cultivate change through the exercise of frontline staff.

	Coach: the managers of change are likely to assume that, as long as people have been well “coached” in a variety of organizational and team skills, then, when organizational “problems” are triggered, they will take the initiative and make appropriate adaptive changes to alter organizational practices and routines.

	5. Change managers need to remember what might appear at first sight to be a paradox, that often change is needed in order to remain stable. 
This can be seen as another way of framing the fundamental paradox of stability and change where change may be needed to preserve or re-establish stability and stability must include change mechanisms to be adaptable. 


	Director: Change managers who adopt a directing image of change also need to remember that they will need to provide directions about stability: telling people what will not be changing, or what will remain the same.

	6. Change may mean adding on to, and integrating, rather than removing and replacing current practices. 

	What this reminds the managers of change is that they need to assess how carrying out a change will impact upon current practices

	7. There is often an implicit assumption that incremental, adaptive changes are less risky than large, second-order transformational changes. 
An alternative position is that staying the same is risky. 

	For the manager of change, this requires both assessing the scale of change (incremental/radical) from the perspective of the affected parties as well as assessing the risk involved (of changing rather than staying the same) and the different ways in which risk can be ameliorated.


The chapter then moves on to discuss three types of change that can occur in organizations and the inherent challenges associated with them: 

1. Downsizing: The approaches to downsizing can vary from retrenchment to downscoping.

2. Technological change: Advancements in technology give organizations the potential to streamline their internal systems and the ways they interact with the outside world. 

3. Mergers and acquisitions: These have an instantaneous effect on the size of the organization and bring with them a set of complex change challenges. 

This chapter outlines the key hurdles faced by change managers in each of these types of change as illustrated in the table below. 

	Downsizing
	New Technologies
	Mergers & Acquisitions

	Employee retention. 
	Goal synthesis. 
	Cost savings.

	Avoiding “hard landings”. 
	Choice of technology
	Cultural adjustment.

	Minimizing political behavior and loss of teamwork. 
	Identifying political barriers. 
	Balancing change and continuity.

	Survivor syndrome
	The IT team. 
	Due diligence.

	Communication
	Communication
	Employee retention

	Due diligence
	Time frame.
	Contingency planning.

	Cultural adjustment. 
	Contingency planning
	Power structure.

	Choice of restructuring technique
	 
	Communication


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

	4.1
	Types of Change

· different types of organizational change are possible.

· quick reference for students to understand the differences between first-order (adaptive), and second-order (transformational) change.
	87

	4.2
	Rationale for New Organizational Changes

· change in organizations is more effective if there is a rationale given for change, which involves structures, processes and boundaries. 

· the rationale for each organizational change type differs and students need to understand how these function. 
	90

	4.3
	Key Challenges in Destabilized Environments

· the rationale for change is matched with specific key challenges in business.

· this table shows that that change can target specific situations, and does not have to be major re-structuring activities in the organization.

· change management is a necessary skill in business to meet challenges that are a typical part of the daily life of the manager.
	91

	4.4
	Emerging Organizational Characteristics of the 21st-Century Corporation
· over the past few decades organizations have shifted from traditional to emerging characteristics. 

· a list of features of organizations, this is not an either/or choice, rather a continuum along which an organization will be located.
	91

	4.5
	Types of Transformational Change

· this matrix is a reference for transformational types and key factors influencing their design.

· understanding that transformational change has differing magnitudes can help students see that change is not “all or nothing”, and transformation(s) can vary.
	93

	4.6
	Prescriptions for Achieving Teutonic Change

· mid-range change (neither incremental nor revolutionary change), is another alternative for the change manager.

· basically this is a summary of the necessary pre-cursors for moving an organization from a more traditional management style to an adapted system that includes some old and some new aspects.
	94


Chapter 5

Diagnosis for Change

Learning Objectives

On completion of this chapter you should be able to:

· Understand the role of diagnostic models.

· Apply a range of diagnostic instruments relevant to various aspects of the process of managing.

· Form a view on which instruments you find most attractive/helpful.

Chapter Summary

This chapter focuses on the use of diagnostic tools of change. It summarizes a number of models and assesses their applicability to various aspects of change. 

	Images
	Diagnostic Tools

	Director
	Using diagnostic tools to build up your own knowledge base and confidence about what needs to change by using models that specify relationships among variables and pinpoint where change is needed when things are not going well. 

	Navigator
	You will find the diagnostic tools attractive; models are ways of “mapping” the environment they describe. 

	Caretaker
	You will be less convinced of the capacity of the diagnostic tools to support radical change, but several of the tools (see, e.g., PESTEL and scenario analysis) provide insights into the trends in the external environment that you will have to take into account.

	Coach
	You will focus on the diagnostic tools that highlight the goals being sought and the competencies needed to attain them

	Interpreter
	You will be attracted to the diagnostic tools that emphasize images, framing, and cognitive maps

	Nurturer
	Having an interest in emergent strategy, you may remain unconvinced as to the value of such diagnostic tools.


Although using models may appear to be fruitless because of the variety of interpretations of change, there are a number of reasons they can be of benefit. Burke (2002) claims they can be useful:

1. By making the complexity of a situation where thousands of different things are “going on” more manageable by reducing that situation to a manageable number of categories.

2. By helping identify which aspects of an organization’s activities or properties are those most needing attention.

3. By highlighting the interconnectedness of various organizational properties (e.g., strategy and structure).

4. By providing a common “language” with which to discuss organizational characteristics.

5. By providing a guide to the sequence of actions to take in a change situation. 

There a number of models that deals with the functioning of organisations. Typically, they focus on organizational performance. These models are:

· The six-box organizational model: The key focus here is on six variables – purpose, structure, rewards, helpful mechanisms, relationship and leadership. This model is useful to maintain awareness of all areas for consideration even though one variable may be identified as the main area for attention.

· The 7-S framework: this focuses on seven key components that affect organizational effectiveness – structure, systems, style, staff, skills, strategy and superordinate goals. The interconnectedness of these variables is vital to the success of change.

· The Star model: An organization is effective when the five components of organizational design – strategy, structure, processes and later capability, reward systems and people practices – are in alignment. 

· The Congruence model: The organization is broken down into four components – task, individuals, formal organizational arrangements and informal organisation. This is influenced by the context where the strategy is formulated and the output is then the performance of the organization.

· The Burke-Litwin model: This model identifies the transformational – external environment, mission and strategy, leadership and organizational culture - and transactional sources of change.

· The Four-Frame Model: This offers four frames for the managers to conceptualize how the organization operates. These frames are structural, human resource, political and symbolic frames.

· Diagnosis by Image: This technique allows organizational members to use images to describe the organizations and this can be used as a basis for discussion.

There are also many models that look at specific components of the organization or components from the models mentioned above. These approaches are:

· The PESTEL Framework: This analyses the external environment in terms of six factors – political, economic, social, technological, environmental and legal.

· Scenario Analysis: Creating stories of possible future scenarios that are considered to be vital to the future of the organization

· Gap Analysis: This is a tool used for reviewing the organization’s position based on where they are and where they want to get to.

· The Elements of Strategy: These are five elements of strategy that are considered mutually reinforcing – arenas, vehicles, differentiators, staging and lowest costs through scale advantage. Any misalignment of these signifies the need for change.

· The Strategic Inventory: This aims to identify the strategic assumptions of managers and determine their consistency with the business environment. This determines whether the strategy should be a focal point for change. 

· Newsflash Exercise: This is an exercise that encourages managers to be very specific and succinct about change and clearer about the intended outcomes. 

· Cultural Web: This provides a way of mapping the organizational culture through seven elements – paradigm, rituals and routines, stories, symbols, control systems, power structures and organizational structure.

· Structural Dilemmas: six possible structural dilemmas that can be encountered during change are diagnosed so areas that have been “traded-off” during the change process can be identified

· The Boundaryless Organization: Success is arguably achieved only if four types of organizational boundaries are diagnosed and reduced. These are vertical, horizontal, external and geographical boundaries.

Assessing the organization’s readiness to change is also important and can be seen as a mediating variable between change management strategies and the outcomes of desired strategies. Thus, a prechange audit of the readiness of an organization for change can provide an indication of the likely outcome of a change initiative at a particular point in time. Some ways of doing this include:

· Questionnaires (as shown in the text)

· Stakeholder analysis: This focuses on the position of stakeholders in the change process and allows the manager to be better informed of how to confront potential issues.

· Force-field analysis: This identifies factors that are driving forces for change as well as restraining forces.

The questions relating to the case study in this chapter show how different models can be useful for managers.

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

	5.1
	Applying 7S to Intuit

· At Intuit there was a problem with the internal processes and used 7S to diagnose the changes necessary

· Students can see how change can be orchestrated in line with the issues identified and can be successful in improving performance.
	125-126

	5.2
	Applying the Congruence Model to Organizational Problem… 

· the congruence model is listed in a stepwise fashion to help the student understand Nadler and Tushman’s approach to organizational problems.

· each step in the process has the activities that could be performed at each step. Students could use this list to apply this model to their own organizational problems, and think through how they would proceed.
	 128

	5.3
	Diagnosis by Image

· images and metaphors are powerful tools for analysing situations and issues, this two question diagnostic tool, although seemingly simple will require thought and time to complete. 

· students could use this tool in a group exercise on a more well-known organization first, and on their own organization.
	130

	5.4
	Scenario Methodology

· scenario planning is a powerful tool, yet can be difficult for students when they are unfamiliar with the technique. This table outlines the steps for scenario planning step by step. 
	131

	5.5
	The Elements of Strategy

· strategy is interlinked with change, and change is necessary for strategy implementation – in many ways they can’t be completely separated.

· understanding the elements of strategy will help the student see the way(s) change is part of business and not just an action to resolve issues.
	133

	5.6
	Testing the Quality of Your Strategy

· the commitment of resources (for the future) that could be utilised now is not an easy decision for managers to make. In organizations there are limited resources and these need to be allocated wisely.

· this table can be used as a decision tool for evaluating a chosen strategy.
	134

	5.7
	The Impact of Assumptions on Strategy: 

· errors in judgement are most powerfully illustrated with stories that show how problems can occur.

· using this story as a starting point, students could be challenged to think of other examples of business decisions based on assumptions that were incorrect – either from articles in the press or from their own experience.
	135

	5.8
	The Strategic Inventory

· this is a detailed checklist for analysing the validity of a strategy and also determining some internal and external environmental information. 
	136


Chapter 6

Resistance to Change

Learning Objectives

On completion of this chapter you should be able to:

· Identify signs of resistance to change.

· Understand reasons for resistance to change.

· Be alert to resistance from within the ranks of management.

· Recognize the strengths and weaknesses of various approaches to the management of resistance to change.

Chapter Summary

Resistance is a very real and common issue that is faced by change managers during the process of change. The signs of, and reasons why employees resist change can vary greatly, and it is important that change managers are aware of these variations. It can be considered “tridimensional” involving affective, behavioural and cognitive components - how a person feels about change, what they think about it and how they act in the face of change.

The behavioural response may take active or passive forms. Examples of active resistance are: being critical, finding fault, ridiculing, appealing to fear, using facts selectively, blaming or accusing, sabotaging, intimidating or threatening, manipulating, distorting facts, blocking, undermining, starting rumors, and arguing. Examples of passive resistance are: agreeing verbally but not following through (“malicious compliance”);failing to implement change; procrastinating or dragging one’s feet; feigning ignorance; withholding information, suggestions, help, or support; standing by and allowing change to fail.
Images of Resistance to Change

	Image of Managing Change
	Perspective on Resistance to Change

	Director
	Resistance signifies that not everyone is on board with the change program. Managerial skills can be acquired to overcome this.

	Navigator
	Resistance is expected and represents different interests within the organization. It should be overcome but this is not always possible.

	Caretaker
	Resistance is short-lived; change occurs despite attempts to stop it. 

	Coach
	Resistance is to be expected and managers need to show others that the resistance does not promote effective teamwork. 

	Interpreter
	Resistance occurs when the change is not interpreted well or understood. The manager’s role is to clarify the meaning of change.

	Nurturer
	Resistance is irrelevant to whether the change will occur. Resistance is a matter of guesswork by the resistor.


People resist change for a number of reasons, including:

· dislike of change

· discomfort with uncertainty

· perceived negative effect on interests

· attachment to organizational culture/identity

· perceived breach of psychological contract

· lack of conviction that change is needed

· lack of clarity as to what is expected

· belief that specific change being proposed is inappropriate

· belief that the timing is wrong

· excessive change

· cumulative effect of other changes in one’s life

· perceived clash with ethics

· reaction to the experience of previous changes

· disagreement with the way change is being managed

It is often assumed that resistance is a problem that originates with employees at the operational level of an organization. However, resistance can also come from those at the managerial level

There are number of strategies that can be used to manage resistance and overcome barriers to change. These strategies are:

· A “Situational” Approach: this proposes six methods for managing resistance that should be chosen based on contextual factors.

· The Resistance Cycle, aka “Let Nature Take Its Course”: here resistance has four psychological states through which people progress – denial, resistance, exploration and commitment. This means that manager’s intervention is minimized as these psychological states are the natural course for individuals. 

· “Creative Counters” to Expressions of Resistance: This suggests specific statements that can be used in the face of general resisting comments.

· Thought Self-Leadership: Resistance to change can be overcome by influencing the perceptions of individuals’ that drive the way they react to change. 

· Tinkering, Kludging, and Pacing: This reconfigures existing business practices and models to make change successful. 

· The “Power of Resistance”: Resistance can be used to build support for change in 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

	
	
	

	6.1
	The Dilbert Principle on Change

· change is often seen as negative and only of real benefit for  those at the top of an organization.

· being aware of this attitude and the issues involved will help the change manager to be better equipped to think through the issues from the point of view of those who do not benefit from change.
	160

	6.2
	Images of Resistance to Change

· this table reintroduces the six images of managing change and relates their attitude to resistance to change. 

· understanding how each “image” interprets resistance is important - this will help the student be sensitive to differing perspectives.
	160

	6.3
	Merger in Adland

· graphic vignettes are a powerful way to illustrate change issues.

· encourage students to have an array of their own short stories to help increase their awareness of the issues involved in managing change. 

· with a bit of thought most managers could find a number of examples like these from their own experience in change situations.
	161

	6.4
	The Aircraft Carrier of Madison Avenue

· The example of Madison Avenue is used to illustrate that changing the name and work style of an organization can result in resistance

· Students should recognise that resistance as fence sitting can result in inertia in the  organization 
	162

	6.5
	A Personal View on Change

· people view change in many different ways, and this can differ depending on the situation

· someone who embraces change in their work may adhere strongly to routines in other areas. Acceptance to change is not always predictable, as it can depend on circumstances. 
	162

	6.6
	The FBI Revisited

· The FBI example is used gain (see Chapter 4 for previous example)
· overcoming ingrained organizational culture and identity issues can be very difficult for larger organizations and result in resistance
	  163


	6.7
	Moneyball

· change can be embraced by outside organizations but still resisted inside the organization

· challenging peoples roles and redistributing their power basis can cause resistance
	164

	6.8
	The Organizational Effects of Excessive Change

· change can have a negative effect on an organization.

· this short description of the effects of “excessive change” can be used to initiate a discussion on symptoms students experienced.
	167

	6.9
	Change Scripts: Implications for Managing Change

· a short list of how to effectively manage change scripts. 

· this table has information that raises awareness of the issues involved in change, and will help students to be aware of potential reactions.
	168

	6.10
	Liz Claiborne

· “mental maps” can be based on incorrect assumptions that over time results in errors of management. 

· while most of us follow “mental maps” it is important for the change manager to be aware of this.
	171


	TABLE
	Table Heading
	Page

	6.11
	Kotter and Schlesinger’s Methods for Managing Resistance…

· managing resistance to change is one of the important skills needed for a change manager.

· this table illustrates one approach to managing resistance.
	173

	6.12
	The Situational Approach Made Simple

· the context of the change is important when deciding on how to deal with the resistance to change

· a possible outcome is the removal of resisters 
	174

	6.13
	Expressions of Resistance and Management Responses

· roles plays and scenarios help illustrate the situations that a change manager could find themselves in. 

· this table has some of the more common resistance scripts. 

· possibly one approach to this table it to use it for discussions in class, and for students to realize what their areas of resistance.
	175-176

	6.14
	The Value of Pricing

· leadership involves the skill of knowing what to change, when to change it, and when to stop.

· many change management programs are excellent, yet fail because management doesn’t know when to stop making changes – being aware of “change fatigue” in an organization is an important step in the process and should not be left to chance. 
	177

	6.15
	Dealing with Resistance: Default Options

· identifying and understanding the source of resistance is important. 

· more important is to be able to deal with resistance from a number of differing approaches. This table lists the default positions, characteristics as well as limitations of a number of approaches that the change manager could use when confronted with resistance. 

· students could use the table as a starting point for finding examples in the press and from their own experience.
	179-180

	6.16
	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.

· outcome of reviewing these reflections is to have clearer understanding of the nature of resistance in management and in change situations.

· answering these questions individually and then discussing their answers in a small group will help students to understand the complexities of this often volatile area of managing change.
	181

	6.17
	Additional Case Studies

· supplementary cases for further study.

· more details on these cases are provided below.
	184


� These examples are described in full in Chapter 3 of the text.


� These examples are described in full in Chapter 3 of the text.
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