618 | Chapter 18 Organizational change H U Cxits n ::-)L<| { A & % uc hGL Ve e

Recap

3

D

il

2O00

: 07(_1;7{24{4—:@%/ e
Table 18.4: Trends in organizational change '

change in the late twentieth century

one organizational theme among
many

importance of participation and

significance of p
involvement

actions

rational-linear model of project

messy, untidy ¢
management

motive
content skills are critical
change as periodic adjustment

aimed at organizational effectiveness aimed at COMmpe

survival

There are a number of trends evident in this field. Change iss
tral theme. While participative management remains socially an
priate, there is a willingness to accept the use of directive meth
increasing recognition of the role of organizational politics.
agent must be sensitive to and skilled in appropriate modes
tion. There is also recognition of the need for rapid and con
events and trends. In other words, change is no longer som
ically disturbs the stable fabric; change is a feature of Organiz
nificance of a wide range of context factors in shaping the op
directions of organizational change is better understood ane
finally, while change may still be relevant to improving ef
to change rapidly is increasingly viewed as a factor conttil
advantage and organizational survival.

These trends are summarized in table 18.4.

L. Understand the typical characteristics of human responses

to change,

¢ Individual emotional responses to traumatic
changes differ, but the typical coping cycle passes
through the stages of denial, anger, bargaining,
depression and acceptance.

¢ The Yerkes-Dodson law states that the initial
response to pressure is improved performance,
but that increasing pressure leads to fatigue and
ultimately to breakdown.

e The evidence suggests that continuous
organizational changes do lead to work
intensification, burnout and ‘initiative fatigue’. Q\_

2. Identify the main external and internal triggers of
organizational change.

e Change can be triggered by a range of factors
internal and external to the organization, and can
also be proactive by anticipating trends and
events.

® Organizational changes
penetration, from shallo
‘paradigmatic or strategic ¢

¢ The broad direction of cha
organizations is towards b
mechanistic and bureauct.
responsive and organic.

3. Understand the nature of resi.

approaches to overcoming it. k

# Resistance to change ha gk

~ self-interest, lack of trust 4
competing assessments
tolerance of change.

* One technique for address
to change, as well as ident:
strengthening support, 15

o The main prescribed appIo

dealing with resistance
management, in which
" involved in implementd
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The use of manipulation and coercion to
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n \' commentators, but the ‘political’ role of OIganizational and social levels of analysis

entury C\ita management in change is controversial. considering also how Ppast events shape current

_ : 21 and future thinking and actions,

1 4. Explain the advantages and limitations of participative *  Processual/contextyal theory is analytically strong

= | methods of change management, but is weak in Practical termyg,
‘esand ¢ Participative methods can generate creative
N . thlir}king and increase employee commitment to 6. Outline the skill requirer_nents of the effective change
on and 1C ‘ &e, but this process is time-consumlng. agent,
: OIme commentators argue that ra

C?Hrporate transformations are more successful
e

O'style.

e
ﬂ\SA Explain the strengths and weaknesses of the
processual/contextugl berspective on change,
* Processual/contextual theory emphasizes the

value do practical ‘recipes’ have for mana
& limitations of this kind of advice?
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o The fencesitters are those whose allegiances are not clear.

Loose cannons are dangerous because they can vote against agendas in which |
they have no direct interest. |

e Your opponents are players who oppose your agenda but not you personally.
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Your adversaries are players who oppose both you and your agenda. 3

LT T
°

e Bedfellows are those who support the agenda but may not know or trust you,

e The voiceless are stakeholders who will be affected by the agenda but have
little power to promote or oppose and who lack advocates. &

Egan argues that different stakeholders must be managed differently. Partners

allies need to be encouraged, to be ‘kept on side’. Opponents need to be con

' verted. Adversaries have to be discredited and marginalized. Egan suggests t
the needs of ‘the voiceless’ should be addressed in case they are ‘recruited’ |

adversaries and used against the change agenda. |

John Kotter and Leo Schlesinger (1979) identify six methods for overco

resistance:

E ’ ‘ ‘ L 1. Education and commitment
Managers should share their perceptions, knowledge and objectives with i

affected by change. This can involve a major and expensive programme of tr

ing, face-to-face counselling, group meetings, and the publication of memos

reports. People may need to be informed about the nature of the problems i

sitating change. Resistance may be based on misunderstanding and inace

\,L,é"@% information. It therefore helps to get the facts straight, and to identify and
\ Ak “\OJ oncile opposing views. Managers can use this approach only if they trust

o - employees, and if in return management appear credible to the employees.
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| A 2. Participation and involvement ‘

| Those who might resist change should be involved in planning and impk
ing it. Collaboration can have the effect of reducing opposition and enm:
commitment. This helps to reduce fears that individuals may have

7 ) l/ impact of changes on them and ‘also makes use of individuals’ skills

edge. Managers can use this approach only where participants have
edge and ability to contribute effectively, and are willing to do so.

3. Facilitation and support :
Employees may need to be given counselling and therapy to help overé

and anxieties about change. It may be necessary to develop individ
of the need for change, as well as the self-awareness of feelings towar@ &
how these can be altered. E.
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4. Negotiation and agreement

It may be necessary to reach a mutually agreeable compromise,
and exchange. The nature of a particular change may have to be ad
the needs and interest of potential and powerful resistors. Managem!
to negotiate, rather than impose, change where there are individ
who have enough power effectively to resist. The problem 15, this ¢
dent for future changes—which may also have to be negotiated, alt!
cumstances surrounding them may be quite different. 7

5. Manipulation and co-optation
This involves covert attempts to sidestep poten

tial resistance. Md
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Resistance to change: causes and Management solutions I 603

P s for forward proposals that deliberately appeal to the specific interests, sensitivities -
; , change is a and emotions of the key groups or stakeholders involved. The information dis-
0 which predisposition, Seminated is selective, emphasizing the benefits to particular stakeholder groups
perhaps even - and ignoring or playing down the disadvantages. Co-optation involves giving key ¢
sonally,. impatience, to resistors direct access to the decision~making process, perhaps giving them well-
T . welcome and paid, high-status management positions,
. embrace change.
ust vou, Where readiness is 6. Implicit and explicit coercion
' b high, change may Management here abandons any attempt to achieve consensys This may be
'ut have = be straightforward, appropriate where there is profound disagreement between those concerned with
fiigen readiness the change, and where there is little
is low, some

‘groundwork’ maybe,” &round. This results 'in the use of force ; :
requred fo increasel ence. It may be sufficient to offer to fire ' : ertoigtiile
‘readmess among their promotion and career prospects.

those affected.

ers angd
be con:
asts that
lited’ b}' i

Stop and
 criticize

1S nees 1N combination. The choice in 2 given situation depends on the likely reactions

accuk of those Involved, and on the long-term implications of solving the Immediate §
and re¢ ‘
ust thel

es. t we ready for this?

n practical change Implementation Perspective, it is usualty

tight, or do we have to do

useful to ask the question: are the con- v |
ground’ for change is bas

Some preliminary work before we g0 ahead? One approach to ‘prepar-
ed on the concept of readiness.
out o

cles (1994) identifies eight preconditions for successful change. These are-

1
1e1e pressure for this change?

there a clear and shared vision of the goal and the direction? e “H/M/\) UWICCAQ A el
L

We have effective ligison and trust between those concerned? WKM \i Oz
ere the will and power to act?
3

L
0 we have enough capable peaple with sufficient resources?

'€ have suitable rewards and defined accountability for actions? g 3.8 !
; [ C B9 \ND@ I\
We identified actionable first steps? S QP WS> \(\G‘D %(O kfﬁ 18

i o)
#6S the organization have a capacity to learn and to adapt?

dSWers are ‘yes’, the Organization’s readiness for change is high, and resistance is likely to
2ed and Insignificant. Where the answets are ‘no’

» Teadiness is low, and change is likely to be ik
dingly more difficuls to implement.

Ptof readiness draws attention to two practical issues. The first concerms timing. Some readi-
S May simp]

|
Ply improve by waiting. The second concerns action, to manipulate readiness fac- R
ACighten the impatience for change, to strengthen a welcoming Predisposition. In other words, B
mess factors can be managed,




