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Last time

To explain how a group’s members interact and
how membership can make teams successful

To consider how people contribute or team roles

To contrast the different ways of communicating
within small work groups

To examine ways of analysing the behaviour of
individual team members and how these are used

To distinguish between different group functions
and member roles

To evaluate individual and team performance

To consider how and why successful teamwork
matters



Today’s Objectives

ldentify the nature and scope of change

2. Discuss the forces favouring change and the
targets of change in contemporary organisations

3. Identify the change strategies used by managers

Explain why people resist change and describe
strategies to overcome resistance



You

Introductions:
Do you like change?

Me




Activity: You and change

* Type of organisation

* What was specifically
changed?

e Why?

* Who decided to change
things?

e Has there been much
change recently?

* How was the change
communicated?

e Scale and scope?

e Too Quick/slow/just
right?

Who led it & how well?

Who managed it and how
well?

What was the outcome?

Who influenced the
outcome?

What influenced it?

Did it work? How was it
measured?

What did you learn from
the experience?

What would you change
next time around?



Them.....?

* https://youtu.be/606jb
Z fdrY?list=PL8543Q4M
V8rd9iEONrAgqZSh1l-

APZ521T
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Brexit

What’s going to/could change?




Aspects of Change




Typology of Change (Hodges & Gill, 2015)

How it happens Magnitude

- Planned - Incremental

- Emergent - Transformational

- contingency - Punctuated equilibrium
Focus Level

-Strategic - Individual

-Operational - Team

- Organisation



True or False?

* People have a natural resistance to change

* People get bored with routine and seek out
new experiences

* Older people are more resistant to change



What is change?

1469-1527

"There is nothing more

difficult to take in hand,
more perilous to conduct,
or more uncertain in its
success, than to take the
lead in the introduction
of a new order of
things."

Niccolo Machiavelli
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* Government legislation
* Government ideology
e International law

e Universal rights

* Wars

* L ocal regulations

e Taxation

* Trades union activities

* Demographic trends
(customers and employees)
e Lifestyle changes
e Skills availability
e Attitudes to work and employment
e Attitudes to minority groups
* Gender issues
¢ Willingness and ability to move
e Concern for the environment
¢ Business ethics

ORGANIZATION )

* Competitors

e Suppliers

¢ Currency exchange rates

* Employment rates

* Wage rates

* Government economic policies

¢ Other countries’ economic policies

¢ | ending policies of financial institutions

¢ Changes from public to private ownership

¢ Information technology/the Internet
* New production processes

¢ Computerization of processes

¢ Changes in transport technology




People have a natural resistance to change —
Kotter& Schlesinger (2009)
Implementing reengineering programmes

Do not obtain the expected return on quality
Improvements

Customer service programmes do not result in benefits for
customers

Do not realise expected benefits from implementing
technology initiatives



A Definition of Organisational Change

A process in which an organisation shifts from
being in one state to being in another state

(Ford and Ford 1995)

Frank and Emest ‘




Activity:
What triggers organisational change?

e External Factors
 Internal Factors

Work with a partner to identify your

top 5 for each ‘|| | ' '




Activity: What triggers change?

External factors:

* Economic trading * Changes in local, national
conditions, home and and world politics
abroad * Changes in social and

* New technology cultural values

 Changed customer
tastes/needs

* Competitor activity
* Mergers/acquisitions
* Legislation/govt policy




What triggers change?

Internal factors:

new products/services * Revised responsibilities

Poor performance * Innovations in processes
Poor morale/ stress/staff * New ideas about

turnover customer service

New boss/team o

Lack of skills

Relocation | ;
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The nature of organisational change

* Change is a pervasive influence. It is an
inescapable part of both social and
organisational life.

* Organisational change can be:
— Reactive or proactive
— Deliberately initiated by management
— Evolve slowly over time
— Imposed by changes in policy Ahwavs -
. Unique Y
— Result from environmental pressures ﬁ"

S ometimes



Turbulence




Environmental change: Brexit

TOGETHER

* http://www.bbc.co.uk/news/uk-politics-
37549796
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TIMING OF CHANGE

Reactive

Anticipatory

SCOPE OF CHANGE

Incremental

ADAPTATION
Small, gradual changes, usually in
response to changes in the organisation’s
environment and mostly involving only
changes to selected organisational parts

Example: adding a customer service
department after realising that customers
require after-sales service

Strategic

RE-CREATION
Usually involves a complete re-think
of the organisation’s strategy, in order
for it to become a different type of
organisation, and can affect all of its parts

Example: a building society that becomes
a public company in order to transform
itself into a high street bank

FINE-TUNING
Small changes, usually at the operational
level of an organisation, in anticipation
of future environmental changes

Example: retailer of flat-pack, self-assembly
furniture realises that customers are losing
interest in DIY and offers an assembly service

RE-ORIENTATION
A change in direction for an organisation
that is in anticipation of changes
elsewhere and can involve widespread
internal changes

Example: high street bank that moves
from branch services into telephone and
internet banking because of anticipated

growth in internet shopping

Figure 21.1 A typology of organisational change (adapted from Nadler and Tushman

1986)




Leadership of change

Generating energy for
transformation

* Confronting realicy

= Creating and reallocating
resources

* Raising the bar
* Modelling desired behaviours

Creatmg a transformation T Develnpmg a vision of

the future

PFGCESS architecture

+ Education and @Fﬂ:m@v * Visioning

involvement mechanisms * Modelling business success

y

* Coordination mechanisms ©+ Analysing the total system

* Feedback and communication (EqDERg,Jﬁ?

* Focusing on the
mechanisms

transformation initiatives
* Consulting support l

Aligning the internal

organisational context

* Restructuring
* Implementing infrastructure
* Reshaping the culture

* Building core competencies

Sovrce: Robert H Miles, Corporate cumeback !‘he .m:lr].-' uf reneml" and !‘ransfunﬂarmn &t National Semiconductor (San Francisco: Jossey-Bass, 1997), p. 6
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Planned organisational change

* Underlying objectives of organisational
change programmes can be seen as:

— Modifying the behavioural patterns of members of
the organisation

— Improving the ability of the organisation to cope
with changes in its environment @




Planned organisational change dCds

* ACAS sees change initiatives as potentially arising
from:
— A sense that the organisation could do better
— The need to improve flexibility or quality
— A sense that skills are under-utilised
— Technological or work practice changes
— Over-control of workers or boring work
— Ineffective communication
— Fractious relationships between managers and managed



Systems Model of Change

STRATEGY STRUCTURE
The planning process The relatively permanent
used by an organisation —=——> patterns of authority,
to define its goals and communication, control
how to achieve them and work flow

TASKS P _ TECHNOLOGY
The nature of jobs o o How jobs are done

™ g

PEOPLE
Individuals and groups that
work in the organisation -
their characteristics, needs,
wants, expectations, motives
and personalities

Figure 21.5 The systems model of change



Driving forces for change to Restraining forces resisting
multi-skilled teamworking the change

Apprehensions about
—_— -«— abilities to master a
wider range of skills

Prospects of more
varied work

Greater value on job
market because of ———————» R
wider skills

Fear of being more
easily replaceable

Greater social
contact withwork ———— > B

colleagues

Fears that earnings
might be affected

The status quo
(current way of working)

Figure 21.6 An example of Lewin’s force field analysis



Lewin’s (three stage) Change Process

The status quo The desired state
| l
. |
I |
. |
| |
UNFREEZE MOVE REFREEZE
Dlst.u.rb.the state pf By abanfionmg old Establish new pattern
equilibrium, that is, behaviour and as the normal way
the status quo adopting new behaviour to behave
| l
| Time :
| >
I |

Figure 21.7 Lewin’s three-step change process




Stages in a planned-change effort

Initial problem identification
Obtaining data

Problem diagnosis

Action planning
Implementation

Follow-up and stabilisation
Assessment of consequences
Learning from the process

Unfreezing {

Movement

Refreezing {

O ~NOO O WN =

Figure 19.3 Stages in a planned-change effort

Source: Adapted from French, W. L., Kast, F. E. and Rosenweig, J. E., Understanding Human Behaviour in Organizations, Harper and Row (1985), p. 9. Reproduced
with permission from Pearson Education, Inc.




Activity: Resistance to change

Why does it occur at the following levels:
- Individual
- Organisational

How can you:

- Minimise it?
- Overcome it?
- Make it stick?




Resistance to change: individual

Individual resistance can arise from:

— Selective perception ‘
— Habit

— Inconvenience or loss of freedom

!

— Economic implications

— Security in the past

— Fear of the unknown

— http://youtu.be/T2VWDEXZgZU



http://youtu.be/T2VwDEXZgZU
http://youtu.be/T2VwDEXZgZU

Parochial self-interest

Resistance
to change

Contradictory assessments

Misunderstandings and lack of trust \\:

Low tolerance to change

Figure 21.4 Individual sources of resistance to change



Resistance to change: organisational
Organisational resistance can arise from:

— Organisational culture

— Maintaining stability

— Investment in resources

— Past contracts or agreements
— Threats to power or influence




Planned Change Strategies

Power bases Change strategies Managerial behaviours

Top-down = Authoritarian directives; = Frustration and
one-way communication annoyance

Unilateral action:
‘command’ — Temporary compliance

Force-coercion

Rational persuasion;
expert testimony;
Rational persuasion = demonstration projects —> Long-term internalisation

Empowerment;
participative decisions; Longer-term
Shared power = group process = internalisation

© 2011 John Wiley & Sons Ltd.
www.wileyeurope.com/college/french
35




Minimising the

22
problems of change i’g
-

e Create an environment of trust and shared commitment

* Genuine participation of all staff concerned as early as
possible

« Team management and co-operation between staff and
unions

e A carefully designed human resource management action
programme

* Incentives such as payment schemes
* Maintenance of the socio-technical balance

* Careful attention to job design, methods of work organisation,
relations between jobs and task design



Actions to secure
effective change

Create a sense of urgency among relevant people
Build a guiding team which has credibility
Create visions that are sensible, clear and uplifting

Communicate the vision and strategy to induce understanding
and commitment

B w N e

Empower action and remove obstacles
Produce short term wins
Do not let up but maintain momentum

0 N O U

Make change stick by nurturing a new culture

Kotter and Cohen (1995)



People: the key factor “

‘Given that change has become such a factor of business
life, it is worrying that so many change management
programmes fail to fulfil their potential.

The consensus among the experts is that it is often the
people factor that derails the effort. Put simply,
organisations know where they want to go — but they
are not taking their people with them.’

Lucas



Change leaders

Effective leadership of change may include the
following key factors:

— Effective communication of the reasons for
change

— Releasing the potential of all involved in the
change

— Setting a good personal example
— Self-pacing to avoid unnecessary stress

Hooper and Potter



Definition

* 'the coordination of a structured period of
transition from situation A to situation B in
order to achieve lasting change within an
organisation'.

(BNET Business Dictionary)




Organisational Change

* Impacts on the way that work is performed
and has significant effects on staff, viz.:
— the structure of an organisation
— operations and size of a workforce
— to working hours or practices
— in the way roles are carried out

— to the scope of a role that results in a change to
the working situation, structure, terms and
conditions or environment.



|
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/ Socio-cultural
influences

—-_————__“

Technological

influences

THE ORGANIZATION

Formal subsystem

management
strategy

goals

structure

technology

culture
politics

leadership

Informal subsystem

EXTERNAL ENVIRONMENT

operations

INTERNAL ENVIRONMENT

Political-legal

influences

Economic
influences

TEMPORAL ENVIRONMENT




Today’s world

* Technological innovation drives change to
organisational systems and processes
(internet)

 Democratisation of knowledge

* Increased employee expectations — mobile
workforce - jobs not careers

 Globalisation

* The winds of change must be met to survive
and meet the markets expectations.



Dynamic Change %

9/10 company change initiatives are partially

reacting to current economic conditions (The
Economist, 2010).

Real competitive advantage comes from:
-timely responsiveness
-rapid, flexible product innovation

-management’s capability to cope/help
organisations change effectively



Process of Managing Change

How people can be encouraged and empowered
to work with the new resources

What support strategies are needed to help
overcome resistance to change

Methods of consultation

Roles of managers at different points in the
change process

Influence of organisational climate, structures,
and ways of working on how well change is
managed



External
change

Problems and
opportunities

M3IA3H

|

BujBeuew
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3 Recognising the need for change
4 Starting the change process

5 Open systems models
6 Other diagnostic models
7 Gathering and interpreting information

8 Stakeholder management 11 Motivating others to change
9 Leadership 12 Managing personal transitions
10 Communicating change 13 Modes of intervening

14 Shaping implementation strategies

15 Developing a change plan
16 Types of intervention
17 Selecting interventions

18 Organisational leaming 23 Business process re-engineering
19 Action research 24 Lean

20 Appreciative inquiry 25 Restructuring for strategic gain
21 Training and development 26 Merging groups

22 High performance management

27 Reviewing change

28 Making change stick

29 Spreading change

30 Pulling it all together — a concluding case



Is it bad news from start?

* People have a natural resistance to change

* 70% of companies fail in implementing reengineering
programmes

e 70-80% of companies do not obtain the expected return on
guality improvement investments

* 75% of cultural change initiatives do not achieve the required
change in the organisation’s culture

* 50-60% of customer service programmes do not result in
benefit to the customer

* 60-70% of companies do not realise expected benefits from
implementing technology initiatives
www.mrs.org.uk



Change is curious — True/False

 Change is linear

* Change is predictable

* We can plan to manage change
* Leaders and managers have some control over change

* Most external change factors are outside the
organisation's control

* Most uncontrollable changes are largely exceptional

(After 'Innovation and Change in Organisations’, King and Anderson, 1995)



Successful change

* Ensuring top sponsorship 82%

* Treating people fairly 82%

* Involving employees 75%

* Giving quality communications 70%

* Providing sufficient training 68%

e Using clear performance measures 65%
* Building teams after change 62%

* Focusing on culture and skill change 62%
 Rewarding success 60%

e Using internal champions 60%

Source: Organisational Behaviour, Buchannan & Hysincki (2008)
% of key managers who cited this as a barrier. Interviews with 500 global companies



Sharing Economy: Hype or Paradigm Change in Tourism
https://youtu.be/BG8595-IhFE

Impact on hotels of sharing economy
https://youtu.be/KgfUzTtUIEQ
https://youtu.be/XcOqldg6BxQ

The Changing World of Work: Does the Sharing Economy
foster trust or inequity?

https://youtu.be/OEmSQOobpyJU

The State of the Sharing Economy
https://youtu.be/rmybVwtY554
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https://youtu.be/OEmS0obpyJU
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Responses to change

Those who let it happen.
Those who make it happen.

Those who wonder what happened.

Anon. (Cameron & Green, 2015:52)
z T




Change occurs when the state of
something is altered or modified.

It involves moving from one state to a different
state



We must distinguish
between.....

Changes managed
externally in the
outside world

Our concurrent
Internal responses
and state of mind




Individual Change — Key Perspectives

e Learning and the process of change — ey

in what ways can models of learning help us
understand individual change?

e The behavioural approach to change —
how can we change people’s behaviour?

e The cognitive approach to change —

how change can be made attractive to people and
how people can achieve the results that they want?

e The psychodynamic approach to change —
what’s actually going on for people?



Behavioural — Changing Behaviours

e Rewards:

_ Positive Reinforcement

_ Pleasurable and increases probability
of repeat ‘Good’ behaviour.
_ Stopping something unpleasant
(extinction)

_ Avoidance of an unpleasant stimulus
increases the likelihood of repeat
‘Good’ behaviour.

e Punishments:

_ Punishment

- Unpleasant (for example, an electric
shock) leading to decrease in repeat
‘Bad’ behaviour.

_ Negative reinforcement Carrot and Stick?

- Removal of a pleasant stimulus
decreases the likelihood of repeat
‘Bad’ behaviour.




Behavioural — Reinforcement Strategies

Financial:

Monetary

Non-financial: - /
2 7
eg, feedback on specifics, praise, /

recognition, appreciation 4.;9

What rewards/punishments operate in
your chosen organisation?
Are they effective in making
change happen?



Psychodynamic — Transitions Curve




Today’s Objectives

ldentify the nature and scope of change

2. Discuss the forces favouring change and the
targets of change in contemporary organisations

3. Identify the change strategies used by managers

Explain why people resist change and describe
strategies to overcome resistance



Next time — Perception



https://youtu.be/fFaMbWH4I5o
https://youtu.be/fFaMbWH4I5o
https://youtu.be/fFaMbWH4I5o

