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MANAGING ORGANIZATIONAL
CHANGE

After studying this chapter., you should be abje to

A Idehntify the external and internal forces thafiiance organisational
change.

A Discuss the differences between planned audive responses to change.

A Describe the Lewin-Schein model of change.

A Identify sources of resistance to change.

A Discuss methods managers can use for ovengamsistance to change.

A Describe three domains of the organizatiahdhn be targets for change.

A Describe the steps, techniques, and conditiarthéosuccess of an organiza-
tional development program.

A Discuss the difference between conflict amchpetition.

A ldentity the sources and outcomes of conflict.

A Describe techniques managers can use for pragentiducing, and stimu-
lating conflict.

A ldentify ineffective techniques managers usa gesponse to conflict.

When James L, Dutt ascended to the chairmansiBeatiice Companies
Inc. in 1979, he brought with him a vision of wilaé company should
be. Beatrice was a giant Chicago-based companypnogl more than;_
9,000 food and consumer products. Dutt, who joittexlcompany
1947 as a part-time accountant at a local daimtptaKansas, aggressively
sold off divisions, established a large advertidingget, and imposed!
tighter controls over employees, all in an effarpush the company's-1
return on equity higher and to accelerate growtaimings per share. By
1985, however, Dutt was forced out of the chairrhgnef Beatrice. His-
efforts to change the company were highly unsuéakasd led to ahigfij
number of executive resignations, low employeerale, persisted
problems in the reorganization of the company, @addop in earnings p«
share. Former employees claimed that Dutt was piodeliver tirades |
that demoralized rather than inspired and thatchddcnot tolerate dis-
sent or debaté.

The purposes of this chapter are to suggest hovagess can most]
effectively bring about change in an organizatiod g explore methods]
and techniques for handling conflict. Organizatiare difficult t&J
change, as James Dutt found out with Beatrice pltesof his 32

1. A. M, Louis, "The Controversial Boss of Beatfideortune'(July 22, 1985), 110-3S
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with the company before being made chairman, Duds wnable to
implement successfully his vision for Beatrice. Nditorganizations are
difficult to change. Some organization managersttrymake change a
continual process. Other managers may try to rediahge, believing
that change leads to disruptions and thus to Igyegformance. As we
will see, the need for change is dependent on abeurof external and
internal forces that influence the activities oé thrganization.

Chapter 11 provides the ideas and guidelines foragiag change.
In addition to identifying the external and interfiarces that promote
change, we will di;-;cuss the change process, dngets for change, the
techniques associated with organization developmém nature of
organization conflict, and how conflict can be mged effectively.

FORCES FOR ORGANIZATIONAL CHANGE

Organizational change refers to any alteration aifvdies in an
organization. The alteration of activities can be tesult of many things:
changes in the structure of the organization, moatiions of work tasks,
introduction of a new product, or change in attéscamong members.
Managers must learn to recognize not only when ghas occurring in
an organization, but also when change is needed.nEed for change is
often the result of forces that are external artdrital to the organiza-
tion.

External Forces

As we saw in Chapter 4, the environment of an dwgdion can
have direct consequences on organization activitiekeed, many recent
books have attempted to address the importanceeoéivironment as a
cause for widespread change throughout society.bblo&sFuture Shock
and Megatrendsboth underscore that change is occurring at areassr
ingly rapid raté® Understanding how that change affects an orgdnizat
for better or worse, is an important task for mamagf the future. Orga-
nizational change as a result of external forcas lza understood by
examining the six domains of the environment: (&dr@mic, (2) politi-
cal, (3) social, (41 technological, (5) competitiaad (6) physical.

In the economic domain, inflation, gross nationabguct, and
money supplies can force organization managerfdoge their organiza-
tion. New laws and regulations, trade tariffs, aodrt decisions emanat-
ing from the political domain can require manageralter organization

2. A. Toffler, Future ShockNew York: Random House, 197Gnd J. NaisbetiMega-
trends|New York: Warner Books, 1982)
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activities. The social domain contains values, rgyrattitudes, customs,
and demographic patterns that often require changgsoducts aiii.1

training procedures. In the technological domaiansfer of inventions
and innovations can either enhance or threateordpnization, depend-
ing on how managers are able to adjust to theitiGgpns. Mergers.,

pricing, and changes in strategies by competitoesadl critical foreo

that can lead to organizational change. And finalack of adequate
resources, such as water, or climatic disturbaicése physical clormr.

of the environment often require organizations lteratheir activities.

Changes in the environmental domains of an orgdaizaan generate
either opportunities or threats, depending on hoell wnanagets-|
anticipate the change or are able to react to Hamge. In the 1980s;:
many banks were forced into bankruptcy becausearid made to gov-
ernments of countries that were large oil producAtsthe time of the-

loans, oil prices were rapidly climbing and geneatarge incomes that'
went to pay off the loan. However, many bank maragé not foresee
an oil glut which served to reduce drastically theomes of countries
that had borrowed from the banks. Changes in lgndimd investment
practices before and alter the oil glut allowed ynhanks to avoid bank-
ruptcy.

Internal Forces

Several forces within an organization can prombasnge as well.
The internal forces that most often lead to chaageas follows: [l
organizational structure, where change can resut forganizational |
growth, decline, or a shift in goaJg] products, as in the case where hew
products are introduced which may require diffeprotduction, marker”
ing, and accounting methods; (3] task technologwvhen the modific
tion of existing tasks requires retraining or chesijn personnel; and
people, as may occur when members' attitudes, satudevels of moil
vation change.

It is important to recognize that external andrimforce&caii'k|
highly interrelated. Attitudes that employees hawward work
change because of a general shift in attitudes gitienpopulace. Efforts] to
modify or install new technologies may be the res@ilcompetit
pressures or exposure to new technologies in atlgerstries. Becau
organizations operate as open systems, a relafjpbglween extet
and internal forces will always exist. However, mgers must be abb
identify not only the cause of change, but alsogkiernal and inter
domains in which the change is taking place. Omgntwill managemi be
able to respond correctly to the change and adctptiies that' enable
the organization to be effective. Figure 11-1 sumiraa the fon for
organizational change.

For decades, the company suggestion box has bibetira!
many corporate headquarters and on plant floois diésigned to soil
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uelll EXTERNAL AND INTERNAL FORCES
FOR ORGANIZATIONAL CHANGE
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needs, ideas, and proposals informally from emmey&ituation 1 shows
how one individual and a suggestion box have becamewerful force
for change at General Motors.

SITUATION 1
He's the King of Suggestion Makers

Michael G. McKay, a 40-year-old machinist for Genera! Motors Corporation, is
proof of the power of suggestion. McKay, who carries a picture of inventor
Thomas Edison, has stuffed his company's suggestion box about 250 times in
the past 21 years with ideas he felt would save GM money. The company
estimates that about 200 have been implemented at a savings of $3 million.
Many of the rest are still being evaluated.

Enlisting employees in the drive for greater efficiency has never been
more popular in the United States as managers, economists, politicians, and
consultants decry what they see as slipping U.S. productivity and increasing
competition from other nations, especially Japan. The modern form of the
suggestion box is growing more important in the effort.

Employee suggestion programs have been around a long time; East-
man Kodak Company established the first in 1898. And the National Associa-
tion of Suggestion Systems began in 1942, when 35 suggestion administra-
tors from different organizations met in Chicago and decided to establish a
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clearing house through which affiliated organizations could benefit from the
experience of others.

But the key to making the concept work is still the person on the job
who sees a better way of doing something, And that describes McKay. For his
history of money-saving ideas, he was honored by the association as Sug-
gester of the Year." For some, the honor would pale beside the 520,000 check
one of McKay's latest innovations brought from the company, but he claims
his biggest reward is justhaving an idea and making it work. It makes me feel
good to see the company pick up on my ideas. The reward is minor. Seeing
your idea implemented just makes you feel good."

Persistence also pays. "I got $15,000 once on a suggestion that was
turned down four times before it was accepted,” he said. His suggestion
have ranged from his first—in 1964, when he suggested setting up a canteen
arrangement for workers to eat their lunches instead of sitting on the floor or
on boxes, for which he received S25—to a redesign of a pump the company
says will save $3.5 million in the next five years. His most successful year was
1984, when he received about $80,000 from the company for his suggestions.

Source: Copyright t 1985 by The Associated Press. Reprinted by permission.

THE CHANGE PROCESS

Organization managers must learn to respond to &dtrnal and
internal forces for change. Pressures for changeedoom so many fac-
tors that many managers spend much of their timenihg or reacting(>
change. In order to avoid undesirable consequemansagers needtO'
understand the steps in the change process, reaggnshange maybe
resisted, and techniques that can be applied fercowning resistance ro
change.

Planned versus Reactive Change

Two major approaches managers can make in respmpsessures
for change are planning and reactiRtanned change occurs when man-
agers develop and implement a program that seovalidr organization
activities in a timely and orderly way. In manytarsces, planned change
is instigated because managers anticipate the @jgweht of a force fo
change and thus seek to prepare the organizatiadjist activities with
minimal disruption.Reactive change occurs when managers simply
respond to the pressure for change when that peesfames to thai
attention. Usually, this involves a piecemeal apploto change as mangs
agers only alter activities in a way that proviflasimmediate resolution
of problems.
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Planned change is generally regarded as the supsgrjroach to
change. It is often used when change in the org#ibiz is to be extensive
and lengthy. As such, it requires a greater commitimof time and
resources and requires additional expertise in @itetmg and imple-
menting the change. However, planned change canba&lsvery effective
when only modest change in organization activiteesequired. The key
to planned change is that managers must be alaaticipate the type of
change that will be necessary.

Reactive change is usually hurried and less expent imple-
ment than planned change. It is most effective wéygplied to small or
day-to-day problems in the organization. Exampleal include post-
poning production activities in response to shigptelays, altering a
dress code policy to enable office workers to hatpre belongings to new
headquarters, or deciding to hire computer consatdtaipon learning
that the recently purchased computer operates language unfamiliar
to division programmers. These changes usuallyireguinimal plan-
ning and are best handled by managers at the tipmlalem occurs.
Other instances in which reactive change may beemappropriate than
planned change occur when external and internalefoare tliemselves
changing so rapidly that planning is virtually ingsible, or when organi-
zations lack the resources or time to commit toplaaning process, as is
the case with many new organizations. Indeed, tigd hailure rate
among young organizations is due in part to thedrteerely on reactive
change when planned change would be appropriate.

Steps in the Change Process

Whether managers are engaged in planned or reactiaage,
understanding and implementing the steps in thengdgrocess will
enhance the probabilities that the change will becessful. One of the
first efforts to identify appropriate steps in saoge process was made by
Kurt Lewin? Lewin, and later Edgar H. Schéiwho elaborated on what is
known as the Lewin-Scheimodel, identify three general steps to the
change process: unfreezing, changing, and rcfrgezin

The Lewin-Schein Model. In the first step of the change pro-
cess, Lewin and Schein observed that most indivgdfeund it difficult
to alter attitudes and behaviors that have beeatipead for a long while.
Most individuals, for instance, when told theiritattle or behavior is
inappropriate, are likely to deny or reject theoimhation. This resis-
tance, according to Lewin, can be counteredify eezing the attitude or

3. K. LewLn, "Frontiers in Group Dynamics: Concept, tkied, and Reality in Social
Science/Human RelationgJune 1947], 5-41.

4, E. H. ScheinQrganizational Psychologyd.ed, jEnglewood Cliffs, NJ: Prentice-
HaU, 1980], 243-47.
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behavior pattern by making the need for changebs@as that the indi-
vidual will be willing to accept the change. Thencbe accomplished by
making the individual recognize that some sortltdrmge is better than
the status quo.

The second general step in the LewuvSchein modethasging.

Changing occurs when the individual accepts anernalizes tht
changes in behavior and attitude that are necesEheythird and final
step is reireezing which occurs when the changttide and behavior
are supported and reinforced in a way that is rda@by the organisa-
tion. As a result, the new attitude and behaviaob® the accepted way
of doing things in the organization.

Successful Change. The Lewin-Schein model is vdésab

understanding why etforts to create change in garosation sometimes!
succeed and sometimes fail. However, it does ribt iidentify all otthq
factors that must be present for change to be ssfide Richard Daft'
suggests that in order for a new idea or behawidret successfully adopt--
ed, a series of steps has to be compléted:

1

Need A need for change occuis when organization mentiezemeJ
dissatisfied with current activities. Goals may betmet, protiua[
quality is low, or market share is shrinking. Digstaction serves!
unfreeze acceptance of current, activities on #ré @f managers.
Idea.An idea is a new way of doing things. An idea mayamew"
product, a new technique, or a new machine. Howéleas must be
matched with a need. Members of the organisatiostparceivt
that the idea, if implemented, will reduce the disdaction causéd
by current activities.

Proposal.A proposal is a request by someone in the orgaoizéd
adopt the new idea. Proposals may take the foramaémo, a formal
written document, a suggestion made during a caatén, on
recommendation of an official committee in the arigation. A pro
posal shows how an idea will solve a problem sgchranet goals. AJ
proposal also initiates consideration by membenseming wheth
or not to adopt an idea.

Decision to adoptA decision occurs when a choice is made to adopt]
the proposed idea. This decision may be made blpdhed of diiecj
tors it the change is rather large, or may be ngdefirst-line supa-j
visor if the change is small.

Implementationimplementation occurs when organizatimm
bers actually use the new idea. This may be a ahan@ttitiiS

5. H. L. Daft, "Bureaucratic versus Nonbureaucr8&tizicture in the Process o

vacibn and Chang%i’n Samuel B. Bacharach, eBerspectives in Organizationa
Theory ami Researdi®reenwich, CT: JAI Press, 1.982), 12.9-66.
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behaviors, equipment, or products. Without impletagon, change
cannot take place.

6. ResourcesAdopting a new idea requires information, financial
material, and human resources. Without resourdesnge will not
take place, and members will return to their prasiovays of doing
things in the organization.

Many times, the smallest amount of dissatisfactbtomeed can
lead to a prosperous outcome for an organizatiitma®on 2 describes
how the need of one individual resulted in a pradbat now resides on
the desk of virtually every secretary in the coyntr

SITUATION 2
Stick 'Em Up

Suddenly, they are everywhere! Those tiny yellow sheets of notepaper with
sticky backs. You find them clinging to your office door in the mornings. They
are affixed on letters from associates in the mail. You return from lunch to find
them hugging the receiver of your phone. A brief trip to the water fountain
engenders one on the side of your coffee cup left back at your desk.

Midway through the 1980s, a humble invention called repositional
notepaper has quietly but quickly stuck itself into the lives of millions of Ameri-
cans. Many people cannot recall when they wrote or received their first note
on these yellow pages with the quick-gripping adhesive backs. One thing they
say they do know for sure: They can never return to a life without them.

The Post-it* note pad has been compared to inventions as utilitarian as
the paper clip and as imaginative as the shmoo (an imaginary comic-strip
character that existed solely to help people). They are simple to use and
benign; they leave no trace when you remove them. Like so many great
inventions, this one was born of need. It was a sleepy Sunday in 1974, in St.
Paui, Minnesota, when Art Fry conceived the idea that has grown into one of
the most successful consumer products of the 1980s.

A scientist at the 3M Company, Fry was singing in his church choir
when he was confronted with the problem of finding himself hopelessly lost
when the liny slips of paper he used as bookmarks fell from his hymnal. "I
thought, what | need is a bookmark with some adhesive so it would stay put
but wouldn't damage the pages if | pulled it off," he said. The next morning at
his office at 3M headquarters, he began fiddling with a quick-grip adhesive
that a colleague named Spencer Silver had recently discovered. Most people
at the giant consumer products company had dismissed this new adhesive as
useless, because it wasn't strong enough, wasn't sticky enough. But, Fry
realized, that might be its beauty. "It was technology in need of an applica-
tion," said Fry, who today is a senior scientist at 3M.

It took six years to perfect the product and convince skeptical corporate
marketers that the time was right for this idea. But finally, in 1980, the product
was released nationally. The rest is consumer product history. Post-It notes
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quickly claimed a spot in the pantheon of the five top-selling office products,
among basics such as paper clips, scotch tape, file folders, and typewriter
correction fluid. Although 3M will not release sales figures, industry observers
have estimated annual sales reach somewhere between S80 million and $200
million.

Source: Christopher Bogan. Dallas Times Herald, as printed In The Miiwauktt-
Journal (November 24, 1985): lifestyle section, p. 2. (Story distributed by the L<s
Angeles Times-Washington Post News Service).

Resistance to Change

Not all change is greeted warmly by members ofrgarizations]
The implementation of new idea or technique quite often results-ill
resistance by those who will be affected most. asce is common; it
is important for managers to understand and oveecsistance tol
change. First, we will identify and discuss the anagasons for resistance]
to change and then explain strategies managerapgay to overcome |
resistance to chande.

Self-Interest. It is not unusual for managersvorkers in
organization to have interests in benefiting thduesedirectly. Econo”M
ic gain, power, prestige, status, iob securitypramotion opportunities!
are all self-interests that many employees haveasbers of an organi-
zation. Resistance is likely to occur if the progwbshange in the organi-
zation threatens those interests, Managing a neduygt may increase
one's prestige while lessening the prestige ofdhlaso did not recrivtj
the assignment. Opportunities for promotion mayidisgh if authorir
over hiring is shiited from the corporate persondepartment to
divisional level in the organization. Or, the raeg@ment of old equipment;]
with new equipment may make a work unit's skillsslealuable to
organization. When change is likely to result ichallenge to managés
or employees' self-interests, resistance to theghavill result.

Uncertainty. With change often comes uncertai@sganize
tion members may resist the change because they@réed and
vous about the way the change will affect their kvand lives. M,
times when change is accompanied by uncertaimgijviduals anit
groups think the worst will result from the changbis often leads to.il

6. P. R. Lawrence, "Hoto Deal with Resistance to Change," in G. W.
Lawrence, and L E. GreineQrganizational Change and DevelopméHbmewood,!
Irwin and Dorscy, 1970), 181-97; and J, P. KuttdranA. Sclilesingcr, "Choosing Stta far
Change/Harvard Business Reviewnl. 57 [March-April 1979]
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dogged resistance and a preference for the statsldpe more uncertain
managers or workers are about change, the morky likey will resist,

Lack of Understanding and Trust. Many proposed changes
are not explained in their entirety to those aféelcby the change. This
may be due to the inability of the initiators ofarlye to communicate
effectively or of those affected to totally undersd the change. Failure to
understand the change increases the probabilities members or
departments will resist the change. A lack of treet also contribute to
the resistance to change. Prior experiences wikettsupporting or initi-
ating change may have resulted in misrepresentatiwndeceits. As
result, resistance may be based simply on who suppbe proposed
change in the organization.

Different Perceptions. Differences of opinions about the need
for change and what the change will accomplish anggdemented can
be a cause for resistance. As individuals or a®apy we tend to perceive
situations and events differently. Often, this iseault of prior experi-
ences and training. Thus, an engineer is likelyisw a change in the
production process differently from the way an astant will view it.
The engineer may perceive the change in terms @kasing task effi-
ciency in the production of a good. The accountaaly perceive the
change in terms of the cost increase that will éféected in the price of
the product. Thus, resistance will result from tegate disagreements
over the outcome of the change based on the diffjgrerceptions.

Lack of Tolerance tor Change. Some organization members
feel comfortable with change, while others feel aiméortable. Even
when members are shown that the change will natatien their self-
interest, the outcomes are certain, a full undediteg and trust exist,
and perceptions are in agreement, they may rekestge. Some people
prefer to drive the same route to work even wheay tgree that a differ-
ent route is quicker, safer, and less crowded. Hewethey like the
familiarity of the route they presently drive angktefore are unwilling to
make the change.

Overcoming Resistance to Change

The fact that change is resisted by members inrganization
should not necessarily alarm managers. Resistanserne form should
be expected. Understanding the cause of the rasestaill enable man-
agers to employ techniques to overcome it effebtivBeveral strategies
for overcoming resistance to change can be applite advantages,

7. |. P. Kottcr and L. A. Schlesinger, "Choosingagtgies for ChangeHMarvard
Business Review §Karch-April 1°791: 106-114.
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disadvantages, and situations in which these sfiegdor overcoming
resistance to change are appropriate are summarizéidure 11-2.

Education and Communication. Explaining the neednhr

logic of the change is an effective strategy fatung resistance. Many
times, members lack the information to gauge thengle properly or

Figure 11-2 METHODS FOR DEALING WITH RESISTANCE TO CHANGE

Approach Commonly used where ...  Advantages Disadvantages
Education + There is a lack of Once persuaded, Gah be "eiy tiite
Comm unication.  information or _ people will often consuming if lots of
inaccurate information help with the people are involved.
and analysis. implementation of
the change.
Participation The initiators do not have People who Can be very time
Involvement all the information they participate will be consuming if
need to design the committed to participators design
change and when; others implementing an inappropriate
have considerable power change, and any change.
to resist. relevant
information they
have will be
integrated into the
change plan.
o People are resisting No other approach  =an pe time
gﬁgggﬁ“on - because of adjustment ~ works as well with consuming,
problems. adjustment expensive, and still
problems. fail.
. i Someone or some group  Sometimes it is sa Qpwiee fjHI expensive
Ee?eoet:ﬁg(r)]? 4 will clearly lose out in a relatively easy Way in many cases if it
9 change and where that  to avoid major alerts others 1o
group has considerable resistance. negotiate tor
power to resist. compliance
Manipulation + Other tactics will not It can be a relatively Can lead to future
Co-optation \év)?gle(nosrivaere 100 ﬁn%%gygive problems if people
solutionto feel manipulated.
resistance problems.
. Speed is essential, and thdt is speedy and can . .
lEXpll.'C.'tt * change initiators possess overcome any kind C?ga\?gsrsggpllg%ad
gg)%;glion considerable power. of resistance. atthe et

Source: Reprinted by permission of tHarvard Business Revievin exhibit from "Choosing Strategic
for Change" by John P. Kotter and Leonard A. Sahdgs (March/April 1979). Copyright © 1979 byttej|
President and Fellows of Harvard College; all riglgserved.
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have inaccurate perceptions of how the changeaffidict them. Educa-
tion helps members to better understand the needhange.

Participation and Involvement. Managers can overcome
resistance to change by having members participatlee planning and
implementation of the change. This helps reducesttamty and misun-
derstandings about the purpose of the change.cRatiion also allows
members to express their own ideas and listen ¢oidleas of others
through discussion of the change process and trerekceive a fuller
assessment of why some approaches to change weotesewhile other
approaches were rejected.

Facilitation and Support. Gradual introduction of the change
process and provision of support to people affedtgdhe change are
effective for overcoming resistance. Support canpbevided to those
members directly affected by the change by progdmaining programs,
time off during the transition period, and emotibsapport when the
change process is at a difficult stage.

Negotiation and Agreement. Many times, it is necessary for
managers to negotiate or bargain to win acceptanceduce resistance
to change. Powerful individuals or departments finoaganization may
demand more resources to comply with the chandesviogg correctly or
incorrectly that the change will reduce their powdanagers may want
to seek agreements through negotiation prior toit@ementation of
change to avoid disrupting the change process.

Manipulation and Co-Optation. Managers may select a strat-
egy of covertly steering individuals or groups awaym resistance to
change through selective, use of information. Ty also assign poten-
tial resistors to a desired position in the chapgeress.

Explicit and Implicit Coercion. If managers seeking to imple-
ment the change hold an advantage ot power ovéstees, they may
demand that members support the change or be ¢megiwith the loss
of rewards and resources. This strategy has thenpat for increasing
resistance among members in the future and thusost appropriately
used when change must occur quickly and without dpportunity to
muster support through other strategies.

TARGETS FOR CHANGE

Change can be targeted to three important areas ofganization:
technology, administration, and humd@n@hange in an organization's

8. H. J. Leauvitt, "Applied Organization Change mhhstry: Structural, Technical, and
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technology requires the alteration of equipmengimeering processes,,
research techniques, or production methods. Chgnifie administra-
tion of an organization requires approaches that ahe organization”®
structures, lines of communication, managerial drgry, goals, strate-
gies, and reward systems. Changing of humans, obeies of the organi-
zation, is focused on altering attitudes, valueshhical skills, and
behaviors. It is essential for managers to idematitgrget or several targets
for change that will lead to greater overall effemhess. As suggested in.
Figure 11-3, these three areas of an organizatiod to overlap, and thus
change in one area often requires change in anattex. We wilt_
examine each of these areas of an organizatiorhvdain serve as targets
for change.

Figure 11-3 AREAS FOR TARGETING
ORGANIZATIONAL CHANGE

Administration

Technology I I

Human

Technology Change

With ever-increasing pressure on American managénen
increase innovation and improve production effickentechnological!
change has received considerable attention. Rfroatl Chapter 8 that!
technology refers to the conversion process thastorms organization';!
all inputs into outputs. As such, an organizatidet&hnology consistsofl
machinery, knowledge, tools, techniques, and astibat are necessaiyl

] ~ Human Approaches," in W. W. Cooper, H. J. Leaswitty M. W. Shelly, I,
spectives In eds. New.fa Organization Researfiiew York: fohn Wiley & Sons, 1964),
55-71-
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to complete the transformation process. Thaeshnological change
involves alterations in the organization's conv@rgrocess.

A problem that often confronts managers wishinm#dke techno-
logical changes is how to achieve the light bald@teseen creativity and
routinization. Creativity, as it will be discussedChapter 16, leads to
innovation; routinization often increases efficimscin production.
However, in many situations, promoting creativilymalecrease efficien-
cy and promoting efficiency can decrease creatiuitthe production of
goods and services. Moreover, emphasis on crgasuitseful for initiat-
ing change, but the implementation of change isfaetitated through a
routinized technology. How might managers resdigdilemma?

One answer to this dilemma is to devedopbidextrous or ganiza-
tlons—establlshlng structures that are appropriate tb breativity and
efficiency? Recall from Chapter 8 that Tom Burns and G. MIkBta
identified two types of organizational designs:amig and mechanistit.
Organic organizational designs are those that esigEhaecentralized
structures and thus promote creativity. Mechanwisigns emphasize
centralized structures and are appropriate fostdskt need to be routin-
ized. When managers want to promote creativityntbate technical
change, it is best to have an organic design. Hemeeentralized, mech-
anistic design would be more appropriate for imgatimg change to
increase production efficiencies. The ambidextaganization is, there-
fore, one that has separate designs: an organgndes creativity and
the initiation of change and a mechanistic desigriife implementation
of the technical change. There are four ways osg#ions can achieve
technological change through the ambidextrous @&gproswitching
zarslljlctures, innovation departments, venture teamnd,idea champi-

Switching Structures. Switching structures means that man-
agers change their department or organization leetwerganic and
mechanistic designs, depending on the need fovatiom or implemen-
tation. Managers, for instance, may decide togralluction for a day to
conduct informal meetings where employees canifgigmoblems and
generate ideas for solving those problems. On@gesed-upon solution
has been achieved, managers can then revert tlaetrdept back to a
mechanistic design in order to implement the cha@gnerally this
method works best in smaller organizations suchmasufacturers of
parts or restaurants.

9. R. B. Duncan, "The Ambidextrous Organizationsigaing Dual Structures for
Innovation," in R. H. Killman, L. R. Pondy, and Blevin, eds.The Management of Organi-
zation1 (New York: North-Holland, 19761: 167-88.

10.T. Burns and G. M. Stalkefhe Management of Innovatifloondon: Tavistock
Publications, 19611,

11.R. L. Daft,Organization Theory and Desig2d ed. (St. Paul, MN: West Publish
ing Company, 1986), 273-75.
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An
ambidextrous
approach to
organization
addresses "both
creativity and
efficiency.

Innovation Departments. In larger organizations, separdgge
departments can be created to deal specificallly angativity and initia-
tion of change. These innovation departments ajanically designed tg
facilitate the development of new ideas and tealsq Those ideas th['

are deemed worthy are then passed on to a medbalhysidesigned
department for implementation. Research and dewsdop department
are often designed organically for the purposeesfegating innovations.
The innovation is then communicated to the productilepartment.
which implements the innovation through a mechandgsign. Figure
11-4 identifies the relationship between separafgadments where the
initiator has an organic design, and the impleesmimechanistic design.

Figure 11-4 INNOVATING” IMPLEMENTING
[Implementing
Department Initiati Department
(Organic nitiation (Mechanistic

Design) Design)
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Venture Teams. A technique for technological change that is
increasing in popularity is the use of venture teafventure team is a
temporary grouping of organization members for phepose of generat-
ing new ideas. They are freed of the organizatitmiseaucracy which
might stifle creative thinking and in many cases arovided with a
separate location and facilities. Major corporasicsuch as IBM, 3M
Company, Dow Chemical, and Texas Instruments haed wenture
teams to solve technical problems and promote chang

Idea Champions. An ideachampion is a member of the organi-
zation who is assigned responsibility for the sgsfal implementation
of a change. The idea champion may be a senior genar a non-
manager, such as the inventor of the idea thatslé@acdthange. An idea
champion is someone who is devoted to the changeisanvilling to
expend time and energy to see that the change p&es. Idea champi-
ons are individuals who will fight resistance tcaoge and will actively
pursue resources necessary to implement the ch&@wsggor managers
often make excellent idea champions hecause they parsonal power
and prestige that can push the idea through buratioaed tape and
make sure that the idea comes to the attentioregfdecision makers.
Idea champions have heen fouadbe critical to the success or failure of
change. For example, Texas Instruments reviewedsutessful and
unsuccessful technical projects. One consisterdiritn was that every
failure also lacked an idea champion. As a resléxas Instruments
established as its number one criterion fur progggroval the presence
of an idea champiotf.

Administrative Change

Administrative change refers to alterations in tinganization's
structures, lines of communication, managerial dvigly, goals, strate-
gies, and reward systems. Change is usually impiézdein the adminis-
trative area of the organization to improve therdowtion and control of
manager and member activities. Management mayin&ance, alter the
strategy of the organization, which in turn willgére the implementa-
tion of new structures to successfully coordinate aontrol activities
that are designed to support the new strategy. Athtmative change is
important when the organization must adopt new rgarial methods to
increase performance or to avoid failures.

One way for managers to understand the procesdministrative
change is represented by the dual-core mtdehedual-core model sug-

12. T.). Peters and R. H. Watetnian, In. Search of Excellenddlew York: Hafper
and Row, 1982), 203-204.

13.R. L. Daft, "A Dual-Core Model oi Organizationalravation,"Academy of
Management Journal 2[1978|: 193-210.
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gests that application of organic versus mechanidtisigns is partly
dependent on the need for administrative versusntdogical change.:
The dual-core model identifies two cores of an orgaion: administra-
tive and technical. The administrative core rebisva the technical core
in the hierarchy as depicted in Figure 11-5. WHenddministrativecote
is required to undergo change, usually due to aemain environment,
then the appropriate design would be organic inatth@inistrative core
and mechanistic in the technical core. The orgawiministrative core
allows managers to be creative and innovative éir thfforts to adapt to
the environment. Innovations are initiated in tldenanistrative core and
then implemented by the mechanistic design in ¢ohrical core. This
change represents a top down implementation prdogb® organize

Figure 11-5 DIMI>EORE IVtODEL FOR
ADMINISTRATIVE CHANGE

Administrative
Core

Tachnical
Core

Source: Reprinted by permission from ORGANIZATIONHEORY AND!
DESIGN, second edition by Richard L. Daft. Copyti@hL986 by West Publishing
Company. Ail rights reserved. Page 280.

Human Change

A third area of organizational change concerns mandi.e.,
bers of the organization). As a target for chanige,emphasis of human
change is on altering values, attitudes, skillsfggenance, perceptions,
and behavioral patterns of members. Efforts tadtdéthuman change
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may come from within the organization as providgddaining programs
or may come from outside the organization throughuse of experts in
organization development. The change process @ideat humans may
involve an individual, group, or the entire membmpsof an organiza-
tion. Since many techniques for human change aeudsed in Chapter
10, Chapter 12, and elsewhere in the text, wefadls in this chapter on
organization development.

Organization Development. Organization development (OD)
provides an overall framework of change focusinglmimprovement of
human relationships. The OD effort of change swit® make change
itself a natural occurrence in the organizationthe sense that members
are comfortable with change and are willing to seekrovements in
their working environmentOr ganization development has been defined
as "an effort (11 planned, (2) organization widadg3) managed from the
top, to (4) increase organizational effectivenesd health through (5)
planned interventions in the organization's 'pretassing behavioral
science knowledge*

In this definition, we find the key components be torganization
development approach to change. First, the OD ambras planned.
Change is not based on spontaneity, but rathelaoefud consideration of
the goal of the change and the methods that valll i the achievement
of that goal. Second, OD is an approach to humamgé that considers
and includes all members of the organization. ha$ change restricted
only to some individuals or groups in the organi@at Third, OD is a
change approach supported by top management. Glgrtbia requires a
firm commitment of resources to the change procéesrth, the change
is designed to increase organizational effectiverasswell as to improve
the working conditions of its members. Increased efiertess at the cost
of deteriorated working conditions is to be avoidéad finally, OD
utilizes behavioral science approaches to creatmie open and honest
atmosphere in organizations. Emphasis is on theotisechniques that
facilitate communication and problem solving amangmbers.

OD Assumptions and Values. The practice of OD is based on
several shared assumptions about people as indilidas group mem-
bers, and as members of the organization. Thesamgaons guide an
OD practitioner in her or his efforts to bring ababange in the organiza-"
tion.

People as IndividualsThree basic assumptions are made by OD practi-
tioners concerning people as individuals. Firsggle in the organization

14. R. BeckhardQrganization Development; Strategies and ModRksading, MA:
Addison-Wesley, 1969p.
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seek to satisfy higher needs such as personalamveht and growth in
their job. Second, people desire to make a corttdbuo the organiza-
tion. And third, people not only desire to make antcibution to the
organization, but they also have the potentialdsa. The practice of the
OD approach aims to overcome those organizatioaaidys that dis-
courage members from satisfying higher needs ardngua contribution
to the organization through their work.

People as Group MemberBractitioners of OD assume that the nature
of group relationships will determine the satisf@ttand contribution oi
the individual members of the group. It is impottemthe OD approach
that group members feel that acceptance in a wankpgis important and
that the group is capable of generating trust, sup@nd cooperation
among the members. Finally, the nature of the gghquld be such that
members are capable of acting both as leaders affidllawers in the
group when necessary.

People as Members of the Organizati@D practitioners assume tnak
organizational structures have an impact on meratitudes and behav-
iors. For instance, if a new policy on dress wammmunicated to organi-
zational members, there would be an effort to aligethe policy. A
second assumption is that win-lose conflict strateg—where conflict.is,
based on one member winning at the expense of anatekmber—ail
not healthy in the organization. A third assumptisrthat upper man-"
agement must have a long-term commitment to chamiein the
organization.

These assumptions to the OD approach are critictde success
of the OD practitioner. For instance, if a praotigr of OD were to try to
improve the organization's effectiveness and healtire members did
not desire to participate in the change and up@aragement was unsup:
portive of the change, the chances of success woallalmost nil.

The OD Process. Several important steps can bdifigehin
the OD process. Organization development is usuaijylemented by
what is referred to as a change agent, who is lysaialindividual outside
of the organization who intervenes to start thengegprocess. The steps |
involved in the intervention are as follows: idénta need for change
select a technique for change, solicit managemempat, implement]
the change process, overcome resistance to chamge,evaluate
change process.

Identify, a Need for Chang&he first step in an OD intervention occusj
when the change agent identifies a need for chahigis. may be tfojt
result of work with managers or employees in attemp underscanl]
why productivity or satisfaction is low. The changgent must
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The tole of
change agent is
a critical one in
the OD process.

mine whether the situation is temporary or may hlawg-lasting effects

on organization and member effectiveness. If theasion appears to be
long lasting, the change agent will want to identé change process
which will solve the problem.

Select a Technique for Chang®dendell L. French and Cecil H. Bell, Jr.,
have identified 11 intervention teclmiques thatrod@ agents can use in
the organization development approath.

A Diagnostic technigueOnce the change agent has identified a
need for change, an effort to obtain more in-deptbrmation
about the situation is necessary. This can be apltished
through diagnostic techniques which may includehsmeth-
ods as administering questionnaires and surveysduwaing
interviews, attending meetings, or reviewing repahd min-
utes of the organization. Diagnostic techniquesdagigned to
obtain as much in-depth information about the situtmas pos-
sible.

A Team building.Team building consists of a series of activities
designed to assist individuals who work in groupsl¢velop a

15. W. L. French and C. H. Bell, [Qrganization Development; Behavioral Science
Interventions for Organization Improvemeg@t] ed. (Englewood Cliffs, NJ: Prentice-Hall,
1978)
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sense of teamwork. Teams may consist of memberswank
alongside one another daily or are together onogept fora
short period of time. The change agent instituteya@ses that
facilitate communication among members of the tesm
teaches techniques that axe applicable to solvioiplems.
Survey feedbacklhe survey feedback technique of organiza-
tion development starts with the administering afueestion-
naire designed to gauge attitudes and perceptibnseembers.
The information is then collected by the changenaged fed
back to members. The feedback may present thetsesfuthe
survey with time set aside for the group to disdhesr mean-
ing and explore possible interpretations. Membewgsy e
actively involved in. the solution to problems thgh use of the
survey feedback technique.

Education.Educational techniques usually consist of classroom
training. The classroom can be used for both dkillelopment

in regard to relating to others and the exploratbmaterial on
specific topics. The education technique is différieom sup-
porting managers who return to school to obtaiegrek in that
the class will usually consist of organization memsband the
emphasis is on the development of human skillserathan,
technical skills.

Intergroiip activities.The change agent may want to focus oa
technigues designed to enhance relationships betgysmips.
Problems may occur between organizational depaisnen
because of a lack of understanding between thepgrolihe
change agent may want to apply techniques thaeaser com-
munication between groups and promote cooperafibird-
party peacemakinglhe change agent may want to resort to an
approach of mediation or negotiation between twotigm
engaged in conflict. The parties in conflict maydveups, indi-
viduals, organizations, or a mix of the thr&mnciotechnical
activities. Sociotechnical refers to the way members relate to
the organization technology. The change; agent examine
the technology of the organization to seeii itdsnpatible with
existing structures. If not, a structural changehsas a move
toward decentralization, may be necessary. Orclla@ge agent
may want to change the number ani£| compositiorasKs that
an employee has responsibility foRrocess consultation.
Process consultation is a popular technique inkvthie change
agent observes individuals or groups in the orgdiuia to
develop an understanding of their attitudes anévtiehs. Based
on observation, the change age provides immedéggback to
members so they can readily; | observe how cepeicesses
shape their relationships.
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A Life and career planningAnother technique that a change
agent may want to apply concerns life and careanmphg of
members. This is particularly useful where the gaafl mem-
bers and the goals of the organization are incoinlgatThe
change agent may assist individuals in formulatpegsonal
goals that coincide with those of the organizatonidentify
specific career maps and training opportunities.

A Coaching.Coaching is an effective technique when individuals
need feedback in order to understand how otherseaponding
to them. The information provided is usually noreasive and
constructive.

A Planning and goal settin@iime management, goal setting, and
activity planning are important managerial taskse Thange
agent can assist managers in improving the usheif time,
setting goals, and developing plans. Increasimgkaged com
puter software is being made available to manafmrthese
purposes.

Solicit Top Management Suppoihe successful implementation of
any OD technique directed at human change reqtiesupport of top
management. Top management should communicate gupipthe OD
change technique to those organizational membeswih be involved
in the change process. Communication from top mamegmt should
identify the goals of the change effort, the pumad the change, and
expected outcomes of the change effort. In this,vmagmbers will fully
understand why the change effort is taking plaas karow that top man-
agement supports its implementation. Indeed, withbe support of top
management or in situations in which top managemieasd not
announced its support, members are likely to ttkatchange effort as
frivolous or nonconsequential. If this occurs, ttienge effort is sure to
fail in achieving its goal.

Plan the Change Proces¥he change process should be well conceived
from start to finish. The change agent should brdawn the change
process into subparts and then each subpart shmaldnplemented
sequentially. This will enable the change agenttmitor and evaluate
progress. If some techniques do not work, the chaggent will have the
opportunity to substitute a more appropriate teghaiwithout a large
loss of organizational resources invested in thenge process.

Plan to Overcome Resistance to Changesistance to the change pro-
cess may come from a variety of members in theroegéion. Top man-
agement may get "cold feet" halfway through thengeaprocess and
begin to withdraw support. Managers of divisionsdepartments may
feel that the change process is a direct attadkein competency or their
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power and thus resist the effort. Equally true, agars of divisions
departments left out of the change process mawusecof uncertainty,?
feel that the change outcome will result in the kerang of their posi-
tion. Employees may feel that the change process &ffort to increase
their work obligations without commensurate pay, tbey may feel thin
the change process is simply an effort to evaltre® work and that die
information will be used by management to makesiens about firings*
or layoffs. Regardless, the change agent is resiplenf®r anticipating,
resistance to change from a variety of people endfganization. Thej
change agent should have a well-thought-out plazotmter the A
tance and apply the techniques for overcoming taste to change dis-
cussed in the previous section.

Evaluation of Change ProcessEvaluation of the change process is
final step in an organization development progrdime change ag
should develop evaluation methods that will measww closely
change process came to achieving its intended §valuation of the
process can be achieved through observations witset (comparing
activities before and after the change programimaéemented), discus!
sions with participants in the change process disas¢hose who did norl
participate, and the collection of performance datdetermine if rk{
change process led to an increase or decrease.

Evaluation of the change process, however, carathenr difficuli
Many unintended factors can influence successilurdain achievingths
intended goal. Contextual factors, such as therenmient, growth, link]
ages, and ownership, may alter the intended outaufmtbe change pr
cess. Generally these factors are uncontrollabltheychange agent, thu
failure in the change process may result in spitea owvell-planned
executed change program. The change agent shakdolyond her orj
his own efforts in evaluating the causes of succedsilure of the char
process.

Conditions for Successful OD Programs. While méautor
may contribute to the success or failure of an @@gpam, there
several important conditions that are thought tmbeessary for an >
program to succeed. Wendell L. French and Cedél, Jr., have idenf|
fied 11 such condition$

A Recognition by managers and members that the orgami
has problemsWithout recognition, it is unlikely that a cha
process will receive the required resources to niakeeffo
successful.

A Use of an external change agent to initiate thecess.
change agent should have the proper training aalcinot lei

16.1bid., 215-28.
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a member of the organization. Internal change ageftén lack the

experience, objectivity, expertise, and autonomy inglement

programs that are necessary. Importantly, an eateomange

agent is free of prior political squabbles that camiously hamper
one's efforts to lead the change process.Sépport from top

management for the change process.previously noted, the lack of
top management support can seriously jeopardizestlmessful

implementation of a change program.

A Involvement of work group leadei/here change is directed at
work groups or teams, it is important that the wgr&up lead
ers have an active role in the change process.oMitimvolve
ment of work group leaders, the aftermath of thencfe process
is unlikely to be carried on.

A Achieving early success v\nth the OD effBriccess breeds suc
cess. Generally change agents should strive ihititalimple
ment a change process that has a high probabditgdccess.
Success motivates members to continue with thege®and
gives members confidence that more ambitious effoan also
be successful.

A Education and communication of the change process iés
goals.Generally people will respond positively to a chamgo-
cess if they understand why the change is beingenaad what
the purpose of the change is. Articulation of thepmse and
goals of the change process should be made frelyuent

A Support of managerial strength®any times, change agents
become so focused on the process that they igherpdsitives
that exist in the organization. Managers who hayvedgmanage-
ment techniques should be acknowledged and reigfor¢he
change agent should be wary of overplaying the éeXpole in
an organization.

A Inclusion of personnel managers in the OD progranne
change agent should include managers from the peescor
human resources department in the planning andeimghta-
tion of the change process. Human resources masagerpro-
vide valuable information and insight into membepsrfor-
mance, development, and rewards.

A Development of internal OD resourcé3ne goal of an OD pro-
gram is to make change an ongoing and healthy psoitethe
organization. The change agent should involve aaid brgani-
zation managers at all levels in OD skills aeghniques. By-
developingexpertise in OD skills and techniques, managers of
the organization can plan and implement change biftey the
change agent has left.

A Effective management of the OD prograihe change agent
should monitor and respond to situations in orageoptimize
the chances of success. This often requires cacefuldination
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and control of activities to make sure that thengfeaprocess i>
correctly implemented and that members are in supdalie ||
program. I
Measurement and evaluation of resulteasurement and eval-
uation of results provides the change agent andbeesrof the
organization with important information about thieetive-
ness of the change program. This information cathbebasis
for planning and implementing change programs éfthurai

ORGANIZATIONAL CONFLICT

Anyone who has ever worked in an organization israwhat con<
fliet exists, and that it can have disruptive effean organizational and
member activities. Many times, opposing groups puit their own goals
above those of the organization. As a result, tigardzation's effective-
ness lessens. In other instances, members findtithatwhich could
have been used productively is instead used updandict situation.
Finally, many of us have experienced the situatiowhich the conflict
becomes so intense that, win or lose, we are enaljoand physically
drained of our energy and as a result find oursetoebe ineffective.

Despite the adverse effects that conflict can geeremany theo-
rists and practitioners today view conflict as afukforce in organiza-
tions and, if managed correctly, as a potentiatddor innovation arg
change. Stephen Robbins notes that the once-held thiat conflict is.|
inherently destructive is incorrect. Instead, ratest, a certain amount of
controlled conflict in an organization is healthgonflict, according to
Robbins, helps to prevent an organization fromrsttigg and from pro-
ducing myopic decisior’s.In a survey of top and aiiddle managers, man-
agers rated "conflict management” as of equal ljghtty higher] impair
tance to that of activities such as planning, comicating, motivatingJ
and decision making. The managers spent about r2@neof their time:
on conflicts; yet, they did not consider the catflevel in their organic-
tions to be excessive. Instead, they rated it asiabght*®

Conflict and Competition

Many times the termsonflict and competitionare used inter'
changeably. However, the two terms are indeedrdiffe Organizational]

17.S. P. Robbins, "Managing Organisational Confligt,J. Schnee, E.Kirby
and H. LazanisThe Progress of ManagemédBhglcwood Cliffs, N]: Prentice-Hall, 19
163-76.

18.K- Thomas and W. Schmidt, "A Survey of Managenétests with Respectn|
Conflict,” Academy of Management Jourfdline 19761, 315-18.
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Q: What do. you believe are the fundamental differ- than many "experts" predicted in the 1970s. How-
ences between organizational change made by conever, because of declining productivity and
sultants hired temporarily and organizational cleang increased international competition, the 1990s will
made through an organization development program?see robots replacing workers in the United States,
A: Effective organizational change requires and employed workers will need more computer
maximum information, participation by the work- skills. Management will need to develop human and
ers, trust in the initiator, and a good experienith conceptual skills that motivate technical workegs t
a previous change program. Many temporary consul-increase productivity.

tants do not implement lasting change, because the'Q: Many managers are uncomfortable with conflict and
either ignore the above factors or do their faddish thus prefer to avoid rather than manage conflict. Are
thing and run. On the flip side of the coin, some there techniques or ideas that managers can use to
internal OD departments are ineffective because assist them in learning to manage conflict?

they are part of the problem, are seen as spid®of A: As we compete over scarce jobs and
boss, or can't see the forest for the trees. Unfort resources in the 1990s, managers will have to learn
nately, effective change is implemented in a large to manage conflict. Those managers that keep
program at about the pace of a turtle with gout. Fo brushing problems under the rug will be ineffective
change to be effective, there must be a proper diag in the long run. Managers of the future will comnin
nosis and effective implementation of the change to be promoted based upon superior performance
program, and the new behavior must become atheir technical skills. During college, a small-gpo

habit. dynamics course should be required for students
Q; Many management scholars believe the increased majoring in engineering, computer science, account-
use of robots in the workplace will have a profound ing, physics, and so on. Then, when organizations
effect on management processes. Do you believe this select managers, they should put greater emphasis
to be the case and what, if any, changes will result from on human skills and use more assessment centers to
ihjs new technology? evaluate managerial candidates. Finally, organiza-

A: America is lagging behind international com- tions should have a practical management course
petition such as Japan and Sweden when it comes tiwith cases and skill development where candidates,
introducing robots in the workplace. Between 1974 can experiment with management skills. If the can-
and 1981,Business Weekeported that robots didate does not have the aptitude for management,
increased from 0.8 to 4,0 robots per 10,000 workersthere should he a dual-career path to allow the
in the United States while they increased fromt@.9 employee to pursue a technical career without mov-
13.0 in Japan, and from 1.328.9in Sweden. Thus, ing into management
robots replacing workers in America will be slower

414
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conflict can be broadly defined as a disagreemestivéen two.
organizational units (individuals or groups] resdtfrom perceived or.
real efforts by another party to interfere with tehievement of a goal.
Competition, on the other hand, exists when goadsrecompatible, hit.
no opportunity exists for interference in the otlparty's efforts to.
achieve the goal. In other words, conflict existseew one party attempts-
to interfere with another in its efforts to achieargoal.

A manager oi a production unit who slows down wsokthat the
sales force is unable to meet its quota is engaigicgnflict. Two sales-
persons may compete to see who is able to medtsmzota first. In the;
former instance, the production manager has actedich a way as to
interfere with the sales force in its effort to mske its goal. In the latter
instance, the two salespersons are engaged imbyrito see who can
reach the quota first without interfering in eadhes's activities. How-
ever, should one salesperson begin to remove digstor cut the phone
cord of the other salesperson, conflict would exist

Sources of Conflict

There are many sources or causes of conflict in an orgamizati
While conflict may take place between members, betwindividuals
and groups, and between groups, we can usually thecsource of these
conflicts to one or several of the following everitsk interdependence,
goal incompatibility, shared resources, differetia uncertainty, ami;
the reward system.

Task Interdependence. Chapter 8 presented four forms of task
interdependence: pooled, sequential, reciprocal,taam. Task interde-
pendence refers to the nature of the dependencecaorganizational
units for information, financial, material, or humaesources. Pookd]
interdependence occurs when units have little @intéth each other]
and thus are not dependent on one another fornaEsmSequential inter-,
dependence occurs when one unit cannot perfornskauatil anotha*
unit has completed its work. Reciprocal interdepamad means each
unit performs a task, and then a decision is mad® avhich receives
the output. Team interdependence is the most compmés mutually
interact in the exchange of resources.

Generally the greater the interdependence betweasts a(\
organization, the greater the potential for conffiawith pooled intent]
pendence, interaction is low and thus conflict pto& is low. Interact,
tion in sequential interdependence is limited tdsuthat provide rnpffi|
and the units to which the output is being providduus, conflict paten-;
tial is greater among these interacting units. plecal and team intenjel

19. R. Walton and |. Dutton, "The Management oéidépartmental ConflkiJ
Model and Review,Administrative Science Quarterypl. 14, no. 1 IMarth 1969Hi
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pendence are likely to produce the most conflitte Tieed to coordinate
and share resources, often in an unpredictable emaimlikely to gener-
ate conflict if one unit does not receive expectesilources from other
units.

Goal Incompatibility. From our discussion of organizational
goals in Chapter 5, we can understand that diftedepartments or units
can have different goals. As a result, these gaalg become incompati-
ble. Conflict is likely to result due to these @ifénces even though both
units of the organization agree on the overall gofathe organization.
Airport security, in the aftermath of a hijacking lmombing, may increase
security and surveillance of passengers. At theesiime, personnel in
the control tower want to attain the goal of air@a taking off and land-
ing on schedule. The delays caused by increasadgrisecnay lead to
conflict between the two groups.

Shared Resources. Most organisations have limited resources.
Because of these limitations, the potential forfiohincreases. Units
want to obtain the necessary money, facilities ppeoand information in
order to attain their goals successfully. If it epps that resources are
scarce, efforts will be made to secure resourcisn ao the detriment of
the goals of other groups. Inflating budgets, @raing the legitimacy of
activities by other units, and covert efforts t@ywent budget cuts are all
forms of conflict over resources in an organization

Differentiation. Paul Lawrence and Jay Lorsch discovered in
their research on organisations that differentraiea frequent source of
unit conflict’ Basically, they found that as each unit or departnin an
organization tries to cope with the unique demaoidds own environ-
ment, it necessarily develops its own types of pduces, cherished val-
ues, and point of view. For example, a researctadeynt in a chemical
firm might be run very democratically, and its pmrsel might develop a
rather long-term time perspective since most ofttiegs they are work-
ing on will not reach fruition for years. On théhet hand, the production
department might be run more autocratically, asdrianagers might be
expected to put a much greater emphasis on immedésults. Because
of these differences, communication and agreemamsit the sharing of
resources will be a more difficult task.

Uncertainty. Another source for conflict between organization-
al units is uncertainty. Uncertainty is often thesult of an unstable
environment. As the environment shifts, so must dle@vities of the
unit. This often results in the shifting of thekascope and rcsponsibili-

20. P. R. Lawrence and I. W. Lorsébrganization and Environmefilomewood, 1L:
Richard D. Irwin,1969]
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ties of the unit. As units increase or decrease theks and responsibili-
ties, they disrupt the activities of other unithis disruption may result
from learning that a unit no longer is providingesource that is critical
to your unit's goal attainment or from finding db&t another unit is
performing essentially the same activity as youit.upor instance, .a
public relations unit in an organization may, bexmawf increased
encounters with potential customers, begin safigiales. This activity
may result in conflict when the sales departmeatnis that it is losing:
commissions by not recruiting the customers itself.

Reward System. The reward system in an organizatem
have a large impact on the degree of conflict betwenits. The tewani
system often governs the degree to which units aeiiperate or engage
in conflict. If units are given incentives that iéward the attainment”
the organizational goal, cooperation is likely tnegge. However, if the
incentives are designed to reward units for thaimmbent of thfii!
assigned goals, then the potential for emergenoemdlict over coopera-
tion is greater. For instance, if annual salaryeases for managers are
based on overall organization profits, then marmgeross departments
are more likely to cooperate and seek compromiseveier, if salar
increases are distributed based on the performaheach department,
little incentive exists for managers to cooperadad instead, they
engage in conflict if the performance of their depeent is threatened.,.

Outcomes of Conflict

As noted earlier, many people regard conflict adegirable in an
organization. Indeed, early writers on managenfemty both the classi-
cal and behaviorist perspectives, felt that confltas an indication that
something was wrong or unhealthy within the orgatiin®* A manag-
er's primary responsibility was at least to redooeaflict and at best i
eliminate it from the organization. In other wordee most effectiv
organization was one that was built entirely upooperation.

More recently, a "pluralistic” view of conflict hdseen accepted..
This perspective argues that conflict is inevitainlerganizations and]
has beneficial qualities to its memberdndeed, it is argued that the
absence of conflict may actually be bad for theaargation in thaxit]
shows complacency and stagnation which may resute decline of |
organization. Figure 11-6 summarizes the differenbetween the
tional and pluralistic views of conflict.

21. S. P. Ruhbindylanaging Organizational Conflict: A NontiaditionAlpptoi&\
IEnglewood Cliffs, N|: Prentice-Hall, 1974)

22.. D. Nightingale, "Conflict and Conflict Resaln," in G. Strauss, R. Snow,
and A. Tannenbaum, edQrganizational Behavior: Research and Issues \MrGi)\
Wadsworth Publishing Company, 1976], 141-64.
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Figure 11-6 VIEWS QF ORGANIZATIONAL CONFLICT

Traditional View Pluralistic View

I. Conflict, by and large, is bad and should bel. Conflict is good and should be encouraged;
eliminated or reduced. conflict must be regulated, however, so
that it does not get out of hand.

I. Conflict need not occur. 2, Conflict is ia*vitable.

3. Conflict results from breakdowns in 3. Conflict results from a struggle for limited
communication and lack of understanding, rewards, competition, and potential
trust, and openness between groups. frustration of goals—conditions that are

natural in organizations.

4. People are essentially good; trust, 4. People are not essentially bad, but are
cooperation, and goodness are givens in  nevertheless driven by achievement, self-
human nature. seeking, and competitive interests.

Source: Adapted from Donald Nightingale, "Conflictd Conflict Resolution/' in George Strauss, Ray-
mond Miles, Charles Snow, and Arnold Tannenbauds,, ©®rganizational Behavior; Research and
IssuegBelmont, CA: Wadsworth Publishing Company, 1976).

What then, is the appropriate level of conflictan organization?
Figure 11-7 suggests that a moderate level of anflill lead to higher
levels of performance for the organization. Whenftot is too low, com-
placency and stagnation will emerge, causing thgaoization's perfor-
mance to decline. When conflict is too high, penfance is low, because
members divert their energies away from efforts dodvachieving goals.
Perceptions become less accurate. Units that lmgbhe conflict develop
"loser effects"” and seek scapegoats, and cooradinadimong units is
reduced. The benefits of conflict atmoderate level in the organization
are several, and all contribute to higher perforoearnModerate conflict
encourages members to focus more on their taskdemsdon superfluous
issues or disputes. It generates cohesion by gldi "we" feeling. A
balancing of power can be achieved through modecateflict, and
greater energy is directed toward the attainmengasls. It is important
that managers understand the intensity level offlaxirin their organiza-
tion in order to facilitate a movement toward higHevels of perfor-
mance.

MANAGING CONFLICT

According to the pluralistic view of organizatior@inflict, managers will
want to maintain a moderate level of conflict i thrganization.
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Figure tl-7 THE RELATIONSHIP BETWEEN
CONFLICT AND PERFORMANCE
High
Optimal Level of Conflict
Performance == = m———
Low l
Low

High—»>
Conflict Intensity

This means that conflict may have to he reducechusated, or main-

tained. The traditional view suggests that confliobuld be reduced and.
if possible, prevented. Regardless, we can iden@ghniques that ;m
designed to prevent conflict, reduce conflict, amtease conflict in the

organization. All are techniques that managersirgshement in order to

manage conflict in an organization.

Preventing Conflict

There are a number of technigques that managersisan
preventing conflict. They include the following;

A Emphasize organizational goals over unit godfsmembers
focus their attention on the goals of the orgaiiratthey are
less likely to promote the differences between godls. This
technique requires continual communication of oizgronal
goals in order to make sure members are constiaaiging pa |
the "big picture."

A Structure tasks so that they aie predictable amdblst W
structured tasks help members understand theiviaes,
the activities of other members. This reduces amilyg
uncertainty, thereby reducing the potential for ftich

A Develop and promote communication between memhbers
different units of the organizatiothe more misperceptions
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members have concerning what activities exist irotlaer
department or division, the greater the potentaal donflict.
Managers should facilitate the communication eith®r
encouraging contact between the groups or provitif@gma-
tion about their activities.

A Avoid win-lose situationsA win-lose situation is one in which
a member or group attains advantage through thevdgjon of
another. Where resources are scarce, managersdsteuise
mechanisms for distributing resources equitably. iRstance,
if budget cuts are necessary, managers should avaatic cuts
in one department with few cuts in other departreeRather,
an across-department percentage cut in funds wbeldnore
equitable.

Reducing Conflict

The above techniques are useful for preventingodwmirrence of
conflict. However, if conflict is already presentdais debilitating perfor-
mance, managers may seek techniques for its reauctihe techniques
discus&ed here can be applied by managers to redadiéct in an organi-
zation :

A Physically separate conflicting groupshe physical separation
of conflicting groups is a direct and quick wayreduce con-
flict. However, managers should recognize two latiiins to
this technique. First, it does not necessarily cedihe hostility
felt between groups or members. Rather, it previdrgsconflict
from flaring up. Second, physical separation shooidy be
applied when groups are not working on a joint tdskecipro-
cal or team task interdependence is absolutely ssarg to
complete the task, physical separation may poseergev
problems.

A Apply bureaucratic rules and regulationiswvoking or develop-
ing bureaucratic rules and regulations enforcesde of behav-
ior that can lead to the suppression of conflictrude stating
that only top management can approve employeelttaveain-
ing sessions may reduce the conflict between proaluand
personnel departments where the latter previouatly duthority
for such approval.

A Limit group interaction.Conflict can be reduced between
groups in the organization by confining their irdetion to

23. E. H. Nejlsen, "Understanding and Managing @Gettifin J. Lorsch and P. Law-
rence, edsManaging Group and Intergroup Relatioftdomewood, IL: Irwin, 1972]A29-
43,
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issues and tasks where goals are compatible. Mar®g t con
flict is tlie result of groups focusing on wheresthgoals diff
instead of on those goals on which they agree. IDpiveg agen
das that confine discussions between the two growipspics
where goals are compatible can lead to the reducficonflict.
Establish integrator rolesAn integrator role is one that serv@s.
to bridge two groups or departments in an orgaiozaiManag
ers can establish an integrator role by assigninbaaity tu.;.i
individual who then maneuvers between the configctyroups
in order to achieve a solution. The integrator rsleisual'}
tilled by an individual who is trusted by both clicting groups.
Encourage confrontation and negotiatiohhis technique tor
conflict reduction requires the face-to-face megitfi the con-
flicting members or groups. Managers should apply tech-
nique when they believe a direct and open discuasefothe
problems causing the conflict can lead to a netiotidbetween
groups. However, the success of this techniquédtémn @ontin-
gent on the groups seeking a win-win solution gsospd to 3
win-lose solution.

Bring in third-party consultantsAn outside or third party cor
sultant with expertise in human behavior can off@eilitate
the reduction of conflict. The third-party consultacan meet
with representatives from both groups and work antagree-
ment that is acceptable to both. Third-party cotasu$ should,
be used when suspicion between groups has resnledead-
lock. Because third-party consultants have no desterest in
the dispute or organization, groups are often mgllio trust and
abide by their recommendationRotate members between
groups.The temporary transfer of | members from one grimup
another can have long-term consequences on thetieuawf
conflict. The advantage of this foim of rotationtlet members
of one group learn the problems arid constraintsadther
group. It also encourages the establishment ofopaisbonds
that are an outcome of interaction with membershan other
group. As a result, conflict is less likelvn; rdsufrom
misunderstandings or lack of recognition of the pems
confronted by the other groupevelop superprdinate goals,
Developing superordinate goals by managers cantharfiocus
of members or groups from conflict to cooperatidhreats of
bankruptcy, loss of jobs, or the. deterioratiorpioduct quality
can often unite conflicting groups in cooperationachieve a
goal that is beneficial tboth groups. The "need to save the
company" is an expression designed to encouraggiatig
groups to set aside their hostilities and unitetfar purpose of
keeping the organisationJ going.
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A Use intergroup traininglntergroup training requires that mem-
bers from two or more groups in the organizationbbeught
together in order to undergo similar training exeeces. The
objective of intergroup training is to develop pament mech-
anisms that encourage groups to work together. rOftas
requires the use of outside workshops and traimiragrams
where participants are removed from the day-to@plems of
their jobs. Though expensive, such techniques baea benefi-
cial for reducing conflict in organizations.

Stimulating Conflict

It is obvious that conflict can be stimulated, ncrieased, by man-
agers simply avoiding or reversing the applicaténhe techniques men-
tioned. There are several additional techniques ti@nagers may want
to consider when stimulating conflict between oppggyroups is desir-
able:

A Increase competition and opportunities for confliawhile
competition differs from conflict, as discussed liegirin this
section, when competition intensifies, groups usuaeek
opportunities to engage in conflict. Creating aveaimr compet-
itive activities, such as awards for the divisidrat sells the
most products, can energize members and groups organi-
zation. Conflict can result when one group suffesnm loser
effects. That group may demand that the rules efabmpeti-
tion change to make the conditions of winning theal more
equitable. Through modification of the rules, conijen con-
tinues and the organization benefits from this rieund energy
by an increase in sales.

A Increase uncertainty among grouddtagnation in organizations
is often the result of keeping activities unchangaer long
periods of time. Members and groups know exacthatthsks
are to be performed each day and can predict ghétseof those
tasks. Uncertainty reduces the ability of memberd groups to
predict. Assignment of new tasks, hiring of newsosnel, and
withholding of information are all techniques thesn be used
to increase uncertainty. As uncertainty increaaesew interest
in activities develops, and the potential for carfloecomes
greater.

A Change the reward syster.change in reward systems is one
technique that can accomplish both the increasmmpetition
and the increase in uncertainty. Reward systemsoanurage
competition by having the distribution of rewardasbd on a
comparative formula with other groups rather thathwprior
time periods. For instance, a group that receiegsrds based



420 Part 4A ORGANIZING AND STAFFING

on this quarter's performance compared to lasttesiperfo
mance is in competition with itself. However, thasts of the
rewards can be changed to a system whereby reasedatistri

uted based on how well the group performs in thisrtgr co

pared to other groups in the same quarter. Additlpnth
introduction of a new reward system creates unicgytea
members or groups try to determine how they wilkfffecte
by the new system. Often, this leads to increasaedlict due t
misinterpretations or miscalculations of how thevaed syste
operates.

Ineffective Techniques

Over the years, managefsom all types of organizations h
developed techniques for managing conflict thategaly have proven
be ineffective. So that you will be cognizant ofldrave an opportunity
avoid these techniques, we refer to them as namgcadministrati
orbiting, due-process nonaction, secrecy, lamdand ordef*

A Nonaction.A popular but ineffective strategy for managing
flict is simply to do nothing, hoping that the cbeif will go
away. When managers utilize this approach, theguwage di
conflict to escalate into uncontrollable proporsamith unpro
ductive results. Ignoring problems usually onlyreases fru
tration and anger among the participants.

A Administrative orbitingThis technique recognizes the confl
situation, but appeals for change or attentiorptaeed "under
study" until "more information is received." Aftarwhile, the
conflicting parties recognize that the administratrbit doé
not provide solutions; therefore, they increasdr thestilities
and undertake destructive action directed at tharoration or
manager. Strikes, work stoppages, and sabotage ofte
from application of this technique by managers.

A Due-process nonactioi third ineffective technique for han
dling conflict is through due-process nonactidger e, recog
nized procedures are established for members arpgrto
redress grievances. However, the procedure tutris ¢t cost'
ly, time consuming, complicated, and with no guseas of
successful outcome. The purpose of this technigtie weai
the hostile groups or members down, unless thepsddo
devote all of their energy to combating bureaucrats

A SecrecySome managers feel that if they seek to maintarcse
cy regarding the way they operate and make desisibay wilt

24. R. H. Miles Macro Organizational BehavidiSanta Monica, CA: Goodyai.|
1980], 125-2.6.
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avoid questions and confrontations from those wieoadfected
"by such activities. Managers using this techniqué disclose
those activities that they feel shed a positivétlign their activ-
ities. This "none of your business" attitude gebesadistrust
and frustration among members of the organizatidius, any
effort to formulate and implement a solution toanftict situa-
tion is met with suspicion.

A Law and order.This requires the suppression of conflict
through force. Managers, in the name of the oveyathd and
welfare of the organization, invoke stringent rutdten unrelat-
ed to the conflict situation. Those who persistha conflict are
labeled as troublemakers and efforts are madesiretiit them
by suggesting their motives are devious. Managsesthis tech-
nique with the idea that conflict can be suppresaed thus
eliminated. However, conflicting groups in the pges of cur-
tailing their hostilities will often forge a coalin directed at
management out of resentment toward the technique.

IMPLICATIONS FOR MANAGEMENT

As a manager you will want to devote considerabiension to the
processes and outcomes of change and conflict. &etlpowerful dynam-
ics of an organization, and they can have considereonsequences on
the performance and overall effectiveness of aramiation. Learn to
identify the sources of change and conflict. Totenf managers only
attack the symptoms of a problem rather than ctimgadhe underlying
cause of the problem. When only the symptom istéigbamanagers will
be forced to deal with the problem's reoccurrermpeatedly.

Many managers find it useful to identify steps thegnt to take in
order to implement change before they proceed. dreation of these
steps requires a keen understanding of how botareak and internal
forces affect activities in the organization. Asmanager, you should
develop a list of each external and internal foyoa believe affects the
activities of your organization. You may want teepesuch a list handy at
all times. It can serve as a checklist and remimdavhat factors must be
considered before change is to take place in tganization. If possible,
try to avoid reactive responses to change. Whilayrtames throughout
your career you will have to react to (as opposedlan for) change, the
change process has greater potential for success this planned.
Remember that, unlike most operative-level emplsyeranagers are
paid to anticipate problems.

Regardless of how well thought out and how beallgiftonceived
your plan for change is, expect resistance. Rasistdo change can
evolve from many unexpected sources. However, uf gr@pare your plan
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for change considering the potential resistandsetmet, you may be abl
to make an effective response and thereby overtbengesistance. Man
excellent plans for change have fallen by the wigyblecause the manag-
er failed to consider adequately the resistancewtoald be met.

If you have determined that the source of a probiests with ilk-
administrative domain of the organization, you wilant to facilitate
change by altering policies, goals, structure,\alugation systems. Cre-
ate an organic system in the administrative unitférmulating the
change. This can be accomplished by developing shais or sessions
that allow employees to offer suggestions. Or er@aseparate organiza-
tional department whose goal is to formulate sohito problems.
When it is time to implement the change, develapezhanistic system
This will enable you to monitor the change procasd identify trouble
spots.

If you believe the problem to be solved is causgdhle technical
domain of the organization, you will want to charige tasks or technol-
ogy in the organization. Again, you may halt theduction line and
develop workshops or sessions that will encouragel@yees to partici-
pate and contribute to the solution of the probl@nmce a solution has
been identified, a mechanistic system can be usedpglement the solu-
tion to the problem. More common is the creatioranforganic depart-
ment, such as research and development, whosegytiakcreate new,
ideas to be implemented by a mechanistic produaepartment.

When a change of members is deemed necessaryj&oasi orga-
nizational development program. While more coshign hiringM\
outside consultant, if has many long-term benefitske a commitment}
to greet change as a natural process in the oagamzand develop your;|
own ideas as to how the workplace of members campp@ved. Reraem-f
ber that any successful change through an OD progrgoing to require!
support from management. If you display suspicioridicule toward thej
program, others will assume that attitude and tlogiam's chances foi]
success will be greatly reduced.

As a manager, you should begin to realize thatlicoofin be hothj
beneficial and destructive to an organization. Yiallifind yourself Hi
many situations where your first instinct is to toyeliminate the con-]
flict. This is only natural because as humans, ameegally prefer a peace”
ful setting in which to work. However, recognizethhe conflicta
lead to benefits for you and your organization. iregechniques
preventing, reducing, and stimulating conflict. Toyidentify what yo
believe are the optimal ranges of conflict betwgemups or memtej
that you are supervising. Then determine wherelicoiri your organiaj
tion resides. Finally, apply techniques that withye the conflict sit
tion into this optimum range in order to increasefgrmance. Avoid t&|
use of ineffective techniques for handling conflithough tempti
often used, recognize that they may solve shorsymmptoms, but vriO|
most likely compound problems in the long run.
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KEY TERMS administrative change organizational change
AND ambidextrous organizations organization development
CONCEPTS change agent changing planned change reactive
dual-core model human change refreezing
change idea champion switching structures
innovation departments technological change
Lewin-Schein model venture team
unfreezing
REVIEW 1. What are the key external and internal forces ihidience
QUESTIONS change in an organization?

2. How does planned change differ from reactive chaniyaich
is considered to be the most effective approaathemge?

3. Identify and discuss the three steps for changerds=d in
the Lewin-Schein model. What conditions are necgska
change to be successful?

4. Describe why some members of an organization maigte
change. How might managers overcome this resistamce
change;

5. What is the ambidextrous method of technical chargis
cuss why each design is more appropriate than tiier dor
formulating or implementing change.

6. What are the implications for administrative chamgepre
sented in the dual-core model?

7. What is organization development? How does OD diifem
hiring a consultant to institute change?

8. Identify and discuss the assumptions that an OyEm
makes in regard to individuals, groups, and theoization
as a whole.

9. Describe the OD process for change. What conditimasec
essary for an organization development programetsurc
cessful?

10. What is a change agent? Describe the various tgclesia
change agent may use in an organization.

11. What is the difference between conflict and contpeti?

12. Identify and discuss the sources of conflict.

13. How does a traditional perspective of conflict diffrom a
pluralistic perspective of conflict?

14. How might managers prevent, reduce, and stimuladlict?
Under what conditions would each technique be gppaite?

15. Identify and discuss the five ineffective technigfier manag
ing conflict that managers have been known to use.
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CASE 11 A Middle Managers and Supervisors Resi
Moves to More Participatory Management

When senior management at Corning Glassthe answers"—even if it didn't—and they
Works began a program last year to foster ahave long been taught that their job is to
more participatory style of management, keep the hourly employees in the dark and
some supervisors were dubious. Now the production lines humming.
they're believers. Now their bosses tell them, "We
What turned them around were expe- want more participation” from the workers,
riences like one at the company's plant in as well as better management and a steady
Erwin, New York, where a die-manufactur- flow of quality products. Managers in the
ing problem needed to be solved. Supervisorsmiddle are left wondering, "How do 1 do
put five machinists in a room and gave them both?"

whatever information they needed. Five Faced with that dilemma, many man-
hours later, the team had a solution costing agers and supervisors dig in to oppose the
less than $200. change. When one big telecommunications

Under the old management style, says company started its program, middle manag-
Bob Pierce, a department head, supervisorsers boycotted an orientation meeting. At
and engineers would have huddled, "and it S.C. Johnson & Son Inc., Philip Ricco, the
would have come out as an edict" with productivity director, says he once watched
uncertain results. Now, by getting workers a hard-bitten manager bluntly tell a boss,
involved, the people who actually have to "I've been here longer than you, and I'll be
carry out a decision "have a personal obliga- here after you've gone, so don't tell me what
tion to make it happen."” really counts at this company.”

Corning has been Fortunate. Getting Because of the central role middle
plant supervisors and middle managers to managers and supervisors play in imple-
give it a serious try is the essential first step menting a more participatory management
in establishing a more participatory manage- style, attitudes like that obviously jeopar-
ment style. But to hear executives tell it, dize the entire program. "People in the mii
that isn't an easy task at many companies.die are the ones who make it go or don't go,"
In fact, according to some managers, "It's says Mark Arnold, consulting services direc-
like pulling teeth.” tor of Organizational Dynamics Inc.

The aim of the participatory style is The problem of getting middle man-
to get first-line supervisors and plant manag- agers to make the transition to managing
ers to elicit ways of doing a better job from worker teams from the more traditiohal
workers on the shop floor. Hourly workers autocratic management of individuals is
who have been ignored for years usually like huge, Mr. Ricco of S.C. Johnson says, "Ift|
the idea of being listened to, and top execu- theproblem." Johnson, he says, has raadt
tives who launched the program are eager for more progress than most companies. Among
it to happen. other things, it holds working sessions ti or

But mid-level employees, like the fourtimes a year to help middle manages
Coming supervisors in Erwin, are sand- focus on the company's overall strategy
wiched in between. They worked hard to get goals, and it publishes a quarterly manage* |
into management and tend to guard their newsletter.
old-style authority jealously. They grew up At Florida Power & Light Co., middltj
in a system in which "management has all managers became confused about tifeir



ChaptL-f 1 i A MANAGING ORGANIZATIONAL CHANGE 425

rnles, prompting the company to tailor spe- accomplish—what your objective is—and by
cial training sessions to help them along. getting people involved, they start throwing
mBut while such retraining can be useful, out suggestions.”
some managers and supervisors never ge One of the more difficult changes a
the message. They must learn how to runmanager must make is knowing when to
regular meetings of hourly workers, do their give commands and when to get things done
homework before the meetings, and follow more diplomatically. "You don't go tell any-
up on suggestions made by the worker body to do something, you ask them to do
teams. it," says David Goodfield, a TRW instructor
"The participative manager needs who was a supervisor for six years. "You
better management skills and people skills. make them aware of a job that has to be
Most of those things aren't trainable," says done, make some suggestions, and then let
lames Lester, president of Eggers Industriesthem figure out ways to do it."
Inc., a building-products company. Still, there are times when the boss
Both Eggers Industries and TRW Inc/s has to make a decision without spoiling the
Valve division in Cleveland reassigned sev- teamwork of his group. "Sometimes/' says
eral first-line supervisors and managers to John C. Boldt, manager of organizational
jobs that didn't involve supervising workers training and development at the TRW divi-
because they failed to change their style.  sion, "you have to call the shots."
To further make the point, other
TRW managers wiere lod thal thei pay ) SOLICE, RERITISS Dy permicson The
depended on how well they made the transi- (Septerr{ber 16, .19851. All Rights Reserved,
tion. Division chiefs have also promoted

lower level managers who have blossomed

with the management style change. 1. What external and internal forces for

Regular communication between change play a role in moving middle
supervisors and workers is essential. Thel- managers towards a more participatory
ma Stewart, a Coming supervisor, spends  management style based on information
her first hour every day explaining to work- provided in the case?

ers what needs to be produced that day 2. ldentify the sources in the case that
Then she spends the next hour or so looking ~ cause managers to resist change.

at their work. 3. What organizational development tech
At TRW, Gary Hemmi, a supervisor, niques could be applied to overcome the
says, "You specify exactly what you want to resistance to change:

PART 4 CASE A Meet Today's Young American Worker

/ see you on the street and you look so Rock powerhouse Bruce Springsteen's pas-
tired, Girl, I know that fob sionate young losers, picking up girls at
you got leaves union hall dances in dying industrial towns,
yon so uninspired. When 1 have become the 1980s images of working-
come bacl;tac: t%i-?:lf %Ut'atltljdressed class youth. But the working girls and guys
up on the bed, ying who pack h_is pounding rock concerts in
baby, fast asleep. Oakland, Pittsburgh, and Chicago have
_ ] money enough for the $17.50 tickets—and
—Bruce Springsteen, "Jersey Girl" cassette tapes and car stereos and the cars
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from which the music blasts. In fact, most with computer controls as with the milling
workers 18 to 35 are making anywhere from machines they drive. From auto parts plants
$14,000 to $40,000 a year as skilled machin-in Ohio's rustbelt to the high-tech, union-
ists, medical technicians, telephone equip- free industrial "campuses" of Texas, young
ment repairpersons, and computer opera-workers are intensely aware of the changes
tors. Springsteen's wild kids, scraping a that have been taking place in the labor mar-
living from dead-end jobs and trying to out- kets. Traditional wage structures have bro-
run state troopers across industrial New ken down; old-line industries have disap-
Jersey's lunar landscapes, have a gut appeipeared, to be replaced by others. Some young
even for listeners no longer adolescent. But workers can't find jobs—the unemployment
they have about as much to do with the real- rate for people under 35 $3 percent, twice
ity of most young workers' lives as the angry that of older workers. And the jobs young
rebels portrayed by James Dean did with theworkers do find sometimes prove evanes-
square, crew-cut kids of the Eisenhower era. cent. "I've worked for many different con-
The attitudes of America's young tractors in the Houston area, but most nt the
working class are critically important to jobs don't last more than a few mnntlb
managers who have to find people to staff ansays an unemployed 23-year-old.
increasingly high-tech, service-based econ- Partly in response, young workers
omy. Half the U.S. work force is now under have become avidly interested in acquiting
35, up from just over one-third at the end of new skills, even when their companies pay
the 1950s. Whether their collars are blue, little extra for their additional knowledge-
white, or pink, most of these are nonsupervi- Airnost two out of five have at least some
sory workers-~7 million versus 10 million college training—double the proportion
supervisors, managers, and professionals oamong their parents—and many more are
the same age whose own careers will turn aigoing back to night school and technical col-
least partly on their ability to manage these lege for more.
increasingly well-educated and skilled While they would be quite willing tu
people. change jobs and relocate to seize opportuni-
Fortune magazine reporters inter- ties, they also tend to speak highly of thai
viewed upwards of 100 young workers current employers. Oh, they have their
across the United States—in factories, gripes, all right; their most common beefs are
offices, bars, and unemployment lines. They about excessive overtime and the failuie of
range from nurses to garbagepersons tcmanagers to tell them what's goin? on They
robotics technicians to construction roust- are not hostile to unions in prinapk but most
abouts. Many seem not even to recognizeseem indifferent to them. OnlpL small
the hallowed term "blue collar," so much minority are union members,, aw™ those
has the workplace changed in the 1970s ancwho are often find union seam; rules,
1980s. Indeed, many have made their way ugwhich protect older workers at thh
and out of low-skilled, low-paying white- expense, infuriating. To anyone who wc| d
collar jobs at the checkout counter or filing in plants in the bitter Vietham years | f

cabinet to more highly skilled, higher paying
blue-collar work.

Their plans for the future match the
needs of corporations for flexible, mobile,
highly skilled workers like the young
machinist interviewed who was as familiar

remembers the angry, violent, drug-ridJtt
young Luddites of the GM Lordstown pb(
which symbolized that era, their succc-"
seem like a manager's dream.

Many of their attitudes, in fact. li;>:i

back not 15 years to Lordstown but 3u >.-.;:
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to the post-Depression work ethic of their you can compete with foreign imports, any-
parents. In this respect, young workers are how. There's no future here. Lots of people
also tar removed from the "I'm entitled" are moving; | have one friend who left for
ethos often attributed to the much-hyped Florida today."
elite of their generation, the young urban Not that they have to move terribly
professionals; many, such as some nursesfar. Jobs can be had across the industrial
are working at high-skill, high-stress jobs Midwest by young people prepared to work
that pay less than some garbagepersons'. for less than the rates the unions once
However much new technology may enforced. GM's Packard Electric division has
Ibe changing their jobs, members of the new 18 plants, employing some 9,000 hourly
working class live, like their parents before workers, in and around Warren, Ohio, about
them, in that world described by Carl 10 miles northwest of hard-hit Youngstown.
Sandburg, "where nobody works unless theyLast year, GM and the International Union
have to, and they nearly all have to." They of Electrical Workers agreed on a new con-
work for the rent money, the grocery money, tract to give older workers "lifetime" secu-
the diapers and children's shoes, and for therity, Japanese-style, in exchange for sharply
down payment on a two-bedroom frame lower wages for new hires. Since that agree-
house not too far from the plant. Many have ment, about 300 new workers have been
something going on the side, "off the books" hired....
and invisible to the tax man, like the house- Young workers across the country
cleaning supervisor at a hospital near Sartalk continually of training for new jobs and
Francisco who also works as an auto new technologies as a means of ensuring
mechanic at a friend's garage.. . . their upward mobility. High schools don't
Young workers clearly perceive eco- seem to be doing the job. Besides the college
nomic reality—the Japanese threat, thescholarship programs offered by "dead-end"
decline of industries that were organized employers to lure young workers, a lot of
labor's strongholds—and they're adapting totechnical training is available on the job as
it. Today, many of the steel mills up and well. Every year, temporary services firms
down the Monongahela River valley wind- like Kelly Services and Manpower give tens
ing southeast from Pittsburgh are moth- of thousands of high school graduates crash
balled hulks. This is Springsteen country; in courses in operating word processors and
Pittsburgh for a concert, the singer gave other electronic equipment, and then rush
810,000 to Steelworkers Local 1397, which them out into the market, where many are
has been struggling to force the reopening oloffered permanent jobs in offices and facto-
shuttered plants. ries by managers desperate for trained peo-
But those who appear hardest hit by ple. Across the Frostbelt and the Sunbelt,
the closings are the older workers, unwilling young workers with high school educations
lo consider leaving the Mon Valley, as they are going back to night school at local tech-
call it. Younger workers like Arthur Pepper, nical colleges, frequently with employers
31, an electrician laid off from U.S. Steel's picking up the tab, to learn about computers
closed Duqguesne mill, shrug off the union and other electronic technologies.. ..
militants' Save the Mon campaign and Perhaps as a result of rapid change,
instead talk about jobs available out of state.young workers want their employers to keep
"They can buy the plant. I'm not," says Pep-them clued in, probably more than their
per. "It's been let go for so many years, | predecessors did. Unetta Jones, 30, is a ser-
don't see how it can be done. | don't think vice assistant at AT&T in Morristown, New
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Jersey; she helps out junior operators withlines, IBM robot arms, and computer terngi-
customer problems. Jones says flatly, "Thenals; and for end-of-the-day workouts, exgr-
problem with AT&T is they just dontom-  cise equipment on the premises.. ..
municate." Construction laborers doing dirty jo

The elimination of some 24,000 jobs in the open air probably come as close]to
announced by Ma Bell in August won't cut matching up with Bruce Springsteen's youhg
into the ranks of operators and telecommu- roustabouts as any workers the Fortyne
nications technicians, but the operators arereporters spoke with. But even they have far
worried about being bumped from daytime more going in their lives than the adolescgnt
shifts by workers with greater seniority as rebels in his ballads. Like many other youhg
offices are consolidated. AT&T, they note, workers, they display a passionate avidity
still has lots of employees on its switch- for work—they will go to great lengths, and
boards with 40 years' seniority and no plans put up with a lot, to find a job and stick with
to leave.. *. it.

Most young operators have no plans David Byers is a 29-year-old iron-
to remain phone company operators for 40worker who had to leave his wife and two
years. Their commitment to getting up and children in depressed eastern Ohio to find
out is plainly evident. Michelle Pond, 25, work in New York City. He returns home
works days as an AT&T operator and then every other weekend. Byers did a lot of iron-
works four hours at night as a computer pro-work in steel mills in and around Wheeling,
grammer for another company. In the rest of West Virginia, but there's no work left there
her waking hours, she tries to find enough now. In New York, where Manhattan is still
time to complete an AT&T home study in the midst of an office construction boom,
course that will allow her to qualify as a he hasn't missed a day's work for several
computer technician. Maurice Woodward, months.

29, who started out as an operator, taught Byers finds it tough living apart from

himself electronics with Heathkit sets and his family, but there is no way they could
passed an AT&T exam to qualify for training join him: he's living in a Howard Johnson
as a technician repairing electronic switch- motel, along with nine other men front
ing equipment—a job that can pay as much Ohio, only half of them registered at tie
as $40,000 a year with overtime, compared front desk. "The work is all right/' he offers.
with the $26,000 or so for operators. AT&T "I guess I'm stuck with this until | retire—0

pays the tuition of workers going back to unless | win the lottery." He says he'll stay

school to acquire high-tech skills. in New York "until things pick up back
Especially across the Sunbelt, high- home."
tech companies determined to remain non- This is the true voice of the American

union aren't waiting for organizers to push worker. Across an ocean to the west, big
such demands; they are promoting educa-chunks of Japan's notoriously industrious
tion and upward mobility themselves. In the work force are locked in place by the almost
Research Triangle Park outside Raleigh, feudal loyalties of a system where yoling
North Carolina, Northern Telecom, a pow- workers straight out of school commit
erhouse in telephone switching technology, themselves for life to a single corporation.
offers its nonunion work force generous edu- Across an ocean to the east, Européan
cational benefits, not to mention lunch in an markets are only beginning to thaw from
elegant atrium with trees and flowers; a decades of labor legislation and welfare state |
working environment of spotless conveyer policies that have frozen labor mobility. In-
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the United States, the labor market, never
anywhere near as unionized or as regulated,
has become a wide-open free-for-all- And a

generation of young workers who have 3.
grown up with kaleidoscopic change are in
the middle of it, learning whatever new

skills they have to learn, moving a hundred
or a thousand miles to find a job, and keep-
ing the wheels of the economy turning.

Source: Adapted and abridged from 4
Michael Brody, "Meet Today's Young American

Worker," Fortune (November 11, 1985), 90-96,
98.® 1985 Time Inc. All rights reserved.

1, Do you.

agree with the picture of
"today's young American worker" pre
sented in this case? Discuss.

Consider the demands and aspirations of
the workers discussed in this case.
Which organizational design do you
believe would best meet those demands

and aspirations? Which organizational
design would be least appropriate?
Explain.

Which job characteristics appear to be
especially important to these workers?
How do you think these workers are
likely to feel about such developments
as flex time, job sharing, and the com
pressed workweek?

Discuss some of the implications of the
material presented in this case for selec
tion, placement, training, and rewarding
of young workers.

Review the assumptions of an organiza
tion development program. Which
assumptions do you believe the workers
discussed in this case satisfy? Which
assumptions are not being satisfied? Do
you think these workers radically differ
from workers of other generations in
terms of meeting these assumptions?
Explain.






