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CHAPTER 12

ORGANIZATIONAL CHANGE AND LEARNING

LEARNING OBJECTIVES

1. Describe four types of organizational change.

2. Explain the planning process for organizational change.

3. Identify four methods of organizational change.

4. Describe how innovation relates to organizational change.

5. Discuss how learning organizations foster change. 

Learning Objective 1: Describe Four Types of Organizational Change.
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T. Organizational Change

1. Organizational Change

a. any transformation in the design or functioning of an organization
b. created by managers or as a reaction to changes in the environment

· as a result of new production techniques (e.g., TQM)
· Internet has created radical changes
2. Degree of Change
a. radical change
· occurs when organizations make major innovations in the ways they do business
b. incremental change
· an ongoing process of evolution over time, during which may small adjustments occur routinely
c. tempered radicals

· people who strive to create radical change by prodding an organization to make many small incremental changes

3. Timing of Change

a. reactive change

· occurs when an organization is forced to change in response to some event in the external or internal environment

· can be reactive or incremental

· should come with a change in strategy and values

b. anticipatory change

· occurs when managers make organizational modifications based on forecasts of upcoming events or early in the cycle of a new trend

· is often incremental and results from constant tinkering or improvements

· may be as a result of a new vision even without a crisis

· allows change to be planned and implemented gradually
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Learning Objective 2: Explain the Planning Process for Organizational Change
.

A. Assess the Environment 

1. Environmental Factors 

a. four factors most responsible for stimulating organizational change

· customers

· technology

· competitors

· the workforce

b. additional factors 

· globalization
· technological advances
· actions of shareholders (e.g., government regulators, unions, political action groups)  

B. Determine the Performance Gap
1. Perfomance Gap 

a. the difference between what the organization wants to do and what it actually does
C. Diagnose Organizational Problems

1. Goal of Diagnosis

a. to identify the nature and extent of problems 
b. before taking action

· the point is to develop an understanding of the reasons behind gaps in performance

· accomplished through employee attitude surveys, conferences, informal interviews, team meetings, consultants 



· 

D. Articulate and Communicate a Vision for the Future
1. Send Message Consistently and Repeatedly 
a. successful change efforts are guided by a clear vision

· leaders need to persuade others to join the vision
· generate enthusiasm and resources for cultural change


· 
· 
· 
E. Develop and Implement an Action Plan
1. Thoughtful, Integrated Plan of Action

a. can be very complex for major change efforts
b. departments (functional design), regions (geographical design), or product areas (product design), should develop a more detailed plan
· 
· 
· 
· 
· action plan articulates goals for change and describes the specific measures to be used to monitor and evaluate progress toward those goals

· also provides a timetable for implementation and evaluation
2. Consider Alternatives

a. consider all feasible alternatives, along with 
b. advantages and disadvantages


3. Early Involvement
a. ways to involve employees

· task forces, focus groups, surveys, hot lines, informal conversations

b. the method of involvement is not as important as the involvement itself
4. 
5. 
6. Set Goals

a. goals should be set before the change effort begins

b. goals should be:

· stated in clear and measurable terms

· consistent with the organization’s overall goals and policies

· realistically attainable

· 
· 
· 

F. Anticipate and Reduce Resistance to Change

1. Forms of Resistance
a. immediate criticism
b. malicious compliance

c. sabotage
d. insincere agreement

e. silence

f. deflection

g. in-your-face defiance
h. strikes

i. output restrictions
2. Overcoming Resistance

a. commonly accomplished through education, participation, and incentives
3. Reasons for Resistance
a. fear

· of being unable to develop competencies 
· required for new situation
· of the consequences associated with change (e.g., layoffs)

· 
· 

b. vested interests

· successful change requires getting people to let go of vested interests

· convincing people of the need for change does not reduce their resistance

· resistance continues if change is seen as conflicting with their own self-interests

· change can be seen as upsetting the agreements of employment

· empowering workers by giving some control over the change process can reduce change-related stress
c. misunderstandings

· employees often don’t understand implications of change, leading to lack of trust
· 
· can be minimized by top management visibility during the change process

· spell out clearly the new direction for the organization and what it will mean for everyone involved
· get employees to discuss their problems openly
d. cynicism

· over time, employees see many changes as new managers attempt to make their mark
· change becomes viewed as the latest fad or the “flavor of the month”
· can be reduced by
· making successful change a normal part of daily life in the organization

· involving employees throughout the process
· 
· 
· 
· 



· 
· 
· 
· 
· 
· 
· 
· 
· 
· 
· 
G. Monitor the Changes
1. Monitor Reactions as Well as Change

a. measures

· employee stress

· customer satisfaction

· new-product development

· market share

· profitability

· speed, degree, and duration of improvement

b. measures should be closely tied to goals and timetables established in the action plan

2. Make Assessments at Predetermined Intervals

a. before the change is implemented if possible

b. after the change is implemented

· timing of the second assessment is critical

· misjudging the time needed to see positive results is a common mistake

Learning Objective 3: Identify Four Methods of Organizational Change.

A. Technological Change

1. What is Technological Change?

a. incremental adjustments or radical innovations
b. affects workflows, production methods, materials, and information systems
c. information technology
· complex networks of computers, telecommunications systems, and remote-controlled devices 

· facilitates building links between suppliers, producers, distributors, and customers
· provides efficient method for communicating with customers
B. Organization Redesign
1. What is Organization Redesign?

a. incremental adjustments or radical innovations
b. focused on realigning departments, changing who makes decisions, and merging or reorganizing departments  that sell the organization’s products
c. moving from one form to another (e.g., functional design to product design)
d. changing an organization’s structure or processes
e. changes should capitalize on the capabilities that differentiate the organization from its competitors
2. Structural Redesign
a. reconfiguring the distribution of authority, responsibility, and control in the organization

b. downsizing is usually a reactive response to poor organizational performance
· companies often end up in worse financial shape later

· staff are eliminated
c. "survivors" (i.e., those who still have jobs) feeling guilty, anxious and less loyal


3.
Reengineering
a. focuses on new ways to get work done 

· redesign of processes related to logistics, manufacturing, and distribution
b. starting point is to assess current processes from the customer’s point of view

c. interrelated with other key activities

· requires employees to think across functions

· can reduce number of “hand-offs” between departments

· increases amount of resources brought together to meet customers’ needs

d. potential benefits

· faster delivery time

· more accurate billing

· fewer defective products
C. Job Redesign 

1. Job Simplification

a. involves scientific analysis of tasks performed by employees in order to discover procedures that produces the maximum output for the minimum input

b. focus is on work done by employees in a particular job

· reengineering focuses on an entire process

c. disadvantages

· low employee commitment 

· high turnover

2. Job Enrichment

a. broadening job specifications to add challenge and increase productivity 

b. changes basic relationships between employees and their work
· based on assumption that interesting and challenging work can be a source of employee satisfaction and involvement
c. changes employee behaviors in ways that lead to more positive attitudes about the organization and a better self-image

d. offers numerous opportunities for initiating other types of organizational change

· e.g., in technology and interpersonal skills
· developing teamwork and communication competencies
e. can humanize an organization

· employees are encouraged to grow and push themselves 

D. Organization Development (OD)
1. What is Organization Development?

a. planned, long-range behavioral science strategy

b. understanding, changing, and developing an organization’s workforce in order to improve its effectiveness
c. three commonly used methods of OD
· focus groups
· carefully planned discussion among several employees about a specific topic or issue of interest

· led by a trained facilitator

· survey feedback
· process that allows managers and employees to report their thoughts and feelings about the organization and to learn about how others think and feel about their own behaviors

· obtained by means of questionnaire
· team building
· process that develops the ability of team members to collaborate effectively so they can perform the tasks assigned to them

· typically requires an environment of trust and open communication
E. Combining Methods of Change

1. Organizational Change is a Complex Undertaking

a. large-scale change efforts involve a combination of methods

b. e-engineering

· reengineering initiatives that use Web-based technology as the primary method for managing business-to-business processes

c. enterprise resource planning (ERP)

· an enterprise-wide solution to all the information technology needs of a company

· often requires learning a variety of new administrative tasks in addition to learning new software

Learning Objective 4: Describe How Innovation Relates to Organizational Change.

A. Innovation and Types of Innovation

1. What is Innovation?

a. the process of creating and implementing a new idea

b. change and innovation are closely related
· both are required to satisfy important stakeholders
2. Strategic Importance of Innovation
a. dynamic, changing environment makes innovation and change important for new and established organizations
· failure to innovate and change can adversely affect customers, employees, and the community

3. Types of Innovation

a. technical innovation

· creation of new products and services 

b. process innovation 

· creating a new way of producing, selling, and/or distributing an existing product or service

c. administrative innovation

· creating a new organization design that better supports the creation, production, and delivery of products and services

· e.g., network and virtual organizations

d. convergence of forms
· process innovation leads to technical innovations that lead to administrative innovations that require change 
4. Architecture for Innovation

a. managers must build infrastructures that encourage and support innovation and change

b. ensure organization maintains a state of readiness so that it can move quickly and effectively when innovation is needed
· develop a learning environment and a learning orientation among employees
· foster workforce resilience

· provide a support system for innovation

Learning Objective 5: Discuss How Learning Organizations Foster Change.

A. Learning Organization

1. What is a Learning Organization?

a. an organization that has both the drive and the capabilities to modify or transform itself and improve its performance continuously

· learns from past experiences, from customers, from various parts or the company, and from other companies

b. 
c. 
d. 
e. may require exploration and experimentation in an unstable environment

f. changes as fast as―or even faster than―the rate of change in their environments

2. Shared Leadership

a. everyone is encouraged to 

· make decisions, direct operations, achieve organizational goals, and find ways to improve products and services

3. Culture of Innovation

a. successful innovation is a never-ending process that becomes part of the daily routine

b. innovation is the central work of the organization 

c. nurtured sense of community and trust

· ability to communicate openly and honestly

· conflict and debate are accepted as responsible forms of communication

· employees feel important and believe they are being treated fairly

· employees cooperate because they want to not because they have to

· employees are more willing to make extra effort to find and fix problems

d. continuous learning

· empowerment places responsibility on employees for problem finding and problem solving

· requires more involvement and learning

· flat, team-based structure facilitates learning

4. Customer-Focused Strategy

a. customer focus reflects a clear understanding of how important customers are to success

b. serves as basis for aligning all of its major activities
5. Organic Organization Design

a. teams

· employees with dissimilar expertise form multidisciplinary teams 

b. strategic alliances
· alliances with suppliers, customers, and even competitors are a method of learning

c. boundaryless networks

· 
· provide learning opportunities and generate innovation in products and services 

6. Intensive Use of Information

a. scanning the environment

· learning organizations aggressively scan both the external and internal environments for information

b. measurement oriented

· makes assessing improvement possible

· employee data access 

· customer satisfaction, profits and losses, market share, employee commitment, and competitors’ strategies

c. ion
· informal storytelling and conversations are important activities for sharing problems and solutions

· minimizes the number of times the wheel is reinvented

· speeds up the process of organizational learning




A. 


· 
· 



U. 
1. 
a. 
· 
· 
· 
· 
b. 
· 
· 
· 
· 
· 
V. 
1. 
a. 
· 
· 
W. 
1. 
a. 
· 
b. 
X. 
1. 
a. 
· 
· 
· 
2. 
a. 
· 
b. 
· 
· 
· 
3. 
a. 
· 
· 
· 
4. 
a. 
b. 
c. 
· 
· 
· 
d. 
· 


· 

· 
5. 
a. 
· 
6. 
a. 
b. 
Y. 
1. 
a. 
· 
· 
2. 
a. 
· 
· 
b. 
c. 
· 
· 




· 
· 
· 
3. 
a. 
· 
b. 
· 
4. 
a. 
· 
b. 
· 
· 
· 
c. 
· 
d. 
· 
· 
e. 
· 
· 
· 
· 
5. 
a. 
· 
· 
b. 
· 
· 
· 
· 
c. 
· 
· 
d. 
· 
· 
· 
e. 
· 
· 
· 
· 
· 
· 
· 







Z. 
1. 
a. 
b. 
c. 
d. 
e. 




· 
· 
· 
AA. 
1. 
a. 
b. 
c. 
d. 
2. 
a. 
b. 
· 
c. 
AB. 
1. 
a. 
· 
· 
· 
· 
· 
b. 
c. 
· 
· 









· 
A. 
1. 
a. 
b. 
c. 
· 
· 
· 
2. 
a. 
· 
· 
· 
b. 
· 
· 
· 
· 
· 
B. 
1. 
a. 
b. 
· 
c. 
· 
d. 
· 
e. 
· 
· 
· 
· 
· 
· 
· 
2. 
a. 
· 
b. 
· 
· 
· 
· 
c. 
· 
d. 
· 
e. 
· 
C. 
3. 
a. 
· 
· 
b. 
· 
· 
c. 
d. 
· 
· 
· 
e. 
· 
· 
4. 
a. 
· 
b. 
· 
c. 
· 
· 
· 
d. 
· 
· 
e. 
· 
D. 
1. 
a. 
· 
· 
· 
b. 
· 
· 
· 
· 
· 
· 
2. 
a. 
· 
· 
b. 
· 
· 
c. 
d. 
· 
· 
· 
· 
e. 
· 
· 




Sammer Hammad MGT 301


Sammer Hammad MGT 301

