

[image: cover.jpg]




ORGANIZATIONAL CHANGE




[image: ]

At Pearson, we have a simple mission: to help people
make more of their lives through learning.

We combine innovative learning technology with trusted
content and educational expertise to provide engaging
and effective learning experiences that serve people
wherever and whenever they are learning.

From classroom to boardroom, our curriculum materials, digital
learning tools and testing programmes help to educate millions
of people worldwide – more than any other private enterprise.

Every day our work helps learning flourish, and
wherever learning flourishes, so do people.

To learn more, please visit us at www.pearson.com/uk





[image: ]

Sixth Edition

ORGANIZATIONAL CHANGE

Barbara Senior

Stephen Swailes

Colin Carnall

[image: ]




PEARSON EDUCATION LIMITED

KAO Two

KAO Park

Harlow CM17 9SR

United Kingdom

Tel: +44 (0)1279 623623

Web: www.pearson.com/uk



First published 1997 (print)

Second edition published 2002 (print)

Third edition published 2006 (print)

Fourth edition published 2010 (print and electronic)

Fifth edition published 2016 (print and electronic)

Sixth edition published 2020 (print and electronic)

© Barbara Senior 1997, 2002 (print)

© Barbara Senior and Jocelyne Fleming 2006 (print)

© Barbara Senior and Stephen Swailes 2010, 2016 (print and electronic)

© Pearson Education Limited 2020 (print and electronic)

The rights of Barbara Senior, Stephen Swailes and Colin Carnall to be identified as authors of this work have been asserted by them in accordance with the Copyright, Designs and Patents Act 1988.

The print publication is protected by copyright. Prior to any prohibited reproduction, storage in a retrieval system, distribution or transmission in any form or by any means, electronic, mechanical, recording or otherwise, permission should be obtained from the publisher or, where applicable, a licence permitting restricted copying in the United Kingdom should be obtained from the Copyright Licensing Agency Ltd, Barnard’s Inn, 86 Fetter Lane, London EC4A 1EN.

The ePublication is protected by copyright and must not be copied, reproduced, transferred, distributed, leased, licensed or publicly performed or used in any way except as specifically permitted in writing by the publishers, as allowed under the terms and conditions under which it was purchased, or as strictly permitted by applicable copyright law. Any unauthorised distribution or use of this text may be a direct infringement of the authors’ and the publisher’s rights and those responsible may be liable in law accordingly.

All trademarks used herein are the property of their respective owners. The use of any trademark in this text does not vest in the author or publisher any trademark ownership rights in such trademarks, nor does the use of such trademarks imply any affiliation with or endorsement of this book by such owners.

Contains public sector information licensed under the Open Government Licence (OGL) v3.0. http://www.nationalarchives.gov.uk/doc/open-government-licence/version/3/

Pearson Education is not responsible for the content of third-party internet sites.


The Financial Times. With a worldwide network of highly respected journalists, The Financial Times provides global business news, insightful opinion and expert analysis of business, finance and politics. With over 500 journalists reporting from 50 countries worldwide, our in-depth coverage of international news is objectively reported and analysed from an independent, global perspective. To find out more, visit www.ft.com/pearsonoffer.



ISBN: 978-1-292-24343-6 (print)

978-1-292-24342-9 (PDF)

978-1-292-24345-0 (ePub)

British Library Cataloguing-in-Publication Data

A catalog record for the print edition is available from the Library of Congress

Library of Congress Cataloging-in-Publication Data

Names: Senior, Barbara, author. | Swailes, Stephen, author. | Carnall, C. A. (Colin A.), author.

Title: Organizational change / Barbara Senior, Stephen Swailes, Colin Carnall.

Description: Sixth edition. | Harlow, United Kingdom ; New York : Pearson, 2020. | Summary: “The rhetoric of business continues to tell us that the pace of change is accelerating and that anticipating and responding to change are essential for organizational survival. Indeed, it is easy to find examples of organizations, small and large, that have ceased to exist because events overtook them”—Provided by publisher.

Identifiers: LCCN 2019058654 | ISBN 9781292243436 (hardback) | ISBN 9781292243450 (epub)

Subjects: LCSH: Organizational change. 

Classification: LCC HD58.8 .S456 2020 | DDC 658.4/06—dc23 

LC record available at https://lccn.loc.gov/2019058654

10 9 8 7 6 5 4 3 2 1

24 23 22 21 20

Front cover: Gandee Vasan/Stone/Getty Images

Print edition typeset in Stone Serif ITC Pro 9.5/13 by SPi Global

Print edition printed in Slovakia by Neografia

NOTE THAT ANY PAGE CROSS REFERENCES REFER TO THE PRINT EDITION




Contents



List of illustrations, figures and tables

About this book

About the authors

Acknowledgements

Publisher’s acknowledgements


Part One

THE CONTEXT AND MEANING OF CHANGE



1Organizations and their changing environments

Learning objectives

A view of organizations

The historical context for change

An uncertain future

Environmental triggers of change

Organizational responses to change

Conclusions

Discussion questions and assignments

Case example: Strategic change at Nokia

Indicative resources

Useful websites

References

2The nature of organizational change

Learning objectives

Types of change

Models of change

The pace and scope of change

Predictable change

Complexity theory

Diagnosing change situations

How change has changed

Engagement, a role for leadership in change

Conclusions

Discussion questions and assignments

Case example: Professional service firms

Indicative resource

Useful websites

References


Part Two

CHANGING ORGANIZATIONS



3Organizational design, structure and change

Learning objectives

The meaning of organization structure

The dimensions of structure

Structural types

Structuration theory, actor networks and institutional theory

Influences on structure

Organizational structure and change

Case example: Strategic change, technology and policing

Conclusions

Discussion questions and assignments

Case example: Suits you Sir….

Indicative resources

Useful website

References

4Culture and change

Learning objectives

The informal organization

The meaning of culture

The ingredients of culture

Objectivist and interpretive views of culture

Organizational culture types

The influence of national culture

Organizational culture and change

Cultural change to effect organizational change

Conclusions

Discussion questions and assignments

Case example: The Civil Service

Indicative resources

Useful websites

References

5Power, politics and change

Learning objectives

Organizational politics

Power in organizations

The politics of powerlessness

Politics, power and conflict

Conflict in organizations

Power, conflict and change

Conclusions

Discussion questions and assignments

Case example: Qatar 2022

Indicative resources

Useful websites

References

6Leadership styles and leading change

Learning objectives

Leadership defined

Management versus leadership

How leadership models have changed

Critical approaches to leadership

Leadership and change

Leading through change

A model of change leadership

Conclusions

Discussion questions and assignments

Case example: Leadership: collective failure across several agencies

Indicative resource

Useful websites

References


Part Three

STRATEGIES FOR MANAGING CHANGE



7Hard systems models of change

Learning objectives

Situations of change

Systematic approaches to change

The hard systems model of change

Using the hard systems model of change

Further uses for the hard systems model of change

Change architecture

Conclusions

Discussion questions and assignments

Case example: The role of integrated care in the design of health systems

Indicative resources

Useful websites

References

8Soft systems models for change

Learning objectives

Managing change in situations of soft complexity

Organizational development – philosophy and underlying assumptions

The OD process

OD – an action research-based model of change

An assessment of the OD model for change

Conclusions

Discussion questions and assignments

Case example: Implementing a new patient
information system at a major teaching hospital trust

Indicative resources

Useful websites

References

9Future directions and challenges

Learning objectives

Introduction

Current and future business environments

Challenges for future research on change

Conclusions

Discussion questions and assignments

Indicative resources

Useful websites

References

Author index

Subject index



List of illustrations, figures and tables



Illustrations




	1.1
	What are organizations?




	1.2
	Organizations as symphony orchestras




	1.3
	New Public Management




	1.4
	Zero-hours Britain




	1.5
	Spooks in the office?




	1.6
	Closed, contained and open-ended change




	1.7
	Airbnb




	2.1
	Frame-breaking change




	2.2
	Defining the scale of change




	2.3
	Explaining types of change




	2.4
	Holy breakfasts! Accidental radical change




	2.5
	Does change lead to more change?




	2.6
	Unintended consequences of planned change




	2.7
	Managing incrementalism in the development of corporate strategies




	2.8
	A typical life cycle pattern




	2.9
	Crossing the line: a tipping point in the hacking scandal




	2.10
	Equitable Life: creating chaos out of order




	2.11
	Looking for breakpoints with leading indicators




	2.12
	Difficulties and messes




	3.1
	Bureaucracy




	3.2
	The Beautiful Buildings Company




	3.3
	Organigraphs




	3.4
	Advantages and disadvantages of functional structures




	3.5
	Structural transformation at Unilever




	3.6
	Advantages and disadvantages of matrix structures




	3.7
	Advantages and disadvantages of network organizations




	3.8
	TFW Images




	3.9
	Characteristics of the virtual organization




	3.10
	Post-bureaucratic organization




	3.11
	Changing organizational identity




	3.12
	Plane Stupid




	3.13
	University accreditation: institutionalization in practice




	3.14
	Organization structures: characteristic problems




	3.15
	Mintzberg’s organizational forms




	3.16
	ICT and retail banking




	3.17
	Resisting arrest?




	
4.1
	The characteristics of organizational culture




	4.2
	The cultural web




	4.3
	A cultural web of Paper Unlimited, a large UK-based paper distributor




	4.4
	Daimler and Chrysler: cultural differences in a merger




	4.5
	A structural view of organizational culture




	4.6
	Deal and Kennedy’s typology




	4.7
	Driving change at Ford




	4.8
	Six different cultural orientations of societies




	4.9
	Hofstede’s dimensions of national culture




	4.10
	Segmentalist and integrative cultures




	4.11
	Uncritical approaches to culture change




	4.12
	Cultural change at the BBC




	5.1
	Organizations and modes of political rule




	5.2
	Power and influence




	5.3
	Influencing others through push and pull strategies




	5.4
	Types of ‘gated’




	5.5
	Controlling decisions with expert power




	5.6
	Women in the boardroom




	5.7
	First-line supervisors and powerlessness




	5.8
	The unitary and pluralist views of interests, conflict and power




	5.9
	Conflict resolution and situational appropriateness




	5.10
	Guidelines for dealing with conflict




	6.1
	A brief history of leadership




	6.2
	How charisma works




	6.3
	Little room to manoeuvre




	6.4
	Transactional and transformational leaders




	6.5
	Servant-leadership and LUV: the key to minimizing resistance to change?




	6.6
	An authentic leader




	6.7
	Marks & Spencer – waiting for the warrior




	6.8
	Game changers 2




	6.9
	Forces impacting change




	6.10
	A fresh view of resistance: resistance as feedback




	6.11
	Mr Cathode




	7.1
	Characteristics of unitary, pluralist and coercive relationships




	7.2
	Dissatisfaction with the system for providing IT support services




	7.3
	Stages within the hard systems methodology of change




	7.4
	Financial savings on the provision and maintenance of plant for use on building sites




	7.5
	Change in the further education colleges of Shire County




	8.1
	Change at the Regional College of Psychiatric Nursing




	8.2
	Diagnosing the situation facing the Regional College of Psychiatric Nursing




	8.3
	The Body Shop’s values




	8.4
	Pugh’s principles and rules for understanding and managing organizational change




	8.5
	Competencies of an effective change agent




	8.6
	Making sense of change – saying goodbye to ‘initiative fatigue’




	9.1
	UK national population projections 2012 onwards




	
9.2
	On the rise: female consumers in Asia




	9.3
	Summary of scenarios for work, jobs and skills in 2030




	9.4
	Using AI in a multicultural change setting






Figures



	1.1
	The organization as a system




	1.2
	Market factors impacting on operations of Western organizations




	1.3
	PEST factors and organizational change




	1.4
	The organizational system in multidimensional environments




	2.1
	Grundy’s major types of change




	2.2
	Balogun and Hope Hailey’s types of change




	2.3
	Plowman’s four types of change




	2.4
	The organizational life cycle




	2.5
	Evolutionary cycle of competitive behaviour




	2.6
	Breakpoint evolution of personal computer industry




	3.1
	The BB Company – departmentalization by product




	3.2
	Matrix structure for an advertising agency




	3.3
	From bureaucracies to matrix, project and network organizations




	3.4
	Common types of network




	3.5
	Actor network




	3.6
	The determinants of organizational structure




	3.7
	A system of forces and forms in organizations




	3.8
	Perrow’s technology classification




	4.1
	The organizational iceberg




	4.2
	The compass model: characteristics of each style




	4.3
	Competing values framework




	4.4
	Deal and Kennedy model for corporate culture




	4.5
	Implicit models of organization




	4.6
	Clustering of management systems in Europe




	4.7
	Organizational culture and change




	4.8
	Assessing cultural risk, based on Schwartz and Davis (1981)




	5.1
	A model of conflict-handling styles




	5.2
	The problems of change




	5.3
	Curvilinear relationship between conflict and performance




	5.4
	The conflict process
	 213



	5.5
	Assessing power




	5.6
	The power and motivation to block changes




	6.1
	The Leadership Grid®




	6.2
	Situational influences on leadership effectiveness




	6.3
	Hersey and Blanchard’s theory of situational leadership




	6.4
	Factors intervening between effort and performance




	6.5
	Transformational leadership




	6.6
	The three pillars of authentic leadership




	6.7
	A force field diagram




	6.8
	Contrasting change pathways




	6.9
	The cynicism spiral




	7.1
	The structure of an objectives tree




	
7.2
	An objectives tree for improving the IT support services




	7.3
	An objectives tree for improving the IT support services, with options generated for the two sub-sub-objectives




	7.4
	An evaluation matrix




	7.5
	An evaluation matrix for some options to improve the effectiveness of the IT support services




	7.6
	Causal-loop diagram of the situation facing Shire County further education services




	7.7
	Hierarchy of objectives for expanding O&RBL provision in Shire County




	7.8
	Integrated care – performance and delivery




	7.9
	Reasons for programme failure




	7.10
	Integrated care design – key features




	8.1
	Basic assumptions of OD as a model for change




	8.2
	The OD model for change




	8.3
	Rich picture of changes in the organization of services for people with learning disabilities




	8.4
	Example of a responsibility chart




	8.5
	The Pugh OD matrix




	9.1
	Population (million) by sex, age group and employment for the EU 27 countries, 2010 and 2030




	9.2
	Projected output and employment growth by sector group, 2012–2022




	9.3
	Trends shaping future UK jobs and skills to 2030




	9.4
	Disruptions that could radically change the nature of work




	9.5
	Impact of organizational environment on creativity




	9.6
	A model of change capacity





Tables



	1.1
	Percentage share of UK employment, 2002–2022




	2.1
	Characteristics of Greiner’s phases of growth




	2.2
	Emergent order after four years




	2.3
	The changing nature of change




	2.4
	Environmental conditions and types of change




	4.1
	Culture dimension scores for ten countries




	5.1
	The components of organizational politics




	5.2
	Women on boards of FTSE 100 and FTSE 250 companies




	5.3
	FTSE 350 senior executives




	5.4
	Mobilizing the dimensions of power




	6.1
	Summary of Quinn’s four organizational models




	8.1
	Comparison of different methods of data collection




	9.1
	Trends in organization development








About this book




Introduction

If you have worked in an organization then you might have witnessed how hard it can be to change even the smallest procedure or practice. You might think you hear words of support for change, but then notice that nothing happens; the same old situation keeps coming around again. Or you might encounter opposition to a change that seems so necessary and helpful. Why is it that your colleagues, who are all part of the same set-up, can show so much resistance to what looks like a simple change for the better?

At the other end of the scale, large organizations try to push through big changes to transform the ways in which they operate. It is difficult to get accurate figures because of the difficulty of using a consistent definition of ‘change’, but there is some evidence that executives think that only a small proportion of change initiatives are fully successful in meeting their objectives. Some projects achieve partial success, but a lot of change initiatives fail to make any progress. However, most organizations are seeking to implement multiple change initiatives at any one time. Often these initiatives are either contradictory or place claims on the same resources if implementation is to be secured. There is growing evidence that an overall change programme management approach is essential for effective implementation to be achieved.

It is easy to find recipes to guide us through successful change initiatives. They make much sense at one level; who would not try to communicate a vision for the change, set some objectives and allocate responsibilities, for example? All organizations can do these things but they are not enough to ensure successful change. Change initiatives do not fail because organizations fail to follow a recipe; that would be far too simple. Rather, there are simply too many factors involved for reci­pes to work. It is possible to identify those features of change programmes that are more likely to lead to progress.

In this text we consider the complexity of organizational change to try and understand why change is so difficult to manage. Indeed, after reading it you might ask yourself whether ‘managing change’ is an illusion – a myth that can never be achieved. However, as you will see in Part Three of the text, a number of possibilities as to how change might be managed are discussed. We will also look at why some rapidly growing on-line businesses appear to be adopting new ‘rules of the competitive game’, and as a result are less constrained in achieving change. The text will examine the case for enhanced engagement of stakeholders in the change process and will also consider the role that new data analytics can play in change management in both the public and private sectors.

The aim of this book

The overall aim is to discuss change in relation to the complexities of organizational life. The text takes both a theoretical and practical approach to organizational change and seeks to meet both the academic and applied aims of most business and management courses. Specifically, this text aims to be:


	
• comprehensive in its coverage of the significant ideas and issues associated with change from operational to strategic levels: change is also examined in terms of its effects at the individual, group, organizational and societal levels;

	
• conceptual in the way it explores and critiques theory and research on organizations and change;

	
• critical through its recognition of the limitations of much of the change literature and its inclusion of critical management perspectives;

	
• practical through descriptions and worked examples of different approaches to ‘doing’ change;

	
• challenging through asking readers to undertake activities relating to their work contexts: each chapter contains activities intended to personalize ideas from the text and to reinforce learning, and end-of-chapter discussion questions, assignments and case examples invite longer and more detailed responses;

	
• balanced in its use of case studies and examples, drawn from various types of organizations.



Who should use this book?

The text is intended for anyone interested in exploring organizational change and understanding how to make sense of it:


	
• Undergraduate students in the final year of business and management programmes should find the text gives a comprehensive and understandable introduction.

	
• MBA students who need to apply theory to the workplace will find the blend of theory and practice closely linked to the demands of their programme.

	
• Students on specialist Master’s programmes should find sufficient practical examples to illustrate theory, even if they have little practical experience of management and business.

	
• Students on professional courses that include organizational change will find it helpful.

	
• Practising middle and senior managers who wish to know more about change ­theory, models of change and its complexity in relation to how organizations behave will benefit from it.



Readers will benefit if they have some prior knowledge of organizational theory and behaviour and of experiencing at first hand the murky waters of change in organizations. However, we have tried to make the text accessible to readers without any prior working experience.

Distinctive features


	
• Clear structure. The text is in three parts. Part One considers the broader ­environ-
mental contexts within organizations – the causes of change and different types of change are discussed. Part Two opens up the organization to explore issues that are crucial to an understanding of organizational change and how it happens. Part Three addresses the more practical considerations of designing, planning and implementing change.

	
• Chapter summaries and learning objectives. Each chapter begins with a short summary and the learning objectives.

	
• Boxed illustrations and activities. Illustrations that expand on or give examples of points made in the text are used throughout. They include summaries of research papers and short case examples. Each chapter contains several activities that invite readers to think about theory and practice in relation to their own experiences of change in organizations.

	
• End-of-chapter discussion questions and assignments. Each chapter ends with questions that are intended to promote a more lengthy consideration of issues raised in the text. Many of the questions can be used to prepare for assessments that might occur within a particular programme.

	
• End-of-chapter case examples. The chapters in Parts One and Two end with a case example and case exercise, which help readers apply concepts, theories and ideas introduced in the chapter to real examples. Case questions are intended as a guide to thinking about the different aspects of the case in relation to ideas and themes running through the book.

	
• Indicative resources. Further reading is suggested at the end of each chapter.

	
• Website links. At the end of each chapter, several websites giving further information and support are provided.

	
• Academic sources and references. Full details of references used are given at the end of each chapter and in the author index.

	
• Lecturer’s Guide and PowerPoint slides. A Lecturer’s Guide is available, downloadable from go.pearson.com/uk/he/resources, to lecturers adopting this text. It includes commentaries on each chapter, in particular how to use the activities and the kinds of responses to be expected from students carrying out the activities and answering the discussion questions. Additional study work is suggested and PowerPoint slides are provided.



How to use this book

The text has a simple structure. Chapters in Part One are essential to readers new to organizational change. Readers with little knowledge of organizational behaviour will find Part Two especially important, and for those who have already studied organizational theory and behaviour Part Two explores power, culture and leadership with special reference to change. Part Three provides methodologies for planning and implementing changes and closes with a review of current trends and issues in change theory and research.

Activities distributed throughout all chapters embed ideas and concepts in the text. Sometimes they invite readers to reflect on their workplace; other times they invite application of concepts and ideas to work situations. A useful strategy is to read through a chapter quickly first and then, on a second reading, carry out the activities.

Discussion questions, assignments and case examples enable readers to write at length on issues associated with organizational change. They are particularly useful as preparation for completing formal module assessments.
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