Chapter 10: Confronting Changing Contexts
Changing and the Environment of Business
· Forces for Change:
· Success and survival require organizations to continually fit with their dynamic and evolving environment
· Ability to change is central to the success of any organization
· Adapting to change environment success depends on capability to maintain stable and reproducible organizational process and outcomes
· Economic Changes:
· Facilitate changes in employee employer relationship
· Lifetime employment, security of job, downsizing, part-time and temporary employee all are a lot more common now
· Change in regard to pattern of career movement, employees would move up in hierarchy now flattening of organizations to substitute horizontal and lateral career movement
· Competitive Changes:
· Evolved and understanding what to expect and what drives evolution along the lifecycle of industry is critical
· Each stage of industry life cycle the organizational skills and capabilities needed to survive and grow change in significant ways
· Domestic and foreign competition has demanded innovation among many industries – must adapt
· Technological Changes:
· Changing variable and permits and demands organizational change, double-edge sword for business bringing benefits and threats
· Creates new industries and destroys old ones, gain more flexibility in work arrangements with flex-time, compressed workweek
· Labour Force Changes:
· Must respond and understand to changes in demographics
· Women, visible minorities, aboriginals and disable people need to understand how relationships in labour pool can change over time
· Need to consider how labour and union demands can impact corporate policy 
· Need to cope with conflicts in industrial relations and address demands triggered by environmental changes
· Global Changes:
· Globalization has been most pervasive force affecting businesses
· Increasing MNC, borderless corporations, companies do not have a specific nationality now planning and DMing to global markets
· Legal/Political Changes:
· Dictate changes in how business competes as well as what services it offer and how they can be offered
· Emphasis in organizational justice, more laws governing fairness in workplace
· Compensation, pay equity, merit passed pay, pay performance to link efforts to performance verses seniority 
· Societal Changes:
· Business must respond to society and organizations that service societal demand change
· Aging population-health care sector, education level- changing the nature of work, 
· Generate jobs that demand employees to be multi-skilled, more teamwork and responsibility for larger work
Types of Changes:
· Developmental Change: attempts to improve upon what the business is currently doing rather than creating something new
· Transitional Change: replaces what already exists with something completely new and requires the organization to depart from old methods of operating while the new state is being established
· Determines the final destination in detail before the transitional change is implemented
· Impacts employees at the levels of skills and actions
· Transformational Change: challenging to manage compared to the other types of change. Future state is unknown, determined through trial and errors. Cannot be managed with  predetermined plans, actual change that emerges is unpredictable. Future states different from current operating state that employees and their culture must change in order to succeed in this type of change
· Methods of Change: Theory E and Theory O Change:
· Organizations respond to the challenges of change with programs: structural, cost cutting, process and cultural change
· Theory E: its purpose the creation of economic value, often expressed as share-holder value, focused on formal structure and systems
· Change is based on the notion of to max shareholder value
· Theory O its purpose the development of organization's human capability to implement strategy and to learn from actions taken about the effective of changes made
· Develop organizational capabilities, support learning and high performance employees
· BOTH must be combined to achieve successful, long-term change
The Process of Transformational Challenge: An Illustration
· Understanding the forces for change
· Change vision and implementation
· Analyze the organization and its need for change
· Create a shared vision and common direction
· Separate from the past
· Create a sense of urgency
· Support a strong leader role
· Line up political sponsorship
· Craft an implementation plan
· Develop enabling structures
· Communicate, involve people and be honest
· Reinforce change
· Need for cultural change
· Psycho local Contract: set of implicit assumptions that underlie the expectations of the employee with regard to their employment status
· Leading change through communication
· Matching the words to actions
· Emphasis on face to face communication
· Bad/good news ration
· Employee communication strategy
· Reinforcing Change
· After assessing an reacting to environment, creating a new corporate strategy and vision implementing the change program, convincing resistant stakeholders of need for change
Creating a Learning Organization
· Organizations that can adapt to change are the ones that have learned how to, change is reflected in one of the many definitions of learning organization
· Have to adapt to environment, learn from their people, contribute to learning of the wider community or context of which they're a part
· Organizations learn through individual acting as agents in effort to critically examine the method and functioning of their organization
· Single-Loop Learning: correction of errors that employees may find in the organizational methods of performance in order to keep the system working
· Organization has rights, but needs to fine tune the system making incremental improvements
· Continue its present policies and achieve objectives, address symptoms of problem
· Double-Loops Learning: individuals assess whether an error or problem exists in an organization because the systems themselves need to be changed
· Require deep exam to modify policies and goals, requires innovation 
· Change in present system to solve problems to transform current strategies and assumptions
· Individuals attempt to uncover the causes of the problems
· Double-Loop Learning and Shifting Paradigms:
· Radical change can only come when members of the organization engage in double-loop learning
· Paradigms: referring to a set of beliefs or mental framework for understanding how the world operates
· Recognize the current paradigms that govern our behaviour and shift to new paradigm
· Innovation is to change for survival and is desire but organizations have rules that encourage stability and consistency
· Do Organizations Encourage or Discourage Learning and Change:
· Organizational learning and development are facilitated through individual learning and development
· To adapt and change in an environment id depended on the ability of people TO adapt
· Individual change is about learning
· Traditional organizational structures are rapidly replaced with more organic structure and it would seem critical to similarly shift greater attention to more adaptive, innovative employee capable of changing and developing along with the organization
· What individuals experience in the workplace has significant impact on growth and development, foster and impede development of its members
· Results from its ability to promote individual challenge and critical reflection through the introduction of new tasks and responsibilities
· Adult Learning Development: notion that development grows out of the interaction of both internal/psychological events an external/social events
· Based on change and occurs at stages in life, individuals can learn from their experiences if they can see what changes are involved and how it can be accomplished
· Institutionalization: process by which shared beliefs take on a rule-like status, process through which individuals create a shared definition of what appropriate or meaningful behaviour 
· Deeply entrenched  are less likely to provide an environment conducive to adult learning and development
· Single-loop learning emphasized, examines behaviour and policies that dictate behaviour
· Mindless Bureaucrat: follows rules and regulations without considering necessity 
· Cognitive Scripts: we all carry with us in the performance of our jobs, not tangible but are REAL. Mental pictures organized in systematic fashion
· Any organization processes shared meaning regarding how its members should conduct themselves in performance
· Guide thought and behavior and are based on the beliefs about people, situations 
· Script: type of schema that serves to help understand and enact dynamic patterns of behaviour, provides knowledge about expected sequence of events and guide behavior during that event
· Domain that assumes that people have characteristic way of making sense of the world by organizing that world into abstract categories (age  growth)
· Categories intended to reduce the cognitive complexity of environment , individuals rely on pre-programmed methods of conduct and cognitive pictures of their environment
· Rountinize performance BUT decrease the potential of individuals to examine the situations that come up, pre programmed approach on how to deal with situations
· Can create obstacles to individual-level change and learning
Implementing Change Through Tipping Point Leadership
· What is the Tipping Point?
· Offers a unique and though provoking framework for understanding change and serves to explain some of the reasons for change when it happens
· Three Rule of the Tipping Point:
· The Law of Few:
· Divides exceptional people who essentially control the power of word of mouth epidemics 
· Connectors: know a lot of people, ability to diffuse the idea is increased
· Mavens: people who have information on different products and prices important is starting the word of mouth epidemic because of knowledge and social skills, unbiased-info accepted more quickly
· Salesmen: have the skills to persuade those who are not convinced by the data provided by mavens of messages spread by connectors
· The Stickiness Factor:
· Quality of message that ensure that it sticks, method of presenting information in a memorable way
· Content of message is important, simple way to present information and make sure its remembered
· The Power of Context:
· Pertains to the environment: it can lead to an epidemic that can be tipped or reversed
· Critical role that social groups play: their importance in initiating and sustaining change by creating a community to practice and support the change
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