Chapter 11 - Answers to review questions in textbook, page 278
1.
Provide examples of internal and external triggers to organisational change.


Answer: (Sec 11.1)


- Internal triggers to change

●
technology: the term "technology" can be used broadly here to refer to the use of new machinery and tools and the associated way work is designed within organisations to produce goods and services

●
changing nature of customers: the needs of consumers change constantly necessitating new products and services

●
people: new HRM initiatives such as team-based working arrangements necessitate the retraining and multiskilling of employees

●
administrative structures: the restructuring of administrative processes and the redefining of authority relationships must be undertaken to accommodate new work practices


- External triggers to change

●
political: government laws and regulations can impact on an organisation e.g. employment laws, pricing regulations etc.

●
economic: no business functions in isolation and economic growth, interest rates and the level of unemployment can impact on the way business is conducted. Also the internationalisation of business can have a major impact on how business is conducted

●
social: organisations consist of people and changes in their lifestyle can impact on how they are managed. Other issues of importance here are the population growth, age distribution of the population and also leisure interests

●
technology: the rate of technological developments can also impact on organisations e.g. the computerisation of business processes etc.

2.
Common barriers to change can be rooted in three main areas. Briefly discuss.


Answer: (Sec 11.1.2)


Individuals and organisations are not inherently resistant to change. They only put up barriers when they perceive the change to be threatening. They therefore react to the threat and not the change. Whether change will be perceived as threatening or not, will depend on the way it is introduced. According to Gilley et al, common barriers to change can be rooted in three main areas namely: 

(1) in the organisation system (structure, policies, procedures etc.)

(2) leadership/management (philosophies, capabilities and actions)

(3) the human dimension

There are number of common barriers within each of these three areas. Refer to table 11.1 for a detailed list:

Table 11.1
Common barriers to change

	System Barriers
	Leadership/Management Barriers
	Human Dimension Barriers

	Differing organisation values

Dysfunctional culture

Organisational immune system

Supervisors/managers attempt to change employees when, in fact, the system may need changing

Ineffective policies or procedures

Employees are not involved in the decision-making

The change initiative team isn't communicating appropriately

Insufficient resources (human, technical, financial, etc.) to support the change

Internal conflict over resources
	Inability or unwillingness to handle resistance when it occurs

Lack of skill or ability necessary to effectively implement change

Poor or short-term leadership

The change is ill-conceived (e.g., seen as a quick fix or as a solution to a symptom - not to the actual problem)

Lack of management support or commitment to change

Lack of trust between management and employees

No one is in charge or accountable

Differing organisational values

Lack of agreed-upon organisational vision, mission, or strategy

Dysfunctional culture

Faulty assumptions regarding change

Few leaders or managers understand the complexities of the change process, implementation techniques, or human reactions to change

The change is poorly implemented (e.g. lacks structure, planning, resources, etc.)

Organisations fail to identify and mitigate potential barriers (including people) to the change

Supervisors/managers attempt to change employees when, in fact, the system may need changing

Managers and executives are often powerful resistors while employees are often blamed

Employees are not involved in the decision-making

The change initiative team isn't communicating appropriately

Lack of consequences for inadequate performance

Lack of rewards for change

The change is conceived, implemented, and managed from a purely technical stance and without understanding of the human influence on its success or failure

Insufficient resources (human, technical, financial, etc.) to support the change

Internal conflict over resources
	Inherent human resistance to change

Lack of skill or ability necessary to effectively implement change

Faulty assumptions regarding change


3.
List a number of possible causes why employees in companies resist change.

Answer: (Sec 11.1.2)

-
failure to understand the problem

-
the solution is disliked because an alternative is preferred

-
a feeling that the proposed solution will not work

-
the change has unacceptable personal costs

-
rewards are not sufficient

-
fear of being unable to cope with the new situation

-
the change threatens to destroy existing social arrangements

-
sources of influence and control will be eroded

-
new values and practices are repellent

-
the willingness to change is low

-
management's motives for change are considered suspicious

-
other interests are more highly valued than the new proposals

-
the change will reduce power and career opportunities

4.
What are typical symptoms of resistance to change from an employee's perspective?

Answer: (Sec 11.1.2)

Symptoms of resistance to change include the following: withdrawal, aggression, arguing, negativism, blaming, gossip, slowdown of work, sabotage of the change effort and increased absenteeism.

5.
Write an essay on how to overcome barriers to change within organisations.

Answer: (Sec 11.1.3)

Interventions or strategies need to be devised to overcome the barriers to change if an organisation is to survive and thrive over the long term. In Table 11.2 below Gilley et al have identified strategies for leaders, managers and HRM professionals to overcome these obstacles to change.

Table 11.2

Overcoming barriers to change
	Enhance your skills.
	Increase your understanding of and skills in change implementation and techniques, including the human factor.

	Determine what should be changed.
	Strategy, structure, culture, systems, or people? Ensure that the focus on the change is needed and appropriate.

	Create a context for change.
	Sell the change. Help others understand why change is needed, who it will benefit, and consequences of failure to change.

	Know your people.
	What is his/her predisposition to change? How will he/she react and why? 

Which fears are rational? What coping skills does he/she possess? How will he/she personally benefit from the change?

	Model the change.
	Honestly support, champion, and live the change.

	Remove obstacles in the system.
	Identify and eliminate obstacles embedded within organisational policies, procedures, people, and structure.

	Understand and plan for resistance.
	Understand that change is difficult. Identify and address the root cause of reasons for an individual's resistance. Engage him/her in that area. Channel passions constructively.

	Involve people at all levels in all stages of change.
	From design to implementation to evaluation, involvement and participation lead to commitment. Employee involvement only in the implementation stage contributes to failure of the initiative.

	Communicate, communicate, communicate.
	Provide those impacted by the change with routine, sufficient information at all stages. Encourage questions and act on feedback.

	Provide support.
	Provide resources, allow mistakes, protect/defend your people when necessary.

	Reward change efforts.
	Recognise and reward individuals, groups, and departments for their efforts (even if initially unsuccessful).

	Create a culture of organisational development and change.
	Engage in the above actions routinely; live continuous, incremental, beneficial change.


Source:
Gilley, A. & Gilley, J.W. 2007. Organisational development and change (Chapter 18) in Ronald R. Sims (Ed). Human resource management: contemporary issues, challenges and opportunities. Charlotte, North Carolina: Information Age Publishing, p. 512. Used with permission.

HR professional plays a vital role in this. Certain skills need to be possessed by change managers if they are to function effectively and efficiently; these can include: social relationship skills, communication skills, persuasive skills, presentation skills, problem-solving skills and planning skills. According to Higgs & Rowland managers should also possess the following eight change management competencies in order to be successful:

· change initiation

· change impact

· change facilitation

· change leadership

· change learning

· change execution

· change presence

· change technology

6.
Auster, Wylie and Valente have designed a strategic organisational change (SOC) framework to assist companies in the successful implementation of change. Write a short essay on this framework by referring to the three questions posed in this framework.

Answer: (Sec 11.1.4)

The SOC framework addresses three questions, namely:

(1) "Where are we now?" 


(2) "What do we need to change?" 


(3) "How will we implement those changes and build in dynamism?"  
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●
Where are we now?
Working from left to right in this figure, the first question posed is "Where are we now?" This question can be answered by doing two things, firstly, to continuously assess the external environment and secondly to understand the present state of the organisation e.g. to identify what is working well and what not. This process will help the company to establish whether it is still in line with what is going on outside the organisation. As far as the internal organisation is concerned, we must establish what is working well so that we do not tamper with this during the change process. To find the answer we need to analyse operational dimensions such as: strategy, leadership, structure, human resource practices, physical layout, technology and culture.

●
What changes do we need to make?
Having answered the first question successfully we can now look at the second question namely "What changes do we need to make? Looking at the previous discussion, it is clear that one of the changes will involve solving the problems which exist at present in the organisation. However, besides doing this, we must also position the organisation for future success. As indicated in this figure, the various dimensions from strategy to leadership to structure each can reveal an array of possible changes which might make sense to pursue. Once a range of possible alternatives are generated we can evaluate each one to find the most optimal path for change.

●
How are we going to implement these changes and build in dynamism?
This question addresses the issue of implementation. Here we must try and do everything from ensuring the necessary resources and commitment to navigating the political dynamics of the organisation. Some of the steps in this process include the following:

     -
getting ready for change: readying the organisation for change will involve securing the necessary resources needed for the process or finding ways to work with limited resources. It also means involving all parties and obtaining their commitment as well as understanding why the changes are being made.

     -
working with the politics of change: there is no doubt that different people see things differently. For this reason people will try and push their agenda they see fit. This will inevitably result in the emergence of politics. To ensure successful change, we need to work effectively with the political dynamics in the company. Identifying influential people within the organisation who are also excited about the change, and using them to propel the change forward is essential. Besides this, an effort must also be made to convince those who are not so sure of the value of the change to gain their commitment as well.

     -
supporting emotional transitioning: an effort must be made to establish how different individuals in the organisation feel about the change. Once this is done one can leverage those who are open to change and help the others to work on their personal barriers to change.

     -
planning the implementation details: the change can be derailed if not planned in detail. Important issues here to take care of is: pacing and timing of the change, who will be responsible for key deliverables, how the changes will impact on the customers and what communication channels will be used.

     -
fostering creativity and spontaneity: although the details of change are important, one does not have to plan for everything. Effective change leaders let the people work with the various elements of change which can sometimes result in unexpected positive results. This type of approach will also help to develop a passion amongst the employees for change which will be to the advantage of the organisation in the future.

     -
inspiring continuous learning and evolution: to achieve continued success, organisations will have to build ongoing capabilities needed for continuous learning and evolution. Those that will be successful will continuously engage in ongoing external scanning, develop strong stakeholder feedback loops and leverage collective knowledge. This issue will be addressed in more detail in the next section.

The strategic organisational change framework offers a unique approach to change. It enables the stakeholders both to see the complexity of change and to work through all the different facets necessary for achieving success not only for change now, but also for the inevitable changes that will come in future. How the framework is used will depend on the specific situation and change challenges faced.

7.
Distinguish between the concepts "organisation learning" and the "learning organisation".

Answer: (Sec 11.2)

According to Mabey, Salaman & Storey, the learning organisation is a term that has been used to characterise an enterprise where learning is open-ended, takes place at all levels and is self-questioning. While the same authors see organisation learning as a descriptive device to explain and quantify learning activities and events taking place within an organisation. Thus, one critical distinction between an organisation that learns and the learning organisation seems to be that in the latter, individual leaning activities feed and integrate with broader and deeper learning processes in the organisation while this is not the case with organisation learning. 

8.
List nine characteristics of a learning organisation.


Answer: (Sec 11.2.1)

(1) learning is accomplished by the organisation as a whole

(2) employees within the organisation recognise the importance of current and future success of ongoing learning

(3) learning is a continuous, strategically used process that is integrated and runs parallel to work

(4) there is a focus on creative and generative learning in the organisation

(5) systems thinking is fundamental in a learning organisation

(6) an organisation climate exists that encourages, rewards and accelerates individual and group learning

(7) employees network in an innovative manner that resembles a community both inside and outside the organisation

(8) everyone is driven by a desire for quality and continuous improvement and lastly

(9) employees have uninterrupted access to information and data

9.
Briefly discuss the "Systems Learning Organisation Model" developed by Marquardt by referring to the five subsystems of the model.

Answer: (Sec 11.2.2)

There is no doubt that becoming a learning organisation is absolutely a prerequisite to remain competitive. But moving from a non-learning to a learning organisation is no simple task. It requires amongst others, the cooperation between numerous stakeholders. It also needs a person to oversee this process which is normally known as a Chief Learning Officer (CLO) (see the next section). But how can companies then move from a non-learning mode to a learning organisation? To answer this question, we will look at the "Systems learning organisation model" developed by Michael J. Marquardt, and discussed in his book "Building the learning organisation: mastering the five elements for corporate learning". This model which is practical and workable has been adopted successfully by thousands of companies around the world. The model consists of five related subsystems (See Figure 11.2 below) namely: learning, organisation, people, knowledge and technology. It is important to note that all five of the subsystems are necessary to sustain a viable ongoing learning organisation. As will be noticed from Figure 11.2 below, the subsystems within the model consists of a number of elements/components. We will briefly discuss each of these by referring to Figure 11.2.
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-
The learning subsystem

At the core of the learning organisation is learning. Learning can occur at three levels namely: the individual level (which refers to changes in skills, insights, knowledge, attitudes and values acquired through self-study), group or team learning (involves the increase in knowledge, skills and competencies accomplished by and within groups) and organisational learning (the enhanced intellectual and productive capability gained through commitment). In a learning organisation the capacity is developed to encourage and maximise learning on all three levels. Besides these levels of learning, three types of learning can also be distinguished namely: adaptive learning (when we reflect on past experiences and then modify future actions), anticipatory learning (acquiring knowledge from envisioning various futures and determining ways to achieve that future) and action learning (reflecting on reality on a present, real-time basis, and applying the knowledge toward developing the individual, group and the organisation). It is important to note that these types of learning are not exclusive of one another, but that an individual, group or organisation may employ more than one type at the same time. As can be seen in Figure 11.2, besides the levels and types of learning, five key skills are also needed for initiating and maximising learning within a company to attain ultimate business success namely: systems thinking (a conceptual framework to make full patterns clearer and determine how to change them), mental models (deeply ingrained assumptions that influence our views and actions in the world), personal mastery (indicates a high level of proficiency in a subject of skill area), self-directed learning (everybody is aware of and enthusiastically accepts responsibility for being a learner) and dialogue (denotes a high level of listening and communication between people). Other important issues here, but not shown in the model are: the speed of learning (how quickly the organisation is able to complete each learning cycle), the depth of learning (the degree of learning the organisation achieves at the end of the cycle) and the breadth of learning (how extensively the organisation is able to transfer the new insights and knowledge). Thus for the learning component to make a contribution to the company the following needs to be done: (1) develop modular, reuseable learning content, (2) increase the ability to learn how to learn, (3) develop the discipline of organisation dialogue, (4) design career development plans for employability, (5) establish self-development programmes, (6) build team learning skills, (7) encourage and practice systems thinking, (8) utilise scanning and scenario planning, (9) expand multicultural and global mind sets and learning and lastly, (10) change the mental model of learning.

-
The organisation subsystem
This is the setting within which the learning process occurs. To change to the new focus, a company's structure and strategies must change dramatically. Four components can be distinguished here namely: vision, culture, strategy and structure. The vision encompasses a company's hopes, goals and direction for the future, while the culture refers to an organisation's values, beliefs, practices, rituals and customs and the strategy relates to action, plans, methodologies, tactics and steps employed to achieve a company's vision and goals. The structure includes a company's departments, levels and configurations. Thus, for the organisation component of make a contribution to the process of becoming a learning organisation, the following needs to take place: (1) use the future-search conferences to develop a vision, (2) gain support from top management, (3) create a corporate climate of continuous learning, (4) reengineer policies and structures around learning, (5) reward individual and team learning, (6) incorporate learning in all policies and procedures, (7) establish centres of excellence, (8) measure financial and nonfinancial areas as a learning activity, (9) create time and space for learning and lastly, (10) make learning intentional at all times everywhere.

-
The people subsystem
People are pivotal to learning organisations because only people have the capacity to learn. People are the agents that take information and transform it into valuable knowledge for personal and organisational use. The people subsystem in the learning organisation consists of the following components: managers/leaders that carry out coaching, mentoring and modelling roles and as such are responsible for enhancing learning opportunities for the people around them and employees that are empowered and expected to learn, plan for their future competencies, and take action and risks to solve problems. The learning organisation also recognises that customers can be a fertile source of information and ideas and thus should be closely linked with the organisation learning systems.

Other external groups that are also important include: business partners and alliances that can share their competencies and knowledge, suppliers and vendors as well as community groups such as social, educational and economic agencies that can share in providing and receiving learning. A number of strategies for empowering and enabling people within the learning organisation can include: (1) encouraging leaders to model and demonstrate learning, (2) inviting leaders to champion learning processes and projects, (3) empowering employees to learn and produce, (4) instituting personnel policies that reward learners, (5) creating self-managed work teams, (6) balancing learning and development needs, (7) encouraging and enhancing customer participation, (8) maximising learning from business partners and alliances, (9) building long-term learning partnerships with suppliers and vendors, and lastly (10) providing educational opportunities for the community.

-
The knowledge subsystem
Companies need knowledge in order to increase their ability to improve products and services. The knowledge subsystem in the learning organisation consists of the following components: acquisition (the collection of existing data and information from inside and outside the organisation), creation (generating new knowledge through a number of different processes), storage (the coding and preservation of the organisation's valued knowledge for easy access by employees anytime), analysis and data mining (analysing data as well as reconstructing, validating and inventorying it), transfer and dissemination (the movement of information by mechanical, electronic and interpersonal means), application and validation (the use and assessment of knowledge by members of the organisation). Thus, for knowledge to play an important role in the learning organisation the following steps need to be taken: (1) share responsibility for collecting and transferring knowledge, (2) systematically capture relevant external knowledge, (3) organise internal learning events, (4) be creative about thinking and learning, (5) encourage and reward innovation, (6) train staff in knowledge storage and retrieval, (7) maximise knowledge transfer across boundaries, (8) develop a knowledge base around organisational values and learning needs, (9) crate mechanisms for collecting and storing learning and lastly, (10) transfer classroom learning to on-the-job utilisation.

-
The technology subsystem
The technology subsystem is made up of supporting, integrated technological networks and information tools that enable access to, and exchange information and learning. This subsystem includes technical processes, systems and structures for collaboration, coaching, coordination and other knowledge skills. It encompasses electronic tools and advanced methods of learning. Two major components here are: (1) technology for managing knowledge which refers to computer based technology that gathers transfers and codes information, (2) technology for enhancing learning which involves the utilisation of video, audio and computer-based multimedia training for the purpose of delivering and developing knowledge and skills. For technology to play an important role in the learning organisation the following steps need to be taken: (1) encourage and enable staff to connect to the information highway, (2) develop multimedia, technology-based learning centres, (3) develop and use a variety of distance-learning technologies, (4) use technology to capture internal and external knowledge and ideas, (5) acquire and develop competencies in groupware and self-learning technology, (6) install electronic performance support systems, (7) plan and develop a just-in-time learning system, (8) build internal courseware technology and capability, (9) use intranets for training and lastly, (10) increase capabilities of management and human resource staff.

From the above discussion it is clear that to become a learning organisation demands an understanding of and commitment to mobilising all five subsystems of the model. Taking the specific steps to build a learning organisation requires well-orchestrated planning on the part of many people in the organisation. However, maintaining this new higher level of learning power is perhaps as challenging as initiating the process but appointing a Chief Learning Officer (CLO) to oversee this process might well be a good idea. In the next section we will look more closely at this person.

10.
Write a short essay on the Chief Learning Officer (CLO) found in many organisations today.


Answer: (Sec 11.3)

In many circles, the rise of the chief learning officer (CLO), also known as the chief knowledge officer (CKO), as a senior corporate position is seen as a recent phenomenon. General Electric and Coca-Cola, two of the world's major companies, were the first to hire such individuals. These individuals are normally part of the HR departmental structure and report directly to the head of HR and the CEO of the company. 

From the extract above it is clear that the CLO plays a vital role in building and sustaining the high level learning organisation discussed in the previous section. But what are the characteristics of such a person?

- Characteristics of a chief leaning officer
Recent studies have identified a number of characteristics that are most prevalent among these individuals, for example:

●
knowledge officers must have circulated through the company and must have 
developed a holistic perspective;

●
they must be able to energise the organisation and function as cheer-leaders 
to build momentum behind the knowledge initiatives;

●
they must be able to withstand a multitude of pressures;

●
they must feel rewarded by the accomplishments of other people; and

●
they must have a good relationship with the head of HR

Although the CLO appears to be some type of rare person, the identification, appointment and training of such a person is of utmost importance to the company. So what is the role of the CLO?

- The role of the chief learning officer

The CLO/CKO can influence the organisation in several ways. (See Table 11.4 below on what CKOs/CLOs do in some of the major companies in the world.) One is to rapidly generate new knowledge, ideas and solutions to problems throughout the organisation by means of the information technology.

In today's highly competitive global environment, the organisation needs knowledge workers more than knowledge workers need the organisation, and the role of the chief learning officer in this process is thus indispensable. The good news is that CLO's continue to grow worldwide.
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