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CHANGE MANAGEMENT – LECTURE 6 
CHAPTER 6 – Building Change Relationships 
LESSON 6
Chapter 5 explore into various factors impacting the quality of a change relationship, including aspects like confidence and trust. In this chapter, we center our attention on five modes of intervention and emphasize the significance of change agents exhibiting a sincere respect for the individuals they collaborate with. Often, when people think about change agents, they tend to exclusively associate them with external consultants. However, within organizations, numerous individuals hold roles that predominantly involve aiding in the process of change. These roles encompass system analysts, business development advisors, and project managers, among others. Moreover, there are also many managers who, as part of their routine responsibilities, actively participate in facilitating change. They contribute by introducing new work practices, devising strategies for cost reduction, fostering better staff-client relationships, assisting others in recognizing and capitalizing on opportunities stemming from changing circumstances, or aiding colleagues encountering issues affecting their performance and well-being.

Throughout this chapter, we will use the term "change agents" or "helpers" to collectively refer to all those involved in facilitating change. Conversely, individuals who receive assistance, whether they are colleagues, subordinates, or conventional clients, will be addressed as "clients."

Learning Objective 1

Intervention styles


Change agents have the capacity to provide assistance through a variety of methods. The intervention style indicator presented below has been created to assist you in recognizing your favored approach to facilitating change. Completing it now and revisiting your intervention style profile later can prove beneficial. It will serve as a valuable reference point as you contemplate ways to enhance the efficiency of your supportive interventions in the future.

SCORING
In the grid below, the responses for each case have been organized into columns corresponding to five distinct helping styles.
·  For each scenario, record the number you circled alongside the corresponding response code in the grid.

For instance, for case A, if you circled response A1, input '2' in the square for A1. If you circled ➄ for response A2, input '5' in the square for A2, and so forth. Please note that for cases B to E, the response codes are presented in varying sequences and are not in sequential order from 1 to 5.

·  Calculate the cumulative score for each column and input it in the designated box. The cumulative score in each column reveals your relative inclination toward the various helping styles.

Learning Objective 2

The goal of intervening

Change agents play a pivotal role in driving and facilitating change. According to Blake and Mouton (1986), their interventions are often characterized as "cycle-breaking endeavors." They contend that human behavior tends to follow cyclical patterns, where specific sequences of behavior recur within defined timeframes or particular contexts. While some of these behavior patterns may benefit the client or client group, others may offer little advantage or even prove detrimental, as discussed in Chapter 1 regarding path dependence.

Furthermore, Blake and Mouton argue that individuals, groups, or entire client systems, such as organizations, can become entrenched in behavior cycles out of habit. They may not be conscious of the potential harm or self-defeat inherent in these cycles. Although they may recognize that things aren't going well, they may lack insight into why this is the case or how they can make improvements. The role of the change agent is to assist clients in identifying and breaking free from these destructive cycles.

The act of breaking these cycles can manifest in various ways. It can be prescriptive, where the change agent provides guidance, or collaborative, where, as advocated by Egan (2004), problem management and opportunity development are achieved through a cooperative effort between the change agent and the clients, allowing them to attain their goals effectively.


Learning Objective 3

Prescriptive mode of intervening: advising
The mode of intervention referred to as 'advising' on the intervention style indicator is essentially prescriptive. Many change agents choose to intervene by providing advice and instructing others on what steps to take in order to address issues or capitalize on opportunities. These change agents operating in this mode typically assume that they possess a higher level of relevant expertise compared to their clients and can accurately assess their genuine requirements. Additionally, they seem to assume that clients may not have the necessary skills to either diagnose problems effectively or plan corrective actions independently.

In various situations, consultants or change managers may indeed possess solutions due to their extensive experience, but if they opt to intervene by simply offering advice and instructing people on what to do, they may inadvertently prevent them from acquiring the skills to solve problems autonomously. Clients might become reliant on the change agent, needing to seek assistance repeatedly when they encounter difficulties in the future.

Furthermore, while clients often seek guidance, there are instances when they may reject the advice provided. For instance, they are more likely to decline advice if they lack confidence in the change agent's expertise or if the advice comes from a change agent who appears to be insensitive to their specific needs.
Learning Objective 4

Collaborative modes of intervening

The other four modes of intervention—namely, supporting, theorizing, challenging, and information gathering—are not meant to dictate specific actions. Change agents who employ these approaches collaborate with their clients to assist them in identifying opportunities or managing their own issues, rather than instructing them on what they should do. Several factors can contribute to clients struggling as opportunity seekers or problem managers. Emotional states such as anger or insecurity can hinder their normal functioning. They may lack the necessary information to comprehend the problem or formulate a change plan. They might be entrenched in an ideology or belief system that hampers their ability to respond effectively. Additionally, they might not have access to concepts and models that can help them recognize the cause-and-effect relationships that maintain the current situation or identify opportunities for change. Furthermore, clients might have attempted to implement changes previously and experienced unsuccessful outcomes. All these circumstances can lead to clients lacking confidence in their own capabilities.

Seligman's theory of learned helplessness, as discussed in Chapter 5, posits that when individuals encounter uncontrollable events, where the outcome probability remains the same regardless of their actions, they develop expectations of a lack of connection between their actions and the outcome. This theory suggests that clients' motivation to take action to address a problem depends on their belief that their actions can lead to some improvement in the problematic situation. If clients lack confidence in their ability to achieve any improvement, they may refrain from trying. Hiroto (1974) conducted an experiment illustrating this phenomenon. One group of college students was exposed to loud, controllable noises that they could stop by pressing a button four times, while another group experienced uncontrollable noises that stopped independently of their actions. A third group was not exposed to any noise. Subsequently, all subjects were tested in a situation where they could control noise cessation. Hiroto found that the groups exposed to controllable noise or no noise learned to stop the noise in the later test, whereas those who had previously encountered uncontrollable noise failed to do so during subsequent tests.

Abramson et al. (1978) differentiate between two types of helplessness: universal helplessness, where the client believes the problem is unsolvable by anyone, and personal helplessness, where the client believes the problem is solvable by someone else (e.g., a helper) but not by themselves. The risk with a prescriptive or advising approach to assisting clients is that it can foster a sense of personal helplessness in the client, potentially leading them to become dependent on others for help.
Egan (2004) delves into the concept of 'empowerment' within the context of the helping relationship. He observes that some individuals, perhaps starting at an early age, develop the belief that they are powerless in certain life situations. They engage in self-defeating inner dialogue (as outlined by Ellis in 1977) and convince themselves that they lack the capacity to handle specific circumstances and cannot effectively cope with them. Egan's standpoint is that regardless of whether clients find themselves in challenging situations due to their own actions or the actions of others, they have the ability and responsibility to actively participate in managing their own problems. This includes seeking solutions and making efforts to achieve those solutions.

Additionally, Egan contends that helpers play a crucial role in helping individuals cultivate a sense of agency or self-efficacy. They can assist clients in challenging self-destructive beliefs and attitudes about themselves and their situations. Helpers can also aid clients in acquiring the knowledge, skills, and resources necessary for success, while encouraging them to take reasonable risks and providing support when they do so. According to Egan, the role of the change agent is to motivate clients to apply a problem-solving approach to their present circumstances and to derive valuable lessons from this experience. This, in turn, equips them to employ a similar approach in handling future situations over the long term.

The collaborative methods of intervention discussed below encompass providing support to clients, offering them conceptual frameworks and theories to help them comprehend their situations and identify ways to enhance their circumstances, challenging and questioning their assumptions, attitudes, and behaviors, and assisting them in pinpointing and acquiring the information needed to effectively manage their situations.

Supportive approach
The supportive approach to intervention entails the change agent collaborating with others to assist them in clarifying their perspectives and expressing emotions and feelings that hinder their ability to think objectively about a problem or opportunity. Margerison (2000) mentions that change agents play a role in helping clients grant themselves permission. Initially, this involves clients granting themselves the permission to discuss challenging issues, which then progresses to them granting themselves the permission to take action instead of worrying. Based on his consulting experience, Margerison notes that an effective intervention sometimes involves simply listening and aiding managers in addressing challenging areas and discussing topics they have previously avoided. He observes that clients often perceive this type of intervention as a significant relief.

Change agents
When employing a supportive approach to intervention, one engages in empathetic listening, refrains from making judgments, and assists clients in independently cultivating a more objective perspective of their situation. It is presupposed that this heightened awareness frequently proves adequate for clients to proceed and resolve the problem autonomously.
Theorizing approach
The theorizing approach involves change agents in the identification of relevant theories and conceptual models pertinent to their clients' specific problem situations. These agents then present these theories to clients and assist them in learning how to employ them analytically to gain a better understanding of their situation in terms of cause-and-effect relationships. Subsequently, the change agents build upon this enhanced understanding to help clients determine actionable steps to move towards a more desirable state of affairs.

Furthermore, theories can serve as valuable tools for addressing potentially sensitive or delicate issues. For instance, delving into Belbin's (1993) team roles can provide a relatively safe and non-confrontational method for exploring the dynamics within a management team. This theory-based approach also offers a means to examine and test implicit assumptions and values without direct confrontation, fostering the client's capacity for independent action.

Blake and Mouton (1986) contend that theories can liberate clients from overreliance on intuition, hunches, common sense, and conventional wisdom, enabling them to view situations with greater objectivity. The applicability of theories extends to various problem categories in a wide array of situations, as long as the theory is valid and clients are willing and capable of integrating it into their thinking as a personally valuable source of guidance. However, theory-based interventions may prove less effective if clients perceive the introduced theory as invalid, irrelevant, overly complex, or if they are resistant to the idea of using theory as a foundation for problem management. Even when dealing with valid and user-friendly theories, rejection can occur, especially when clients are emotionally charged. In such cases, it may be prudent to initially employ a supportive intervention approach before transitioning to a theory-based approach to assistance.

Challenging approach
The challenging mode of intervention holds significant potential for fostering change. In this approach, the change agent takes on the task of probing the fundamental elements of the client's thought processes, aiming to uncover beliefs, values, and assumptions that might be distorting their perception of situations. An underlying assumption of this challenging approach is that clients' effective actions can be hindered when they are unable or unwilling to confront reality. Clients may be unaware of certain aspects of their behavior or its consequences, or they might rationalize or justify their actions, thereby contributing to or perpetuating an unsatisfactory situation. Challenging interventions are designed to bring attention to contradictions between actions and attitudes or to question established practices or precedents that appear unsuitable.

It is crucial for change agents to exercise great care when adopting a challenging style. Egan (2004) argues that confrontation can be a potent tool, and if handled poorly, it can be detrimental. Effective challenges are those that clients perceive as constructive invitations to explore various facets of a problem from a fresh perspective. Change agents who embrace this approach pose questions or offer feedback that guides the client's focus toward inappropriate attitudes, values, discrepancies, and distortions. However, they refrain from dictating to the client how they should think or behave.

Challenges
When clients perceive interventions as personal attacks or the exposure of potential shortcomings in a public manner, they tend to respond defensively, and such interventions are unlikely to yield positive results. Even when a challenging intervention approach holds the potential for effectiveness, it may not materialize if change agents lack the skill to effectively challenge and confront.
Information-gathering approach
The information-gathering approach to providing assistance entails change agents aiding clients in collecting data that can be utilized to assess and reevaluate a problematic situation. Hayes (2002) exemplifies this concept with the case of a sales trainer (Example 6.4). The underlying assumption in this approach is that information deficiencies often contribute significantly to dysfunction. The primary goal of helpers is to guide clients so that they attain a heightened level of awareness regarding the root causes of a problem and to assist them in identifying the necessary actions to resolve it. Many change agents who adopt this approach presume that any information they present will be less well-received and comprehended compared to information generated by individuals or groups themselves. Another commonly held assumption by change agents employing this approach is that clients are more receptive to proposals and action plans they develop on their own.

Pascale and Sterin (2005) cite "positive deviance" as an example of an intervention relying on the facilitation of information gathering and utilization by others. It involves helping clients identify and investigate instances of innovation and outstanding performance in order to share their discoveries and utilize them as a foundation for exploring methods to disseminate this best practice. For instance, one department in a hospital was recognized as a positive deviant due to its exceptionally low incidence of the MRSA superbug. Staff members from other hospital units visited this department, interviewed staff and patients, and sought to identify potential causes and actions they could implement to control the problem in their respective departments. Pascale and Sterin argue that because the process of information gathering is carried out by members of the client system, there is a strong sense of ownership, and because the innovators responsible for superior performance are part of the same system ("just like us"), skepticism and resistance are easier to overcome.
Prescriptive versus collaborative modes of intervening

It has been contended that the most effective approach to assisting others is to guide them in helping themselves, often involving the adoption of a collaborative intervention style. However, there could be situations where a more directive approach might be suitable. Clients might be confronted with a pressing issue that, if not swiftly resolved, could lead to dire consequences. If the change agent possesses the expertise needed to help them avert this impending crisis, it might be fitting to employ a prescriptive approach to swiftly provide the necessary assistance. Although such an intervention is likely to offer only a "quick fix," it can prove effective if it affords clients the time needed to develop the competencies required to manage similar situations they may encounter in the future.


Mode of intervening and the stage of the helping relationship

The most effective approach to intervention can vary throughout the course of a helping relationship. At the outset of the helping process, the supportive mode, characterized by empathetic listening to aid clients in gaining a deeper understanding, may prove particularly effective. This approach not only assists clients in clarifying their thoughts about a situation but also fosters the development of trust and a supportive rapport between the change agent and the client.

However, as the helping relationship progresses, it may become necessary for change agents to adjust their initial approach and transition toward a more challenging, information-gathering, or theorizing style of facilitation. This adjustment could involve confronting clients about inconsistencies between their words and actions, providing constructive feedback, or assisting them in gathering new information independently to view their problem from a fresh perspective. It might also be beneficial to introduce clients to theories and conceptual frameworks that enhance their diagnostic and action-planning abilities. In essence, relying solely on a single approach may not always lead to a sufficient level of comprehension regarding a problem or to the formulation and execution of plans to move toward a desired future outcome. Thus, it may be imperative to utilize various modes of intervention as clients' needs evolve.

Egan (2004) contends that helpers should be proficient in all the discussed approaches to assisting because they are interconnected. For example, helpers who specialize in challenging may struggle with confrontation if their challenges are not rooted in an empathetic understanding of the client or if they confront clients prematurely in the helping relationship.

Helping skills

This chapter has primarily centered on the various intervention styles and their application in facilitating change throughout the helping relationship. It has also briefly touched upon some of the specific skills essential for change agents to effectively intervene. These "helping skills" are not a unique set of abilities exclusively reserved for the helping relationship, as noted by Hopson (1984). Instead, helping involves the proficient application of a broad array of interpersonal skills that are part of our everyday and commonly used communication abilities.

Some of these skills encompass:

· Self-awareness
· Establishing rapport and cultivating relationships
· Empathy
· Attentive listening to both facts and emotions
· Skillful probing for information
· Recognizing recurring themes and grasping the larger context
· Providing constructive feedback
· Challenging underlying assumptions.


Summary

The primary aim of intervening is not centered on the process of planning or taking action but rather on achieving specific outcomes that enhance the system, such as realizing innovations, more effectively managing problems, identifying and capitalizing on opportunities, or fostering new behaviors that improve the organization. Blake and Mouton describe intervening as an effort to break the cycle of the status quo. This chapter explores five modes of intervention aimed at facilitating change:

1. Advising: This involves change agents drawing upon their own knowledge and experience to offer guidance to clients on how to address their problems.

2. Supporting: In this approach, the emphasis is on empathetic listening and refraining from passing judgment. The goal is to assist clients in expressing their emotions and feelings, which may be hindering their ability to think clearly about their problems. The primary focus is on the client's well-being rather than just the problem itself.

3. Theorizing: Change agents present clients with relevant theories pertaining to their problems and help them utilize these theories to gain a deeper understanding of the issue and develop a plan for corrective action.

4. Challenging: This mode involves confronting clients' fundamental thought processes to identify any beliefs or values that may be distorting their perception of the situation.

5. Information gathering: Change agents assist clients in collecting data that can be used to evaluate and reinterpret the situation.

In many situations, consultants or change managers may possess greater experience and insight than their clients or subordinates, which can lead them to offer advice and directives. However, it's important to note that:

· Telling people what to do may prevent them from acquiring problem-solving skills themselves.
· Clients may become overly reliant on the change agent, needing assistance every time they encounter a challenge.

While recognizing that advising may be appropriate in certain circumstances, this chapter underscores the advantages of approaches that empower clients to become self-sufficient problem solvers.

Effective helpers exhibit a genuine respect for the individuals they are working with, which can be achieved by:

· Indicating that the other person's perspective is valued and worth listening to.
· Temporarily suspending critical judgment.

Effective assistance involves the judicious application of a wide range of common interpersonal skills that are used in everyday interactions.

Test 

Multiple Choice


1. What term is used to collectively refer to all those involved in facilitating change, including system analysts, business development advisors, and project managers, among others?

a. Consultants
b. Change agents
c. Clients
d. Managers

2. According to Blake and Mouton, what are change agents' interventions often characterized as?
a. Prescriptive
b. Collaborative
c. Challenging
d. Supportive

3. What does Seligman's theory of learned helplessness suggest about clients' motivation to take action?
a. It depends on their belief that their actions can lead to improvement.
b. It depends on external factors beyond their control.
c. It depends on their reliance on change agents.
d. It depends on their past experiences only.

4. What are the two types of helplessness differentiated by Abramson et al.?
a. Universal helplessness and personal helplessness
b. Learned helplessness and situational helplessness
c. External helplessness and internal helplessness
d. Absolute helplessness and relative helplessness

5. According to Egan, what is the role of change agents in helping clients?
a. To provide all the solutions
b. To convince clients of their powerlessness
c. To motivate clients to apply a problem-solving approach
d. To foster dependency on change agents

6. What is the primary goal of change agents when adopting the supportive approach to intervention?
a. To provide all the answers
b. To challenge clients' beliefs and assumptions
c. To help clients gain a deeper understanding and express emotions
d. To provide theoretical frameworks

7. Which approach involves change agents helping clients collect data to assess and reevaluate a problematic situation?
a. Supportive
b. Theorizing
c. Challenging
d. Information gathering

8. What does the "positive deviance" intervention involve?
a. Encouraging clients to reject all existing practices
b. Helping clients identify innovative solutions
c. Criticizing clients for not conforming to norms
d. Providing clients with pre-determined solutions

9. When might a more directive approach to intervention be suitable?
a. At the beginning of the helping relationship
b. When clients have gained full autonomy
c. When clients are faced with an urgent crisis
d. When clients are resistant to change

10. How should change agents adjust their approach as the helping relationship progresses?
a. Maintain the same approach throughout
b. Transition toward a more prescriptive approach
c. Adapt to clients' evolving needs
d. Become less involved in the process

11. Which of the following is NOT mentioned as one of the helping skills in the text?
a. Attentive listening
b. Empathy
c. Providing pre-determined solutions
d. Recognizing recurring themes

12. According to the text, what is the significance of change agents in facilitating change?
a. They are not important in the change process.
b. They play a minor role in providing guidance.
c. They have the capacity to provide assistance through various methods.
d. They are only effective in a prescriptive role.

13. What is the risk associated with a prescriptive or advising approach to assisting clients?
a. It fosters a sense of universal helplessness in clients.
b. It encourages clients to rely on change agents indefinitely.
c. It empowers clients to solve problems autonomously.
d. It enhances clients' self-efficacy.

14. What is the underlying assumption in the information-gathering approach to providing assistance?
a. Clients are more receptive to proposals they develop themselves.
b. Change agents are better at assessing problems than clients.
c. Clients are not capable of gathering information independently.
d. Change agents should always provide information.

15. When might a challenging intervention approach be ineffective?
a. When clients perceive it as a personal attack
b. When clients are emotionally charged
c. When change agents lack the skill to challenge effectively
d. When clients are open to change

16. What does Egan suggest is the role of change agents in helping individuals cultivate a sense of agency?
a. To convince them of their powerlessness
b. To assist them in challenging self-destructive beliefs
c. To provide all the answers
d. To encourage dependency on change agents

17. What is the primary goal of the collaborative methods of intervention?
a. To provide pre-determined solutions
b. To challenge clients' beliefs and attitudes
c. To help clients identify opportunities or manage their issues
d. To foster dependency on change agents

18. Which approach to intervention involves aiding clients in collecting data to assess and reevaluate a problematic situation?
a. Theorizing
b. Challenging
c. Information gathering
d. Supportive

19. According to Pascale and Sterin, what is "positive deviance" as an intervention?
a. Encouraging clients to resist change
b. Identifying instances of innovation and outstanding performance
c. Discouraging clients from sharing discoveries
d. Providing pre-determined solutions

20. Why is it important for change agents to adjust their intervention approach as the helping relationship progresses?
a. To maintain a consistent approach
b. To avoid challenging clients' beliefs
c. To address urgent crises effectively
d. To meet clients' evolving needs


Answer Key
1. B
2. A
3. A
4. A
5. C
6. C
7. D
8. B
9. C
10. C
11. C
12. C
13. B
14. A
15. A
16. B
17. C
18. C
19. B
20. [bookmark: _GoBack]d
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