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CHANGE MANAGEMENT – LECTURE 8 
CHAPTER 8 – Gathering and Interpreting Information
LESSON 8
Diagnosing the need for change involves a process of gathering, analyzing and interpreting information about individual, group and organizational functioning. This chapter examines the main steps in this process. These are: 

1 selecting a conceptual model for diagnosis
2 clarifying information requirements
3 information gathering
4 analysis
5 interpretation.

The final section considers how diagnostic information, once interpreted, can be used to begin the process of action planning. The SWOT analysis and force-field analysis are introduced as useful frameworks for planning what needs to be done

Learning Objective 1

Selecting a diagnostic model

Conceptual models play a key role in the diagnostic process because they help us to decide which aspects of organizational behavior require attention and provide a focus for information gathering. They also provide a basis for interpreting the information that has been collected. When selecting a model for diagnosis, the first point to consider is the extent to which the model is relevant to the issue(s) under consideration, for example loss of market share, dysfunctional intergroup conflict, high labor turnover and so on.

An effective model is one that identifies specific elements and/or cause-and-effect relationships that contribute to the problem or opportunity, and also indicates which of these have most weight (or effect) on other aspects of organizational functioning and performance. Evidence, from personal experience or published research, about the ability of a conceptual model to explain and predict cause-and-effect relationships can help the change manager to select an appropriate model for diagnosis. However, the ultimate aim of organizational diagnosis is more than improving our understanding of why something is the way it is. It also involves using this understanding to plan action to improve organization effectiveness. Thus, if a diagnostic model is to have any practical utility, it needs to highlight aspects of organizational functioning that, either directly or indirectly, the change manager can work on.


Learning Objective 2

Clarifying information requirements

This information was then categorized and used to help you make explicit your personal model of organizational functioning. This process can be reversed. When a diagnostic model has been selected, the change manager can identify the items of information that will be required to assess how an organization (unit or group) is performing and to distinguish what is going well and what is going not so well. Two examples illustrate what this involves.

The 7S model focuses attention on seven aspects of organizational functioning – strategy, structure, systems, staff, style, shared values and skills. A change manager using this model will need to identify the kind of information required to describe each element. For example, under ‘strategy’, they may seek information about how the organization goes about matching its resources with the opportunities, constraints and demands in the environment, how it plans to develop in the future, and how it goes about creating and maintaining a competitive advantage. Under ‘structure’, a change manager may seek information about formal and informal arrangements for grouping and coordinating activities, defining responsibilities, and establishing reporting relationships. An organization’s structure might be described in terms of functions,
divisions, a matrix or a network.

Learning Objective 3

Information gathering

The information-gathering stage of the process begins with a series of planning decisions relating to which methods of data collection to employ and whether data can/should be collected from every possible source or from a representative sample of the total population of sources.

Interviews
Individual and group interviews are a rich source of information about what is going on in an organization. People can be asked to describe aspects of the organization and how it functions, and to make judgements about how effectively the organization, or an aspect of it, functions and how they feel about this – their affective reaction. For example, after describing how the appraisal system operates in an organization, some employees might judge it to be ineffective but indicate
that they are quite happy about this because the ineffective system works to their personal advantage.

Questionnaires

Questionnaires are sometimes referred to as ‘self-administered interviews’. They are designed to obtain information by asking organizational members (and others) a predetermined set of questions about their perceptions, judgements and feelings. Using questionnaires to collect diagnostic information can be more cost effective than using interviews, because they can be administered simultaneously to large numbers of people without the need to employ expensive interviewers. Also, they can be designed around fixed response-type questions that ease the
burden of analysis.

Projective methods
Projective methods such as drawings and collages can be a useful way of collecting information about issues that people may find difficult to express in other ways. Fordyce and Weil (1983) suggest that asking subgroups to prepare a collage around themes, such as ‘how do you feel about this team?’ or ‘what is happening to the organization?’, and present and explain it to the total group in a plenary session helps organizational members to express and explore issues at a fairly deep and personal level. A similar procedure is to invite individuals to prepare and share
drawings that show certain aspects of organizational life. For example, individuals might be asked to draw a circle for each member of their group, making the circles larger or smaller depending on the influence they have over the way the group works. They may also be asked to elaborate their drawing by locating the circles for different members of the group in terms of how closely they need to work together to get the job done.

 Observations
Observing behavior as it occurs is one approach to collecting information that avoids self-report bias. One of the key issues associated with this approach is deciding how the observation can be organized to focus attention on required behavior and avoid being distracted or swamped by irrelevant information. When collecting information about behavior in a group setting, for example, the degree of structure for observing and recording can vary from using broad categories such as leadership or communication to the use of detailed category sets such as the interaction process analysis framework developed by Bales (1950).

Unobtrusive measures
In many organizational settings, large amounts of information are collected as a normal part of day-to-day operations, which relate to various aspects of organizational functioning, such as costs, downtime, wastage rates, absenteeism, labor turnover, delivery times, margins, complaints, number and type of meetings and so on. This kind of information is referred to as ‘unobtrusive’, because the fact that it is being collected for diagnosis is unlikely to prompt any specific response bias. It is also likely to be readily accepted by organizational members and, because of the nature of many of the records that contain this kind of information, it may be easy
to quantify.

Sampling

Sometimes, for example when collecting information from members of a relatively small work group, it may be possible to include every member of the group in the survey. However, when a diagnostic exercise involves collecting information about a whole department, or the total organization, it may be necessary to consider ways of sampling people, activities and records in a way that will provide sufficient information to provide a representative picture of what is going on.



Learning Objective 3

Analysis

Once information has been collected, it needs to be analyzed. For example, in response to a question such as ‘How challenged do you feel in your present job?’, only some of those surveyed might have offered a positive response. The change agent may want to know what proportion of the sample responded in this way compared to those who responded in the same way in other organizations, in order to be able to assess whether the lack of challenging work is a problem. It might also be useful to consider whether there is any relationship between those who do not feel challenged and the unit they work in or their level in the hierarchy. Analytical procedures organize information in ways that can provide answers to diagnostic questions. Analytical techniques are often classified as ‘qualitative’ or ‘quantitative’. Qualitative techniques are used to explain why people think and behave in certain ways rather than to count the numbers of people who think or behave in certain ways. Quantitative techniques focus on pieces of information that can be counted and are best used to answer what, when and who rather than why questions.

Qualitative techniques

Qualitative techniques tend to be more concerned with meaning and underlying patterns than with scientific tests. Content analysis and force-field analysis are two examples of qualitative analytical techniques frequently used in organizational diagnostic exercises.

Content analysis
Content analysis attempts to summarize respondents’ comments into meaningful categories. This involves identifying comments or answers that tend to recur most frequently and grouping them in ways that provide a set of mutually exclusive and exhaustive categories or themes. For example, in response to a question such as ‘What do you like best about your work?’, a number of responses might refer to working with friendly colleagues, considerate supervisors and having the opportunity to communicate with co-workers while doing the job.

Force-field analysis
Force-field analysis, also involves categorizing information. The distinctive feature of force-field analysis is that it involves organizing the categories into two broad types – those relating to forces or pressures for change and those relating to forces or pressures supporting the (problematic) status quo and resisting change.

Quantitative techniques
Quantitative techniques focus on data that have numerical significance and involve counting and measuring to answer what, when and who type questions. Some of the basic techniques most frequently used by change agents when analyzing quantitative information are means, standard deviations, correlation coefficients and difference tests.

Learning Objective 5

Interpretation
Conceptual models provide a basis for interpreting diagnostic information and identifying what needs to be changed to achieve a more desirable state of affairs. Change managers using the 7S model (described in Chapter 7) can construct a 7S matrix (see Change tool 7.1) that can be used to point to those areas where internal misalignment may be a problem.

The results of the 1993 staff survey in the BBC, which was designed around the Burke-Litwin causal model of organizational performance, indicated some priorities for change.

Learning Objective 6

Political considerations

Collecting information is not an innocuous or benign activity, because people will have concerns about who will use the data and for what purpose, and how they will analyses and interpret them. Nadler (1977) argues that the collection and distribution of information can change the nature of power relationships. Data collection can generate energy around the activities or behaviors that are being measured for a number of reasons. For example:
· It may result in information that an individual or group has previously withheld in order to secure some political advantage being widely distributed, thereby undermining their power and influence.
· It opens up the possibility of comparing the current performance of an individual or group with their own past performance, the performance of others, or some benchmark. These possibilities might be perceived as threatening, especially where there is a link between performance and rewards.
The energy generated by data collection can be directed towards assisting or undermining the change agent’s attempt to diagnose the need for change. How the energy will be directed will be influenced by the perceptions people have about the possible future uses that may be made of the data. If, for example, employees expect the information collected in a diagnostic survey to be used in an open, non-threatening and helpful manner, they may be motivated to provide accurate information. If, on the other hand, they expect it to be used in a punitive manner, they may attempt to withhold or distort data. This point is illustrated in Example 8.1. Change managers need to be alert to the possibility that they will encounter resistance even at this early stage in the change process.

Learning Objective 7

Using diagnostic information to develop action plans

Anybody can do a SWOT analysis, but doing it with others can provide a richer picture of how the group or organization fits with its operating environment and the issues that need to be attended to in order to secure future performance.
The value of change tools such as the SWOT analysis is that they can help to ensure that those leading change do not adopt a blinkered approach and ignore key data. The danger of those at the top adopting a blinkered approach.

Force-field analysis is another change tool that can be used as a stand-alone tool for diagnosis. It can also be used as a framework for analyzing the findings from any diagnostic exercise to develop an action plan.

Driving forces: Review each of the driving forces you have highlighted on a separate sheet, starting with the most important, and brainstorm all the steps you could take to increase the effect of the force. Do not confine yourself to ‘sensible’ ideas. List everything that comes to mind. Do not evaluate any of these action steps until you have brainstormed action steps to reduce the effect of the restraining forces.

Restraining forces: Now do the same for the most important restraining forces, but this time brainstorm all the steps you could take to reduce the effect of each restraining force.
Summary
This chapter examined the process of gathering and interpreting information for the purpose of diagnosis. Attention was focused on five main steps:

1 Selection of an appropriate conceptual model for diagnosis: Conceptual models play a key role in the diagnostic process because they help us decide which aspects of organizational behavior require attention and provide a focus for information gathering. They also provide a basis for interpreting the information that has been collected. When selecting a model for diagnosis, the first point to consider is the extent to which the model is relevant to the issue(s) under consideration, for example loss of market share, dysfunctional intergroup conflict, high labour turnover and so on.

2 Clarification of information requirements: Once a diagnostic model has been selected, the change manager can identify the items of information that will be required to assess how an organization (unit or work group) is performing.

3 Information gathering: Factors that might determine the method of data collection – interviews, questionnaires, projective methods, observations and unobtrusive measures – were considered, together with ways of sampling people, activities and records that will provide sufficient information to provide a representative picture of the current situation.

4 Analysis: Qualitative and quantitative analytical techniques were reviewed.

5 Interpretation: Issues that need to be considered when interpreting data were reviewed. Collecting information is not an innocuous or benign activity. Attention was drawn to the political issues associated with data collection that can frustrate attempts to gain an accurate impression of organizational functioning.
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Test 

Multiple Choice (20 Points)
Here's a multiple-choice test with 20 items based on the provided text:

1. What are the main steps in the process of diagnosing the need for change?
a) Implementation, action planning, evaluation
b) Clarifying, organizing, summarizing
c) Selecting a conceptual model, clarifying information requirements, information gathering, analysis, interpretation
d) Analysis, synthesis, action planning

2. Why do conceptual models play a key role in the diagnostic process?
a) They provide a basis for criticizing the organization.
b) They help in setting performance standards.
c) They help decide which aspects of organizational behavior require attention and provide a focus for information gathering.
d) They provide a framework for organization structure.

3. What is the primary aim of organizational diagnosis?
a) Identifying the cause of an issue.
b) Understanding why something is the way it is.
c) Assessing the efficiency of an organization.
d) Formulating recommendations for improvement.

4. Which of the following is a method for data collection in the information gathering stage?
a) Action planning
b) SWOT analysis
c) Interviews
d) SWOT analysis

5. What is the main purpose of force-field analysis in diagnosis?
a) To identify potential driving forces for change.
b) To identify restraining forces against change.
c) To assess the current performance of an organization.
d) To conduct cost-benefit analysis.

6. Which type of technique is used to explain why people think and behave in certain ways?
a) Qualitative techniques
b) Quantitative techniques
c) Conceptual techniques
d) Analytical techniques

7. When selecting a diagnostic model for diagnosis, what is the first point to consider?
a) The number of elements in the model.
b) The potential for cost savings.
c) The extent to which the model is relevant to the issue(s) under consideration.
d) The popularity of the model in the industry.

8. What is the purpose of content analysis in qualitative analytical techniques?
a) To calculate means and standard deviations.
b) To summarize respondents' comments into meaningful categories.
c) To identify numbers of people who think or behave in certain ways.
d) To evaluate quantitative data.

9. What does the information-gathering stage of the process begin with?
a) The SWOT analysis
b) A series of planning decisions
c) Action planning
d) Clarifying information requirements

10. What does unobtrusive information refer to?
a) Data collected through surveys.
b) Data that is difficult to obtain.
c) Information collected as a normal part of day-to-day operations.
d) Information intentionally provided by individuals.

11. Which technique is used to organize information into two types: those relating to forces for change and those relating to forces resisting change?
a) Content analysis
b) Force-field analysis
c) Quantitative analysis
d) Qualitative analysis

12. What do qualitative techniques focus on?
a) Analyzing numerical data.
b) Explaining why people think and behave in certain ways.
c) Counting and measuring data.
d) Conducting surveys.

13. How does data collection impact power relationships within an organization?
a) It does not impact power relationships.
b) It strengthens all existing power relationships.
c) It can change the nature of power relationships.
d) It leads to conflicts.

14. Which change tool is useful for ensuring that those leading change do not adopt a blinkered approach?
a) Content analysis
b) Force-field analysis
c) Qualitative analysis
d) Quantitative analysis

15. What is the purpose of quantitative techniques in the analysis stage?
a) To explain underlying patterns.
b) To summarize respondents' comments.
c) To calculate means, standard deviations, and correlation coefficients.
d) To identify themes.

16. Which step in the diagnosis process involves constructing a 7S matrix?
a) Clarification of information requirements
b) Selection of a diagnostic model
c) Analysis
d) Interpretation

17. What is the purpose of clarifying information requirements?
a) To identify items of information that will be required to assess organizational performance.
b) To summarize respondents' comments.
c) To construct a 7S matrix.
d) To select a conceptual model for diagnosis.

18. What is the first step in the process of diagnosing the need for change?
a) Analysis
b) Clarification of information requirements
c) Interpretation
d) Selection of a diagnostic model

19. Which method of data collection avoids self-report bias and focuses on observing behavior as it occurs?
a) Questionnaires
b) Interviews
c) Observations
d) Projective methods

20. What can happen if employees expect the information collected in a diagnostic survey to be used in a punitive manner?
a) They will provide accurate information.
b) They will distort or withhold data.
c) They will engage in positive behavior.
d) They will proactively seek change.
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Answer Key

1. c) Selecting a conceptual model, clarifying information requirements, information gathering, analysis, interpretation
2. c) They help decide which aspects of organizational behavior require attention and provide a focus for information gathering.
3. b) Understanding why something is the way it is.
4. c) Interviews
5. a) To identify potential driving forces for change.
6. a) Qualitative techniques
7. c) The extent to which the model is relevant to the issue(s) under consideration.
8. b) To summarize respondents' comments into meaningful categories.
9. b) A series of planning decisions
10. c) Information collected as a normal part of day-to-day operations.
11. b) Force-field analysis
12. b) Explaining why people think and behave in certain ways.
13. c) It can change the nature of power relationships.
14. b) Force-field analysis
15. c) To calculate means, standard deviations, and correlation coefficients.
16. d) Interpretation
17. a) To identify items of information that will be required to assess organizational performance.
18. d) Selection of a diagnostic model for diagnosis
19. c) Observations
20. b) They will distort or withhold data.
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