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CHANGE MANAGEMENT – LECTURE 10 
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LESSON 10
This chapter delves into the dynamics of organizational change from a political perspective and underscores the significance of garnering backing from key stakeholders. During times of change, political behaviors tend to become more pronounced because individuals and groups perceive the potential to disrupt the existing power balance. Some may be driven to defend the current status quo, while others might view change as an opportunity to enhance their positions. Consequently, those responsible for managing change must remain vigilant regarding these political dynamics, particularly the potential for others to take actions that undermine their efforts to instigate change.

It's important for change managers to stay attuned to these political dynamics, especially the potential for others to be motivated to obstruct change. These individuals may resist change not only due to their apprehension about the anticipated future state but also because they fear the processes employed to bring about change. For instance, certain members of the organization might be worried that the gathering of diagnostic information could weaken their positions, as they might be required to disclose information, they had previously guarded to gain a political advantage.

Given that various constituents and stakeholders are inclined to act in ways that maximize their influence and their ability to achieve desired outcomes, change managers must be conscious of the identity of significant stakeholders and their inclinations to either support or oppose the change. Furthermore, they need to possess the skills to influence these stakeholders effectively to persuade them to endorse the proposed changes.







Learning Objective 1

Organizations as political arenas

Leaders must grasp and effectively navigate the intricacies associated with organizational change. The majority of organizations do not function as seamless, harmonious entities. Instead, they are growing increasingly complex and diverse, as previously highlighted in Chapter 9. The proliferation of matrix and network structures, along with the transition from traditional functional structures to more process-oriented organizational forms, is shaping an environment where conventional top-down command and control cultures are diminishing. In this evolving landscape, managers are finding themselves compelled to engage in collaboration with individuals over whom they lack direct authority to accomplish their objectives.

Learning Objective 2

Power and influence

According to McClelland's definition in 1975, power is characterized as the capacity to induce changes in the behavior of others. It represents the capability to prompt individuals to undertake actions they might not otherwise engage in. Individuals in positions of authority are those recognized as having a rightful claim to influence others, although power does not always derive from legitimacy. On occasion, individuals and groups lacking formal authority can wield significant influence and may even possess more power than officially designated managers.

Change managers must be vigilant in ensuring they do not disregard influential individuals or groups solely on the basis of their lack of formal authority when seeking to enact a proposed change.






Learning Objective 3

Acquiring and exercising power and influence

Leaders and other members of the organization can enhance their capacity to exert influence over others through various means. This includes enhancing their reputation for successfully implementing change initiatives, working to heighten the reliance of others on their contributions, reducing their own dependence on those they aim to influence, establishing collaborative connections, and negotiating favorable agreements. Drawing from his experience with product development engineers in a prominent automotive and aerospace corporation, Hayes (1984) noted that politically astute managers were those who actively considered these factors.

Promoting their reputation

Change recipients are inclined to follow leaders when they believe in their competence and ability to bring about positive outcomes. This underscores the significance of leaders not only cultivating the necessary competencies for successful change but also ensuring that they are perceived as competent by those undergoing change. Individuals tend to be more attentive to leaders when they view them as motivated, competent, and capable of influencing results.

Increasing others’ dependence on the leader

Leaders can enhance their capacity to influence specific individuals by actively working to amplify these individuals' reliance on them. The assessment of this reliance can be carried out through the following steps:
1. Evaluating what the targeted individuals are seeking from them, such as information, contacts, or other valuable resources.
2. Determining the significance of these resources to the targeted individuals.
3. Investigating the accessibility of these resources from alternative sources.

This assessment process will offer insights into the extent of dependence that the targeted individuals have on the leaders. However, it is not adequate for leaders to merely recognize that others depend on them. To wield power effectively, it is essential for others to be cognizant of their dependence on those who are spearheading the change.

Increasing others’ sense of dependence

Leaders can bring about an awareness of dependency in several ways. For instance, they might consider threatening to withhold essential resources. However, resorting to such forceful tactics could potentially alarm the dependent individuals, leading them to seek alternative sources, thereby reducing their reliance on the leaders. Moreover, it may prompt them to establish counter-dependencies that could be employed as leverage against the leaders. Such heavy-handed approaches may foster an atmosphere of competition and conflict, which can easily deteriorate into a situation where everyone ends up losing. Ideally, the goal of any initiative aimed at raising awareness of dependency should be to achieve this awareness within a context that promotes mutual assistance and collaboration.

Minimizing leaders’ dependence on those they are seeking to influence

Leaders must go beyond creating impressions of their competence and enhancing the dependence of others on them. They must also take measures to reduce their own dependence on others. To accomplish this, they must identify the "significant others" they need to influence (this will be explored in greater detail later in this chapter), along with the reasons for and the extent of their dependency on these individuals.
Once leaders understand the basis of their own dependency, they can begin to consider strategies for minimizing it. For instance, they can:
· Explore alternative sources for the resources they require.
· Question existing working arrangements in cases where they suspect others are exerting influence over them due to historical dependency relationships that may no longer be relevant in the current context.
As resources, market conditions, or various other factors evolve, so too do the dynamics of dependency relationships and, consequently, the distribution of power.

Building collaborative relationships

Another avenue for enhancing a leader's capacity to influence others entails cultivating stronger working relationships with those upon whom they rely to facilitate the implementation of change:
· Developing closer relationships provides leaders with the opportunity to pinpoint information and resources that others may need and that the leader could potentially supply, thus establishing a foundation for negotiation and mutual exchange.
· Frequently, projects face resource shortages not due to intentional withholding but because resource controllers may be unaware of the leader's requirements. Improved communication among the parties involved can help rectify this issue.
· Improved relationships also open up the possibility for others to leverage their networks to influence third parties beyond the leader's reach or to advocate for the leader's cause to a broader audience.

Negotiating advantageous agreements
Many working agreements are rooted in some form of mutual give-and-take or interdependence. Leaders who excel at influencing others are likely to grasp this concept and can realistically evaluate what they can offer to others and what they require from them. They can juxtapose these assessments with an equally realistic understanding of what others can provide to them and what they need in return, using these insights to negotiate collaborative agreements throughout the organization that will bolster their endeavors to implement change.
Interactions between those endeavoring to lead change and those who can impact the results need not be confined to a rigid zero-sum framework (where one party's gain is the other's loss). It's not always necessary for leaders to focus on diminishing the influence of others to advance a change. A heightened political awareness and a willingness to engage others in the context of a win-win scenario can often lead to improved outcomes and a more successful change initiative.






Learning Objective 5

Improving your ability to influence others

[bookmark: _Hlk149507933]On occasion, individuals spearheading a change may not realize their potential to influence others because they have never consciously evaluated their level of dependence on others and compared it to the extent to which others depend on them. Contemplating relationships through the lens of relative dependencies can reveal avenues through which leaders can adjust the power dynamics in their favor.

Learning Objective 6

Stakeholders

Leaders must possess the capability to identify the stakeholders who hold the potential to impact the outcome of a change initiative. Freeman (1984) defines a stakeholder as any individual or group capable of influencing or being influenced by the organization's objectives. In the context of assessing corporate performance, Clarkson (1995) expanded the conventional definition to encompass government entities, communities that provide infrastructure and markets (whose regulations must be adhered to, and to whom taxes and other obligations may be owed), in addition to the conventional stakeholder groups like employees, shareholders, investors, customers, and suppliers.
Stakeholders other than employees can wield significant influence over the success of numerous change projects. However, often, the achievement of a project is heavily reliant on the support of other members within the organization. Several examples serve to illustrate this point. McNulty and Ferlie (2002) attribute the lack of success in altering the care process for patients in a large UK hospital's accident and emergency (A&E) department to the change agent's inability to garner sufficient backing from senior doctors and nurses. Clinical staff perceived the change attempt as external interference, coming from individuals lacking adequate experience and comprehension of the department's work. They were skeptical about the objectives of the change agent and believed that the project failed to address the core issues of the department, focusing more on cost savings than enhancing patient services. McNulty and Ferlie also report that A&E doctors regarded the philosophy behind the initiative as a threat to the established role of the A&E department within the broader hospital context.
In a sizable manufacturing company, a change proposal was obstructed by a senior manager who was not directly associated with any of the departments affected by the change but pursued an agenda misaligned with the proposed change. The proposal aimed to reduce costs by centralizing procurement to achieve economies of scale and garnered substantial support. However, the senior manager opposed it in favor of a more decentralized organizational structure.
While internal stakeholders wield significant influence, external stakeholders can also hold significance. In a UK city, local residents were deeply offended, to the extent of rioting in the streets, when a large leisure company decided to rebrand its bingo halls as "Mecca Bingo." This problem arose because the company failed to recognize the impact of demographic shifts, resulting in many bingo halls being situated in neighborhoods predominantly inhabited by Islamic populations.

Learning Objective 7

Which stakeholders should be taken into account by those leading change?

Ethics-based theories

In accordance with ethics-centered theories, the interests of every stakeholder possess inherent value and should be considered when devising strategies and planning and executing changes. Berman et al. (1999) observe that ethics-focused theories contend that numerous stakeholder claims are rooted in fundamental moral principles that are not tied to the stakeholders' instrumental worth to the organization. Advocates of normative theories argue that moral commitments should serve as the foundation for managing stakeholder relationships, rather than using stakeholders as a means to further managerial interests. While the pressures from investors and analysts may sometimes make it challenging for managers to address the concerns of all stakeholders, especially when investors fail to perceive a clear link between "doing good" and financial performance, embracing an ethics-centered approach can prove to be a sensible business decision in the long run.

Reputational capital

Although a direct and immediate link between corporate social performance and corporate financial performance might not be readily apparent, Fombrun et al. (2000) posit that organizations can enhance their ability to attract resources, improve performance, and gain a competitive advantage by engaging in socially responsible activities that are well-received by a wide array of stakeholders. For instance:
· Committed employees can contribute to building reputational capital by speaking positively about the company to customers, friends, and neighbors.
· Satisfied customers can serve as advocates, promoting a favorable image of the company.
· Activist groups are more likely to support organizations that champion safe working practices, pollution prevention, philanthropy, and equal employment opportunities.
· The media is inclined to feature positive stories about organizations that exhibit social responsibility.
· Joint venture partners are more likely to collaborate with companies recognized as good corporate citizens.
Neglecting stakeholder interests, whether through negligence or for short-term profit motives, can severely harm an organization's reputation and undermine its long-term success. For example:
· Delta Airlines terminated its strategic alliance with Korean Airlines following safety violations.
· Primark, an Irish clothing retailer operating across eight European countries, started pressuring its suppliers to enhance safety standards after a tragic factory collapse in Bangladesh resulted in the deaths of numerous workers.
· News International, facing accusations of phone hacking, police bribery, and improper influence in pursuit of sensational stories, succumbed to public pressure and advertiser boycotts, leading to the closure of The News of the World in 2011, one of the company's leading publications. Additionally, News Corporation, the parent company of News International, was compelled to abandon its bid to acquire BSkyB.
· Within the banking sector, attempts to manipulate interest rates, such as LIBOR (the London Interbank Offered Rate), for profit led to criminal investigations, substantial fines, and the dismissal of senior bankers. In 2013, regulators in more than ten countries were investigating rate-fixing, and there were concerns that the costs associated with litigation, penalties, and declining confidence could impact the finance industry's profitability for years to come.

Instrumental theories

Instrumental theories of stakeholder management operate on the fundamental premise that managers will prioritize the concerns of stakeholders only insofar as these stakeholders have the potential to impact the managers' own interests. These theories assert that managers are discerning in their choice of which stakeholders to engage with and are primarily driven by self-interest rather than a broad concern for the well-being of stakeholders in general. Managerial interests can vary significantly, ranging from personal concerns like status or year-end bonuses to more strategic considerations such as achieving success in the marketplace and ensuring the organization's survival. In most interpretations of the instrumental approach, managerial interests are often equated with the financial performance of the firm and the satisfaction of shareholders.
Implicit in the instrumental perspective is the underlying assumption that managers overseeing change initiatives will abandon methods of dealing with stakeholders that prove to be unproductive. For instance, Berman et al. (1999) contend that a company, in its quest to boost sales, might initially adopt a total quality management approach, which involves investing significant efforts in enhancing relationships with employees and suppliers. However, if this strategy fails to yield the desired results, the company may reconsider its commitment to it. Similarly, an organization might introduce an employee share ownership scheme with the expectation that it will incentivize members to work more efficiently but could discontinue the scheme if it has a limited impact on performance. The instrumental approach to stakeholder management is notably pragmatic. In the realm of change management, regardless of the specific goals of the change, it dictates that change managers will concentrate their attention on those relationships that can influence the success of the change effort.

Balancing corporate interests and stakeholder concerns

Shell serves as a compelling illustration of an organization that has dedicated significant efforts to harmonize its commercial activities with ethical responsibilities. Back in 1995, the company faced a substantial blow to its reputation due to its controversial plan to submerge the Brent Spar oil storage platform in deep waters rather than dismantling it on land. Additionally, it faced accusations of environmental degradation in the homeland of the Ogoni people in southeastern Nigeria. Mirvis (2000) recounts the instance when a committee comprising 50 managing directors within the Shell Group conducted a thorough introspection, essentially holding a mirror to the organization's culture. Their findings cast doubts on the sustainability of Shell's traditional culture, which had historically prioritized analytical data and hard facts in decision-making and exhibited tendencies toward insularity and arrogance when interacting with various stakeholder groups, including non-governmental organizations and the general public. This led to the development of a new culture that placed value on engaging the global public in a meaningful two-way dialogue, emphasizing both profits and principles, and incorporating the measurement and disclosure of the company's social and environmental performance alongside its financial achievements.

[bookmark: _Hlk149508488]Learning Objective 7

A life cycle approach to stakeholder management

Jawahar and McLaughlin (2001) present a stakeholder management approach that incorporates elements from resource dependence theory, prospect theory, and organizational life cycle models. At its core, their argument rests on the notion that an organization encounters varying pressures and challenges at distinct stages of its life cycle. Consequently, as time progresses, specific stakeholders assume greater significance due to their capacity to fulfill essential organizational requirements. Their theory delineates the key stakeholders' importance at different phases of the organizational life cycle and outlines the strategies the organization will employ to engage with these primary stakeholders at each stage.

The contribution of resource dependence theory

Resource dependence theory perceives an organization as reliant on external resources for its sustenance and expansion. Jawahar and McLaughlin (2001) expand this theory into the realm of stakeholder management, positing that organizations will primarily focus on those stakeholder groups that wield essential resources crucial for the organization's survival. When applied to change management, resource dependence theory suggests that change managers will be incentivized to give attention to stakeholders who control the resources vital for the success of the change initiative. These varying levels of attention given to distinct stakeholder groups manifest in the form of diverse stakeholder management strategies. Building on the work of Carroll (1979), Clarkson (1995), and other scholars, it is possible to delineate four approaches to stakeholder management:

1. Being proactive: doing a great deal to address stakeholder issues
2. Accommodating: a positive but less active approach for dealing with stakeholder
issues
3. Defending: doing only the minimum required to address stakeholder issues, for
example attending to employee concerns only to the extent required by employment
legislation
4. Ignoring: ignoring or refusing to address stakeholder issues.

The contribution of prospect theory

Prospect theory also helps to explain why, sometimes, change managers are selective about which stakeholders they attend to, whereas on other occasions they will be more inclined to address the concerns of all (or many) stakeholders. Prospect theory posits that, relative to whatever reference point is used to evaluate an outcome, which might be the current position or a level of benefit that an individual hope to achieve, outcomes evaluated as losses are weighted more heavily than similar amounts of outcome evaluated as gains. Central to prospect theory is the notion that the actual (objective) and psychological (subjective) values attributed to an outcome can and do differ. Bazerman (2001) illustrates this with the observation that the pain associated with losing $1,000 is generally perceived to be greater than the pleasure associated with winning a similar amount.

The contribution of organizational life cycle models

Life cycle models propose that a change evolves through a series of distinct phases. According to Jawahar and McLaughlin (2001), they contend that at each of these stages, the challenges and prospects influencing the change's potential success can fluctuate, thus resulting in varying resource needs to facilitate the change. Consequently, they argue that during any particular life cycle phase, specific stakeholders assume a greater level of significance compared to others due to their control over the resources essential for that specific stage of the process.
Jawahar and McLaughlin’s stakeholder theory

By incorporating elements from all three theories, Jawahar and McLaughlin put forth the argument that during any phase of the change project's life cycle, when there's a threat to meeting critical resource requirements, change managers will adopt a loss-oriented perspective. They will focus their efforts on stakeholders who wield control over these essential resources, engaging with them proactively or in a cooperative manner. Conversely, in stages where resource flow is not under threat, decision-makers are likely to adopt a gain-oriented perspective. They will pursue a risk-averse approach and actively address the concerns of all stakeholders.
It's imperative for change managers to avoid assuming that by conducting the type of stakeholder analysis outlined below, they will conclusively identify the key individuals requiring attention. Power dynamics and the ability of various individuals and groups to influence events can evolve over time. Consequently, it may become necessary to regularly review and manage stakeholder relationships on an ongoing basis.

Learning Objective 8

Managing stakeholders

Expanding upon the pivotal player matrix introduced by Piercy in 1989, Grundy in 1998 presents an effective method for overseeing stakeholder relationships. The initial step in this process entails conducting a stakeholder analysis to pinpoint significant stakeholders, evaluate their ability to exert influence, and gauge their attitude toward the proposed change. The subsequent phase entails devising a strategy to convince influential stakeholders to back the proposed change.

Identifying the power and commitment of stakeholders

Grundy (1998) outlines a three-step process for evaluating the influence and commitment of stakeholders:
1. The first step, known as the 'stakeholder brainstorm,' entails identifying all individuals who could potentially be impacted by the proposed change or have the capacity to affect its outcome.
2. The second step involves the challenging task of assessing the extent of power and influence held by each group of stakeholders. This can be intricate in practice for several reasons:
· Some individuals may have limited influence on organizational matters in general but possess significant sway over specific issues related to the change.
· Certain individuals may express support for the change, but their reliability might be compromised by opposition from other colleagues or within their departments.
· There might be individuals who have had limited past influence but have now gained more power or recently acquired the ability to influence others.
3. The third step involves evaluating the stakeholders' attitudes toward the proposed change, which can also be complex. For example:
· Some individuals or groups may publicly express support for the proposal while undermining it behind the scenes.
· Others may have misconceptions about the change and could become supportive if provided with better information.
Attitudes may range from positive to neutral to negative. Shaw and Maletz (1995) classify those actively working against the success of the change as 'blockers' and those actively working to ensure its success as 'sponsors.'

Influencing stakeholders to support the change

The second phase of the process outlined by Grundy (1998) involves the change manager taking actions to secure maximum support for the change. This may encompass the following strategies:
1. Converting Opponents into Supporters: Winning over those who initially opposed the change and possess the influence to impact its outcome. This transformation of powerful blockers into sponsors can be achieved by providing them with persuasive information, involving them in the change process to grant them more control over the result, or negotiating with them to gain their endorsement. Listening to their objections and demonstrating a willingness to consider modifications to the change plan can be an effective way to garner their support. According to Ford and Ford (2009), stubbornly pushing forward without attempting to understand the skeptics' viewpoint can be a missed opportunity.
2. Empowering Supportive Stakeholders: Elevating the influence of stakeholders who are already supportive of the change. This might involve working to ensure their inclusion in decision-making groups that oversee matters related to the proposed change.
3. Diminishing the Impact of Resistant Stakeholders: Reducing the influence of potent blockers can be accomplished in various ways. Managers can challenge the arguments used by blockers to resist the change. They can also marginalize them from the decision-making process by ensuring they are not part of the committee or group responsible for approving the change, or by transferring them to a different part of the organization.
4. Creating a Coalition of Change Advocates: Constructing a united front of supportive stakeholders willing to collaborate in favor of the change. This may entail conveying an inspiring vision that emphasizes shared benefits and encourages independent stakeholder groups to align themselves with the change manager's objectives.
5. Disrupting Hostile Coalitions: Fragmenting existing coalitions that oppose the change. This could involve engaging key figures within the coalition, providing them with persuasive information or negotiating with them to gain their support (as in point 1), or weakening their case (as in point 3).
6. Introducing New Sponsors or Champions: This could involve convincing individuals who have not been actively engaged to play a more active role in influencing events. It may also encompass promoting the proposed change within the organization or in the broader community, using media channels, to seek support from influential individuals or groups who may be unknown to the change manager. However, this kind of intervention carries some risks, as it could attract the attention of unidentified parties who may oppose the change. Another possibility for the change manager to consider is reformulating the change to make it more acceptable to a broader spectrum of stakeholders.

Learning Objective 9

Managing relationships between stakeholders 


There is evidence to suggest that the management of one group of stakeholders can have an impact on how other stakeholders respond to a change. For instance, the way an organization handles layoffs can influence the dedication and morale of the employees who remain with the company. It is commonly believed that mistreatment of departing employees can have a negative effect on the motivation and commitment of those who continue to work there. Early research on the concept of 'survivor syndrome' (refer to Brockner, 1992; Doherty and Horsted, 1995) initially emphasized how treating departing employees well could help in retaining the support and commitment of those who remain. However, while there is evidence supporting this notion, more recent studies have revealed that managing stakeholders to maintain their commitment can be a more intricate process than it may initially seem.

Summary

In this chapter, we delved into the intricacies of the politics surrounding organizational change, emphasizing the significance of garnering support from key stakeholders. We viewed organizations as an amalgamation of various constituencies, each driven by their unique objectives:
· Individuals and groups endeavor to influence each other to further their self-interest.
· When conflicts of interest arise, the outcome is often determined by the power and influence wielded by those involved, rather than by logical and rational arguments.
· To ensure the successful implementation of change, it is imperative that change managers secure the assistance of influential stakeholders and assemble a critical mass of support for the change.
· Stakeholders encompass any individuals or groups who have the capacity to impact or are affected by a change.
Political dynamics tend to intensify during times of change, as individuals and groups perceive the potential to alter the existing power balance. Some may be motivated to defend the status quo, while others may see change as an opportunity to improve their standing. As a result, change managers need to remain vigilant regarding these political dynamics, particularly the possibility that others may act in ways that undermine their change efforts. Power is inherent in any relationship where one party is dependent on another. Oftentimes, change leaders may not realize their potential to influence others because they have not consciously assessed the extent of their dependence on others compared to the dependence of others on them. Viewing relationships in terms of relative dependencies can offer insights into how leaders can shift the power balance in their favor.
Leaders can enhance their ability to influence others by taking steps to increase the dependence of others on them while minimizing their own dependence on those they aim to influence.
Jones and Wicks (1999) identify two contrasting theoretical viewpoints regarding stakeholder management:
1. Normative: This perspective advocates that all stakeholders should be considered, with moral commitments serving as the basis for managing stakeholder relationships, rather than using stakeholders solely to promote managerial interests.
2. Instrumental: Managers will attend to the interests of stakeholders only to the extent that they can impact their interests. Jawahar and McLaughlin's (2001) instrumental theory of stakeholder management provides a conceptual framework for identifying and managing stakeholders, drawing from:
· Resource dependence theory: Organizations rely on external resources for survival and growth.
· Prospect theory: Outcomes evaluated as losses carry more weight than those seen as gains, leading individuals to be risk-seeking in loss scenarios and risk-averse in gain situations.
· Organizational life cycle models: The challenges affecting the success of a change project vary with the stages of the project life cycle, consequently altering the required resources.
Jawahar and McLaughlin (2001) propose two key theorems based on contributions from resource dependence theory and prospect theory:
1. In the absence of threats, a 'gain frame' is adopted, and the organization follows a risk-averse strategy while actively addressing all stakeholder concerns.
2. In the presence of threats, a 'loss frame' is adopted, prompting the organization to pursue a riskier strategy that addresses only the concerns of stakeholders relevant to the immediate loss threat, while defending or denying responsibility for the concerns of other stakeholders.
Drawing from life cycle models, Jawahar and McLaughlin argue that if, at any stage in the organizational or change project life cycle, the fulfillment of critical resource requirements is threatened, organizational decision-makers will adopt a loss frame. They will engage with stakeholders who control critical resources in a proactive or accommodating manner and interact with other stakeholders defensively. In stages where the resource flow is not under threat, decision-makers are likely to adopt a gain frame, pursue a risk-averse strategy, and actively address the concerns of all stakeholders.

Key takeaways from this discussion include:
· At any given stage in a change project, certain stakeholders hold greater importance due to their potential to fulfill critical organizational needs.
· It is feasible to determine which stakeholders are more or less important at each stage.
· The strategy employed to handle each stakeholder depends on their relative significance compared to other stakeholders. The stakeholder grid was introduced as a valuable tool for gauging the power of stakeholders and their predisposition to support or oppose the change.
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Test
Multiple Choice (20 Points) 
Top of Form

1. According to McClelland's definition, power is characterized as the capacity to induce changes in the behavior of others. What does this capacity represent?
a. Legitimacy
b. Authority
c. Influence
d. Control

2. Change managers should be vigilant in not disregarding influential individuals or groups solely based on their lack of formal authority. Why is this important?
a. To maintain organizational hierarchy
b. To preserve traditional structures
c. To ensure effective change management
d. To empower formal authorities

3. How can leaders enhance their capacity to influence specific individuals?
a. By reducing their reputation
b. By minimizing others' dependence on them
c. By negotiating unfavorable agreements
d. By actively working to amplify others' reliance on them

4. What is the first step in assessing the dependence that targeted individuals have on leaders?
a. Evaluating the significance of resources
b. Investigating alternative sources
c. Evaluating what targeted individuals are seeking
d. Implementing heavy-handed tactics

5. How can leaders bring about an awareness of dependency without fostering competition and conflict?
a. By threatening to withhold essential resources
b. By resorting to forceful tactics
c. By establishing counter-dependencies
d. By promoting mutual assistance and collaboration

6. What should leaders do to minimize their own dependence on those they aim to influence?
a. Enhance their reputation
b. Explore alternative sources for resources
c. Maintain historical dependency relationships
d. Avoid adapting to evolving resource dynamics

7. Building collaborative relationships can enhance a leader's capacity to influence others. What is one benefit of developing closer relationships?
a. Reducing the need for negotiation
b. Enhancing reliance on leaders
c. Leveraging networks to reduce influence
d. Pinpointing information and resources

8. Negotiating advantageous agreements is a key aspect of influencing others. What type of agreement is more likely to lead to improved outcomes?
a. Win-lose agreements
b. Zero-sum agreements
c. Win-win agreements
d. Competitive agreements

9. Who are considered stakeholders in an organization according to Freeman's definition?
a. Only employees
b. Employees, customers, and suppliers
c. Employees, customers, suppliers, government entities, and communities
d. Employees, customers, and government entities

10. What example illustrates the impact of stakeholders other than employees on the success of change projects?
a. A change in the company's office layout
b. A change in the company's logo
c. A change in the care process for patients in a hospital
d. A change in the employee dress code

11. In the UK city example, what demographic shifts were not taken into account by a leisure company during a rebranding effort?
a. Religious affiliations
b. Political changes
c. Economic factors
d. Technological advancements

12. According to ethics-based theories, what should serve as the foundation for managing stakeholder relationships?
a. Managerial interests
b. Stakeholder instrumental worth
c. Stakeholder instrumental influence
d. Moral commitments

13. Reputational capital can be enhanced by engaging in socially responsible activities. What is an example of a way in which employees can contribute to building reputational capital?
a. Publicly criticizing the company
b. Promoting a favorable image of the company
c. Undermining the company's social responsibility efforts
d. Withholding information from customers

14. Neglecting stakeholder interests can severely harm an organization's reputation and undermine its long-term success. True or False?

15. According to Jawahar and McLaughlin's approach, what theory posits that an organization encounters varying pressures and challenges at distinct stages of its life cycle?
a. Resource dependence theory
b. Prospect theory
c. Organizational life cycle models
d. Instrumental theories

16. What is the initial step in Grundy's method for overseeing stakeholder relationships?
a. Converting opponents into supporters
b. Identifying the power and commitment of stakeholders
c. Empowering supportive stakeholders
d. Introducing new sponsors or champions

17. What is the first step in the 'stakeholder brainstorm' in evaluating the influence and commitment of stakeholders according to Grundy?
a. Assessing attitudes toward the proposed change
b. Identifying all individuals who could potentially be impacted by the change
c. Evaluating the power and influence held by each group of stakeholders
d. Classifying stakeholders as blockers or sponsors

18. What is the second phase of stakeholder management in Grundy's model focused on?
a. Empowering resistant stakeholders
b. Converting opponents into supporters
c. Diminishing the impact of resistant stakeholders
d. Creating a coalition of change advocates

19. What strategy involves transforming powerful blockers into sponsors by providing them with persuasive information and involving them in the change process?
a. Converting opponents into supporters
b. Empowering supportive stakeholders
c. Diminishing the impact of resistant stakeholders
d. Creating a coalition of change advocates

20. What strategy involves challenging the arguments used by blockers to resist the change?
a. Converting opponents into supporters
b. Empowering supportive stakeholders
c. Diminishing the impact of resistant stakeholders
d. Disrupting hostile coalitions

Answer Key 

Certainly, here are the answers to the multiple-choice questions:
1. c. Influence
2. False
3. d. By actively working to amplify others' reliance on them
4. c. Evaluating what targeted individuals are seeking
5. d. By promoting mutual assistance and collaboration
6. b. Explore alternative sources for resources
7. d. Pinpointing information and resources
8. c. Win-win agreements
9. c. Employees, customers, suppliers, government entities, and communities
10. c. A change in the care process for patients in a hospital
11. a. Religious affiliations
12. d. Moral commitments
13. b. Promoting a favorable image of the company
14. True
15. a. Resource dependence theory
16. b. Identifying the power and commitment of stakeholders
17. a. Assessing attitudes toward the proposed change
18. d. Creating a coalition of change advocates
19. a. Converting opponents into supporters
20. a. Converting opponents into supporters
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