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A primary challenge for leaders lies in inspiring others to endorse change, and as discussed in Chapter 11, the manner in which the change is communicated significantly influences this process. Choi (2011) notes that the success and longevity of change hinge on individuals modifying their on-the-job behaviors to align with the change. He emphasizes that employees should be the focal point of organizational change but points out that change initiatives often falter because leaders overseeing the process do not adequately prioritize gaining the support of those capable of influencing the change's outcome.

Leaders steering the change must make concerted efforts to secure the backing of those undergoing the change. While it may be relatively straightforward when leaders can highlight the benefits resulting from successful change implementation or significant losses in the absence of change, leaders' anticipation of this cost-benefit pattern does not guarantee that those affected by the change will share the same assessment. Motivating support for change becomes markedly more challenging when those affected are unlikely to experience any benefits. In such cases, there might be room for collaboration to explore alternative paths, minimize inevitable losses, or provide support for those anticipating negative impacts.

Learning Objective 1

Organizational Commitment and Support for Change

Numerous studies have indicated that employees demonstrating commitment to their organization are inclined to invest effort on its behalf and are more receptive to the necessity for change (Oreg et al., 2011). Additionally, Begley and Czajka (1993) discovered that organizational commitment can act as a protective factor, mitigating the adverse impacts of stress related to change. Moreover, the prior experiences of organizational members with change can influence their level of commitment to the organization and their readiness to support subsequent changes.

More than 50 years ago, Argyris (1960) initially defined the 'psychological contract' as the perceptions held by both parties in the employment relationship and the implicit obligations associated with this relationship. More recently, Guest et al. (1996) have framed it in terms of perceptions related to fairness, trust, and the extent to which the 'deal' is perceived to have been fulfilled. It represents an unspoken set of expectations among all members of the organization and those representing it, encompassing concepts such as fairness and reciprocity.

Managers often anticipate that employees retained after a round of layoffs will express relief and gratitude, responding with heightened commitment and performance. However, research on survivor syndrome and perceptions of fair treatment (refer to Doherty and Horsted, 1995) suggests that this assumption may not hold true. Survivors may exhibit various reactions, including shock, anger, animosity towards management, guilt, concern for departed colleagues, anxiety, fear of future job loss, or even relief for still having a job. Some studies (Sahdev, 2004, as cited in Chapter 10) also propose that if survivors perceive departed colleagues to have been treated more generously in comparison to their own circumstances, they may feel unfairly treated, negatively impacting their motivation and commitment.

Commitment to a Job and the Willingness to Support Change

While there is proof that employees demonstrating commitment to their organizations are more inclined to endorse change compared to their less committed counterparts, the scenario becomes intricate when employees are also dedicated to and content with their jobs. In a study by Van Dam (2005), it was observed that employees expressing high job satisfaction exhibited greater hesitancy toward change than those who were less satisfied. This reluctance may stem from their reluctance to engage in activities that could jeopardize the benefits derived from their current employment.

What Leaders see as Resistance Others Might Interpret as Support

Individuals respond to change in diverse ways. Dialectical theories center on the conflicting objectives of various parties, leading one party to contest the efforts of another in achieving a specific outcome. These challenges can at times be forceful enough to impede or significantly alter the proposed change. However, in many instances, a change proposition might face challenges because one party identifies issues overlooked by another or foresees insufficient benefits to justify the associated costs. Such challenges may not necessarily aim to obstruct the change.

In Chapter 9, a reference is made to a sequential and reciprocal cycle of sense-making and sense-giving triggered when leaders articulate their vision of a better future. Recipients of the leader's message engage in their own sense-making, comprehending and interpreting the communicated vision while anticipating its implications for themselves, their unit, or the organization. Subsequently, they provide feedback to their leaders. This feedback could take the form of seeking further clarification, attempting to modify and shape the leader's original vision, or even challenging the proposition that there is a need for a new vision in the first place. Those offering this kind of feedback may perceive themselves as making well-intentioned contributions to the proposed change rather than opposing the new initiative for personal advantage.

Learning Objective 2

Factors that can Undermine Support for Change

Kotter and Schlesinger (1979) outline four primary reasons why members within an organization might seek to alter or oppose a change proposal. These include a deficiency in trust, limited tolerance for change, divergent evaluations of the necessity and repercussions of the change, and parochial self-interest.

Low Trust

Misunderstandings frequently serve as a common source of resistance, with stakeholders often opposing change due to a lack of understanding regarding its potential implications for them. These misconceptions can lead to the perception that the change will incur more costs than benefits, particularly when there is a deficit of trust between change leaders and stakeholders who anticipate being impacted by the change. Lines et al. (2005) highlight that various studies have established a connection between trust, the extent of openness in communication and information sharing, the levels of conflict, and the acceptance of decisions or goals. When organizational members lack trust in change managers, they are prone to resist any proposed changes.

Low tolerance for change
Stakeholders also resist change when they are concerned they will not be able to
develop the new skills and behaviours that will be required of them. All people are
limited in their ability to change, but some are more limited than others. Even
when those affected by a change understand the need for it, they may be emotionally
unable to make the transition. Perceived loss can affect people in different ways
but often involves some element of denial and a reluctance to ‘let go’.

Different assessments
Kotter and Schlesinger (1979) propose that a prevalent reason for resistance to change among stakeholders is a divergent assessment of the situation compared to the change initiators. The stakeholders may perceive more drawbacks than benefits resulting from the change, not only for themselves but also for the organization or other important constituencies. According to Kotter and Schlesinger, managers leading change initiatives may mistakenly assume they possess all the necessary information for a thorough organizational analysis. Additionally, they may assume that those impacted by the change have access to the same set of facts, which often proves inaccurate. Furthermore, the authors highlight that change initiators frequently overlook the potential impact of the change on stakeholders who are not part of the organizational framework.

Parochial Self-Interest

Resistance to change often arises when individuals believe it will lead to the loss of something valuable to them. It's not uncommon for stakeholders to prioritize their own interests over those of the organization. Pugh (1993) emphasizes that managers frequently overlook resistance because they tend to approach change solely from a rational perspective focused on resource allocation. They may fail to recognize that many organizational members are more concerned about the personal impact of the change. Oreg et al. (2011) reference several studies indicating that a significant factor in resistance to change is how individuals perceive the change as either personally advantageous or detrimental.

Learning Objective 3

Resistance and the Need to Motivate People to Change

Education and Persuasion
One commonly employed method to reduce resistance involves presenting logical arguments and technical evidence to inform individuals about the necessity for change. Zaltman and Duncan (1977) define such approaches as 'educative,' characterized by providing an impartial presentation of facts to offer a rational justification for action. This strategy operates under the assumption that organizational members and stakeholders are rational beings capable of discerning facts and adjusting their behavior when presented with information.

Nadler (1993) expands on Lewin's concept of 'unfreezing' (discussed in Chapter 2) and contends that exposing or generating a sense of dissatisfaction with the current state is a highly effective way to motivate change. This dissatisfaction can be achieved through education or persuasion. However, if change recipients perceive blame, they may react defensively, justifying their existing practices and denying the need for change. A more effective approach involves avoiding assigning blame while pointing out potential losses if alternative practices are not adopted and emphasizing the benefits associated with adopting those alternatives.

Involvement
Nadler (1993) contends that an additional effective method for bringing dissatisfaction to the forefront, generating motivation for change (unfreezing), involves engaging individuals in the process of collecting, analyzing, and presenting information. Information gathered by individuals themselves is deemed more credible than information presented by external experts or other advocates of change.

Participation and involvement offer the potential advantage of sparking excitement, motivation, and the development of a shared understanding of the need for change within a targeted group. When change is imposed, those being targeted may experience a sense of lack of control and perceive themselves as the 'victims' of change. The greater the number of people involved, the more likely they are to view the change as something they are actively contributing to. Beyond enhancing motivation, participation and involvement can lead to better decision-making due to a broader range of input. Moreover, it can contribute to sustaining the change post-implementation by fostering a heightened sense of ownership.

Facilitation and Support
Kotter and Schlesinger (1979) propose that when resistance is rooted in fear and anxiety, an effective strategy for fostering change is to provide facilitation and support. This could involve offering training in new skills, granting time off following a demanding period, or simply offering a listening ear and emotional support.

Nadler (1993) highlights the importance of allowing individuals time and opportunities to disengage from the current state, particularly when they experience a sense of loss related to relinquishing something they value or consider integral to their individual or group identity. He also underscores the significance of group sessions where organizational members can express their concerns about the change. However, he acknowledges the potential for such sessions to inadvertently intensify resistance, for instance, by becoming a platform solely for airing grievances rather than reducing resistance.

Negotiation
Motivating individuals to change can be achieved by rewarding behaviors that support the desired change. Offering additional rewards explicitly proves beneficial, especially when the change target may not initially recognize any apparent advantages associated with the proposed change.

According to Kotter and Schlesinger (1979), negotiated agreements can serve as a relatively straightforward method to circumvent resistance, especially when it is evident that someone possessing sufficient power to resist the change stands to lose if the change is executed. However, the challenge with this approach is that others, initially willing to support the change, might then see an opportunity to improve their situation through negotiation. This can ultimately elevate the cost of implementing changes and extend the time required to negotiate the change with all relevant parties.

Manipulation and Co-option
Manipulation entails a concealed effort to influence others to change, which can include intentionally slanting messages, as discussed earlier. Additionally, manipulation may involve co-optation. According to Kotter and Schlesinger (1979), co-opting typically entails assigning an individual or group leader a favorable role in the design or implementation of the change. The objective is not merely to tap into their expertise but to secure their endorsement. While this method may be swifter and more cost-effective than negotiation, it carries the risk that those who are co-opted may feel deceived into supporting the change. Moreover, those who are co-opted may exert more influence than expected and guide the change in a direction not favored by the change initiators.

Explicit and Implicit Coercion

The capacity to exert influence arises when one individual or a group relies on another for something they find valuable. Coercive methods involve change managers leveraging their influence to either provide or withhold valued rewards, aiming to incentivize individuals to embrace change. While this approach may lead to a superficial willingness to comply with the change, the commitment of the individuals targeted by the change may be minimal. As a result, compliance might only persist as long as the change manager actively oversees the situation and maintains the threat of withholding valued rewards. Despite the potential drawbacks such as long-term resentment and the risk of retaliation associated with coercive change strategies, there could be situations where their application is deemed appropriate.

Goal setting
Numerous studies have demonstrated the impact of goal setting on performance levels, with compelling arguments suggesting that goals can also influence the motivation to endorse change. According to Seijts and Latham (2012), appealing goals can shape priorities, exert effort, enhance persistence, and stimulate the exploration of effective approaches to work.

Learning Objective 5

Expectancy Theory and the Motivation to Support or Resist Change

[bookmark: _Hlk149507933]If individuals undergoing a change foresee potential benefits, they might be inclined to back it. However, the transformation of this inclination into actual positive actions hinges on their confidence that the change will indeed yield the promised advantages. Expectancy theory explores the impact of expectations on motivation, providing a valuable conceptual framework for evaluating whether a stakeholder is inclined to support or oppose an upcoming change.

Equity of Treatment

The model has the potential for expansion by incorporating stakeholder expectations regarding the fairness of outcomes in the altered scenario. If stakeholders perceive that similar counterparts will receive more favorable treatment, in terms of valued outcomes, due to the change, it will impact their evaluation of the desirability of the expected outcomes. Even if certain stakeholders anticipate a net gain in valued outcomes, they might resist the change if they believe they are being treated unfairly compared to similar others.


Understanding and Competence

The model can be expanded even more to encompass critical elements influencing expectations of effort to performance. These factors encompass the stakeholder's comprehension of the essential characteristics of the required performance, the regulations dictating how performance should be generated, and the competencies necessary to achieve a satisfactory performance level.

Learning Objective 6

Using Expectancy Theory to Enhance Motivation and Support for Change

Leaders orchestrating change can leverage expectancy theory to evaluate and enhance the perceived appeal of outcomes, fostering optimistic expectations regarding the connection between effort, performance, and the attainment of desired results.

Assessing the Availability of Valued Outcomes

The initial step in gauging stakeholders' responses to change involves identifying how the change will impact the availability of valued outcomes in the altered scenario. To accomplish this, the change manager should:

· Recognize the types of outcomes valued by the stakeholders affected by the change.
· Possess some comprehension of the degree to which the current situation offers these valued outcomes.
· Understand to some extent how valued outcomes will potentially be available in the changed situation.

This evaluation serves as an informative initial gauge of whether stakeholders are inclined to support or resist the change. It also indicates the degree to which they are likely to be motivated to engage in behaviors contributing to organizational effectiveness in the modified circumstances.

Expectancies about Effort–Performance and Performance–Outcome Relationships and Equity of Net Benefits

While the change manager may perceive potential overall benefits for those impacted by the change, the individuals involved may not share this viewpoint. As discussed earlier, whether stakeholders will be inclined to support or oppose the change hinges on their expectations regarding:

1. Their capability to achieve a satisfactory level of performance in the altered situation.
2. Whether a satisfactory (or even exceptional) level of performance will result in attaining valued outcomes in the changed circumstances.
3. Whether the net benefits they receive will be perceived as fair when compared to the net benefits received by similar others in the changed situation.

Foreseeing stakeholder expectations about effort-to-performance brings about expectancies. In situations where stakeholders anticipate being able to deliver a satisfactory level of performance in the changed circumstances, resistance is likely to be lower, and support higher. Conversely, individuals or groups are more prone to resist change if they expect that, regardless of their efforts, the change will undermine their ability to achieve a satisfactory level of performance.
Anticipate Stakeholder Performance–Outcome Expectancies
Resistance is likely to be lower, and support higher, in instances where stakeholders anticipate that achieving a satisfactory level of performance will be correlated with obtaining valued outcomes. Conversely, if stakeholders expect the change to impede the realization of valued outcomes, they are more prone to resist the change and exhibit lower motivation to perform in the altered circumstances.

Anticipate Stakeholder Perceptions of Equity

Ultimately, resistance is likely to decrease (and support to increase) when stakeholders perceive fair treatment in comparison to others, indicating equitable net benefits or losses. Conversely, if they sense unfair treatment, there is a higher likelihood of resistance to the change.

Summary

This chapter examined the influence of overall organizational commitment on the endorsement of new initiatives, shedding light on how individuals' prior encounters with change can impact their allegiance to the organization and their openness to further changes. The discussion delved into the psychological contract—an implicit set of expectations between organizational members and representatives—emphasizing notions like fairness, reciprocity, and mutual obligation. When employees perceive the organization as failing to fulfill its part of the agreement, there's a potential for them to reassess their commitment, resulting in diminished effort, reduced innovation, and a less favorable response to changes.

While committed employees generally show more support for organizational changes, complications may arise when these individuals are also content with their current roles, leading them to hesitate in jeopardizing job-related benefits. Resistance to change is contingent on how individuals perceive the personal impact of the change, whether positive or negative. The chapter underscored that resistance shouldn't always be viewed as a threat, as it can offer valuable feedback.

Various factors influencing support for change were identified, including low trust, limited tolerance for change, divergent assessments of costs and benefits, and self-interest. Leaders can employ diverse strategies, such as persuasion, participation, facilitation, support, negotiation, manipulation, co-option, explicit or implicit coercion, and goal setting, to minimize resistance.

Furthermore, the chapter delved into expectancy theory, elucidating how expectations shape motivation and serve as a foundation for predicting stakeholder support or resistance to change. Stakeholders' motivation is influenced by their expectations regarding their ability to perform effectively in the altered situation, whether outstanding performance results in valued outcomes, and whether the net benefits are perceived as equitable compared to others in the modified scenario.
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Multiple Choice 

1. What did Choi (2011) emphasize about the success and longevity of change?
a. Leaders should focus on organizational processes.
b. Change success depends on individual job satisfaction.
c. Change success relies on modifying employees' behaviors.
d. Leaders should prioritize external stakeholders.

2. According to Begley and Czajka (1993), how can organizational commitment act as a protective factor during change?
a. By increasing stress levels
b. By mitigating adverse impacts of stress
c. By causing resistance to change
d. By decreasing job satisfaction

3. How is the psychological contract defined by Guest et al. (1996)?
a. A formal written agreement between employees and employers
b. Perceptions related to fairness, trust, and fulfilled obligations
c. A contractual obligation to work for a certain period
d. A legal document outlining job responsibilities

4. What is the potential reaction of survivors after a round of layoffs, according to Sahdev (2004)?
a. Relief and gratitude
b. Shock, anger, and various emotions
c. Increased commitment and performance
d. Acceptance of management decisions

5. In Van Dam's (2005) study, what did highly satisfied employees exhibit towards change?
a. Enthusiasm
b. Resistance
c. Indifference
d. Eagerness to embrace change

6. What does dialectical theory focus on in the context of change?
a. Collaboration and teamwork
b. Individual goals and objectives
c. Conflicting objectives of different parties
d. External factors influencing change

7. According to Kotter and Schlesinger (1979), what is a prevalent reason for resistance to change?
a. High trust among organizational members
b. Low tolerance for change
c. Consistent evaluations of change necessity
d. Altruistic self-interest

8. What does Nadler (1993) suggest as an effective way to motivate change?
a. Providing facilitation and support
b. Offering negotiation and coercion
c. Utilizing manipulation and co-option
d. Emphasizing external rewards

9. What does expectancy theory explore in the context of change?
a. The impact of expectations on motivation
b. The role of organizational commitment
c. The importance of coercion in change
d. The influence of external factors on change

10. How can leaders leverage expectancy theory to enhance support for change?
a. By coercing individuals to comply
b. By manipulating information
c. By evaluating and improving perceived outcomes
d. By avoiding negotiation and involvement



Key Answers

c. Change success relies on modifying employees' behaviors.
b. By mitigating adverse impacts of stress.
b. Perceptions related to fairness, trust, and fulfilled obligations.
b. Shock, anger, and various emotions.
b. Resistance.
c. Conflicting objectives of different parties.
[bookmark: _GoBack]b. Low tolerance for change.
a. Providing facilitation and support.
a. The impact of expectations on motivation.
c. By evaluating and improving perceived outcomes.
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