Kotter and Schlesinger’s six ways of overcoming resitance to change

[image: ]
[image: ]
[image: ]
[image: ]
[image: ]
[image: ]
[image: ]
image7.png
@ Hachette UK Ltd [GB] | https://my.dynamic-learning.co.uk/ViewPage.aspx?ti

=5e8a4a0d-e57e-4c79-a560-64712401c4f08fn=dps0356-0357.switi=713af261-1804-47f5-a4a3-493¢60c79d 1d&ibaseTitlelD=6188r=truedule=truedname=AQA+A-level+ Business+2+p @

The Compton Schoo! 155677)

AQA A Level Business 2 (Wolinski & Coates): Pages 356 - 357

® At the left end of the continuum, the change strategy calls [or a very rapid
implementation, a clear plan of action and little involvement of others.
This strategy aims o overcome any resistance to change.

@ At the right end of the continuum, the strategy calls for a much slower
change process, a less clear plan and involvement of many people in the
change process. This type of strategy is designed to reduce resistance 1o
change to a minimum.

@ The [urther to the lelt, the more ways ol overcoming resistance to
change are likely to be coercive and manipulative. The [urther to the
right, the more ways ol overcoming resistance to change are likely to be
educational and participative.

-—
Clearly planned Not clearly planned at the beginning
Little involvement of others Lots of involvement of others

Attempt to overcome any resistance Attempt to minimise any resistance

A Figure 15.3 Kotter and Schlesinger's strategic continuum

Kotter and Schlesinger suggest that where an organisation uses inconsistent
strategies, it is likely o encounter problems. For example, il change is not

clearly planned in advance but is implemented quickly, it will encounter
lots of unanticipated problems. Equally, il change involves a large number
ol people but is implemented quickly, the process will usually stall and
eventually become less participative. They also suggest that a common
mistake managers make is 1o move too quickly and involve too [ew
people without having all the information they really need to design and
implement change effectively.
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agreement; manipulation and — This can involve one-to-one discussions, presentations Lo groups or
i co-optation; explicit and implicit memos and reports. It can be an appropriate approach when resistance
coercion. is based on inadequate or inaccurate information and analysis,
especially il initiators need the help of resistors in implementing change.
— One ol the most common ways to overcome resistance to change
is to educate people about it belorehand. Communication of ideas
‘Author advice helps people o see the need [or and the logic of a change and
helps to reduce the impact of the grapevine ellect or inaccurate
Kotter and Schlesinger use the P P rap .
: . rumours. Once persuaded, people will often help with the
i following terms in their analysis: . R
: - 5 implementation of change.
i Initiators - these are managers — This approach requires good relationships between initiators and
¢ who decide on, introduce . . .
. resistors or the latter may not believe what they hear. It also requires
i and implement change; they X . . .
: . time and ellort, particularly il a lot of people are involved.
i are Kanter's strategists and o d invol
i implementers. © Participation and involvement: )
Resiet i ) — This approach is uselul when the initiators of change do not have all the
§ nesistors - Mese are employees information they need to design changes ellectively, and the information,
i who are affected by change; they . L
: . L knowledge and skills that others have can be used positively [or the
: are Kanter's recipients. -
: change process rather than as a source ol power 1o resist.
— 1l the initiators involve the potential resistors in some aspect of the
design and implementation of the change, they can olten reduce
or eliminate resistance. The more people are involved in the actual
process ol change, the more likely they are to ‘buy in’ to the change
rather than resist it. Active involvement is likely to lower resistance
and increase acceptance. Much research indicates that participation
leads to commitment, not just compliance.
— However, participation can lead to a poor solution if the process is
not carefully managed. It can also be very time consuming. Il change
needs to be made quickly, involving others may take oo long. -
® Facilitation and support:
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implementation of change.

— This approach requires good relationships between initiators and
resistors or the latter may not believe what they hear. It also requires
time and ellort, particularly il a lot of people are involved.

@ Participation and involvement:

— This approach is uselul when the initiators of change do not have all the
information they need to design changes ellectively, and the information,
knowledge and skills that others have can be used positively [or the
change process rather than as a source ol power 10 resist.

— 1l the initiators involve the potential resistors in some aspect of the
design and implementation of the change, they can olten reduce
or eliminate resistance. The more people are involved in the actual
process ol change, the more likely they are to ‘buy in’ to the change
rather than resist it. Active involvement is likely to lower resistance

S and increase acceptance. Much research indicates that participation
leads to commitment, not just compliance.

— However, participation can lead to a poor solution if the process is
not carefully managed. It can also be very time consuming. Il change
needs to be made quickly, involving others may take oo long.

@ Facilitation and support:

— This involves providing emotional and material support to help
people deal with the anxiety and uncertainty (what Kotter and
Schlesinger call ‘adjustment’ problems) caused by change. This
process might include training in new skills or giving employees
time ofl alter a demanding period ol change, or simply listening and
providing emotional support, including oflering them mentoring and
counselling services.

i following terms in their analysis:

i Initiators - these are managers
who decide on, introduce

i and implement change; they

i are Kanter's strategists and

i implementers.

i Resistors - these are employees
i who are affected by change; they
: are Kanter's recipients.
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— By being supportive ol employees during difficult times, managers can
prevent potential resistance. Kotter and Schlesinger suggest that no
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other approach works as well with ‘adjustment’ problems. This approach
is most helpful when [ear and anxiety lie at the heart of resistance.

— However, it can be time consuming and expensive.

® Negotiation and agreement:

— This involves giving resistors incentives o either adapt or leave
an organisation. This could be done by agreeing to certain of their
demands regarding aspects ol the planned change process they
[eel are threatening. It could involve agreeing a higher wage rate 1o
prevent industrial action being taken. It could involve offering some
individuals enhanced pension benefits in return [or them taking
early retirement.

— This is a uselul approach when someone or some group may lose
out because of a change, and where that individual or group has
considerable power to resist. Negotiated agreements can be a relatively
easy way Lo avoid major resistance.

— However, they can be expensive, particularly il they encourage other
groups o want to negotiate [or incentives to reduce their resistance
to change.

® Manipulation and co-optation:

— Co-opting an individual, or the leader of a group, involves giving them
a desirable role in the design or implementation of the change. This
is not the same as participation because the initiators do not want the
advice of the co-opted member, they only want their endorsement.
In this sense, co-option involves engaging people [or the sake of
appearances rather than [or their ability to contribute.

— In some situations, co-optation can be a relatively inexpensive and
easy way Lo gain an individual’s or a group’s support — cheaper than
negotiation and quicker than participation.
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® Manipulation and co-optation:

Co-opting an individual, or the leader ol a group, involves giving them
a desirable role in the design or implementation of the change. This

is not the same as participation because the initiators do not want the
advice of the co-opted member, they only want their endorsement.

In this sense, co-option involves engaging people [or the sake of
appearances rather than [or their ability to contribute.

In some situations, co-optation can be a relatively inexpensive and
easy way Lo gain an individual’s or a group’s support — cheaper than
negotiation and quicker than participation.

1[, however, these people [eel they are being tricked, they are likely

1o increase resistance even [urther. Dilliculties can also arise il the
co-opled member uses their ability 1o influence the design and
implementation of change in ways that are not in the best interests ol
the organisation.

Manipulation usually involves the selective use of inflormation and the
conscious structuring of events in order to lead people to behave or
make decisions in a certain way.

Despite its unethical nature, manipulation is often used successfully,
particularly when all other tactics have [ailed. Not having enough
time o educate, involve or support people, and without the power or
resources Lo negoliate, coerce or co-opt them, managers have resorted
to manipulating information channels in order to scare people

into, for example, thinking there is a crisis coming that can only be
avoided by change.

However, il a manager develops a reputation as a manipulator, it can
undermine their ability to use other approaches in the [uture.

Both manipulation and co-optation are useful where other tactics will
not work or are 100 expensive.
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advice of the co-opted member, they only want their endorsement.

In this sense, co-option involves engaging people [or the sake of
appearances rather than [or their ability to contribute.

— In some situations, co-optation can be a relatively inexpensive and
easy way Lo gain an individual’s or a group’s support — cheaper than
negotiation and quicker than participation.

— I, however, these people [eel they are being tricked, they are likely
1o increase resistance even [urther. Dilliculties can also arise il the
co-opled member uses their ability 1o influence the design and
implementation of change in ways that are not in the best interests ol
the organisation.

— Manipulation usually involves the selective use ol information and the
conscious structuring of events in order to lead people to behave or
make decisions in a certain way.

— Despite its unethical nature, manipulation is olten used successfully,
particularly when all other tactics have [ailed. Not having enough
time o educate, involve or support people, and without the power or
resources Lo negoliate, coerce or co-opt them, managers have resorted
to manipulating information channels in order to scare people
into, for example, thinking there is a crisis coming that can only be
avoided by change.

— However, il a manager develops a reputation as a manipulator, it can
undermine their ability to use other approaches in the [uture.

— Both manipulation and co-optation are useful where other tactics will
not work or are 100 expensive.

@ Explicit and implicit coercion:

— Managers can [orce employees into accepting change by suggesting
that resisting change can lead o, [or example, the loss of their jobs,
being transferred to another site or being denied promotion. Whether
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this is explicit or implicit coercion depends on il these threats have
been clearly stated or just implied and understood but not clearly
stated. Coercion is the ‘big stick” approach where speed is essential.
As aresult, it is a strategy of last resort, and only to be used if the
initiators have the power to [ollow through with their explicit or
implicit threats.

Where speed is essential and where change will not be popular,
regardless of how it is introduced, coercion may be the only option.
Coercion is a short-term strategy that will do much to damage trust
in an organisation. The negative ellects o using coercion include
[rustration, [ear, revenge and alienation, which may in turn lead to
poor performance, dissatislaction and high labour turnover. As with
manipulation, coercion is a risky process because people strongly
resent being lorced.
er and Schlesinger’s analysis of ways Lo overcome resistance to change
be summarised in Figure 15.3, their strategic continuum. The [eatures

ol this continuum are:

® At the left end of the continuum, the change strategy calls [or a very rapid
implementation, a clear plan of action and little involvement of others.

is strategy aims Lo overcome any resistance to change.

@ At the right end of the continuum, the strategy calls for a much slower

ange process, a less clear plan and involvement of many people in the
ange process. This type ol strategy is designed to reduce resistance to
ange o a minimum.

he [urther to the left, the more ways ol overcoming resistance 1o

C

ange are likely 1o be coercive and manipulative. The [urther to the

right, the more ways ol overcoming resistance to change are likely to be
educational and participative.
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