Fundamentals of Organizational Behaviour

Key Concepts, Skills and Best Practices


CHAPTER 13

ORGANIZATIONAL CULTURE AND CHANGE

Learning Outcomes

· Discuss the layers and functions of organizational culture.

· Describe the three phases of organizational socialization.

· Discuss the external and internal forces that create the need for organizational change.

· Describe Lewin's change model and the systems model of change.

· Explain why employees resist change, and identify strategies for overcoming resistance to change.

I. FOUNDATION OF ORGANIZATIONAL CULTURE
A. Organizational culture is the set of shared values, beliefs, and implicit assumptions that underlie a company’s identity.

2. Observable Artifacts – artifacts consist of the physical manifestation of an organization’s culture.

3. Espoused Values – represent the explicitly stated values and norms that are preferred by an organization.
(a) Enacted Values – represent the values and norms that actually are exhibited or converted into employee behaviour. 

4. Basic underlying assumptions – unobservable and represent the core organizational culture.

B. Four Functions of Organizational Culture – See Figure 13-2, page 274
1. Give members an organizational identity.

2. Facilitate collective commitment.

3. Promote social system stability.

4. Shape behaviour by helping members make sense of their surroundings.
C. Outcomes Associated with Organizational Culture

2. Employees seem to prefer organizations that encourage people to interact and work with others in ways that assist them in satisfying their needs to grow and develop.

3. The congruence between an individual’s values and the organization’s values was significantly associated with organizational commitment, job satisfaction, intention to quit, and turnover.

4. There is not one type of organizational culture that fuels financial performance.

5. Studies of mergers indicated that they frequently failed due to incompatible cultures.

D. How Cultures are Embedded in Organizations

1. Formal statements of organizational philosophy, mission, vision, values and material used for recruiting, selection, and socialization.

2. The design of physical space, work environments, and buildings.

3. Slogans, language, acronyms, and sayings.

4. Deliberate role modeling, training programs, teaching, and coaching by managers and supervisors.

5. Explicit rewards, status symbols and promotion criteria.

6. Stories, legends, and myths about key people and events.

7. The organizational activities, processes, or outcomes that leaders pay attention to, measure, and control.

8. Leader reactions to critical incidents and organizational crises.

9. The workflow and organizational structure.

10. Organizational systems and procedures.

11. Organizational goals and the associated criteria used for recruitment, selection, development, promotion, layoffs, and retirement of people.

II. EMBEDDING ORGANIZATIONAL CULTURE THROUGH SOCIALIZATION PROCESSES AND MENTORING

Organizational socialization is the process by which a person learns the values, norms, and required behaviours which permit him or her to participate as a member of the organization. 

Mentoring is the process of forming and maintaining intensive and lasting developmental relationships between a variety of developers and a junior person. 

A. A Three-Phase Model of Organizational Socialization

1. Phase I: Anticipatory Socialization

2. Phase II: Encounter

3. Phase III: Change and Acquisition

B. Practical Application of Socialization Research

There are four practical guidelines for managing organizational socialization:

1. Managers should avoid a haphazard, sink-or-swim approach.

2. Managers play a key role during the encounter phase.

3. The organization can benefit by training new employees to use proactive socialization behaviours.

4. Managers should pay attention to the socialization of diverse employees. 

C. Mentoring

1. Functions of mentoring: 
· Career functions: sponsorship, exposure-and-visibility, coaching, protection, and challenging assignments
· Psychosocial functions: role modeling, acceptance-and-confirmation, counselling, and friendship

2. Getting the Most out of Mentoring

III. A MODEL OF SOCIETAL AND ORGANIZATIONAL CULTURES
A. Societal culture involves shared meanings that generally remain below the threshold of conscious awareness because they involve taken-for-granted assumptions about how one should perceive, think, act, and feel.  See Figure 13-4 Cultural Influences on Organizational Behaviour, page 280.
IV. FORCES FOR CHANGE
A. External Forces originate outside the organizations.

· Demographic Characteristics

· Technological Advancements

· Market Changes

· Social and Political Pressures
B. Internal Forces come from inside the organization.

V. MODELS OF PLANNED CHANGE
A. Lewin's Change Model
· Unfreezing - create the motivation to change.

· Benchmarking – the process by which a company compares its performance with that of high-performing organizations.

· Changing - involves learning, entails providing employees with new information, new behavioural models, or ways of looking at things.

· Refreezing - helps employees integrate the changed behaviour or attitude into their normal way of doing things.

B. Kotter's Eight Steps for Leading Organizational Change

1. Establish a sense of urgency

2. Create the guiding coalition

3. Develop a vision and strategy

4. Communicate the change vision

5. Empower broad-based action

6. Generate short-term wins

7. Consolidate gains and produce more change

8. Anchor new approaches in the culture

C. Organization Development is a set of techniques or tools that are used to implement organizational change.

1. OD Involves Profound Change

2. OD is Value-Loaded

3. OD is a Diagnosis/Prescription Cycle

4. OD is Process-Oriented

5. OD Research and Practical Implications

VI. UNDERSTANDING AND MANAGING RESISTANCE TO CHANGE

A. Why People Resist Change in the Workplace

Resistance to change is an emotional/behavioural response to real or imagined threats to an established work routine.  Ten of the leading reasons are listed below:

1. An individual's predisposition toward change

2. Surprise and fear of the unknown

3. Climate of mistrust

4. Fear of failure

5. Loss of status and/or job security

6. Peer pressure

7. Disruption of cultural traditions and/or group relationships

8. Personality conflicts

9. Lack of tack and/or poor timing

10. Nonreinforcing reward systems

B. Strategies for Overcoming Resistance to Change

1. An organization must be ready for change.


2. Organizational change is less successful when top management fails to keep employees informed about the process of change.


3. Do not assume that people are consciously resisting change.


4. Employees' perceptions or interpretations of a change significantly affect resistance.  Thus, managers are advised to:

a. Provide as much information as possible

b. Inform employees about the reasons/rationale for the change

c. Conduct meetings to address employees’ questions

d. Provide employees the opportunity to discuss how the proposed change might affect them
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