Chapter 13 Managing Change and Innovation
TRUE/FAL SE QUESTIONS
FORCESFOR CHANGE

1. Changeisan organizational reality.
(True; easy; p. 356)

2. Themarketplaceis an external force of change.
(True; moder ate; p. 356)

3. Thechangein demand for health care techniciansis an example of an economic change.
(False; difficult; p. 356)

4. Labor markets are an interna force for change.
(False; moderate; p. 356)

TWO VIEWS OF THE CHANGE PROCESS

5. The “calm waters” metaphor of change is consistent with Lewin’s concept of unfreezing, changing,
and refreezing.
(True; difficult; p. 358)

6. In the “white-water rapids” metaphor of change, managers should expect change at any time, and it
may last for unspecified lengths of time.
(True; moderate; p. 358)

MANAGING ORGANIZATIONAL CHANGE

7. Organizationa change can be any aterationsin people, structure, or technology.
(True; moder ate; p. 360)

8. Any manager can be a change agent.
(True; moderate; p. 361)

9. Computerization is atechnological change that replaces people with machines.
(False; moderate; p. 362; AACSB: Technology)

10. Probably the most visible technology changes in recent years have come through managers’ efforts
to expand corporate financing.
(False; moderate; p. 363; AACSB: Technology)

11. Sensitivity training is a method of changing behavior through unstructured group interaction.
(True; easy; p. 363)

12. Change threatens the investment you’ve already made in the status quo.
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(True; easy; p. 364)

13. One reason people resist change is that it substitutes ambiguity for uncertainty.
(False; difficult; p. 364)

14. Negotiation refers to covert attempts to influence, twisting and distorting facts, or withholding
information.
(False; moderate; p. 365)

15. Never negotiate with employees as a means of overcoming resistance to change.
(False; moder ate; p. 365)

16. Cooptation refers to covert attempts to influence.
(False; moderate; p. 365)

17. Manipulation is the use of direct threats.
(False; moder ate; p. 365)

18. A major disadvantage of coercion isthat itis may beillegal.
(True; moder ate; p. 365)

CONTEMPORARY ISSUESIN MANAGING CHANGE

19. Cultural change is easier when the organizational cultureis strong.
(False; easy; p. 366)

20. A leadership change can facilitate cultural change.
(True; moder ate; p. 367)

21. The number of employees experiencing job stress in the United States ranges anywhere from 40 to
80 percent.
(True; difficult; p. 368)

22. Stress is the physical and psychological tension an individual feels when he or she is facing or
experiencing extraordinary demands, constraints, or opportunities for which the outcome is
perceived to be both uncertain and important.

(True; moderate; p. 369)

23.In terms of organizational factors, any attempt to lower stress levels has to begin with employee

selection.
(True; moderate; p. 370)
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STIMULATING INNOVATION

24. Having creative people is not enough to get innovative products and work methods.
(True; moder ate; p. 374)

25. The three sets of variables that have been found to stimulate innovation are the organization’s
management, culture, and technology.
(False; moderate; p. 374)

26. Studies have shown that when an organization’s structure provided explicit support for creativity
from work and nonwork sources, an employee’s creative performance was enhanced.
(True; moder ate; p. 375)

27. Innovative organizations tend to have dissimilar cultures.
(False; moder ate; p. 375)

28. Individuals who offer impractical answers to what-if questions are not stifled in an innovative
organization.
(True; moderate; p. 375)

29. In an innovative organization, focusing on means to ends suggests that there might be several right
answersto any given problems.
(False; moder ate; p. 375)

30. Idea champions are good at gaining the commitment of others to support their mission.
(True; easy; p. 376)

MULTIPLE-CHOICE QUESTIONS
For each of the following choose the answer that most completely answers the question.

FORCESFOR CHANGE

31. Being a manager, with no environmental uncertainty or threat of competitors’ new products, would
be relatively simple without
a. government regulations
b. diversity
c. cultural differences
d. organizational change
(d; moderate; p. 356)

32. Managing changeis an integral part of
a. top management’s job
b. middle-level management’s job
c. thefirst-line manager’s job
d. every manager’s job
(d; moderate; p. 356)
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33. The Sarbanes-Oxley Act of 2002 is an example of which of the following forms of environmental
change?
a. interna
b. technology
c. government laws and regulations
d. labor markets
(c; moderate; p. 356)

34. Assembly-line technology is changing dramatically as organizations
a. develop new products for the market
b. replace human labor with robots
c. replace old manually controlled machines with newer machines
d. find new marketsfor their products

(b; moderate; p. 356; AACSB: Technology)

35. Changing human resource management activities to attract and retain health care specialists due to
increased needs for those workers is an example of what kind of environmenta change factor?
a. marketplace
b. technology
c. labor markets
d. economic
(c; difficult; p. 356)

36. Global economic pressures force organizations to become more
a. price competitive
b. quality conscious
c. cost efficient
d. conservative with raw materials
(c; difficult; p. 356; AACSB: Globalizations)

37. Faling interest rates are an example of what external force?
a. marketplace
b. government laws and regulations
c. labor markets
d. economic changes

(d; easy; p. 356)

38. Which of the following is not an internal force of change?
a. technology
b. strategy
c. workforce
d. employee attitudes
(a; moderate; pp. 356-357)
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39. Which of the following is not an external force of change?
a. marketplace
b. government laws and regulations
c. economic changes
d. workforce
(d; moder ate; pp. 356-357)

40. Internal forces that stimulate the need for change tend to originate primarily from the impact of
externa forces or from
a. theforces of competition
b. changein technology
c. customer demand for the products the company produces
d. theinternal operations of the organization
(d; moderate; p. 357)

41. What change factor did Steve Bennett address in his turnaround of Intuit, Inc?
a. technology
b. workforce
C. equipment
d. strategy
(d; difficult; p. 357)

42. Increasing the numbers of employed women and minorities forces managers to pay attention to what
change factor?
a dstrategy
b. workforce
C. equipment
d. technology
(b; moderate; p. 357; AACSB: Diversity)

43. Labor strikes are an example of what change factor that may encourage a change in management
thinking and practices?
a. workforce
b. equipment
c. employee attitudes
d. strategy

(c; easy; p. 357)
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TWO VIEWS OF THE CHANGE PROCESS

44. One of the primary views of the change process is , While the other view is

a. problematic; encouraged

b. occasional; continuous

c. costly; conservative

d. optimistic; pessimistic
(b; difficult; p. 358)

45. Lewin’s theory is consistent with which view of organizational change?
a. continuous
b. contemporary
c. Mayo’s
d. “calm waters”
(d; moderate; p. 358)

46. According to Kurt Lewin, which of the following is not a stage in the change process?
a. unfreezing
b. changing
c. refreezing
d. restraining
(d; moderate; p. 358)

47. According to Kurt Lewin, increasing the driving forces, which direct behavior away from the status
guo, isameans of doing which of the following?
a. unfreezing
b. changing
c. restraining forces
d. refreezing
(a; moderate; p. 358)

48. The unfreezing step of the change process can be thought of as
a. thawing the organization loose from the current status to the new status
b. making the move to the new organizational condition
c. loosening the organization from the old condition and moving it to the new condition
d. preparing for the needed change

(d; moderate; p. 358)

49. According to Lewin, which of the following is the objective of refreezing?
a. directs behavior away from the status quo
b. hinders movement away from existing equilibrium
c. eliminatesthe need for future change
d. stabilizesthe new situation
(d; moderate; p. 358)
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50. The IS consistent with uncertain and dynamic environments.
a. cam waters metaphor
b. white-water rapids metaphor
c. contemporary metaphor
d. continuous metaphor
(b; moderate; p. 359)

51.In the white-water rapids metaphor, change is a natura state, and managing change is

)

an accepted practice
an expected practice
acontinual process

. amaintenance process
(c; moderate; p. 359)

oo o

MANAGING ORGANIZATIONAL CHANGE

52. What is an emerging and evolving consumer trend that Hallmark identified?
a. future perfect
b. careiness
c. new and novel ... now
d. happening
(c; difficult; p. 360)

53. In organizations, people who act as catalysts and assume the responsibility for managing the change
process are called
a. change masters
b. change agents
C. operations managers
d. charismatic leaders
(b; moderate; p. 360)

54. In spurring organizational change, outside consultants are usually more , Whereas
internal managers may be more
a. drastic; thoughtful
b. highly paid; risky
C. resistant; bold
d. cautious; friendly

(a; moderate; p. 361)
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55. As change agents, managers should be motivated to initiate change because they are committed to

)

promoting the welfare of their employees
managing and want to do the best they can for everyone
improving their organization’s performance
. meeting the competition head-on in the market
(c; difficult; p. 361)

o0 o

56. Initiating change involves identifying what organizational areas might need to be changed and

a. discussing it with the board of directors

b. hiring a consultant to confirm that the change is needed

c. forming a committee to determine that the need for change is real
d. putting the change processin motion

(d; easy; p. 361)

57. Managers’ options for change essentially fall into what three categories?
a. environment, technology, and mission
b. structure, technology, and people
C. mission, structure, and people
d. mission, environment, and process
(b; difficult; p. 361)

58. What category of change involves work processes, methods, and equipment?
a. technology
b. people
C. competitors
d. structure
(a; moderate; p. 361; AACSB: Technology)

59. A company that decides to decentralize its sales procedures is managing what change category?
a. technology
b. people
C. competitors
d. structure
(d; moderate; p. 362)

60. What type of change might include a shift from afunctional to a product structure?
a. astructura design change
b. astructural component change
C. automation
d. computerization
(a; moderate; p. 362)
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61. Competitive factors or new innovations within an industry often require managers to introduce all of
the following except new
a equipment
b. tools
C. operating methods
d. employees

(d; moderate; p. 362)

62. When grocery stores installed scanners to read the product price, this was an example of managing
what change category?
a. technology
b. people
C. competitors
d. structure
(a; moderate; p. 363; AACSB: Technology)

63. Techniques to change people and the quality of interpersonal work relationships are termed

a. operations
b. organizational development
c. downsizing
d. robotics
(b; moderate; p. 363)

64. If Kraft Foods hired a consultant to decrease group friction and enhance cooperative work
relationships, this would be an example of managing what change category?
a. technology
b. people
C. competitors
d. structure
(b; difficult; p. 363)

65. What organizational development (OD) technique is a technique for assessing attitudes and
perceptions, identifying discrepancies in these, and resolving the differences by using survey
information in feedback groups?

a. team building
b. intergroup development
c. survey feedback
d. sengitivity training
(c; easy; p. 363)
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66. What OD technique involves changing the attitudes, stereotypes, and perceptions that work groups
have about each other?
a. team building
b. intergroup development
c. survey feedback
d. sensitivity training
(b; easy; p. 363)

67. Before using the same OD techniques to implement behavioral changes, especialy across different
countries, managers need to be sure that they’ve taken into account
a cultural characteristics
b. organizationa differences
c. employee attitudes
d. societal differences

(a; difficult; p. 364; AACSB: Globalizations)

68. An individua is likely to resist change because of all of the following reasons except

uncertainty

increased productivity

concern over personal loss

d. belief that the change is not in the organization’s best interest

(b; easy; p. 364)

69. To cope with the complexity of life, individuals rely on habits or
a. programmed responses
b. the status quo
C. beliefs
d. certainties
(a; difficult; p. 364)

ocoTo

70. Which of the reasons for resistance to change expressed by an employee may be beneficial to the
organization?
a. uncertainty
b. freezing
c. changeisincompatible with the interests of the organization
d. refreezing
(c; difficult; p. 365)

71. All of the following are mentioned as actions that managers can use to deal with resistance to change
except .
a. education and communication
b. diversification
C. participation
d. facilitation and support
(b; moder ate; p. 365)
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72. For to be effective, there must be mutual trust and credibility between managers and
employees.
a. education
b. coercion
C. negotiation
d. participation
(a; moderate; p. 365)

73. may be necessary when resistance comes from a powerful source.
a. Education and communication
b. Coercion
c. Facilitation and support
d. Negotiation
(d; moderate; p. 365; AACSB: Communication)

74, isusing direct threats or force on those who resist change.
Negotiation

Coercion

Cooptation

. Education and communication

(b; moderate; p. 365)

oo opw

CONTEMPORARY ISSUESIN MANAGING CHANGE

75. Which of the following represents the relationship between organizational culture and change?
a. Culture and change are naturally compatible.
b. Culturetendsto be very resistant to change.
c. Culture can change in months but not weeks.
d. Culture can never be purposely changed.
(b; moder ate; p. 366)

76. Which of the following is not a favorable situational condition that may facilitate change in an
organizational culture?
a. adramatic crisis occurs
b. the cultureisweak
c. stock prices remain constant
d. theorganization isyoung and small
(c; moderate; p. 367)

77. Cultural change is most likely to take place when
a. theorganizationisold
b. theorganizationislarge
c. thecultureisstrong
d. thereisaleadership change
(d; moder ate; p. 367)
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78. What is astrategy for managing cultura change?
a. Support employees who remain devoted to the old values.
b. Redesign socialization processes to align with the new values.
c. Keep thereward system the same.
d. Terminate top managers who are positive role models.
(b; moderate; p. 368)

79. A dynamic and uncertain organizational environment has created a large number of employees who
are :
a. old enough to retire, but can’t afford to retire
b. young and energetic about the “next day’s work”
c. overworked and stressed out
d. overworked, but paid very well

(c; easy; p. 368)

80. is the adverse reaction people have to excessive pressure placed on them from
extraordinary demands, constraints, or opportunities.
a. Stereotyping
b. Stress
c. A hao effect
d. Creativity
(b; moderate; p. 369)

81. Stress, in and of itsdlf, is
a. not necessarily bad
b. healthy in most cases
c. harmful, especially if not managed by exercise
d. beneficial to those who useit
(a; moderate; p. 369)

82. prevent you from doing what you desire; refer to the loss of something
desired.
a. Constraints; demands
b. Demands; constraints
c. Fears; stressors
d. Stressors, fears
(a; moderate; p. 369)

83. Which of the following is true concerning stress?
a. Stressisastatic condition.
b. Stressisanegative reaction to an outside force.
c. Stress can be caused by change of any kind.
d. Stresslimits performance.

(c; moderate; p. 369)
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84. there must be uncertainty over the outcome, and the outcome must be important.
For uncertainty to become fear,

For anxiety to become stress,

For potential stress to become actual stress,

. For anxiety to become fear,

(c; difficult; p. 369)

)
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85. Stress symptoms can be grouped under any of the following three general categories except

a. physiological

b. cultura

c. psychological

d. behavioral
(b; moderate; p. 369)

86. Which of the following is an example of a psychological symptom of stress?
a. changesin metabolism
b. increased heart and breathing rate
c. irritability
d. changesin productivity
(c; moderate; p. 370)

87. Changesin eating habitsare a symptom of stress.
a. physicad
b. psychological
c. behaviora
d. inertia

(c; easy; p. 370)

88. Managers need to make sure that employees’ abilities
a. match the job requirements
b. are being maximized
c. arenot being affected by their stress
d. arenot causing them stress
(&; difficult; p. 370)

89. that increase opportunities for employees to participate in decisions and to gain
socia support have been found to lessen stress.
a. Improved organizational communications
b. Time management programs
c. Waellness programs
d. Job redesigns
(d; moderate; p. 370)

363



90. Stress from an employee’s personal life
a. isdifficult for the manager to control directly
b. should never concern the manager
c. indicates that the employee needs counseling
d. aways affects work behavior, so the manager should always intervene
(&, moderate; p. 370)

91. Managers might want to offer to employees who want to talk to someone about
their problems.
a. wellness programs
b. time management programs
c. employee counseling
d. performance planning programs
(c; moderate; p. 370)

92. How can managers increase the likelihood of making change happen successfully?
a. focus on how they want to change the organization
b. understand the difficult task at hand
C. increasetherole of individual employees
d. observe how competitors are changing
(c; moderate; p. 371)

93. What is a characteristic of a change-capable organization?
a. separatesthe present and the future
b. makes controlling away of life
c. discourages mavericks
d. shelters breakthroughs
(d; moderate; p. 371)

94. A study of organizational change found that percent of changes at the work-group level
were reactions to a specific, current problem or to a suggestion from someone outside the work
group; and percent of those changes occurred in the course of employees’ day-to-day
work.

a 77,68
b. 35;90
c. 90; 35
d. 68;77
(a; difficult; p. 372)

364



STIMULATING INNOVATION

95. Managing in the dynamic, chaotic world of global competition, organizations must creste new
products and services,
a. at competitive prices and in the correct location
b. and adopt teams as the best way to improve the organization
c. and adopt state-of-the-art technology if they are to compete successfully
d. that offer the customer what they want

(c; moderate; p. 373; AACSB: Technology)

96. refers to the ability to combine ideas in a unique way or to make unusua
associations between ideas.
a. Innovation
b. Imagination
c. Creativity
d. Interpretive thinking
(c; moderate; p. 374)

97. is the process of taking a creative idea and turning it into a useful product, service,
or method of operation.
a. Innovation
b. Imagination
c. Creativity
d. Interpretivethinking
(a; moderate; p. 374)

98. Research into the effect of structural variables on innovation shows that
a. organic structures negatively influence innovation
b. the easy availability of plentiful resources provides akey building block for innovation
c. frequent interunit communication helps create barriers to innovation
d. time pressures actually cause people to be more creative
(b; moderate; p. 375)

99. Which of the following is an example of avariable that can foster innovation?
a mechanistic structure
b. organic structure
c. few organizational resources
d. acceptance of ambiguity
(b; difficult; p. 375)

100. Which of the following is not a cultural variable that supports innovation?
acceptance of ambiguity

tolerance for the impractical

high external controls

focus on ends, not means

(c; moder ate; p. 375)

101. Aninnovative cultureislikely to have

oo
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a. high externa controls
b. low tolerance for risk
c. closed-system focus
d. tolerance of conflict

(d; easy; p. 375)

102. Which of the following human resource variables is supportive of organizationa innovation?
low commitment to training

selection of Type A employees

high job security

. unionization

(c; moderate; p. 376)

oo

103. actively and enthusiastically support new ideas, build support, overcome
resistance, and ensure that innovations are implemented.
a. ldeachampions
b. Whistleblowers
c. ldeagenerators
d. ldeascreeners
(&, moderate; p. 376)

104. All of the following are common personality characteristics of idea champions except

extremely high self-confidence
persistence
energy
d. risk aversion
(d; moderate; p. 376)

oo

SCENARIOS AND QUESTIONS
For each of the following, choose the answer that most compl etely answers the question.

FORCESFOR CHANGE

New ldeas (Scenario)

Although New Ideas, Inc., has been in business for 30 years, the company and its employees seemingly
have been in a constant state of change. Louis Snyder has been President of New Ideas, Inc. for the last
15 years. During this time, he has had to change the strategic focus of the company three times. The
employees have become voca recently about the decrease in their bonus checks and their desire for
increased profits. It seems as though his competition is always introducing new products into the market,
and New ldeas, Inc.’s niche products are constantly changing. Moreover, the government has been
active in passing new legislation to increase the control of the product packaging and product contents.
The technology used to manufacture the products has continually changed to make the process more
efficient.

366



105. The technology change in the manufacturing process of New Ideas, Inc.’s products to make the
process more efficient is the result of a competitor lowering its price. Therefore, it was a(n)

external force of change
internal force of change
marketplace force of change
d. economic force of change
(a; moderate; p. 356; AACSB: Technology)

oo

106. Mr. Snyder has had to change the strategic focus of the company three times. The change in
strategic focus of the New Ideas, Inc., isa(n) .
a. externa force of change
b. internal force of change
c. marketplace force of change
d. economic force of change
(b; moderate; p. 357)

107. When the employees express their concern about their bonus checks, which of the following
types of forces of change is constraining Mr. Snyder?
a. externa force of change
b. labor market force of change
c. interna force of change
d. socia force of change
(c; moderate; p. 357)

TWO VIEWS OF THE CHANGE PROCESS

New ldeas (Scenario 2)

Although New Idesas, Inc., has been in business for 30 years, the company and its employees seemingly
have been in a constant state of change. Louis Snyder has been president of New Ideas, Inc. for the last
15 years. During this time, he has had to change the strategic focus of the company three times. It seems
as though his competition is always introducing new products into the market, and New Ideas, Inc.’s
niche products are constantly changing. Moreover, the government has been active in passing new
legidation to increase the control of the product packaging and product contents. The technology used to
manufacture the products has continually changed to make the process more efficient.

108. Being that New Ideas, Inc., focuses on new ideas, uses technology that changes frequently, and
has strong competition in the market, what metaphor of change can be used to describe New Ideas,
Inc.?

a. acam water metaphor

b. more of awhite-water rapid metaphor than a calm water metaphor
c. more of acalm water metaphor than a white-water rapid metaphor
d. awhite-water rapids metaphor

(d; easy; p. 358)

367



MANAGING ORGANIZATIONAL CHANGE

Fred Fryer’s Donuts (Scenario)

Since the integration of two new stores in Littleville, U.S., Fred Fryer’s Donuts, Inc., has recognized that
there is a need for reengineering the entire organization. The main need is to install new state-of-the-art
kitchen equipment in the seven remaining stores, and then dispose of all old equipment to a salvage
dedler at three-fourths of the book value, or aloss of $2,000 per store. This means that employees will
have to be trained to operate the new computer programmed equipment. Fred is setting up the main store
as a training store. Employees from the other stores will train at the main store for the 5 days that their
respective store’s equipment is being converted. The regular employees from the main store have the
responsibility of instructing the classes or overseeing the installation of the new equipment and testing
its operation before that store’s employees return from training. The organization is also implementing
teams to replace the old employee reporting system. Ordering of materials will now be done by an
intranet among the stores and the corporate purchasing function. Fred has promised that no one will lose
his or her job because of the reengineering organizational changes. He estimates that when the
employees get to the computer programming training, as many as 10 percent of the current employees
will resign or retire. The planned opening of a new store in Nowhere will absorb any “excess”
employees due to the efficiency of the new equipment.

109. Do the employees of Fred Fryer’s Donuts, Inc., have reason to be concerned about the
reengineering or to resist the changes that Fred has announced?
a. No. They have been promised ajob after training on the new equipment.
b. Maybe. They do have afew changes occurring in their job.
c. Yes. Ther whole work life could be changing.
d. Definitely. Everything in their job is changing, even the town in which they may be working.

(d; easy; p. 361)

110. What is the most successful way to deal with the human side of the reengineering to help to
change people and the nature and quality of their interpersonal work relationships?
a. training and development
b. organizationa development
C. reengineering training
d. givethe employees atraining manual
(b; moderate; p. 363)

111. The installation of the new equipment at Fred Fryer’s Donuts, Inc., is an example of

a. technological change

b. technological-automation change

c. technological-computerization change

d. technological-reengineering change
(c; moderate; p. 363; AACSB: Technology)
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112.  Which of the following should Fred and the team leaders practice if they need to overcome
employee resistance?
a. assure the employees that they will have ajob after training
b. encourage the employees to talk with their coworkers
c. tell employeesthat the new system isthe best way to make donuts
d. educate employees and communicate with them about the changes
(d; easy; p. 365; AACSB: Communication)

The Government Job (Scenario)

Colin was getting accustomed to his surroundings in state government. His efforts at getting people to
accept change had met with little resistance due to his and the new director’s efforts as well as the hard
work of his subordinates. But now the hard part realy started—actually managing the change. What
techniques could he and his agency’s new director employ to most effectively implement changes that
would result in increased productivity in his department? He considered changing three aspects of his
agency: the structure, the technology, and the people.

113. If the new agency director decided to remove layers in the agency and increase the span of
manageria control, this would be considered changing the
a. structura design
b. selection process
C. degreeof centralization
d. structura components

(d; moderate; p. 362)

114. If the agency director decided to shift away from a functional to a product design, this would be
considered changing the .
a. structura design
b. selection process
C. degreeof centralization
d. structura components
(a; difficult; p. 362)

115. If Colin decided to replace some employee work time with a telephone menu system, this would
be considered changing the
a. organizational structure
b. technology
c. people
d. organizational development
(b; moderate; p. 362; AACSB: Technology )
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116. Findly, Colin decided his people could benefit from , @ method of changing
behavior through unstructured group interaction.
a. survey feedback
b. sensitivity training
c. team building
d. intergroup development
(b; difficult; p. 363)

The Practice (Scenario)

Kelly Rae works for an ophthalmologist’s office where she has been employed as a technician for
approximately 1 year. Kelly has been promoted to the position of clinic coordinator where she is
responsible for ensuring operational efficiency and effectiveness by managing and training other
technicians, overseeing the doctor’s schedules, and coordinating activities between the scheduling desk,
the technicians, the insurance office, and the optical shop. Upon her promotion she was given a mandate
by the doctors to “clean house” in an effort to make fundamental changes to enhance productivity.

117. If Kelly were to consider enhancing productivity by giving greater authority to other technicians
and increasing formalization, she would be considering changes.
a. structural
b. technological
C. people
d. automatic
(& moderate; p. 361)

118. The two doctors at the practice have very different work habits. Each has his own team of
technicians who are used to the doctors’ preferences and are comfortable with their routines; they
basically do the same thing every day. When Kelly suggested that they train al of the technicians to
work with both doctors, this led to significant resistance from all of the parties involved. The
technicians were concerned that they would no longer be able to perform their usual daily tasks.
Their resistance came from .

a. thetechnicians’ belief that ambiguity would increase
b. thetechnicians’ fear that they would be forced out of their habits
c. technicians’ concern over personal loss
d. belief that Kelly’s changes would harm the organization
(b; moderate; p. 364)

119. Shelly, a technician, was particularly concerned about the changes. She had spent a number of
years ingratiating herself with one of the doctors and, because of it, she had earned special
privileges, such as taking extended lunches with her husband. Shelly’s resistance to change came
from her .

a. belief that uncertainty would increase

b. fear that she would be forced out of her habit

C. concern over personal loss

d. Dbelief that Kelly’s changes would harm the organization

(c; easy p. 364)
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CONTEMPORARY ISSUESIN MANAGING CHANGE

The Management Seminar (Scenario)

Mandy recently returned from her two-day managerial seminar, How to Totally Change Your
Management and Leadership Syle in Two Days. She felt the seminar was worthless (as she had
predicted), but it did give her a chance to think about how to change the culture of her organization. She
had been brought in by the new CEO as a change agent, and she has the authority to make an impact.
She felt that the recent hostile takeover by their parent company had shocked everyone, especialy given
that the entire organization consisted of only 150 people and had been in business for only 5 years. She
felt that this might be the time to attempt cultural change while everyone was still thinking in terms of
change. As she tossed her leadership seminar manual into the wastebasket, she considered what her first
step might be and how well the cultural change would work.

120. Of thefollowing, which is an advantage that Mandy has to implement cultural change?
her new leadership skills

the recent purchase of her company

previous stable leadership

. her managerial level

(b; difficult; p. 367)

)
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121.  Which of the following statements is true concerning the leadership of Mandy’s company and its
effect on cultural change?
a. New top leadership can be an advantage.
b. New top leadership israrely an advantage.
c. Itisimportant for the cultural change to begin with employeesfirst.
d. Leadershipissues have little impact on cultural change.
(& moderate; p. 367)

122.  Which of the following statements about her company is most advantageous to Mandy as she
attempts to change the cultural leadership?
a. Change would be easiest with a company that is older and has a small number of employees.
b. Change would be easiest in an older company with many employees.
c. Implementing change in small companiesthat are new is easiest.
d. Implementing change in small companiesthat are old is easiest.
(c; difficult; p. 367)

123. Of the following, which statement about her company’s previous culture would be most
advantageous to her accomplishing a change?
a. A previously strong cultureis receptive to change.
b. A previously nonexistent culture is receptive to change.
c. A moderately strong culture is receptive to change.
d. A weak culture is more receptive to change.
(d; difficult; p. 367)
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Fred’s Situation (Scenario)

Fred was not handling the change in his department well. The company had recently changed hands, and
even though no jobs had been lost, people had been changing jobs and were being asked to move to
different locations. The new leadership had a completely different outlook than management he had
worked under for the past 21 years. Fred found that he was unable to concentrate at work and generally
felt like he did not like his job anymore. At home he was getting headaches and having trouble sleeping,
which only enhanced his feeling that things were not going to work out well for him. When he thought
about it, he had always hated change. He had chosen this line of work partially because it was
considered stable (boring to some) and predictable. Fred’s new boss kept trying to convince him that he
was a valuable employee and that new opportunities, along with salary increases, were in store in his
future. Unfortunately, Fred felt like he never knew what to expect from day to day and what Fred really
wanted was to have things return to the way they were.

124. Fred was obviously feeling stress. Which of the following is not a factor of the stress that Fred
feels?
a Itisasdtatic condition.
b. It may involve opportunity or threats.
c. Itisrelated to what Fred desires.
d. Itisrelated to adesire of Fred’s that is uncertain.
(a; moderate; p. 369)

125. Fred is obvioudly resistant to the change being introduced in his organization. Which of the
following reasons is most likely the primary driver of Fred’s resistance?
a habit
b. concern over personal loss
C. uncertainty
d. belief that change is not in the organization’s best interest
(c; moderate; p. 369)

126. Which of the following statements is not true concerning the stress Fred may be feeling?
a.  Stress may come from any change in Fred’s life.
b.  Stressmay come from personal factors.
c. Stressisnot related to personality differences.
d.  Job-related factors may be part of Fred’s stress.

(c; easy; p. 369)

127.  Which of the following would be a behavioral symptom of Fred’s stress?
a  headaches
b. arise in Fred’s blood pressure
c. hisjob dissatisfaction
d. problemssleeping
(d; moderate; p. 370)
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128. If Fred’s manager noticed Fred’s stress, which approach would she find to be the most useful in
helping to reduce Fred’s stress level?
a. select better employees
b. improve organizational communications
c. redesign Fred’s job to increase his workload
d. redesign Fred’s job to decrease his workload
(b; difficult; p. 370; AACSB: Communication)

129. Fred’s coworker, Tammy, is also feeling stress. Tammy’s stress, however, is not due to the new
changes at work. Rather, Tammy’s stress is due to some rather large credit card bills she owes and
her recent separation from her partner. Which of the following tactics would be most appropriate for
the manager to use to help Tammy reduce her stress level ?

a. improve organizational communication
b. redesign Tammy’s job to decrease her workload
c. implement an MBO program
d. provide employee counseling for Tammy
(d; difficult; p. 370)

STIMULATING INNOVATION

Lightspeed.com (Scenario)

Edwin Edwards is a team leader for Lightspeed.com, an e-business that has employees in every global
time zone. Some of the factors that the team has to contend with are deadlines, strong work ethic,
creativity-innovation chain, high-speed turnaround, and professionalism. As team leader, Edwin sees
team members via videoconference only afew times per year or via compressed video via Internet a few
times more per year. A frustration that he is encountering himself is that he works with all of these
people and does not have control over their “actual” work or the few organizational rules, regulations,
and policies. Yet, due to the position heisin, he feels he gets all of their complaints. The team does not
deal well when a member offers an “off-the-wall”” solution to a team problem; team members seem to
have more trouble with this than any other team-conflict issue. What he likes most about leading the
team is that they seem to prefer getting their objective accomplished instead of wasting time trying to
decide who should be doing what tasks.

130. When Edwin feels frustrated that he does not have control over team members’ “actual” work or
the organizational rules, regulations, and policies, he is contending with
a. low externa control
b. diversity of opinions
c. abundant resources
d. unclear goals
(a; moderate; p. 374)
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131. When amember offers an “off-the-wall” solution to a team problem, it appears that Edwin has to
contend with what cultural variable?
a. tolerance of conflict
b. tolerance of risk
c. tolerance of the impractical
d. focuson ends
(c; moderate; p. 374)

132. The part Edwin likes the most is that the team seems to prefer getting their objective
accomplished instead of wasting time, which indicates that theteam is .
a. tolerant of conflict
b. an open-system focus team
c. ableto deal with high risk
d. focused on ends rather than means
(d; moderate; p. 375)

ESSAY QUESTIONS
FORCESFOR CHANGE
133. Inashort essay, discuss the external and internal forces that bring about the need for change.

Answer

The external forces that create the need for change come from various sources. The marketplace can
affect companies by requiring them to constantly adapt to changing consumer desires as they develop
new search capabilities. Governmental laws and regulations are a frequent impetus for change.
Technology and the fluctuation in labor markets also forces managers to make changes. Organizations
that need certain kinds of employees must change their human resource management activities to attract
and retain skilled employees in the areas of greatest need. Economic changes, of course, affect amost all
organizations. For instance, global economic pressures force organizations to become more cost
efficient. But even in a strong economy, uncertainties about interest rates, federal budget deficits, and
currency exchange rates create conditions that may force organizations to change. Internal forces also
create the need for change. These internal forces tend to originate from the internal operations of the
organization or from the impact of external changes. A redefinition or modification of an organization’s
strategy often introduces a host of changes. In addition, an organization’s workforce is rarely static. Its
composition changes in terms of age, education, ethnic background, sex, and so forth. The introduction
of new equipment represents another internal force for change. Employees may have their jobs
redesigned, need to undergo training on how to operate the new equipment, or be required to establish
new interaction patterns within their work group. Finally, employee attitudes such as job dissatisfaction
may lead to increased absenteeism, more voluntary resignations, and even labor strikes. Such events
often lead to changes in management policies and practices.

(moderate; pp. 356-357)
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TWO VIEWS OF CHANGE

134. In a short essay, describe, compare, and contrast the “calm waters” and “white-water rapids”
views of organizational change.

Answer

Up until the late 1980s, the calm waters metaphor was fairly description of the situation that managers
faced. It’s best illustrated by Kurt Lewin’s three-step description of the change process. According to
Lewin, successful change can be planned and requires unfreezing the status quo, changing to a new
state, and refreezing to make the change permanent. The status quo can be considered an equilibrium
state. To move from this equilibrium, unfreezing is necessary. Unfreezing can be thought of as preparing
for the needed change. It can be achieved by increasing the driving forces, which are forces that drive
change and direct behavior away from the status quo, decreasing the restraining forces, which are forces
that resist change and push behavior toward the status quo, or combining the two approaches. On the
other hand, the white-water rapids metaphor is consistent with the discussion of uncertain and dynamic
environments. It’s also consistent with the dynamics of a world that’s increasingly dominated by
information, ideas, and knowledge. The stability and predictability of the calm waters metaphor do not
exist. Disruptions in the status quo are not occasional and temporary, and they are not followed by a
return to calm waters. Many managers never get out of the rapids. They face constant change, bordering
on chaos. These managers must play a game that they’ve never played before, and the game is governed
by rules that are created as the game progresses.

(easy; pp. 357-360)
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MANAGING ORGANIZATIONAL CHANGE
135. Inashort essay, explain organizational change. Then briefly discuss the three types of change.

Answer

Most managers, at one point or another, will have to make changes in some aspects of their workplace.
We classify these changes as organizational change—which is any ateration of people, structure, or
technology. Organizational changes often need someone to act as a catalyst and assume the
responsibility for managing the change process—that is, a change agent. There are three types: structure,
technology, and people. Changing structure includes any change in structural variables such as reporting
relationships, coordination mechanisms, employee empowerment, or job redesign. Because an
organization’s structure is defined in terms of work specialization, departmentalization, chain of
command, span of control, centralization and decentralization, and formalization, managers can alter one
or more of these structural components. Another option would be to make major changes in the actual
structural design. Changing technology encompasses modifications in the way work is performed or the
methods and equipment that are used. Competitive factors or new innovations within an industry often
require managers to introduce new equipment, tools, or operating methods. Automation is a
technological change that replaces certain tasks done by people with tasks done by machines. Probably
the most visible technological changes in recent years, though, have come through managers’ efforts to
expand computerization. Most organizations have sophisticated information systems. Changing people
refers to changes in attitudes, expectations, perceptions, and behavior of individuals or groups. The term
organizational development (OD), though occasionaly referring to al types of change, essentialy
focuses on techniques or programs to change people and the nature and quality of interpersona work
relationships.

(moderate; pp. 361-363)

136. In ashort essay, explain organizational development (OD). Then list and explain the five most
popular OD techniques.

Answer
Organizational development (OD), though occasionally referring to all types of change, essentially
focuses on techniques or programs to change people and the nature and quality of interpersonal work
relationships. The common thread in these techniques is that each seeks to bring about changes in the
organization’s people.
a. Sengitivity training—a method of changing behavior through unstructured group interaction.
b. Team building—activities that help team members learn how each member thinks and works.
c. Intergroup development—changing the attitudes, stereotypes, and perceptions that work groups
have about each other.
d. Process consultation—an outside consultant helps the manager understand how interpersonal
processes are affecting the way work is being done.
e. Survey feedback—a technique for assessing attitudes and perceptions, identifying discrepancies
in these, and resolving the differences by using survey information in feedback groups.
(moderate; p. 363)
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137. Inashort essay, list and discuss the four reasons that describe why people resist change. Include
an example of each reason to support your answer.

Answer

An individua is likely to resist change for the following reasons. uncertainty, habit, concern over
personal loss, and the belief that the change is not in the organization’s best interest. Change replaces the
known with ambiguity and uncertainty. For example, when quality control methods based on
sophisticated statistical models are introduced into manufacturing plants, many quality control
inspectors have to learn the new methods. Some inspectors may fear that they will be unable to do so
and may, therefore, develop a negative attitude toward the change or behave poorly if required to use
them. Another cause of resistance is that we do things out of habit. Every day, when you go to school or
work you probably go the same way, whether walking, driving, or using mass transit. If you’re like most
people, you find a single approach and use it regularly. As human beings, we’re creatures of habit. Life
is complex enough—we don’t want to have to consider the full range of options for the hundreds of
decisions we make every day. To cope with this complexity, we rely on habits or programmed
responses. But when confronted with change, our tendency to respond in our accustomed ways becomes
a source of resistance. The third cause of resistance is the fear of losing something already possessed.
Change threatens the investment you’ve already made in the status quo. The more that people have
invested in the current system, the more they resist change. Why? They fear the loss of status, money,
authority, friendships, personal convenience, or other economic benefits that they value. This helps
explain why older workers tend to resist change more than younger workers. Older employees have
generally invested more in the current system and thus have more to lose by changing. A final cause of
resistance is a person’s belief that the change is incompatible with the goals and interests of the
organization. For instance, an employee who believes that a proposed new job procedure will reduce
product quality or productivity can be expected to resist the change. If the employee expresses his or her
resistance positively, this actually can be beneficial to the organization.

(moderate; pp. 364-365)

377



CONTEMPORARY ISSUESIN MANAGING CHANGE

138. In a short essay, define stress. Next, discuss the various causes of stress and explain how
managers can recognize stress in their employees.

Answer

Stress is the adverse reaction people have to excessive pressure placed on them from extraordinary
demands, constraints, or opportunities. Stress is not always bad. Although it’s often discussed in a
negative context, stress does have a positive value, particularly when it offers a potential gain. However,
stress is more often associated with constraints and demands. A constraint prevents you from doing what
you desire; demands refer to the loss of something desired. When you take a test at school or have your
annual performance review at work, you feel stress because you confront opportunity, constraints, and
demands. A good performance review may lead to a promotion, greater responsibilities, and a higher
saary. But a poor review may keep you from getting the promotion. An extremely poor review might
lead to your being fired. Just because the conditions are right for stress to surface, however, doesn’t
always mean it will. Two conditions are necessary for potential stress to become actual stress. Firgt,
there must be uncertainty over the outcome, and second, the outcome must be important. Stress can be
caused by personal factors and by job-related factors. Clearly, change of any kind—personal or job-
related—has the potential to cause stress as it can involve demands, constraints, or opportunities.
Because organizational changes are frequently created in a climate of uncertainty and around issues that
are important to employees, it’s not surprising that change is a maor stressor. Stress is shown in a
number of ways. For instance, an employee who is experiencing high stress may become depressed,
accident prone, or argumentative; may have difficulty making routine decisions, may be easily
distracted; and so on. Stress symptoms can be grouped under three general categories. physical,
psychological, and behavioral. All of these can significantly affect an employee’s work.

(moderate; p. 369)
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139. Inashort essay, discuss three ways that managers can help to reduce stress for their employees.

Answer

Things that managers can do in terms of job-related factors begin with employee selection. Managers
need to make sure that an employee’s abilities match the job requirements. When employees are in over
their heads, their stress levels typically will be high. A realistic job preview during the selection process
can minimize stress by reducing ambiguity over job expectations. Improved organizationad
communications will keep ambiguity-induced stress to a minimum. Similarly, a performance planning
program such as MBO will clarify job responsibilities, provide clear performance goas, and reduce
ambiguity through feedback. Job redesign is also a way to reduce stress. If stress can be traced to
boredom or to work overload, jobs should be redesigned to increase challenge or to reduce the workload.
Redesigns that increase opportunities for employees to participate in decisions and to gain socia support
have also been found to lessen stress. Stress from an employee’s personal life raises two problems. First,
it’s difficult for the manager to control directly. Second, there are ethical considerations. Specifically,
does the manager have the right to intrude—even in the most subtle ways—in an employee’s personal
life? If a manager believes it’s ethical and the employee is receptive, there are a few approaches the
manager can consider. Employee counseling can provide stress relief. Employees often want to talk to
someone about their problems, and the organization—through its managers, in-house human resource
counselors, or free or low-cost outside professional help—can meet that need. A time management
program can help employees whose personal lives suffer from a lack of planning to sort out their
priorities. Still another approach is organizationally sponsored wellness programs.

(moderate; pp. 370-371)
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STIMULATING INNOVATION

140. In a short essay, define creativity and innovation. Next, discuss the three sets of variables that
have been found to stimulate innovation.

Answer

Cresativity refers to the ability to combine ideas in a unique way or to make unusua associations
between ideas. An organization that stimulates creativity develops unique ways to work or novel
solutions to problems. Innovation is the process of taking a creative idea and turning it into a useful
product, service, or method of operation. Thus, the innovative organization is characterized by its ability
to channel creativity into useful outcomes. When managers talk about changing an organization to make
it more creative, they usualy mean they want to stimulate and nurture innovation. The three sets of
variables that have been found to stimulate innovation are the organization’s structure, culture, and
human resource practices. Structural variables: Research into the effect of structural variables on
innovation shows five things. First, organic structures positively influence innovation. Second, the easy
availability of plentiful resources provides a key building block for innovation. Third, frequent interunit
communication helps break down barriers to innovation. Fourth, innovative organizations try to
minimize extreme time pressures on creative activities despite the demands of white-water-rapids-type
environments. Finally, studies have shown that when an organization’s structure provided explicit
support for creativity from work and nonwork sources, an employee’s creative performance was
enhanced. Cultura variables. Innovative organizations tend to have similar cultures. They encourage
experimentation, reward both successes and failures, and celebrate mistakes. Human resource variables.
Within the human resource category, innovative organizations actively promote the training and
development of their members so that their knowledge remains current, offer their employees high job
security to reduce the fear of getting fired for making mistakes, and encourage individuals to become
“champions” of change.

(difficult; pp. 374-376)

380



