Unit 5
Organizational change and Development

Introduction

Organizational change and development are important aspects of organizational behaviour
that help businesses adapt, grow, and remain competitive in a dynamic environment.
Organizational change refers to the process of making adjustments to the structure, strategies,
processes, or culture of an organization. These changes can be planned or unplanned and may
result from internal factors like new leadership or external factors like market shifts and
technological advancements.

On the other hand, Organizational development (OD) is a planned and systematic approach to
improving organizational effectiveness and employee well-being. It involves the use of
behavioural science knowledge to bring about positive change. OD focuses on long-term
improvement through interventions like team building, training, leadership development, and
cultural change.

Definition

"A planned or unplanned transformation in an organization’s structure, processes, or culture
to cope with internal and external changes."
-Stephen P. Robbins

"The alteration of an organization’s environment, structure, technology, or people to bring
about improvement in performance or to adapt to new situations."
-Kreitner & Kinicki

Nature of organizational change

1. Inevitable and Continuous

Change is a constant force in today’s dynamic business environment. Organizations cannot
remain static; they must evolve to survive in the face of globalization, competition,
technological advancements, and changing customer needs. Even successful organizations

must continue to innovate and improve to maintain their position.

Example: Nokia once led the mobile phone market but failed to adapt to smartphone trends, resulting

in a sharp decline. In contrast, Apple continuously innovates its products to stay ahead.



2. Goal-Oriented

Organizational change is not random. It is usually undertaken to achieve specific goals such
as increasing productivity, reducing costs, entering new markets, or improving service

quality. For change to be effective, it must align with the organization’s mission and vision.

Example: Amazon introduced warehouse automation with the goal of faster order processing and

reduced delivery times, improving customer satisfaction and lowering costs.
3. Affects All Levels

Change can influence individuals, teams, departments, and the organization as a whole. For
example, a change in leadership can shift organizational culture, while a change in software
systems might affect daily tasks at all employee levels. Every level must be considered when

planning and implementing change.

Example: When a hospital shifts from paper records to electronic health records (EHR), it affects

doctors, nurses, administrative staff, and IT personnel, requiring training and adaptation at all levels.
4. May Be Planned or Unplanned

e Planned Change: Initiated by management in a structured way, such as launching a
new strategy or introducing automation.

e Unplanned Change: Happens due to unexpected events like a natural disaster,
economic downturn, or political instability. Organizations need to be flexible and

responsive in both cases.
Example:

(1 Planned: A university changes its curriculum to include more digital skills to meet

industry demands.

(1 Unplanned: COVID-19 forced educational institutions to shift rapidly to online learning

without prior planning.

5. Involves People



Employees are at the heart of organizational change. Their attitudes, behaviours, and
willingness to adapt play a key role in determining the success or failure of change efforts.
Resistance to change is natural and must be managed through effective communication,
participation, and training.

Example: When a bank upgrades its core banking system, some employees may resist due to fear of

new technology. Successful change involves training and counseling to help them adjust.
6. Requires Strategic Management

Change must be carefully planned and implemented using a strategic approach. This includes
assessing the need for change, setting clear objectives, involving stakeholders, developing an
action plan, and monitoring progress. Without proper management, even well-intended

change efforts may fail.

Example: Tata Motors introduced the Nano car targeting low-income customers. This change

required strategic planning in terms of pricing, marketing, and manufacturing.
7. Multidimensional
Organizational change is not limited to one aspect. It can be:

e Technological (e.g., implementing new software),

e Structural (e.g., reorganizing departments),

e Procedural (e.g., changing workflow), or

e Cultural (e.g., promoting innovation or teamwork).
Often, changes in one area affect others, making change a complex, interconnected

process.
Scope of Organizational Change

The scope of organizational change refers to the various areas or dimensions within an
organization that can be affected by change. It highlights how change is not limited to one

aspect but can influence multiple parts of the organization.



1. Structural Change

This involves changes in the organization’s setup — such as hierarchy, departments, roles, and
reporting relationships.
Example: A company removes a layer of middle management to make decision-making faster and

more efficient.

2. Technological Change

This includes the adoption of new tools, machines, software, or systems to improve productivity and
service.

Example: A retail store installs a computerized billing system instead of manual billing.

3. Strategic Change

This relates to a change in the overall goals, mission, or direction of the organization to stay
competitive.
Example: A textile company moves from selling in domestic markets to exporting products

internationally.

4. People-Oriented Change

This involves improving employee skills, behaviour, and motivation through training and
development.
Example: An IT company conducts soft skills training to improve communication among team

members.

5. Process-Oriented Change

This refers to changes in how work is done — including new procedures, workflows, or systems.
Example: A bank introduces online account opening to replace manual paperwork.

6. Cultural Change

This includes shifts in organizational values, norms, and work environment.

Example: A company encourages open communication and creativity instead of strict top-down
management.

7. Regulatory or Legal Change

This happens when an organization adjusts its operations to follow new laws or government policies.
Example: A factory installs pollution control equipment to comply with environmental laws.



Functions of Organizational Change
1. Improves Organizational Efficiency

Organizational change helps to replace outdated systems, reduce redundancies, and streamline
operations. It allows the organization to function more smoothly and productively by introducing
better processes or technologies.

Example: A manufacturing company adopts robotics in its assembly line, leading to faster production
with fewer errors and reduced operational costs.

2. Enhances Adaptability

Change enables organizations to be more flexible and responsive to external factors like market shifts,
customer preferences, and economic conditions. An adaptable organization can survive and grow
even in uncertain environments.

Example: A clothing brand starts producing eco-friendly products in response to growing
environmental awareness among customers.

3. Promotes Innovation

Change encourages a culture of innovation by pushing employees and leaders to think creatively,
solve problems differently, and develop new products or services. Innovation helps the organization
stay competitive and relevant.

Example: A smartphone company invests in research and development to launch a foldable phone,
attracting tech-savvy customers.

4. Improves Employee Skills and Competency

Organizational change often involves reskilling or upskilling employees to meet new job
requirements. This helps in employee development, increases job satisfaction, and enhances overall
productivity.

Example: A hospital introduces electronic health records and trains its staff to use the new system
efficiently, improving service delivery.

5. Strengthens Competitive Advantage

Through strategic changes, organizations can differentiate themselves from competitors by offering
better value, unique services, or innovative products. This makes them more attractive to customers
and stakeholders.

Example: A logistics company uses GPS tracking and real-time updates to provide better delivery
services compared to competitors.

6. Supports Growth and Expansion

Organizational change opens opportunities for business expansion, whether it’s entering new markets,
launching new products, or acquiring new businesses. It lays the foundation for sustainable long-term



growth.
Example: A local restaurant chain changes its business model to franchise-based operations, enabling
expansion to other cities.

7. Facilitates Better Decision-Making

Change often introduces better information systems, communication tools, and management practices,
leading to more informed and faster decisions.

Example: A retail company installs a data analytics system to track customer preferences and makes
data-driven decisions about product inventory.

Organizational Culture

1. Meaning of Organizational Culture:

Organizational culture is the set of shared values, beliefs, attitudes, customs, and practices
that influence how members of an organization behave and interact with each other and with
stakeholders.

It forms the "*personality* of the organization and drives how things are done.

2. Definitions of Organizational Culture:

e [Edgar Schein:
"Culture is a pattern of shared basic assumptions that the group learned as it solved its
problems of external adaptation and internal integration."

o Deal and Kennedy:
"The way things are done around here."

3. Characteristics of Organizational Culture:

« Shared by members: Organizational culture is commonly accepted and followed by
all employees.

e Learned over time: Culture develops gradually through experience and social
interactions.

« Influences decision-making: It guides how choices are made within the organization.

e Shapes communication and behaviour: It determines how people interact and
respond in different situations.

Types of Culture:

e Clan Culture — Family-like, focused on collaboration
e Adhocracy Culture — Innovation-focused
e Market Culture — Result-driven



o Hierarchy Culture — Structured and controlled

Changing the Culture

To adapt to external market changes

To support new strategic directions

Due to mergers, acquisitions, or leadership shifts
To increase innovation or productivity

Employee resistance
Deeply ingrained habits
Lack of clear vision
Poor communication
Leadership mismatch

"1 Step 1: Diagnose the Existing Culture

o Conduct surveys, interviews, focus groups
« ldentify current values, beliefs, and behaviours

"1 Step 2: Define the Desired Culture

o Seta clear vision aligned with strategy
« ldentify values and behaviours to promote

1 Step 3: Communicate the Change

o Leaders must clearly explain why change is needed
o Use consistent messaging across all levels

1 Step 4: Role Model the Change

e Top management must lead by example
« Demonstrate new behaviours and attitudes

1 Step 5: Align Organizational Systems

o Update policies, procedures, hiring, rewards, training
o Reinforce the desired culture in performance appraisals

"1 Step 6: Monitor and Reinforce



e Measure cultural progress with feedback tools
o Celebrate short-term wins to sustain momentum

Meaning:

Change Management refers to the structured approach used to prepare, support, and help
individuals and organizations successfully adopt change to achieve desired outcomes.

It helps people move from a current state (how things are now) to a future state (how
things need to be).

Definition:

“Change management is the process, tools, and techniques to manage the people side of
change to achieve a required business outcome.”
— Prosci

Objectives of Change Management:

To minimize resistance to change

To increase employee engagement during the change

To ensure smooth implementation of new systems, processes, or culture
To sustain long-term success after the change

Change Management process:
1. Preparing for Change (Unfreezing Stage)

e Assess the need for change
e Communicate the purpose clearly
e Create urgency and a guiding coalition



2. Managing the Change (Transition Stage)

o Develop a change plan
e Train and empower employees
e Implement in phases if needed

3. Reinforcing the Change (Refreezing Stage)

e Monitor progress
o Reward and recognize new behaviours
o Embed the change into culture and systems

Change Management Models:

Lewin’s 3-Step Model:

1. Unfreeze — Prepare for change
2. Change — Execute change
3. Refreeze — Solidify the new status

Kotter’s 8-Step Model:

Create urgency

Build a powerful team
Develop a vision and strategy
Communicate the vision
Empower employees to act
Create short-term wins

Build on the change

Anchor change in the culture
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[1 Create a Sense of Urgency

Initiate change by making people aware of the pressing issues or upcoming opportunities.
Highlight market trends, competitive pressures, or internal challenges that make
immediate action essential. This helps break complacency and gets people motivated.

(1 Build a Powerful team
Change can’t be driven alone. Form a group of influential people across departments—
leaders, managers, and respected team members—who can champion the change. Their

combined credibility and support are key to pushing the transformation forward.

[1 Develop a Vision and Strategy
Create a clear picture of the desired future state and how to get there. The vision guides



direction, while the strategy outlines the steps, goals, and actions needed to achieve the
change. This clarity helps align everyone’s efforts.

(1 Communicate the Vision

A powerful vision is useless if people don’t hear or understand it. Use every channel
available—meetings, emails, presentations, one-on-one talks—to consistently and
passionately share the vision. Address doubts and invite feedback to keep everyone engaged.

[1 Empower Employees to Act on the Vision

Remove obstacles that block progress, whether it’s outdated systems, rigid rules, or resistant
individuals. Support employees with training, tools, and authority so they can take initiative
and drive the change themselves.

(1 Generate Short-Term Wins

Plan for visible, achievable successes early in the change process. Celebrate them publicly.
These small victories build confidence, silence critics, and create positive momentum for the
larger transformation.

[1 Consolidate Gains and Produce More Change

Don’t declare victory too soon. Use early successes as a foundation to dig deeper, make
improvements, and introduce additional changes. Keep building until the vision becomes
fully realized.

1 Anchor New Approaches in the Culture

For change to last, it must become part of the organization’s culture. Reinforce the new
values and behaviours through ongoing leadership support, training, recognition, and
integration into everyday processes.

Barriers to Change:

Employee resistance
Lack of communication
Fear of the unknown
Poor leadership
Insufficient resources

Strategies to Overcome:

Regular communication
Employee involvement
Training and support
Leadership participation
Reward positive behaviour

Conclusion:

Change is necessary for any organization to grow and stay competitive. Change
management helps people accept and adjust to new ways of working. When
planned and handled properly, it makes the transition smooth and helps the
organization achieve its goals successfully.



In today’s fast-paced work environment, stress has become a common issue among
employees. Work stress happens when job demands exceed a person’s ability to cope,
leading to physical and emotional strain.

“Work stress is the harmful physical and emotional response that occurs when the
requirements of the job do not match the capabilities, resources, or needs of the
worker.”

— National Institute for Occupational Safety and Health (NIOSH)

Heavy workload and deadlines
Role conflict or unclear job roles
Long working hours

Poor communication or leadership
Lack of recognition or support
Job insecurity

oL

Work stress can be managed effectively through different strategies at two
levels:

Individual Level (what employees can do themselves)
Organizational Level (what management can do to support them)

a) Time Management:
o Prioritize tasks and set realistic deadlines
« Avoid multitasking to reduce pressure
e Use planners or to-do lists

b) Physical Exercise & Healthy Lifestyle:

o Regular exercise (walking, yoga, sports) reduces stress hormones
o Healthy diet and enough sleep improve energy and mood



¢) Relaxation Techniques:

o Deep breathing, meditation, and mindfulness help calm the mind
o Listening to music or engaging in hobbies reduces tension

d) Social Support:

« Talking to friends, family, or colleagues can relieve emotional stress
o Seeking guidance or emotional support helps with problem-solving

e) Professional Counselling:

o Therapy or employee counselling helps deal with long-term or severe stress
o Helps develop better coping skills and mental resilience

a) Job Redesign:
« Reduce excessive workload
e Assign tasks based on skill and interest
o Provide clear job roles and responsibilities

b) Flexible Work Options:

o Offer flexible work hours, work-from-home or hybrid models
e Helps in work-life balance and reduces burnout

c) Employee Assistance Programs (EAPS):

o Provide access to mental health services and professional counseling
o Confidential and supportive services reduce mental strain

d) Training and Development:

« Stress management and time management workshops
o Skill-based training reduces anxiety about job performance

e) Supportive Leadership:

e Managers should communicate clearly, give feedback, and appreciate employees
« Encouraging teamwork and listening to concerns reduces tension



Work stress is a serious issue that affects both employees and organizations. By using
effective stress management techniques at the individual and organizational levels, it is
possible to create a healthy, happy, and productive workplace.

Organizational Management

Introduction:

Every organization needs proper management to coordinate its people, processes, and goals.
Organizational Management refers to the process of planning, organizing, leading, and
controlling resources to achieve business objectives effectively and efficiently.

Definition:

""Organizational management is the process of organizing, planning, leading, and
controlling resources within an entity with the overall aim of achieving its objectives."
— Koontz & O’Donnell

Objectives of Organizational Management:

e To achieve organizational goals

e To increase productivity and efficiency

e To maintain discipline and coordination

« To ensure smooth functioning of departments
o To create a healthy work environment

Functions of Organizational Management:

1. Planning
Setting objectives and deciding how to achieve them Planning is the foundation of

management. It involves identifying the goals of the organization and formulating
strategies to accomplish them. It requires forecasting future conditions, analysing
trends, and making informed decisions. Effective planning helps in anticipating

challenges and preparing responses in advance.

Example: Setting annual sales targets, planning product launches, or deciding on

budget allocation for various departments.



2. Organizing
* Arranging resources and tasks Organizing involves structuring the organization’s
resources (like manpower, materials, machines, money, and methods) efficiently. It
defines roles, responsibilities, and authority within the organization, ensuring that
everyone knows their duties and works in coordination.
* Assigning responsibilities to departments and employees It includes creating
departments, delegating authority, and establishing a chain of command. This
function ensures optimal utilization of resources and smooth workflow across all
levels.
» Example: Creating marketing and finance departments, assigning tasks to teams, or
setting up reporting systems.

3. Staffing

* Hiring the right people for the right job Staffing ensures that the organization is
filled with qualified and capable personnel. It involves not just hiring but also placing
the right person in the right role based on skills, experience, and potential.

* Includes recruitment, training, and development The staffing process encompasses
workforce planning, recruitment, selection, on boarding, training, performance
appraisal, and career development.

» Example: Recruiting software developers, conducting training workshops, or

promoting employees based on merit.
4. Directing (Leading)

* Motivating, guiding, and supervising employees Directing focuses on the human
aspect of management. It involves leading people by communicating clearly,
inspiring them to perform their best, and resolving conflicts.

* Helps align efforts with organizational goals Effective leadership ensures that
individual goals align with organizational objectives. It includes motivation,
leadership styles, communication, and supervision.

» Example: A team leader encouraging a sales team to meet targets, resolving disputes

among co-workers, or holding regular team meetings for updates.

5. Controlling
* Monitoring performance and correcting deviations Controlling is the process of
comparing actual performance with planned goals, identifying any gaps or deviations,

and taking corrective actions.



* Ensures results are as per plan It involves setting performance standards, measuring
actual output, analyzing reasons for deviations, and implementing solutions to
improve. This function helps maintain accountability and continuous improvement.
» Example: Reviewing monthly sales reports, identifying shortfalls, and initiating a
marketing campaign to boost sales.
Managerial Implications of Organizational Change and Development
Introduction:
Organizational Change and Development (OC&D) helps organizations grow, adapt, and stay
competitive. However, managers play a key role in ensuring the change is accepted and

successfully implemented. Their decisions, leadership, and communication directly affect
how well change is managed.

Meaning of Managerial Implications:

Managerial implications refer to how a manager’s role, responsibilities, and strategies are
affected by or involved in the process of change and development within an organization.

Implications for Managers:
1. Leadership Role:

o Managers must act as change leaders and set an example.
e They should motivate and guide employees during transitions.

2. Effective Communication:
o Managers need to clearly explain the reasons for change, its benefits, and expected
outcomes.
e Open and two-way communication reduces fear and confusion.

3. Employee Support and Training:

« Managers must provide training, resources, and emotional support to employees
adapting to new systems or structures.

4. Handling Resistance:
« Employees may resist change due to fear or uncertainty.
e Managers must listen, address concerns, and involve employees in decision-
making.

5. Strategic Planning:

« Managers must align change initiatives with organizational goals.



e They should monitor progress and adjust plans when needed.
6. Maintaining Productivity:
o Change can distract employees or lower morale.
o Managers need to keep teams focused and maintain workflow during the transition
period.
7. Building a Positive Culture:
« Managers influence the organizational culture.

o They must promote openness, flexibility, and innovation to support continuous
development.

Conclusion:

Managers play a central role in the success of organizational change and
development. Their leadership, communication, and support ensure employees adapt
smoothly, and the organization grows stronger and more competitive.



