Chapter 13: Management of Change

Changing Role of Management
Change involves events which happen both inside and outside a business and cause it to respond in some way.

Factors causing change in the way managers manage in today’s business world
· Globalization of markets/Global Competition

	


· Technological developments

	


· Mergers/Takeovers
	


· Good Industrial Relations 
	


· Teamwork & Empowerment of workers
	


Effects of change
· Fewer workers needed

· Contract and flexible workers used

· Faster communication

· More technology

· Faster response to market change

It is these changes and their effects which cause managers to change their relationship with their staff and the way their firms work.

Changing Role of Managers

Managers cannot keep managing in the traditional way anymore. There are too few managers and too many staff to be managed by them. Therefore a new approach is needed. In the new working environment, managers’ relationship with their staff has changed to one in which managers perform the role of Facilitators rather than Controllers.

Manager as Controller

This is a manager who is:

A Boss – someone who is always in charge of staff

An expert – someone who always knows the right answer for the problem

A Critic – someone who always finds the things done wrong and lets staff know it

Disadvantages:

· It is not a good model for helping employees cope with change 

· Staff may end up fearing change due to poor communication about decisions

· Unhappy staff and low morale

Benefits of a Controller Manager would be that decisions and work can be made quickly by the manager without consulting workers.
Manager as a Facilitator

This is a manager who

· Employees are given encouragement/training for extra skills needed

· Employee are given advice and support
· It is a good model for helping for helping employees cope with change

Managing Change in Business
How managers can deal with change?

As our society and lifestyles change then so too must businesses change in order to meet consumer demands. Therefore managers must:

· Be Proactive – try and predict what changes are likely to occur in the market

· Be Prepared – for change by having people and procedures in place to deal with change

· Provide training – which keeps the workforce motivated and flexible to adapt to changes in the workplace.

Resistance to change may occur as managers and staff can often feel insecure about changes in the workplace and work practices.

Managers can use strategies to manage change in the workplace, such as:

1. Consultation with workers & unions:

	


2. Communication between management and staff:

	


3. Training provided for workers:

	


4. Reward workers:
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Employee Empowerment
Benefits of Empowerment:
Improved Service:
Committed Workers:
Better Morale:
Workers Open to change:

Implementing Empowerment
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Management Skills Required to Facilitate Empowerment



Importance of TQM to the Business
A Total Quality Management approach to running a business is a combination of Empowerment, Teamwork, Employee Participation and Quality Control.
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Teamwork

A team is a group of people who work together using communication and co-operation to achieve a common objective. Before selecting people to work as part of a team a manager would look at:

i. Their skills at doing their particular job

ii. Their interpersonal skills i.e. skills at getting along with others

Team Development stages:

Teams go through four stages:

	1. Forming


	2. Storming


	3. Norming


	4. Performing



Benefits of teamwork

Drawbacks to teamwork

Job Rotation/Job Enlargement/Job Enrichment

These are methods used by managers to get employees more involved in the firm without using empowerment or teamwork. 

	Job Enlargement:  

Advantages


	Job Rotation:

Advantages



	Job Enrichment:
Advantages



Quality

Is the standard which customers want in the products and services purchase. Quality Assurance means giving customers the confidence that the products/services they buy are of the highest standard and quality. Quality assurance is the aim of any quality control system.

Quality Control

Quality control means checking the standard of goods and services produced so that errors are reduced to zero. For example the quality control department in O’Neills Sportswear monitors:

· Design

· Materials used

· Quality of jersey

· Clothing size

· Health and Safety standards

Quality Symbols are independently provided logos which show the firm in question has reached some verifiable quality standard.
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Managing New Technology

Technology such as computers and especially information communications technology ICT has been a cause of many changes in the business world. Technology is also a tool managers use to cope with a changing business world.

Technology and People

Technology has an effect on people through:
	

	

	

	


Technology and Business Costs

Technology has an effect on business costs through:

	

	

	

	


Technology and Business Opportunities

Technology has an effect on business opportunities through:

	

	

	

	


Everyone in the organisation must be respected.

· Managers have to trust staff to do the work well and managers must be trusted by staff.

Mutual trust will encourage people to listen to each other’s comments without judgement

but with understanding and at the same time thinking critically.

· All information is shared, people are praised for their contribution, the problem is

seen to be in the process not the person and there is no blaming. Nothing is decided

until the facts are known and all ideas are heard.

· Everyone must be treated as if they were a customer of the business, i.e. a

‘market-in’ approach within the business.

· The best business will use ‘benchmarking’ to confirm or otherwise, whether it has

learned anything. It will measure everything about itself, e.g. its products,

services, methods and processes against the most successful competition available.

(B) Benefits of teamwork to the employees of a business organisation

For enterprising individuals, working as part of a team is not always easy. One may have to follow

rather than lead, listen rather than talk and share with the other group members rather than keep for

one’s self. Teams are formed in work situations commonly because:

· The individual wishes to feel a part of the organisation but this is made difficult

by the large size of the organisation. Smaller groups are formed within the larger

organisation to which the individual can belong.

· People can satisfy the need for belonging by contributing in some way to the smaller

group, the team.

· Teams and groups form because of location reasons, e.g. the sales office team.

· Teams form groups because of common work demands or shared expertise, e.g.

accountants, drivers or nurses form groups because they have some interest in

common.

· Teams are formed because the members have shared objectives, e.g. apprentices.

Certain groups or teams are attractive, e.g. working abroad, social or sporting

skills.

· Morale is high when the team is working towards a common objective or interest and

the objective or interest is also that of the individual (Morale is described as

the feelings, attitudes or psychological state of mind of an individual or group of

individuals). It is the quality of the feeling of belonging and of confidence that

exists in a team or group.

· If the spirit of the team is high, it will encourage all members to work hard to

achieve the team goal.

· Employees enjoy their work more when part of a team structure. Because teams satisfy

social needs in individuals.

· The security of the team protects against being ignored or rejected.

· Team goals and individual goals are shared. What is good for the team is good for

the member of the team.

· Teams support and help their members at difficult times. Relationships, friendships

and feedback are all developed by the team.

· Team Characteristics (Group Strengths): All the members of the team share common

objectives.

· All members voluntarily take part in problem-solving and shared decision-making for

the team.

· Contributions made by each member are always welcome to the group. There is a

willingness to accept ideas and suggestions.

· All conflicts are worked out through discussion and collaboration. Voting is not

common and difficult issues will be given time in the interests of consensus.

· All members share the responsibility for the successes and failures of the team. The

members are willing to see praise and recognition go to the team rather than the

individual.

· Being in the team is a pleasurable experience for the members: they enjoy it.

· The team periodically reviews its own performance by asking questions like; Where

did we go wrong? How can we improve this? Didn’t we do well there?

(C )(i) How introduction of technology affects an enterprise’s Business costs.

· If older technology is used in the production process, the amount produced is

limited to that capacity. Better quality standards will be achieved by competitors

who have acquired newer technology. Businesses have no option but to embrace new

technological developments on an ongoing basis. Otherwise, they risk losing out to

the competition in the market. Consider the consequences for producers of film cameras if

they had not developed digital camera alternatives (in 2003 the number of digital cameras

sold worldwide outstripped the film versions for the first time).

· There are huge capital costs associated with technology development. There is an

increased risk to the enterprise because costly equipment has to be bought prior to

selling the goods and creating cash flow eg. robotics for example, is a very

expensive process involving a very complex production line.

· Changing technology reduces the number of workers required, e.g. using robotic

equipment instead of people in automated production facilities.

· The emphasis is on quality and a far higher level of skill is required of the

personnel. Multi-skilling (where people have a wide variety of job skills) is common

in technologically advanced enterprises, and can reduce costs as fewer staff are

required.

· Developments in technology, especially in information technology, changes the

structure of the organisation. Large amounts of data can now be collected, analysed

and interpreted very quickly. Less middle management is required.

· Decision-making at all levels, from top management down, is helped. Communications

between the functions in the enterprise and between the people in the enterprise are

improved. Training costs in the organisation must increase to help the process.

· Modern technology increases the speed of innovation and therefore shortens the life

cycle of products, requiring new products or new developments/applications of old

products. The associated research and development costs can be daunting. More personnel

are required in this area.

(ii) The Impact of Technology on Business Opportunities

· The increased use of technology in production allows for standardisation of

production, resulting in increased output/productivity and reduced costs.

· The employment of fewer resources leads to an increase in output with lower unit

costs, e.g. the use of bar codes in supermarkets means that more goods can be

handled and recorded more accurately and more quickly by fewer staff.

· Applications such as computer aided design (CAD) make the design process easier and

increase productivity. Computer aided manufacture (CAM) where all equipment can be

computer controlled and computer integrated manufacturing (CIM) which involves total

integrated control of the production from design to delivery, all add to the

efficiency of production.

· New job opportunities are created in service industries like hotels, catering and

tourism businesses, and health and education services. It must be remembered that

the service industries consume large amounts of manufactured goods. Tourism must

have buildings, stationery, computers, food and beverages, etc. just as education

needs paper, equipment and resources, etc.

· New products can be developed through the use of technology. In fact, some new

products owe their existence and success to the fact that technology makes it

possible to process information very speedily, e.g. reserving seats on airlines and

making hotel reservations from any part of the world at any time.

· Extensive research facilities with information on businesses, people, countries,

products, etc. are available immediately anywhere in the world at the touch of a

button.

· Businesses can not only organise differently but the role of management can be

changed because of technology. Large enterprises can be located anywhere and spread

their activities to distant locations or even worldwide (globalisation).

· Spans of control can be widened because of the increased ability to monitor larger

groups or groups which are geographically apart.

· The size of the organisation can be reduced leading to lower central costs and

increases in efficiency.

· Technology helps the organisation to become flatter. Far fewer middle managers are

needed as the decision-making roles are given to those people closest to the

customer or to project teams. The provision of good timely information will result

in quicker decisions.

· The use of information technology in sales and marketing offers enterprises the

opportunity to keep a regular check on consumption patterns, consumer attitudes in

the market and to pick out the section of the market to focus on. There should be

better customer satisfaction due to the more focused service.

· Salespeople can be furnished with mobile telephones, laptop and email links,

etc. which all contribute to business efficiency.

· There are opportunities to reduce costs such as travel, meetings, etc. by using

electronic mail and video conferencing.

· Information technology offers business the chance to make better use of expensive

human resources, e.g. by reducing the numbers employed to do the work or improving the
Just in Time (JIT) Production
	What is it?:


	

	What does it mean to the business?:
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Strategies used by Managers to Manage Change
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3. Wages/Bonuses
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5. Management Support
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