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Preface

This thesis contains a description of the construction and validation of the
DINAMO, a self-report questionnaire for the assessment of willingness to change
among middle managers in organizations. The questionnaire estimates the
amount of effort which middle managers are willing to invest in order to
implement an organizational change. This effort is referred to as a middle
manager's 'willingness to change'. With this thesis the author aims to redress the
current imbalance between tentative notions and empirical findings related to this
subject and to further understanding of the psychological factors that impede or
support organizational change processes.

The theory behind the DINAMO supposes that middle managers' willingness to
change is a key element for the successful implementation of organizational
change. Middle management is often charged with the task of implementing such
change and therefore plays a principal part in this process. Due to the position of
middle managers within an organization, they are confronted with the wishes and
demands of the top management as well as the consequences of the change for
their staff. Middle managers are often also a vulnerable group in organizational
change processes. For these reasons, it is towards this group that focal attention is
directed in this thesis.

The DINAMO originates from a social psychological model, known as 'Ajzen's
model of planned behaviour', a model that has frequently been used to explain
and predict various types of behaviour (voting behaviour, traffic behaviour, blood
donation, shoplifting, lying) and which already has proven its usefulness. The
theory underlying Ajzen's model is based on the notion that three motivational
factors influence a person's behavioural intention*the person's attitude towards
the behaviour, the subjective norm towards the behaviour*and the person's
perceived behaviour control. The premise that willingness to change forms a

posttive behavioural intention, whereas resistance forms a negative behavioural
intention, forms the starting point for the construction of the DINAMO.

In order to further develop and test the above premise, the DINAMO research
project was divided into three main parts. In the first part an attempt was made to
underpin the concept of willingness to change, using theories and insights drawn
from work and organizational psychology. The results of this effort are presented
in Chapters 1, 2 and 3. The second part of the research project focused on the



construction and validation of the DINAMO for the assessment of willingness to
change. The resulting structure and contents of the DINAMO are presented in
Chapters 4 and 5. Finally, the third part of the research project aimed at
integrating the theoretical chapters and Chapters 4 and 5 in order to develop and
test a theoretical model of manager behaviour in changing work settings. The
chapters will be introduced in more detail below.

Chapter 1 deals with several conceptual issues relating to the study of
organizational change. It sets out to evaluate how the study at hand can further
the understanding of the psychological factors that impede or support ongoing
change. An overview will be given of past and present research on these topics
and the concept of organizational change will be defined. Subsequently, a process
analysis will be presented of change processes. In the final section of this chapter
the DINAMO will be depicted in a theoretical framework based on the literature
explored so far.

In Chapter 2, attention is focused towards the literature on resistance to change.
Research and theory relating to this phenomenon will be discussed and
antecedents of resistance to change will be presented. It will be argued that in
order to understand the dynamics of resistance, theories that depict resistance as
an irrational, to-be-expected element of change processes should be refuted while
theories which shed light on its rational character should be invited. It will also be
argued that organizations and workers might benefit from a view on resistance in
which staff are seen not so much as a barrier to change but rather as resources
that can support change provided certain conditions are met. Finally, at the end of
this chapter, Ajzen's model of planned behaviour will be put forward as a useful
framework for explaining willingness or resistance to change.

Chapter 3 deals with the middle manager's role in the change process. For this
purpose, several insights from management theories and from work and social
psychology will be surveyed. The main issue dealt with in this chapter is that in
addition to the 'strategy' or ‘tactics' which the manager applies, his motivation,
skills and attitudes toward change essentially cause actions and ultimately
determine the success or failure of organizational change processes.
Subsequently, Ajzen's model of planned behaviour will be operationalized for the
middle manager's role in the change process, resulting in a hypothetical path
model of manager behaviour under changing work conditions.



Chapter 4 contains a description of the construction of the DINAMO. Firstly, in
section 4.1 three pilot studies will be briefly discussed; these lead to an a priori
version of this inventory. Secondly, in section 4.2 the a priori structure and the
contents of the DINAMO will be presented and sample items of the a priori
scales will be given. In section 4.3 the results of factor and reliability analyses
which were performed in order to construct the final version of the DINAMO
will be presented. In Chapter 5 the focus is on the validity of the DINAMO. The
content validity will be dealt with in section 5.1. Based on expert ratings an
overview will be presented of the representativeness and completeness of the
inventory for its purpose. Section 5.2 deals with the construct validity of the
DINAMO. In this section the relation will be discussed between the willingness
to change and several more familiar constructs adopted from the field of work
and organizational psychology. Section 5.3 deals with the concurrent validity of
the DINAMO. In this concurrent validity study, results of a retrenchment
processes will be related to measures of willingness to change taken at
departmental level.

In Chapter 6 the focus is on testing a theoretical model of manager behaviour in
changing work conditions, using data collected with the DINAMO over past
years. In this study the preceding chapters will be integrated to test whether
Ajzen's mode) of planned behaviour offers a workable scheme for the assessment
of middle managers' willingness to change and their change-related behaviour.
Finally, in Chapter 7 the scientific value and practical use of the DINAMO will
be discussed.






Organizational change re-acted

Summary

This chapter will present an overview of research and theory
on organizational change. It sets out to evaluate how the study
at hand can further the understanding of the psychological
factors that impede or support ongoing change processes.
Organizational change, is defined as the planned modification
of an organization's structure or work and administrative
processes, initiated by the organization's top management, and
which is aimed at improving the organization's functioning. In
this chapter the question of how this definition emanates from
several conceptual issues related to the study of innovation
and change is examined. In the first section an overview will
be given of past and present research on these topics, and the
concepts of innovation and change will be defined.
Subsequently, in section 1.2 a process analysis will be
presented of the process of organizational change. In the final
section of this chapter the diagnostic inventory described in
this thesis will be set in a theoretical framework based on the
literature explored so far.



1.1 Conceptual issues in the study of organizational change

By far the largest part of the literature on organizational change and innovation
(i.e. Burns & Stalker, 1961; Argyris, 1965; Aiken & Hage, 1971; Daft, 1982;
Meyer & Goes, 1988; Damanpour & Evan, 1984; Damanpour, 1991) has
concentrated on major changes in the organizational environment and the impact
of these changes on the structure of the organization (West & Farr, 1990). In this
research area, primary importance seems to be given to the ability of
organizations to deal with change successfully, an ability which is also referred to
as their 'innovativeness' (Cozijnsen, 1989). A central theme in the literature on
this phenomenon is the classification of organizations as highly, moderate or
slightly innovative, on the basis of their formal characteristics (see for instance
Rogers & Shoemaker, 1971 and Rogers, 1983).

The results of these research efforts have demonstrated how widely organizations
differ in successfully adopting changes and innovations. Determinants and
moderators of successful change and innovation were found at the individual
level (e.g., Kalunzy, 1974; Kirton, 1976, 1989; Hull & Hage, 1982), the group
level (e.g. King & Anderson, 1990), the organizational level (e.g. Corwin, 1975;
Daft & Becker, 1978; Dewar & Dutton, 1986) and the environmental level (e.g.
Kim, 1980; Meyer & Goes, 1988).

According to Downs and Mohr (1976) the massive amount of research on these
phenomena can be explained by the fact that organizational innovativeness, like
efficiency, is a characteristic that we want social organisms to possess. They state
(1976, p.700), 'Unlike the ideas of progress and growth, which have long since
been casualties of a new consciousness, innovation, especially when seen as more
than purely technological change, is still associated with improvement.' As can be
concluded from Downs's and Mohr's observation, both change and innovation are
associated with the growth and improvement of organizations. Because this thesis
mainly focuses on organizational change, the extent to which the concepts of
innovation and change differ remain to be explored.

According to Damanpour (1991, p. 560-561) three pairs of types of innovation
are put forward in the relevant literature; administrative and technical, product
and process, and radical and incremental innovations. Technical innovations are

For a meta-analysis on this subject the author refers to Damanpour (1991).
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referred to in his scheme as the renewal of products, services or production
processes: Administrative innovations are referred to in Damanpour's
classification as changes in organizational structure or administrative processes
and are more directly related to the management of the social system. Product
innovations are defined as new products or services introduced to meet an
external market need. Process innovations are defined as new elements
introduced into an organization's production or service operations. Finally,
according to Damanpour's classification, radical innovations represent
revolutionary changes that effect an organization as a whole, whereas incremental
innovations are referred to as minor adjustments in the existing practices of an
organization.

It would appear that the distinction between change and mmnovation is not so
much a matter of content but of definition. Innovation comes with change, and
change does not preclude innovation. To prevent unnecessary entanglement, in
this thesis innovation is referred to as the result of a systematic research and

" development effort which can concern either product or process. The concept of
. change applied in this thesis is related to the process of modifying an
organization's structure, or work and administrative processes. Later in this
chapter we shall return to this issue when we introduce our definition of
organizational change in more detail.

It should be noted that many authors (Downs & Mohr, 1976; Bigoness &
Perrault, 1981; Zmud, 1982; Fennell, 1984; Meyer & Goes, 1988) have called
into question the validity and generalizability of innovation studies. A first
criticism has concerned the finding that factors found to enhance the adoption of
innovations in one study were found to exert an impeding influence on the
adoption of innovations in others. A second criticism of innovation research
refutes the possibility of a successful quest for a universalistic theory of
innovation processes that applies to all types of innovation. According to Downs
& Mohr (1976) such a quest may be inappropriate given the fundamental
differences that exist between innovation types and organizations. Finally, a third
criticism concerns the lack of an one-dimensional continuum on which
organizations can be positioned according to their degree of innovativeness
(Bigoness & Perrault, 1981).



From the early 1980s, such criticism has led to a shift of interest in innovation
research towards the individual and group level of analysis, and attention is now
paid to the process and antecedents of innovation and change rather than to
outcomes such as innovative products and services. Added to this criticism is the
growing awareness that research on innovation is characterized by a so-called
‘pro-innovation bias' which leaves the demerits of innovation and change out of
focus (Kimberly & Evanisko, 1981). Due to this bias, according to Vrakking and
Cozijnsen (1990), research has tended to neglect the consequences of innovation
and change for the individual worker. This observation parallels the findings of
several other investigators (i.e. Nicholson, 1990; King & Anderson, 1990;
Hosking & Anderson, 1992; Metselaar, 1994; Metselaar, Cozijnsen & Vrakking,
1995) that research on innovation and organizational change has been largely
dominated by premises arising from the upper management's point of view (see
also: Kanter, 1983; Peters & Austin, 1986; Leavitt, 1986 & Niehoff, Enz &
Grover, 1990).

As was noted above, many researchers have sought to relate both cultural and
structural aspects of organizations to the failure or the success of change.
Psychologists who have studied this topic have provided a perspective on human
causes. Sociologists and economists have emphasized social or economic causes.
At this point the question arises as to how contemporary research can contribute
to the understanding of successful or unsuccessful organizational change. If so
many variables do indeed play a role, then the question of which variable(s) to
focus on becomes more and more important.

This thesis attempts to provide a solution to this problem by looking at one
variable only, which most change theorists believe to be mainly responsible for
failure or success. Instead of focusing on many potential variables, a valid and
reliable measure will be constructed for the one primary factor. Furthermore, the
measure will be directed toward a specific group within the organization which
plays a principal part in the change process. Finally, in order to assure maximum
specificity, the measure will be linked to specific stages in a change process. How
this is achieved will be described in the following two sections of this
introductory chapter.



1.2 A process analysis of organizational change

The process of organizational change is treated by many investigators as
consisting of several stages, each of which has its own characteristics and pitfalls.
Unfortunately, due to the length of many change processes, these investigators
have generally approached the relevant issues in a restricted, stage-bound way.
As aresult of this tendency, a fragmented image of the process of organizational
change has emerged, leaving many multistage issues inadequately covered. For
this reason, before introducing the central topic in this thesis, a process analysis
of organizational change will be presented in the following paragraphs.

Due to a shift in attention from the organizational level to the individual and
group level, in the last ten years more attention has been paid to the process of
innovation and change. Early examples of process approaches can be found, for
instance, in the works of Lewin (1947), Lippitt, Watson & Westley (1958), and
Huse & Cummings (1985). More recent descriptions include the works of Meyer
& Goes (1988), Barton (1988), Marcus (1988) Vrakking & Cozijnsen (1990) and
Damanpour (1991).

The models presented by the above-mentioned researchers all find their origin in
the literature on organizational development (OD), defined by Beckhard (1969,
p.9) as; 'an effort (1) planned, (2) organization- wide and (3) managed from the
top, to (4) increase organization effectiveness and health through (5) planned
interventions in the organization's processes, using behavioural-science
knowledge.'

The process of organizational change has been described extensively in the
literature on OD. Lewin's first typology of the stages of a change process can still
be found in more recent works on this topic. However, what distinguishes OD-
literature from the research on organizational change is its emphasis on the role
of the change agent. In the research on OD, the change-agent's relation with the
élieht-organization and the techniques the change-agent applies to change the
client-organization play a prominent role. These are less frequently discussed in
the literature on organizational change.

Despite the fact that interest in the field of organizational change has increased at
the cost of OD research efforts, research can still profit from the insights that
emanated from the latter. For instance, Lippitt, Watson and Westley's model of



planned change (1958) offers an overview of the process of organizational
change which is still valid today. They also elaborated Lewin's three-stage model,
resulting in the following seven-stage model:

1. Development of a need for change

Establishment of a change relationship between the client organization
and the change agent

Clarification or diagnosis of the organization's problem

Establishing goals and plans

Transformation of intentions to change into change efforts
Generalization and stabilization of change

Achieving a terminal relationship between the client

organization and the change agent

N

N kW

This stage model is similar to the action research model presented more recently
by Huse and Cummings (1985); the only difference between the two is a stronger
emphasis of the latter on periodic evaluation between the stages. It is also worth
noting that compared to Lewin's model, both the action research model and
planned change model focus more on improving the problem-solving skills of the
client system as a condition for successful change (Huse & Cummings, 1985).

Complementary to the behavioural science models described above, diffusion
theory as presented by Hage and Aiken (1970), Corwin (19795), Ettlie (1983),
Rogers (1983) and Dewar and Dutton (1986) has explored the process of
organizational change in greater detail. According to Rogers (1983, p.5),
‘diffusion is the process by which an innovation is communicated through certain
channels over time among members of a social system. It is a special type of
communication, in that the messages are concerned with new ideas.' In diffusion
research these 'new ideas' are referred to as innovations adopted from outside the
organization as well as change processes initiated from within the organization in
order to cope with environmental turbulence.

For a review of the extensive body of literature on the adoption of innovations the
reader is referred to Rogers and Shoemaker (1971). Because this strand of
research mainly deals with the process of inter-organizational diffusion of
innovations, further elaboration on this topic would go beyond the scope of this
thesis. However, diffusion theory from the intra-organization point of view offers
several stage models of organizational change that are closely linked to those
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present in the OD literature. As a matter of fact, many recent works that
emanated from the intra-organizational point of view (see for instance Meyer &
Goes, 1988; Barton, 1988 and Vrakking & Cozijnsen, 1990; Cozijnsen &

Vrakking, 1995) echo the early insights from the works of Lewin and other OD
researchers.

For a complete description of the process of organizational change, Vrakking and
Cozijnsen's four-stage model (Vrakking & Cozijnsen, 1990, p.24) serves a useful
function. It is largely based on the OD models discussed at the beginning of this
section and also draws heavily on the insights from diffusion research. Below,
their model consisting of four primary stages and six subphases will be presented
briefly and, where necessary, supplemented with complementary theory.

Stage 1: Idea development

In the first stage, the idea development stage, a distinction can be made between a
search and a development phase (Vrakking & Cozijnsen, 1990). In the search
phase (subphase 1) an organization scans the environment for threats and
opportunities and assesses the organization's need to alter its existing practices. If
the decision is made to alter part of the organization, in the development phase
(subphase 2) this idea is further elaborated and a plan is designed. The idea
development stage equals Hage and Aiken's (1970) evaluation stage and Lewin's
unfreezing stage (Lewin, 1947), in which the organization's present functioning is
compared with the desired level. Furthermore, it captures the first four stages of
the action research model presented above (Huse & Cummings, 1985) and model
of planned change (Lippitt, Watson & Westley, 1958). As was pointed out
earlier, it differs from these models in that it leaves the role of the change-agent
out of focus.

Stage 2: Initiation

In the initiation stage the decision is made by top management to add the newly
designed programme or activity to the organization's existing practices, causing a
chain reaction of adjustments among staff, management, departments and
financial resources. Diffusion (subphase 3) of the new idea through the
organization, and adoption (subphase 4) of the new programme or activity by
members of the organization then follow. The initiation stage parallels Rogers'
(1983) knowledge, persuasion and decision phases, leading to acceptance of a

11



new idea by a member of an organization. Similar approaches toward an
organizational member's decision-making process can be found in the works of
Meyer and Goes (1988) and Barton (1988).

Stage 3: Implementation

In the implementation stage the attention shifts away from abstract missions and
visions communicated by top managers and towards the actual realization of the
change. Although top management may identify the need for change, their
strategies for change are mediated by the leadership skills of managers
responsible for its implementation (Beatty & Lee, 1992). As middle managers

_ stand between the top executives and the operational core of the organization,
they have to execute change projects and projects that actually alter the
organization's existing practices. Due to sources of discontinuity between the
change programme and the existing organization, it is in this stage that conflicts
are especially likely to occur (see for instance, Ginzberg 1979; Fidler & Johnson,
1984; Leonard-Barton, 1988 and Marcus, 1988).

Stage 4: Incorporation

In the fourth and last primary stage of Vrakking and Cozijnsen's model the
change is incorporated into the existing organization. In this stage, which equals
Lewin's refreezing stage (Lewin, 1947), the boundaries between the ‘'new' and the
'old' organization merge and the change becomes part of daily routine. According
to Rogers (1983), in this stage - which he terms 'routinization' - the change is
integrated into the structure of the organization and new rules and procedures
relating to the change are established. Furthermore, in the incorporation stage the
effectiveness of the change should be evaluated (subphase 5) and any necessary
adjustments made (subphase 6).

Of course, there is much to say about the linear character of the above stage
model. It is often the case that there is ove}lap between the stages and many
feedback loops exist between them. Still, the above stage model serves well as a
first introduction of the process of organizational change. For an extensive
critique on linear stage models the reader is referred to King (1992).

12



1.3 A framework for the current study

As was stated above, the present thesis attempts to contribute to the
understanding of the factors that impede or support ongoing change by focusing
on the one variable that is believed to explain, to a considerable extent, change
failure or success. Furthermore, in order to assure maximum specificity, the
measure for this variable will be directed toward a specific group within the
organization and linked to only part of the change process. In the subjoined
paragraphs this measure will be depicted in a framework based on the literature
and research discussed so far, and questions worthy of further exploration will be
presented.

As stated in the first section of this chapter, the concept of change applied in this
thesis is related to the process of modifying an organization's structure or work
and administrative processes. Using the insights derived from the stage models
described above, organizational change is more sharply defined as:

'A planned modification of an organization's structure, work and administrative
processes, initiated by the organization's top management, aimed at improving
the organization's functioning.'

This definition builds upon descriptions advanced in the OD literature. Just as in
Beckhard's (1969) description of the process of OD it approaches organizational
change as a goal-directed process whose goal is the improvement of organization
effectiveness. Furthermore, the change should be planned, and while lower levels
within the organization might be responsible for its implementation, it should at
least be initiated by the organization's top management. Contrary to many OD
approaches, the change does not necessarily have to affect the whole
organization. Furthermore, the use of planned interventions based on behavioural
science knowledge is not included, leaving the change-agent's role out of focus.

The above definition comprises the four primary stages of Vrakking and
Cozijnsen's model (Vrakking & Cozijnsen, 1990): idea development and
initiation, followed by the implementation of the change and incorporation into
the existing practices. Finally, instead of looking at change as a bottom-up
process, the main focus in this thesis is on top-down planned change processes.

13



Having based the specification of the concept of organizational change upon
insights from diffusion theory as well as planned change theory, the variable
studied in this thesis should be introduced. In research on planned change as well
as diffusion theories, acceptance or rejection of change by members of an
organization is seen as a crucial part of the change process. According to planned
change theories, complete rejection would mean that top management's intentions
to change will not be transformed into real change efforts by lower echelons.
According to diffusion theory, rejection would impede adoption of the change by
members of the organization. Full acceptance of the change is seen in planned
change and diffusion theory as an important condition for success.

Since different degrees of acceptance or rejection can be subsumed, a worker's
response to a change is not a dichotomous variable but varies in intensity. The
response can either positively or negatively affect the change process in various
degrees. Support for this notion can be found, for instance, in the works of
Zaltman and Duncan (1977), Bryant (1979), King (1990) and King and Anderson
(1995). In both classical and contemporary views on this phenomenon reference
is made to the worker's resistance to change (Coch & French, 1948; Lewin, 1951;
Shephard; 1967; Salaman, 1979; Wilson, 1992). It is this variable that will
receive focal attention in this thesis.

Vrakking and Cozijnsen's model suggests that various groups in the organization
play distinct roles in a top-down planned change process. The question that arises
from this perspective is whether a measure of resistance to change should take
these differences into account. More specifically, three groups of organizational
members can be distinguished that play distinct roles in a change process; top
management, middie management and the operational core. Whereas top
management may identify the need for change, the execution of change projects
is in the hands of managers lower in the organizational hierarchy. It is the staff at
the operational core of the organization who have primary responsibility for
incorporating the newly developed projects into their daily work activities.

The literature on strategic decision-making has primarily focused on the role of
top management. The literature on resistance to change has paid attention
primarily to the worker's role in the change process, as will be shown in Chapter
2. These briefly outlined considerations provide the background for the subjoined
figure in which the level of involvement in a planned change process of the three
groups mentioned above is related to Vrakking and Cozijnsen's stage model.
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Table 1.

Level of involvement in the planned change process of top

management, middle management and staff at the operational core
of the organization

l Stage = 1 Idea development | Initiation Implementation Incorporation
Organizational
level §
Top High High Medium Low
Management involvement: involvement: involvement: involvement:
scanning of the change-related evaluation of the | scant evaluation
environment on decision-making | implementation and adjustment
threats and strategy of the change
opportunities process
Middle Low Medium High Medium
management involvement: involvement: involvement: involvement:
evaluation of participation in realization of the | evaluation and
internal processes | change-related change through adjustment of the
decision-making | the execution of change process
change projects
Operational Low Low High Medium
core involvement: involvement: involvement: involvement:
evaluation of participation in participation in routinization of
internal processes | change-related change projects the change
decision-making

As is shown in Table 1, top management involvement decreases as the planned

change process develops. Whereas there is high involvement in the early
decision-making stages, in the final stages of the change its contribution is
restricted to scant evaluations and adjustments of the process. The opposite holds
for the role of middle management in the planned change process. Middle
management's part increases as the process nears implementation. Of course,
their contribution to the change process is strongly determined by the degree to
which they participate in the decision-making preceding the implementation. The
level of involvement of the operational core chiefly depends on the impact of the
change on the organization's primary production process. This group is often little
involved in the phases of idea development and initiation. Its role increases in the
implementation and incorporation stages as the workers participate more in
change projects and contribute to the routinization of the change.
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In sum, a measure of resistance to change should take into account the different
roles piayed by top and middle management and employees. Furthermore,
because the degree of involvement of these groups varies as the planned change
process develops, a measure of resistance to change should incorporate the
specific stages of a planned change process.

" This thesis will investigate the antecedents of a middle manager's resistance to a
planned change process. His or her role differs from the of top management or
subordinates in that middle management actually executes change projects and
projects to alter an organization's existing practices. The role of middle
management is particularly interesting because it is confronted with the wishes
and demands of the top management as well as the consequences of the change
for their employees. This makes their task more complex. The stage of the
planned change process which the measure of resistance focuses on is Vrakking
and Cozijnsen's fourth subphase, in which the potential adopter accepts or rejects
the change. This subphase equals Huse and Cummings' (1985) phase 5 in which
an organization member's intentions to change are transformed into change
efforts. Following this line of reasoning, the starting point for this thesis is the
premise that if a middle manager approves of the contents of the change and the
procedures to implement it, he or she is willing to invest time and effort to
support the change. If, on the other hand, the manager disapproves of the change,
he or she will not be willing to invest time and effort. This approach differs from
previous perspectives on resistance in that it focuses on a specific group and on a
specific part of the change process in which this group's role is most important.
Furthermore, in contrast with many previous investigations on the process of
change, assumptions from the top-management's point of view will not dominate.
The merits as well as the demerits of change, especially for the individual
employee, will be brought into focus. In order to further develop these claims, in
the next two chapters the following questions will be pursued:

- Does contemporary research on organizational change offer a framework for
the development of a reliable and valid measure of resistance to change? This
question will be addressed in Chapter 2, in which theory on resistance will be
discussed;

- What determines middle managers' willingness to contribute to the
implementation of organizational change? This question will be further
elaborated on in Chapter 3, in which insights from management theory and
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work and social psychology will be applied to describe the middle manager's
role in a change process.

Chapters 4 and 5 contain the nucleus of this thesis. In these chapters the
construction and validation of a diagnostic inventory for the assessment of middle
managers' resistance to change will be described. Chapter 6 draws together the
present research and the theory on resistance to change. Based on the data
collected with the inventory, a contribution will be made to an elaborated theory
on resistance. Finally, Chapter 7 concludes with an evaluation of the scientific
value and practical use of the inventory.
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An overview of research on resistance to change

Summary

This chapter starts with an overview of four main perspectives
on resistance to change. Three of these perspectives - the
political, the social and the psychological perspective -
emanate from a rational point of view. It is shown in the first
section that these perspectives offer more leads for the
investigation of resistance than does the fourth, the so-called
irrational approach. It will be argued that in order to
understand the dynamics of resistance, theories should be
refuted which depict resistance as an irrational, to-be-expected
element of change processes while theories should be invited
which shed light on its rational character. The second section
of this chapter presents some influential readings on resistance
to change. It aims to classify the plethora of issues related to
resistance into a workable scheme. In the third section of this
chapter an alternative 'positive’ model of resistance will be
opposed to the frequently used 'negative' model. It will be
argued that organizations and employees might benefit from a
more constructive approach in which employees are not so
much seen as a barrier to change but rather as resources who
will support change if certain conditions are fulfilled. To
underline the fact that a different view on resistance is being
taken, the term 'willingness to change' will be used in
substitution for it. The final section of this chapter concludes
with a rational empirical approach to the assessment of
willingness to change. A social psychological model will be
presented which, in Chapter 4, will form the starting point for
the construction of a reliable and valid measure of the
willingness to change.
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2.1 Main perspectives on resistance to change

Studies regarding resistance as an irrational, unavoidable behavioural response to
change are plentiful (e.g. Lewin, 1948; Coch & French, 1948; Gray & Stark,
1984). As a result of this tendency, the literature on this topic is characterized by
an emphasis on strategies for overcoming resistance. Early examples of
definitions of resistance arising from this perspective can be found in the works
of Lippitt, Watson and Westley (1958) and Zaltman and Duncan (1977). Lippitt
et al. (1958) describe resistance as 'any force directed away from the change
process'. Zaltman and Duncan (1977) define resistance as 'any conduct that serves
“to maintain the status quo in the face of pressures to alter the status quo'.
common element in the above studies is the view that resistance is a to-be-
expected aspect of change, encouraging other researchers in their quest for do's
and don'ts that help top management change their organization (King &
Anderson, 1995). However, closer inspection of the literature on resistance
reveals three other dominant perspectives providing complementary views on this
topic.

From a political point of view, organizations are coalitions and made up of
coalitions. From this perspective change may be resisted because it leads to
alternations in the existing balances of power between coalitions. Lines of
authority and use of rules might alter as a result of change processes, leading to a
struggle for power among interest groups. This idea is advanced by Boonstra
(1995) who argues that change causes resistance because it affects both
employment relationships as well as relationships between interest groups. From
a political point of view managing resistance becomes managing colliding
interests such as career aspirations and personal values. According to Morgan
(1986, p. 149) the chances for complete convergence of interests are small,
causing tensions at the centre of political activity. The same point has been
argued by King and Anderson (1995) who expect a restricted distribution of
power and authority to stimulate the emergence of resistance.

From a social point of view, organizations are socially constructed realities. From
this perspective resistance develops during the course of social interaction.
Causes of resistance might lie in group norms as much as in the attitudes of
individual employees. An instance of this approach is the management of
meaning, described by Morgan (1986, p. 126) as 'the management of sense
making and understanding'. According to Morgan (1986), the attitudes and
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visions of top corporate employees in particular tend to have a significant impact
on the meaning system pervading the whole organization. For instance, the
language that top management uses in talking about the change is expected to
influence employees' perceptions of the change as well as the way they expect
their jobs to be affected by it. Of course, the images and themes explored in
conversations are only two examples of the way values and ideas are expressed.
Nevertheless, the social point of view stresses the notion that resistance is to be
expected when the rituals of daily routine are broken.

The third main perspective that dominates the literature on resistance is the
psychological perspective. From a psychological point of view, persons
confronted with change strive for a balance between change and stability, also
referred to by Olthof (1985) as a 'tendency towards homeostasis'. The causes of
resistance might lie in the perception of a constant threat to the status quo,
leading to lower levels of well-being, motivation and satisfaction. Especially
when the change collides with the objectives and responsibilities associated with
specific work roles, resistance is likely to occur. Feelings of frustration and anger
and even aggression may result. According to Morgan (1986, p. 221) loss of
basic identities often generates a reaction out of all proportion to the importance
of the issue when viewed from a more detached point of view. Although Morgan
refers to this process as an ‘unconscious dynamic' it may help to explain the
occurrence of resistance from a psychological perspective.

The perspectives described above underline the need for thorough investigation
of the phenomenon of resistance. From a political point of view, understanding
the emergence of resistance might prevent the occurrence of serious conflicts and
power struggles affecting the organization's efficiency and effectiveness. From a
social point of view, knowledge about resistance might help to gain insight into
group processes that hinder the acceptance of change by organization members.
Finally, from a psychological perspective, furthering the understanding of
resistance may prevent unnecessary decline in work satisfaction or motivation
and more broadly, improve the well-being of organization members confronted
with major changes in their work environment. Trying to understand the
dynamics of resistance therefore means refuting theories that depict resistance as
an irrational, to-be-expected element of change processes and inviting theories
which shed light on its rational character. Only in this way can propositions be
empirically tested and discussed.
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2.2 Major issues on resistance to change

Manifestations of resistance can range from hidden covert forms to overt forms
(King & Anderson, 1995). Hostility to those who initiated the change and
reduced performance are only two examples that underline the variety of forms
by which resistance can manifest itself. A continuum ranging from harmless
covert manifestations to harmful overt manifestations would include for instance
grievances, rumours and gossip, a 'wait and see' policy, tatking negatively about
the change in private and in meetings, incendiary and protest letters to the
management, trade union activity (King & Anderson, 1995), and more serious
forms of resistance such as sabotage of work processes and aggression against
management (Coch & French, 1948).

It goes without saying that harmful manifestations of resistance can have severe
effects on the well-being of organizational members. Structural resistance can
result in a high turnover of staff, reduced efficiency and effectiveness of the
organization, reduced organization commitment, increased absenteeism and
lateness, and conflicts. In order to understand the emergence and manifestation of
resistance, an overview will be given below of causes of and remedies for this
phenomenon, starting with the causes.

Causes of resistance

In this section a continuum is proposed ranging from primary to secondary causes
of resistance. Primary causes are defined as antecedents of resistance directly
related to the contents of the change. Secondary causes of resistance are defined
as barriers that directly or indirectly hinder the acceptance or implementation of
change. For instance, dé?r‘%iggfal effects of change processes on work conditions,
as well as the impact that change has on the methods and jobs of organization
members, are primarily considered primary causes of resistance. Other examples
of primary causes include the number of employees affected by the change
process or the range of activities altered. Examples of secondary causes of
resistance would include a lack of time to implement the change, insufficient
material or financial means, the absence of a clear change project, and a lack of
experience or know-how amongst the implementers.
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E'econdary causes of resistance have often been referred to in the literature as
barriers to successful change. (Kiesler, 1971; Watson, 1973, Patti, 1974; Bryant,
1979, Olthof, 1985; Cozijnsen, 1989). Foster (1962), Zaltman and Duncan (1977)
and Werther and Davis (1986, p. 470) distinguish four types of barriers:
psychological, social, cultural and organizational barriers.!In order to understand
the emergence and existence of these barriers, Armenakis, Harris and Mossholder
(1993, p.686) adopted insights from three theories of social dynamics: individual
differences theory, social differentiation theory and social relationships theory.
The following section examines how these theories can contribute to an
understanding of the emergence of barriers to organizational change.

fAccording to Armenakis et al. (1993) individual differences theory offers useful
1leads for the explanation of psychological barriers to change. Individual
|differences theory argues that the response of one individual may diverge from
{that of another because of differing cognitive structures. One example of this can
be found in research by Kirton (1980). Kirton's adaptors-innovators theory
suggests that innovators are likely to respond favourably to programmes for
radical change, while adaptors are more likely to respond favourably to
programmes for incremental change. Other examples of psychological barriers
include a perception of a lack of personal control over unfolding events (Winter,
1973), previous experiences with organizational change, lack of trust and
misunderstanding the intentions of the change (Kotter & Schlesinger, 1979) and
personality factors such as low emphatism, dogmatism and the fear of failure
{Rogers and Shoemaker ,1971).

Eocial differentiation theory offers leads for the explanation of cultural barriers to
change. Social differentiation theory argues that the responses of individuals will
be determined partly by their cultural or subcultural membership. Such cultural
memberships may polarize members' beliefs, attitudes and intentions. For
instance, hierarchical differentiation within organizations (i.e., executives,
managers, supervisors and employees) shapes group membership and results in
psychological boundaries that affect the way the change is perceived by different
subgroups As a result, cultural barriers to change could emerge, such as feelings
of mutual solidarity against the change and polarization of social norms (King &
Anderson, 1995). In particular, cultural barriers come to the fore when there is
incongruence between the organization's present norms and values and the norms
on which the organization will be based in the future. Theorists who have sought
to address this issue include Cook and Wall (1980) and Miles and Snow (1978).
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rls ollowing Armenakis et al. (1993) social relationships theory offers useful leads
for the explanation of social barriers to change. Social relationships theory
suggests that responses to change attempts are dependent on the network of
relationships which individuals have.jin this view, friendship, rivalry and
different types of trust and distrust make up a network of relationships in which
members are linked to each other by communication paths. From a relationships
perspective, the frequency, duration and specific aim of contacts between
organizational members are relevant 1o the explanation of social barriers to
change. For instance, the centrality of a member might be indicative of the
potential impact which this member has on attitudes and intentions of others in
the network. The influence of opinion leaders on others' feelings can be powerful
in affecting those others' resistance to change. Identifying and recognizing the
influence of opinion leaders in the organization may enable management to more
effectively design change programmes. Other examples of phenomena related to
social relationships theory are increased group cohesiveness and 'groupthink’
(Janis, 1982).

Next to psychological, social and cultural barriers, organizational barriers may
also hinder the implementation of change. Q;ga}nizafional' barriers occur when the
organization does not provide sufficient information or personnel and material
means to implement the change. In terms of Rotter's concept of locus of control
(Rotter, 1966; Kren, 1992), organizational barriers pertain to external control
factors, as opposed to self-control factors such as experience and skills. A way to
influence perceived locus of control in relation to change is the use of
participative decision-making strategies. Through participation employees can
influence the development of performance goals. Participation, when it is present,
then provides an internal source of control. In contrast, when participation is
absent, the individual is denied control, and the source of control is located
outside the employee (for instance, with the supervisor).

Approaches for overcoming resistance

The second major issue frequently discussed in the literature on resistance is how
resistance can be prevented from occurring or, once present, how it can be
minimized. Among the first to present strategies for overcoming resistance were
Coch and French (1948). They investigated the effect of group consultation on
the amount of resistance shown. From their research they concluded that
participation in group meetings increased the commitment of team members to
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the change and decreased their resistance. Another pioneer in the field of
resistance is Lewin, whose 'force field analysis' presented in 1951 contributed
significantly to our contemporary understanding of the emergence of resistance.
Although his model of ‘resisting' and 'driving' forces is helpful in identifying
these forces, it does not offer an explanation for the reasons underlying the
resistance shown by particular groups (King & Anderson, 1995). As had Coch
and French (1948), Lawrence (1969) stressed the importance of employee
participation and involvement in strategies for overcoming resistance. Lawrence
(1969) was also convinced that resistance could be kept to a minimum as long as
the quality of social relationships at work was maintained. The same point is
argued for by Dubrin (1974) who stresses the importance of minimizing social
changes in order to prevent resistance. Other approaches mentioned by Dubrin
(1974) include the selection of positive employees and tentative introduction of
the change to organization members. A slightly different perspective on strategies
for overcoming resistance is taken by Wortelboer and Metselaar (1996a, 1996b)
who promote the application of self-management strategies to increase the self-
efficacy of managers confronted with organizational change.

In 1976 Kotter and Schlesinger synthesized the gamut of approaches for
overcoming resistance presented by a number of the preceding authors in 6
strategies. King and Anderson (1995) extended Kotter and Schiesinger's model,
producing the following classification of strategies and methods:

1. Communication: - providing information on the change
- presenting a rationale for the proposals
- challenging misrepresentations of the change process

2. Participation: - involvement of employees' groups affected by change
- gaining commitment to the change process
- participation in decision-making

3. Facilitation: - exploring areas of resistance
' - facilitating attitude and behaviour change
- persuading for commitment to the change

4. Negotiation: - formal and informal negotiations to overcome

resistance
- third-party arbitration
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5. Manipulation: - use of position power to manipulate compliance

6. Coercion: - explicit or implicit coercion
- rewards for compliance

Although some authors (e.g. Hosking & Anderson, 1992; Carnall, 1990;
Cozijnsen, 1995) have presented more recent descriptions of strategies for
overcoming resistance, suffice it to say here that no new issues have been
injected since Kotter and Schlesinger's model. Furthermore, a more extensive
overview of strategies would go beyond the scope of this thesis, which is
primarily focused on the measurement of resistance.

2.3 Let's bury the term 'resistance' (I)

So far, in this thesis the term 'resistance' has been used to describe reactions of
employees to organizational change. However, because the term ‘fésistance” is
heavily laden with a negative connotation, the application of this term could put
false colour on employees confronted with change. The application of this term
supposes that reactions of employees to change are primarily directed towards
impeding or even sabotaging the change process, that employees are resistance-
prone and that resistance can be understood as a harmful outcome of any

organizational change effort.

Because in both theory and practice little attention has been paid to the positive
aspects of resistance, this section will argue an alternative view on resistance
which focuses on both the positive and the negative sides of the resistance
continuum. Many authors (see the sections above) have focused on negative
aspects of resistance. Only a few authors (i.e. Antonioni, 1994; Merron, 1993;
Fiorelli & Margolis, 1993; Goldstein, 1988) have contributed to a positive view
on resistance. In the following paragraphs these two perspectives will be
combined to allow a deeper, more effective way of looking at this phenomenon.

In his article of the same name as this section, Merron (1993) argues that
labelling individuals or groups as 'resisting' gives the resistance power. Instead of
the blame-oriented view which many managers take, Merron proposes a
alternative view in which "...the key to successful change is in supporting the full
expression aof differing desires and finding ways of working with them' (Merron,
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1993, p.82). According to Merron (1993), if one does not allow for that
expression, resistance will persist. Instead of giving the resistance power by
working against the resistance, Merron argues that resistance is something that
should be worked with. Following Merron (1993), employees may not actually be
resistant to change at all, but simply express differing views of the truth and
differing views of the kind of organization they want to be a part of. In his view,
managers often contribute to what they call 'resistance' by focusing on what is not
working. Consequently, their judgement of this resistance invites further feelings
of resistance in reaction to it, and to a persistent gap between two groups: those in
favour of the change see themselves as opposed to those who had initially had
reservations. In fact, by calling it resistance, '....managers or consultants reinforce
the resistance, or even worse, play a part in its creation' (Merron, 1993, p. 83).

The same line of arguments followed by Merron (1993) can be found in the
works of Goldstein (1988). According to Goldstein (1988, p.17), 'the term
resistance conjures up a picture of employees acting stubbornly, rebelliously, and
obstinately'. However, following Goldstein, this negative' model of resistance
typically leads to a response in which employers push against the resistance that
much harder. Thus, the push for change is followed by employees' pushing back
and by employers pushing still harder for change by adding more authority, force
or persuasiveness to the change effort (Goldstein, 1988, p.17). A common
counterresponse to resistance which emanates from this negative model is the
blunt enforcement of the change. According to Goldstein (1988), this may only
work in the short run because ill will and distrust are created at the same time. In
Goldstein's view a more 'positive’ model of resistance would go beyond the image
of wilful opposition and would focus instead on the constructive value of
resistance within a work group or organization. By explaining how resistance
may function as a survival mechanism when change is perceived as a threat, such
a model would lead to a counterresponse which was shaped more by respect and
less by coercion {Goldstein, 1988, p.19).

Further support for the need for a 'positive’ model of resistance is given by ’
Fiorelli and Margolis (1993). According to these authors it is a mistake to view
resistance as simply being a reaction to the magnitude of the changes proposed by
top management. Instead, they argue that employees are likely to resist change
because it pushes them out of their comfort zone: their ways of doing things and
their relationships with others. Following Fiorelli and Margolis it would also be a
mistake to view resistance as the response of malevolent or unsupportive people.
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In a "positive’ model of resistance, resistance can be productive and legitimate and
can serve the needs of both individuals and systems. In fact, state Fiorelli and
Margolis (1993, p. 2), 'a lack of conflict in an organization signals rigid
conformity, blind compliance and stagnant thinking.' For instance, when rigid
group norms hinder a critical evaluation of the change, 'groupthink’ (Janis, 1982)
could be one of the possible reasons for the absence of resistance which, in turn,
could result in the acceptance of ill-conceived strategies for change. A similar
viewpoint is taken by Antonioni (1994) who stresses the fact that managers or
consultants need to learn how to welcome resistance as a signal of the losses
about which stakeholders are concerned or as a sign of problems with the
proposed change itself. -

To complete the ideas of the authors cited above, an alternative view on
organizations and organizational change is needed which parallels a positive
model of resistance. Where a negative model of resistance coincides with a view
of organizations as systems with natural tendencies to resist change, a positive
model of resistance would parallel a view of organizations as systems with built-
in mechanisms to cope with change: people. From this perspective,
organizational change can be best considered as collective behavioural change.
Furthermore, in a positive model of resistance, resistance would be regarded as

© an avoidable, desired response to organizational change which is beneficial for
the organization. Accordingly, resistance could be understood as a reaction of
stakeholder concern which should be taken seriously. Finally, the focus in a
positive model of resistance would be on trying to understand and respond to the
resistance through communication, facilitation and participation, as opposed to
fighting and minimizing resistance through negotiation, manipulation and the
coercion of the employees involved. Table 2 presents a summary of the negative
and positive models of resistance.
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Table 2. Elements of a negative and positive model of resistance

Negative model of resistance Positive model of resistance
Labelling resistance as: Unavoidable reaction to Avoidable reaction to
organizational change organizational change
Undesired response Legitimate response
Unhealthy, harmful reaction Healthy, beneficial reaction
to change efforts to change efforts
Expression of disapproval Expression of concem
Focus on: Fighting and minimizing Understanding and responding
resistance to resistance
Strategies for Negotiation Communication
overcoming resistance: Manipulation Participation
Coercion Facilitation
(working against resistance) (working with resistance)
View on organizations: Organizations are traditionally Organizations have built-in
designed for stability and control mechanisms to cope
with change and renewal
View on Organizational change is Organizational change is
organizational change: collective systems change collective behavioural change
(changing structures) (changing people)

Whether the above models are complementary or whether one should choose one
to support change processes is of course dependent on many preconditions,
including the type of change involved (structural change versus cultural change),
the way the change process is organized (top down versus bottom up) and the
nature of the change process (downsizing versus growth). The fact is that to date
more attention has been paid to the negative aspects of resistance and that,
although many variables have been mentioned as possible sources of resistance,
little empirical evidence supports these tentative notions.

It can be concluded that the literature on resistance is strongly characterized by
many case-like descriptions of change processes and the negative impact of
change on organization members. It also draws heavily on general management
theories with an emphasis on strategies for overcoming resistance. Causes,
manifestations, outcomes and effects all seem to be easily interchangeable,
blurring the relationship between the causes of resistance on the one hand and its
outcomes and effects on the other. Furthermore, despite the many questions that
remain unanswered, to date no reliable and valid instrament has been developed
to measure resistance. Such an instrument could serve a useful function in
redressing the imbalance between the tentative notions and empirical findings
related to this subject.
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Before turning to the introduction of such an instrument, in this section one final
issue should be addressed. It was stated earlier in this chapter that by using the
term 'resistance’ managers and consultants often contribute to its emergence and
manifestation. It is likely that the same mechanism applies to researchers in the
field of organizational change, especially to those who focus on resistance. In
order to avoid this mechanism, in this thesis (and in its underlying research
project) an alternative is used for the term 'resistance’. In accordance with the
above positive model, employees' responses will be described with reference to
their 'willingness to change'. As a consequence, instead of focusing on resistance,
the inventory described in the following section and chapters aims at the
measurement of the willingness to change.

2.4 A social psychological approach towards the willingness to change

From the above sections it follows that an explanatory model is demanded which
captures possible antecedents of _Atvl_ggwwill,jnghcss,tp change. On the one hand, such
a model would enable the researcher to make accountable choices with respect to
the type and number of variables included in a reliable and valid measure of the
willingness to change. On the other hand, such a model could offer practical

_guidelines for the development of interventions to prevent or reduce resistance
and increase the willingness to change. The theory underlying the explanatory
model should parallel the literature on resistance and encompass a selection of
the issues discussed in sections 2.2 and 2.3. This section proposes such an
explanatory model, based on the theoretical works of Ajzen and colleagues
(Ajzen & Madden, 1986; Ajzen, 1991).

Like work motivation, willingness to change is a construct which could be
helpful in understanding and predicting organizational behaviour. From this
perspective, the question arises as to which organization behaviour theories can
help define this construct. Reinforcement theorists such as Skinner (1953, 1969)
and Luthans, Paul and Baker (1981) provide a number of models for behavioural
change based on stimuli, responses and rewards for satisfactory performance.
Because these studies have focused on the modification of relatively simple
behaviour, these reinforcement principles do not fit the complex character of
change processes and the difficulties this entails in identifying desired
performance levels. Following social and cognitive learning theorists, however,
behaviour modification is more than a process of forming associations. Whereas

30



advocates of reinforcement theory ignore cognitive behaviours as judgement and
concept formation, cognitive theorists such as Vroom (1964), Porter and Lawler
(1968) and Locke (1975,1980) take the position that people use their cognitive
abilities to understand associations between behaviour and response, and make
decisions about how they will act.

According to Vroom's Expectancy Theory (Vroom, 1964) people's behaviour
results from conscious choices between alternatives, and these choices are
systematically related to psychological processes such as perception and the
formation of beliefs and attitudes. Following Vroom (1964), a person's
motivational force is determined by the affective orientation the person holds
with regard to outcomes (valence), the anticipation that these outcomes will lead
to other outcomes (instrumentality) and a person's belief about whether a
particular outcome is possible (expectancy).

Porter and Lawler (1968) have provided a useful elaboration of Vroom's VIE
model. Their fheory suggested that employee effort is jointly determined by the
value placed on certain outcomes by the individual, and the degree to which the
person believes that his efforts will lead to the attainment of these rewards. As
had been predicted by Vroom (1964), Porter and Lawler (1968) found that these
two factors interact to determine effort level. They argued that people must both
positively value outcomes and believe that these outcomes result from their effort
for any further effort to be forthcoming (Pinder, 1991).

When considering employees' willingness to put effort into the goals of a change
process as a special case of work motivation, both Vroom's expectancy theory
and Porter and Lawler's elaboration of Vroom's VIE model offer useful leads for
the explanation of employees' willingness to change and change-related
behaviour. However, studies conducted by researchers interested in VIE Theory
have been subject to a number of deficits. For instance, Campbell and Pritchard
(1976) mention the use of incorrect mathematical procedures for testing VIE
models, low validity and reliability of valence, instrumentality and expectancy
measures and assuming that the valence, instrumentality and expectancy beliefs
which people hold are independent of one another. Nevertheless, it can be
concluded that formation of the willingness to change can be regarded as a
cognitive process which includes valence, instrumentality and expectancy beliefs
about the outcomes of the change process and beliefs about whether the goals of
the change are attainable.
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One important aspect of motivation in the context of organizational change is not
included in the above cognitive models. Several studies (e.g. Abbey & Dickson,
1983; Paolillo & Brown, 1978; Amabile & Gryskiewicz, 1989; Scott & Bruce,
1994) have pointed to the relevance of a climate which supports innovation and
individual innovative behaviour. 'Climate’ represents the signals which
individuals receive concerning organizational expectations for behaviour and
potential outcomes of behaviour (Scott and Bruce, 1994, p. 582). Within the
context of organizational change, 'climate for change' can be considered as
consisting of the attitudes of co-workers (such as colleagues and supervisors)
toward the change process. Following climate research in the context of
innovation, co-worker attitudes towards change are expected to influence
employees' motivation to put effort into the goals of a change process.

2
r
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" A model for explaining social behaviour that includes value and control beliefs as

well as perceptions of climate (e.g. co-worker attitudes) is Ajzen's model of
planned behaviour (Ajzen & Madden, 1986; Ajzen, 1991). The model is based on
the notion that several motivational factors underlie a person's behavioural
intentions. The theory has proven to have utility in explaining and predicting

various types of behaviour (e.g. voting behaviour, blood donation, traffic
behaviour).

According to Ajzen's model (see Figure 1), three motivational factors underlie a
person's behavioural intention; the person's attitude toward the behaviour, the
subjective norm toward the behaviour and the person's perceived behaviour
control. The first factor refers to the degree to which the person expects positive
or negative outcomes of the desired behaviour. The second factor focuses on the
perceived social pressure to perform or not to perform the behaviour. The third
factor refers to the person's belief as to how easy or difficult performance of the
behaviour is likely to be. A direct relation is expected between a person's

| perceived behaviour control and his or her behaviour. This relation incorporates
» thresholds or barriers that, despite a high intention, block the execution of the

desired behaviour.
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Subjective ______’ Intention _______’ .
norm Behavior

Perceived
behavior
control

Figure 1: Ajzen's model of planned behaviour (Ajzen & Madden, 1986; Ajzen
1991) ’

Applying this model to a change scenario, it is hypothesized that three
motivational factors will determine a person's behavioural intention, in our case a
middle manager's willingness to change:

- his or her attitude to the change process
- the subjective norm to the change process
- his or her perceived control over the unfolding change

An example can serve to clarify the applicability of Ajzen's model of planned
behaviour in the context of organizational change. Imagine, for instance, a large
computerization project in a sales department. This computerization requires a
new software project for the processing of client data, which all salespersons
have to attend a course in order to learn. Following Ajzen's model, a salesman
will make the following 'mind-steps' in determining his or her willingness to
attend a course. For instance, if he believes that following the course (the

33



behaviour in question) will lead to greater efficiency of the information system,
his attitude will be characterized as positive. Subsequently, if he feels that his
colleagues will disapprove of him following the course, the subjective norm can
be characterized as negative, making him more resistant to follow the course.
Finally, if he has no previous knowledge of any software project and he thinks
that this will lead to major problems, his perceived behaviour control is low,
contributing negatively to his motivation to attend the course.

Following Ajzen's model and the planned change and diffusion theories presented
in the first chapter of this thesis, the willingness to change can be defined here as:

‘A positive behavioural intention towards the implementation of modifications in
an organization's structure, or work and administrative processes, resulting in

efforts from the organization member's side to support or enhance the change
process.’

Accordingly, resistance to change can be defined as:
'A negative behavioural intention towards the implementation of modifications in
an organization's structure, or work and administrative processes, resulting in

efforts from the organization member's side to hinder or impede the change
process'.

The application of Ajzen's model for the operationalization of willingness to
change entails several interesting research questions. For instance, from
regression and LISREL analyses on Ajzen's model inferential links could be
drawn about the relations between attitude, subjective norm, behavioural control,
the willingness to change and change-related behaviour. From a longitudinal
perspective, repeated measurements might also shed light on the impact of
antecedents of willingness to change on behaviour over time. Other testable
research questions concern, for instance, the relation between willingness to
change and personal characteristics, or the relation between willingness to change
and age, work motivation and satisfaction.
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The middle manager's role in the change process

Summary

As was noted in the first chapter, since middle managers often
have the task of implementing change they play a key role in
change processes. Their position in the organizational
structure confronts them with the wishes and demands of top
managers as well as with the consequences of the change for
their employees. This makes them a vulnerable group in
organizational change processes. To understand how a middle
manager's willingness to change is formed, this chapter will
describe the contents of the middle manager's role in the
change process. The subjoined paragraphs apply theories and
insights from management theory and work and social
psychology to describe the middle manager's position, how the
middle manager communicates change, and why resistance
from the middle manager's side might occur. It is argued that
besides the 'strategy’ or 'tactics' the manager applies, the
manager's motivation, skills and attitudes towards the change
essentially determine actions and, ultimately, the
implementation success or failure of the change process.
Finally, Ajzen's model of planned behaviour will be filled out
for the expianation of middle managers' willingness to change.
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3.1 Introducing the middle manager's viewpoint

After the decision to implement a change has been made by top management,
there follows what Leonard-Barton (1988) has termed the 'innovation response';
the attitudinal and behavioural stance taken by those confronted with the
consequences of this decision. For instance, the value of the change may be easy
or difficult to understand or the change may be perceived as a threat or an
opportunity. This chapter will focus on the attitudinal and behavioural stance
taken by the middle manager. The term 'middle manager' is used instead of
'managet’ to emphasize that the focal attention of this thesis is not on the
decision-makers planning the change but on the managers in lower echelons of
the organization who are responsible for its implementation.

Proposals for actions to alter an organization's practices often emanate from the
top management and as a result their role in the change process has frequently
been described as a crucial element in its success (e.g., Kanter, 1983; Peters &
Austin, 1986; Leavitt, 1986; Nichoff, Enz & Grover, 1990). However, lower
levels within the hierarchy are responsible for the operationalization of the
change in terms of new rules, procedures and thus new modes of behaviour.
Although top management may identify the need for change, their strategies for
change are mediated by the leadership skills of the middle managers responsible
for its implementation (Beatty & Lee, 1992; Metselaar, van [ttersum, and
Cozijnsen, 1995).

‘What changes, then, are there in the middle manager's job as the change process
nears implementation? It is not so much that additional managerial roles
(Mintzberg, 1989) are needed. What makes the middle managers' job particularly
complex is the fact that he or she has to divide valuable time between the existing
organization and the emerging, new' one. Since the new ideas, questions and
opportunities leave little room in the agenda, keeping his or her role as a change
manager disentangled from routine activities becomes more difficult. The
managerial roles needed to successfully implement change are not much different
from those the manager is used to fulfilling; it is the mere fact that they have to
be played under changing work conditions that exacerbates the pressures
involved.
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A brief aside on the middle manager's role in the change process
Adapted from Mintzberg (1989)

During the change process the middle manager has to actively search for new
ways to improve the functioning of the unit in accordance with top management
directives. Subsequently, as figurehead and leader of the change process in his or
her unit, the manager has to direct employees towards successful implementation,
spending time with people inside and outside his or her vertical chain of
command. Employees who need additional support or coaching emphasize the
extra need for leadership that has emerged. Reconciling their individual needs
with the goals of the change process in toto becomes a major part of the
interpersonal roles the middle manager has to play. With regard to informational
roles, the middle manager's task is to monitor the change process and to give
timely feedback about the progress made. Along the way, it is important for the
manager not to lose sight of the top management's directives and to express their
vision in terms of operational commands. The middle manager is also
spokesperson at meetings with the management team and negotiator when it
comes to distributing additional financial and human resources to support the
change process. Finally, the allocation of these resources within the manager's
unit often draws upon his trouble-shooting capacities and his credibility as an
arbitrator in interpersonal conflicts.

As the change process develops, attention commonly shifts from the abstract
missions and visions communicated by top managers to down-to-earth directives
given by the middle manager. Because the middle manager stands between the
top executives and the operational core of the organization, he is more often than
not confronted with the consequences of the change for the individual worker. As
middle and top management deal with different echelons in the organization, they
have to adapt their strategies accordingly if the change is to be implemented
effectively (King & Anderson, 1995).

So far, this idea has received little attention in the literature concerning strategies
for successful change. Premises from the top manager's point of view have
dominated, resulting in straightforward approaches towards successful
implementation. This view is clear in the work of Nutt (1986, p.230) who states
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that: 'To be successful, managers must devise tactics that neutralize or at least
contain people who delay making essential commitments, protect turf, posture, or
carry out vendettas.! Approaches towards implemeritation have been termed
'tactics', (e.g., Nutt, 1986; Marcus, 1988) or 'strategies' (e.g. Leonard-Barton,
1988) and have emphasized merits of change from the organizational point of
view. Consequently, the notion that change does not always favour all groups
involved has received scant attention (Vrakking & Cozijnsen, 1992; Hosking &
Anderson, 1992).

According to van de Ven (1986), both the middle manager's own ability and
motivation exert a significant influence on any ongoing change. This idea
parallels the work of King and Anderson (1995) who argue that managerial
beliefs and attitudes toward change, such as experiences with prior change
scenarios, are major determinants of a change process. Consequently,
organizational change can be seen as a more fluid process, dependent on personal
and interpersonal contingencies. Shifting from the strategic level of analysis to
the level of the individual worker sheds new light on the antecedents of
willingness to change. Barriers to successful change can be investigated as such,
starting from the middle manager's point of view.

3.2 Where does the middle manager stand?

According to Fidler and Johnson (1984), change processes in organizations are
characterized by the fact that a group or person of higher status or authority can
decide to implement a change that another in the organization must put into
practice. Whether the middle manager belongs to the former or the latter is
largely dependent upon the degree to which he or she has participated in the
decision-making which preceded the implementation. The work of Miller (1993)
offers a compelling framework which further clarifies this idea.

To classify the parties involved in a change process, Miller (1993) distinguishes
between 'decision-makers'; those who decide to implement a change, the
‘implementors'; those who put the decision-makers' decision into practice; and
'implementees’, those affected by the change. The middle manager can play either
role or a combination of these roles. For instance, if the manager is only involved
in the decision-making preceding the implementation, he or she is merely the
initiator of the change. On the other hand, if the manager can exert an influence
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on the decision-making process and is also the one to put the implementation into
practice, he is both decision maker and implementor. If the change is also likely
to affect the manager's own position he or she can also be viewed as an
implementee.

It is particularly important here to realize that the middle manager's task is to
implement the change in accordance with the decision-makers' directives. This
makes participation in the decision-making process an important strategy by
which to increase willingness to change from the middle manager's side.
Participation is also important given the leadership role the manager has to play
in changing his or her own unit. As figurehead, the manager has to serve as an
example for the employees in his unit, coaching and motivating them towards
successful implementation. Indubitably, this cannot be achieved if the manager
has no faith in the ultimate success of the project. In a worst case scenario where
the change causes loss of the manager's status or position of power, the middle
manager may even represent a major part of the barriers to successful change.
Examples here include radical administrative changes to reduce the number of
hierarchical levels in the organization, mergers or technical innovations that
reduce the operational core and consequently the average span of control of
managers.

De Bruijn (1991) has clarified why differences in viewpoints between top and
middle management might occur. Whereas top management is mainly concerned
with the relation between the organization and its external environment, the
middle manager is primarily focused on the optimization of internal processes.
Added to this, directives from the top often are aimed at reaching strategic goals
in the longer term, whereas operational problems, by contrast, demand immediate
response from middle managers on a day-to-day basis. The middle manager has
the task of reconciling these objectives with the existing working practices and
methods of the employees under his or her jurisdiction. In this respect the degree
to which top management can point to the mutual interests of both parties can
serve as an important tool to alter the middle manager's attitude toward the
change.

Several power bases such as incentives and status (Emans, 1988) are at the
middle manager's disposal to sanction or reward employees' behaviour in such
change scenarios. Incentives, for instance, can be used in negotiations in
exchange for support or as a means to form coalitions (Koopman & Pool, 1992).
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However, the use of power politics by top and middle management in support of
the change process emphasises the fact that each interest group may well have
different expectations of a change scenario. A special case occurs when a middie
manager is forced to defend his or her own position, as well as the interests of the
department. This situation can lead to 'implementor-implementee dilemmas'
(Miller, 1993); irreconcilable choices faced by middle managers that occur when
their own interests clash with the department's interests. The degree to which
middle managers can successfully deal with problems that emerge from role
conflicts may also influence the course of change processes.

To summarize, in order to understand the middle manager's actions in a change
process it is important to first determine the nature of his or her role. Role
conflicts often arise from the middle manager's multiple roles as decision-maker
(defending the organization's general interests), as implementor (leading his
department toward a successful transition) and as implementee (concentrating on
the consequences of the change for his own position). Faced with dilemmas
arising from a combination of two or three roles, the middle manager's first
concern is to find a balance in defending the interests of the parties involved.

.

3.3 How does the middle manager communicate change?

Communication is probably the topic most dealt with in the literature on the
implementation of change. As many authors have underlined (e.g. Rogers &
Shoemaker, 1971; Zaltman & Duncan, 1974; Fidler & Johnson, 1984; Leonard-
Barton, 1988; Beatty & Lee, 1992) the amount of resistance that emerges
strongly depends upon how those involved are informed of its consequences. -
Moreover, as the change process develops, communication becomes a important
tool with which to coordinate its implementation. Especially with regard to the
emergence of uncertainty, communication can serve as an influential device to
lessen or even prevent uncertainty and thus possible resistance. Whether in
written or oral form, information is necessary to clarify the goals of the change,
the consequences of the change for the organization, to coach and to support
employees and to give timely feedback on the progress made.

The degree to which the middle manager can make use of communication to
coordinate unfolding change strongly depends upon his or her access to various

information channels. Management team meetings, company letters and even
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gossip vary strongly in accessibility but can all give current information about the
status of a change process. Whereas the top management's function is to set
overall objectives and to communicate their vision, the middle manager's job is to
fine-tune this information and adapt it to the needs of its recipients, in this case
the employees in his or her department. This means that, to evoke the desired
‘innovation-response’, the middle manager should carefully sift and screen
information and pass on only the relevant messages in a manner understandable
to the employees intrusted with implementing the ramifications of the change at
the day-to-day level.

" Leonard-Barton (1988) mentions two related forces that influence a person's
attitudinal response to change: the characteristics of the change and the way the
change is introduced by the top management. Based on the characteristics of the
change, the manager must decide which communication channels to use (Rogers
& Shoemaker, 1971); whether additional expertise from outside the organization
is needed in order to inform employees (e.g., if the change is very complex);
which leadership style is most likely to be successful and which leadership skills
are necessary (Beatty & Lee, 1992). It follows that next to the influence of the
availability of communication means, the characteristics of the change also
determine the amount and type of information the middle manager shares.
Characteristics frequently used to classify the nature of organizational changes
are: the change's relative advantage in comparison with the preceding situation;
its compatibility with existing values and experiences; the degree to which the
results of the change are visible to others; the communicability of the change, and
L_its complexity (Rogers, 1983; Zaltman, 1973).

‘What is important for the middle manager's actions with respect to the
communication of change is the fact that individual employees subject to the
same change may not have a shared perception of its goals, consequences and
outcomes (Anderson & King, 1993). Viewpoints often differ considerably, and
this emphasizes the need to let communication strategies vary from department to
department or even from person to person. This idea parallels the notion
presented by Leonard-Barton and Dechamps (1988) who argue that the attitudinal
stance taken by a worker is to some extent also influenced by personal
characteristics. The skills needed to cope with the new situation, psychological
values, beliefs, needs and actual level of performance all influence a person's
point of view, creating diverging images of the change among employees. In their
search for information concerning the change, uncertainty reduction plays a
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central role. From a middle manager's point of view this process can be seen as
highly functional given the fact that uncertainty has frequently shown to inhibit
the execution of new modes of behaviour. In addition, information concerning the
change is more easily processed when it is coherent and less threatening to the
worker's well-being. It follows that perceptions of the opportunities and threats

posed by changes and their influence on choices are important elements in the
change process.,

Selective perception and uncertainty reduction are just two examples of
information processing strategies. They are part of a broader range of
psychological mechanisms that shape a person's frame of reference. At the
individual level of analysis, as well as at the group level, several other
mechanisms related to communication and information processing can be
identified that can explain the occurrence of behaviour that might impede a
change process. Examples are people's tendency to prefer the known (Olthof,
1985); the tendency to avoid risk in uncertain situations; the effects of negative
experiences on future intentions (Lippitt, 1986); and the tendency toward
conformism and commitment to group norms (Kiesler, 1971). In general, these
phenomena lead people to adhere to patterns of behaviour that were successful
under the old situation and to prevent new patterns of behaviour from occurring.
With respect to their role in a change process, they might decrease willingness to
change and thus prevent the routinization of the change into the ongoing work
activities of the organization.

3.4 Manager behaviour in changing work settings; a theoretical model

At the end of the previous chapter, Ajzen's model of planned behaviour was put
forward as a useful framework for the explanation of the willingness to change.
Following Ajzen's model, it was explained how three variables relate to an
employees' intention to put effort into a change process: the expected outcomes
of the change for the worker's position, group norms with respect to the change,
and the employees' control over the unfolding events. It was argued that
resistance might arise from any or a combination of these three variablés. In this
section, the same line of arguments will be followed with respect to the middle
manager's role in a change process. The five central elements of Ajzen's model
(attitude, intention, subjective norm, perceived behaviour control, and behaviour)
will be further elaborated, resulting in a theoretical model of manager behaviour
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in changing work settings. In Chapter 4 the subjoined elements will be used to
compose the diagnostic inventory on which this thesis is focused.

Attitude

According to Ajzen (1989, p. 242) three types of measurable responses can be

used to infer attitudes; cognitive responses, affective responses and conative
responses The cogmtlve category consists of responses that reflect perceptions

of, and information about, the attitude object. Cognitive responses are generally
expressions of beliefs that link the attitude object with certain characteristics or
attributes. Affective responses have to do with feelings towards the attitude

object. They include, for instance, expressions of admiration, disgust, or disdain.
Responses of the conative kind are behavioural inclinations or intentions with -
respect to the attitude object. They express what people say they do, plan to do,

or would do under given circumstances. In the case of the middle manager the _
attitude object is the change or change process. Following Ajzen's model, in order ;’
to infer the manager's attitude, information needs to be gathered about his or her
beliefs, affective response and intentions with respect to the change. Below, these /
hypothetical constructs will be operationalized within the theoretical framework
sketched in the preceding chapters.

o# In earlier works of Fishbein and Ajzen (1975), 'belief' is defined as the subjective

?“' probability that a given behaviour will produce a certain outcome. The question
thus becomes, what outcomes can a change process produce that might influence
a middle manager's attltude?/To answer this question it is necessary to distinguish

“between two types of outcomes: work-related outcomes and outcomes that affect Q ''''''''

the organization in totaWFor the assessment of work-related outcomes, Hackman
and Oldham's job characteristics model can serve a useful function (Hackman &
Oldham, 1980). Their model distinguishes between core job characteristics,
critical psychological states and work outcomes. For instance, high task
significance (a core job characteristic) leads to the perceived meaningfulness of
the work (a critical psychological state), which in turn leads to high work
effectiveness (an outcome). Following this line of argument, if a change will
negatively affect a core job characteristic it is expected to negatively contribute to
the manager's attitude towards the change. With respect to the outcomes of the
change for the organization, the same line of argument can be followed. If a
change is perceived to be beneficial for the organization in total, it will lead to a
positive attitude from the middle manager's side.
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The affective orientation (the second component of Ajzen's attitude model) which
managers hold with respect to change processes can range from feelings of
excitement to feelings of intimidation by, for instance, the threatening character
of the change for the middle manager's position. Furthermore, a manager can
have positive or negative feelings about the consequences of the change for the
development of his or her career. In terms of resistance or the willingness to
change it is expected that threatening or intimidating changes contribute to a
negative attitude, whereas challenging or, for instance, exciting changes evoke a
positive attitude.

Intention

The third component of Ajzen's attitude model relates to behavioural intentions
toward the attitude object. In the case of the middle manager these behavioural
intentions encapsulate expressions of resistance or the willingness to change.
Following Huse & Cummings' (1985) stage model cited in the first chapter, these
expressions are related to the middle manager's intention to invest time and effort
to either support or impede the implementation of the change. If a middle {M
manager approves of the contents of the change and the procedures to implement
it, the manager is expected to invest time and effort to support the change. If, on
the other hand, the manager disapproves of the change it is expected that he or
she will not be willing to invest time and effort, thus hindering the
implementation of the change.

Subjective norm

As social-information processing models suggest (cf. Griffin, 1987), any
individual's behavioural intention may also be shaped by the intention of others.
According to Burkhardt (1994), research and theory on social influence may help
to explain this process. Social influence theories suggest that individuals develop
attitudes and behaviour in part as the result of the social information available to
them. For instance, research by Salancik and Pfeffer (1978) on social influence
models stresses how co-employees influence individuals' beliefs and attitudes by
providing salient, credible and relevant information about an object or situation.
ﬁﬁ Ajzen's mode! of planned behaviour, the process of social influence is captured
by the relation between subjective norm and individuals' behavioural intentions.
Subjective norm is defined by Ajzen (1991, p. 195) as "..the likelihood that
important referent individuals or groups approve or disapprove of performing a
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given behaviour.' In the case of the middle manager confronted with change,
important referent individuals or groups might be the employees in his or her
department, others in his or her organizational position, or the board of directors.
It is expected that a subjective norm in favour of the change will positively
contribute to managers' willingness to change, whereas the managers' perceptions
of individuals or groups disapproving of the change will negatively contribute to
a managers' willingness to change.

Perceived behaviour control

Perceived behaviour control refers to people's perception of the ease or difficulty
of performing the behaviour concerned (Ajzen, 1991). Related issues concern
Rotter's concept of locus of control (Rotter, 1966), and, more recently, Bandura's
concept of self-efficacy (Bandura, 1982, 1991). In terms of Rotter's concept of
locus of control (Rotter, 1966; Kren, 1992), a manager's perceived behaviour
control towards a change process is influenced by external control factors, such
as the organizational barriers presented in the previous chapter, and self-control
factors such as the experience and skills of the manager. Bandura's concept of
self-efficacy is strongly related to self-control factors and is defined by Bandura
(1986) as people's beliefs in their ability to execute the courses of action required
to attain certain levels of performance. Because self-efficacy and perceptions of
locus of control have been consistently found to influence actions and emotional
arousal, according to Ajzen (1991) these concepts can be used to predict the
probability of a successful behavioural attempt. When using the concept of locus
of control to define determinants of the willingness to change, two clusters of
behaviour control variables can be distinguished that are expected to influence
managers' behavioural intentions with respect to organizational change:

L. self-control factors; operationalized in terms of the knowledge,
experience and skills which the middle manager has at his or her disposal
to successfully implement the change; P&

2. external control factors; operationalized in terms of resources (e.g.,
financial or human resources, time, information) that enable the manager

to successfully implement the change. P(’

A third category of control factors that is not included in the above categories is
related to the way the change process is managed. For instance, the question of
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whether the managers can keep up with the change process, or whether they
receive timely information about the change, are not related to self-control
factors, nor are they related to external control factors. They are nonetheless
likely to affect perceptions of control. For this reason a third category of control
factors is added which is related to managers' contentment with, and control over,

the rate at which the change process develops. This category will be referred to as
‘process control factors'.

Finally, a fourth category of control factors that emerges is the managers'
perception of the complexity of the change. The perceived complexity of the
change is likely to affect the managers' perception of control because complex
changes draw more heavily on the managing skills of managers than do simple
changes. It is therefore expected that the more a change is perceived as being
complex, the less control a manager will perceive. Consequently, the perceived
complexity of the change is expected to be negatively related to a manager's

willingness to change.

)

Behaviour

Shoplifting, cheating, lying and losing weight are examples of types of behaviour
that have been explained and predicted using Ajzen's model. What differentiates
these behaviours from the behaviour studied in this thesis is that they are under
complete volitional control, i.e., the persons can decide at will to perform or not
to perform the behaviour in question (Ajzen, 1991). In a work situation this
clearly is not always the case. Formal structures, rules and procedures restrict the
freedom of choice which organization members have. This might, of course, blur
the relation between intention and actual behaviour (see also; Metselaar, Walet,
Cozijnsen & Padua, 1996).

‘With regard to planned change processes, managers' actual control over their
behaviour strongly depends on the degree to which the change is imposed upon
them. Still, the amount of willingness to change can vary considerably from
manager to manager, resulting in behaviours that support or hinder ongoing
change. Examples of the former are: motivating people, sharing information and
ideas, convincing employees of the benefits the change will bring and talking
positively about the change during meetings. Examples of the latter behavioural
category include: leaving the organization, calling in sick, talking negatively
about the change in private and during meetings, following a 'wait and see'

48

i



policy', and building coalitions to block or sabotage the change process.

It should be clear that no single manager is responsible for the failure or success
of an entire change process. Successful change is always the result of a joint
effort by all organization members. Furthermore, many variables which influence
ongoing change are outside the manager's control. Cancellation of change
processes can, for example, be due to developments in the market or financial
problems within the organization. No matter how willing the manager is to
support the change, the manager's contribution is often limited to his or her
department and the employees for which the manager is responsible. Figure 2
presents a theoretical model of manager behaviour in changing work settings, as
deduced from the above sections.

Work
related
outcomes

Outcomes
for the

Affective
response

Co-
worker
attitudes

Change

Willingness
to change

related
behavior

Self-coutrol
factors

External
control
factors

Contentment
with the
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Complexity
of the
change

Figure 2. Theoretical model of manager behaviour in changing work settings
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The relations between the variables in the above model are inferred from Ajzen's
model of planned behaviour. The following hypotheses can be derived from this

model:

Hi:

H2:

H3:

H4:

Hé6:

H7:

HB:

H9:
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The degree to which middle managers expect positive outcomes for their
work as a result of an organizational change is positively related to their
willingness to contribute to the implementation of the change.

The degree to which middle managers expect positive outcomes for their
organization as a result of an organizational change is positively related
to their willingness to contribute to the implementation of the change.

The more managers hold a positive affective orientation towards an
organizational change, the more are they willing to contribute to the
implementation of the change.

The more middle managers perceive the subjective norm as in favour of a
change process, the greater will be their willingness to contribute to the
implementation of the change.

The more experience and knowledge of the control of change processes
middle managers have at their disposal, the greater will be their
willingness to contribute to the implementation of the change.

The more resources to control a change process (time, money,
information) middie managers have at their disposal, the greater will be
their willingness to contribute to the implementation of the change.

The more middle managers perceive the process rate as adequate, the
greater will be their willingness to contribute to the implementation of
the change.

The more middle managers perceive a change as complex, the lower will
be their willingness to contribute to the implementation of the change.

The more control over a change process middle managers experience, the
more will they actively support the implementation of the change
process.



H10: The greater middle managers' willingness to change, the more will they
actively support the change process.

Hypothesis 11 is based on the notion that attitude, subjective norms and
perceived behaviour control interact to determine a person's intention to execute
certain behaviour. Since past research with Ajzen's model (Ajzen, 1989) has
shown that these three variables are positively related, hypothesis 11 is
formulated as follows:

H11: Positive relations exist between middle managers attitndes towards
organizational change, the perceived subjective norm and their perceived
behaviour control.

Hypotheses 1,2 and 3 concern the relation between attitude and willingness to
change. Hypothesis 4 brings into focus the relation between perceived subjective
norm and willingness to change. Hypotheses 5, 6, 7 and 8 concern the relation
between perceived behaviour control and willingness to change. Hypothesis 9
concerns the relation between perceived behaviour control and change-related
behaviour. Hypothesis 10 brings into focus the relation between willingness to
change and change-related behaviour. Finally, hypothesis 11 goes into the
relation between the three main variables in Ajzen's model: attitude, subjective
norms and perceived behaviour control. In Chapter 6 these hypotheses will be

further explored and tested, using data gathered with the DINAMO over the paSt
years.
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Construction of the DINAMO

Summary

In this chapter it will be shown how the DINAMO was
constructed, starting from Ajzen's model of planned
behaviour. Firstly, three pilot studies will be briefly discussed,
these lead to an a priori version of this inventory. Secondly,
the a priori structure and contents of the DINAMO will be
presented and sample items of the a priori scales will be given.
The second part of this chapter contains factor and reliability
analyses which were performed to build the final version of
the DINAMO. In sum, the analyses for the most part
supported the a priori structure, and reliabilities for all scales
were found to be highly satisfactory. Factor analyses
supported Ajzen's distinction between the cognitive and
affective orientations which people hold toward attitude
objects. Furthermore, the factor analysis of the perceived
behaviour control items resulted in three separate factors
matching Bandura's concept of self-efficacy (Bandura, 1986)
and Rotter's concepts of external and internal locus of control
(Rotter, 1966).
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4.1 Sketch of the DINAMO research project

In 1994 a first pilot study was carried out in order to test the applicability of
Ajzen's model of planned behaviour for the assessment of willingness to change.
This study took place at the Dutch police and concentrated on the willingness of
Dutch police officers to participate in projects, a work method which brings about
major changes in the way the officers execute their tasks. The aim of the study
was twofold: on the one hand the investigation set out to present a first overview
of antecedents of willingness to change, and on the other hand the study ventured
to analyze the strengths and limitations of Ajzen's model in the context of
organizational change.

For the measurement of respondents' attitudes toward change, a questionnaire
was used, based on Hackman and Oldham's "job characteristics model’ (Hackman
& Oldham, 1980). Respondents were asked to note the expected influence of the
change on a number of job characteristics such as task variety, job responsibility
and quality of the work. The subjective norm toward the change was assessed by
means of a questionnaire which allowed the respondents to score the attitudes of
others in their work environment, such as colleagues and their direct supervisors,
toward the change. Respondents' perceived control over the change was
measured through the application of a questionnaire listing internal and external
control factors such as experience information and resources (time, manpower).
Respondents were asked to indicate the availability of these control factors for
the implementation of the change. Items relating to the respondents' willingness
to change were dispersed through the above three questionnaires. In sum, 304
officers took part in the investigation, of whom 197 had already participated in
projects and 107 had had no experience so far with the new approach.

The outcomes of this study (see also Metselaar, Walet, Cozijnsen & Padua, 1996)
suggested that Ajzen's model does indeed offer a workable scheme for the
assessment of the willingness to change. Satisfactory relations between the
variables from Ajzen's model and the willingness to change were found. The
study showed that willingness to change varied strongly amongst the participants
involved in the change process. However, the relationship between willingness to
change and participation in projects (the behaviour at focus) turned out to be
weak. Further analyses showed that especially the lack of decision-making
freedom strongly influenced the relation between these two measures. Although
Ajzen does not explicitly identify this factor, it clearly served as an important
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boundary variable in this study. In Chapter 6 the relation between the willingness
to change and change-related behaviour will be discussed in greater detail.

In the course of 1994 a second pilot study was performed to further test Ajzen's
model of planned behaviour for the assessment of willingness to change. The
study took place at two schools from a northern town in the Netherlands which
were in the process of merging. Both schools provided economical, technical and
cultural education at a high level for students above the age of 17. Merging was
seen as a possibility to improve the competitiveness of both schools in the fast-
moving field of polytechnic education.

For this second pilot study, a standardized questionnaire was developed which
was based on the model presented in section 3.4. This questionnaire focused on
the willingness of middle managers from both organizations (n=64) to put effort
into the implementation of the merger. The study revealed important differences
in the willingness to do so between managers from both organizations. Document
studies and supplementary interviews confirmed this result, which provided a
first support for the validity of the questionnaire. Degrees of willingness to
change were found to vary strongly among the middle managers. Based on
content analysis and supplementary factor and reliability analyses poor items
were rewritten or removed from the questionnaire and replaced by new items.
The resulting questionnaire was used in a third pilot study to further investigate
its applicability for the assessment of middle managers' willingness to change.

The third pilot study took place during a merger of nine schools in the field of
Dutch polytechnic education. The schools were forced to merge because of a new
law, proposed to parliament in 1993 by the Dutch Ministry of Education and
Science. The law was primarily based on a new concept of management and
affected the management and organization of all polytechnics in the Netherlands.
The new concept of management was characterized by a combination of two
aspects: autonomy and scale enlargement. As a consequence of the new law, a
great number of schools in the field of polytechnic education were forced to
merge, forming Regional Education Centres (RECs).

In a region with nine polytechnical schools merging to form a REC, the
willingness to change was measured for a sample of middle managers from those
nine schools (n1=90). The results of this study (van Ittersum, 1995) showed
middle managers' willingness to change varying between the schools in our
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sample. Furthermore, attitudes, perceived subjective norms and behaviour control
were found to be significantly related to managers' willingness to change. Just as
did the first and second studies, this pilot study provided strong support for the
applicability of Ajzen's model for the assessment of willingness to change.
Again, the questionnaire was revised by means of factor and reliability analyses,
resulting in an a priori version of a questionnaire for the assessment of the

willingness to change among middle managers. This questionnaire was named
DINAMO.

In the course of 1995 and 1996 the a priori version of the DINAMO was used in a
great number of change processes to assess middle manager's willingness to
change. A short description of the cases is included in Appendix A. In total, the
DINAMO was submitted to 604 middle managers in various organizations
involved in major change processes. During the spring of 1996, final analyses
were performed on the a priori version of the DINAMO in order to construct a
final version. The results of the current study, as presented in Chapter 6, are
based on this final version. In section 4.3 it is shown how the final version of the
DINAMO was constructed by means of factor and reliability analyses on the a
priori version. First, in section 4.2, the a priori version of the DINAMO is
presented.

4.2 A priori structure and contents of the DINAMO

The a priori structure of the DINAMO consisted of ten scales, totalling 63 items.
The scales formed ten homogeneous clusters around the five central elements of
Ajzen's model, attitude, subjective norm, perceived behaviour control, intention
and behaviour. Table 3 is based on the model presented in section 3.4 and gives
an overview of the ten scales in the a priori version of the DINAMO.
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Table 3.

Overview of the ten scales in the a priori version of the
DINAMO

Scales in the a priori version of the DINAMO

Attitude

. Consequences of the change for the middle manager's work (ATT-w)

. Manager's affective orientation toward the change (477-a)

(98 )

. Perceived value of the change for the organization (477-0)

Subjective norm

. Colleagues' attitudes toward the change (SN)

Behavioural control

b

Self-control; the knowledge and experience that the middle managers
have at their disposal to successfully implement the change (CTR-s)

. External control; the resources (e.g. time, information) that the middle

managers have at their disposal to successfully implement the change
(CTR-e)

. Process control; the managers' contentment with, and perceived control

over, the rate at which the change process develops (CTR-p)

8.

Perceived complexity of the change (CTR-c)

Intention

9.

The middle managers' willingness to change (W)

Behaviour

10. Overt manifestations of willingness or resistance to change (B)

Below, an overview will be presented of the items from the a priori version of the
DINAMO. For each scale, sample items from the inventory will be given. In
addition to the scale's abbreviation, each item will be assigned a number. In the
following sections the items will be referred to by means of these two

characteristics.
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ATT-w: Consequences of the change for the middle manager's work

For the assessment of the anticipated consequences of the change for the work,
managers were asked to rate the anticipated influence of the change on various
job characteristics. For the construction of the a priori ATT-w scale, the
following items were adopted from Hackman and Oldham's job description
model (Hackman & Oldham, 1980).

The meaningfulness of the manager's work

The extent to which the manager feels responsible for the results of his or her work
The amount of feedback the manager is given on the results of his or her work

The quality of the manager's work

The manager's work satisfaction

. The workload the manager experiences

The rewards the manager receives

. The manager's commitment to the organization

. The manager's career

© 0O W

Sample item:  How do you expect the change to affect the quality of the work you produce?
very negatively 1 2 3 4 5 very positively

ATT-a: Managers' affective orientation towards the change

For the assessment of managers' affective response to the change, managers
were asked to indicate their feelings about the change, thinking about their
own position. For the construction of the a priori ATT-a scale, the following
scale extremes were included:

Threat versus opportunity
Good versus bad

New versus familiar
Positive versus negative

. Exciting versus intimidating

e

Sample item: I find this change:
a threat 1 2 3 4 5 an opportunity
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ATT-0: The value of the change for the organization

The ATT-o scale goes into the value of the change for the organization.
Managers were asked to indicate how the organization as a whole perceives
the change. For the construction of the a priori ATT-o scale, the following
scale extremes were used:

1. Threat versus opportunity

2. Good versus bad

3. New versus familiar

4. Value of the change for the organization is clear versus unclear

Sample item:  How does the organization as a whole perceive the change?
good 1 2 3 4 5 bad

SN: Collegial attitudes towards the change

For the assessment of the subjective norm toward the change, managers were
asked to indicate how their colleagues feel about the change. For the

construction of the a priori SN scale, the following persons and groups were
included:

1. Others in the manager's organizational position
2. The employees in the manager's unit

3. The manager's supervisor

4. The manager's partner at home (if applicable)
5. The senior management

6. The board of directors

Sample item:  Please indicate how your supervisor feels about the change:
very negative 1 2 3 4 5 very positive
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CTR-s: Self-control factors

The CTR-s scale contains items related to the manager's knowledge of and
experience with organizational change processes. For the assessment of self-
control factors managers were asked to indicate the availability of these factors
for the implementation of the change. The following control factors were
included in the a priori CTR-s scale:

The number of change processes the manager has been actively involved in the past
. The manager's overview of the consequences of the change for his or her position

. The manager's overview of the consequences of the change for his or her department
. The manager's experience with organizational change processes

The manager's ability to prevent any resistance among co-employees

The manager's ability to motivate co-employees to contribute to the success of the change
process

. The manager's work-related professional knowledge
8. The manager's experiences with the execution of earlier change scenarios

=3

Sample items: I have had bad experiences with organizational change processes.
strongly disagree 1 2 3 4 5 strongly agree

By motivating people, I can contribute to the successful outcomes of the change.
strongly disagree | 2 3 4 5 strongly agree
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CTR-e: External control factors

The CTR-¢ scale contains items related to external control factors (e.g.,
information, financial and human resources) which the middle manager has at
his or her disposal to successfully implement the change. For the assessment of
externally located control factors managers were asked to indicate the
availability of these factors for the implementation of the change. The
following control factors were included in the a priori CTR-¢e scale:

. Concern among co-employees about the consequences of the change for job security
. Concem among co-employees about the financial consequences of the change
. Concern among co-employees about the managerial consequences of the change
Concern among co-employees about the consequences of the change for their every-day work
The experiences the manager's employees has with implementing change
The manager's say in change-related decision-making concerning his or her department
The amount of time the manager can spend on the implementation of the change
The amount of information the manager has received about
the consequences of the change for his or her department
9. The amount of information the manager has received about
the consequences of the change for his or her own position
10. Other organizational change processes that take up remaining time
11. Information the manager has received about the consequences of the change for his or her staff
12. The manager's opportunity to contribute to change-related decision-making

R e

Sample items:

The people I manage are concerned about the possible consequences of the change for job security
strongly disagree 1 2 3 4 5 strongly agree

Apart from this change, other organizational change processes are going on that take up my
remaining time
strongly disagree 1 2 3 4 5 strongly agree

I have enough say in change-related decision-making concerning my department
strongly disagree 1 2 3 4 5 strongly agree
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CTR-p: Control over and contentment with the change process

The CTR-p scale contains items related to managers' contentment with and
control over the rate at which the change process develops. The following
control factors were included in the a priori CTR-p scale:

. The way the project-team is working

. The manager's influence over the rate at which the change process develops

. The ease or difficulty at which the phases in the change process can be followed by the manager
The amount of time available to implement the change

. The rate at which the change is implemented

The quality of the information supply around the change

. The manager's contentment with the original time schedule

R Y N N

Sample items:

I can successfully implement the change process following the set phases gradually
strongly disagree 1 2 3 4 5 strongly agree

The information supply around the change runs behind the actual developments
strongly disagree 1 2 3 4 5 strongly agree

CIR-c: Perceived complexity of the change

The perceived complexity of the change was assessed by means of items
relating to various central elements of organizational functioning. Managers
were asked to indicate to what degree these elements will alter as a result of
the change. The following elements of organizational functioning were
included in the a priori version of the CTR-c scale:

. The market position of the organization

The primary goals of the organization

The organization's culture

. The way decisions are made in the organization

. The substance of the jobs of the employees in the manager's unit
. The way the organization is managed

. The way the organization markets itself

Sample item:  To what degree do you think the way your organization markets itself will
alter as a result of the change?

no change 1 2 3 4 5 great change
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W: The middle manager's willingness to change

The middle managers' willingness to change was assessed by means of four
items relating to the manager's intention to invest time and effort to support the
implementation of the change. The following items were included in the a
priori version of the W scale:

. Intention to convince employees of the benefits the change will bring
. Intention to put effort into achieving the goals of the change

. Intention to reduce resistance among employees

Intention to make time to implement the change

W=

Sample item: [ intend to try to convince employees of the benefits the change will bring.
strongly disagree 1 2 3 4 5 strongly agree

Whereas all the above items are based on self-assessment questions, the last
element of Ajzen's model was operationalized by means of a peer-rating scale.
Because it is difficult, if not impossible, to get a reliable impression of the
managers' own behaviour, managers were asked to indicate how others in their
organizational position react to the change. This allows the computation on group
level of a reliable measure of overt manifestations of willingness or resistance to

change. Furthermore, it completes the operationalization of Ajzen's model for the
middle manager’s role in a change process.

B: Overt manifestations of willingness or resistance to change

The following change-related behaviours were included in the a priori version
of the Behaviour-scale:

. Colleagues are putting in a lot of energy to ensure the change's successful implementation
. Colleagues support the change

Colleagues feel involved but need more information

Colleagues do not talk about the change

Colleagues follow a 'wait and see' policy

. Colleagues talk negatively about the change in private

Colleagues talk negatively about the change during meetings

Colleagues call in sick

QN R LN
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The above items from the behaviour-scale form a continuum that ranges from
overt manifestations of willingness to change (colleagues are putting in a lot of
energy) to overt manifestations of resistance to change (colleagues call in sick).
The items are scored dichotomously, that is, managers are asked to mark all
relevant behavioural categories. This produces a curve from which the relative
distribution of managers over the above behavioural categories can be concluded.
Subsequently, at the group level the relation can be investigated between
antecedents of the willingness to change and change-related behaviour,

4.3 Empirical structure and contents of the DINAMO

The analytic strategy for testing the empirical structure of the DINAMO
comprised three steps. Firstly, principal components analyses with varimax
rotation were performed on the items related to the three central elements of
Ajzen's model. Thus, a principal component analysis with varimax rotation was
performed on the attitude items, on the subjective norm items and on the
perceived behaviour control items. The three clusters were analyzed separately
because the a priori coherence between the clusters might biur the results of a
principal component analysis over all items. Furthermore, varimax rotation was
used instead of oblique rotation because the primary aim of the factor analysis

was to distinguish orthogonal factors within the three central elements of Ajzen's
model.

An item was included in a factor if its factor loading was greater than .30
(Gorsuch's rule of thumb, Gorsuch, 1983) and if the difference between the item's
factor loading and loadings on other factors was greater than .20. Scales with
fewer than three items were omitted from further analysis. In the second step,
reliability analyses were performed on the scales resulting from the first
analytical step and on the willingness scale. Finally, in the third step, the
reliabilities of the final scales were improved by removing items with item-scale
correlations lower than .20 (Kline's rule of thumb, Kline, 1986). Analyses were
performed on the aggregated sample of cases 1 to 9 and case 11 and 12. The
Polish cases were excluded from the analyses. The results are presented below
(N=402).
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Step 1

For the factor analysis of the attitude items, the number of factors to be extracted
was set at 3, following the a priori structure of the DINAMO. A factor anatysis
using a varimax rotation method resulted in 3 factors with eigen values of 7.0,
1.6, and 1.2 respectively, explaining 69 percent of variance. Table 4 presents the
factors, factor loadings (f..) and items which met the above criteria. The
following item did not meet the criteria and was omitted from further analysis:
ATT-o (4). This item loaded .51 on factor 3 and .41 on factor 1.

Table 4. Factors and factor loadings for the attitude-items

Factor 1 fl Factor 2 fl Factor 3 fl
ATT-w (1) .62 ATT-a(1) .69 ATT-o(1) .78
ATT-w (2) .68 ATT-a(2) .77 ATT-0(2) .54
ATT-w(3) .64 ATT-a(3) .54 ATT-0(3) .82

ATT-w (4) .68 ATT-a(4) .81
ATT-w (5) .73 ATT-a(5) .75

ATT-w (6) .52
ATT-w (7) .62
ATT-w (8) .64
ATT-w (9) .54

Table 4 shows high factor loadings on factor 1 for the items relating to a
manager's cognitive evaluation of the anticipated influence of the change on
various job characteristics. The items relating to an affective evaluation of change
are found in factor 2. Factor 3 contains the items relating to the value of the
change for the organization. In sum, the above results confirm the a priori
structure of the DINAMO with respect to the attitude items. The factor analysis
supports the a priori structure of the attitude dimension.

For the factor analysis of the subjective norm items, the number of factors to be
extracted was not set beforehand. A factor analysis using a varimax rotation
method resulted in 2 factors with eigen values of 2.4 and 1.5 respectively,
explaining 64 percent of variance. Table 5 presents the factors, factor loadings
and items which met the above criteria. Item SN (3) did not meet the above
criteria and was omitted from further analysis. This item loaded .47 on factor 1
and .54 on factor 2 and did not meet the second criterium.
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Table 5. Factors and factor loadings for the subjective norm items

Factor 1 f.l. Factor 2 flL
SN () 75 SN (5) .90
SN (2) .83 SN (6) .81
SN (4) .69

The factor analysis presented in Table 5 produced two separate factors within the
a priori subjective norm dimension. The first factor contains perceptions of co-
worker attitudes and the attitude of the partner at home toward the change. The
second factor contains perceptions of the attitudes of the senior management and
board of directors. Although both scales are fairly small, they were maintained in
the further analysis for reasons of content validity.

For the factor analysis of the perceived behaviour control items, the number of
factors to be extracted was set at 4, following the a priori structure of the
DINAMO. A factor analysis using a varimax rotation method resulted in 4 factors
with eigen values of 6.2, 3.7, 2.2, and 1.7 respectively, explaining 58 percent of
the variance. Table 6 presents the factors, factor loadings and items which met
the above criteria. The following items did not meet the above criteria and were
omitted from further analyses: CTR-¢e (5 to 7), CTR-e (10), CTR-p (2), CTR-p
(6) and CTR-p (7). CTR-¢e (5) loaded .35 on factor 1 and .26 on factor 3 and did
not meet the second criterium. CTR-e (6) loaded .39 on factor 1 and .47 on factor
3 and also did not meet the second criterium. CTR-e (7) did not load higher than
.30 on any factor and did not therefore meet Gorsuch's criterium (Gorsuch, 1983).
CTR-e (10) loaded .18 on item 3 and .37 on item 4 and did not meet the second
criterium. CTR-p (2) loaded .37 on factor 1 and .48 on factor 3 and also did not
meet the second criterium. CTR- p (6) did not load higher than .30 on any factor
and, lastly, nor did item CTR-p (7).
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Table 6. Factors and factor loadings for the behaviour control items

Factor 1 fl. Factor 2 fl Factor 3 fl Factor 4 fl
CTR-s (2). .53 CTR-c (1) .58 CTR-s (1) .37 CIRp (4) .76
CIR-s(3) .53 CTR—<c (2) .76 CTR-s(5) 54 CIR-p(5) .78
CTR-s (4) .46 CTR-c(3) .79 CIR-s(6) .66

CTR-e (1) .72 CTR-c(4) .80 CTR-s(7) .56

CTR-e(2) .69 CTR-c (5) .70 CTR-s (8) .66

CTR-e (3) .67 CTR-c (6) .75 CIR-p(1) 47

CTR-e(4) .69 CTR-c(7) .80 CIRp(3) .55

CTR-e(8) .68

CTR-e(9) .60

CTR-e(11) .64
CTR-¢(12) .56

The results of the factor analysis partially support the a priori structure of the
perceived behaviour control dimension. Factor 1 mainly consists of items from
the CTR-e scale, supplemented by three items from the CTR-s scale. All items
from the CTR-c scale loaded on the second factor. Factor 3 chiefly consists of
items from the CTR-s scale, supplemented by two items from the CTR-p scale.
The fourth factor consists of two items from the CTR-p scale. Because this factor
consists of two items, this factor was omitted from further analysis.

Step 2 and step 3

In the second analytical step, reliability analyses were performed on the scales
that resulted from the first step. For the reliability analyses the dataset that was
used in step 1 was used again. Items with item-scale correlations lower than .20
were removed. The scale's reliabilities and item-scale correlations (i.s.c.) for each

item are presented below. Table 7 presents the results of the reliability analyses
on the attitude items.
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Table 7. Cronbach's alpha's for the attitude items

Factor 1 i.8.c Factor 2 Ls.C. Factor 3 1.5.C.
ATT-w (1) .67 ATT-a (1) .68 ATT-0(1) .60
ATT-w (2) .56 ATT-a(2) .69 ATT-0(2) .52
ATT-w (3) .63 ATT-a(3) .50 ATT-0(3) .43
ATT-w (4) .68 ATT-a(4) .80

ATT-w (5) 72 ATT-a(5) .73

ATT-w (6) A7

ATT-w (7) .50

ATT-w (8) .67

ATT-w (9) .56

Reliabilities: o = .87 o=.86 o=.70

Table 7 shows high reliabilities for the factors extracted from the attitude items.
None of the item-scale correlations were lower than .20. The reliability of factor

3 was somewhat lower than the reliabilities of the other two factors; this is

probably due to the low number of items in this factor. Because the three factors

were similar to the a priori structure of the attitude dimension, factor 1 was
named ATT-w (consequences of the change for the manager's work), factor 2
was named ATT-a (manager's affective response to change) and factor 3 was
named ATT-o (value of the change for the organization).

Table 8 presents the results of the reliability analyses on the subjective norm

items.

Table 8. Cronbach's alpha's for the subjective norm items

Factor 1 i.5.c. Factor 2 i.s.c.
SN (1) 43 SN (5) .59

SN (2) .55 SN (6) .59

SN (4) 43

Reliabilities: o= .66 o=.75

Table 8 shows satisfactory reliabilities for the factors extracted from the

subjective norm items. Again, none of the item-scale correlations were lower than

.20. Factor 1 relates to perceptions of co-worker attitudes and the attitude of the
partner at home toward the change. The second factor relates to perceptions of
attitudes toward change of the senior management and board of directors.
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Because the perceived social distance to the referent individuals included in the
SN scale might have resulted in two separate factors, henceforth the first factor
will be named 'proximal subjective norm' (SN-p) and the second factor will be
named 'distal subjective norm' (SN-d).

Table 9 presents the results of the reliability analyses on the perceived behaviour
control items.

Table 9. Cronbach’s alpha's for the behaviour control items

Factor 1 i.s.c. Factor 2 i.s.c. Factor 3 i.s.c.
CTR-s (2) .53 CTR-c (1) .49 CTR-s (1) .25
CTR-5 (3) 51 CTR-c(2) .65 CTR-s (5) .44
CTR-s (4) 37 CTR-c(3) .66 CTR-s(6) .49
CTR-e (1) 57 CTR-c(4) .70 CTR-s(7) .44
CTR-¢ (2) .54 CTR-c (5) .60 CTR-s(8) .61
CTR-€(3) .53 CTR-c (6) .67 CTR-p (1) .30
CTR-e (4) .50 CTR-c(7) .71 CTR-p(3) .46

CTR-¢ (3) .59

CTR-e (9) .54

CTR-e(11) .59 .

CTR-e(12) .54

Reliabilities: =.85 o=.87 a=.71

Table 9 shows high reliabilities for the factors extracted from the perceived
behaviour control items. Because none of the item-scale correlations were lower
than .20, all items were included in the final scales. Although some items of the
CTR-s scale are included in factor 1, this factor strongly resembles the CTR-e
scale which was based on Rotter's concept of external control. Analyses of the
contents of this scale reveals that all items in this factor relate to topics such as
information and uncertainty about the consequences of the change. In accordance
with the a priori structure of the DINAMO this factor was named CTR-e
(external control). The second factor is similar to the complexity scale and is
named CTR-c (complexity of the change). Factor number 3 includes items from
the a priori CTR-s scale as well as two items from the a priori CTR-p scale. In
accordance with the a priori structure of the perceived behaviour control
dimension, this factor was named CTR-s (self-control).
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The last tabie of this section presents the results of the reliability analysis of the
willingness to change items. Four items were included in the a priori version of
this scale. Table 10 shows item-scale correlations and the reliability for this scale.

Table 10. Cronbach's alpha for the willingness to change items

Items i.s.c.
W) .67

W (2) 70
w3) 72

W (4) .59
Reliability a=.84

The reliability of the willingness to change scale is high and no items were
excluded from the scale. In accordance with the a priori structure of the
DINAMO this scale was named W (willingness to change).

Table 11 summarizes the result of the above three analytical steps. For a
description of the test items in terms of mean scores, standard deviations and
skewness, the reader is referred to Appendix B.

Table 11. Reliabilities and number of items for the empirical scales of the DINAMO

Ajzen's Number
variable Abbreviation Description o of items
Attitude ATT-w Consequences of the change for the manager's work .87 9
ATT-a Managers' affective orientation towards the change .86 5
ATT-o0 Value of the change for the organization .70 3
Subjective norm SN-p Proximal subjective norm .66 3
SN-d Distal subjective norm 75 2
Perceived CTR-e Information and uncertainty about the change .85 11
behaviour control CTR-c Perceived complexity of the change .87 7
CTR-s Knowledge and experience of the manager 1 7
Intention w Willingness to change .84 4

First, the factor analysis of the attitude items revealed three factors, matching the
scales for managers' cognitive and affective orientation toward change and
matching the scale which captures the value of the change for the organization.
Reliabilities of all three scales were highly satisfactory. Second, the factor
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analysis of the subjective norm items revealed two scales with satisfactory
reliabilities, given the number of items included. The first scale related to
perceptions of co-worker attitudes and the attitude of the partner at home toward
the change and was named 'proximal subjective norm' (SN-p). The second scale
related to perceptions of attitudes toward change of the management and board of
directors and was named 'distal subjective norm' (SN-d). Third, the factor
analysis of the perceived behaviour control items resulted in three scales: external
control (CTR-e), complexity of the change (CTR~c) and self-control (CTR-s).
Several items from the a priori CTR-p scale did not meet the criteria and were
omitted from further analyses. Because the resulting CTR-p scale contained only
two items it was excluded from the final version of the DINAMO. Finally,
reliability analysis of the a priori willingness to change scale resulted in high
item-scale correlations and a high reliability for this scale.
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Validation of the DINAMO

Summary

This chapter deals with the validity of the DINAMO.
Three types of validity will be discussed; content
validity, construct validity and concurrent validity. With
regard to the content validity of the DINAMO it will be
made clear that the test items adequately sample the
relevant domains. This leads to the conclusion that
Ajzen's model of planned behaviour was operationalized
properly for the measurement of the willingness to
change among middle managers. With regard to the
construct validity of the DINAMO it will be shown that
managers who scored high on measures for rigidity and
fear of failure were less willing to put effort into the
goals of change processes and that managers who scored
high on Kirton's originality measure (Kirton, 1989) held
a more positive affective orientation towards change
than managers who scored low on this measure. No
relation was found between the willingness to change
and job satisfaction. With regard to the relation between
willingness to change and organizational commitment it
appears that from a linear relations perspective a positive
relation exists between managers' organizational
commitment and their willingness to put effort into the
goals of change processes. Moreover, the analysis of a
non-linear relationship turns out to lead to promising
results. Finally, with respect to the concurrent validity of
the DINAMO it will be defended that the DINAMO
should be used with great caution when volitional
control is low, that is, if managers involved in change
processes cannot decide freely whether to contribute or
not.
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5.1 Content validity of the DINAMO

Examining content validity requires an estimate of the representativeness of the
contents of a test for a certain type (universum) of situations, knowledge or skills
(Drenth, 1988, p. 242). In the case of the DINAMO, examining content validity
therefore means judging whether the central elements of Ajzen's model are
operationalized in such a way that the items adequately represent domains

relevant to a middle manager's willingness to contribute to the implementation of
change.

Procedure

The procedure for testing the content validity of the DINAMO consisted of three
steps. First, judges rated the importance of each item for the measurement of the
domain the item was supposed to represent. Second, a stability coefficient for the
assessment of inter-rater agreement was computed for each item. Third, for items
with stability coefficients exceeding .70, a measure of representativeness was
computed on the basis of the average importance of the item for the domain it
represented. Because no generally accepted rule was found on which to base the
cut-off limit for the stability coefficient, an analogy was made with Cronbach's
alpha. For this measure of internal consistency, which is also a measure of
stability, a cut-off limit of .70. is applied as a general rule. A comparison with
other measures for stability such as Cohen's Kappa and the coefficient of
concordance teaches us that the cut-off limit of .70 for the stability coefficient is
fairly strict. How this worked out in the results of the content validity study will
be discussed below.

In order to assess the representativeness of the items, 16 judges (11 consultants
and 5 managers) rated the importance of each item for its specific domain. A
sample item is presented below, for the domain 'consequences of the change for
the middle manager's work'.
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Sample question:

How important do you consider item 5 (anticipated effects of the change on the
manager's work satisfaction) to be for the assessment of the consequences of
the change for the manager’s work?

1 Not important
2 Not important/not unimportant
3 Important

In the second step, for each item a stability coefficient was computed based on
the following equation

s.c.=1- (Varobserved - \/a'rmin)(\,armax"\/armin)vl

equation 5.1

where s.c. stands for stability coefficient, Varpemn.q is the observed variance in the
ratings of the judges, Var,,;, is the minimum expected amount of variance in the
ratings of the judges and Var,,,, is the maximum expected amount of variance in
the ratings of the judges. The minimum amount of variance can be expected
when there is total agreement amongst the judges. In this case (Var,,;,) equals 0.
The maximum amount of variance equals 1 and can be expected when there is
total disagreement amongst the judges. This is the case when the 16 judges are
equally divided over the opposite categories of the above interval scale (category

1 and category 3). It follows than that Var,,,, can be computed by using the
statistics

Var,,= (Z(x-m)? - (Zx-m)*)(n-1)"!

equation 5.2

where x is the raw score, m is the mean score and n is the number of judges.
Thus, for the case of 16 judges at opposite sides of the interval scale, Vary,, is

Varmax = (]6 - 0)(16"1)-1 =1.07
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Finally, by filling out Var,, in equation 5.1, stability coefficients can be
computed by using the statistics

s.c. = 1- (Vargeres 0)(1.07 - 0)!

equation 5.3

In Table 12, stability coefficients and measures for representativeness are
presented for each item from the final version of the DINAMO. Although both
measures are theoretically independent, a first evaluation of Table 12 leads to the
conclusion that they seem related in our study. Items with high stability scores all
have high representativeness scores as well. One would not expect this, because
just as the external validity of a scale is limited by the reliability of a scale, the
stability coefficient of an item only determines the upper limit for the
representativeness score, and not the lower limit. Items on which the judges agree
can in theory still have low representativeness scores. In our study this is not the
case.

Table 12. Stability coefficients (s.c.) and representativeness scores (r.s.) for all items
from the final version of the DINAMO

Item s.C. r.s. Item s.C. r.s. Item s.C. rs.
ATT-w (1) 0.66 nc. SN (1) 0.76 2.56 CTR-e (3) 0.81 2.75
ATT-w(2) 0.06 n.c. SN (2) 0.81 2.75 CTR-e (4) 0.77 2.63
ATT-w(3) 040 nc. SN (4) 0.64 n.c. CTR-¢ (8) 0.64 nec.
ATT-w(4) 0.62 nc. SN (5) 0.64 n.c. CTR-e (9) 0.85 2381
ATT-w(5) 077 2.69 SN (6) 0.39 n.c. (4) CTR-e(11) 0.89 2.88
ATT-w(6) 0.71 225 CTR-e(12) 0.85 2.81(6)
ATT-w(7) 046 n.c. CTR-s (1) 0.77 2.38
ATT-w(@®) 076 238 CTR-s (5) 0.79 2.69 CTR-c (1) 0.66 n.c.
ATT-w(9 075 250(1) CTR-s(6) 0.75 2.56 CTR-c (2) 071 225

CTR-s(7) 0.63 n.c. CTR- (3) 0.75 2.56
ATT-a(l) 094 294 CTR-s(8) 0.75 2.56 CTR-c (4) 0.77 2.63
ATT-a(2) 035 nec. CTR-p (1) 0.35 nc. CTR-¢c (5) 0.77 263
ATT-a(3) 044 n.c. CIRp(3) 0.75 2.5(5) CTR-c (6) 0.81 225
ATT-a(4) 0.79 2.69 CTR-c (7) 072 2.18(7)
ATT-a(5) 071 225(2) CTR-s(2) 0.77 2.63

CTR-s(3) 0.64 n.c. W (1) 0.85 2.31
ATT-0(1) 0.63 n.c. CTR-s (4) 0.56 n.c. W (2) 0.85 2.81
ATT-0(2) 044 nc. CTR-e(1) 0.81 2.75 W (3) 0.79 2.69
ATT-0(3) 053 nec.(3) CTR-e(2) 0.64 n.c. W (@) 0.61 n.c. (8)

"n.c. not computed
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Inspection of Table 12 shows that the content validity of cluster 1, representing
the attitude scale 'consequences of the change for the manager's work', is not
optimal. Judges did not reach agreement for the items ATT-w (1 to 4) and ATT-
w (7) and therefore no representativeness scores were calculated for these items.
Agreement was reached for the items ATT-w (5 and 6) and ATT-w (8 and 9).
The representativeness scores of these items show that, according to the judges,
these items adequately represent the domain 'consequences of the change for the
manager's work'. With respect to cluster 2, containing items from the second
attitude scale 'managers' affective response to change', judges reached agreement
for items ATT-a (1) and ATT-a (4 and 5). Following the judgement of the 16
experts, these items adequately represent the domain 'managers' affective
response to change'. No agreement was reached for items ATT-a (2 and 3) and no
representativeness scores were calculated for these items. Cluster 3, representing
the third and last attitude scale, comes to the fore as the weakest cluster with
regard to its content validity. For none of the three items was agreement reached
in terms of their importance for the domain 'value of the change for the
organization'. Cluster 4 also turned out to be weak in terms of content validity.
The judges only found the items SN (1 and 2) to adequately represent the domain
'subjective norm towards the change'.

For cluster 5, representing the behaviour control scale 'knowledge and experience
of the manager', the content validity was found to be sufficient. Agreement was
reached for the items CTR-s (1) and CTR-s (5, 6 and 8) and CTR-p (3). From
their representativeness score it can be concluded that these items adequately
represent the domain 'knowledge and experience of the manager'. Insufficient
agreement was reached for the items CTR-s (7) and CTR-p (1). With respect to
cluster 6, representing the second behaviour control scale 'information and
uncertainty about the change', the content validity was also found to be sufficient.
Agreement was reached for the items CTR-s (2) and CTR-e(1,3,4,9,11, 12). In
addition, the representativeness scores of these items were high, ranging from a
minimum of 2.5 to a maximum of 2.88. The results show that, according to the
judges, these items adequately represent the domain 'information and uncertainty
about the change'. No agreement was reached for the items CTR-s (3 and 4) and
CTR-¢ (2 and 8) and so no representativeness score were calculated.

Cluster 7, representing the third behaviour control domain 'perceived complexity
of the change', comes to the fore as the strongest cluster in terms of content

validity. For all items, except CTR-c¢ (1), agreement was reached as to their
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representativeness for the domain 'perceived complexity of the change'.
Representativeness scores varied from a minimum of 2.18 to a maximum of 2.83.
For the last cluster (8), representing the intention domain 'willingness to change',
content validity was also found to be sufficient. The judges reached agreement
for the items W (1 to 3) and assigned high representativeness scores. No
agreement was reached for item W (4). Because its stability score did not exceed
0.70 no representativeness score was calculated for this item.

The conclusion as to the content validity of the DINAMO is that despite the fairly
strict cut-off limit of .70 judges reached agreement for most of the items. Two
domains were sampled improperly according to the judges. These were the
domains 'value of the change for the organization' and 'subjective norm towards
the change'. With regard to the stable items in the remaining attitude and
perceived behaviour control clusters, it can be concluded that they adequately
represent domains relevant to a middle manager's willingness to contribute to the
implementation of change. In sum, it appears that in terms of content validity,
Ajzen's model was operationalized adequately for the measurement of the
willingness to change among middle managers.

5.2 Construct validity of the DINAMO

This section primarily focuses on the convergent validity of the DINAMO. The
relations between managers' scores on the DINAMO and three personality traits
(rigidity, anxiety about failure and originality), and two measures from work
psychology (job satisfaction and organizational commitment) will be discussed.
The personality traits of rigidity, fear of failure and originality were chosen
because these traits have frequently been shown to affect risk-taking or avoidance

"behaviour in situations characterized by high uncertainty. The measures of job
satisfaction and organizational commitment were chosen because their relation
with work motivation has frequently been investigated. Since this thesis perceives
the willingness to change as a special kind of work motivation (see also section
2.4), these variables are likely to affect managers' intentions and perceptions of
control related to organizational change.
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Willingness to change and rigidity

For the measurement of rigidity, 5 items were adopted from the rigidity-
flexibility dimension of the Nederlandse Persoonlijkheids Vragenlijst (Dutch
Personality Questionnaire) developed by Luteijn, Starren, and van Dijk (1985).
Those items were selected which showed the highest factor loadings on the
rigidity-flexibility dimension. Rigidity is defined by Luteijn et al (1985) as the
degree to which a person wants events to take place according to prefixed rules
and principles. Because rigidity is often seen as an inhibitor of the acceptance of
anything new, rigidity was hypothesized to correlate negatively with a manager's
willingness to put effort into the goals of a change process.

In cases 1, 2, 5 and 9 (N=143) managers were asked to fill out the DINAMO,
supplemented with items from the Nederlandse Persoonlijkheids Vragenlijst. The
reliability of the rigidity measure was found to be .67. As can be seen from Table
13, rigidity correlates significantly with managers' affective response to change
(Att-a), the perceived distal subjective norm (SN-d), information and uncertainty
about the change (CTR-¢), and willingness to change (W). All correlations are in
the expected negative direction. The strongest correlation is found between
rigidity and the willingness to change (r=-.26).

Although the correlations are weak, the data provide some evidence for the
notion that managers scoring high on the rigidity measure hold a more negative
affective orientation to change and are less inclined to perceive top management's
attitudes as in favour of change. Subsequently, it appears that managers scoring
high on the rigidity measure need more information and feel less secure about
ongoing developments and are less willing to put effort into the goals of a change
process.

Willingness to change and the fear of failure

For the measurement of fear of failure, 5 items were adopted from the fear-of-
failure dimension of the Dutch Prestatie Motivatie Test developed by Hermans
(1976). Those items were adopted which showed the highest factor loadings on
the fear-of-failure dimension. The fear of failure is defined by Hermans (1976;
p.5) as fear that leads to dysfunctional behaviour in situations characterized by
high uncertainty and novelty. Most change processes fulfil these conditions. In
this study, the fear of failure was expected to correlate negatively with a
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manager's willingness to put effort into the goals of a change process.

In cases 1, 2, 5 and 9 (N=143) managers were asked to fill out the DINAMO,
supplemented with items from the Dutch PMT. The reliability of the fear-of-
failure measure was found to be .60. As can be seen from Table 13, fear of failure
correlates significantly with expected outcomes of the change for the manager's
work (Att-w), managers' affective response to change (Att-a), the perceived
proximal subjective norm (SN-p), information and uncertainty about the change
(Ctr-e) and managers' willingness to change (W). Again, the correlations are
weak but in the expected direction, and again, the strongest negative correlation
is found between fear of failure and willingness to change (r=-.27).

The data provide some evidence for the notion that managers scoring high on the
fear-of-failure dimension expect more negative outcomes of change for their
work and are less inclined to perceive colleagues' attitudes as being in favour of
change than colleagues scoring low on this measure. Furthermore, the data
support the notion that managers scoring high on the fear-of-failure measure need
more information and feel less secure about ongoing changes than do colleagues
scoring low on this measure. Finally, it appears that managers scoring high on the
fear-of-failure measure are less willing to put effort into a change process.

Willingness to change and originality

Originality is defined by Kirton (1987) as the degree to which a person brings
forth innovative ideas. Next to 'style of efficiency' and 'rule/group conformity’,
originality is one of the three dimensions of the Kirton Adaption Innovation
Inventory. Kirton's inventory gives an indication of the degree to which a person
prefers an adaptive or innovative problem-solving style. For the measurement of
originality, 5 items with the highest factor loadings on the originality dimension
were adopted from the KAL Tt was hypothesized that originality correlates
positively with managers' willingness to put effort into the goals of a change
process.

In cases 1, 2, 5 and 9 (N=143) managers were asked to fill out the DINAMO,
supplemented by items from the KAIL The reliability of the measure of originality
was set at .77. As can be seen from Table 13, originality correlates significantly
with managers' affective response to change (Att-a), information and uncertainty
about the change (Ctr-¢), self-control (Ctr-s) and willingness to change (W). All
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correlations are in the expected direction. The strongest correlation is found
between originality and information and uncertainty (r=.20).

The data provide some support for the notion that managers scoring high on
Kirton's originality measure (Kirton, 1989) hold a more positive affective
orientation to change and feel more secure with ongoing change processes.
Furthermore, some evidence is found that originality is positively related to self-
control measured with the DINAMO. Finally, managers scoring high on
originality seem to be more willing to change than managers scoring low on
originality.

Table 13. Correlations between scores on the DINAMO and rigidity, fear of
failure, and originality

Construct o Att-w  Att-a  Att-o Sn-p Snd Ctre Cirs Ctrc W

Rigidity 67 ns -15* ns n.s -24*%  -19%* ngs n.s -26%%*
Fear of failure .60  -20%* -20%* ns -22%* ns -20%* ns ns = 2THAE
Originality .77 n.s. 16%*  ns n.s n.s 20%*  15*% ns J8x*

*p<.05 **p<.01 ***p<.001 n.s. =non-significant

Willingness to change and job satisfaction

Evidence linking satisfaction with employee intentions (i.e. turnover intentions,
absenteeism intentions, performance intentions) and behaviour is mixed (Locke,
1976, Mowday, Porter & Steers, 1982). The fact that satisfaction has been
examined as an antecedent measure explaining worker intentions as well as an
outcome measure following performance makes the results even more difficult to
explain. For instance, goal theory (Locke & Latham, 1990a) and social-cognitive
theory (Locke, 1991) both view goal success as leading to self-satisfaction,
whereas in a study by Shore, Newton & Thornton III (1990) job satisfaction is
viewed as an antecedent measure preceding the intentions of employees to
perform well on the job.

As was stated in section 2.4, in this study willingness to change is considered a

special case of work motivation. In accordance with Shore, Newton and
Thornton's study (Shore et al. 1990) this view depicts job satisfaction as an
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antecedent measure preceding employee intentions rather than as an outcome
measure which follows performance. This thread of research was also followed in
the study by Metselaar et al. (1996) cited earlier in which job satisfaction was
linked to employee intentions to change and improve their work. In this study a
negative relation was found between job satisfaction and the performance
intention. This finding was in contrast with the results of the study of Shore et al.
(1990). They predicted and found a positive relation between job satisfaction and
employee intentions to perform well on the job.

The above studies support the notion that evidence linking satisfaction with
employee intentions is mixed. Two explanations can be advanced to explain the
divergent findings on this relation. Firstly, it can be argued that different
behavioural intentions are being focused on in these studies; that is to say,
ntentions to perform well on the job are different from tumover intentions, and
intentions to be absent are different from employees' intentions to change aspects
of their work. In this case the differences between the employee intentions cause
divergence in findings. However, this explanation is only valid in so far as it
concerns divergent findings with respect to different types of intentions. This
explanation does not hold for divergent findings within studies on only one type
of performance intention. For instance, some literature supports the notion that
job attitudes and job performance are positively related (Shore et. al, 1990; Petty,
McGee & Cavender, 1984) whereas others suggest that the relation is negative or
nonexistent (Metselaar et. al, 1996; Iaffaldano & Muchinsky, 1985; Locke,
1976).

From a linear relations perspective, the above findings are inconsistent because a
regression line representing a linear relationship between two variables is either
descending or ascending for every value of the independent variable. However, in
case of a nonlinear relation between two variables, the slope of the line depends
on the position of the independent variable on the X-axis. The line can be either
ascending (on one side of the parabola), descending (on the other side of the
parabola) or horizontal (at the centre of the parabola). A nonlinear parabolic
relation helps explain both significant and insignificant relations as well as
negative and positive relations between two variables, in our case job attitudes
and performance intentions.
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From a linear relations perspective regression analysis of a symmetric parabola
would result in non-significant findings. This can be explained by the fact that in
a symmetric parabola the positive and negative regression coefficients for the
ascending and descending part of the parabola outweigh each other. However,
from a non-linear relations perspective regression analyses result in a significant
regression weight for the squared value of the independent variable. The
dependent variable can be computed by using the formula

y=a+cx
Equation 5.2.1

where y stands for the dependent variable, x stands for the independent variable,

a stands for the constant in the equation and ¢ stands for the nonlinear regression
coefficient.

The above equation is only valid for the situation in which the relation between
two variables is represented by a symmetric parabola. In the case of an
asymmetric parabola with a skewed distribution of the independent variable, a
linear regression part must be added to the above equation. In this case the
dependent variable can be computed by using the formula

y=a+bx+cx?
Equation 5.2.2

where y stands for the dependent variable, x stands for the independent variable,
a stands for the constant in the equation, b stands for the linear regression
coefficient and c stands for the nonlinear regression coefficient.

To test the relation between job satisfaction and willingness to change,
respondents in cases 15 and 16 were asked to fill out the SAT-G, a questionnaire
developed by Taylor & Bowers (1972) and translated into Dutch by Koopman
(1980). The questionnaire measures, on a five-point Likert scale, a worker's
satisfaction with respect to the organization, their immediate superior, the work
itself, its rewards, the career course, colleagues, and future perspectives. ‘
Willingness to change was measured with the W-scale of the DINAMO. Table 14
present the summarized statistics for this sample (N=101) for the dependent
variable (y = willingness to change) and independent variables (x = work
satisfaction, x*= squared value of the work satisfaction measure).
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The correlations between the dependent and independent variables are presented
in Table 15.

Table 14. Summarized statistics for work satisfaction (x), the squared value of the
work satisfaction measure (x°) and willingness to change (y)

mean s.d. o

L. X 37 7 .87
2. x? 139 51 ne
3. y 4.3 58 .81
n.c = not computed

Table 14 shows that both the dependent and independent variable have a highly
skewed distribution. The mean scores on a five-point scale for these variables
were high and standard deviations were small, limiting the amount of common
variance. Although this might severely affect the results of the regression analysis
that follow, we decided to continue the analyses.

Table 15. Correlations between work satisfaction (x), the squared value of the
work satisfaction measure (x*) and willingness to change (y)

1 2 3
1. X 1 - -
2. x2 - 1 -
3. y 27 28 1
*p<.05

To test the relation between the dependent variable and the independent
variables, x and x? were entered in the regression equation explaining y. The
results of this analysis are presented in Table 16.
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Table 16. Results of the regression analysis of work satisfaction (x) and the
squared value of the work satisfaction measure (x*) on willingness to change (v)

Multiple R 28

R square .08

Standard Error .56

Variables

the equation B Beta T p
X =22 -27  -31 75
x? .06 .55 .63 .53
Constant 4.24 33 .00

As can be concluded from Table 16, none of the independent variables showed a
significant relationship with the independent variable willingness to change. This
finding is inconsistent with the study by Shore, Newton and Thornton (1994)
cited earlier in which a positive relation was found between job satisfaction and
employee intentions to perform well on the job. Furthermore, no support was
found for the notion that the relation between job satisfaction and the willingness
to change can be explained by nonlinear regression analyses. Because the skewed
distribution of the variables might indeed have limited the amount of shared
variance, the findings will not be further commented upon. More research is
needed to examine the links between the willingness to change and job satisfac-
tion.

Willingness to change and organizational commitment

To further explore the construct validity of the willingness to change, the relation
was investigated between this variable and organizational commitment. In the
definition of organizational change as presented in section 1.4 the emphasis is on
implementing change to improve organizational efficiency and effectiveness.
According to Meyer and Allen (1991), employees' willingness to contribute to
organizational effectiveness will be influenced by'the commitment they
experience towards their organization. Thus, it was hypothesized that a positive
relation exists between the willingness to change and organizational commitment.
Following the nonlinear perspective presented above, a test for quadratic relations
between the dependent and independent variable was included in the regression
analysis.
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Focal attention in this study was on the affective component of Meyer and Allen's
model of organizational commitment. Following Meyer and Allen's three-
component framework, affective commitment refers to the employee's emotional
attachment to, identification with, and involvement in the organization (Meyer &
Allen, 1991, p. 67). Besides the affective component, they distinguish two other
types of commitment; continuance commitment and normative commitment.
Continuance commitment refers to an awareness of the costs associated with
leaving the organization. Normative commitment reflects a feeling of obligation
to continue employment (Meyer & Allen, 1991, p. 67). In this study the focus
was on affective commitment because this form, like the willingness to change, is
most closely related to personal characteristics, work experience and job-related
characteristics (Meyer & Allen, 1991).

To test the relation between affective organizational commitment and the
willingness to change, respondents in cases 15 and 16 were asked to fill out a
questionnaire developed by Den Hartog (1996). The questionnaire measures, on
six-point Likert scales, an employee's affective commitment to the organization.
Willingness to change was measured with the W-scale of the DINAMO. Table 17
presents the summarized statistics for this sample (N=90) for the dependent
variable (y = willingness to change) and the independent variables (x = affective
commitment, x?= squared value of the affective commitment measure). The
correlations between the dependent and independent variables are presented in
Table 18.

Table 17. Summarized statistics for affective commitment (x), the squared value
of the affective commitment measure (x°) and willingness to change (y)

mean s.d. o

L. X 43 .8 75

2. x? 188 69 nc

3. y 43 53 81 h
n.c = not computed
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Table 18. Correlations between affective commitment (x), the squared value of
the affective commitment measure (x°) and willingness to change ()

1 2 3
1. X 1 - -
2. x2 - 1 -
3. y 20% 32 ]

*p<.01

To test the relation between the dependent variable and the independent
variables, x and x> were entered in the regression equation explaining y. The
results of this analysis are presented in Table 19.

Table 19. Results of the regression analysis of affective commitment (x) and the
squared value of the affective commitment measure (x°) on willingness to change

7

Multiple R 40

R square .16

Standard Error .49

Variables

in the equation B Beta T P
X -154 -24 248 01
x? .20 265 280 .00
Constant 7.0 542 .00

It can be concluded from Table 19 that both the linear and nonlinear parts of the
regression equation were significantly related to the dependent variable. Figure 3
presents the linear and nonlinear regression lines for the relation between the
willingness to change and organizational commitment.
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to change

T T T T T T 1T 1 Commitment

Figure 3. Linear and nonlinear regression lines for the relation between
affective organizational commitment and willingness to change

The significant linear regression coefficient supports the hypothesis stated at the
beginning of this section, that the willingness to change is positively related to
affective organizational commitment. However, the significant nonlinear
regression coefficient, represented by the quadratic regression line, provides
support for the notion that a nonlinear analysis might deepen insight into this
relationship. The quadratic line shows that maximal values for willingness to
change are to be expected at high values of affective organizational commitment.
For low values of affective organizational commitment it is expected that wil-
lingness to change is lower but not as low as for average values of organizational
commitment. In terms of managers' willingness to contribute to organizational
effectiveness, the results suggest that managers with a positive affective
orientation towards the organization are willing to put effort into the goals of
change processes. Managers with a negative affective orientation are expected to
invest less time and effort than the former group into organizational
effectiveness. Finally, managers with a neutral affective orientation toward the
organization are expected to invest least time and effort.
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Willingness to change is, of course, only one type of performance intention and
for this reason the results are difficult to generalize to other kinds of attitude-
performance studies. However, the above findings suggest that research on
attitude-performance links would indeed benefit from the nonlinear perspective.
Findings in this area of research that were previously labelled inconsistent or
mixed might be reviewed and integrated to allow for a more meaningful
explanation. Finally, from the nonlinearperspective more evidence could be
provided to support the notion that less is not always worse and more is not
always better.

5.3 Concurrent validity of the DINAMO
Introduction

To examine concurrent validity requires us to judge whether the results of a test
correspond with criterium scores that are collected at the same time (Drenth,
1988, p. 241). In a study by Kloek (1996, case 11) the concurrent validity of the
DINAMO was investigated. In this study, middle managers' willingness to
change (i.e. to reduce their budget) was related to the reductions achieved in their
departmental expenditures. The study took place in a hospital setting. At the time
of the investigation, the hospital's top management had initiated a major
retrenchment operation. The development and implementation of economy
measures was in the hands of 61 managers divided over 23 departments.

From the beginning of the change process, little support was found among the
hospital managers for the retrenchment operation. The main argument was that
the hospital was in sound financial condition and that cutbacks would reduce the
quality of the service of the hospital. These discussions led to discord between
the 23 departments (Ny= 23). About half of the hospital managers were
convinced of the value of the retrenchment process, while the other half was
unconvinced and did not want to participate. As a result of this dissent, top

- management decided to follow a twofold strategy. The managers of the latter
group of departments (group 1; N = 13) were forced to contribute to the
entrenchment operation. This group was supported by external consultants who
helped them formulate and implement proposals. The managers of the former
group of departments (group 2; Ny= 10) were given time to work independently
on proposals to achieve reductions in expenditures.
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Method and measures

The DINAMO was distributed amongst the 61 hospital managers through
company mail. The questionnaires were returned directly to the investigator.
Those who did not respond to the first call to fill out the DINAMO received a
second letter which stressed the importance of a high response rate for the
success of the investigation. This resulted in a response percentage of 95% (N, =
58). Participation was voluntary for all managers and the confidentiality of
responses was assured. The achieved reduction in expenditures was measured in
terms of full time equivalents (FTEs) and was calculated as the relative
economization in FTEs compared to the total number of FTEs in the department.
This information was provided by the top management. For example, a
department with 8 FTEs which achieved an economization of 1 FTE achieved a
reduction in expenditure of 12,5%. This criterion measure was calculated for
every department and related to an aggregate measure of willingness to change at
departmental level. This aggregate measure was based on the average DINAMO-
scores for the managers in the 23 departments. Stepwise regression analyses were
carried out to explain the criterion measure using the average scores of the
managers on the DINAMO scale.

Results

Table 20 presents the average scores and standard deviations for group 1 (N;=
13) and group 2 (Ng= 10). As can be read from this table, the managers of the
departments in group 2 scored higher on all DINAMO scales than did the
managers of the departments in group 1. For the scales ATT-w (expected
consequences of the change for the work), ATT-a (managers' affective response
to change), ATT-o (value of the change for the organization), and W (willingness
to change) the differences were significant at p<.05. The results show that the
managers who worked independently from the hospital top management were
more willing to invest time and effort into the change process than were the
managers who were forced to contribute to the economizations. The two groups
did not differ significantly on the criterion measure.
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Table 20. Average scores on the scales of the DINAMO and standard deviations

(s.d.) for group I and 2

Group 1 Group 2

X s.d. X s.d.
1. ATT-w* 28 .6 3.2 3
2. ATT-a* 25 .5 35 i
3. ATT-0* 20 6 2.6 4
4. SN-p 34 4 39 7
5. SN-d 26 .8 32 .6
6. CTR-s 29 8 3.3 .6
7.CTR-¢ 31 7 3.2 3
8. CTR-c 219 24 5
9. W* 29 8 3.6 6
10. FTE 26% 24%
*p<.05

Stepwise regression of the independent variables (1 to 8) on the dependent
variables willingness to change (9) and FTE (10) did not reveal any significant
relations for the total group. For this reason, further analyses were performed

separately on the data sets from group 1 and 2. Figure 4 presents the results of the
stepwise regression analyses for group 1.

B=.61%*

Willingness

CTR-s
Self
control

>

to change

Figure 4. Results of the stepwise regression analyses for group 1
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Figure 4 shows that, for group 1, a significant relation existed between ATT-w
and W (B = .61, p<.01), explaining 35% of variance in the dependent variable
(r*= .35). No relation existed between the managers' willingness to change (W)
and the achieved reductions in expenditures at departmental level (FTE). A
negative relation was found between the measure of self-control (CTR-s) and the
criterion measure FTE (B = -.81, p<.001), explaining 66% of variance in the
dependent variable (r*=.66).

Figure 5 presents the results of the stepwise regression analyses for group 2. The
figure shows that a significant relation existed between ATT-a (managers'
affective response to change) and W (B = .90, p<.001), explaining 81% of
variance in the dependent variable (r?= .81). For the regression equation explain-
ing FTE two relations were found to be significant. These were the relations
between W and FTE (P = .71, p<.001) and CTR-¢ (information and certainty) and
FTE (§ = .42, p<.01), explaining 86% of variance in the dependent measure (¥ =
.86).

ATT-a w
, = Q0+ = T**
managers B=.90 P | willingness —-—————-"7 1
:::;il:;: to change

CTR-2
External
control

Figure 5. Results of the stepwise regression analyses for group 2.
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Discussion

This study aimed to provide some evidence for the concurrent validity of the
DINAMO. To test its concurrent validity, managers' scores on the DINAMO
were compared to achieved reductions in expenditures at departmental level. The
data of the managers who were forced to contribute to the change process shows
no significant relation between the willingness to change and achieved
reductions. This finding is not surprising, given the fact that the cutbacks in this
group of departments (group 1) were primarily the result of outside pressure from
top management and external consultants. This notion is supported by the
negative relation that was found between the managers' self-control and the
realized reductions. The more self-control the managers had, the fewer reductions
in expenditures were achieved. For the managers in this group, the expected
consequences of the entrenchment process for the work determined their
willingness to change to quite some extent.

For the managers who worked on the implementation of proposals independently
from top management, their affective response to change was found to be the
main determinant of the willingness to change. In addition, whereas in group 1 no
significant relation was found between willingness to change and actual
reductions in expenditures, this relation was found to be highly significant for
group 2. A strong relation was also found between the amount of information and
certainty surrounding the change and reductions achieved. In contrast to the
results of group 1, no significant relation was found between the managers' self-
control and the achieved reductions in expenditures.

In sum, the significant relation in group 2 between managers' willingness to
change and actual economies supported the concurrent validity of the DINAMO
in situations characterized by high volitional control, that is, if managers involved
in change processes can decide freely whether to contribute or not. Logically, the
DINAMO does not predict actual behaviour when volitional control is low, that
is, if managers involved in change processes cannot decide freely whether to
contribute or not. However, in this case the DINAMO can still give a reliable
estimate of managers' willingness to change. Only in cases where the situation is
characterized by high volitional control can the DINAMO be used to explain
change-related behaviour.
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Manager behaviour in changing work settings;

an empirical model
Summary

In this chapter the theoretical model of manager behaviour
presented in section 3.4 will be tested. Hypothesizing that
managers' willingness to change can be understood as a
behavioural intention to support or enhance organizational
change, Ajzen's model of planned behaviour (Ajzen &
Madden, 1986) was used to test the relations between
managers' change-related behaviour, their willingness to
change and the three central elements of Ajzen's model:
attitude, subjective norm and perceived behaviour control.
Structural equation analysis using LISREL resulted in an
empirical path mode! of manager behaviour in changing work
settings, explaining 60% of the variance of middle managers'
willingness to change and 30% of the variance in their
change-related behaviour.
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6.1 Introducing the model

In Chapter 1 an overview was presented of research and theory on organizational
change. It set out to evaluate how the study at hand can further the understanding
of the psychological factors that impede or support ongoing change processes.
Organizational change was defined in section 1.3 as 'a planned modification of an
organization's structure or work and administrative processes, initiated by the
organization's top management, aimed at improving the organization's
functioning'. It was explained how this definition arises from several conceptual
issues related to the study of innovation and change. A process analysis of change
showed that employees, middle managers and top-management play distinct roles
in a change process. Whereas top management may identify the need for change,
it was shown that the execution of change projects is in the hands of managers
lower in the organizational hierarchy. It was argued that the role of this group is
particularly interesting because its members are confronted with the wishes and
demands of top management as well as the consequences of the change for their
employees. It was concluded that the current sfudy would focus on antecedents of
middle managers' resistance to planned change processes.

In Chapter 2 the literature on resistance was studied in greater detail. It was
argued that in order to understand the dynamics of resistance, theories should be
refuted that depict resistance as an irrational, to-be-expected element of change
processes, while theories should be invited which shed light on its rational
character. Starting from some influential readings on resistance to change it was
stated that a shift of focus was needed: away from the antecedents of resistance
and towards the antecedents of the willingness to change. It was also argued that
employees might benefit from a more constructive approach in which they are
not so much seen as barriers to change but rather as resources that support change
if certain conditions are fulfilled. The final section of Chapter 2 concluded with a
rational empirical approach to the assessment of the willingness to change. In this
section, Ajzen's model of planned behaviour was put forward as a useful
framework for the construction of a reliable and valid measure of the willingness
to change. Following Ajzen's theory of planned behaviour, the willingness to
change was defined in section 2.4 as 'a positive behavioural intention toward the
implementation of modifications in the organization's structure or work and
administrative processes, resulting in efforts from the employee's side to support
or enhance the change process.'
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In order to understand how a middie manager's willingness to change is formed,
in Chapter 3 the middle manager's role in a change process was analyzed. Models
and insights from management theory and work and social psychology were
adopted to describe the middle manager's position, how the middle manager
communicates change, and why resistance from the middle manager's side might
occur. It was argued in the first chapter that besides the 'strategy' or 'tactics’ the
manager applies, the manager's motivation, skills and attitudes toward change
essentially determine actions and ultimately, the success or failure of the
implementation of change processes. Following Ajzen's model, Chapter 3
showed how three variables relate to middle managers' intention to put effort into
change processes: the expected outcomes of the change for the manager's work,
the group norms toward the change, and the manager's control over the unfolding
events. At the end of Chapter 3 the five central elements of Ajzen's model
(attitude, intention, subjective norm, perceived behaviour control, and behaviour)
were worked out in greater detail, resulting in a theoretical model for the
explanation of a middle manager's willingness to change. In this chapter, this
model is tested using data gathered with the DINAMO over the past years.

Whereas many authors (e.g. Coch & French, 1948; Lewin, 1951; Lawrence,
1969; Kotter & Schlesinger, 1976; Zaltman & Duncan, 1977; Olthof, 1985;
Goldstein, 1988; West & Anderson, 1992) have dealt with change and the
consequences of change for the employee, the model used in this study aims to
capture the antecedents of manager behaviour in changing work settings. Such a
model could be helpful in explaining and predicting manager behaviour in
organizations involved in major change processes. In addition, such a model
could serve a useful management guide to supporting managers' willingness to
change and change-related behaviour. The model guiding this study is Ajzen's
model of planned behaviour (Ajzen & Madden, 1986), a widely accepted model
for explaining and predicting social behaviour. Drawing on Ajzen's model, it is
posited that managers' willingness to change can be understood as a behavioural
intention to support or enhance organizational change.

Figure 6 presents the theoretical model of manager behaviour in changing work
settings as presented in section 3.4 of this thesis. Before testing and exploring the
model in greater detail, the 11 hypothesesis presented in section 3.4, will be
repeated for the sake of clarity.
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Figure 6. A theoretical model of manager behaviour in changing work settings

The relations between the variables in the above model are inferred from Ajzen's
model of planned behaviour. Subsequently, the following hypotheses were
derived from the underlying theory:

H1: The degree to which middle managers expect positive outcomes for their
work as a result of organizational change is positively related to their
willingness to contribute to the implementation of change.

H2: The degree to which middle managers expect positive outcomes for their
organization as a result of organizational change is positively related to
their willingness to contribute to the implementation of change.

H3: The more managers hold a positive affective orientation towards an

organizational change, the more are they willing to contribute to the
implementation of the change.
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H4: The more managers perceive the subjective norm as in favour of a change
process, the greater will be their willingness to contribute to the
implementation of the change.

H5:  The more experience and knowledge of the control of change processes
middle managers have at their disposal, the greater will be their
willingness to contribute to the implementation of the change.

H6: The more resources to control a change process (time, money,
information) middle managers have at their disposal, the greater will be
their willingness to contribute to the implementation of the change.

H7: The more middle managers perceive the process rate as adequate, the
greater will be their willingness to contribute to the implementation of the
change.

H8: The more middle managers perceive a change as complex, the lower will
be their willingness to contribute to the implementation of the change.

H9:  The more control over a change process middle managers experience, the
more will they actively support the implementation of the change process.

H10: The greater middle managers' willingness to change, the more will they
actively support the change process.

H11: Positive relations exist between middle managers attitudes towards

organizational change, the perceived subjective norm and their perceived
behaviour control.

Hypotheses 1,2 and 3 concern the relation between attitude and the willingness to
change. Hypothesis 4 brings into focus the relation between subjective norm and
the willingness to change. Hypotheses 5, 6, 7 and 8 concern the relation between
perceived behaviour control and the willingness to change. Hypothesis 9
concerns the relation between perceived behaviour control and behaviour.
Hypothesis 10 brings into focus the relation between the willingness to change
and change-related behaviour. Finally, hypothesis 11 goes into the relation
between the three main variables in Ajzen's model: attitude, subjective norm and
perceived behaviour control.
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6.2 Methods for testing the model
Respondents and procedures

The respondents were middle managers from the organizations described in cases
1 till 9 and 11 and 14 (n=380). During the administration of the DINAMO all
organizations were involved in major change processes, including mergers,
restructuring processes and efficiency operations. The DINAMO was completed
during working hours, or (as in case 3) handed out at management team meetings.
After completion of the DINAMO, questionnaires were sent by company mail to
the consultant or manager in charge of the change process. In cases 1, 2, 5, and 9
questionnaires were returned directly to the researcher. Based on the responses a
report was generated for every organization about middle managers's willingness
to change. This report was presented to the respondents either by the consultant
or the manager. Because the researchers wanted to guarantee 100% anonymity,
no additional information about sex, age or job tenure was gathered. Participation
was voluntary for all managers and the confidentiality of responses was assured.
Completion of the DINAMO took about 20 minutes.

Measures*

Attitude measures

Consequences of the organizational change for the middle manager's work was
measured with the ATT-w scale from the DINAMO. Responses were made on a
five-point Likert scale ranging from 'very negative' to 'very positive'. The
reliability of this scale was set at .86. The managers' affective response to change
was assessed with the 4T7-a scale on which the managers were asked to indicate
their feelings toward the change. Responses were made on a five-point Likert-
type scale. Cronbach's alpha on this scale was .82. The perceived value of the
change for the organization was measured with the 4AT7T-o scale. The reliability of
this part of the questionnaire was set at .66.

Subjective norm measures

Perceived proximal subjective norm was measured with the SN-p scale.
Responses were made on a five-point Likert type scale ranging from 'very
negative' to 'very positive'. Cronbach's alpha for this sample was .62. Distal

2 All measures were adopted from the final version of the DINAMO as presented in section 4.4
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subject norm was measured with the SN-d scale. The reliability for this scale was
set at .72.

Behaviour control measures

Managers' self-control was measured using the CTR-s scale from the DINAMO.
Respondents were asked to indicate whether listed self-control factors hindered
or supported their contribution to the change process. Responses were made on
five-point Likert scales. Cronbach's alpha for this sample was set at .71.
Information and uncertainty about the change was measured with the CTR-e
scale. The reliability of this part of the questionnaire was set at .83. Perceived
complexity of the change was measured with the CTR-c scale. Managers were
asked to indicate to what degree central elements of organizational functioning
would alter as a result of the change. Responses were made on a five-point
Likert-type scale ranging from 'great change' to 'no change'. The reliability of this
part of the questionnaire was set at .87. The managers' contentment with and
control over the rate at which the change process develops was not measured. As
a result of the factor analyses presented in section 4.4 the CTR-p scale was
excluded from further analysis.

Willingness to change measure
The middle managers' willingness to change was measured with the # scale of
the DINAMO. For this sample the reliability of this measure was set at .84.

Behaviour measure

The middle managers' change-related behaviour was measured with the B scale
of the DINAMO. The B scale consist of 8 behaviour categories ranging from
'colleagues actively support the change' to 'colleagues call in sick as a result of
the change'. Unlike the above measures, the B scale is a peer-rating scale on
which middle managers were asked to indicate how their colleagues behave with
regard to the change process. If a behaviour category was marked as 'applies' a
score of 1 was assigned to the category. Behaviour categories that were marked
as 'does not apply' were assigned a score of 0. In addition, the following values
were assigned to the behaviour categories b1 to b8:
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bl.  Colleagues are putting in a lot of energy to ensure the change's successful
implementation (4)

b2.  Colleagues support the change (3)

b3.  Colleagues feel involved but need more information (2)

b4.  Colleagues do not talk about the change (1)

b5.  Colleagues follow a 'wait and see' policy (1)

b6.  Colleagues talk negatively about the change in private (-2)

b7.  Colleagues talk negatively about the change during meetings (-3)

b8.  Colleagues call in sick (-4)

Subsequently, a measure of manager behaviour was computed using the statistics:

Behaviour = (b1*4)+(b2*3)+(b3*2)+(b4*1)-(b5*1)-(b6*2)-(b7*3)-(b8*4)
Equation 6.2.1

Assessment of common method variance

The subjective measures used in this study were gathered from the same source in
the same questionnaire, which introduced the question of common method
variance as a potential explanation for the findings. Harman's one-factor test
(Schriesheim, 1979) was used to empirically address this issue. If common
method variance were a serious problem in the study, we would expect a single
factor to emerge from a factor analysis or one general factor to account for most
of the covariance in the independent and dependent measures (Scott & Bruce,
1994, p. 592). We performed a principal components factor analysis of the items
from the DINAMO extracting 9 factors, with one factor accounting for only 21%
of the total variance. No general factor was apparent in the rotated factor
structure. The results of this test offer some indication that common method
variance was not a problem in this study.

6.3 Results

Table 21 presents the summary statistics and Pearson correlations among the
constructs. The bivariate relationships indicate that W (willingness to change),
ATT-w (consequences of the change for the work), ATT-a (managers' affective
response to change), ATT-o (value of the change for the organization), SN-p
(perceived proximal subjective norm), CTR-s (self-control) and CTR-e

102



(information and uncertainty) are significantly related to change-related
behaviour. No significant relations exist between change-related behaviour and
SN-d (perceived distal subjective norm) and CTR-c (perceived complexity of the
change) respectively. Positive relations exist between the attitude, subjective
norm and perceived behaviour control measures. The study variables most
strongly related to manager's willingness to change are ATT-a (r = .66, p<.001),
Att-w (1=.58, p<.001) and Ctr-s (r = .60, p<.001).

Table 21. Correlations and Descriptive Statistics,a,b

Variables Mean s.d. 1 2 3 4 5 6 7 8 9 10

1 B .80 40 - J2¥¥ 3REE 3EEE 4Rk 4R%* 09 30**  20%*F .11
2 W 39 .83 - SB*E66%* 31FE 43% 02 60%*  32%*  40**
3 Attw 3.5 .60 - B9F* AS¥E STH* 12 41F* 35%%F 30
4 Atft-a 3.7 78 - AT¥E - 55%F 06 48%F  35F* 33k
5 Atto 2.8 .70 - S4¥E 14%  30%F 23¥* 14+
6 Snp 32 .65 - A2 33%% 0 33%x 0%
7 Sn-d 3.8 .85 - .10 .08 16*
8 Ctr-s 33 .62 - J9%* 26%*
9 Ctre 28 75 - .09
10 Ctr-c 33 .85 -
*N=380 bFp<01  F*<001

Strategies for assessing the hypothesized model

The hypothesized model was evaluated by LISREL (Joreskog & Sérbom, 1986)
in two steps. First, LISREL was used to obtain an overall fit measure for the
hypothesized model. The exogeneous variables were allowed to covary in the
estimation of the hypothesized model; that is, we assumed that relationships
existed between attitude, subjective norm and perceived behaviour control. In the
second step, the hypothesized model was revised on the basis of modification
indices generated by LISREL. Paths were added or removed that contributed to a
better fit with the data. In the second step the exogeneous variables were also
allowed to covary freely.
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Testing the hypothesized model

LISREL analyses following the analytic strategy described in the first step
resulted in an adjusted goodness-of-fit index for the hypothesized model of .62,
pointing to a poor fit with the data (Chi-square = 75.05, df = 5, p = .00). The
hypothesized model accounted for 14% of the variance in change-related
behaviour and 58% of the variance in willingness to change. Additional fit
indexes also indicated a poor fit: goodness-of-fit index, .97 and root-mean-square
residual, 0.19.

LISREL analyses following the analytic strategy described in the second step
resulted in a better-fitting model. Based on modification indices generated by
LISREL, two significant paths were added to the model. These were the paths
from Att-o and Sn-p respectively to behaviour. Table 22 presents the structural
parameter estimates for this model. Figure 7 presents the final model with
nonsignificant paths removed (p<.10). For the equation predicting behaviour,
three hypothesized relations were significant. These were the paths from
willingness to change (W) to behaviour, from self-control (CTR-s) to behaviour
and from perceived complexity of the change (CTR-c) to behaviour. In addition,
the paths from perceived value of the change for the organization (ATT-o0) and
proximal subjective norm (SN-p) to behaviour were significant. These two paths
were not hypothesized but included in the model as suggested by the LISREL
analysis. For the equation explaining willingness to change, five hypothesized
relations were significant. Relations were found between willingness to change
and anticipated outcomes of the change for the work (ATT-w), the managers'
affective response to the change (ATT-a), perceived distal subjective norm (SN-
d), self-control (CTR-s) and perceived complexity of the change (CTR-c).
Strikingly, the path from perceived distal subjective norm to willingness to
change was negative.
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Table 22. Standardized Path Estimates for the empirical model of manager

behaviour

Dependent Standardized

Variables Paths Path estimates t-value p

Behaviour
W - Behaviour .09 1.49 <.10
Att-o - Behaviour 19 3.66 <.01
Sn-p ~ Behaviour 31 5.44 <.01
Ctr-s - Behaviour .08 1.34 <.10
Ctr-¢ -~ Behaviour -.07 -1.44 <10

Willingness to change
Att-w ~ Willingness to change .14 2.75 <.01
Att-a -~ Willingness to change .35 6.75 <.01
Sn-d - Willingness to change  -.07 -2.10 <01
Ctr-s - Willingness to change .35 8.63 <.01
Ctr-c -~ Willingness to change 0.15 3.90 <.01

In terms of goodness-of-fit indicators, the final model accounted for 30% of the
variance in change-related behaviour and 60% of the variance in middle

managers' willingness to change. The assessment of the goodness-of-fit for the
final model revealed a quite good fit to the data (Chi-square =2.38, df=3,p =
.50). The following values of additional fit indexes also indicated a good fit:

goodness-of-fit index, 1.00, adjusted goodness-of-fit index, .98, and root-mean-

square residual, .018.

105



Work
related
outcomes

Outcomes
for the
organization,

Affective
regponse

Distal
subjective
norm

Change-
related
behavior

Willingness
to change

= ..Q7**
8 07 ’

———
L e

g
e

Proximal
subjective
norm

Complexity
of the
change

Figure 7. An empirical model of manager behaviour in changing work settings

In summary, the results supported Hypothesis 1 in that Att-w (consequences of
the change for the manager's work) was positively related to willingness to
change. Hypothesis 2 was not supported, in that no relation was found between
ATT-o (perceived value of the change for the organization) and willingness to
change. Instead, LISREL suggested a direct path from Att-o to change-related
behaviour. The significant positive path between ATT-a (managers' affective
response to change) and willingness to change fully supported Hypothesis 3.
Hypothesis 4 was not supported, in that no path was present from SN-p (proximal
subjective norm) to willingness to change. Instead, LISREL suggested a direct
path from SN-p to change-related behaviour. Furthermore, the direction of the
path between SN-d (distal subjective norm) and willingness to change was
contrary to hypothesis.
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With regard to the behaviour control measures, the results fully supported
Hypothesis S in that CTR-s (self-control) was positively related to willingness to
change. Hypothesis 6 on the relation between CTR-e (information and
uncertainty about the change) and willingness to change was not supported.
Hypothesis 7 could not be tested because the CTR-p measure (contentment with
the process rate) was excluded prior to the LISREL analysis. The positive path
between CTR-c (perceived complexity of the change) and willingness to change
did not support Hypothesis 8. Some evidence was found that supported
Hypothesis 9, in that a significant path was present from CTR-s (self-control) to
change-related behaviour. The direction of the relation between CTR-c
(perceived complexity of the change) and change-related behaviour also
supported hypothesis 9. Although this relation turned out to be weak, a negative
path resulted from the analysis. No significant path was found between CTR-e
(information and uncertainty) and change-related behaviour. Some evidence was
found for Hypothesis 10, in that the relation between managers' willingness to
change and change-related behaviour furned out to be weak. Finally, support was
found for Hypothesis 11 in that positive relations existed between the attitude
measures and the subjective norm and behaviour control measures.

6.4 Discussion

In this study we developed and tested a model, based on Ajzen's theory of
planned behaviour, in which managerial attitudes towards change, perceived
subjective norm and perceived behaviour control were hypothesized to affect
their willingness to change and change-related behaviour. We found that
managerial attitudes towards change and managers' control over the change
process were indeed significantly related to their willingness to contribute to the
implementation of that change. The study variables most strongly related to
managers' willingness to change were ATT-a (managers' affective response to
change) and CTR-s (self-control). The study variables most strongly related to
manager behaviour were ATT-o (value of the change for the organization) and
SN-p (perceived proximal subjective norm).

LISREL analyses of the hypothesized model resulted in a modified version of
Ajzen's model in which ATT-o (perceived value of the change for the
organization) and SN-p (perceived proximal subjective norm) directly related to
manager behaviour. Furthermore, contrary to hypothesis, a negative relation was
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found between SN-d (perceived distal subjective norm) and willingness to
change. Finally, the relation between willingness to change and change-related
behaviour turned out to be weak. The study resulted in a path model of manager
behaviour in changing work settings which explained 30% of change-related
behaviour and 60% of middle managers' willingness to change.

The strong relation between ATT-a (managers' affective response to change) and
willingness to change (f = .35, p <.01) underlines the impact of feelings toward
change on behavioural intentions and change-related behaviour. Strikingly,
managers' cognitive response to change, represented by the path from ATT-w
(consequences of the change for the manager's work) to willingness to change (3
= .14, p <.01), was found to be of less importance. Although a strong correlation
was found between the variables ATT-w and ATT-a (see Table 20), affective
evaluation of the change process seems to prevail over cognitive evaluation in
determining the intentions and actions of managers involved in the change.

The highly significant parameter between CTR-s (self-control) and willingness to
change (§ = .35, p <.01) provides strong support for the notion of Ajzen (1991)
and Bandura (1982, 1991) that beliefs in abilities are good predictors of
behavioural intentions. In terms of our model of manager behaviour, the
significant parameter confirms the notion that managers who believe in their
ability to execute courses of action are more willing to change than are managers
who experience less self-control. In contrast, no significant relation was found
between CTR-e (information and uncertainty) and willingness to change. This
provides some evidence for the idea that managers' willingness to change is more
strongly influenced by their beliefs in their experience and skills than by the
availability of external control factors such as time and information.

A possible explanation for the direct path from ATT-o (value of the change for
the organization) to change-related behaviour (f = .19, p < .01) may lie in the fact
that the path between these measures actually represents an attitude-behaviour
relation at the group level. The ATT-o measure is based on an evaluation by
middle managers of how the change is perceived by colleagues (see section 4.3).
The behaviour measure is based on an evaluation of how colleagues of the middle
managers behave with respect to the change. It might be argued that the
conceptual similarity of the measures caused interdependence and thereby evoked
the direct path in the LISREL-model.
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The same line of argument might be followed with respect to the direct path from
SN-p (proximal subjective norm) to change-related behaviour (f = .31, p < .01).
Again, both measures include an evaluation of the attitudes or behaviour of
colleagues toward the change. The path between the measures thus represents a
relation at the group level and not at the level of the individual manager. This
would mean that the path from SN-p to change-related behaviour is not so much
a causal path but merely one affected by the conceptual overlap between the
measures. However, an alternative explanation might also be put forward. It
could be argued that the perception of co-employees in favour of the change
process directly evokes supportive change-related behaviour. In this case,
supportive behaviour from colleagues is followed by supportive behaviour from
others within the social unit, without an intermediary role for the willingness of
the individual manager to put effort into the change process. This explanation
builds upon the influence of peer pressure and support on behaviour, as described
in social influence and information processing models. For instance, Burkhardt
(1994) suggests that individuals develop attitudes and behaviour in part as the
result of the social information available to them. According to Salancik and
Pfeffer (1978) and Griffin (1991) social information is provided by referent
individuals (colleagues, peers) who exchange salient and credible information
about the object or situation.

The direction of two parameters was contrary to the hypothesis, and deserves
comment. Firstly, a negative path was found from SN-d (perceived distal
subjective norm) to willingness to change (p = -.07, p < .01). Although the
relation is weak, this finding is in contrast with many studies on planned change
in which the attitude of top management is seen as a crucial factor for the success
of change processes. Many authors have stressed that support from top
management is indispensable. However, the results of this study indicate that
employees can also perceive support as being pressure to conform to the ideas
and wishes of the initiators of the change. This idea parallels the tentative notion
of Goldstein (1988) who predicts that a push for change based on authority, force
or persuasiveness could easily be followed by resistance from the employees' side
and a greater incentive to increase resistance. Whereas the proximal subjective
norm was found to positively influence change-related behaviour, the distal
subjective norm appears to have the opposite effect.

The second path which showed a sign contrary to the hypothesis was the path
from CTR-c (perceived complexity of the change) to willingness to change. A
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negative relation was expected between perceived complexity and willingness to
change. Surprisingly, the results showed a positive relation. An explanation for
this finding can be found in the interpretation of the items in the CTR-c scale. For
the assessment of perceived complexity, respondents were asked to indicate the
degree to which central elements of the organization would alter as a result of the
change. Because this question can also be understood as an estimate of the
success of the change, a positive relation could have resulted between willingness
to change and our measure of complexity.

Finally, in contrast to many earlier studies based on Ajzen's mode), we found
behavioural intentions to be only weakly related to behaviour. This finding can be
explained by the fact that the current study took place in an organizational setting
in which formal rules and procedures limit the decision-making freedom of
organization members to support or impede ongoing change. This explanation is
also to be found in the works of Cozijnsen (1984, 1989, p. 14) who argues that
the more decision-making freedom employees have, the more their actions reflect
their own intentions and attitudes towards an innovation or organizational
change. Limited decision-making freedom might therefore have blurred the
relation between managers' willingness to change and change-related behaviour.
In addition, our measure of behaviour was not based on a self-assessment scale.
Instead, managers were asked to indicate how others in their organizational
position react to the change. Because the response percentages were often lower
than 100%, the group of managers completing the DINAMO did not always
match the total group of managers on which the behaviour measure was based.
This could have caused a mismatch between the willingness to change measure
(W) at the individual level and the behaviour measure (B), which was related to
the group level. In future research using the DINAMO the behaviour measure
should be given extra attention.

A cross-sectional self-report method was used to investigate relations between
the constructs. Although this method is one of the principle research methods
used in OB studies, it has three major problems (Spector, 1994, p. 390). First, the
use of the employee as the only source of data leaves out many alternative
explanations for observed correlations. Secondly, cross-sectional designs do not
allow for confident causal conclusions. Although in our study no evidence was
found for mono-method bias, even the use of structural equation analysis can not
overcome the limitations of collecting all data concurrently from the same source.
Thirdly, cross-sectional designs may inflate the magnitude of the paths found,
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introducing the danger of the overgeneralization and overinterpretation of results.

Despite the weaknesses of the applied research method, the study provided strong
support for the applicability of Ajzen's model of planned behaviour for
explaining and predicting managers' willingness to change and change-related
behaviour. Compared to 16 other studies based on Ajzen's theory, the model of
manager behaviour is especially successful in predicting managers' intentions
from the attitude, subjective norm and behaviour control measures. Ajzen (1991,
p. 189) reports multiple correlations ranging from a low of .43 to a high of .94
with an average correlation of .71. As the results of the LISREL analysis showed,
the model of manager behaviour accounted for 60% of the variance in intentions.
This equals a multiple correlation of .77 which is above the average value
reported by Ajzen (1991, p. 189). With respect to the prediction of intentions
from attitudes, Ajzen (1991, p. 190) reports an average correlation of .64, As
Table 20 shows, the highest correlation between attitude and intention in the
model was found for the relation between managers' affective orientation toward
the change (ATT-a) and their willingness to change (W). This correlation was set
at .66 and is somewhat higher than the average correlation reported by Ajzen
(1991). With regard to the prediction of intentions from perceived behaviour
control, (Ajzen, 1991. p. 190) reports an average correlation of .58. The highest
correlation between perceived behaviour control and intention in the model of
manager behaviour (see Table 20) was found for the relation between self-control
(CTR-s) and willingness to change (W). This correlation was set at .60 and is
again somewhat higher than the average correlation reported by Ajzen (1991).

With respect to the prediction of behaviour from intentions and perceived
behaviour control, the model of manager behaviour did not do as well as the
average predictive validity of Ajzen's model. With respect to the prediction of
behaviour from intentions, Ajzen (1991, p. 187) reports correlations to range
from a low of .18 to a high of .84 with an average of .45. In Table 20 a
correlation is reported between intention (W) and behaviour (B) of .32. This
correlation is lower than the average correlation reported by Ajzen (1991). With
respect to the prediction of behaviour from perceived behaviour control, Ajzen
(1991, p. 187) reports correlations ranging from .11 to .76 with an average of .39.
As Table 20 shows, the highest correlation between a behaviour control measure
and behaviour was found for the relation between self-control (CTR-s) and
behaviour (B). This correlation was set at .30 and is lower than the average
correlation reported by Ajzen (1991). However, according to Ajzen (1991), of all
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behaviours considered, the lowest correlations between intentions and behaviour
stem from behaviours which were most problematic in terms of volitional

control. As was stated earlier, manager behaviour in a work setting is
characterized by low volitional control. Following Ajzen's explanation, this might
well have caused a weak relation between intention and behaviour in the model
of manager behaviour.

From a practitioner's viewpoint, the present study contributes to an understanding
of manager behaviour in changing work settings. It explains how intentions to
contribute to organizational change are formed, and underlines the importance of
perceptions of control and peer pressure and support. The study showed that
reinforcement principles, such as the reward of satisfactory performance, are not
sufficient to bring about changes in manager behaviour in changing work
settings. Moreover, the strong relation between self-control and willingness to
change shows that strategies affecting perceptions of control are equally as
important. In terms of Kotter and Schlesinger's model for overcoming resistance
to change (Kotter and Schlesinger, 1976), the study shows that communication,
participation and facilitation (interventions focusing on control aspects) are as
important strategies for increasing willingness to change as are negotiation,
manipulation and reward (interventions focusing on attitude aspects). Examples
of the former category are: challenging misrepresentations of the change process,
involving employees' groups affected by change, and allowing participation in
decision-making. Examples of the latter category are: formal and informal
negotiations to overcome resistance, the use of position power to manipulate
compliance, and rewards for compliance.

As organizations are being confronted with change increasingly frequently, the
need for a thorough understanding of manager behaviour in changing work
setting is growing. This study has provided some first insights into the
antecedents of the willingness to change. More research is needed to link this
measure to more familiar psychological constructs in work and organizational
psychology, such as commitment, motivation and other types of job performance
and performance intentions. Only in this way can propositions about the relations
between employee attitudes, intentions and change-related behaviour be tested
empirically.
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Limitations and generalizations

Summary

This chapter will discuss the scientific value and practical
use of the DINAMO. With regard to the scientific value of
the DINAMO it will be argued that this study has offered
more leads for the investigation of change failure or success
than former studies which have primarily focused on
strategies to overcome resistance to change. Secondly, it
will be argued that the application of the DINAMO can add
to our present understanding of the usefulness of Ajzen's
model of planned behaviour in work settings. Subsequently,
it will be shown that the DINAMO offers strong leads for
further investigation of manager behaviour. It will be
argued that the DINAMO enables researchers in the field of
organizational change to understand more of manager
behaviour from a work psychologist's point of view. From
the score-profile for all cases it will be concluded that the
DINAMO does indeed offer a different perspective than
that provided by previous research on manager behaviour in
changing work settings.
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7.1 The scientific value of the DINAMO

The DINAMO measures the willingness to change among middle managers
involved in planned change processes. The inventory originated from Ajzen's
model of planned behaviour (Ajzen & Madden, 1986; Ajzen, 1991), a social
psychological model which had already proved to have utility in explaining and
predicting various types of behaviours and behavioural intentions. The
application of Ajzen's theory, supplemented by related behaviour models,
provided a testable theoretical background. In the chapters following the
theoretical underpinning of the DINAMO, Ajzen's model served a useful function
in the construction and validation of this instrument. Next to the DINAMO, the
study resulted in an empirically tested model of manager behaviour in changing
work settings. The model redresses part of the imbalance between tentative
notions and empirical findings in the literature on resistance to change and
provides insight into the psychological factors that impede or support planned
organizational change processes.

In order to provide the DINAMO with theoretical underpinning, theories which
emphasized the rational character of employee behaviour in changing work
settings were tested. [t was argued in Chapter 2 that only in this way could
propositions about managers' resistance or willingness to change be tested
empirically. The common thread in this study further developed this claim by
addressing the willingness to change as a construct which could be helpful in
understanding and predicting organizational behaviour. Drawing on various
behaviour modification theories such as Vroom's Expectancy Theory (Vroom,
1964) and Porter and Lawler's elaboration of Vroom's model (Porter & Lawler,
1968) it was shown how managers' willingness to change is systematically
related to psychological processes such as perception and formation of attitudes
and beliefs. Finally, a more recent behaviour model, known as Ajzen's model of
planned behaviour (Ajzen & Madden, 1986; Ajzen, 1991) was operationalized
for the middle manager's role in a change process. Below, it is discussed how
these theoretical frames have contributed to the scientific value of the DINAMO.

Firstly, the DINAMO is built upon a definition of resistance to change which
does not regard resistance as an irrational behavioural response. Instead, to
capture the concept of 'resistance’, insights were adopted from political,
psychological and social perspectives on this phenomenon. Furthermore, the
advanced definition does not address resistance as a to-be-expected, unavoidable
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aspect of organizational change. To underline the fact that this study took a
different view on resistance, the concept of 'willingness to change' was used
instead. By focusing on the willingness to change instead of on resistance, the
focus of this study was shifted from strategies for overcoming resistance to
theories and models for understanding employee behaviour in changing work
settings. It is the author's opinion that this approach has proven to be more
fruitful than previous ones.

Secondly, the DINAMO contributes to our understanding of the usefulness of
Ajzen's model of planned behaviour in work settings. As was noted above,
Ajzen's model had already proved to have utility in explaining and predicting
various types of social behaviour. The study at hand tested Ajzen's model in a
relatively new social setting: the workplace. As was stated in Chapter 3, a major
difference with other types of social settings is that behaviour at work is not
under complete volitional control. It was argued that formal rules and procedures
might blur the relation between managers' intentions and their behaviour. From
the weak relation between willingness to change and change-related behaviour in
our model of manager behaviour, it was concluded that the research setting might
indeed have affected the relation between these two variables. As was shown in
the first pilot study with the DINAMO (see section 4.1) and the concurrent
validity study presented in section 5.3, the limited decision-making freedom of
employees or managers might indeed have been partly responsible for this
finding. Although Ajzen does not explicitly identify this factor, it certainty
deserves attention in any future research which makes use of his model and the
DINAMO.

Thirdly, the DINAMO offers strong leads for the further investigation of manager
behaviour in changing work settings. In section 2.2 it was explained how primary
and secondary causes of resistance hinder the acceptance or implementation of
change. Primary causes were defined as 'antecedents of resistance directly related
to the contents of the change'. Secondary causes were described as 'barriers to
change that indirectly hinder acceptance or implementation'. In our model of
manager behaviour, primary causes were represented by the attitude scales
‘outcomes for the work', 'managers' affective response to change' and 'value of the
change for the organization'. Secondary causes, including psychological, social,
cultural and organizational barriers, were represented by the other subjective
norm and perceived behaviour control scales. In order to understand the
emergence and existence of these barriers, individual difference theories, social
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differentiation theories and social relationship theories were used. The significant
relations between willingness to change and the personal characteristics of
rigidity, fear of failure and originality provided support for the influence of
personal characteristics on the willingness to change. The significant relation
between willingness to change and perceived subjective norm indicated that
support can also be drawn from social relationships theories. Finally, the
distinguishable impact of perceived proximal subjective norm and perceived
distal subjective norm on the willingness to change stressed the influence of
subculture membership as recognized by social differentiation theories.

Fourthly, the DINAMO enables researchers in the field of organizational change
to understand more of manager behaviour in changing work settings. The relation
between job satisfaction and willingness to change was not found to be
significant. This finding was inconsistent with earlier studies on attitude-
performance links, but because of the highly skewed distribution of both the
dependent and independent variables the results were hard to interpret and were
not further explored. To further study the construct validity of willingness to
change, the relation between this variable and affective organizational
commitment was investigated. The significant linear regression coefficient
supported the hypothesis that willingness to change is positively related to
affective organizational commitment. In addition, the significant nonlinear
regression coefficient provided support for the notion that a nonlinear perspective
also offers leads for the investigation of this relation. In terms of managers'
willingness to contribute to organizational effectiveness, the results suggested
that managers with a positive affective orientation towards the organization are
most willing to put effort into the goals of change processes, that managers with a
negative affective orientation can be expected to invest less time and effort in
organizational effectiveness than the former group, and that managers with a
neutral affective orientation toward the organization can be expected to invest
least time and effort. It was concluded that the nonlinear perspective provides
evidence for the notion that less is not always worse and more is not always
better.

Fifthly and lastly, the scientific value of the DINAMO is represented by a shift of
focus, away from the straightforward 'tactics' or 'strategies’ employed to
implement change (Nutt, 1986; Marcus, 1988) and towards understanding change
as a process which is dependent on personal and interpersonal contingencies, as
King and Anderson (1995) have advocated. This study found strong evidence for
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their ideas that managerial beliefs and attitudes toward change are major
determinants of change processes. The decision to start from the middle
manager's point of view, instead of the frequently investigated role of top
management, shed light on the crucial role of this group in planned change
processes. Consequently, the notion that change does not always favour all
groups involved received attention in this work. This view became particularly
apparent in the contents of the DINAMO and our model of manager behaviour.
Both capture positive and negative consequences of organizational change and
enable researchers to investigate the barriers to change from a social and work
psychological point of view.

Because the research at hand derives from previous works on innovation and
change, this section is concluded with comments on the nature of this study.
Firstly, rather than focusing on the antecedents of innovation and change at the
organizational level, this thesis analyzed the antecedents of behavioural change at
the level of the individual and the group. Secondly, in contrast to many earlier
works on this topic, the research at hand was not dominated by premises from the
top management's point of view. The merits as well as the demerits of change for
employees and managers were included in the theoretical underpinning of the
research. A third characteristic of this study which distinguishes it from previous
works on planned change is that instead of focusing on many possible predictors
of change failure or success, it concentrated on just one variable. A related
distinguishing feature of this study is that this variable was operationalized with
the role of one specific group in mind. Fourthly, the process analysis of
organizational change presented in section 1.2 restricted the application of the
DINAMO to the adoption phase of planned change processes. Finally, instead of
focusing on resistance, the focal attention in this thesis was directed toward the
antecedents of the willingness to change.

The above efforts to limit the scope of this study naturally call into question the
generalizability of the DINAMO and the behaviour model presented in Chapter
6. A definition of planned change was advanced in this thesis which emphasized
structural change in organizations. This definition approached organizational
change as a goal-directed process to increase organizational effectiveness and
was built upon insights from OD and planned change theories. An inspection of
the case descriptions (Appendix A) does indeed show that all changes so far
reviewed with the DINAMO involved planned modifications in the organizations'
structure or work and administrative processes. This raises the question: is it
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possible to generalize the use of the DINAMO to other kinds of change
processes, for example, changes in organizational culture or total quality
management programmes? With regard to change programmes predominated by
a shift in cultural values and norms, the DINAMO should be used with great
caution. Because the goals of such change processes are often difficult to define,
Ajzen's theory of planned, goal-directed behaviour does not immediately seem an
appropriate framework. With regard to radical changes, such as business process
redesign programmes, the DINAMO should also be used with caution. Because
these programmes often include the downsizing of the company, the DINAMO
should only be used after the downsizing has taken place and growth has become
the main purpose of the change process.

Leads for the generalizability of the model of manager behaviour can also be
found in the theoretical underpinning of the DINAMO. The inventory was
primarily based on the premise that middle management plays a crucial role in
the execution of planned change scenarios. However, with regard to the contents
of the final version of the DINAMO it can be concluded that a great number of
items also fit the role of employees and top management. Like middle managers,
these groups are confronted with the consequences of change processes for their
work, they experience pressure to conform to group norms, and they can exert
more or less control over ongoing change, which in turn affects their willingness
to contribute to its implementation. Adapting the DINAMO to fit the role of
employees or top management would lead to the injection of interesting new
issues and research questions. The same goes for extending the applicability of
the DINAMO beyond the adoption phase. The question of whether different
regression weights for the variables in his model result from research on different
groups or phases certainly deserves attention in any future research which makes
use of this instrument.

7.2 Practical use of the DINAMO

The use of the DINAMO by consultants and managers is supported in two ways.
Firstly, norm scores are available which enable users to compare DINAMO-
scores for their organization with scores from the 16 cases presented in Appendix
A. Starting from these norm scores, the DINAMO does not only give an estimate
of the degree of willingness to change but also gives information about the
factors underlying low or high willingness to change. Secondly, to support the
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use of the DINAMO, a software package has been developed. This software
package enables consultants and managers to work independently from the
developer with the inventory.

The software is designed to give a quick overview of strengths and weaknesses in
the diagnosis of the willingness to change. The software calculates mean scores
for scales and items and allows for the comparison of different organizations,
departments and managerial levels. The software also compares DINAMO-scores
from the cases at hand with norm profiles. Furthermore, the manual that comes
with the software package goes into interventions to increase the willingness to
change, on the basis of Ajzen's model. The DINAMO is available in Dutch,
English, German and Polish versions. The author would like to solicit the help of
colleagues in the field of organizational change and innovation to contribute to
the validation of other language versions.

The questionnaire enables managers to express their ideas and wishes with regard
to the ongoing change process. In terms of Ajzen's model the DINAMO thereby
contributes to the managers' perceived control over events, Especially when
timely feedback is given on the results of the diagnosis, for instance during
management meetings or workshops, the DINAMO can be used to support
discussions and adapt the implementation strategy accordingly. The DINAMO
gives information on which groups to pay extra attention to and how the
consultant can increase the willingness to change in these groups.

The DINAMO can be used in the adoption phase as well as in the implementation
phase of change processes to assess willingness to change. When the DINAMO is
used in an early stage of change processes it is recommended to repeat the
measurement after a period of about six months, for instance when the change
process nears implementation. It is especially important to compare these
measurements and note differences in the average scores on the determinants of
willingness to change. This information can again offer new leads for
interventions to increase willingness to change or support change-related
behaviour.

The DINAMO has been validated for the assessment of willingness to change
among middle managers. It is not recommended to apply the DINAMO to other
groups such as employees lower in the organization or top management. In the
course of 1997 the DINAMO will be adapted to correspond to the specific roles
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these groups play in planned change processes. For the use of the DINAMO,
advanced education and experience in the field of organizational change and
development is required. For the administration of the DINAMO no specific
training is necessary.

7.3 Let's bury the term resistance (1)

In Chapter 2 it was argued that the frequent application by practitioners and
researchers of the term 'resistance' could easily misrepresent employees
confronted with organizational change. It was argued that the use of the term
does nothing to imply the objective judgement of their attitudes and beliefs with
regard to change. In section 2.3 a positive model of resistance was counterposed
to the frequently applied negative model. This positive model offered leads for
understanding resistance as a legitimate response to organizational change and
induced a shift of focus in this thesis, away from collective systems change and
towards collective behavioural change. To underline the fact that a positive
model of resistance was followed, the term 'willingness to change' was used
instead.

Evidence for the conclusion that the use of the term 'willingness to change' does
indeed offer a different perspective on manager behaviour in changing work
settings is provided by the average scores for all cases (N=604) on the DINAMO
scales (see Figure 8).
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Figure 8. Overview of the average scores for all cases on the scales of the
DINAMO

From the average score on the scale 'Outcomes of the change for the manager's
work' (ATT-w, mean = 3.5) it can be concluded that the greater part of the
managers in our sample expected positive outcomes of the change for their work.
LISREL analyses of the model of manager behaviour showed that the impact of
this factor on managers' willingness to change is limited. With respect to
managers' affective response to change (ATT-a, mean = 3.6) it can be concluded
that the changes evoked predominantly positive feelings. This finding is
particularly interesting given the fact that in the model of manager behaviour the
factor 'managers' affective response to change' was shown to have the greatest
impact on managers' willingness to change.
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It should be mentioned here that measures were taken in the early stages of
change processes and that these processes were characterized by high levels of
uncertainty. It appears that when uncertainty about ongoing change is high, the
affective orientations which managers hold about change processes predominate
over their cognitive orientations in determining their willingness to change.

From the average score on the scale 'Perceived proximal subjective norm' (SN-p,
mean = 3.2) it can be concluded that in the change processes reviewed with the
DINAMO the climate for change can be characterized as moderately positive.
The attitudes of colleagues and employees were perceived as being in favour of
the ongoing change processes. The model of manager behaviour showed that this
factor had a positive impact on change-related behaviour. With respect to the
average score on the scale 'Perceived distal subjective norm' (SN-d, mean = 3.8)
the profile shows that in all cases the attitudes of top management and the board
of directors were perceived as being strongly in favour of the change processes.
However, the model of manager behaviour showed that this finding should be
interpreted with great caution. LISREL analyses of this model resulted in a
negative relation between 'Perceived distal subjective norm' (SN-d) and
"Willingness to change' (W). To explain this finding it was argued that
management support can also be understood by employees as pressure to
conform to the ideas and wishes of the initiators of the change, leading to lower
levels of willingness to change.

Another interesting feature of the profile is the low score on the factor
'Information and uncertainty about the change' (CTR-e, mean = 2.9). This result
indicates that the greater part of the change processes reviewed with the
DINAMO suffered from a lack of information about the change, resulting in high
levels of uncertainty. This finding can partly be explained by the fact that
measurements were taken in early stages of change processes. However, although
many consultants and change managers claim to maximize information supply,
the results underline that more attention should be paid by practitioners to this
aspect of planned change processes.

The managers' self-control (CTR-s, mean = 3.3) with respect to the
implementation of the changes in our sample had a high impact on their
willingness to change. The profile shows that the average score on this factor was
somewhat above the neutral middle. Compared to the average score on the factor
'Information and uncertainty' (CTR~e, mean = 2.9), the profile shows that self-
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control was evaluated more positively. Nevertheless, in comparison to the
attitude measures, the scores on the control factors CTR-e and CTR-s were low.
In terms of interventions to increase willingness to change and change-related
behaviour, this study points to the importance of increasing perceptions of control
to bring about changes in manager behaviour in changing work settings.

Finally, the profile below shows that the average score on the factor 'Willingness
to change' (W, mean = 3.9) was high, pointing to high willingness from the
managers' side to put effort into the goals of the change processes reviewed with
the DINAMO. The high score on Willingness to change (W) coincides with a low
average score on the factor Value of the change for the organization (ATT-o,
mean = 2.8). This leads to the conclusion that despite the fact that the value of the
changes for the organizations were not always clear, the managers were willing to
implement the proposals. In accordance with the positive model of resistance
presented in section 2.3 this gives further support to the application of the term
'willingness to change'.

In conclusion, the DINAMO-research project has shown that researchers as well
as practitioners in the field of organizational change might benefit from a positive
view of resistance. The use of the term 'willingness to change' in substitution for
the term 'resistance' has offered many leads for further investigation of this
subject. Starting from the model of manager behaviour, future research on
willingness to change could contribute to a more thorough understanding of the
psychological factors that hinder or support change processes. Practitioners might
profit from this approach in that more insight is gained into the antecedents of
change failure or success. Employees confronted with change might also profit
from this view, in that the pursuit of successful organizational change then
focuses on maximizing the willingness to change instead of reducing resistance.
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Appendix A: Case descriptions
Case 1. Police district 'South 1' (first measurement, January 1995)

Police district 'South 1' was the first of four districts in the south of the
Netherlands which started with the implementation of a so called 'project-based'
crime-fighting method. The new crime-fighting method did not only affect the
way police officers executed their tasks, it also affected the police organization in
toto. The implementation of the project-based crime-fighting method was part of
a larger change process aimed at improving the efficiency and effectiveness of
the police force in the Netherlands. The change process was supported by
external consultants who used the DINAMO to assess the willingness of the
police officers in district 'South 1' to put time and effort into the implementation
of the project-based crime-fighting method. Figure 1 shows the resulting
DINAMO-scores for the police officers in district ‘South 1' (n = 45).

The profile shows that, although the value of the change for the organization was
not clear to the officers (ATT-o; mean = 2.5), they were willing to put time and
effort into the implementation of the new crime-fighting method (W; mean =
3.7). This can be explained by the finding that the officers expected positive
outcomes of the change process for their own work (ATT-w; mean = 3.5). It can
also be concluded from the profile that the officers perceived the attitude of top
management as being strongly in favour of the change process. This finding is
logical, given the fact that it was this group in particular that had been responsible
for the initiation of the change process. Finally, from the low score on the scale
"information and uncertainty about the change' (CTR-e; mean = 2.5) it can be
concluded that information about the change process was lacking and uncertainty
was high.
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Case 2. Police district 'South 2' (March 1995)

Police district 'South 2' started 3 months later than 'South 1' with the
implementation of the project-based crime-fighting method. Again, the DINAMO
was used to assess the willingness of the officers in district 'South 2' to support
the change process. Figure 2 shows the resulting DINAMO-scores for the officers
in this district (n = 48).

As can be concluded from the profile, the officers in district 'South 2' scored -
much lower on the DINAMO than had the officers in district 'South 1'. The
results show that the officers in district 'South 2' did not expect positive outcomes
of the change process, either for their work (ATT-w; mean = 3.1) or for the
organization (ATT-o; mean = 2.6). Strikingly, the officers in this district did not
perceive the attitude of top management as being in favour of the change process
(SN-d; mean = 3.2). Furthermore, just as in district 'South 1', information about
the change process was lacking and uncertainty was high (CTR-e; mean = 2.5).
Despite a lack of confidence in the change process the officers were not unwilling
to put time and effort into the implementation of the project-based crime-fighting
method (W; mean =3.6).
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Case 3. The 'North' food company (May 1995)

In the early 1990s the prices on the market in which the food company North'
operated dropped drastically, as the result of overproduction by the industry. In
the anticipation of a possible price war, 'North' decided to actively search for new
market niches. In addition, more financial means were directed to research for
product improvement and the development of new products. To help workers
become aware of the need for thorough improvement of the innovativeness of the
company, 'quality circles' were installed. In each quality circle, people from one
or more departments worked together on ways to improve the efficiency of the
organization. Three months after the initiation of the quality circles the DINAMO
‘was used to assess the willingness of middle management to support the change
process 'North' was in. Figure 3 shows the DINAMO-scores for the company
managers (n = 40).

The profile shows that the 'North' managers were very willing to put effort into
the implementation of the change process (W; mean = 4.5). The profile also
shows that middle management expected positive outcomes of the change
process for their work (ATT-w; mean = 3.7) and that they perceived top
management as being strongly in favour of the change process (SN-d; mean =
4.3). Strikingly, the middle managers did not see the value of the change for the
organization in toto (ATT-0; mean = 3.1). A possible explanation of this finding
can be found in the low score on the scale 'information and uncertainty’ (CTR-e;
mean = 3.2). Just as in cases 1 and 2, the change process at 'North' suffered from
a lack of information and high uncertainty about the financial and managerial
consequences of the change process.
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Case 4. Municipality "West' (June 1995)

By the end of the 1980s, the municipality "West' rounded off an unsuccessful
retrenchment operation which left the local government in great debt. In 1994
there followed a major restructuring of all seven divisions of which the local
government consisted. The aim of the restructuring process was to downsize the
organization and to achieve economies amounting to 26 million guilders in the
coming four years. Before the actual downsizing took place, the DINAMO was
used to assess the degree to which middle managers in the organization were
willing to invest time and effort into the economization process. Figure 4 shows
the DINAMO scores for the managers of municipality "West' (n=50).

The profile shows that the middle managers at "West' expected positive outcomes
of the economization process for their work (ATT-w, mean = 3.4) and that the
change process primarily evoked a positive affective response (ATT-a, mean =
3.7). What is striking is that the managers did not see the value of the change for
the organization (ATT-o, mean = 2.9). The attitude of top management (the city
council) towards the change was perceived as being positive (SN-d, mean = 3.5).
Again, just as the former profiles showed, the change process was characterized
by a high degree of uncertainty (CTR~e, mean = 2.5). Finally, despite the fact that
the managers did not see the value of the change for the organization, the profile

shows that the managers were willing to put effort into the economization process
(W, mean = 4.2).
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Case 5. Police district 'South 3’ (first measurement, June 1995)

Police district 'South 3' was the third of four districts that started with the
implementation of the above mentioned project-based crime-fighting approach.
Because most of the pitfalls that could occur during the introduction of the
change process had already been identified in districts "South 1' and 'South 2', the
change process had a promising start. As the DINAMO-profile for district 'South
3' shows (see Figure 5), the officers in this district (n = 37) expected mainly
positive outcomes of the change process for their work (ATT-w, mean = 3.5).
Furthermore, compared with the other districts, the value of the change for
district 'South 3' was clearer to these officers (ATT-o0, mean = 3.1). In addition,
the change process was less characterized by uncertainty and insufficient
information (CTR-¢, mean = 2.9). As in the other districts, it appeared that the
officers perceived the attitude of the district's top management as being strongty
in favour of the change process. Finally, the willingness of the officers to put
effort into the implementation of the project-based crime-fighting method was
high (W, mean = 3.8).
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Case 6. Hospital 'South’ (July 1995)

At the beginning of 1995 the top management of hospital 'South' decided to
restructure the hospital's technical services departments. The plan consisted of a
merger of the four main service departments into one general services department
that would support and maintain all the hospital's technical facilities. The change
process was supported by external consultants who used the DINAMO to assess
the willingness of the managers of the technical service departments to put effort
into the restructuring process. Figure 6 shows the resulting DINAMO-profile for
the managers in this sample (n = 15).

As the profile shows, the managers expected positive outcomes of the change
process for their work (ATT-w, mean = 3.6) and the change evoked mainly a
positive affective response (ATT-a, mean = 3.8). Just as in the other change
processes discussed above, the value of the restructuring process for the
organization was not clear to the managers (ATT-o, mean = 2.7). The low score
on the scale 'proximal subjective norm' (SN-p) shows that the managers did not
perceive the attitudes of their colleagues as being in favour of the change process
(mean = 2.8). By contrast, they perceived the attitude of top management as
being strongly in favour of the restructuring process (mean = 4.1). The low score
on the scale 'information and uncertainty' (CTR-e, mean = 2.9) shows that the
change process was characterized by a lack of information about the
consequences of the change process. Finally, the willingness of the managers to
put effort into the implementation of the merger was high (W, mean = 4.1).
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Case 7. Management consultancy 'West' (September 1995)

By the year 1995 the management consultancy market was characterized by an
ever-increasing number of suppliers. Customers could select consultants from a
great number of firms with differing approaches towards organizational change
and development. Management consultancy 'West' is one of the main players on
this market. To meet the challenge of the 20th century, management consultancy
"West' initiated the 'Vision 2000’ project. The aim of the project was to identify
the threats and opportunities in the management consultancy market and to adapt
the organization accordingly. In order to identify the first strategic goals for
Vision 2000, top management asked 100 key persons from the organization to
formulate their ideas and wishes with regard to the future organization. These
documents were use to draw up the Vision 2000 master plan. This master plan
would serve as an important guide for the future development of the organization.
After the master plan had been written and disseminated throughout the
company, the key persons were asked to fill out the DINAMO. The aim of this
measurement was to check whether the ideas and wishes of the key persons were
processed in such a way that they would be willing to invest time and effort into
the realization of the masterplan.

Figure 7 shows the DINAMO-profile for the key persons of Management
Consultancy "West' (n = 61). As the profile shows, the key persons expected the
achievement of the master plan to positively affect their work (ATT-w, mean =
3.8) and that the master plan evoked a very positive affective response (ATT-a,
mean = 4.2). Strikingly, the value of the master plan for the organization in toto
was not really clear to them (ATT-o, mean = 2.8). The attitudes of colleagues
(SN-p, mean = 3.5) and top management (SN-d, mean = 3.7) were both perceived
as being in favour of the master plan. The profile also shows that there was little
uncertainty about the change process (CTR-e, mean = 3.2). Finally, the
willingness of the key persons to put effort into the realization of the master plan
can be characterized as high (W, mean = 4.5).
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Case 8. Police district 'South 1' (second measurement, October 1995)

Six months after the first measurement in police district 'South 1' the DINAMO
was used again to identify strengths and weaknesses in the development of the
change process. As Figure 8 (which shows the first and second measurements)
demonstrates, the DINAMO-scores resulting from the second measurement were
significantly lower than the DINAMO-scores resulting from the first. The officers
(n = 38) expected less positive outcomes of the change process for their work
(ATT-w, mean = 2.9) and the change process evoked a less positive affective
response (ATT-a, mean = 3.2). In addition, the value of the change for the
organization was less clear to the officers than it had been months previously
(ATT-0, mean = 2.6). Strikingly, according to the officers, top management
support for the change process had also dropped significantly (SN-d, mean =
3.3). Finally, the profile for the second measurement shows that the officers'
willingness to change was also significantly lower than it had been 6 months
previously (W, mean = 3.2).
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Case 9. Police district 'South 4' (November 1995)

Police district 'South 4' was the fourth district to start with the implementation of
the project-based crime-fighting method. Just as in the other districts, the
DINAMO was used to measure the officers’ willingness to put effort into
implementation of this new approach. Figure 9 shows the DINAMO-profile for
the officers in district 'South 4' (n = 15). The profile shows that the officers
expected positive outcomes of the change process for their work (ATT-w, mean
= 3.5), that the change evoked a very positive affective response (ATT-a, mean =
4) and that the officers, as in the previous cases, did not see the value of the
change for the organization (ATT-o, mean = 2.7). Colleagues' attitudes towards
the change were perceived as being positive (SN-p, mean = 3.4) as well as the
attitudes of top management (SN-d, mean = 4). The profile also shows that the
change process in district 'South 4' was characterized by less uncertainty than it
had been in the other districts (CTR-e, mean = 3). The low score on the
complexity scale (CTR-c, mean = 2.7) indicates that the officers perceived the
change as being rather complex. Finally, the profile shows that the officers'
willingness to contribute to the implementation of the project-based crime-
fighting method can be characterized as high (W, mean = 4).
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Case 10. Polish case 'Fast 1' (January 1996)

Since the decline of the communist regime, many Eastern European companies
have been undergoing a process of privatization and restructuring in order to
meet the demands of the free market. Of course, this process draws heavily upon
the change management skills of the managers in these companies. Their
attitudes towards, and perception of, the privatization processes determine to a
great extent their success. In order to collect information on these topics the
DINAMO was applied in two Polish companies. The aim of the measurements
was to assess the willingness of Polish managers of formerly state-owned
companies to put effort into the privatization and restructuring of their company.
For this purpose, the DINAMO-questionnaire was translated from the Dutch into
Polish by a translator. This translation was reviewed by another translator. This
procedure resulted in a Polish pilot version of the DINAMO.

The first measurement took place at 'East 1', a state-owned company producing
sanitary supplies. At the time of the measurement the company was on its way to
becoming privatized. The management of 'East 1' was in the hands of a board of
directors, the mayor of the city of Wroclaw being the chairman of the board. At
the time of the measurement, the board had decided to let a Dutch company
participate in their company. However, the mayor had decided not to cooperate
with this investor and introduced a Spanish firm interested in a joint venture with
'East 1'. Cooperation between the Polish firm and the Spanish investor mainly
concerned closing down the old factory and building a new one with a modern
production line. In order to collect information about the attitudes of the
managers of 'East 1' (n = 21) towards this joint venture the DINAMO was
applied. Figure 10 shows the resulting DINAMO-profile for this case.

As the profile shows, the managers of 'East 1' mainly expected positive outcomes
of the privatization process for their work (ATT-w, mean = 3.7) and the process
evoked a positive affective response (ATT-a, mean = 3.5). From the score on the
scale 'value of the change for the organization' (ATT-o0, mean = 2.9) it can be
concluded that the managers were not at all convinced of the benefits of the
privatization process for the organization. Colleagues' attitudes towards the
change were perceived as being neutral (SN-p, mean = 3.2) whereas the attitude
of top management (SN-d, mean = 3.8) towards the privatization process was
perceived as being more positive. The profile also shows that the change process
at 'East 1' was characterized by some uncertainty (CTR-e, mean = 3). The score
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on the complexity scale (CTR-c, mean = 3.5) indicates that the managers
perceived the change process as being moderately complex. Finally, the profile
shows that the managers' willingness to contribute to the privatization process
can be characterized as moderately high (W, mean = 3.6).
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Figure 10. Dinamo-profile for polish case ‘East one’
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Case 11. Hospital 'West' (February 1996)

This case was previously presented as the concurrent validity study executed by
Kloek (1996). For background information about the case the reader is referred to,
section 5.3. Figure 11 shows the DINAMO-profile for the managers in this case.

As Figure 11 shows, the managers did not expect the change to positively affect
their work (ATT-w, mean = 3.0) nor did the change evoke a positive affective
response (ATT-a, mean = 3.0). Furthermore, the value of the change for the
organization was not at all clear to the managers (ATT-o, mean = 2.4). The
attitude of colleagues towards the retrenchment process can be characterized as
neutral (SN-p, mean = 2.9) whereas the attitude of top management towards the
retrenchment operation was perceived as positive (SN-d, mean = 3.6). There was
little uncertainty about the consequences of the retrenchment process (CTR-e,
mean = 3.2). From the score on the scale 'contribution of the manager' (CTR-s,
mean = 3.2) it can be concluded that the managers had sufficient confidence in
their ability to implement the retrenchments. The low score on the scale
'complexity of the change process' (CTR-c, mean = 2.5) indicates that the
managers perceived the retrenchment operations as being moderately complex.
Finally, from the score on the scale ‘willingness to change' (W, mean = 3.4), it
can be concluded that the managers were willing to invest some time and effort
into implementation of the retrenchments.
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Figure 11. Dinamo-profile for Hospital ‘West’
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Case 12. Polish case 'East 2' (March 1996)

'East 2' was the second Polish company where the DINAMO was applied. As at
'East 1', this company was in a process of restructuring and privatization. 'East 2'
used to be a state-owned company, but for three years it had belonged to the
National Investment Fund (NIF). These funds were created by the Ministry of
Privatization and consisted of groups of companies who shared a common board
of directors. The board of directors is appointed by the Ministry of Privatization.
'East 2' used to produce plasters and bandages for the textile industry and
employed 1700 people before the restructuring, which involved closing down the
production lines for bandages and the early retirement of more than half of the
employees. After the downsizing had taken place, the DINAMO was used to
measure the willingness of middle management to further develop 'East 2' as a
highly specialized producer of plasters only.

As Figure 12 shows, the managers expected the changes to affect their work
positively (ATT-w, mean = 3.8). The changes did not evoke a very positive
affective response (ATT-a, mean = 3.2). In addition, the value of the changes was
not evident to all managers (ATT-o, mean = 2.9). The attitudes of colleagues
toward the changes at 'East 2' were perceived as moderately positive (SN-p, mean
=3.5), whereas the attitude of top management toward the change was perceived
as very positive (SN-d, mean = 4). The profile also shows that developments at
‘East 2' were characterized by little uncertainty (CTR-e, mean = 3.2) and that the
managers perceived themselves to have moderate control over the ongoing
changes (CTR-s, mean = 3.6). The change was not perceived as being too
complex (CTR-c, mean = 3.5). Finally, the willingness of the managers of 'East 2'
to put effort into developing the company towards a highly specialized producer
of plasters can be characterized as moderately high (W, mean = 3.6).
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Case 13. Police district 'South 3' (second measurement, April 1996)

Figure 13 presents the DINAMO-profile for the second measurement in police
district 'South 3'. The profile shows that, compared to the first measurement, the
officers expected less positive outcomes of the change process for their work
(ATT-w, mean = 3.3) and that the change evoked a less positive affective
response (ATT-a, mean = 3.7). In addition, the value of the change for the
organization was less clear to the managers (ATT-o0, mean = 2.9). Colleagues'
attitudes toward the change process were also perceived as less positive (SN-p,
mean = 3). In contrast, the attitudes of top management toward the changes in
'South 3' were perceived as more and strongly positive (SN-d, mean = 4.6).
Furthermore, just as the first measurement showed, the low score on CTR-¢
(information and security) indicates that some uncertainty surrounded the
changes at 'South 3'. Finally, the profile shows that the managers at police district
'South 3' were still willing to invest time and effort in the implementation of the
change process (W, mean = 3.8)

164



Police district 'South 3'

5
/
4,5 A
/I
;i\
4 ] Y

/ \\ /
A\ // 74
3,5 \ ! !

2,5
2
1,5
Norm
= —-— South 3
1 T I T

ATT‘-w ATT-e ATT-o SN-p SN-d CTR-e¢ CTR-s CTR-c

Figure 13. Dinamo-profile for police district ‘South 3'

W

165



Case 14. Telecom 'South' (June, 1996)

In the early 1990s a number of change activities were initiated at Telecom
'South'. These activities formed the starting point for a company-wide OD
project. The initial aim of the OD project was to improve the quality of services
and broaden the company's product range. However, in 1992 a new director was

~ appointed who did not see the value of the OD project for the company and the
project was aborted. In 1994 Telecom 'South' realized that they could no longer
survive without extensive restructuring and the OD project was restarted by, once
again, a new director. The aim of the project was no longer to broaden the
product range but to outsource activities and form business units with key
products and services. After a long period in which a master plan was prepared, it
was presented to the employees at Telecom 'South' at the beginning of 1996. The
DINAMO was used in June of that year to assess the willingness of the middle
managers at Telecom 'South' to implement the changes envisaged.

As the DINAMO-profile in Figure 14 shows, the managers at Telecom 'South'
expected positive outcomes of the change process for their work (ATT-w, mean
= 3.8). In addition, the change scenario evoked a positive affective response
(ATT-a, mean = 4). The value of the change process for the organization (ATT-o,
mean = 3.5) was also clear to the managers. The attitudes of colleagues and top
management towards the change scenario were perceived as strongly positive
(SN-p, mean = 3.8; SN-d, mean = 4.1). The profile also shows that the change
process was characterized by little uncertainty (CTR-e, mean = 3.2) and that the
managers perceived themselves to be in control of developments (CTR-s, mean =
3.4). The change was perceived as not complex (CTR-c, mean = 3.4). Finally, the
profile shows that the managers at Telecom 'South' were very willing to invest
time and effort in order to realize the change scenario.
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Appendix B: Summary statistics for all items of the final version of the DINAMO
(N=402)

Item Mean |S.d S.e Skew. || Item Mean |S.d Se Skew
Att-w (1) 3.67 .79 .04 -73 CTR-e(5) [2.99 1.22 | .06 .04
Att-w (2) 372 | .82 .04 -20 | CTR-e(6) |2.73 115 |.06 32
Att-w (3) 339 .87 .04 -60 [[CTR-e(7) |2.69 .15 |.06 34
Att-w (4) 3.58 .79 .04 -54 | CTR-e(8) |2.85 122 1.06 .16
Att-w (5) 359 .85 .04 -60 || CTR-e(9) |[2.65 1.18 .06 30
Att-w (6) 298 .98 .05 -06 || CTR-e(10) | 2.85 1.15 .06 07
Att-w (7) 3.04 .83 .04 -24 || CTR-e(11) {291 128 |.06 .09
Att-w (8) 3.35 93 .05 -43 CTR-s (1) |2.58 1.16 |.06 .67
Att-w (9) 320 .87 .04 -39 |ICTR-s(2) |3.17 1.01 .05 -44
Att-a (1) 3.88 |.88 .04 -64 JCIR-s(3) 3.9 .96 .05 -1.0
Att-a (2) 3.69 1.09 .05 -55 CTR-s(4) [3.84 [.95 .05 -.88
Att-a (3) 3.21 93 .05 -12 JCIR-s(5) [342 |112 |.06 -.63
Att-a (4) 3.73 1.10 .05 -70 CIR-s(6) {3.17 |106 |.05 -22
Att-a (5) 3.67 1.04 .05 -46 HCIR-s(7) (259 [1.01 .05 .06
Att-o (1) 278 .92 .05 21 CTR-c (1) |3.28 1.06 |.05 -.61
Att-o (2) 292 |.93 .05 -11 CTR-c(2) (322 |[1.17 |[.06 -49
Att-o (3) 252 .19 .04 21 CTRc(3) }320 |[1.18 .06 -44
SN-p (1) 3.28 .87 .04 -35 CTRc(4) |3.04 (121 06 -24
SN-p (2) 3.03 .93 .05 -25 CTR-c(5) |2.98 1.15 .06 -19
SN-p (3) 3.21 .83 .06 -59 CTR-c(6) |3.26 |1.24 |.06 -54
SN-d (1) 378 .94 .05 -76 CTR-c(7) |3.35 120 (.06 -.61
SN-d (2) 3.83 .89 .06 -90 W (1) 3.89 1.06 |.05 -.10
CIR-e (1) {293 1.14 .06 10 W (2) 4.09 .99 .05 -1.18
CTR-e (2) |2.97 1.16 .06 06 W (3) 393 (.93 .05 -.63
CTR-e(3) [2.92 1.34 .07 .10 W4 3.76 | 1.05 .05 -.79
CTR-e(4) |2.64 1.31 .06 35
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