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In the dynamic society in which
today's organizations exist, the
guestion of whether change will
occur is no longer relevant. In-
stead, the issue now is how do
managers cope with the inevitable
barrage of changes which confront
them daily in attempting to keep
their organizations viable and cur-
rent. While change is afact of life,
effective managers (if they are to
be effective), can no longer be con-
tent to let change occur as it will;
they must be able to develop
strategies to plan, direct and
control change.

The purpose of these three arti-
cles on "The Management of
Change" isto provide practitioners
with a general framework of
change theory, hopefully with
some strategies that can be used in
planning and implementing change
in their own environments.

In the first article, "Change and
the Use of Power," we will discuss
two kinds of power, position power
and personal power, then examine

the use of both in varying situa-
tions. We will examine various
levels of change from knowledge
and attitude to individual behavior
and organizational performance.
These levels of change will then be
analyzed in terms of two change
cycles — participative and co-
erced.

In the second article, "Change
Through Behavior Modification,"
we will look at how managers can
create an environment to move
people from one level of maturity
and responsibility to a higher
level. Behavior modification will be
examined as a tool for making
changes at the operational level for
both individuals and groups and
we will discuss what implications
reinforcement theory can have for
the practitioner or change agent.

In the final article, "Planning
and Implementing Change," we
will attempt to integrate much
that we discussed in the first two
articles into some theoretical
frameworks that can be used to
develop specific change strategies
in various situations. In particular,
we will examine forcefield analysis
and the process of change and then
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look at the impact of change on the
total system.

Change and the Use of Power

In developing achange strategy,
the practitioner must be conscious
of whatever power he has and be
able to determine how this power
might be appropriately used.

Amitai Etzioni discusses the dif-
ference between position power
and personal power. 1 His distinc-
tion springs from his concept o
power as the ability to induce or
influence behavior. He claims that
power is derived from an organiza-
tional office, personal influence or
both. An individual who is able to
induce another individual to do a
certain job because of his position
in the organization is considered to
have position power, while an indi-
vidual who derives his power from
his followers is considered to have
personal power. Some individuals
can have both position and per-
sonal power.

Etzioni postulates that the best
situation for a leader is when he
has both personal and position
power. But in some cases it is not
possible to build a relationship on



both. Then the question becomes
whether it is more important to
have personal power or position
power. Happiness and human rela-
tions have been culturally rein-
forced over the past several dec-
ades. With this emphasis, most
people would pick personal power
as being the most important, but
there may be another side of the
coin.

Machiavelli in the 15th century
in his treatise The Prince presents
an interesting viewpoint when he
raisesthe question — whether it is
better to have a relationship based
upon love (personal power) or fear
(position power).> Machiavelli, as
| Etzioni, contends it is best to be

beth loved and feered. Tf, however,
you cannot have both, he suggests
arelationship based on love aone
tends to be volatile, short run and
easily terminated when there is no
fear of retaliation. On the other
hand, Machiavelli contends a rela-
tionship based upon fear tends to
be longer lasting since the individ-
ual must be willing to incur the
sanction (pay the price) before
terminating the relationship.

This is a difficult concept for
many people to accept; and yet one
o the most difficult roles for a
leader, whether he be a boss,
teacher or parent, to engage in is
disciplining someone about whom
he cares. Yet to be effective we
sometimes have to sacrifice short-
term friendship for long-term re-
spect if we are interested in the
| growth and development of the

people with whom we are working.
Machiavelli warns, however, that
one should be careful that fear
| does not lead to hatred. For hatred
often evokes overt behavior in
terms of retaliation, undermining
and attempts to overthrow.

Successful Leadership
vs. Effective Leadership

If an individual attempts to have
some effect on the behavior of
another, we call this stimulus at-
tempted leadership. The response
to this leadership attempt can be
successful or unsuccessful. Since a
manager's basic responsibility in
@y type of organization is to get
work done with and through peo-
ple, his success is measured by the
output or productivity of the group
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he leads. With this thought in
mind, Bernard M. Bass suggests a
clear distinction between success-
ful and effective leadership or
management.3

Suppose manager A attempts to
influence individual B to do a cer-
tain job. A's attempt will be con-
sidered successful or unsuccessful
depending on the extent that B
accomplishes the job. It is not
really an either/or situation. A's
success could be depicted on a con-
tinuum (Figure 1) ranging from
very successful to very unsuccess-
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ful with gray areas in between
which would be difficult to ascer-
tain as either.

Let us assume that A's leader-
ship is successful. In other words,
B's response to A's leadership
stimulus fallson the successful side
of the continuum. This still does
not tell the whole story of effec-
tiveness.

If A's leadership style is not
compatible with the expectations
of B and, if B is antagonized and
does the job only because of A's
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position power, then we can say
that A has been successful but not
effective. B has responded as A in-
tended because A has control of re-
wards and punishment, and not
because B sees his own needs
being accomplished by satisfying
the goals of the manager or organi-
zation.

On the other hand, if A's
attempted leadership leads to a
successful response, and B does
the job because he wants to do it
and finds it rewarding, then we
consider A as having not only posi-
tion power but also personal
power. B respects A and is willing
to cooperate with him realizing
that A's request is consistent with
his own personal goals. In fact, B
sees his own goals as being ac-
complished by this activity. Thisis
the meaning of effective leader-
ship, keeping in mind that effec-
tiveness also appears as a con-
tinuum which can range from very
effective to very ineffective as
illustrated in Figure 2.

Success has to do with how the
individual or group behaves. On
the other hand, effectiveness de-
scribes the internal state or pre-
disposition of an individual or
group and thus is attitudinal in
nature. If an individual is interest-
ed only in success, he tends to em-
phasize his position power and
uses close supervision.

However, if he is effective he
will depend also on personal power
and be characterized by more gen-
eral supervision. Position power
tends to be delegated down from
the organization, while personal
power is generated from below
through follower acceptance.

In the management of organiza-
tions, the difference between suc-
cessful and effective often explains
why many supervisors can get a
satisfactory level of output only
when they are right there, looking
over the worker's shoulder. But as
soon as they leave output declines
and often such things as horseplay
and scrap loss increase.

The phenomenon described ap-
plies not only to business organiza-
tions but also to less formal organi-
zations like the family. If parents
are successful and effective, have
both position and personal power,
their children accept family goals

Group Behavior

Individual Behavior

Attitudes

Knowledge

as their own. Consequently, if the
husband and wife leave for the
weekend, the children behave no
differently than if their parents
were there. If, on the other hand,
the parents continually use close
supervision and the children view
their own goals as being stifled by
their parents' goals, the parents
have only position power. They
maintain order because o the re-
wards and punishments they con-
trol. If these parents went away on
a trip leaving the children behind,
upon returning they might be
greeted by havoc and chaos.

In summary, amanager could be
successful, but ineffective, having
only short-run influence over the
behavior of others. On the other
hand, if a manager is both success-
ful and effective, his influence
tends to lead to long-run producti-
vity and organizational develop-
ment.

Levels of Change

We haveto look at changes from
more than just a behavioral view-
point because often changes in be-
havior are a result of changes in
knowledge and attitude. In fact,
there are four levels of change in
people: (1) knowledge changes, (2)
attitudinal changes, (3) behavior
changes and (4) group or organiza-
tional performance changes.* The
timerelationship and relative diffi-
culty involved in making each of
these levels of change are illustrat-
ed in Figure 3.

Changesin knowledge tend to be
easiest to make; all one hasto dois
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give a person a book or article to
read, or have someone whom he
respects tell him something new.
Attitude structures differ from
knowledge structures in that they
are emotionally charged in a pos-
tive or negative way. The addition
of emotion often makes attitudes
more difficult to change than
knowledge.

Changes in individual behavior
seem to be significantly more diffi-
cult and time consuming than
either of the two previous levels.
For example, a person may have
knowledge about the potential
dangers of smoking, even actually
feel that smoking is a bad habit he
would like to change and still be
unable to stop smoking because a
habit pattern has been reinforced
over a long period of time. It is
important to point out that we are
talking about change in patterned
behavior and not a single event. In
our example, anyone can quit
smoking for a short period of time;
the real test comes months later to
see if anew long term pattern has
evolved.

While individual behavior is dif-
ficult enough to change, when we
get to the implementation of group
or organizational performance, itis
compounded because at this levd
we are concerned with changing
customs, mores and traditions.
Being agroup, it tends to be a f-
reinforcing unit and therefore a
person's behavior as a member o a
group is more difficult to modify
without first changing the group



norms.5
The Change Cycles

The levels of change become
very significant when we examine
two different change cycles — the
participative change cycle and the
coerced change cycle.

Participative Change: A partici-
pative change cycle is implement-
ed when new knowledge is made
available to the individual or
group. It is hoped that the group
will accept the data and will devel-
op a positive attitude and commit-
ment in the direction of the desired
change. At this level the strategy
may be direct participation by the
individual or group in helping to
select or formalizethe goals or new
methods for obtaining the goals.
Thisis group participation in prob-
lem-solving. The next step isto at-
tempt to translate this commit-
ment into actual behavior. This
tends to be the real tough barrier
to overcome.

For example, it isonethingto be
concerned (attitude) about a socia
problem but another thing to be
willing to actually get involved in
doing something (behavior) about
the problem. One strategy that is
often useful is to attempt to
identify informal as well as formal
leaders within the group and con-
centrate on gaining their accep-
tance and behavior. Once this is
accomplished you have moved a
long way in getting others in the
group to begin to pattern their be-
havior after those persons whom
they respect and perceive in lead-
ership roles. This participative
change cycle is illustrated in
Figure 4.

Coerced Change: We've all prob-
ably been faced with a situation
similar to one in which there is an
announcement on Monday morning
that “as of today all members of
this organization shall begin to
operate in accordance with Form
10125.” This is an example of a co-
erced change cycle. This cycle
begins by imposing change on the
total organization. This will tend to
affect the interaction — influence
system at the individual level. The
new contacts and modes of behav-
ior creste new knowledge which
tend to develop predispositions to-
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ward or against the change. The
coerced change"cycleis illustrated
in Figure 5.

The intention of this coerced
change cycle is that the new be-
havior creates the kind of know-
ledge which creates commitment
to the change and therefore ap-
proximates a participative change
cycleas it reinforcesthe individual
and group behavior.

Differences Between
Change Cycles

The participative change cycle
tends to be more appropriate for
working with mature groups since
they tend to be achievement-
motivated and have a degree o
knowledge and experience that
may be useful in developing new
strategies for accomplishing
gods® Once the change starts,
mature people are much more
capable of assuming responsibili-

Figure 5.
COERCED CHANGE CYCLE

ties for implementation. On the
other hand, with immature people
the coerced change cycle might be
more productive because they are
often dependent and not willing to
take new responsibilities unless
forced to do so. In fact, by their
very nature, these people might
prefer direction and structure to
being faced with decisions that
might be frightening to them.

There are some other significant
differences between these two
change cycles. The participative
change cycle tends to be effective
when induced by leaders with per-
sonal power, while the coerced
cycle necessitates significant posi-
tion power — rewards, punish-
ments and sanctions.

With the participative cycle, the
main advantage is that once ac-
cepted it tends to be long-lasting,
since the people are highly corn-
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mitted to the change. Its disad-
vantage is that it tends to be slow
and evolutionary. On the other
hand, the advantage of the coerced
cycle is speed. Using his position
power, the leader can often impose
change immediately. The disad-
vantage of this cycle is that it
tends to be volatile. It can only be
maintained as long as the leader
has position power to make it
stick. It often results in animosity,
hostility and in some cases overt
and covert behavior to undermine
and overthrow.

These cycles have been de-
scribed as if they were either/or
positions. In reality, it is more a
guestion of the proper blend of
each, depending upon the situa-
tion.

PART TWO:
Change Through
Behavior Modification

Rensis Likert found that em-
ployee-centered supervisors who
use general supervision tend to
have higher producing sections
than job-centered supervisors who
use close supervision. 1 We under-
line the word "tend" because this
seemsto be high probability in our
society, yet we also must realize
there are exceptions to this ten-
dency which are even evident in
Likert's data. What Likert found
was that a subordinate generally
responds well to a superior's high
expectations and genuine confi-
dencein him and triesto justify his
boss's expectations of him. His re-
sulting high performance will re-
inforcehis superior's high trust for
him, for it is easy to trust and re-
spect the man who meets or ex-
ceeds your expectations. This oc-
currence could be called the effec-
tive cycle.

Figure 1.
EFFECTIVE CYCLE
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High
erformance

Yet, since top management often
promotes on the basis of short run
output alone, managers tend to
overemphasize task accomplish-
ment, placing extreme pressure on
everyone to achieve high levels of
productivity. This task-oriented
leader behavior style, in some
cases, does not allow much room
for a trusting relationship with
employees. Instead, subordinates
are told what to do and how to do
it. With little consideration, sub-
ordinates respond with minimal ef-
fort and resentment; low perform-
ance results in these instances.
Reinforced by low expectations, it
becomes a vicious cycle. Many
other examples could be given
which result in this al too common
problem in organizations as shown
in Figure 2.

Figure 2.
INEFFECTIVE CYCLE
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These cycles are depicted as
static but in reality they are very
dynamic. The situation tends to
get better or worse. For example,
high expectations result in high
performance, which reinforces the
high expectations and produces
even higher productivity. It almost
becomes a spiral effect as illustrat-
ed in Figure 3.

In many cases, this spiraling
effect is caused by an increase in
leverage created through the use
of what Frederick Herzberg calls
"motivators.In analyzing the
data from his research, Herzberg
concluded that man has two differ-
ent categories of needs which are
essentially independent of each
other and affect behavior in differ-
ent ways. He found that when
people felt dissatisfied about their
jobs, they were concerned about
the environment in which they
were working. On the other hand,
when people felt good about their
jobs, this had to do with the work
itself. Herzberg called the first
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Figure 3.
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category of needs hygiene factors
because they describe man's en-
vironment and serve the primary
function of preventing job dissatis-
faction. He called the second cate-
gory of needs motivators since
they seemed to be effectivein mo-
tivating people to superior per-
formance.

Company policies and adminis-
tration, supervision, working con-
ditions, interpersonal relations,
money, status and security may be
thought of as hygiene factors.
They are not an intrinsic part of a
job, but are related to the condi-
tions under which ajob is perform-
ed. Herzberg relates his use of the
word "hygiene" to its medical
meaning (preventative and en-
vironmental). Hygiene factors pro-
duce no growth in worker output
capacity; they only prevent losses
in worker performance due to
work restriction.

Satisfying factors that involve
feelings of achievement, profes-
sional growth and recognition that
one can experience in a job which
offers challenge and scope are
referred to as motivators. Herz-
berg used this term because these
factors seem capable of having a
positive effect on job satisfaction
often resulting in an increase in
one's total output capacity. In
terms of the upward spiraling
effect, as people perform they are
given more responsibility and op-
portunities for achievement and
growth and development, which
results in higher productivity and
continued high expectations.

This spiraling effect can also



occur in a downward direction as
shown in Figure 4. Low expecta-
tions result in low performance,
which reinforces the low expecta-
tionsand produces even lower pro-
ductivity. It becomes a spiral
effect like a whirlpool as shown in
Figure 4.

Figure 4.
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If this downward spiraling con-
tinues long enough, the cycle may
' reach a point where it cannot be
 turned around in a short period of
time because of the large reservoir
d negative past experience which
has built up in the organization.
Much of the focus and energy is
directed toward the perceived
problems with hygiene factors
rather than the work itself. This
takes such form as hostility, un-
dermining and slow-down in work
performance. When this happens,
even if a manager actually changes
his behavior, the credibility gap
based on long-term experience is
such that the response is still dis-
trust and skepticism rather than
change.

Style Change

One alternative that is some-
times necessary at this juncture is
tobring in anew manager fromthe
outside. The reason this has a
higher probability of success is
that the sum of the past experience
d the people involved with the
new manager is likened to a "clean
slate," and thus different behav-
iorsare on a much more believable
basis. This was vividly illustrated
by Robert H. Guest in a case
analysis of organizational change.®
He examined a large assembly
plant of an automobile company,

Plant Y, and contrasts the situa-
tion under two different leaders.

Under Mr. Stewart, plant man-
ager, working relationships at
Plant Y were dominated by hostili-
ty and mistrust. His high task
style was characterized by a
continual attempt to increase the
driving forces pushing for produc-
tivity. As aresult, the prevailing
atmosphere was that of one emer-
gency following on the heels of an-
other, and the governing motiva:
tion for employee activity was fear
— fear of being “chewed out” right
on the assembly line, fear of being
held responsible for happenings in
which one had no clear authority,
fear of losing one's job. Conse-
quently, of the six plants in this
division of the corporation, Plant Y
had the poorest performance ree-
ord, and it was getting worse.

Mr. Stewart was replaced by
Mr. Cooley, who seemed like a
truly effective leader. Three years
later, dramatic changes had oc-
curred. In various cost and per-
formance measures used to rate
the six plants, Plant Y was now
truly the leader; and the at-
mosphere o interpersonal cooper-
ation and personal satisfaction had
improved impressively over the
situation under Stewart. These
changes, moreover, were effected
through an insignificant number of
dismissals and reassignments. Us-
ing a much higher relationships
style, Cooley succeeded in "turn-
ing Plant Y around.”

Expectations Change

On the surface, the big differ-
ence was style of leadership.
Cooley was a good leader. Stewart
wasn't. But Guest points out
clearly in his analysis that leader-
ship style was only one of two
important factors. "The other was
that while Stewart received daily
orders from division headquarters
to correct specific situations, Cool-
ey was left alone. Cooley was a-
lowed to lead; Stewart was told
how to lead.

In other words, when producti-
vity in Plant Y began to decline
during changeover from wartime
to peacetime operations, Stewart's
superiors expected him to get pro-
ductivity back on the upswing by
taking control of the reins and they
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put tremendous pressure on him to
do just that. Guest suggests that
these expectations forced Stewart
to operate in a very crisis-orient-
ed, autocratic way. However,
when Cooley was given charge as
plant manager, a “hands off” policy
was initiated by his superiors.

The fact that the expectations of
top management had changed
enough to put a moratorium on
random, troublesome outside stim-
uli from headquarters gave Cooley
an opportunity to operate in a com-
pletely different style. One could
raise the question, what might
have happened if instead of hiring
Cooley, top management had given
Stewart the same kind of support
and “free hand”? Could he have
turned the plant around like Cooley
did? Proably not. The ineffective
cycle seemed to have been in a
downward spiral far past the point
where Stewart would have had a
good opportunity to make signifi-
cant change. But with the intro-
duction of a new manager with
whom the employees had no past
experience, now-significant
changes were possible.

While a new manager may be in
a better position to initiate change
in a situation which has been
spiraling downward, he still does
not have an easy task. Essentially,
he has to break the ineffective
cycle. There are at least two alter-
natives available to him. He can
either firethe low performing per-
sonnel and hire people who he
expectsto perform well or respond
to low performance with high ex-
pectations and trust.

The latter choice for the man-
ager is difficult. In effect, the at-
tempt is to change the expecta-
tions or behavior of his subordin-
ates. It is especialy difficult for a
manager to have high expectations
about people who have shown no
indication that they deserve to be
trusted. The key, then, is to
change appropriately. Thisis
where the concepts of behavior
modification might be helpful.

Behavior Modification

In the normal work environ-
ment, managers feel that either
close supervision and pressure
(task-oriented behavior) or consid-
eration and trust (relationship-
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oriented behavior) are the only
ways to focus a subordinate on his
task or change patterns of behay-
ior. They use these methods even
when they prove unsuccessful, be-
cause they are often unaware of
better techniques.

At one time, managers were too
structured, rigid and punishing,
Now there seems to be a swing to
the overly trusting, unstructured
manager. Both these strategies
when inappropriate have created
problems. Another alternative is
behavior modification,® which can
provide a strategy for shifting
leadership style appropriately to
stimulate changes in maturity.

In order to illustrate the differ-
ences between these three strate-
gies — task behavior, relationships
behavior and behavior modifica-
tions — we can compare how a
manager using each might handlea
potential problem-worker.

Tony, a new employee right out
of high school, is a very aggres-
sive, competitive individual. Dur-
ing his first day on the job, he
argues over tools with another
young employee. Table | attempts
to illustrate the possible reactions
of a high task manager, a high re-
lationships manager and a man-
ager using behavior modification
techniques.

Behavior maodification (often re-
ferred to as operant conditioning
or reinforcement theory) is based
upon deserved behavior and not
internal psychological feelings or
attitudes.” Its basic premise is
that behavior is controlled by its
immediate consequences. Any be
havior will be made stronger or
weaker by what happens immed-
iately after it occurs. If what
happens is positive, it tends to in-
crease the frequency of that be
havior occurring again. Positive
reinforcement is anything that is
rewarding to the individual being
reinforced.

Reinforcement, therefore, de
pends on the individual. What is
reinforcing to one person may not
be reinforcing to another. Money
might motivate some people to
work harder, but to others money
is not a high strength need; the
challenge of the job might be the
most rewarding incentive. Man-
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Reaction
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DIFFERENT APPROACHES USED

Table 1.

IN DEALING WITH A DISRUPTIVE WORKER

HIGH TASK MANAGER

"This worker is going to be a
trouble-maker. This behavior
must be stopped!"”

"Hey, you. Knock it off! We
don't allow fighting around
here," said with coldness or
anger.

Tony builds resentment and
hostility. Next few days,
behavior becomes more ag-
gressive.

Tony feels disliked by super-
visor. Self-image deteriorates
as he attempts to defend ego
from assaults. Becomes
more hostile and aggressive
or withdrawn. Avoids super-
visor and learning tasks.

HIGH RELATIONSHIPS
MANAGER

Oh dear, | hope | can get
them interacting and happy.'

"How would you both like to
give me a hand on ajob over
here."

Tony finds he can get attention
of supervisor by being disrup-
tive because the supervisor
wants to be "understanding.”
He causes trouble and watches
supervisor's reaction. Super-
visor pays more and more atten-
tion as his behavior gets worse.
Disruptive behavior reinforced.

Aggressiveness remains. Be-
comes more obnoxious as
other workers withdraw.
Creates incidents to get at-
tention and assigned to those
jobs he wants. Does not
learn. No friends. Low self-
image covered by bravado.

BEHAVIOR MODIFICATION
MANAGER

"Feels Tony needs to learn to
cope in positive ways to re-
place aggressive behavior!"
Separates conflicting workers
without hostility or comment.

Manager watches for any posi-
tive behavior he can immediate-
ly reinforce. Supervisor sets
limits on some behavior and
carefully ignores others.

Tony finds the supervisor ap-
preciates good things about
him. Wants to gain his respect.

Supervisor Strategy:

1. Watches for any occurrences
of positive behavior to rein-
force.

2. Decides which new behaviors
Tony needs to learn first.

3. Plans strategy to get de-
sired behavior.

4. Attempts to better under-
stand Tony in an effort to
use incentives appropriate
for his need structure.

5. Usesthe incentives to rein-
force behavior Tony needs
to learn.

6. Continues to evaluate to
make sure incentives are
still appropriate since these
tend to change with time.

Outcome in two or three weeks.
Tony's work and acceptance
by other members of his work
group continue to improve.
Builds new self-image on basis
of new behavior he has learned.
Hostile and aggressive behavior
toward other employees stops.
Begins to nave a sense OT ac-
complishment. Inner needs
and feelings start to change.
Aggressiveness used in con-
structive ways. Has friends

and becomes a positive rather
than a disruptive influence on
his work group.
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agers must look for unique differ-
ences in their people and recognize
the dangers of generalizing.

In order for a desirable behavior
to be obtained, the slightest posi-
tive behavior exhibited by the
individual in that direction must be
rewarded as soon as possible. This
is called reinforeing positively suc-
cessive approximations toward a
goal.

For example, when an indi-
vidual's performance is low, one
cannot expect drastic changes
overnight, regardless of changes in
expectations or other incentives.
Similar to the child learning some
new behavior, we do not expect
high levels of performance at the
outset. So, as a parent or teacher,
we would use positive reinforce-
ment as the child’s behavior ap-
proaches the desired level of per-
formance. Therefore, the manager
must be aware of any progress of
his subordinate, so he is in a posi-
tion to reinforce appropriately this
change.

This is compatible with the con-
cept of setting interim rather than
final goals and then reinforcing ap-
propriate progress toward the
final goal as interim goals are
accomplished. In this process, the
role of a manager is not always
setting goals for his followers. In-
stead, effectiveness may be in-
creased by providing an environ-
ment where subordinates can play
arole in setting their own goals.

Research indicates that commit-
ment increases when a person is
involved in his own goal setting. If
an individual is involved, he will
tend to engage in much more goal-
directed activity before he be-
comes frustrated and gives up. On
the other hand, if the boss sets the
goal for him, he is apt to give up
more easily because he perceives
these as his boss's goals and not as
his own. Goals should be set high
enough so a person has to stretch
to reach them but low enough so
that they can be attained.

So often final goals are set and
the person isjudged only in terms
of success in relation to this term-
inal goal. Suppose, in our example,
the manager had expected Tony to
become a" perfect" employee over-
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night. Suppose after the first week
Tony is better but still causes some
problems. The result is usually the
manager reprimanding him (pun.
ishment) even though he hasg
shown improvement. If this repri.
manding continues to occur, there
is a high probability that Tony may
stop trying. His behavior, rather
than improving, may become
worse.

~An alternative for the manager
is setting interim realistic goals
which move in the direction of the
final goals as they are attained.
Then with a change in the desired
direction, even though only mod-
erate, positive reinforcement may
be used rather than some form of
punishment.

While positive reinforcement
tends to be more effective in work-
ing with people, experiencing some
unpleasant consequences or nega-
tive reinforcement can sometimes
strengthen a particular behavior.
For example, suppose a manager
reprimands Al, one of his subord-
inates, for sloppy work, rather
than giving him his usual “praise.”
If Al becomes just anxious enough,
finds out what he did wrong, then
does it right and gets his boss’s
praise, the unpleasantness of the
reprimand becomes a negative “re-
inforcer.”

In this case, the manager was
not just trying to punish Al
because he wanted to make him
feel badly but was giving him
negative feedback because he
wanted him to do better. Al re-
sponded as he had hoped he would,
giving the manager a chance to use
positive reinforcement with him
again.

A leader or manager has to be
careful in using negative reinforce-
ment or punishment because he
does not always know what he is
reinforcing in a person when he
uses these methods. He might be
reinforcing lying, manipulation or
al kinds of undesirable behavior
because the individuals involved
may use these behaviors, rather
than improved performance, to
eliminate punishment or further
negative reinforcement. Another
possible reaction to punishment is
that the individual may begin to
use avoidance behaviors such as



attempting to eliminate communi-
cations and interactions between
himself and the person who makes
him feel threatened.

Extinction

Another way to respond to be-
havior besides positive or negative
reinforcement is to not reinforce it
at al. Thisis caled extinction be-
cause it tends to get rid of a
behavior. For example, suppose a
worker is disruptive to get the

attention of his supervisor. What
would happen if his supervisor
paid no attention to him? After
engaging in this behavior on
several occasions without accom-
plishing anything, he soon would
be trying other behaviors.

People do not tend to continue
doing things that do not provide
positive reinforcement. This is
even true sometimes when they
are behaving well. Parents often
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get into this situation when they
tend to pay attention to their
children only when they are be-
having poorly. When children are
behaving appropriately adults may
pay little or no attention to them,
which in a sense could put that be-
havior on extinction. If a child
wants attention from his parents
(it is rewarding to him), he may be
willing to endure what the parent
thinks is punishment for that at-
tention. In the long run the
parents might be reinforcing the
very behavior they don't want and
extinguishing more appropriate
behavior.

Psychotherapy Not Appropriate

Behavior modification seems like
a useful tool for practitioners since
it can be applied, to some extent,
in most environments. Therefore,
it has relevance for most people
interested in accomplishing goals
through others. This was not the
case with psychotherapy. This
process was based upon the as-
sumption that to change behavior
one had to first start with the feel-
ings and attitudes within an indi-
vidual.

The problem with psychother-
apy from apractitiorer’s viewpoirit
is that it is too expensive and is
appropriate for use only by trained
professionals. This is true because
the emphasis in psychotherapy is
on analyzing the reasons underly-
ing behavior which often requires
extensive probing into the early
experiences in the life of an indi-
vidual. Behavior modification, on
the other hand, is not as complex
since it concentrates on observed
behavior using goals or rewards
outside the individual to modify
behavior.

PART THREE:
Planning and
Implementing Change

In evaluating effectiveness, per-
haps more than 90 percent of
managers in organizations look at
measures of output alone. Thus,
the effectiveness of a business
manager is often determined by
net profits, the effectiveness of a
college professor may be deter-
mined by the number of articles
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and books he has published, and
the effectiveness of an athletic
coach may be determined by his
won-lost record.

Others feel that it is unrealistic
to think only in terms of producti-
vity or output in evaluating effec-
tiveness. According to Rensis Li-
kert,1 another set of variables
should be taken into consideration
in determining effectiveness.
These are intervening variables
which reflect the current condition
of the human resources in an or-
ganization and are represented in
its skills, loyalty, commitment to
objectives, motivations, communi-
cations, decision-making and capa-
city for effective interaction. These
intervening variables are con-
cerned with building and develop-
ing the organization and tend to be
long-term considerations.

Managers are often promoted,
however, on the basis of short-run
output variables such as increased
production and earnings, without
concern for the long-run and or-
ganizational development. This
creates a dilemma.

Organizational Dilemma

One of the major problems in
industry today is that there is a
shortage of successful managers.
Therefore, it is not uncommon for
a manager to be promoted in six
months or a year if he is a "pro-
ducer."

Let's look at the example of Mr.
X, amanager who realizes that the
basis on which top management
promotes is often short-run out-
put, and therefore attempts to
achieve high levels of productivity
by over-emphasizing task accom-
plishment and placing extreme
pressure on everyone, even when
it is inappropriate.

The immediate or short-run ef-
fect of Mr. X's behavior will
probably be increased productivi-
ty. Yet if his task-oriented style is
inappropriate for those involved,
and if it continues over a long
period, the morale and climate of
the organization will deteriorate.
Some indications of deterioration
resulting from these intervening
variables may be turnover, ab-
senteeism, increased accidents,
scrap loss and numerous griev-
ances. Not only the number of
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grievances, but the nature of
grievances is important. Are griev-
ances really significant problems
or do they reflect pent-up emotions
due to anxieties and frustration?
Are they settled at the complaint
stage between the employee and
supervisor or are they pushed up
the hierarchy to be settled at
higher levels or by arbitration?

The organizational dilemma is
that in many instances a manager
like Mr. X, who places pressure on
everyone and produces in the short
run, is promoted out of this situa-
tion before the disruptive aspects
of the intervening variables catch
up.
There tends to be a time lag
between declining intervening var-
iables and significant restriction o
output by employees under such
management climate. Employees
tend to feel "things will get bet-
ter." Thus, when Mr. X is promot-
ed rapidly, he often stays "one step
ahead of the wolf."

The real problem is faced by the
next manager, Mr. Y. Although
productivity records are high, he
has inherited many problems.
Merely the introduction of a new
manager may be enough to col-
lapse the slowly deteriorating in-
tervening variables. A tremendous
drop in morale and motivation
leading almost immediately to
significant decrease in output can
occur. Change by itsvery nature is
frightening; to a group whose
intervening variables are declin-
ing, it can be devastating.

Regardless of Mr. Y's style, the
present expectations of the follow-
ers may be so distorted, that much
time and patience will be needed to
closethe now apparent "credibility
gap" between the goals of the or-
ganization and the personal goals
of the group. No matter how effec-
tive Mr. Y might be in the long
run, his superiors, in reviewing a
productivity drop, may give him
only a few months to improve per-
formance. But as Likert's studies
indicate, rebuilding a group's in
tervening variables in a small
organization may take one to three
years, and in a large organization,
may extend to seven years.

It should be made clear that the
choice for a manager is not whe-



ther to concentrate on output or
intervening variables but often a
matter of how much emphasis to
place on each. The decision is be-
tween short- and long-range goals.
If the accepted goal is building and
developing an organization for the
future, then the manager should
be evaluated on these terms and
not entirely on his present produc-
tivity.

While intervening variables do
not appear on balance sheets, sales
reports or accounting ledgers, we
feel that these long-term consider-
ations can be just as important to
an organization as short-term out-
put variables. Therefore, although
difficult to measure, intervening
variables should not be overlooked
in determining organizational ef-
fectiveness.

In summary, we feel that effec-
tiveness is actually determined by
whatever the manager and the or-
ganization decide are their goals
and objectives, but should consider
these factors: output variables, in-
tervening variables, short-range
goas and long-range goals.

Force Field Analysis

Force field analysis, a technique
for diagnosing situations devel-
oped by Kurt Lewin, may be useful
inlooking at the variables involved
in determining effectivenessand in
developing strategies for changing
in particular the condition of the
output or intervening variables.®

Lewin assumesthat in any situa-
tion there are both driving and
restraining forces which influence
any change which may occur.
Driving forces are those forces
affecting a situation which are
"pushing” in a particular direction;
they tend to initiate a change and
keep it going. In terms of improv-
ing productivity in a work group,
pressure from a supervisor, in-
centive earnings and competition
may be examples of driving forces.
Restraining forces are forces act-
ing to restrain or decrease the
driving forces. Apathy, hostility
and poor maintenance of equip-
ment may be examples of restrain-
ing forces against increased pro-
duction. Equilibrium is reached
when the sum of the driving forces
equals the sum of the restraining
forces. In our example, equilibrium

Figure 1.
DRIVING AND RESTRAINING FORCES IN EQUILIBRIUM

Present
Productivity

represents the present level of
productivity as shown in Figure 1.

Thisequilibrium or present level
of productivity can be 'raised or
lowered by changesin the relation-
ship between the driving and re-
straining forces. For illustrations,
let us look again at the dilemma of
Mr. Y, the new manager who takes
over awork group where producti-
vity is high but Mr. X, his prede-
cessor, drained the human re-
sources (intervening variables).
Mr. X had upset the equilibrium
by increasing the driving forces
(i.e., being autocratic and keeping
continual pressure on his men) and
thus achieving increases in output
in the short run. By doing this,
though, new restraining forces de-
veloped, such as increased hostili-
ty and antagonism, and at the time
of his departure the restraining
forces were beginning to increase
and the results manifested them-
selves in turnover, absenteeism
and other restraining forces which
lowered productivity shortly after
Mr. Y arrived. Now anew equilib-
rium at a significantly lowered
productivity is faced by the new
manager.

Now just assume that Mr. Y de-
cides not to increase the driving
forces, but to reduce the restrain-
ing forces. He may do this by
taking time away from the usual
production operation and engaging
in problem-solving and training
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and development. In the short run,
output will tend to be lowered still
further. However, if commitment
to objectives and technical know-
how o his group are increased in
the long run, they may become
new driving forces, and that, along
with the elimination of the hostility
and apathy which were restraining
forces, will now tend to move the
balance to a higher level of output.
A manager, in attempting to im-
plement change, is often in a posi-
tion where he must consider not
only output but also intervening
variables, not only short-term but
also long-term goals, and a frame-
work which is useful in diagnosing
these interrelationships is avail-
able through force field analysis.
In developing a change strategy,
another important aspect that
must be taken into consideration is
the process of change. Kurt Lewin,
in his pioneer work in change,
identified three phases of the
change process.3 These are un-
freezing, changing and refreezing.

Unfreezing

The aim of unfreezingisto moti-
vate and make the individual or
group ready to change. It is a
"thawing out" process where the
forces acting on an individual are
rearranged so now he sees the
need for change.

According to Edgar H. Schein,
some elements that unfreezing
situations seem to have in common
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are: (1) the physical removal of the
individual being changed from his
accustomed routines, sources of
information and social relation-
ships; (2) the undermining and
destruction of al social supports;
(3) demeaning and humiliating ex-
perience to help the individual
being changed to see his old self as
unworthy and thus to be motivated
to change; (4) the consistent link-
ing of reward and willingness to
change and of punishment with un-
willingness to change.*

In brief, unfreezingis the break-
ing down of the mores, customs,
and traditions of an individua —
the old ways of doing things — so
he is ready to accept new alterna-
tives. In terms of force field
analysis, unfreezing may occur
when either the driving forces are
increased or the restraining forces
that are resisting change are re-
duced.

Changing

Once the individual has become
motivated to change, he is now
ready to be provided with new pat-
terns of behavior. This process is
most likely to occur by one of two
mechanisms: identification and in-
ternalization.”

Identification occurs when one
or more models are provided in the
environment from which an indi-
vidual can learn new behavior pat-
terns by identifying with them and
trying to become like them. In-
ternalization occurs when an indi-
vidual is placed in a situation
where new behaviors are demand-
ed of him if he is to operate suc-
cessfully in that situation. He
learns these new behavior pat-
terns not only because they are ne-
cessary to survive but as a result
of new high strength needs in-
duced by coping behavior.

Internalization is a more com-
mon outcome in those influence
settings where the direction of
change is left more to the indi-
vidual. The influence which oc-
curs in programs such as Alco-
holics Anonymous, in psycho-
therapy or counseling for hospi-
talized or incarcerated popula-
tions, in religious retreats, in
human relations training of the
kind pursued by the National

Training Laboratories  (1953),

and in certain kinds of progres-

sive education programs is more

likely to occur through internal-
ization or, at least, to lead ulti-

mately to more internalization. 6

Identification and internalization
are not either/or courses of action
and effective change is often the
result of combining the two into a
strategy for change.

Force or compliance is some-
times discussed as another me-
chanism for inducing change.” It
occurs when an individual is forced
to change by the direct manipula-
tion of rewards and punishment by
someone in a power position. In
this case, behavior appearsto have
changed when the change agent is
present, but oftenis dropped when
supervision is removed. Thus ra-
ther than discussing force as a
mechanism of changing, we would
rather think of it as a tool for un-
freezing.

Refreezing

The process by which the newly-
acquired behavior comes to be
integrated as patterned behavior
into the individual's personality
and/or ongoing significant emo-
tional relationships is referred to
asrefreezing. As Schein contends,
if the new behavior has been in-
ternalized while being learned,
"this has automatically facilitated
refreezing because it has been
fitted naturally into the individ-
ual's personality. If it has been
learned through identification, it
will persist only so long as the
target's relationship with the or-
iginal influence model persists
unless new surrogate models are
found or social support and rein-
forcement is obtained for expres-
sions of the new attitudes."”

This highlights how important it
is for an individual engaged in a
change process to be in an environ-
ment which is continually reinforc-
ing the desired change. The effect
of many a training program has
been short-lived when the person
returns to an environment that
does not reinforce the new pat-
terns or, even worse, is hostile
toward them.

What we are concerned about in
refreezingisthat the new behavior
does not get extinguished over
time. Toinsurethis not happening,
reinforcement (rewards and in-
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centives) must be scheduled in an
effective way. There seem to be
two main reinforcement schedules:;
continuous and intermittent.9 Con-
tinuous reinforcement means that
the individual being changed is re-
warded every time he engages in
the desired new pattern. With in-
termittent reinforcement, on the
other hand, not every desired re-
sponse isreinforced. Reinforce-
ment can be either completely
random or scheduled according to
a prescribed number of responses
occurring or a particular interval
of time elapsing before reinforce-
ment is given.

With continuous reinforcement,
the individual learns the new be
havior quickly, but if his environ-
ment changes to one of nonrein-
forcement, extinction (elimination
of the behavior) can be expected to
take place relatively soon. With in-
termittent reinforcement, extinc-
tion is much slower because the
individual has been conditioned to
go for periods of time without any
reinforcement. Thus for fast learn-
ing, acontinuous reinforcement
schedule should be used. But once
the individual has learned the new
pattern, a switch to intermittent
reinforcement should insure a long
lasting change.

Change Process —
Some Examples

To see the change process in
operation, several examples should
be cited.

A college basketball coach re-
cruited for histeam Bob Anderson,
a 6'-4" center from a small town in
a rural area. In his district, 6-4"
was good height for a center. This
fact, combined with his deadly
turn-around-jump shot, made An-
derson the rage of his league and
enabled him to average close to 0
points a game.

Recognizing that 6'-4" is smal
for a college center, the coach
hoped that he could make Ander-
son a forward, moving him inside
only when they were playing a
double pivot. One of the things the
coach was concerned about, how-
ever, was when Anderson would
be used in the pivot, how he could
get hisjump shot off when he came
up against other players ranging in
height from 6'-8" to 7'. He felt that
Anderson would have to learn to
shoot a hook shot, which is much



harder to block, if he was going to
have scoring potential against this
kind of competition.

The approach that many coaches
use to solve this problem would
probably be as follows: The first
day of practice when Anderson ar-
rived, the coach would welcome
him and then explain the problem
to him as he had analyzed it. As a
solution he would probably ask An-
derson to start to work with the
varsity center, Steve Cram, who
was 6'-10" and had an excellent
hook.

"Steve can help you start work-
ing on that new shot, Bob," the
coach would say. Anderson's reac-
tion to this interchange might be
one of resentment and he would go
over and work with Cram only be-
cause of the coach's position power.
After all, he might think to him-
self, "Who does he think he is? I've
been averaging close to 30 points a
game for three years now and the
first day | show up here the coach
wants me to learn a new shot." So
he may start to work with Cram
reluctantly, concentrating on the

hook shot only when the coach is
looking but taking his favorite
jump shot when he wasn't being
observed. Anderson is by no
means unfrozen or ready to learn
to shoot another way.

Let's look at another approach
the coach could have used to solve
this problem. Suppose on the first
day of practice he sets up a scrim-
mage between the varsity and
freshmen. Before he starts the
scrimmage he *gets big Steve
Cram, the varsity center, aside
and tells him, "Steve, we have this
new freshman named Anderson
who has real potential to be a find
ball player. What 1'd like you to do
today though, is not to worry
about scoring or rebounding, just
make sure every time Anderson
goes up for a shot you make him
eat it. | want him to see that he
will have to learn to shoot some
other shots if he is to survive
against guys like you."

So when the scrimmage starts,
the first time Anderson gets the
ball and turns around to shoot
Cram leaps up and "stuffsthe ball

right down his throat." Time after
time this occurs. Soon Anderson
starts to engage in some coping be-
havior, trying to fall away fromthe
basket, shooting from the side of
his head rather than the front, in
an attempt to get his shot off.
After the scrimmage, Anderson
comes off the court dejected. The
coach says, "What's wrong, Bob?"
He replies, "l don't know, Coach, |
just can't seem to get my shot off
against a man as big as Cram.
What do you think | should do?"
"Well, Bob, why don't you go
over and start working with Steve
on a hook shot. | think you'll find it
much harder to block. And with
your shooting eye | don't think it
will take long for you to learn."
How do you think Anderson
feels about working with Cram
now? He's enthusiastic and ready
to learn. Having been placed in a
situation where he learns for
himself that he has a problem,
Anderson is already in the process
of unfreezing his past patterns of
behavior. Now he's ready for
identification. He has had an
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opportunity to internalize his prob-
lem and is ready to work with
Steve Cram.

So often the leader who has
knowledge of an existing problem
forgets that until the people in-
volved recognize the problem as
their own, it is going to be much
more difficultto produce change in
their behavior. Internalization and
identification are not either/or
alternatives but can be parts of de-
veloping specific change strategies
appropriate to the situation.

The Military Example

Another example of the change
processes in operation can be seen
in the military, particularly in the
induction phase. There are prob-
ably few organizations that have
entering their ranks people who
are less motivated and committed
to the organization than the re-
cruits the military gets. Yet in a
few short months, they are able to
mold these men into a relatively
effective combat team. This is not
an accident. Let's look at some of
the processes that help accomplish
this.

The Most Imp

The most dramatic and harsh
aspects of the training are the un-
freezing phase. All four elements
that Schein claimsunfreezing situa-
tions have in common are present.
A specific example follows.

() The recruits are physically
removed from their accustomed
routines, sources of information
and social relationships in the iso-
lation of a place such as Parris
Island.

During this first week of
training at Parris Idand, the re-
cruit is .. . hermetically sealed
ina hostile environment, requir-
ed to rise at 4:55 am., do ex-
hausting exercises, attend class-
es on strange subjects, drill for
hoursin the hot sun, eat meals in
silence and stand at rigid atten-
tion the rest of the time; he has
no television, noradio, no candy,
no coke, no beer, no telephone
— and can write letters only
during one hour of free time a
day. 10
(2) The undermining and de-

struction of social supports is one
of the DI's (Drill Instructor) tasks.
"Using their voices and the threat

ortant

Thing To Learn

Js;s H(l)w
-0il Learn
Feeling— Thinking

Rank These Words According
To HOW You Learn:

Watching Doing

You've just taken part of
The Learning Style Inventory

The Learning Style Inventory is a self-scoring test that provides a profile of the in-

dividual's preferred learning style. Trainers and educators use it to help them
reach the greatest number of people in the most effective way. Developed by

David A. Kolb, the LSl is used to:

establish a learning plan;

guide selection of
training or develop-
ment experiences;

design training and
educational
programs.

For the LS| Test and Profile Sheet, Self-Scoring Booklet, and/or Technical Manual,

write:

Tests and Scoring Division, McBer and Company, 137 Newbury Street

Boston, MA 02116
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"of extra PT (physical training), the

DI. .. must shock the recruit out
of the emotional stability of home,
pool hall, street corner, girl friend
or school."11

(3) Demeaning and humiliating
experiences are commonplace dur-
ing the first two weeks of the
training as the Dls help the re-
cruits see themselves as unworthy
and thus motivated to change into
what they want a Marine to be.
"It's a total shock. . . . Carrying
full seabags, 80 terrified privates
are herded into their "barn," a bar-
racks floor with 40 double-decker
bunks. Sixteen hours a day, for
two weeks, they will do nothing
right."12

(4) Throughout the training
there is consistent linking of re-
ward with willingness to change
and punishment with unwilling-
ness to change.

Rebels or laggards are sent to
the Motivation Platoon to get
"sguared away." A day at Moti-
vation combines constant har-
assment and PT (physical train-
ing), ending the day with the in-
filtration course. This hot, 225-
yard ordeal of crawling, jumping
and screaming through ditches
and obstacles is climaxed by the
recruits dragging two 30-pound
ammo boxes 60yards in mud and
water. If he falters he darts
again. At the end, the privates
are lined up and asked if they
are ready to go back to their
home platoons . . . almost all go
back for good. 13

While the recruits go through a
severe unfreezing process, they
quickly move to the changing
phase, firstidentifyingwith the DI
and then emulating informal lead-
ers, as they develop. "Toward the
end of the third week a break oc
curs. What one DI calls 'that five
percent — the slow, fat, dumb or
difficult’ have been dropped. The
remaining recruits have emerged
fromtheir first-week vacuum with
one passionate desire — to stay
with their platoon at al costs."!*

Internalization takes place when
the recruits through their forced
interactions develop different high
strength needs. "Fear of the DI
gives way to respect, and survival
evolves into achievement toward



the end of training. "l learned |
had more guts than | imagined" is
atypica comment. 15

Sincethe group tends to stay to-
gether throughout the entire pro-
gram, it serves as a positive re-
inforcer which can help refreeze
the new behavior.

Impact of Change

on Total System
The focusin these three articles
has been on the management of
human resources and as a result
we have spent little time on how
technical change can have an
impact on the total system. And
yet, the importance of combining
the social and technical into a uni-
fied social systems concept is

stressed by Robert Guest.

On hispart the social scientist
often makes the error of concen-
trating on human motivation and
group behavior without fully ac-
counting for the technical en-
vironment which circumscribes,
even determines, theroleswhich
the actors play. Moaotivation,
group structure, interaction pro-

cesses, authority — none of

these abstractions of behavior,

take place in a technological
vacuum. 1®

A dramatic example of the con-
sequences of introducing technical
change and ignoring its conse-
guences on the social system isthe
case of the introduction of the steel
axe to a group of Australian
Aborigines.'

This tribe remained consider-
ably isolated, both geographically
and socialy, from the influence of
Western cultures. In fact, their
only contact was an Anglican mis-
sion established in the adjacent
territory.

The polished stone axe was a
traditionally basic part of the
tribe's technology. Used by men,
women and children, the stone axe
was vital to the subsistence econ-
omy. But more than that, it was
actually a key to the smoth run-
ning of the socia system; it defined
interpersonal relationships and
was a symbol o masculinity and
male superiority. "Only an adult

Herb Cohen's
Everyone's A Negotiator & Persuasve Negotiating

Herb Cohen isa"real world" negotiator. A consultant to
the Departments of State and Justice of the federal government and
dozens of Fortune 500 companies, his counsel and participation in
thousands of disparate negotiations is highly regarded. If it's an area
where people negotiate. Herb Cohen has done it, and done it well.

Now your organization can profit from Herb Cohen's nego-
tiating expertise. In two power-packed performances, videotaped at
Magnetic Video's Studio in the Park, Cohen analyzes the sources of
power it takes to conduct successful negtiations and stresses a
collaborative, "both sides can win" approach to continuing

"Power is based upon perception. Ifi/on think you've got it, you've gol
it. If WW think you don't luwe it, even if you've gol it, then you don't

have it!"

To order your 3 day evaluation
call 313/476-1920

relationships.

male could make and own a stone
axe; awoman or a child had to ask
his permission to obtain one."|®

The Anglican mission, in an
effort to help improve the situation
of the Aborigines, introduced the
steel axe, a product of European
technology. It was given indiscrim-
inately to men, women and chil-
dren. Because the tool was more
efficient than the stone axe, it was
readily accepted but it produced
severe repercussions unforeseen
by the missionaries or the tribe.
As Stephan R. Cain reports:

The adult male was unable to
make the steel axe and no longer
had to make the stone axe. Con-
sequently, his exclusive ax-mak-
ing ability was no longer a neces-
sary or desirable skill, and his
status as sole possessor and dis-
penser ofavital element of tech-
nology was lost. The most dras-
tic overall result was that tradi-
tional values, beliefs, and atti-
tudes were unintentionally un-
dermined. 19
This example illustrates that an

Now available on videotape!

According to Cohen, negotiating is always going on. It's

Herb Cohen

something that each of us do every day of our lives, either poorly or
well. How we handle our encounters often determines our prosperity
and the quality of our lives:

In Even/one's A Negotiator (70 min.) and Persuasive Negotiating (60
min.). Herb Cohen's message is results-oriented. "My needs are to get
people to change their attitude about negotiations, and realize they've
got power."

Call today for more information on Herb Cohen's entertaining,
practical approach to the world of negotiating. Everyone's A Negotiator
and Persuasive Negotiating are now available for purchase or rental, on

videotape only.

a \  The Magnetic Video Library

23705 Industrial Park Drive
Farmington Hills, Michigan 48024
313/476-1920
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mm organization is an “open social sys-
tem,” that is, all aspects of an
organization may have an impact
on other parts or the organization
itself. Thus a proposed change in
one part of an organization must be
carefully assessed in terms of its
likely impact on the rest of the or-
ganization.
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