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In your professional live as a manger you will most certainly face situations were only
large-scale organizational change (LSOC) can move you and your organization out of
harm's way. New regulatory frameworks, disruptive innovations, financial crisis are some
examples of events where gradual or incremental change reaches its limits. The same
applies when you want to develop your organization to the next performance level
(Waclawski 2002). There are many learning and development interventions on individual
and team level (Shuffler et al. 2011). However, from time to time you will need to
consider large-scale organizational change interventions (LSOCI) to increase
competitiveness. In this CQ Dossier we will have a look at recent theory and research

on LSOCI and how to manage them based on evidence-based practices.

Social sciences have started to turn their attention to language and negotiation of
meaning as playing a crucial role in organizational change. The rationale behind this
linguistic turn (Alvesson und Karreman 2000) is the assumption that social reality is the
results of ongoing negotiation processes taking place in- and outside an organization.
Some organizational scholars go even one step further and argue that organizations
itself are the result of processes of social construction as they only exist in narratives,
documents and memory traces (Cardellini 2006). We will have a look at change

interventions that rely on this understanding of social reality and change in this dossier.

Social reality in organizations is not given or determined but negotiated. This has far
reaching implications for your change efforts. Instead of telling people where you want
to have the organization changed, you need to build and construct the desired future

state with your key stakeholders. Future state refers in this context to a shared
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understanding of your organization’s future characteristics. Thus, future state can be
understood as a placeholder for more commonly used business terms such as strategy,
mission, vision, strategic targets etc. We will use the term strategy and future state

interchangeably.

Developing a future state involves a considerable amount of communication,
discussion and involvement until you manage to create a ‘'multi-authored” (Buchanan
und Dawson 2007) picture that both you and your stakeholders embrace. You can
achieve this for instance in strategy workshops (Jarzabkowski und Seidl 2008) where
the shared understanding of your organization’s future state is addressed and shaped.
However, it is not just strategy meetings where the future state of your organization and
thus its change trajectory is defined. Recent insights from strategy research have
brought to light that strategy can also be seen a practice (Whittington 2006) rather than
something organizations have. Thus, developing and communicating it is just the start.
In order to create and maintain the desired change momentum you need to
continuously address the future state, listen to concerns related to it and empower your

teams to take ownership in implementing it.

One of our main intervention tool to foster change in your organization is language.
Language use also involves written language, pictures, videos, e-mails etc. Your task in
now to make sense of the change intervention in daily business. This is particularly
important for LSCI, as they also involve a shift of your organization’s identity. You can
for instance offer a bridge from your current organization’s identity to the future one.
Assumed your organization has a strong track record in product innovations, you could
connect this "being innovative” identity discourse to a desired future state defined by
"develop new products’. Consistency and legitimacy play also a crucial role in LSCI as
language use is closely connected to the application of power (Fairclough 2014). Don't

play the top down game and tell people what they should do (which is a direct


https://www.ckju.net/en/dossier/language-change-how-language-shapes-social-reality-and-drives-change/25519?gid=24064&nid=25478

application of position power) but offer them a reason why it is important for the

organization to change.

Motivation is the invisible force that makes people move. Thus, motivation is an
important lever you should take into consideration in any LSCI. You are wondering how

to increase your employee’s motivation to change? Self Determination Theory (SDT)

and goal setting theory provide well proven frameworks you can rely on when
conducting a change intervention. SDT is built on the foundation that autonomy,
competence and relatedness are basic psychological needs every individual is striving
for (Broeck et al. 2010). When you provide your employees a workplace context that
supports these needs, they will tend to support the change initiative rather than
opposing it (Deci et al. 2017). This could involve being supportive in terms of problem
solving, providing a rational for the change initiative and listening to your employees’

perspectives and concerns.

There is considerable evidence that specific, challenging but achievable goals in
combination with regular performance feedback increase motivation (Locke und
Latham 2016). In addition, goals should be relevant for individuals, teams and the entire
organization. In combination with a supportive environment such goals satisfy above
mentioned basic psychological needs. As a conseguence, your employees autonomous
motivation is going to increase which has a positive impact on performance and

wellbeing (Deci et al. 2017)


https://www.ckju.net/en/dossier/how-self-determination-and-goals-boost-motivation-evidence-based-management-approach/1273?gid=840&nid=850

Taking all this into consideration you might wonder what role leadership plays in LSCI.
While the answer to the question is a clear “leadership matters”, the connection
between change and leadership is not as straightforward as you might expect. There is
a variety of leadership approaches available, but none of them is a silver bullet for
successful LSCI. It is up to you to select the most appropriate leadership style for the

specific situation and context.

For instance, transformational leadership has been connected to successful change

projects and is defined by the four main behaviors idealized influence, individualized
consideration, inspirational motivation and intellectual stimulation (e.g. Chou 2014). The
assumption behind transformational leadership is that these four behaviors make a
visionary leader who develops his followers to a higher performance level.
Transformational leadership is usually contrasted to transactional leadership which is
mostly about managing deviations and exceptions. However, there are most properly
times when managing deviations is exactly what you need. Thus, you should be familiar

with both leadership approaches.

The traditional understanding of leadership is based on the assumption that there is a
team of senior managers which is formally leading the organization. This might be right
from a legal perspective. However, from a change perspective recent research tells
another story. Distributed leadership (Buchanan et al. 2016), change agents and middle
management (Rouleau und Balogun 2011) get more and more attention as critical
success factors for managing change. This opens up the opportunity for a more holistic

understanding of leadership. Ask your employees how they lead and support the
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change initiative. Empower your middle managers to come up with solutions on how to

implement the required changes in their area of responsibility.

LSCls are complex endeavors that cannot be managed with a receipt like top-down
management approach. This CQ Dossier summarizes most recent research insights
into how to manage LSCI. Beside taking scientific evidence into consideration, you

should also involve context specific evidence such as data, stakeholder expectations

and your own any your peers experience in your decision making process.

Language and negotiation of meaning play a crucial role in large scale change
interventions

e Build and construct your organization’s future state with your key stakeholders
e Strategy is an ongoing practice rather than something organizations have

e Use language that facilitates your change intervention

e Motivation can be a powerful change catalyst

e |eadership matters. Which approach is most appropriate depends on situation
and context

e [tis notjust senior management that leads change but every single employee
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