
Automakers 
 

Change: 
 Change theories 

 Planned approach to change 

 Silent killers (recommendations) 

 Change plan 

 

Implementing change using a change plan 

 

1. Identify forces causing the change 

Change takes place to overcome external and internal forces.  
Examples of external forces are: 

a)  socio-cultural factors  shifts in market tastes and preference 
b)  technological factors 
c) economic factors inflation, income levels  
d) political and legal factors.  

Examples of internal forces are: 

a)  problems with performance (losing money, customers, employees), 



b)  internal processes such as decision making 
c)  new management 
d) new strategies and  
e) fads and fashions.  

Case:  

External factors:  

T-Plant, being in the automotive industry, faces external forces such as socio-cultural, 
economic and political and legal factors 
 
a) Change in consumer preferences towards fuel-efficient cars, which is attributable to 
soaring petrol prices, is a prominent socio-cultural force faced by T-Plant. 

b) Economic factor such as the strengthening of Australian dollar against the US 
D .  

c)Political intervention such as large government subsidies persuaded T-Plant to 
continue its production in Australia.  

Internal factors 

T-Plant of Australia is also facing internal forces.  
a) T-Plant has been losing market share to rivals and there has been a decline in 
operating profits and sales.  
 
b) It is also having production problems due to lack of cooperation across functions. 
For instance, lying, cheating and stealing are evident in its culture. 
 
c) The introduction of launching of two new environmentally friendly cars  The 
success for these cars will depend on improving both quality and quantity 
 
d)The corporate management has introduced a participative management program that 
is expected to be imposed by the Australian management.  



 

 

Organisational change can be classified into evolutionary or revolutionary. 
Evolutionary change concerns ongoing minor changes and stays relatively stable. 
Revolutionary change is big and fast, and responds to significant environmental 
changes. It transforms entire organisation and creates new structure and management.  



There are two types of revolutionary change is planned and unplanned. Planned 
change is where organisations have adequate time to anticipate and formulate change, 
while unplanned change arises from unanticipated threat.  

Case: At T-Plant, it is undergoing a planned revolutionary change. Participative 
management program has been introduced in order to sustain itself despite intense 
forces faced in the industry. The change implemented transforms the entire 
organisation, as it creates new structure and management. For instance, there is a 
significant change in management style to less screaming and yelling and more 
listening. A multi-level committee structure is also designed to orchestrate change in 
management style. There are three levels being introduced in the new structure, which 
aims to increase participation at all levels of management. The new structure is more 
flattened, and lower levels are given more job autonomy. It is also a planned change 
for T-Plant to implement the change in management style, as the Quality of Working 
Life (QWL) program. It has been formulated by the consultants with due planning, 
after analysing the problems encountered by T-Plant, through the interviews 
conducted with ninety individuals working in the plant.  

2. Identify the change agent 

Change agent is the person responsible for change. The change agent needs to have 
several key competencies. They need the right knowledge and to understand the 
business, they need the skills to push through the change required, and they need to 
possess the right attitude towards change  

In the automakers case, the Level 1 committee which comprises of ten managers 
(plant manager to production manager) in the new structure will be the change agent 
to successfully implement the change at T-Plant. It is because they have the authority, 
and know well about T-Plant operations, and possess the skills to manage the change. 
For instance, when a production manager convinces his subordinates that it is safe to 
act in accordance with the dictates of the program, there is an improvement in 
productivity and morale. It is because his charisma gives him referent power which 
improves  unanimity towards the new change.  

3. Identify the problem: what needs to be changed? (culture, communication, 
power, strategy, structure) and the solution (type of interventions needed) 
(Look under culture) 

a)  which consists 
of reprimand and intensive verbal abuse  

b)  It did not reward members for a job well done. Success was determined by 
ability to be aggressive and competitive 

c) Need to increase in accountability in order for people to take charge and make 
an effort to change their actions. The oppressive nature of 2x4 style constrains 
people for asking too many questions, communicated problems and accepted 
blame. There needs to be a lot more accountability and a lot more 



responsibility taken by members of staff, to trust one another so that they can 
efficiently work towards building better quality cars 

d) Control wastage and material usage  
- In order to be more productive, costs had to be cut -the storage of materials 
and the usage of materials should be observed constantly and consistently, 
especially within a culture exhibiting 'Shiftitus' and 'Empire Building' where 
the aim was to compromise the productivity of others, rather than improve 
operations within the shift itself. Monitoring tools such as cameras could be 
used in order to do this. 

e) Improve job security 
f) Align the goals of management to that of the overall organization 

 
4. Implement the change  

Change can be one off which involves unfreeze, change and refreeze, or it can be 
ongoing which involves unfreeze and change. At T-Plant, one off change will be 
implemented. Unfreeze to unlearn the old ways, change then refreeze. Refreeze 
through rewards, to prevent it from reverting to the old management style.  

Resistance to change: 

 Comfortable with established practice (management thinks the old culture 
engenders excitement and fun 

 lack of sense of urgency to change (top managerial support) 

 Lack of understanding of what needs to be change (Level 3 managers) 

 Suspicion that new practices are unworkable (they wonder if the changes were 
counterproductive and began to see the new style as mere window dressing) 

 Lack of ability to learn new skills (Level 2 managers are ill prepared, 
information gap) 

 

5. Monitor results, review and get feedback 

Look at the financial report and key performance indicator, such as sales, cost and 
profit. Compare with target goals.  

 
Change in structure: The five consultants designed a multi-level committee structure 
to orchestrate the management style. Level 1 managers were to delegate authority 
down the line, while Level 2 were expected to determine where problems arose and 
find ways of fixing them, while Level 3 committees resolve multi-functional problems 
where possible and pass them up to Level 2 managers to follow up.  
 
The change then has to be clearly communicated through practice -better performing 
teams that have improved efficiency by decreasing wastage, should be rewarded. A 
more introspective management style should be used, to prevent such excessive 



competition that is described by 'shiftitus' -by giving more employees autonomy as to 
how they should approach the manufacturing system, they hopefully will understand 
areas where they could reduce waste, as self-assessment is more likely to be effective 
than being told to simply 'improve efficiency' which is what caused the degeneration 
of culture in the first place. This is supplemented by things such as the 'swear jar' to 
move towards a cleaner culture overall -relatively harmless, but still triggers the need 
for self-control within employees.  
In order to prevent regressing to the previous culture, the change has to be consistent 
and managers has to be careful not to regress back to 2x4 management style.  There 
must also be consistent incentives that are aligned with improvements in quality, 
instead of simply quantity.  

For example, (last page of case)  
-a budget was allocated to cover increasing cost for the times where assembly line 
was stopped to address quality problems.  
-New bonuses for managers to reward improvements in measures of quality.  
-More money provided for training to help managers operate in participatory, 
problem-solving mode  

 

 
Common mistakes in managing change: (relevant In bold) 

1. Management style is either too top down or too laissez faire 
2. Unclear strategy/conflicting priorities 
3. Ineffective senior management team 
4. Poor vertical communication 
5. Poor horizontal communication  
6. Inadequate skills at lower levels 

Much care should be given in managing change.  

First, top down or individualistic management style needs to be avoided. Instead, 
partnership of upper and lower levels needs to be engendered for effective change to 
take place. This can be done through flattened structure, which promotes interaction 
between the top and lower level employees. Already have a multi-level committee 
structure.  

Second, unclear strategy/conflicting priorities should be avoided. Top management 
needs to develop a common business direction. This can be done through 
communicating clear strategies of the new company so that everyone knows what is 
expected of them. At T-Plant, Level 3 is not aware of the change effort. 

 Besides that, to avoid ineffective senior management team in handling change, top 
team should be involved in the change process. It is because top management usually 



has the charisma (referent power/authority power) which helps to prevent resistance 
to change. Level 1 manager managed to convince his subordinates. 

 Fourth, poor vertical communication should be avoided in implementing change. 
Honest, fact-based dialogue needs to be established with lower levels about strategy 
and barriers. Meeting each week between top and lower level to monitor the change, 
and give feedback.  

Fifth, poor horizontal coordination is also detrimental to change.  New roles, 
responsibilities and structures should be established to get people to work together. 
Each department was concerned with their own function, worked for self-interest 
rather than common interest. To reinforce a culture of collectivism rather than 

 
each functional area should be acknowledged but overarching goals of the project 
should be emphasised. Create performance norms and hold social events to engender 
trust among employees. 

 Finally, inadequate skill at lower levels is another silent killer. Skills can be 
developed at lower levels via coaching, training, recruitment, firing if necessary. 
Level 2 need training.  

 

 

 

 

 

 

 

 

Communication 

Process through which organizations create and shape events 

Distortion in Communication 
Distortions is the alteration in meanings as messages move through the organization (noise 
of the communication system).  
 
Messages pass first to individuals as receivers, who then become senders of information. 



These messages need to be encoded by senders before they are sent. Messages are then 
subsequently decoded by the receiver before they are received.  

However, these messages can be distorted in serial transmission process. Information is lost 
from or added to the message, the interpretation of facts changes, and new interpretations 
develop. These distortions mainly happen due to different encoding and decoding.  

Encoding and decoding are shaped by:  

a) Environment, background, experiences 
b) Values, attitudes, personality 
c) Relationship between sender/receiver 
d) Non-verbal communication 
e) Perceptual limitation  selective perception & selective retention 

With respect to the case, there is a distortion in communication due to lack of training. When 
the Level 1 managers withdrew, the Level 2 managers were unable to process information in 
a way that enable them to identify and locate problems even when necessary information 
was available.  

 

Functional theories of Communication 
Enables us to understand communication by describing what messages do and how they 
move through organization. 
 
Message function 
We describe message function into three broad categories  organizing, relationship and 
change functions. In the case study, Gerry employs all three types of communication to get 
his message across.  

1. Organizing is about getting people to do things and establishing rules, regulations 
and policies. 
- Aim is to implement management program that has been introduced at corporate 

headquarters to improve productivity 
-  

 

2. Relationships is about establishing relationships between people (such as helping 
individuals define roles and assess the compatibility of individual and organizational 
goals).  

- Nurture relationships between shifts as competitive nature and culture has resulted in 
fighting and competition which led to problems being passed along and workers to 
sabotage other shifts = reduced productivity.  

-  
3. Change is about learning, problem-solving and adapt what they do and how they do 

it (essential in an open system).  
o Problem-solving, adapting 



- Introduce change in the manner of working and communication  
learning process from 2x4. 

Message Network 
Communication network are the formal and informal patterns of communication that link 
organizational members together.  

 Formal Network 
o Meetings are held by consultants to discuss issues. Top down approach 

where level 1 managers delegate authority down the line, Level 2 then Level 
3. Due to the nature of the different levels, there may be possible distortions. 

Channels 
Channels are means for transmission of messages. Selection one channel over another can 
communicate subtle and important attitudes about both the message receiver and the 
message itself.  

What channels are used to convey these messages? 

 Face-to-face (scheduled) 
o High richness  able to give feedback on the spot 
o Low spontaneity 
o High time commitment 
o Immediate contact 

-  Eg. Eg. L1 managers met weekly as members of the management 
committee.  

(However, teams were not included in the meetings) 
 

Direction 
Three primary message directions in organizations : Horizontal ( to colleague), Upward (to 
boss), Downward (to subordinate) and External (the media or your customers).  

What direction was the message moved towards? 

 Downwards 
o Management to subordinates 

 

Frequency and load 
Was the message load too heavy? 

 There was an overload for L2 managers as they were unable to process the information 
even if it were available ( lack of training)  

 Underload for L3 managers as they were unaware of the effort to change due to lack of 
exposure to consultants, failure to provide resources to support change effort, inability to 
attend meetings due to lack of personnel and lack of rewards for changed behavior.   

 



Main cause of distortion and what can be done about them? 
-Encoding and decoding 
-Wrong network 
-Wrong channel 
-Wrong direction/audience 
-Over-load/ under-load 
-Feedback 

Case:  
1. (pg 8)Plant management were inconsistent in communicating support for the 
participative management program  
- Rewards for changing were negligible  
-No punishment for those who ignored quality diretives 
-Training for participants inadequate. 
-There was insufficient budget 
- Productivity pressures remains, which contradicts efforts to analyse problems in 
production in L2 managers.   

2. Also, goals of consultants and managements were VAGUE: no specific productivity 
and quality targets set. So there was an encoding and decoding issue whereby it 

 

3. Encoding and Decoding Issues  

were to delegate authority down the line; Level 2 managers were expected to carry 
out a socio-technical analysis of the production process to determine where problems 
arose and find ways of fixing them; the Level 3 committees were expected to resolve 
multi-functional problems where possible or pass them up to Level 2 managers to 

 

 

L1: Supportive: they were aware behaviour was dysfunctional. BUT suspicious. Also 
felt old culture had its merits.  Cancelled traditional morning meetings of which 
they outlined problems and priorities to subordinates, tried to have less screaming but 
= impotence and ineffective BECAUSE subordinates/workers did not share their 
priorities. 

L1 withdrew, L2 had info gap but no training (mgmt. did not give training or 
necessary delegations, encoding inconsistency).  

L3: were mostly unaware of the change  lack of exposure to consultants and no 
resources/rewards/inability to attend meetings (lost of channel communication. 
Wrong target network, no grapevine network!). Decoding issues: change effort 
perceived as a tool to spy.  


