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I doubt that 1 shall be able to nicct the 
new standards of the job that \vill be 
required. 

I shall be lwltl rcsponsiblc for quality 
dcfccts or for the control of quality, 
\vhicll I miay not LC ;tblt. to infl urwcc. 

The ncw sitr~ation \\-ill iin.oh-e an in- 
crease in safety hazards for me. 

The security of my job with the com- 
pany will be greater l~ccni~sc' thc im- 
portnncc of my work has been in- 
creased. 

The security of my job with tlw corn- 
p n v  \\,ill be grcater b c ~ u ~ ~ s c  thc c'otn- 
petiti\fc position of tllc rolnpny \\.ill 
be stronger. 

3ly work \\-ill br safer 11cc;uisc 111). cs- 

~X)SUW to injury \\.ill be rcduced. 

Fears about increased personal incon- 
veniencc 

Tlw nc\v conditions o f  \\.ark \\.ill be 
less pl txant .  

Thc. \\.ark \\ . i l l  l)c morcb ciifficult. 

I sllall IM\T to \I-ork Irardcr. 

This change \\.ill interfere with my 
pcrsonal Iifc (diff cwnt hours, more 
tra\-cl, etc.). 

I shall  ha\^ to change what I lm\-e be- 
conw accustomed to o\.cr the \-wrs. 

Hopes of increased personal conven- 
ience 

I l y  conditions of work will be more 
pleasant. 

l f y  \\.ark [rill 1,c cnsicr. 

I siirdl not  ha\^ to \\.ark as hard. 

This clmngc is an in~provcmcnt in my 
pcwoi~al life (more desirable hours, 
trawl, etc.). 

Hopes of increased job satisfi~ctions 

Tlris will fit nicely into my long-range 
curcer plans. 

, 

Social fears Social anticipations 

I shall lose status. hly status will hc enlla~iccd or im- 
proved. 

If I coopcrntc \\.it11 this change, the Xly opportunities for socid contacts 
ctltcrs 1 \ 4 1  think ill uf mc.. \lp f u t ~ ~ r e  with otlrrrs on thc job will be in- 
rel:~tionships \\.ill he dfr.cted. creased. 
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I sllall b e  less in contact with what is 
goillg on in the company (or depart- 
ment). 

I don't like working by myself. I enjoy 
\vorking as part of a team. 

I'm worried about having Y as a su- 
pervisor. H e  has a poor reputation. 

This change will damage my relation- 
s h i p  \vitll my customers (or supplicrs 
or other persons outside the company). 

I shall be  establishing precedents by 
cooperating with this change. I shall 
be committing others to follow me. 

The union \\rill take a dim view of my 
in\~olvcmcnt in the change. I shall 
affect their relations with the firm. 

I shall have to leave my old wark- 
mates. I like it where I am. I have no 
desire to have to make new friends. 

I don't nxnt  to cause others to be  made 
redundant. 

I shall have increased access to infor- 
mation about what is going on in the 
company (or department). 

I shall enjoy working as part of a 
group. 

I shall like ~vorking for S. I-Ie is a good 
supervisor. 

hly contracts with suppliers (or cus- 
toiners or other persons outside the 
company) ulill be improved. 
T shall cnjov having that group as my 
subordinates. 

Irritation with manner of handling the Satisfaction with manner of handling 
change , the change 

I am trnhnppy about being picked on. 
Tlwy have sometlling against me. 

No one asked my opinion. I could tell 
them a thing or two. 

Tf \\-e go tlrrough \\.ith this, there's no 
ttlrning hack., I don't like the idca of 
1)11rr1i11g our lxiclgcls h c h i ~ d  us. 

This is being clonc in too mr~ch  of a 
h~~rr!r. I \vould likc~ an  opportltnity to 
think this over for 11 time. 

This c l~ange is rcall!. unnecessary. 

1 tlon't likc having tllings rammed 
d0\\-11 In!. tllroat. 

I'm quite flattered that I was selected 
to try out this difficult task. 

I t  is satisf!-ing to know that my ideas 
and s~rggcstions are being sought and 
arc n.clcoincc1. 

This c l~angc is rcall!. pioncering n ncw 
method (or ficxld o f  endcavorrr). It is 
csciting to bc d) le  to be a part of this 
effort. 

It is gri~tifying to realizc that lvc are 
lwing @\-en the full story on this 
change. and that we shall be able to 
get anslvcrs to our questions. 

This change is oh.iotlsly important, 
and I'm proud to lw a part of it. 

\\'(I I M \ Y  alrcnd!. suggcstcd that it might 11% possible to forecast the nature and 
intcwsity of resistant foelings if one could intckgratc d l  of the positive and negative 
\ x l ~ r w  of the potcnti;il gains and losses that might 1)c the consequences of a 
change* for those affected. For clue of nnal>.\is, one could orgmize the r c l e~~an t  
potential gailis and losses in the form of a balance sheilt. as s1lo11.n on  page .58. 

Such a l~alance sheet could be constrtrcted eitlicr for ;i group of people or for 
si~lglcb indi~itlrlals. dclpcwtling on Iww inany arc to 1w affcctetl by the change. 
For this npproach tu I IL '  tiseftll in forccusting inclividtl;~l attitudes, the manngcr 
\\.o~iltl nrvxl considerable kno\~ledgc~ of cach indi\.idual iis a pcrson, togethclr wit11 
information about his reactions towards previous changes. A balancc sheet con- 
strtlcted for a large group should prove lnore uscful 1)ecallsc of the incrcascd 
statistical prohubilit!. that certain k i d s  of rclnctions u c  more likcbly to occur than 
o t l ~ ~ r s .  \\.ithill 11 population of considcrablc s i x .  

I n  citlwr cnsc, such a balance sheet is ~ l s c f d  onl?. as a planning tool. It is no substi- 
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tute for face-to-face discussions conducted with the people affected to get their 
reactions firsthand after the change 11;u been announced. As a planning tool, how- 
ever, the ilcvelopmcnt of s11cll \)iilanct. sheets can hclp the manager to anticipate 
and prepare for ho\v pcoplc will react to the change. Forewarned and 
forearmed. he should be able to conduct more meaningful and productive discus- 
sions. I lorc  importiint. the res~ilts of such a preliminary analysis might encourage 
the managcr to reconsider his approach and perhaps e\.en his objecti~~es. 

In constr~~ctinfi  a 1xd;unci~ sheet, the manager should first list as many of the possible 
gains and losscs as he can imagine from his knowledge of the situation and of 
thoscl :tffcc.tcd. Sext, he should tr!. to estimate tvhicli of the pos~iblc. reasons 
for rt.sistn11c.c. and  acccytnnce might be the most compelling. This might be defined 
in terms ritllc~r of thc greatclst nun11)t.r in the group affibctcd or of the attitudes 
and \duel\: of cxcl~ incli\-idual in\.ol\-td ( if the nurnl~cr is very small ). Thc man- 
agcr might c.l;issif!. cw-h reason according to its probable importance. The manager 
could thc.11 tlCtc~rminc. the estent of the "losses" as comparccl with the "gains." 

The mai1agi.l- mt~s t  tlwn teinper llis over-ill1 analysis of the summarized balance 
sheet. I l o  mr~st considcr 11o\\- much trust seems to exist in the relationships between 
those affected and llimsclf. management as a whole, and the union. He must also 
try to iclcntif:. thc relc\.ant historical events that might prejudice people eithcr in 
fa\-our of or against the change. Both these factors should tend eitlwr to increase or 
lessen the intcnsit!. of resistant feelings. 

Thus. it \vould seem \vorthwhile for any manager to nttcmpt to anticipate thc 
likely reactions to an intended change before he inakcs it known to an!.onc 
affected. \lr1len a systcmatic analysis is muck an integral element in planning for 
the change, ~nanagcn~c~nt  \\-ill l>c in a position to deyclop the most c4fccti\.c strategy 
for presenting their proposals and for discussing them with those ilffcct~d. 

BALANCE SHEET FOR ESTIMATING GAINS AND LOSSES FROM A CHANGE 

Resistance 
Estimated losses Importance 

Economic 

-. ---- 

Security 

-- 

Satisfactions 

Social 

Manner of change 

Acceptance 
Estimated gains Importance 

- -- 

Economic 

Security 

Convenience 

Satisfactions 

Social 

Manner of change 

Reprints of Action Ideas are available at fifty cents each; quantity prices on request. 
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