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Sudden Organizational Change , - _—

) Change in higher-education is traditionélly analyzed in texms
of gradﬁal strdcturhlror procedural change through’the use'of such \
models as planned ;hanée, éﬁffusion, organizational develoﬁment,;
and political interaction. (For an excellent overview Qf these
_modeis, see NDill and Friedﬁan, 1979.) Each of these models has
~ contributed toward the[under%tanding 6f the chéﬁée process, but
éach'has a commdn limitation which prevents a broader understanding
 of 6rganizatﬁona1 é?ange'than whatvcurrentiy exists. Through
déscriptiops of chaﬁge as a logical process which can be neatly
described with'bell—sﬁaped-curves and S-curves or through analyses
. of change as an ordérly‘élteration of organizational sfructure,
these chénge models all sefve wellrin describing and analyzing
evolutioharyﬂchange at a group or organizational leQel. What is
lackingk howe&ér, is a change model which canvdeséribe and analyze
or even brediét sudden or abrupt éhange;

Because the movement df organizations over time creates a -
view of graduai change, sudden or abrupt change events~are(105t
in the traditional models of change. Evolutionary changes of
brganizaﬁibhﬁg-séructure,and process are adequately.éda}essed byn.,
tﬁese médelgf‘buﬁ events which are percéived'By organizational- |
‘members as suddenlyror'abrgptly?altering the structure, processes,
behaviors and valués of an organization and its members are lost
In;these models. While an o;ganizationvmay abruptly or signifi—
cantly éhange its operéting structures or procedures, this a1teration~

is described in traditional change models as a small portion of a

larger oiganizational evolution or gradual change. What the

4
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traditional change models fail to adequately'account for or -
describe is grganizatioaal change in terms other than evo@utionary, |
often in terms other than struetural, and in terms other than
a'grbupgor erganizational level of analysis.

In addition to the lack of adequate descriptions and analyses
permitted by the traditioaal change models, these models are limiteam
primarily to structure- or process-based change. .The amount of
~ change ef an institﬁtion is often measured by.the degrge te- which
erganizatiohal structures are altered or by the extent of organiza-
tionalﬁinvolvement in the change proeess. These models do not .

generally have, however, theucapacity to explain or describe change ]
in terms of the relationship between an individual's perceptions
|

of change magnitude and/or abruptness and the individual's personally-

assigned importance of the change. . ' N :

What‘ig needed, then, in the studf‘of organizatibnal change
are models which can fill the descriptive, analytical, and pradictive
voids left.by the traditional change models. Sudden organizatioﬁal .
change mﬁst be analyzed as an event in and of itself, as well as a
portion of a larger change process. Additionaliy, the perspective
of change as structﬁre— er process-based needs to be shifted to
include a theory ef change based upon‘the perceptions and values
.of the change held by organlzatlonal members. |

The Significant Change Model described below is an attempt to
partially fill these voids by including within one conceptual model
the organizational member's perception of the degree, magnitude,
or abruptness of an institutienai chaﬁge in reiation.to the individ-
ual's 1mputed value of the perceived change. Both of these factofs
. are combined in the Slgnlflcant Change Model to produce the behavioral
relationship between the organization and-its members. The remain@er

oy
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of theﬁpaper will outline the Significant Change Model and

graphically depiét it thgough a_Change matrix and a cusp catas-

4

..trophe model.

The Slgnlflcant Change Model is based upon the interaction
between the 1ndlv1dua¥\§ perceptlon of the magnltude of an

organlzatlonal change and the member's imputed p051t1ve ersonal

.value of the change. The various 1nteract10ns between the per-

ceptions of magnltude and value are reflected in the re1at10nsh1p
between the 1ndlv1dual and the organization.  The interactions
between the perceptlons and thelr resulting relatlonshlps are
deplcted in Figure 1.

The X-axis represents the individual's perception of the

/

mathtude of the change, and “the Y-axis represents the 1n61V1dua1's

@ ~

imputed positive- personal value of the change or of the need for
change. As the perception of the change magnltude increases,

the X-axis value increases within a range of 1 to 3. A score of
1 is labeled as a no‘change, a score of 2 is labeled as moderate

ehange, and.a score of 3 is labeled as extenslve change. The

Y—~axis increases in a similar manner, w1th the value of 1 labeled

as an imputation of no positive personal value, a score of 2 is

o

labeled as an imputation of moderate pos1t1ve personal value,‘

.and a score of 3 is labeled as an 1mputat10n of strong or exten51ve

personal value.

/ -

Each section of the change matrix is numbered as the product
of the X— and Y-axis- values and has a value ranging from 1 to 9.
A sectlon is labeled in terms of the relatlonshlp between the

individual and the organization in a change process. In addition -
to representlng a change in the perceptlon and value, a shift in

the matrix cells can be seen as indicative of sudden or abrupt

b
’

6
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X—AXIS - PERCEI@ MAGNITUDE OF CHANGE
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TABLE 1 . ' T
SECTION LABELS AN VALUES

AXES DIFFERENCE(Y-X)

- SECTION NUMBER Réununsuw_uw_ AXES PRODUCT

1 STATUS QU0 = /g’ 1 {0}
v CC~OPTATION 2 |2l
‘2t CO-OPTATION 2 ' oy
A ALIENATION ~ 3 1 2|

, 3 ﬂ ALTENATION 4 ‘ 3 I-21
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& CO-OPTATION 6 Y
e CO-OPTATION .6 ‘ -1}

) SIGNIFICANT CHANGE 9 | of .
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chénge in the relationship between the individual and the

organizatiop.

In'Sectién 1l there is-a perception of no change d&n the
6ri?nization andﬁan attachﬁent.of no pOsitivg (or possibly
neutraﬁ) value to this. 1In this'section-tpe status,qué‘pre—
vaiIé.‘ Such situations awe- often found in higher educational
institutions. For eXample,-depaftmental meetings*in which a
proposal that no changes be maae in student exémination policies
is accepted in, terms of the imputation of no value fits well
into this section. | g

“For Seciion 2V, the individual places moderate value on a
needlfor change, but this is in conflict with the no change per-
ception which e#ists. This mismatcﬁ or incongruity between the
imputed vaiue and theapérception of change-forées tﬁe individual
to co-opt his/her value in the face of an prganization which is
perceived as unchanging. For ekample, affaculty member may exist
in a co-optation mode if he/sﬁe’imputes.a moderaté value to the

need for change in examination practices from multiple-choice
.

to essay format, but in the face of a genérally unmoving departf

ment. In ordef to maintain the relatidnship with the department,

the individual ﬁillfco—opt the imputed value and may continue to
measure ‘student progress.with multiple-choice exams.

In Section 2C the same situation occurs as in .2V, except

that the co-optation relationship is reversed. Instead of the

individual valuing the need for change, he/she perceives a

moderate change upoh which he/shebiﬁbutes no positive personal

‘value. In this case it is the organization which is co-opted, and

not the individual. Here the examinatiorn_format may régéln the
. ) wiLLids a :

same, but the faculty member might‘piacé grading,ehphasis.on
other measures of classroom periormance. 5»8

. ¥ ,'l.'
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Section 4 reflecﬁs a situation similar to the one'foﬁnd
“in éection 1—-status‘quo-einuthat both the imputed value of
change and'the perception of change are the same. In this
case both the value and the perception are mode:ate’(or a P
- séSre of 2 on the respective axes) resulting ig mutual accon.u-
aation betﬁeen tﬁe organization ahd the iﬁdividual. A m6vemeht
into this secfibn eliminates the need for co-optation, thus
allowing for a sﬁooth'and accepted change.
'Sectfbns 3V and 3C represent the greateét différence,
both nuﬁerically aﬁd conceptually, betw;en the'imputed.ﬁalue
and the perceived magnitude of change. In both situations |

. ‘

the difference is so great that alienation results, often with

. ™~ B

|
the possibility of termination of the relationship between the ’ _
individual and the organization: In these sections the differ-

ence between the X- and Y- axis values is |2] . (Table 1)
This is one point greater than the co-optation relatidéns in cells _ RS
2V and 2C, and two.poiﬁts greater thar the differences found in

status quo and mutual accommodation cells.

In Section 3V the extensive value imbuted to a chahge is

o

combined with a perception of no change within the organization.

The faculty member who places a great deal of value in a depart-

m@ntal'change and yet perceives a no change situation will proebably"

find him/herself alienated .from the departmerit. Shouid the magni-

1

tudes of the X- and Y-axis beireversed, the feeling of alienation

. will also exist, but in this case it is the ihdividual who places .

. - \
Continuing the multiple-choice vVersus essay examination example, . ¢
an alienated faculty member may begin a new testing format in

spite of the continuation of a mﬁltiple-choice exam polié&. Or,
o | . T .

no‘ value upon what is perceived as an extensive or extreme change. :
|
|
|
|

. * @
- - - .
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in the reverse sitnation, the faculty member‘may'continue to
use multiple-chdice.exams despite departmental movement to
essay exams. In either case, the indgvidual and the decaftment
have now entefed into an extremely strained or alienated rela-

@

tionship. Such a relationship could precipitate feconciliation,

through co-optation of acceptance, or it could lead to termina-

tion of the relationship.

InOSections 6V and 6C a situdtion occurs wﬁ?ch is similar
to the one in Sections 2C and 2Vl ﬁere again co-optation appears
when the difference between the imputed value of change and the
perceived magnitude of change is |1 . The major difference

between the two co- optatlon sets of 2v/2cC and 6V/6C is that. both

~the X- and Y-axis for the 6V/6C cells have a value greater- than 1.

‘Section 9 represents the situation in which both the imputed
value and the perceived magnitude of change are slmultaneously
of the greatest étrength or magnitude. The percelyed extensive
change is paired with the imputation_of‘immense value of the
change. Although similar to Sections.l and 4 where the X and Y

°

valuesAare‘identical,.Section 9 doesanot yieldla_status quo cr
ﬁutual accommodatlon relationship; In Section 9 significant
Change is achleved in the relatlonshlp between the individual
and the organlzatlon. The faculty member whose imputation of

value upon -a situation perceived as an extensive change will find

that a significant change in the relationship has occurred. 1In

" the' examination format example, both the individual and the

o

department may agree on a shift from multiple-choice to essay

. a

examination, or may move to eliminati written examlnatlon altogether.

10
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.Theérelationships evsed to label the.9°sections of the
Significant Change Model can be further analfzed along two
dimensions in addition to the X- and Y-axis. These two

-dimensions are accommodation (A) and abnormality (N), depicted
in Figure 2 as the diagonals A and N superimposed upon the
Significant Change Model of Figure 1. The accommodation -

~

diagonal represents the degree of change in the relationship

between the organization'and the individual, and the difference

between the perception of change,(x-axis)»and the imputed value

<

of change (Y-axis). éections 1, 4 and 9 ref}ect the increasing”
- ’-.‘ \}
- magnitude of change which maintains the integrity of the rela-

< )

tionship between the individual anq-the organization from
Section 1 through Section 4 to Section 9.

While the A diagonal represents a 'normal' (no difference
=gl

between X and Y) reiationship, the problem relationships (a

difference between X and Y) are represented by the abnormality
7

(N) diagonals running perpendicular to the accommodation (a)

line. As the difference between the imputed value and perceived

7

.Zchange dimensions increases, the value of the abnormality diagonal

increases. As shown in Figure 2, the diagonals 'are prominent

in those sections where co—optation or alienation exists. ;Further-~
 more, while the abnormality diagonals appear only in the sections

shown in‘the'finge, it is probably the case that any deviation

from the accommodation axis will cause a degree of abnormality

in the relationship. J

A further graphic representation of the Significant Change

Model,is‘obtained by applying the components of the Model to the
cusp catastrophe model, one of the seven elementaryvcatastrophe‘

models of .Catastrophe Theory. While the validity of this appli-

on remaihs untested, the cusp catastrophe model provides an

13 e

. O Cati




. EXTENSIVE

"~ VALUE

MODERATE
VALUE

ND
VALUE

1

<

}( o ] |
<. - Sﬂ.,: ’
FIGURE 2
SIGNIFICANT CHANGE: MODEL : }'

ACCGVMDDATIDN(A) AND- ABNDR“ALITY(N) DIAGDNALS '

w

s : a
- 9 *
. “ 7
S,
¥ K P
> N A » »
; <. e
t

. A
ALIENATION 4CO—OPTATION SIGNIFICANT
: ' CHANGE
' v YN “ q
AN
\
N A N
\ <
N
N\
CO-OPTATION . MUTUAL - CO~OPTATION
) ‘\\\\‘ . ACCOMMODATION S
N . N .
o 4> | 6C
. N i
STATUS auo - 'CO~OPTATION ALIENATION
’ . Ye -
: 2C 3C .
X— - 1 N 2. 3

NO CHANGE- " MODERATE CHANGE - EXTENSIVE CHANGE,

X-AXIS - PERCEIVED MAGNITUDE DF CHANPE
Y-AXIS — IMPUTED VALUE,

A — ACCOMMODATION DIAGONAL
N - ABNDRMALITY DIAGONAL
: o , o
12
(O f

DIAGONAL -

W

~ACCOMMODATION




- 10, -
added'qualitative_dimension towards the developmeht to the
Sigrificant Change Model. |
The French mathemaﬁician René ‘Thom deyéloped Catastrophéi

Theory as’ a series of mathgpatical and conceptual models for .
describihg and prediétgng discontinuities in normally continuous
variables (Zeeman, 197éa). Despite the controversy over tﬁe'
mathematical underpinnings and.the conceptual appiicatibns'of
Catastrophe Théory (Kolata,01977; Sussman And Zahler, 1978),
it»hés gained in popularity as a qualitatiVe model for depicting
abrupt change phenomena for such diverse ﬁopics as prison riots
(Zeeman, 1976b), cuitural ChangeJ(Renfrew, 1979), and anorexia
nervosa (Callahan, 1982)} to name just a few. ' (Because a complete -
description of Cétastfophé-Theory is Peyond the scope of this. |
paper, and because it.has been lucidly exélained eisewhere, the

'reader interestedfin pursuing the study of Catastrophe Theory
should begin with any of thé works cited in Appendix A.)

| In the ‘application of the Significant Change Model to the

- cusp catasE:ophe as de;icted ih“Figure 3, the imputation of

value and the perceptioq of the magnitude of the change are

L o

the control factors (a,b). The relationship which occurs as a

© .

result of the interaction of these factors is 6ﬁt1ined in the
cuspimodellbehavibr spacé s lqg?ted‘above the control plane of -

factors a and b. As in the Significant Change Model, a change

o

in the centrol factors iSjref}egted in a change in the behavior

~ space. ¢ In addition, the cuSp cataStrophg model reflects the

possible qualitative differences between the Significant Change

Model SBctions and the movement between these sections,'particu—

P

larly as the change process extends over time.

13
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APPLICATION OF THE SIGNIFICANT CHANGE MODEL
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The cusp‘nodal de;&cts the possibility of gradual, cOntinuous
'change from a relationship of status quo (Seciion 1) to mutnal
accommodation (Section 4) on £hrough to a significant change
(Section 9) as Shown.on Path 1. Here it is possible that the'
change in factor a and b (or the X- and Y-axis scores) ocecurs
s1mu1taneously, thus a110w1ng for the smooth change from a
statuS'quo‘to a significant change relationship. 1In addition,
a change from an alienated relationship to a significant change
modé.can also occur if the control.factors change along Path 2.
Similar smooth changes can also be found for moveméntrbetween!any
of the different change relationships, including co-optation to
alienafion, co-~optation to.significant change; and significant
change to alienation. |

The disconfinuity between the Significant Change Model
sections can also be shown in the cusp model, thus addlng ar
qualltatlve dimension to the Slgnlflcant Change Model. For ’
example, Path 3 shows the movement from alienation to cc-opta-
| tion as.a catastrophic jump from the bottom sheet to.the top -
sheet of the behavioral space. Such -a catastrophic or discontin-
uous change may occur when an indiﬁidual maintains a high vaiue
level in an.organization which is perceived as unchanging, thus
creating an alienation relationship. ~Shou1q the individual
maintain this extremely high value level while algcring the-
perception of.the change of che organization, a’catastrophic
'jump from alienation to co-optation occurs as the magnitude of

perceived change increases (Path 3). Similarly, Path 4 shows

that a catastrophic jump from co-optation to alienation may take
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place, but according to the cusp model, here the perceived

. magnitude of change decreases to a level lower_ than Path 3,

while ‘the level of imputed value remains constant.

Because the application of the Significant Changé Model
to the.cusp cétaétrophe is purely preliminary and éonjectural,
it demands testing. Whilé the concepts underlyingbthe Signifi-
cant Change Model appear to fit well in the cusp modél, Catastrophe
Theory has a mafhematicai basis from thch its models are derived.
By creating methgds for quantifying the Significant Change Model,
data can be collectgd for validating the application of the Modéi
through the mathéﬁaﬁics of Catastrophe Theory.

'One possible approach to the quantification of the Signifi-

cant. Change Model lies in the development of measures for the

value imputation factdr and perception of change factor which
comérise each of the 9 sections of the Model. One set of data
can possibly be obtained by measuring the individua}'s perception
of personal and/or professional loss (or géin) Qis-a;vis the
perception,of.change and the imputed value: Thus, loss measures
couid be taken for each of the sections and then analyzed for
the conceptual énd4mathematical validity of thé Sighificant
Chénge Model and its application to the cusp cataétrophe, pértic—
ularly in terms of the movement between the model sections and
the structure of the'behaVior surface.of the'cusp'cataStrbphe.

» While the LoSs‘and Grief Models of Béwlby (1980),.Parke (1972),
and Kubler-Ross (1969), to name a few, have achieved wide-spread
popularity in psychology, medicine;-and psychiatry, application

tolthe'underétanding of'organizational change has just recently -

begun to grow. Described by John Bowlby in his Stﬁdy;of the
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reactions of parents to the slow death of their children afflicted

with fatal illness and to children's‘reaqtions to the loss of a

parent‘(Konner,‘1982), the grieviné process has enjoyed tremendous

populai and scholarly attention with the publieation of Kubler-

Ross' On Death and Dying. Kubler-Ross (1969) claims that the

grieving process which occurs in the face of impending or existing

"loss usually occurs in five stages of varying lengths and often

in varying order. While there is little agreement over the

number of stages of the grieving process, the Kubler-Ross stages

_of the griefbprocessvsuggest the broad ranges of emotions which

can occur. Because the Kiubler-Ross stages of grieving can be

easily adapted for quantification and examination, many of the

studies which have described organizational change in terms of

loss and grief have used these five stageés -- Anger, Denial,

.Bargaining,. Depression, and Acceptance.

ThOSe.who apply a Loss and Grief model to organizational

change note that many types of Qrgahizationar'change can elicit

reactions and emotions similar to those experienced by victims

oﬁ traumas such as the death of a relative, amputation, rape,
‘job";ermination, or divorce.‘ Willmer and O'Conner (1979) have
observed that the closing of é'college cambﬁs precipitates
reactiohsAsimilar to those experienced by people during their
grieving of the death ef'a famil& member. Thevauthors state

that any understanding of organizational change processes as

traumatic as the closing of a eollegeﬁgempue cah move along more  _____

smoothly through an undefstanding of the grieviﬁg process experi-

enced by organizational members.
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. o  O'Conner (1982) expands upon the range of application of the
Loss and Grief Model by maintaining that an event as sudden or as
Aramatic as clesure is not‘necessary to elicit the grieving
respbnse. Any change,whicn'organizationai membeis'perceive as
_having negative personal impacts will precipitate the griening
fesponses or stages similar to the reactions to the loss of a
relative. 1In these change situations the Kublef—Ross stages
serve as a modei for administrators-andrmanagers to assist them
in understanding employee reactions and in developing techniques
for fac11itating movement through the stages of grief. EFrears
and Scnneider (1981) note that this mgvementvthrough the grief

& . :
stages is essential if individual psychological well-being and .

3
\

growth are'to be fealized after the loss.] ‘ ‘ \
- O'Conner's application Qf"the stages ofmgrief is notable in
that total separation (i.e., less) is not necessary fer the grief
responses to appear (O'Conner, 1982). Similarly, the relation-
ships between the‘individual and the 6tganization is maintained
. : threughout the'Significant Change Model. It is within the
U boundaries’of:the relationships betmeen the individual and the
g;ganizationlthat the.grieving~process is seen to apply.
The Loss and Grief Model has also been applied'to the.study‘

k4

of organiéational ehange in higher eudcation. In her stndy of
perceived effects of administ:ative changes at,the University
.of’Texas‘School of Nursing, Langston (1§78i found that organiza-
T 77 7"tional members ekperienced feelings of both professional and
personal loss. Furthermore, for thoSe'members~who_reported a
feeling of loss, grief mas a respense as measnred by an open—‘

,ended questionnaire and an extensive 'feelings' checklist designéd

Q to e11c1t emotional reactions to the change.

_EKC | _._.. : s | | ..,._...‘ - ,i-18
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The validity and thé htility of the Significant Change Model
,and its'application to‘the cusp catastrophe model have yet ?o be
'proved.' Through the useaof:thelaoés‘and Griethsdel as the basis
of'meaéurementifor each of the sectioms of the Significant Chahge
Model,‘it,is possible that'the Médel can be quantified and
verified as an independent conceptual model of organizational
chapge, the mathematics of which fit the cusp catastrophe.

Despite this lack of empirical testing, however, the Signi-

«

ficant Change Model and its suggested ponnections'with_Catastrophe

‘Theory and the‘qus and Grief Modél point to the need for new
change'modeis which includé individual perceptions and values, ™
the shifﬁing of the :elationship between the individual and the
organizaﬁion, and suddenior abrupt éhange whicﬁ can. be examinea
in terﬁs other tﬁan evoiutionary. Such change models would not
'oniy contribute to our unaerstanding of sudden organiéational
change,,but they.could also aid in the development of techniques
td‘assist organizationalimembers éhroggh”what they perceivé to

be abrupt and extensive organizational change.

°
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‘ | Appendix A

fBigeiow John. A catastrophe model of organizational change.

Behav1oral Science,, January 1982, 27 (1), 26-42, . : .

Johnson, F. Craig. Applications of catastrophe theory to
institutional research. Presidential address in Staskey,
Paul.J.. (ed.), Meeting the Challénges of the Eighties:
Redirection of Resources for Renewal. Association for

. Institutional Research Annual Forum Proceedings Number 3,

Twentieth Annual Forum, April 27 - May 1, 1980, Atlanta,
Georgia, 25-30. - :

Woodcock, Alexander and Davis, Monti. Catastrophe Theory.
New York: Avon, 1978.

Zeeman, E.C. Catastrophe theory. Scientific American, April 1976,
234 (4), 65-70, 75 83. '
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