Group Exercise: Creating Change at General Motors
Objectives

1. To apply force-field analysis to the OB in Action Case Study involving General Motors (found on the accompanying document.)
Introduction

The theory of force-field analysis is based on the premise that people resist change because of counteracting positive and negative forces. Positive forces for change are called thrusters.  They propel people to accept change and modify their behavior.  In contrast, counterthrusters or resistors are negative forces that motivate an individual to maintain the status quo. People frequently fail to change because they experience equal amounts of positive and negative forces to change.

Force-field analysis is a technique used to facilitate change by first identifying the thrusters and resistors that exist in a specific situation. To minimize resistance to change, it is generally recommended to first reduce or remove the negative forces to change. Removing counterthrusters should create increased pressure for an individual to change in the desired direction. Managers can also further increase motivation to change by following up the reduction of resistors with an increase in the number of positive thrusters of change.

Instructions

Your instructor will divide the class into groups of four to six.  Once the group is assembled, make sure that everyone has read the General Motors case. Next, complete the force-field analysis form presented after these instructions. Finally, answer the questions for discussion.

FORCE FIELD ANALYSIS FORM

Step 1

As a group, brainstorm the major problems that GM’s senior management is facing (see the guidelines for brainstorming in Chapter 12). Write the list on a piece of paper. Now select the most important problem from this list that requires organizational change. You can vote to select the most important problem. Write this problem in the space below.

Key problem facing GM: _________________________

Step 2

On the form following step 3, indicate existing forces that are pushing GM in the direction of creating change around the problem identified in step 1. Thrusters may be forces internal to the organization (e.g., employee concerns, organizational culture, legacy contracts, etc.) or they may be external to the organization (e.g., competition, interest rates, technological advancements, etc.). Next, list existing forces that are preventing GM from changing. Again, the counterthrusters may be internal to organization (e.g., organizational culture, union contracts) or external to the organization (e.g., union pressures).

Step 3

In the space to the right of your list of thrusters and counterthrusters indicate their relative strength. For consistency, use a scale of 1 to 10, with 1 indicating a weak force and 10 indicating a high force.

Thrusters 




Strength

_________________________ 


______

_________________________


______

_________________________ 


______

_________________________ 


______

_________________________ 


______

_________________________ 


______

Counterthrusters 




Strength

_________________________ 


______

_________________________ 


______

_________________________ 


______

_________________________ 


______

_________________________ 


______

_________________________ 


______

Step 4

Analyze your thrusters and counterthrusters, and develop a strategy for bringing about the desired change. Remember that it is possible to produce the desired results by strengthening existing thrusters, introducing new thrusters, weakening or removing counterthrusters, or some combination of the above.  It is important to consider the organization’s internal resources when you devise a change strategy. Write your recommendations in the space below.

___________________________________

___________________________________

___________________________________

___________________________________

___________________________________

___________________________________

___________________________________

Questions for Discussion

1. What was your reaction to doing a force-field analysis?  Was it insightful and helpful?

2. How would you assess the probability of GM effectively implementing your recommendations? Explain.

3. Would this technique help you to plan for personal changes? Discuss.
