
Indicative solutions to questions concluding the chapter (Chapter 12) 
1. What is the relationship between Lewin’s three-step model and his field theory, group 

dynamics concept and the method of action research? 

Many tutors and students view the three-step model as a discrete tool to operationalize. In actual 
fact, no one part makes sense without the others; namely: 

 field theory (individuals’ behaviours are understood in relationship with their surroundings 
and conditions at a particular point in time) 

 group dynamics (in groups, members all share the same outcome of a decision and are inter-
dependent when undertaking a shared task) 

 action research (embedded, co-researching) 
2. In which of Kotter’s eight-steps is there likely to be overlap and parallel working? 

This is very much a seminar question to be explored. For example, can we create a sense of urgency 
(step one) independently of building a guiding coalition? Is a strategy vision independent of that 
sense of urgency and the people forming a putative guiding coalition?  

3. What behaviour is expected of employees when they behave instrumentally? What are they 
trying to achieve? 

In the text instrumental means exhibiting focal behaviour in being either strictly compliant or simply 
seeking to maintain their employment status. 

4. What is the role of communication in creating “readiness for change”? 

It may be that within the collective of an organization are opinion leaders who can be recruited to 
authenticate the case for, and approach to, change. Employees are not homogeneous, i.e. share the 
same desires, needs or values. So authenticating and communicating a case is fundamental to 
creating readiness for change where the heterogeneity can lead to inertia. Communication can be 
symbolic as well as explicit – the identity of the communicator can, for example, communicate 
urgency. 

5. In what circumstances would you, as a strategic business manager, be transactional in your 
style? How would the style be practised? 

Leadership hinges on rewards received when leader-derived goals or performance are achieved. 
Rewards can be praise, payment/bonus or avoidance of punishment. This is referred to as 
Contingent Reward (CR). Transactional leaders also employ Management by Exception (MBE) 
whereby deviation is monitored, and corrective action taken. Transactional leaders do not concern 
themselves with the welfare of subordinates, including their professional development. 
Transactional leaders are very good at communicating goals, expectations, and strategic objectives. 
Such a leadership approach does not lead to organizational commitment. 

6. In what ways does culture affect or determine approaches to change management? 

Culture and cultural difference are factors in the decision making. Entering territories and markets 
that are unfamiliar is inherently risky; though firms employ mitigating strategies such as entering 
markets by taking over a company operating in the unfamiliar country and retaining the 
management, using agents or simply being “born global”. Organizations have distinct cultures in 
themselves. In knowledge intensive firms transactional leadership can go only so far – the 



knowledge holders can be more powerful than the leaders because of the knowledge capital they 
possess. Transactional leaders do well in machine bureaucracies (see chapter 11) – financial 
incentives can deliver performance. 

7. Why do countries with high Uncertainty Avoidance scores have more doctors relative to 
nurses? Why do people in Uncertainty Accepting societies drive fast on motorways? Would 
they not be expected to drive slower to avoid accidents? 

There are more doctors in uncertainty avoidance countries because responsibility is not delegated. 
Nurses, effectively, are not empowered to do jobs that are seen to be those of more “qualified” 
individuals – whatever that means. Likewise, driving fast on motorways in uncertainty accepting 
societies makes sense because the society spells out the risks and they are accepted. It is an 
empirical question if this leads to more accidents – but ultimately it does not matter. 

8. How do firms in the following industries mitigate: airline, cement, steel, oil extraction, beef, 
automobiles, space tourism? 

This is an empirical question – it could even be an assignment question. The example in the book 
about leaving on computers overnight and realising how much carbon this generates that can be 
avoided “mitigated” can be applied to all other industries. The cement industry can mitigate but 
does not because currently it cheaper not to (see Climate Now Podcast for an upbeat discussion on 
concrete and steel - https://tinyurl.com/44hx6yx9). 

9. What is a carbon conversion rate and where would you find the current rate? 

The carbon conversion rate tells us how much carbon dioxide equivalent – CO2e – is in each kWh of 
electricity using the current mix of fuels to generate electricity. In the UK the figure is published by 
the UK Government and can be found on its website https://tinyurl.com/2r782w8w 

10. Consider your own consumption of electricity. How would you calculate your own CO2e 
score? How would you know if it was high or low? 

The formula is in the book on page 228. Individuals should attempt to calculate their own production 
of CO2e from the formula drawing on their electricity consumption in any given period. 


