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On balance, however, this book is a clear 
success. It is lively and hard-hitting, as well as 
easy and enjoyable to read. The authors let us 
know in no uncertain terms what they think and 
why, never shrinking from controversy. In con- 
trast to the banalities and professional jargon 
found in so much purported "policy analysis," 
this book's directness is most refreshing. 

Gaiy S. Fields 
New York State School of 

Industrial and Labor Relations 
Cornell University 

Human Resources, Management, 
and Organizational Behavior 

The Challenge of Organizational Change: How 
Companies Experience It and Leaders Guide It. 
By Rosabeth Moss Kanter, Barry A. Stein, 
and Todd S. Jick. New York: Free Press, 
1992. xix, 535 pp. ISBN 0-02-916991-7, 
$35.00. 

There is little doubt that change is one of the 
most important issues for organizations today. 
As stated in this book, 
Company survival today depends on courage and 
imagination-the courage to challenge prevailing 
business models, and the imagination to invent new 
services, new products, and new markets. Competi- 
tive success in the 1990s will belong to companies that 
escape the tyranny of their service markets to create 
new ones, a process that requires sweeping chal- 
lenges to obsolete assumptions. Increasingly, neither 
business leaders nor rank-and-file employees ques- 
tion whether to change, but how. (p. 489) 

The authors of this timely book begin by de- 
scribing the nature and scope of changes faced 
by many work organizations. They address sev- 
eral elementary but important questions that 
prime the reader for a new perspective-for 
example, what is change, and where does it 
come from? Proceeding from their analysis of 
these and other questions, they develop and 
discuss a number of propositions. One propo- 
sition is that change exists or is manifested in 
the form of "movement" at multiple levels of 
analysis-from individual to societal. More- 
over, the forces that create motion at these 
various levels of analysis interact in very com- 
plex ways, making change management ex- 
tremely difficult. The authors have correctly 
stated that "responding to change, harnessing 

change, and creating change become the major 
management challenge" (p. 14). Kanter et al. 
also argue that the change process should not 
be viewed in static terms, as implied by several 
"classic" change models: change is clearly dy- 
namic and continuous. As such, models of 
change must examine change at multiple levels 
of analysis and incorporate a dynamic, integra- 
tive framework. 

The authors then present their model of 
change, the "Big Three Model," which incorpo- 
rates a dynamic perspective that addresses 
change at multiple levels of analysis. At the 
"macro-evolutionary" level, change is repre- 
sented by the relationships between an organi- 
zation and its environment. At the extreme, 
Kanter et al. argue that this type of change 
involves restructuring and redefining organiza- 
tional boundaries such that "an organization 
becomes entirely different" (p. 15). An ex- 
ample of this "identity" change is an 
organization's transition from a family-owned 
business to a publicly held corporation. Changes 
at the "micro-evolutionary" level occur within 
an organization and may affect such aspects of 
the organization as size, shape, and culture. An 
example of change at this level of analysis is 
downsizing to reduce the number of manage- 
rial layers. Finally, there is "revolutionary" 
change, which primarily affects power relation- 
ships and methods that can be used to alter the 
control of resources. For each element of the 
model, an introductory discussion is presented, 
followed by a series of mini-cases that illustrate 
the type of change under consideration and the 
ways in which key individuals attempt to cope 
with that change. 

The Big Three Model of change is a thought- 
ful conceptual framework on which many re- 
search questions can be based. The focus on 
multiple levels of analysis should stimulate much 
needed cross-level research, and the dynamic, 
continuous elements of the model emphasize 
the need for longitudinal inquiry. In addition, 
the mini-cases provide some fairly rich, substan- 
tive detail regarding methods and processes 
that can be used to cope with relevant aspects of 
the change process. For example, Kanter et al. 
provide convincing evidence that strategic in- 
terventions can and should be used to cope with 
identity change. 

On the negative side, the model is a bit 
narrow in scope. For example, there is very 
little discussion regarding the evaluation and 
measurement of change. Since evaluation is 
considered to be of central importance to un- 
derstanding change and how it affects us (see, 
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for example, T. G. Cummings and C. G. Worley, 
Organizational Development and Change [Minne- 
apolis/St. Paul: West, 1993), this omission is 
unfortunate. In addition, although the mini- 
cases provide some useful examples of specific 
methods that can be used to manage and cope 
with particular change issues, there is too little 
discussion of whether or not the interventions 
or solutions that were implemented to cope 
with change were the most appropriate, or 
whether other interventions might have been 
more effective. A summary section at the end of 
each topic would have been valuable. 

Overall, this book is an important contribu- 
tion to the organizational studies literature. 
The Big-Three Model and the case studies sup- 
porting it provide new insights regarding the 
ways in which changes affect individuals and 
organizations. Further theoretical develop- 
ments should build on this framework, and 
incorporate elements of this model into more 
detailed schemas of change. The authors have 
exposed many new research questions and pro- 
vided many lessons for practitioners. I look 
forward to additional work from them. 

j Bruce Tracey 
Assistant Professor 
School of Hotel Administration 
Cornell University 

Building the Competitive Workforce: Investing 
in Human Capitalfor Corporate Success. Ed- 
ited by Philip H. Mirvis. New York: Wiley, 
1993. xv, 256pp. ISBN0471592579, $34.95 
(cloth). 

Faced with soaring health care costs, pres- 
sures to cut overhead expenses, and difficulties 
in attracting and retaining a skilled work force, 
today's human resource professional must be 
prepared for challenges. Mirvis's Building the 
Competitive Workforce provides a hands-on evalu- 
ation of some of the toughest aspects of human 
resource management. Based largely on the 
results of a survey conducted by Louis Harris & 
Associates, this book describes and evaluates 
HR policies reported by over 400 Conference 
Board members. It effectively highlights the 
issues faced by HR managers as they try to 
develop a work force that can compete in 
tomorrow's business environment. 

Specifically, the authors contributing to this 
book examine five increasingly important com- 
ponents of human resource management: the 

role of HR managers as business partners, 
downsizing, education and training, work force 
flexibility and demographics, and health ben- 
efits. The book clearly sends the message that 
successful organizations are those that 
proactively transform potential problems (such 
as work-family conflict and an aging work force) 
into competitive advantages (a flexible work 
force, an "over 50" staff). Less directly, an 
underlying theme in the book is the warning 
that each organization must be careful to adopt 
human resource strategies that fit its business 
needs and environment. Thus, managers who 
jump on the institutionalized downsizing band- 
wagon may achieve only decreased employee 
commitment and trust without the expected 
cost savings. Similarly, organizations that, obe- 
dient to another trend, blindly adopt increased 
flexibility should do more than schedule un- 
conventional hours; flexibility may be most com- 
petitive when integrated with an organization's 
culture and design. 

Philip Mirvis, the editor, presents the under- 
lying framework of the research, and discusses 
how current and future labor force issues may 
affect companies' success. Edward Lawler, Su- 
san Cohen, and Lei Chang closely examine the 
positioning of human resources management 
in the sampled companies, and compare the 
human resources philosophy of "cutting edge" 
organizations with that of more traditional or- 
ganizations. Mitchell Marks discusses corpo- 
rate restructuring and downsizing, the overall 
impact of deindustrialization and corporate con- 
solidations, and the effects of these changes on 
employees. Michael Useem examines the needs 
of businesses for skilled workers, professionals, 
and managers. His data highlight the necessity 
for more training and retraining, and the chap- 
ter describes the training methods used by the 
studied organizations. 

Victoria Parker and Douglas Hall focus on 
increasing work force diversity, work-family con- 
flicts, and corporate flexibility. Michael Barth, 
Philip Rizzi, and William McNaught examine 
the employment of workers over age 55. They 
find that although most employers believe these 
workers are more reliable and have better work 
attitudes than younger employees, their human 
resource practices do not consistently reflect 
that belief. Karen Davis suggests that although 
health care costs seriously threaten competi- 
tiveness, businesses have cut back on their health 
care costs and seem ready for government-man- 
dated cost containment. 

In his concluding chapter, Mirvis reviews key 
findings from the Laborforce 2000 survey and 
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