COPENHAGEN BUSINESS SCHOOL

COURSE OUTLINE
Change Management
Professor John Hayes
Place: Dalgas Have (room SØ 089)

Time: see workshop schedule, below
Course Description and Objective: 
This course examines theories of change and development as they apply to organisations, groups and individuals and explores the way in which different theoretical perspectives on change are reflected in the range of approaches that can be applied to the diagnosis and solving of problems in organisations.

Attention is given to the critical issues that need to be considered when developing and implementing a plan for change, such as organisational politics, stakeholder management, strategic leadership, communication, motivating others to change, maintaining control during the change process, and choice and sequencing of interventions.

Attention is also given to styles of intervention.

Learning Objectives
· To be aware of and understand the key concepts and issues that affect the management of change

· To be able to critically evaluate the practical utility of particular concepts and theories of change management

· To be able to synthesize concepts and theories and develop realistic and well supported arguments about how change can be managed effectively.

Learning Methods:
The seminar will combine lectures, discussions, group work and case presentations.  You are requested to read the paper and complete the pre-seminar assignments specified at the end of this document.  Other reading is not required before the start of the seminar.  The seminar approach will draw on, examine and challenge your existing assumptions and ideas about change management before introducing relevant concepts and theories.  

Course Responsible Professor: 
John Hayes is Professor of Management at Leeds University Business School.  He has published over sixty papers on topics relating to change and development and several books including The Theory and Practice of Change Management  (Palgrave, 2007), and Interpersonal Skills at Work (Routledge, 2002).  

In parallel with his academic career, Professor Hayes is managing partner of John Hayes Associates.  He works with individuals and teams to help facilitate change in complex organisational settings.  Over the last 30 years he has worked for a wide range of  private sector companies, including GNER, National Australia Group and Yorkshire Bank, British Gas, BT, ICI, Lucas, Delphi, BP, Occidental Petroleum, Bawden Drilling, Glaxo, Reckitt and Coleman (pharmaceuticals), DLApiper, and Nestle.  He has also worked for a range of public sector organisations such as the National Police Improvement Agency, American Army, RAF, Benefits Agency and Department of Works and Pensions, NHS, and NACRO.  

He is a chartered psychologist and Fellow of the Chartered Institute of Personnel and Development 

Evaluation Structure 

Students’ overall evaluation for this course will be based on the framework depicted in the table below:

	Elements of evaluation
	Base of evaluation
	Weight

	Report based on Case Analysis
	Individual
	100%


The case will be handed out during the last day of class. The exam paper should be handed in to the MBA office in 3 hard copies no later than 12.00 noon on Tuesday 10 February. The paper must not exceed 10 pages, following CBS standard page.
Grading

Grading will follow the Danish 7-point scale. Under this scale, the following ECTS equivalencies may be understood:

	Outstanding
	A
12

	
	B
10

	Satisfactory
	C
7

	
	D
4

	Acceptable
	E
02

	Unacceptable
	F
00

	
	F
03


Workshop Schedule

This is an indicative programme and may be revised in order to accommodate students’ needs and interests.  Additional topics may be addressed and more or less time may be allocated to the topics listed below.
DAY 1:  Thursday 22 January 2009
	Time
	Topic

	09:00
	      Module introduction, course outline & expectations

	09:15
	1.   Patterns of change and their implications for change managers

	10:15
	        BREAK

	10:30
	2.   Process models and critical issues that can affect the outcome of change projects

	12:30
	      LUNCH

	13:30
	3.   Developing models for organisational diagnosis

	15:00
	        BREAK

	15:30
	      Developing models for organisational diagnosis, (continued)

	16:00
	4.   Communicating change

	14:40
	5.   Organisational learning: Introduction to topic for private study

	15:00
	      CLOSE


DAY 2:   Friday 23 January 2009
	Time
	Topic

	09:00
	6.   Power, politics and stakeholder management

	10:30
	        BREAK

	10:45
	7.   Leading change

	11:30
	8.   Shaping strategies for change : introduction and case study

	12:15
	      LUNCH

	13:15
	      Shaping strategies for change (continued)

	14:45
	      BREAK

	15:00
	9.   Review of how theory has influenced the development of interventions

	16:45
	      Review of first two days


DAY 3:   Monday 24 January 2009
	Time
	Topic

	09:00
	10. Groups prepare case study presentations on the design of interventions

	10:00
	        Design of interventions.  Case 1: presentations and theory      

	11:00
	        BREAK

	11:15
	        Design of interventions.  Case 2: presentations and theory

	12:30
	        LUNCH

	13:30
	        Design of interventions.  Case 3: presentations and theory

	14:30
	        BREAK

	14:45
	        Design of interventions.  Case 4: presentations and theory

	15:45
	        BREAK

	16:00
	11. Selecting interventions and keeping the change on track 

	16:55
	      Learning points of the day

	17:00
	      CLOSE


Day 4:  Tuesday 25 January 2009
	Time
	Topic

	09:00
	12.  Consulting and change mangement skills

	
	        BREAK

	
	      Consulting and change management skills (continued)

	11:00
	      Review of the module & close


Outline content for each session (with key readings)
1. Patterns of change and their implications for change agents

This first session will explore the punctuated equilibrium model (which presents organisations evolving through periods of relative stability punctuated by episodes of revolutionary change) and the continuous change model (which presents change as evolving and incremental).  The implications of these models for the practice of change management will be considered, with particular reference to the locus for change, the purpose and sequence of steps in the change process and the role of the change agent.
Reading:

· The Theory and Practiced of Change Management, chapter 1 “The nature of change.”  

2. Process models and critical issues that affect the outcome of change projects
In this session you will be invited to reflect on your own direct experience (and/or other peoples’ experience) of organisational change and identify issues that have either facilitated or blocked change.  These issues will be mapped onto a process model of change management and will inform the discussion of change strategies and the design of interventions.
Reading:

· The Theory and Practice of Change Management, chapter 5 “Process models of change”.

3. Developing models for organisational diagnosis

This session is divided into three parts.  The first will examine the role of models in organisational diagnosis and introduce an exercise designed to help raise your awareness of the implicit models you use when thinking about organisations and assessing the need for change.

The second part will critically review a range of diagnostic models that are commonly used by consultants and managers. 

The final part invites you to compare your implicit model with some of the explicit models that are widely used by others.  It will provide an opportunity for you to reassess the utility of your own model and, if shortcomings are identified, to revise it.
Reading:

· The Theory and Practice of Change Management, chapter 7 “Diagnostic models” and chapter 8 “Gathering and interpreting information for diagnosis”

4. Communicating change

This session will involve a discussion of the relative merits of five different communication strategies and the causes and consequences of organisational silence.  
Reading: 

Before the start of the session you are requested to read: 

· Clampitt, P.G., DeKoch, R.J. and Cashman, T. (2000) A strategy for communicating about uncertainty, The Academy of Management Executive, 14, 4, pp. 41-57. 
5. Organisational learning

This topic will be studied in your own time.  A short session will introduce the topic and invite you to consider the nature of learning in organisations (individual and collective; single and double loop) and the ways in which learning can contribute to organisational effectiveness.  You will be requested to think about some of the factors that facilitate or impede collective learning in those organisations you are familiar with. 
Reading:

· The Theory and Practiced of Change Management, chapter 4 “Organisational learning and organisational effectiveness”.    

6. Power, politics and stakeholder management 
This session will explore the politics of organisational change and the need to enlist the support of key stakeholders.  Consideration will be given to how normative and instrumental theories of stakeholder management can be used to identify which stakeholders need to be attended to and how relationships between change agents and stakeholders can be managed in order to facilitate change. 

Reading:

· The Theory and Practiced of Change Management, chapter 9 “Power, politics and stakeholder management.  

7. Leading change
This session will consider the role of leadership in change management and special attention will be given to leadership as a collective process.

Reading:

· The Theory and Practiced of Change Management, chapter 10 “The role of leadership in change management.  

8. Shaping strategies for change
This session begins with a case study.  Working in groups, you will be presented with the case of an organisation that used to be very successful but has underperformed over the last two or three years.  You will be asked to consider how you would intervene to improve shareholder value.  Groups will be asked to explain their overall change strategy and provide examples of the kinds of intervention they would use to support it.

The strengths and weaknesses of three different types of change strategy will be considered and this framework will be used to critique the group presentations.    The session will end with an account of the strategy that was used to manage the original case, together with some illustrations of how different strategies have been applied in other organisations.
Readings:

· The Theory and Practiced of Change Management, chapter 15 “Shaping implementation strategies”. 
9. A review of how theory and research have influenced the development of interventions 
This session will consider how the development of interventions over the last 100 years has been influenced by changing theoretical perspectives on who should do what to improve organisational performance.
Reading:
· The Theory and Practice of Change Management, chapter 17 “Types of intervention”. 

10. The design of interventions
This session is in two parts.  In the first part the class will be divided into groups, presented with different situations and targets for change and tasked to design an intervention that will facilitate the achievement of the change objective.  
The second part will involve groups acting as prospective consultants presenting their proposals to the management team of a client company (the rest of the class).  After each presentation a range of theories and principles that could provide the basis for an effective intervention that would address the change objectives will be explored.  This process will be repeated for each of four cases. 

Readings: (You will be directed to relevant readings during the session)
11. Selecting interventions and keeping the change on track
This session will review the factors that need to be taken into account when selecting interventions and will lead on to a consideration of how the effectiveness of interventions can be monitored. 
Reading
· The Theory and Practice of Change Management, chapter 22 “Selecting interventions” 

12. Consulting and change management skills

This session will explore issues relating to the development and maintenance of helping relationships.  The first part will explore the helping skills required by consultants and change managers.  Attention will be focused on intervention styles - high level approaches to facilitating change.  The Intervention Style Inventory will provide you with the opportunity to assess your own style of intervening.
The second part of this session will introduce a six stage model of helping and facilitating designed to provide a cognitive map that will help you understand your relationship with those you are trying to help and give you a sense of direction when thinking about ways of facilitating change.  A video case study will provide an opportunity to use the model to critique the approach adopted by an experienced consultant trying to help a business improve its performance.

Readings
· The Theory and Practiced of Change Management, chapter 24 “Modes of Intervening”
·  The Theory and Practiced of Change Management, chapter 25 “Effective helping and the stages of the helping relationship”
Bibliography

The set text for the Change Management workshop is:
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4. Clampitt, P.G., DeKoch, R.J. and Cashman, T. (2000) A strategy for communicating about uncertainty, The Academy of Management Executive, 14, 4, pp. 41-57. 
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Pre-workshop assignments

1. You are requested to read the following paper before the start of the workshop:

· Clampitt, P.G., DeKoch, R.J. and Cashman, T. (2000) A strategy for communicating about uncertainty, The Academy of Management Executive, 14, 4, pp. 41-57. 
2. Think back to your time in fulltime employment or to your experience in any other organisation (college, church, club) and prepare a one-page description of a change that somebody tried to introduce.  Points for consideration might include:

· Timing: were the problems or opportunities that triggered the change recognised in good time.  If not how did this affect the way the change was managed?

· The ‘what’ of change:  which aspects of the organisation were the focus of change - were the correct targets for change identified and addressed.

· The ‘how’ of change: how was the change implemented and what were the strengths and weaknesses of the implementation strategy.

3. Complete the first step of the diagnostic model building exercise presented below

The scenario

Imagine that you are a consultant retained by a large retailing organisation.  Your role is to provide the new CEO with an assessment of the strengths and weaknesses of the company.  He has given you authority to go anywhere, speak to anyone and complete access to all company data.
The company has a network of large edge-of-town superstores selling food and related products.  It is the third largest retailer in the country and has a long (40-year) history of successful trading.  However, over the last three years its shares have underperformed. 

Your task

Produce a list of the bits of information that you would seek out or attend to in order to diagnose the ‘health’ of the organisation.
Different people attend to different aspects of organisational functioning when making their assessments.  Some focus most attention on formal performance indicators such as return on capital or share price, whereas others pay more attention to the factors that they believe contribute to these outcomes.  Think about the information you attend to when assessing the ’health’ of your own organisation and use this as a basis for identifying the kinds of information you would use to assess the strengths and weaknesses of this retail company.  List as many of the different bits of information that you would use to diagnose the strengths and weakness of the organisation as you can.  Typically, when people do this they are able to identify at least 20 different indicators and/or informal observations that they use, but you might attend to more or less than this.
4.  Complete the attached Intervention Style Inventory.

[image: image1.png]



Intervention Style
Profile
Five cases (problem situations) are presented and, for each case, five examples of how a helper could respond.  

For each of the five responses to each case, circle the number on the scale that most closely reflects the probability that you would use that response.  

For example:

	NEVER USE (
	1
	(
	3
	4
	5
	( DEFINITELY USE


There are no right or wrong answers

CASE A

A newly appointed supervisor has complained to you that her subordinates are hostile, moody, only hear what they choose to hear and often fail to obey instructions. She likened their behaviour to rebellious school children who are determined to "break" the new teacher. Her account placed all the blame for the rapidly deteriorating situation on to her subordinates. You had not expected this kind of conversation because she had joined the company with glowing references and a ten-year record of successful people management. In addition, her work group has never created problems before. All of them have been with the company for at least ten months, most are very well qualified and two have recently been through the company's assessment centre and identified as having potential for promotion.

How likely is it that you would use each of the following responses? (Circle one number on each of the five scales)

1. Introduce the supervisor to a theory that might help her better understand the situation. For example, you might explain the basics of Transactional Analysis and ask her to (a) apply it to her problem and consider whether her subordinates see her as a controlling parent dealing with a group of inexperienced children rather than an adult interacting with other competent adults, and (b) speculate how she might use the theory to improve the situation.

	A1    NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


2. Tell her that she has failed to recognise the quality of her subordinates, that she is under valuing the contribution they can make, and that she needs to delegate more and give them greater responsibility.

	A2   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


3. Listen carefully and attempt to see the problem through her eyes in the hope that by being supportive you can encourage her to open up and tell her story, which in turn may help her develop a better understanding of the problem and what needs to be done about it.

	A3   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


4. Suggest to her that it may not only be her subordinates who hear what they choose to hear and ask her if she has really paid attention to all the messages she has been sent by the members of her work group.

	A4   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


5. Help her to get to the bottom of the problem by assisting her to gather more information which she can use to develop a better understanding of what is going on and what can be done to improve matters.

	A5   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


CASE B

You have been approached by the head of a strategic business unit in your organisation with a request for help.  She has been in post for six months and has come to the view that the way her top team is working together is adversely affecting performance.

How likely is it that you would use each of the following responses? (Circle one number on each of the five scales)

1. Offer to collect information from people who are affected by how the team is performing and feed this back to her and her senior colleagues to help them review their performance and agree what they need to do to improve matters. 

	B1  NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


2. Offer to bring in a trainer to run a workshop for her top team that would introduce colleagues to some ideas about how teams function and help them use Belbin’s model of team roles to diagnose how well they are working together and what they might do to improve their performance.

	B2   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


3. Adopt a supportive approach and encourage her to talk about her concerns in order to help her clarify her own thoughts and feelings and develop for herself a better understanding of the situation.

	B3   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


4. Interview all members of her top team and the people who are affected by how well the team is performing in order to prepare a report that lists a set of recommendations that she should implement to improve the situation.

	B4   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


5. Focus attention on her behaviour and consider whether this might be contributing to the problem.  This approach might involve challenging some of the assumptions she is making and/or drawing attention to discrepancies between what she says she does and what you observe her doing. 
	B5   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


CASE C

You are the personnel manager of a large utility company. An employee (a 40 year old widower) was recently promoted and moved from a busy office in the city, where he had spent most of his working life, to manage a small but strategically important office in a relatively isolated small town. He has come to see you because he is unhappy with the new job. He misses his friends, does not enjoy being the boss in a situation where he has no colleagues he can relate to, and he reports that the people who live locally are cliquish, aloof and unfriendly.

How likely is it that you would use each of the following responses? (Circle one number on each of the five scales)

1. Tell him that there is a vacancy at his old grade in the department he used to work in and indicate that you think that the best solution would be for him to move back.

	C1    NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


2. Explore how he feels about the situation without passing judgement or jumping to conclusions. Make sure that you really understand why he is unhappy and do every thing you can to help him clarify his own feelings about what the problem might be. You might listen hard to what he has to say and then reflect back to him the essence of what you think you heard. For example, "What you seem to be saying is... Have I got it right?"

	C2  NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


3. Help him adopt a balanced problem solving approach and encourage him to thoroughly explore every aspect of the problem and, where necessary, gather information that might help him identify and evaluate possible solutions. (For example by helping him identify opportunities to meet new people).

	C3    NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


4.
Give him the kind of feedback that might push him into taking a new initiative, for example by telling him that you have listened to what he has said and not once heard him mention anything that he has actually done to try to make new friends. (All he seems to do is moan about others and complain that they do nothing to make him welcome.) You might try to encourage him into action by asking him if he has thought about what he might do that would make others want to get to know him better.

	C4    NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


5.
Lend him a copy of Dale Carnigie's book "How to win friends and influence people" and suggest that if he could master some of the techniques and skills it contains then making friends might be something which he could do more easily.

	 C5   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


CASE D

The CEO of a fast growing software company has approached you for help following the second time within twelve months that a project team has failed to deliver a major project within budget and on time.  She told you that on both occasions a similar pattern of problems appear to have been associated with the failures. She also told you that relationships between members of the project team have deteriorated and they all appear to be blaming each other for the failures.

How likely is it that you would use each of the following responses? (Circle one number on each of the five scales)

1. Interview the CEO and the manager in charge of the project team to ensure that you have a good understanding of what happened before advising the CEO what she should do to ensure that in future projects will be managed more efficiently and effectively. 

	D1   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


2. Run a workshop on new approaches to managing projects and use the models presented to help team members review the way they managed the last two projects and identify lessons that they might use to inform the way they will manage the next project. 
	D2   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


3. Talk to each member of the team individually in order to help them express any frustrations, anxieties or other feelings that might be inhibiting their ability to make an objective assessment of the situation. 

	D3   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


4. Interview all members of the project team and other stakeholders in order to identify key issues related to the failures and then convene a workshop where you can feed this information back and use it to stimulate a discussion of the problem and help them explore ways of improving their performance.

	D4   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


5. Work with the CEO to help her clarify the issues she wants to raise with the project team, and then facilitate a meeting where she can confront members with her concerns. 

	D5   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


CASE E

A colleague has come to you for help.  He does not want to be an autocratic boss and believes that people work best when they are given the freedom to get on with their job. However his department is beginning to get itself a reputation for not getting it right. He has explained that while he always tries to pursue an open door policy there are some people who never cross his threshold. Consequently he is badly informed and avoidable mistakes have been made. He is obviously upset and you suspect that his boss has just had him in and torn a strip off him. 

How likely is it that you would use each of the following responses? (Circle one number on each of the five scales)

1.
Share with him a similar problem you once had and tell him what you did about it. Also, suggest that there can come a time when democracy has to go out of the window and you have to read the riot act. And that is what he should do now.

	E1   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


2.
Tell him about a theory you are familiar with that argues that the best style of leadership might vary from one situation to another, and suggest that one way forward might be for him to consider whether his current style appears to be a "best fit" or whether the theory would suggest an alternative leadership style.

	E2   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


3.
On the basis of what you have observed, challenge his view that he always operates an open door policy. You might, for example, tell him that you have heard that he is never around when he is needed. Also that while he might believe he is approachable others see him as aloof and distant.  You might follow this up by asking him to consider how true this is.

	 E3   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


4.
You can see that he is upset so decide that the best thing you can do is to sit him down with a cup of coffee and let him get it off his chest.

	E4   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


5. Help him identify some specific circumstances where things have gone wrong and then question him about a number of these problems to sort out precisely what happened and whether there are any patterns that he could do something about.

	E5   NEVER USE (
	1
	2
	3
	4
	5
	(DEFINITELY USE


SCORING

In the grid below all of the available responses to each case have been arranged into columns that reflect five different styles of helping.  

· Taking each case in turn, enter the number you circled for each response alongside the appropriate response code in the grid.  For example, for case A, you may have circled ( for response A1, so enter ‘2’ in the square for A1; and you may have circled ( for response A2, so enter ‘5’ in the square for A2, and so on.
[Note that for cases B to E the response codes are presented in different sequences and are not arranged in order from 1 to 5].
· Calculate the total score for each column and enter this in the box provided.  

The total score for each column indicates your relative preference for the different modes of intervening.

Response Grid

	
	THEORISING
	ADVISING
	SUPPORTING
	CHALLENGING
	INFORMATION

GATHERING

	Case A 
	A1
	
	A2
	
	A3
	
	A4
	
	A5
	

	Please note that from B to E  the response codes are note arranged in order from 1 to 5

	Case B
	B2
	
	B4
	
	B3
	
	B5
	
	B1
	

	Case C
	C5
	
	C1
	
	C2
	
	C4
	
	C3
	

	Case D
	D2
	
	D1
	
	D3
	
	D5
	
	D4
	

	Case E
	E2
	
	E1
	
	E4
	
	E3
	
	E5
	

	TOTAL
	
	
	
	
	
	
	
	
	
	


You should now have a score for all five modes of intervening. Note whether your scores are equally spread across all five intervention styles or whether your response pattern indicates that you prefer to use one or two approaches much more than the other modes of intervening. 
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