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Dear Student

Welcome to JMU’s MBA Course Module in Change Management. The purpose of this handbook is to give you information about the module and provide indicate the direction in which the module will take you.

Within the handbook you will find the module proforma, indicating its overall content and direction. In addition you will find a weekly schedule of seminar material and individual/group activities. Group activities provide a good way of developing the insights of individual learners within the context of a set of thematic activities. All students should try to be aware of the group processes that emerge during these activities, because these too provide valuable lessons about group behaviour.

Material is also provided in this handbook to indicate the nature of each individual/group session.

It should be noted that the course material is available on the course module web page at: 

http:/www.staff.livjm.ac.uk/busmyoll

The module is concerned with the management of change. The approach adopted is systemic, and can be seen as being composed of 3 parts. One part deals with the methodological aspects of change management. You will have already been exposed to some considerations of methods and methodologies in your level 1 Managing Information module. Another part deals with human resource aspects of change management, important if organisational culture is to be addressed. The module is the integrated through two final sessions.

The module team consists of Paul Iles and Maurice Yolles. Paul is a specialist in Human Resource Development, and Maurice a specialist in Management Systems. The module aims to explore all aspects of organisational change, both internal and external, principally from modern systems and human resource development perspectives.

We hope you enjoy the module.

Paul Iles

Maurice Yolles
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Pre-requisites:




Recommended Prior Study:




Co-requisites:




Barred Combinations:





Aims: 


To provide students with: an understanding of the nature of organisational change; the role of a manager in dealing with that change; and  skills which will allow them to contribute positively to the change process.

Learning Outcomes: After completing the module the student should be able to:

1
Understand and define the nature of the change process.

2
Use a  range of management and systems tools applicable to the management of change situations.

3
Explain how organisations can respond effectively to change.

4
Appraise the underlying principles and critical techniques necessary for managing complex change.

5
Design strategies to deal with resistance to change.

Learning Activities:
Outline Syllabus:
Identification of the sources of change influencing organisations, managers and employees.

Design of strategies for dealing with change at an individual level.

Use of soft systems methods and systemic analysis as an approach to change management.

Use of projects to encourage the change process.

Management of the change process.

Development of change management skills: information gathering;  dealing with resistance;  leading effective change.

Innovation and change.

Change management, Total Quality Management and Business Process Re-engineering.

Indicative References:

Mabey C and Mayon-White W eds, (1995) 'Planning and Managing Change,' Sage/Open University.   

Burns B, (1998) 'Managing Change,' London, Routledge   

Plant R, (1991) 'Managing Change and Making it Stick,' London, AMED.   

Carnall, C., (1999) 'Managing Change in Organizations,' 3rd Edition, (Prentice Hall, London, 1999).   

Journals:-  'People Management, Harvard Business Review, International Journal of Change Management, Management Learning, Journal of Management Studies.'   

Yolles, M., (1999) 'Management Systems a Variable Approach,' Financial Times, Pitman London.   

http://www.staff.livjm.ac.uk/busmyoll 


Assessment Details:

1
Coursework: 100%  undefined  

Weighting between E and CW:
0%
100%


Relationship between learning outcomes and assessment tasks:

Learning Outcomes


1
2
3
4
5

Component 1
X
X
X
X
X

Minimum Pass Mark (%): 40

                       

Module Notes:

The module considers a wide range of issues relating to change within organisations. It will equip students with some of the skills needed to cope with change at a personal level and also manage the process within an organisation. The importance of using projects to initiate change will be emphasised and students made aware of the need to encourage innovation within organisations.

Relationship between learning outcomes and assessment tasks:

Part-time students will be required to produce a report critically analysing some aspect(s) of the course as it relates to their organisation. This should evaluate how a change has been introduced or demonstrate how a proposed change process will be managed. Full-time students will be required to investigate some aspect(s) of the course and produce a report that would be of value to an organisation.

Seminar Schedule 3 hrs/week 

Week
Title
Included Content
Group work
Tutor

1
Overview and purpose of module
Types of change within a viable systems context. Impact of change on social, political and cultural aspects of the organisation. Use of structured enquiry to formulate intervention strategies.
Web working. Seeking knowledge and information on methodologies and their impact on social, political and cultural organisational processes.
Maurice Yolles/ Paul Iles

Methological Aspects of managing change

2
Organisational Development
Exploration of the Organisational Development paradigm and its form of structured inquiry
Examination of worked case study. Application to nurse absenteeism case
Maurice Yolles

3
Viable Systems Model
Exploration of the viable systems model in structured inquiry approaches
Examination of worked case study. Application to nurse absenteeism case
Maurice Yolles

4
Conflict Modelling Cycle
Exploration of the Conflict Modelling Cycle paradigm and its form of structured inquiry
Examination of worked case study. Application to nurse absenteeism case. Exploring possible PEP themes
Maurice Yolles

5
Mixing Methods
Exploring the notion of paradigm incommensurability, and ways to overcome it.
Mixing methods in the nurse absenteeism case study
Maurice Yolles

Human Resource aspect of managing change

6
Individuals, groups and change
T-groups, action research, action learning, individual and organisational learning
Linking organisational and individual learning
Paul Iles

7
Resistance to change
Force field analysis, resistance mapping
Force field analysis
Paul Iles

8
Whole systems change
Future search, open space technology, preferred futures
Future search exercise
Paul Iles

Integrating methodological and human resource aspects of managing change

9
Developing team skills
Synetegration, developing teamwork and processes of communication. Overcoming power blockages.
Team Syntegrity
Doug Haynes

10
Overview of course module, and student reflection
Comparison of module objective to achievements.
Exploring student PEP themes
Paul Iles, Maurice Yolles

Module Week 1: Further Internet Familiarisation

Aims

To enable students to understand the nature of the change management module and its operation

Objectives:

To enable students to appreciate the breadth of the change management module

Individual/Group Study Task
Task 1

Form a group of 3-5

Link on to the module website http://www.staff.livjm.ac.uk/busmyoll and explore the Change Management module.

Task 2
Use a search engine or other means to identify what is meant by the following: 

Soft systems thinking

critical thinking

Critical systems thinking
Paradigms and knowledge

Methods

methodology

Examples of search engines are:

www.altavista.co.uk
www.google.co.uk
www.Lycos.co.uk
www.ukplus.co.uk
www.yahoo.co.uk
www.ask.co.uk
www.netscape.com
www.microsft.com

or consult the Webster dictionary . You can find it by using one of the search engines.

Task 3

Explore definitions for the following:

1. What is the relationship between paradigms and knowledge

2. What is method and methodology, and how they differ.

3. How might paradigms and methods/methodologies connected.

Week 2: Organisational Development

Aims

To enable students to understand the nature of OD as a methodology for manifesting information and thus shifting a mess to a difficulty.

Objectives

To give students an appreciation of the nature of the OD paradigm, and in particular its patterns of knowledge

To enable students to understand how to apply the OD methodology in a change management situation

Individual/Group Study Task

Task 1

Form a group of 3-5, and examine the nurse absenteeism case study through OD.

Task 2

Discuss the findings between groups

Week 3: Viable Systems

Aims

To 

Objectives:

To give students an appreciation of the nature of the SIS paradigm, and in particular its patterns of knowledge

To enable students to understand how to apply the SIS methodology in a change management situation

Individual/Group Study Task

Task 1

Form a group of 3-5, and examine the nurse absenteeism case study through Viable Systems methods.

Task 2

Discuss the findings between groups

Week 4: Conflict Modelling Cycle

Aims

To enable students to 

Objectives:

To give students an appreciation of the nature of the CMC paradigm, and in particular its patterns of knowledge

To enable students to understand how to apply the CMC methodology in a change management situation

Individual/Group Study Task 

Task 1

Form a group of 3-5, and examine the nurse absenteeism case study through CMC.

Task 2

Discuss the findings between groups
Week 5: Mixing Methods

Aims

To enable students to understand 

Objectives:

To give students an appreciation of the nature of the paradigm incommesurability, and understanding how to deal with it

Individual/Group Study Task
Task 1

Form a group of 3-5, and examine the nurse absenteeism case study through the use of two mixed methods.

Task 2

Discuss the findings between groups 

Task 3

Open individual discussion about possible PEP themes

Week 6: Individuals, Groups and Change

Aims

To provide students with an understanding of the role of individuals and groups in change situations

Objectives

To enable students to appreciate the nature of social/psychological approaches to change

To enable students to understand individual reactions to change

Individual/Group Study Task: 
Task 1

Form a group of 3-5, and examine the reactions to change case.

Task 2

Discuss the findings between groups 

Week 7: Resistance to Change

Aims

To enable students to understand the nature of resistance to change and ways to manage it

Objectives

To provide students with an understanding of resistance to change

To give students the awareness of force field analysis

To enable students to understand resistance mapping

To enable students to appreciate the nature techniques to manage resitance

Individual/Group Study Task
Task 1

Form a group of 3-5, and examine the force field analysis case.

Task 2

Discuss the findings between groups

Week 8: Whole Systems Change
Aims

To understand the nature of whole systems change

Objectives

Appreciate the nature of whole systems change

Understand how to apply techniques to facilitate whole systems change, e.g., future search open space technology.

Individual/Group Study Task

Task 1

Form a group of 3-5, and examine the futures search case on a merger and through the joint ventures case.

Task 2

Discuss the findings between groups

Week 9: Developing Team Skills

Aims

To understand the nature of Team Syntegrity as a change process

Objectives

Appreciate the nature of communications and power blockages in change

Understand how to apply team syntegrity

Individual/Group Study Task

Task 1

Form a group of 3-6, and examine the team syntegrity case.

Task 2

Discuss the findings between groups

Week 10: Overview of course module, and student reflection

Aims

To ensure students have gained an adequate appreciation of the theme of the module.

Objectives

The encourage students to obtain a sound reflective appreciation the nature of managing change

To provide students with the ability to give module feedback in groups

Individual/Group Study Task

Task 1

Class forum to discuss development of PEP themes

Personal Effectiveness Project (PEP)

Organisations are involved in situations that are often seen as complex and uncertain, and can have an impact on the organisation’s viability. Intervention strategies that can lead to organisational change can often be necessary to ensure that the organisation is able to survive in the future. Formulation of interventions requires a structured inquiry process that can reduce the complexity. These may explore the situation in a variety of ways, and include the computational, technical, organisational, personal and emotional complexities that may exist. Examine a complex situation of your choice.
Marking Scheme:
Marking Element
Out of

Analysis of issue or problem
30

Conceptual thinking about issue or problem
30

Development of a solution/conclusion
20

Ability to communicate coherently and understandably
10

Reflection
10

Total
100%

Appendix

Liverpool City Council

In 1991 the Maastricht Treaty for European Union countries specified five control measures that a member country should abide by if it is to have membership of the currency union [Zis, 1995, p96]:

1. Its rate of inflation during the year immediately before its joining the union must not exceed by more than 1.5% the three lowest rates of inflation in the Union

2. The country’s long-run interest rate during the year before its becoming a member of the Union must not exceed by more than 2% the three lowest-run interest rates in the EU

3. The country must have participated for at least two years in the ‘normal’ band of fluctuation of ERM without a devaluation of its currency

4. Its budget deficit must not exceed 3% of its GDP

5. The ratio of its national debt to GDP must not exceed 60%.

Of these, only the last two are of relevance to our inquiry here. In order to quickly enable Government to address its national debt, it would seem to have made the decision to reduce public spending dramatically. This is in line with its idea to control this area of expenditure. Prior to the Maastricht Treaty agreement, reduction in public spending amounted to £7 billion (1990-91) and £8 billion (1991-2) [Wilson, 1993, p10]. After the agreement, Government reduced public spending in 1992-1993 by about three and a half times the previous figures, at £28 billion. An impact of this magnitude in spending cuts on public organisations like the National Health Service, the Police Force, and Local Authorities must be severe. This also provides an insight into a main reason for the Government pressure for greater efficiency on organisations like Liverpool City Council to reduce spending. In addition to this, reductions on public expenditure are being forced by the continuing recession. The brunt of these cuts will be applied to Local Authorities, which consumes about one quarter of the public spending [Gardner, 1993, p171].
Liverpool is a European Community Objective 1 region, indicative of its poor economic condition after its historical decline as a major European port. It has a population of about of half million people. Like most major cities in the UK, it has suffered a population decline during the last generation. The causes for this predominantly include migration. Liverpool City Council3 expects that the population will change further within the next decade because of:  a large fall in the number of pre-school children, a large increase in the number of  residents aged 85 years and over, a very large reduction in the number of young adults, and an increase in the number of people aged from 45 years to retirement age.

As the population of Liverpool declines, so too have its levels of employment, at about twice the 10% level of other cities in the UK. Of this, nearly half are long-term unemployed, again almost twice the level of other UK cities. Many of the unemployed have never worked since leaving school except on a Government scheme. Liverpool has nearly twice the 13% national average of working age men either not working or looking for work. This has been due to increasing numbers of people classified as permanently sick or disabled and unable to work. 

         Unemployed people and their families thus represent a large proportion of the population living in poverty. Others vulnerable to poverty are: the elderly, the sick and disabled and single parent families. In addition, part-time workers, who tend to be mostly women, are low paid, and are susceptible to poverty. The black population is also prone to poverty because of a higher than average unemployment, in part caused by racial discrimination [Pirani and Yolles, 1993].

The sectors of increasing unemployment include the manufacturing industries, which has risen by about 24% in the last seven years, and service sector work. A decline in both skilled and semi-skilled work has similarly been significant. The result has been that employment in lower skilled work is more likely.


These perturbing effects on the City have had a significant impact on the demand for services and costs. The effect of a more dependent population will in the future place even more demands on local authority services, and on the caring sections of the population. As a result its infrastructure will have to be developed to satisfy the needs of an increased demand, while having an income that remains constrained.

Income derives predominantly from Council Tax paid by the Liverpool residents. In recent years this has suffered considerably due to the Government’s introduction of Community Charge. It was abandoned because it was too costly to administer, and to pursue outstanding income. It was also virtually impossible to collect overdue payments from the poor. In many cases the only recourse was to put people in prison for failure of payment. This was very expensive and contributed further to the overcrowding problem of prisons. Arrears to the City are over £100,000 million, of which over two thirds are due to Community Charge.


The Liverpool City Council (LCC) is responsible for the municipal services of the City. Its politics and culture determine the nature of these services. It has a core purpose defined as:

The City Council exists for the benefit of, and is accountable to, all the people of Liverpool in providing high quality services that meet people’s needs and offer value for money.


In order to deliver the services of its mission, the Members and Officers of the Council have three over-riding responsibilities that define the objectives of the Council:

1. Planning what services to provide and how to provide them

2. Providing and overseeing delivery

3. Reviewing the performances achieved.

It is through performance review that the Council determines whether it is operating stably, and thus achieving its objectives. Pressures by Government on Liverpool have also directed its attention to its embracing a role as:

· a provider of those services the Council is best placed to deliver, to ensure a quality service, an efficient organisation and services which reflect the needs of all groups

· a partner, advocate and enabler in relations to the community, the private sector and other agencies

Local Authorities have always contracted out peripheral services activities under a policy of competitive tendering. Now, under the force of legislation these objectives are impacting on their core purposes, and being directed at their primary tasks under the Government policy of Compulsory Competitive Tendering (CCT). Clearly the Councils are at least passing through radical change that is having a major impact on the form of the Councils.


Central to the Government agenda is its concept of quality and quality assurance. This demands the codifying of policies, procedures and performance standards, and guarantees that these will be met. Quality assurance is connected to the idea of effectiveness, and is intended to establish measures for these. The ability for an organisation to introduce quality assurance policies will be bounded by the ability of its form and culture. The difficulty is that if the form and culture of an organisation must be appropriate for quality assurance to work, and it may be rather difficult to achieve this. Newly acting quality insurance imperatives will impact on the core purposes of an organisation, and thus induce radical change. It is legislated quality assurance that was responsible for Liverpool City Council undertaking a reorganisation in its departmental structure in 1992.

We have talked about CCT. It is one of a series of measures introduced by Government and aimed at altering the power of the Local Authorities to organise and run local services. It demands that Councils put services out to tender, so that lowest tenders win out. While the basis of CCT is fundamentally ideological, its rational expectation is that competition will cut costs and make services more efficient.


CCT is now being extended from stage 1 and 2 services, to stage 3. Stage 1 services (1980) include: new building (including renewal); building repair and maintenance; highway construction and maintenance. Stage 2 services (1988) include: refuse collection; street cleaning; building cleaning; School and welfare catering; other catering (e.g., town halls); vehicle maintenance ground maintenance; management of sport and leisure services. Stage 3 services include: white collar services: legal, information technology, finance, corporate administration, construction related; housing management; blue collar services: on street parking, security, vehicle fleet management. This whole process would seem to have the potential of diminishing Councils as local political opposition to Government. In terms of policy implications, a number of local political interests would seem to be becoming subsidiary to national ones.


There is debate about whether the policies of Government can work. For example, “earlier this year the Audit Commission, the government spending watchdog, said there was 'little effective competition' in the market for local authority services, even after six years of compulsory tendering” [Rice, 1995]. “Only 30 per cent of local authorities make 'positive efforts' to generate competition, while many deter small companies by only seeking tenders for large contracts, the local government watchdog says in a report published today” [Authers, 1995]. On the other hand, “tougher competition from private contractors may squeeze council organisations out of the market for running local authority services, a report by the Joseph Rowntree Foundation says. A study by the social affairs think-tank found that companies in the UK and other European countries are increasingly interested in providing local authority services, seven years after the government forced councils to put work out to contract through compulsory competitive tendering” [Field, 1995]. There are also arguments that CCT does little to encourage the economy of an area like Liverpool with such high unemployment. According to Hartley [1987, p160], service providers manage to bid low tenders because they are (a) employing fewer people, (b) reducing pay and fringe benefits, and (c) making more use of part time staff. Unfortunately, socio-economic costs are not part of Government accounting processes.


The City has been attempting to balance the pressures (figure 1) identified as:

(a) reduce spending while being forced to increase its administrative cost

(b) increasing service demands in the City, the majority of which are statuary,

(c) a reduced income.

It has now found itself with a budget deficit. This pressure is occurring at a time when the organisation has passed through a dramatic change in form, and perceives itself to be experiencing a work overload. To deal with this it is seeking to find ways of raising income from its services. This problem has been handed to the Social Services Division, and one candidate for service charging is DCBC.
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Figure 1

Pressure from environment on the Authority

Difficulty or Mess

Preliminary inquiry about whether the situation can be seen as a difficulty or a mess has resulted in table 1.

Characteristics of Difficult/Mess
Characteristic of Situation

Certain/Uncertain about:

The problem

Knowledge/information

Solutions
It is being proposed that disabled car badges should be a fund raising target. There is conflict about whether this is a valid target and uncertainty about how it should be implemented. Neither is it certain what the budget expectation for this would be.

Information is based on opinion rather than detailed evaluation of the situation. There is therefore insufficient information about the nature of the problem

Stakeholders include car badge users and Local Authority staff. Solutions should take into account the stakeholders, and there is no certainty about who to consult, and how a change in policy would be implemented. How an inquiry into this would occur is also uncertain. 

Determinable/indertminable:

Implications

Timescales

Number of people involved
The issues are unclear. The policy would contribute further to a work overload and will result in extra pressure on staff. Unclear about the staff regrading requirements. Stakeholder resistance to change and be indeterminable media attention that must be handled.

There are no predetermined timescales. Implementation schedules are unclear. 

It is not immediately determinable how many car badge users will be effected. Staff levels may need to increase, and it is not sure to what extent.  Management involvement is unclear. It may effect staff in a variety of departments including: Finance, Personnel, Councillors, Complaints.

Clear/unclear priorities
It is unclear as to whether priorities exist to satisfy current workload commitments, or to engineer disabled car badge charging. They are two competing tasks.

Independence/interdependence of context
The task involves a complexity of interrelations between departments. It is not clear where the boundary of the task in the Local Authority Social Services Directorate would lie.

Table 1

Characteristics of Difficulty or Mess
Nurse Absenteeism in Hospital Trusts

The standard of services in NHS has deteriorated over the years, which is evident in the shape of staff shortages, patients’ dissatisfaction and long waiting lists etc. Mounting financial burden are a cause and an emergent property of this ‘dysfunctional system’.

Hospitals all over the country are suffering from such affects as reflected by staff dissatisfaction especially in the case of ‘nurses’. One such hospital is Trust X Hospital, where ‘absenteeism’ on part of the nursing staff has led the chief executive of the hospital to investigate the root cause of such behaviour.

Nurses make 70% of the NHS workforce and cost 50- 60% of the total pay bill (Nursing Economics - 1993;11: 192-9). Unsurprisingly, therefore, some managers question whether cost effective quality can still be assured with fewer permanent registered nurses - indeed, in Britain, the NHS Executive has stated that such a strategy could produce substantial savings.

The look at NHS statistics shows results of this, so called, ‘professional cleansing’:

1. In 1991- 92, the number of nurses qualified in General nursing in England and Wales            

fell by 21% and those working in care of elderly by 33%. 

2.
The number of untrained care assistants rose by 21% (1991- 92) 

3.
In1992- 93, the number of nurses in training in England and Wales was 18,620. 

4.
In 1993- 94, the number of nurses in training in England and Wales dropped to     

      14,576.

Some of the experts labelled the above-mentioned decrease in number of nurses as ‘trimming the superfluous fat from an insufficient service'.

As a possible result of such policies, the shortage of nurses in the UK is being witnessed, and millions of pounds are being spent on recruitment. Such recruitment is not proving easy, it is doubtful whether Prime Minister's recently announced initiative to create ‘consultant nurses’, will assist.

One of the important reasons for not resolving the recent crisis is attributed to the unavailability of ‘altruistic young women’ of yesteryears, as the times have changed. Families have trimmed down and the young women are increasingly finding professions through which they could become the future architects, engineers, doctors or barristers etc.

The lower numbers, along with inadequate pay, low morale, over work, and stress etc. leads to poor quality of work, a high sickness rate, more absenteeism and eventually low standards of care, overall. It is a vicious circle which is not helped by the fact that substantial number of nurses are employed full time but remain on the temporary contracts for years. There are many precedents where the nurses have been laid off and offered lower posts. All this does not provide a perception of valuing the workforce.

The question arise as to whether a finger of the blame for poor quality of work should be pointed at hard pressed staff, or at the system that frustrates the desire to do what nurses are educated to do.

The current investigation of the problem of absenteeism in nurses thus could be the manifestation of a bigger ‘problem situation', in illustrated in figure 1. The cycle may not be sequential and continuous, but the individual factors can contribute to the complexity of the overall situation.

Sick leave (see table 1) can have huge cost implications to the health trust employers. The ‘Trust X Sickness Absence Report’ showed that the ‘ancillary staff’ took the most sick-leave, closely followed by the nursing staff in the hospital. However, the cost to the trust for ‘nurse absenteeism’ is higher than that involve with ancillary staff. The August 1994 edition of the Employment Gazette quoted the national average earnings alone at £63.38. By the time the extra costs, both obvious and hidden, have been added, the cost is more likely to be around an average of £150 per person for each day lost. 

Figure 1: ‘Enforcing Loop’ – possible cycle of actions affecting performance of the nurses
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Table 1: The Apac National HR database quotes the average days lost to absenteeism as following


Days
%

Number of his lost to absenteeism per employee



6.9


Private sector with more than 1000 staff




6.5


Private sector with less than 1000 staff




3.9


Public service organisations




             
8.8


Percentage of days lost through staff absenteeism , all firm              

3.0%

Private sector with more than, 1000 staff


            

2.9%

Private sector with fewer, 1000 staff



           

1.7%

Public sector organisations




 

3.8%

If the average cost £150 per person for each day lost is multiplied by the national average of 8.8 days lost per annum in the public sector, this would result in a cost of £1,320 annually for absenteeism per person employed by the trust. There are 1200 nurses employed in the hospital, this indicated that the cost of absenteeism by nursing staff is £ 1,584,000 per annum. These figures give a clear indication of the importance to reduce time lost by staff absenteeism.  

The financial implications were important but the inquirer’s mission was to further study the technical, organisational and personal aspects of problems faced by the organisation in order to implement necessary changes to turn it into a learning organisation. 

As part of the analysis of the hospital situation, absenteeism of nurses in the Trust X Hospital should be seen in terms of the broader system involving multiple factors, such as cultural issues, financial issues, structural inefficiencies of the organisation. It is also the case that certain areas of the system could not be clearly defined because the drifting situation encompassed a vast number of factors, from ‘financial problems’ at one end, stretching to the involvement of the ‘general public’ at the other end. 
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