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Chapter 1

Managing Change: Stories and Paradoxes
Learning Objectives

On completion of this chapter you should be able to:

· Understand how stories of change can contribute to our knowledge of theory and practice.
· Explain why managing organizational change is both a creative and rational process.
· Identify the main tensions and paradoxes in managing organizational change.

· Evaluate the strengths and limitations of our current understanding of this field. 

Chapter Summary

This chapter begins the textbook’s treatment of the management of organizational change by immediately exposing students to three specific examples of organizational change—Beth Israel Deaconess Medical Centre, Sears, and J. C. Penney. The examples—‘stories’—are presented ‘up front’ so that the students’ journey through the textbook is grounded, right from the beginning, in an understanding of the sorts of situations that managers and other organizational members may face during organizational change. While three stories cannot capture the full range of options involved in organizational change—even 100 stories would be hard pressed to do this – three stories presented with a reasonable amount of detail are enough to provide a ‘taster’—a sense of the sort of issues that may be part of an organizational change process.
Each of the three examples is accompanied by a list of ‘Issues to Consider as you Read this Story’ which guides students through their reading. These Issues can also form the basis for classroom discussion of the stories.

As this is the first set of cases for the students to consider, we have provided sample answers within the chapter rather than within the Instructors’ Guide. We have done this so that the students have easy access to samples of how such issues might be addressed. In subsequent chapters, such debriefing notes are provided in the Instructors’ Manual, not in the chapter itself. 
If you wish to update each of these stories, or encourage students to research change further, useful sources of information are:

· Business Week: http://www.businessweek.com/ 

· Economist: http://www.economist.com/
· Fast Company Magazine http://www.fastcompany.com/
· Forbes: http://www.forbes.com/
· Fortune: http://www.fortune.com/fortune/
· Time: http://www.time.com/time/ 

· The New York Times: http://www.nytimes.com/
· Wall Street Journal: http://online.wsj.com/public/us
While these three stories have been provided, individual instructors may wish to replace one or more with cases/stories that they prefer to use. There is no reason that this should not be done especially when the debrief of the Chapter’s three stories is available to students to consult independent of the instructor.
In the section of the chapter entitled ‘Tension and Paradox: The State of the Art,’ we introduce students to the idea that the management of organizational change is a challenging area of management practice, because this management is rarely just a matter of applying a set ‘recipe’ of actions and ‘sitting back and watching’ a predictably successful outcome result.
That is, we present a view of the management of organizational change that is complicated and messy, not simple and neat. In fact, if a successful outcome could consistently be achieved by applying a known set of actions, the management of change would be unlikely to be something that is such a time-consuming challenge for managers in organizations.

Thus, we introduce students at this early point in the textbook to the ideas such as what works well in one setting might not work in another, that different stakeholders may have very different perspectives on the need for change and/or how it should be managed, that change can be transformational or via a series of incremental steps, that change capabilities may be systemic (organizational) or personal (individual), that leadership of change may be invested in one change leader or more widely distributed, etc.
Exercises and Answers

EXERCISE 1.1 (p.26)

Writing Your Own Story of Change

Purpose 
Stories of change can illuminate key issues in managing change. By inviting students to consider both personal and professional change, this exercise is relevant to all students regardless of their degree of work experience. It also builds a bridge between the personal experience of change that people have had in non-business settings and the range of issues discussed in the book. By doing this, change becomes a personal rather than abstract concept. 

Options/Techniques/Requirements 

Format: 

· Option 1 - individually, then in groups of three to four

· Option 2 - groups of five to six 

Materials:

· Figure 1.2 To be an Effective Change Manager, this is what you need… (Text p.20)

· Flip chart/easel and paper for group work 

· Own story of change

Time Required: 

The time required for this exercise is likely to vary depending on the experience of the students. For those with considerable work experience, change stories are likely to emerge without too much difficulty and without the need for prior notification of the exercise. For others with less work experience (e.g. undergraduate students), this exercise might work best if they are given either extra time or advanced notice before class. The group work will need to be monitored so that the “telling” of the change stories does not take up all the discussion time. The aim of the exercise is for students to analyze their stories to find commonality, lessons, and differences and to help them increase their awareness of the issues involved in change. 

Expected time (in the class room) would be three to four minutes per student to share their story in the group and about twenty minutes for the group discussion time.

Undergraduate: 

To assist undergraduate students or those with limited professional experience who may find it difficult to select a story of change, it may be helpful if the instructor provides his/her own personal example of change as a way of suggesting how students might go about providing one. 
MBA/Executive: 

Students with professional experience will be more aware of their stories of change. However, the instructor may wish to indicate to such students whether they should report a “big picture” story of organizational change or a story emphasizing their own personal reaction to change. 

Potential Problems and Helpful Hints

· Students may only select negative stories of change. If the exercise is completed in groups, encourage students to report at least one positive story. 

· Encourage students to report not only “the facts” but also the emotional or more subjective dimension(s) of the stories.

· Change stories can be smaller parts of bigger processes, and there is not necessarily a resolution to all situations.  Some stories may be ongoing.  Encourage students to recognize this in telling their stories.

· Stories of change will touch on a number of aspects of change detailed in Figure 1.2. It is likely that some of the issues will not be addressed, so these can be covered in the class discussion. 

Debriefing

A helpful approach is to summarize the key conclusions derived from the stories of change and relate them to the lecture and “road map” provided in Figure 1.2. This step makes a connection between the students’ stories of change and the content of the text. It assists them in identifying the range of issues and complexities associated with managing organizational change. 

Guidelines for Answers to Questions

The answers to the questions in the exercise will need to be assessed according to the experience and education level of the students. 

Think back to a change that you have experienced in either your personal or professional life.

Plan A Instructions

Write down your experience of change in about one page, and then answer these questions 
What made this experience a “story?’
Part of the attraction of a story is that it will usually have a main character or groups of characters to whom the reader/listener can relate. A story usually has tension and an emotional perspective, as well as factual information. In the text, the change stories include both subjective and factual details. The stories have just enough information to set the scene and explain the importance of the situation. Each story tells of an incident or situation, along with the consequence(s) or choice(s) that the character/company has to resolve or face.

What lessons for managing change can you take from your story
This question is designed to encourage students to refer to Figure 1.2 and think through the different aspects involved in change. 

Compare these with the lessons from the Beth Israel, Sears, and J. C. Penney stories. Which are the same? 
This question is designed to help students begin to develop a sense that some change issues are commonly found while others may be present less frequently. 
From your experience, what new lessons have you added, particularly for future changes in which you might be involved? 

Students may be unable to answer this question in detail, although they will have an impression that there are other “lessons.”  This question could be asked again later in the course.

In small groups, share your lessons with colleagues. Which lessons are similar, and what are the differences among you?
This is an exercise to compare and contrast answers in order to consider information from others in relation to the changes they have experienced. These similarities and differences may highlight the generic ways that organizations deal with change. There may be issues that could be highlighted here specifically for small to medium enterprises in comparison to large organizations.
What three main conclusions can you take from these stories about managing change?

The key conclusions may either reinforce or supplement the information in the three Case Diagnostics (pp.21-26). The instructor can then highlight the way in which certain themes have been repeated or emphasize the fact that the information in the Change Diagnostics is indicative but not exhaustive of the broad range of change issues.

Plan B Instructions

In small groups of around four to six people, ask each of the group members to tell his or her story of change, taking only three or four minutes each. Record key elements of each story on flip-chart paper. When everyone has told their story, answer the following questions:

What are the common themes and issues across these stories?

What are the differences between these stories?

Once the key elements in each story have been recorded, students should identify the common issues and the differences between the stories. This will help students practice their new skills in reading the Road Map and applying these concepts to short stories of change.

Of the change lessons from Beth Israel, Sears, and J. C. Penney, which are revealed in the groups’ stories, and which are absent? What are the implications of this?

Are there any further lessons embedded in these stories that could apply to future changes in which group members may be involved?

What three key conclusions can you take from these stories about managing change?

Refer to the information for the same questions in Option One.

ADDITIONAL EXERCISE (not in textbook) 
Experiencing Change

In most organizational change situations there are people who can be categorized into one (or sometime more) of three groups
:
· Change Strategists who authorize the change (often senior managers)
· Change Implementers 
· Change Recipients
Questions for Change Strategists: 

Which type of change did you attempt?

How was the change received by those likely to be affected?
What was the most frustrating part of the process?

How would you rate the success of the change?

What would you do differently if you had your time over again?

Questions for Change Implementers:

Which type of change did you attempt?

How was the change received by those likely to be affected?

What was the most frustrating part of the process?

How would you rate the success of the change?

What would you do differently if you had your time over again?

Questions for Change Recipients:

Which type of change was attempt?

How did you react to the attempted change?

What was the most frustrating part of the process?

How would you rate the management of the change process?

What would you want to see done differently next time?

Purpose 
The purpose of this exercise is bring to the surface the various reactions to organizational change processes and to highlight how the experience of change can depend on the position from which one views the change process. 

Options/Techniques/Requirements

Format: 

· Divide the class into three groups: change strategists, change implementers, and change recipients. While this can be done randomly, it is recommended to see whether reasonable sized groups can be formed by putting those with change strategist experience in one group, then of the remainder put those with some change implementer experience in one group, leaving the rest as the change recipient group.

· Where there is a large class involved, multiple change strategist, implementer and recipient groups can be created.
· If there are not at least 3-4 change strategists, run a combined strategist/implementer group.
Materials:

· Flip chart/easel and paper for group work.

Time Required: 

Time for the class exercise is 25 minutes to respond to the questions specific to the change groups. This is followed by a five minute response presentation by each group to the rest of the class and concludes with a 10 minute general discussion (i.e. around 40- 45 minutes in total).  

Undergraduate: 

This exercise is designed for people who have had some experience of organizational change. For those who lack this experience, this exercise can help them anticipate the types of issues which might be uppermost in their mind when confronted with change. Alternatively, try to ensure that some experienced people are in each group.

MBA/Executive: 

This exercise will work best for people who have had some experience of organizational change. 

Potential Problems and Helpful Hints

· Students with limited work experience will find this exercise difficult. 
Debriefing

The debriefing for this exercise takes the format of a discussion led by the instructor following the five minute presentations from the group spokespersons. This exercise can highlight that organizational change processes may generate some quite strong responses from people involved in the process. Sometimes this exercise can bring to the surface such things as a change strategist’s frustration at the lack of progress and perceived resistance, while change implementers may feel that they became the “meat in the sandwich,” and change recipients may express frustration at “lack of consultation” or something similar.
Having some exposure to the range of emotions that organizational change processes can produce is quite a useful way to begin a course that is going to deal with a lot of issues involved in the management of organizational change.

� This distinction comes from Kanter, R. M., Stein, B.A., and Jick, T.D. 1992. The challenge of organizational change. New York: Free Press.
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