Systems Thinking/Systems Changing

A Business Simulation
Designed

by

Dr. Philip Hallinger

Version 2.1-c

Introduction

Many organizations today find themselves undertaking a number of projects as part of their change effort. An organization may simultaneously be working on TQM, process reengineering, employee empowerment, and several other programs to improve performance. But the key to the change effort is not attending to each party in isolation; it’s connecting and balancing all the pieces. In managing change, the critical task is understanding how pieces balance off one another, how changing one element changes the rest, how sequencing and pace affect the whole structure. (Duck, J.D., 1993)

As suggested above, managers today must be able to lead multiple change efforts at the same time. Moreover, they must be able to develop their organizations’ capacity to adapt to change rapidly and effectively. To provide successful change leadership in this era, managers use Systems Thinking. Systems thinking is a way of looking at relationships among management and work processes within an organizational system.

This module is organized around Systems Thinking/Systems Changing, a problem-based, computer simulation designed for leaders in private and public sector organizations. Its purpose is to help develop your ability to lead continuous improvement in organizations. 

By playing the Systems Thinking/Systems Changing simulation, you will refine your ability to think strategically about organizational change. The simulation is based on three decades of research on change efforts in companies. Through the simulation you will learn to apply change principles drawn from research-based models: Systems Thinking, TQM (Total Quality Management), CBAM (Concerns Based Adoption Model of Change), Learning Organizations, Change Adopter Types, Diffusion of Innovations, Knowledge Management.

Businesses have demonstrated the effectiveness of using systems thinking and these change principles to increase staff satisfaction and performance, as well as overall productivity. Systems thinking enables people to identify real problems -- not simply symptoms -- and to develop long-term solutions based on best practice. 

In this simulation you will be placed in the position of a team of consultants charged with helping develop the long-term capacity of a company to adapt to change. The overall goal is to transform the company into a learning organization. A learning organization has the ability to envision its future, to learn new skills and capacities, and then to make changes happen.

During the simulation you will work with staff from the Head Office as well as several branches. Your goal is to reorganize management processes to increase the company’s capacities for:

· Individual and collective learning,

· Adapting to change,

· Improving productivity.

 Systems Thinking/Systems Changing simulates an organization that is learning to use these tools to make positive changes. Enjoy the challenge of bringing about change!


Good luck.

Learning Objectives
1. Understand concepts of organizational change including Total Quality Management, Learning Organization, and Change Management.

2. Develop and apply strategies for transforming companies into learning organizations. 

3. Develop and apply successful strategies for organizational change; 

4. Work effectively as a team to design strategies for continuous improvement of organizations.

The Problem    
You are members of a team of internal consultants appointed by the Managing Director of the Best Company. Your charge is to turn the company into a continuously improving "learning organization". A "learning organization" systematically plans, acts and monitors its progress towards the goal of benefiting all of its stake-holders. In a learning organization people work together to create their desired future. They think and work in innovative ways and are continually learning how to learn together (Senge, 1990).

The Best Company includes a Board of Directors, management, and staff in numerous branches. It has tried many innovations in the past, but with mixed success. Right now it finds itself facing increased competition from foreign and local companies. In an effort to increase productivity, the CEO has decided to use the learning organization approach to improvement.

You have been assigned as members of an internal team of consultants responsible for implementing the learning organization approach in the company. Your team will be working with staff in three branches as well as the Head Office to begin the task of creating a learning organization. You will shortly read about each of the staff who you will be trying to influence in the simulation.

In the simulation, you will work for three years to accomplish two goals:

1. To move most members of the company through the stages of becoming a learning organization: from Awareness of the concepts to the Renewal stage when staff are using practices that foster continuous improvement in the company.

2. To produce as many stakeholder benefits (Bennies) as possible through making improvements in workplace morale and practices. Stakeholder benefits include improved staff morale, higher customer satisfaction, increased productivity, and higher profits.

Assumptions

Your playing team should assume the following:

1. You are an internal team of consultants appointed by the Managing Director.

2. You have the Managing Director's permission to plan but do not yet have his broader support for actual implementation.

3. Nor do you have the commitment of others in the organization. In fact, other people in the organization such as staff and customers (players on the gameboard) whom you need to influence know nothing about this effort.

4. You have three years to accomplish your mission. Your committee has a budget of 40 bits to spend on change activities in each year.  

5. You will conduct different activities with members of the organization in order to help them understand and use the practices of a learning organization. These activities are typical activities that managers would use to implement change in a company.

6. You will move people through the stages of change -- across the gameboard -- by choosing activities designed to inform, interest and prepare them to use the practices of a learning organization.
· Before each move, ask yourselves: “What does this person need at this stage of the change process?”
· Then select an activity that meets the needs of the individual or the group. 


4.
You have two criteria on which your team’s success will be evaluated:

· the number of people actually using the IT system after three years;

· increases in productivity as measured in Bennies.


5.
Your team members will have a limited amount of time to transform your company into a learning organization.  It is recommended that you read the materials and plan your strategy, but then you must act!  The MD is expecting results soon and your promotion depends on your success!

Product Specifications and Assessment

For the Systems Thinking/Systems Changing simulation, here are the products that you must turn in. Please pay close attention to due dates.

1. Strategic Analysis of Change: Following completion of the session make sure that your strategy record sheet has been filled out accurately.  As a group, review your team’s progress in the simulation. Then prepare a team report that addresses the questions below. Attach your strategy record sheet to your report as an appendix. (This is due at the beginning of class at the 7th class session.)
a. Was your team successful in creating a learning organization? On what basis would you judge your success? Refer to your results to back up your response.

b. Describe your strategy in terms of what you were trying to do to create a learning organization. Then give examples of the sequence of activities that you implemented and how it was successful, or not.

c. What were four types of resistance that impeded your committee in changing the company into a learning organization? 

i. For each type of resistance, give at least one example.

ii. How did you overcome each of these four types of resistance? Give at least one an example for each type of resistance.

d. Pick three of the five elements of a learning organization. 

i. For each element describe activities that you used to implement this element. 

ii. For each element describe evidence of how it fostered learning and/or improved productivity.

2. Simulation Results: You will complete the simulation in class. Print out your results and turn it in to the instructor (7th Class session).

3. Knowledge Exam: You will complete a Knowledge Review exam during the 7th class session.

4. Teamwork Assessment: Complete the Teamwork Assessment Form on each of your teammates and turn them in as directed by the instructor (7th Class session).

Resources

Garvin, D. (1993, July-Aug). Building a learning organization. Harvard Business Review, pp. 79-91.

Hall, G., Rosenthal, J., & Wade, J. (1993, Nov.-Dec.).  How to make reengineering really work. Harvard Business Review, pp. 119-31.
Hallinger, P. (1998). Increasing the organizational IQ: Public sector leadership in Southeast Asia.  The Learning Organization, 5(4), 176-183.

Kaplan, R., & Norton, D. (1996, Jan.-Feb). Using the balanced scorecard as a strategic management system. Harvard Business Review, pp. 119-31.
Activity Sheet

Decide which activities will create a learning organization. Each activity is a separate move; you can make only one move at a time. You can repeat any activity at any time, except Social Information.

1. ASSESS SUCCESS 

Assess the organization’s success in meeting a variety of product/service standards and how the organization’s culture and climate support and/or impede success.  

Choose: 8 people 
Cost: 4 Bits

2. SURVEY STAKEHOLDERS 

Survey the needs and concerns of both internal and external stakeholders in the organization (staff, customers, board members and other stakeholders). 

Cost: 4 Bits

3. GATHER SOCIAL INFORMATION

Identify informal relationships of people. Cost: 1 Bit

4. TALK WITH PEOPLE

Have individual conversations with people to introduce the idea of building a continuously improving learning organization.

Choose: 3 people 
Cost: 2 Bits

5. TALK WITH AGAIN

Have follow-up conversations with individual people to further discuss their questions, needs, and concerns.  

Choose: 3 people 
Cost: 2 Bits

6. CREATE A SHARED VISION

At a retreat for stakeholder representatives develop personal visions and begin to create a shared vision of the ideal products/services and working environment. Participants do a self assessment to identify their values, skills, and knowledge. 

Cost: 8 Bits

7. ASSESS PROBLEMS/PROCESSES

Use tools to systematically collect and analyze information about the organization’s problems and processes to get a systems’ view and to identify high priority opportunities for improvement. 

Choose: 8 people 
Cost: 4 Bits

8. COMPARE VISION TO REALITY 

Compare vision to reality, identify gaps and prioritize opportunities for improvement.  

Choose: 8 people 
Cost: 3 Bits

9. DEVELOP A LONG-RANGE PLAN 

Develop a long-range plan that links activities to vision and shows who will do what, when and indicators that to monitor progress toward reaching the vision.  

Choose: 10 people 
Cost: 5 Bits 

10. ROFESSIONAL DEVELOPMENT PLAN 

Develop an organization-wide professional development plan that includes a plan for individual and team learning opportunities. 

Choose: 8 people 
Cost: 5 Bits

11. QUALITY TOOLS TRAINING 

Conduct staff training to use quality tools (such as Brainstorming, Flow Charts, Check Sheets, and Nominal Group Technique) to systematically identify critical problems and processes and to help solve those problems. 

Choose: 8 people 
Cost: 3 Bits

12. FAILURES AND SHARE LEARNINGS

Document successes and failures you have experienced in implementing the changes in your organization and share the learning so everyone in the system can learn from past experiences. 

Cost: 2 Bits

13. PROFESSIONAL DEVELOPMENT OPPORTUNITIES

Provide professional development opportunities on priority areas, including systems/processes strategies for staff throughout the organization. 

Cost: 4 Bits

14. CREATE IMPROVEMENT TEAMS

Create and maintain cross-functional, improvement teams to work on priorities. 

Choose: 8 people 
Cost: 6 Bits

15. DEVELOP TEAMWORK SKILLS

Develop teamwork skills for people in the organization, including facilitation, communication, and use of dialogue skills.  

Choose: 8 people 
Cost: 3 Bits

16.  IMPLEMENT NEW STRATEGIES

Implement new systems/processes and strategies to enhance staff performance.  

Choose: 8 people 
Cost: 4 Bits

17. COMMUNICATE VISION

Communicate your vision for the organization to all stakeholders. 

Cost: 1 Bit

18. MODEL EFFECTIVE PRACTICES

Model effective practices in your work. 

Cost: 2 Bits

19. CHECK ACTIVITIES 

Review the activities in your plan to make sure they will help you to reach your vision. Monitor implementation of the plan to see if it is being implemented as designed and is giving the desired results.   

Choose: 8 people 
Cost: 3 Bits

20. REFLECT WITH COLLEAGUES 

Using teamwork skills, staff reflect, support, question, and challenge their own and others’ mental models and assumptions.  

Choose: 8 people 
Cost: 2 Bits

Conduct in Years 2 & 3 Only

21. BENCHMARK BEST PRACTICES
Identify organizations that are using best business practices.  Compare your organization’s processes and standards to theirs and plan how you could improve your results. 

Choose: 8 people 
Cost:  6 Bits

22. CHANGE SUPPORT SYSTEMS

Change support systems such as rewards, policies, work assessment, and resource allocation mechanisms to support vision.  

Choose: 8 people
Cost: 6 Bits 

23. BUILD IN-HOUSE CAPACITY 

Build in-house capacity to provide ongoing professional development and develop leadership capacities of staff.  

Choose: 8 people 
Cost: 8 Bits 

24. COMMUNICATE PROGRESS 

Give presentations on quality improvement process to members of the organization using visuals to display data. 

Cost: 2 Bits 

25. REVISIT/REVISE VISION

Revisit and revise vision periodically to match current thinking and the current state of the organization.  

Choose: 10 people 
Cost: 5 Bits  

26. REVISE PLAN 

Revise plan based on the current state of the organization. Make changes in plan and systems/processes and strategies based on latest  information about stakeholder needs.  

Choose: 8 people 
Cost: 4 Bits
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PEOPLE SHEET
AL: Managing Director

A Senior Executive with long experience in the organization, Al has things running smoothly. While he appreciates the need for continuous improvement, he has expressed concern about implementing too many new programs in too short a time. He realizes that the organization faces a rapidly changing world, but he’s worried about the staff’s capacity to change as fast as necessary. He is under some pressure from his Board of Directors who feel the organization has consistently lagged in adopting the latest practices and technologies.

BETH: Deputy Director

Beth joined the organization two years ago. She was hired because of her past experience in organizational reengineering and skills in technology implementation. She is highly competent but lacks a strong network of contacts in the organization. Lately she has expressed frustration over Al’s reluctance to move as quickly on promised changes as previously promised.

CARLA: Board Member

Carla is a senior executive with a company in a different sector and also a member of the local business industry council. She was selected for the Board five years ago because of her expertise in organizational development.  She has been disappointed in the organization’s progress in making necessary changes.

DAVE: Board Member

Dave is a manager with a well-known public service agency and a long-time member of the Board.  He is cautious about changing things too rapidly but is also concerned about the organization’s declining productivity.

EASTERN BRANCH

EVE: Manager 

Eve treats her staff and customers with respect and receives their loyalty in return. She has led several innovations successfully and has long been an advocate inside the organization for using information technology.

FERN: Service Dept.

Fern has been in the organization for 10 years. She is liked by her colleagues and is a reliable worker. However, she has been reluctant to use the new database system for tracking customer/client complaints changes like technology. 

GARY: Human Resources

A young and enthusiastic trainer, Gary constantly seeks new and better ways of working with his colleagues. Before coming to the Best Organization last year, he had worked at a company known for innovation. Although Eve personally hired him, he has been unable to gain support for his new ideas since coming here.

HELEN: MIS Dept.

Helen is highly competent in the data processing area in which she works. She has consistently been frustrated by the lack of staff interest in other departments for learning to use the data generated by her department. Somehow her department gets blamed when there’s no follow-through. 

IRENE: Accounting

Irene knows what works in her department— "the old ways work best." She keep busy and focused on her deadlines. She was strongly opposed to recent changes in the accounting package used by the organization and will oppose anything that results in more work.

CENTRAL BRANCH

JUANITA: Manager

Bright and articulate, Juanita is respected by colleagues throughout the organization as a visionary leader. Although her branch is not one of the larger ones, she has demonstrated impressive results over the past three years. Her branch has become a model of client-centered services within the organization. 

KEN: Service Dept.

Ken tends to "go along to get along." Most staff like him because he’s a nice guy and doesn’t make waves. But he’s not someone you can count on when something needs to get done. In addition, he just had twin boys and has seem particularly distracted of late.

LADONNA: MIS Dept.

Ladonna is an experienced MIS professional who has worked for the Best organization for eight years. She is liked by managers and other workers. She is a good listener and is supportive of other’s ideas. 

MIA: Human Resources Dept.

Mia splits her time between staff development and other personnel functions. She is active in professional associations and likes to search out new ideas. She has traveled abroad and is know for her creative – though not always practical ideas. 

NORIKO: Public and Community Relations Dept.

Noriko is an attractive and energetic staff member with many contacts in the organization and the community. Lately she’s noticed an increase in the number of customer/client complaints and the amount of bad press that she’s had to deal with. This really concerns her but she’s not sure what to do with it. 

WESTERN BRANCH

OWEN: Manager

Bright and ambitious, Owen is manager of the largest branch in the organization and runs a tight ship . He tends to be cautious and looks to his friends and superiors before making major changes. 

PAT: Assistant Manager

Pat feels overwhelmed and spends most of her time dealing with customer/client complaints. She’s not interested in new ideas or projects because they interfere with the smooth running of the branch. 

Q.T. : Service Dept.


A veteran staff member, Q.T. likes working in the service department because he gets to have a lot of contact w ith people. He has felt increasingly uncomfortable in recent years with the introduction of so many new data tracking systems. He says, “If I had wanted to spend all my time working with data, I would have become an engineer.”

RAY:  MIS/Union representative

Ray is a dedicated staff member who has chaired the local MIS Professional’s Association. He is also the union representative. Lately he’s felt torn between management’s demands for change and the staff’s desire to maintain the status quo.

SU LING: Public Relations Dept.

Su Ling just moved into the Western Branch as part of and doesn’t have friends at the branch and hasn’t spent much time going out into the community. She felt that the move was a demotion and has generally withdrawn. 

THELMA: Accounting Dept.

Thelma has been a team-leader in the branch for the past two years. She has picked up a lot about work process standards, team-building, and staff development but has not put that knowledge into practice in her department yet.

UPTON: Customer Dept.

Upton is a popular and highly respected community member who has participated in a number of focus groups run by the Best Organization over the years. He is on the local community council and is an active proponent of enhancing relationships between local business, government and the community.

VELMA: Administrative Secretary

Known as the branch gossip, Velma is a competent veteran. She was in the branch before Owen got here and does what’s required in the job. Her mother recently passed away and she hasn’t seemed her usual talkative self for the past couple of months.

WILL: Human Resources

Although Will has been at the branch for many years, he is still in the same position as when he started out. He’s always done the minimum on the job and avoids anything that will mean more work. He has few friends in the branch and just went through a difficult divorce.  

XAVIER: Regional Support Services

Xavier moved from the HR department into Support Services as part of the recent reorganization. Although he’s optimistic about the possibilities of the new position, he’s still learning the job. 

Insert Teamwork Assessment Form

TALK BACK
We need your reactions to this learning module; these will play an important role in our decisions (i.e., modify, leave as is, drop) about this module.  Please let us have your candid reactions to what has occurred.  We will take them seriously!  Please continue your comments on the back of this sheet if necessary.

1.  How did you feel about the module when you first read about what it involved?

2.  Now that you have completed the module, what are your feelings about it?

3.  What did you learn from the module?

4.  What effect, if any, has this experience had on you?

5.  What recommendations would you make for improving this module?
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