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A Decision Support Tool for Managing Organisation Change

ABSTRACT

An organisation is comprised of a vast array of complex elements, relationships and dependencies, which
together constitutes its environment. These elements can be described as organisation units, policies,
processes, systems, roles and responsibilities, each with unique compositions and interfaces that generally
interact at the coal-face of the organisation. Organisations over time have been continuously susceptible to
change with change behaviour interpreted as either purposive or reactive. Previous attempts to manage
organisation change through change management practices and associated tools have had less-than-
successful outcomes. Our research demonstrates the mechanics of organisation change and we present a
logical and robust solution for its management. This paper argues the case for Decision Support Tools
(DSTs) in the form of a relational database as an accurate means of identifying, capturing, analysing and
communicating potential change impacts within the organisation environment.

Keywords: Organisational Change; Change Management; Managing Change; Change Communication

INTRODUCTION

The organisational ethos as we know it today was shaped from the manufacturing industries of the Industrial
Revolution (Drucker 1999; Hope & Hope 1997). Management theories and practices were formulated
through the classical, scientific, and human relations schools of management (1700-1900s) to assist the
operations of the industries of the Industrial Revolution (Crainer 1998; Morden 1996; Shafritz & Ott 1987).
Mary Parker Follett, Chester Barnard, and the contributors of the Hawthorne studies (1930s), were the
pioneers of organisation power and politics, behaviour, and human relations research (Shafritz & Ott 1987).
Organisation theorists of that time also embraced Ludwig Von Bertalanffy’s general systems theory that
organisations were complex, dynamic, interrelated ‘open systems’ subjected to perpetual change (Shafritz &
Ott 1987). Following World War II the Tavistock Institute of Human Relations formally identified the
‘socio-technical’ concept where the organisation was viewed as a system of delicately balanced
interdependencies (‘technical and social subsystems’) with their sum comprising the organisation
environment (Morden 1996; Trist & Murray 1990). Not dissimilar to these early theorists was the view
expressed by Cao and McHugh (2005) and Lang and Zangl (2008) who advocated a multiple methods
approach to understanding organisational phenomena - exploring the interconnectedness of the objective
‘hard factors’ and subjective elements ‘soft factors’. More comprehensive was McGrath and Uden’s (2000)
approach to harness organisation power and politics and behaviour by capturing, analysing and representing

the ‘softer’ organisation issues in the course of mainstream evaluations.

According to Morden (1996) the industrial revolution was the precursor of organisation change; a continuous
change cycle triggered (or driven) by external or internal influences. Drucker (1999) viewed organisation
change as a ‘natural’ and ‘acceptable’ occurrence; a sign of ‘growth’ and ‘expansion’, the raison d'€tre
through the process of innovation. Evermore, organisations were subjected to change as a result of purposive

or reactive influences and, given the complexity of the modern operational environment, organisations must
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be intentional in their planning and control of change (Miner 1978). There are a plethora of organisational
change management practices and theories accessible today but often these theories and practices have failed
to deliver the desired or expected results (Cao & McHugh 2005; Coulson-Thomas 2008; Lang & Zangl
2008; Shafritz & Ott 1987). We acknowledge the contribution of organisation theorists in the analysis of

post-industrialisation and as such we attempt to build on their input.

The approach we have taken is based on the premise that any attempt to manage or understand organisational
complexity and change should be underpinned by an automated information technology (IT) solution or
decision support tool (DST). Thus, the primary focus of this paper is on presenting a specification of a meta-
schema that presents the core elements (and their relationships) involved in an organisation change process.
Since the schema is represented in entity-relationship (ER) form (Chen 1976), it can readily be translated
into a relational database (or DST). Consequently, an instantiation of this database for a specific organisation
and its processes (or part thereof) allows the automated derivation of all parties, processes, systems etc.
impacted by a change initiative. A simplified version of the schema elements shown at Figure 1 below, and
discussed in detail in the section titled ‘The ERD as a Decision Tool’, depicts the core elements impacted by
a decision to change the Company’s (the organisation used as the basis of our case study) procurement

process.

Figure 1: Organisation Change Schema Elements
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The knowledge and data required to construct the meta-schema (and associated database or DST) has been
extracted from a current case study, investigating an organisational change process within the supply chain
operations of a large Australian company. The research that underpins this paper is explorative and poses the
following questions:
1. To what extent can a model or schema be used to adequately and effectively reflect the impact of
(organisation) change?

2. Can the resultant schema be transferred into a useful decision support tool?
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The paper is organised as follows: our case study is introduced in the subsequent section and this is followed
by a discussion of organisational change. We then introduce our current research, with emphasis on the role
of our decision support tool (DST) in change management. Possible directions for further research are then

introduced and the final section contains concluding remarks.

CASE STUDY

Our research is a qualitative, exploratory study of a complex socio-technical environment. We investigated
the operational and relational dynamics of a multifaceted change process within a large Australian company
(henceforth identified as the Company), with an extremely complex organisation structure and supply chain.
Given the Company’s size, and magnitude of its operations, an intrinsic, single case study was deemed
appropriate to explore the organisational elements, relationships and dependencies (Creswell 1998; Yin
1989). Case studies are recognised for exposing real situations and problems and have been used by
organisations to assess or improve their operations (including the execution of change programs) (Coghlan &
Brannick 2001; Schmuck 2006; Somekh 2006; Williamson 2000). (See also Watters & McGrath (2008) for

our detailed case study).

Case Problem

We focused on the Company’s supply chain procurement activities most vulnerable to external and internal
change triggers. The Company, for a number of reasons, had been unable to respond readily to change
leaving it in a state of constant flux. Analysis of the Company’s operational environment identified a number
of interconnected elements and dependencies, which became stressed when impacted by change. The extent
of the conflict was recognised by stakeholders at the coal-face of the organisation but not at the executive
level where the majority of the strategic decisions and subsequent changes were fashioned. In this instance
we found the Company unable to comprehensively and accurately assess the impact of a specific change
trigger; the decision to change existing procurement activities through mandatory legislation. This set in
play a cause and effect scenario of dysfunctional actions resulting in procedural anomalies and operational

inconsistencies; some examples are shown at Table 1, below.

Table 1: Cause and Effect Issues

Cause Effect
New legislation conflicted with | Extreme risk of operational failure with fatal consequences
existing operational policy &
procedures

Company restructured to effect policy changes
Policies & procedures (P&Ps) | Revised P&Ps misaligned with dependent organisational
revised accordingly & new P&Ps | elements

introduced
Core ERP system & related inputs | Dependent System interfaces inputs, outputs, position roles &
reconfigured without consultation profiles rendered invalid

Manual system & procedural work-arounds required to
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maintain operational levels
Suboptimal resource performance & data integrity issues
Demarcation  of  organisational | Turn-around-time for operational fixes overly delayed,

responsibilities illogical or opaque considered low priority or uneventful

New P&Ps required revised | Training materials unavailable & activities erroneous or not
operating standards undertaken

Objective consultation & feedback | Outcomes dependent on subjective behaviour are difficult to
non existent or ad hoc identify and manage

Of major concern was that the Company’s strategic decisions were fashioned without cognisance of its
operational requirements but moreover there was minimal recognition of the need to communicate changes
that may affect these requirements. In keeping with rudimentary ‘best practice’ management principles and
standards the Company had implemented various quality management system (QMS) programs (inclusive of
simulation modelling) to varying degrees of success. Thus, the research objective was to:
e systematically identify the organisational elements and relationships impacted by a change process;
e simulate those elements, together with any analogous dependencies; and,

e assemble the correlations into a decision support tool (DST).

The premise was that a DST would provide superior knowledge and management of organisation elements
and their dependencies potentially impacted by change; therefore, enabling purposive rather than reactive

organisation change behaviour.

Data Collection and Analysis

Our detailed research design is presented in (Watters & McGrath 2008) but, briefly, we used archival
research (i.e. primary based or company files and records) and semi-structured interviews as the qualitative
data collection methods because of their ability to provide an accurate and reliable account of an
environment phenomenon (Creswell 2003; Myers 2006; Williamson 2000; Yin 1989). Data derived from
both the archival materials and interviews was administered in accordance with emerging patterns or themes
(Creswell 1998), together with a ‘methods’ and ‘source’ triangulation approach to validate the data, and to
ensure its reliability (Creswell 2003; Punch 2001; Williamson 2000). We also drew from organisation
theories, enterprise modelling (EM), and systems and design (SAD) practices for the purpose of data
collection, analysis, and presentation of the findings. The aim was to communicate a visual and narrative
solution to solve a socio-technical problem (Creswell 1998; IFIP-IFAC Taskforce 1999; PLAIC 2001;
Williamson 2000).
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ORGANISATION CHANGE

Managing organisation change, or organisation change management (OCM) as it is universally branded, is a
practice attributed to Kurt Lewin (Coghlan & Brannick 2004), and adopted by the Tavistock Institute of
Human Relations and other organisation theorists (Louis 1993). Lewin and Von Bertalanffy were seen as the
major contributors to the development of the systemic analyses and rationale of the social factors
surrounding the organisation environment (Trist & Murray 1990). Traditional management practices of the
C19th were considered inappropriate because of the complex nature and intertwined relationships that
underpinned organisations of the rising modern economy (Drucker 1999). Modern organisation theorists
adopted the ‘general systems’ approach to gain better insight into the new multi-function, corporate entities
(Miner 1978). Since then, there has been a succession of OCM practices - underpinned by divergent theories
(Shafritz and Ott 1987) - sharing the common denominator that the elevation of OCM as a core competency

leads to increased competitiveness, and therefore success (Burnes 2004).

Competitiveness and innovation is synonymous with change (Burnes 2004), a natural phenomenon of
industrialisation that must be planned and managed to be effective (Drucker 1999). The new corporate
entities (multinationals) of the C20th sought competitive advantage through new management practices;
strategic, marketing, and customer relations, in addition to technology management initiatives; just in time
(JIT) supply, and electronic data interchange (EDI) (Chang, Makatsoris & Richards 2004; Fredendall & Hill
2001; Ross 2004). Technology innovation flourished during the latter part of C20th with the emergence of
virtual private networks (VPNs), strategic alliances, and business process re-engineering (BPR) (Attaran
2003; Daniels 1994). In the C21st there has been technology advancement with invigorated BPR to
accommodate the virtual organisation (VO) (Attaran 2003), and innovation with development of integrated
autonomic communications (Davy et al. 2006). However, it has been acknowledged that technology alone is
not the primary mover of organisation innovation with a mix of inter- and intra-organisation elements and
practices required to ensure integration across the ‘system’ (Alter 2006; Chang, Makatsoris & Richards
2004; Fredendall & Hill 2001). Given the growing complexity and changing nature of their environment,
organisations sought more analytical and practical methods for determining and managing change (Cao &

McHugh 2005; Ginsberg 1988; Lang & Zangl 2008; Rahimifard & Weston 2007).

Change Practices & Support Tools

As noted, over the decades there has been an evolution of organisation change management practices aimed
toward change control (Burnes 2004; Cao & McHugh 2005). Change management practices were generally
linked to a program change tool (Coulson-Thomas 2008), with more sophisticated tools designed to capture
both the ‘objective’ and ‘subjective’ factors of the change process (Lang & Zangl 2008). Statistics indicated
the success rate of change programs questionable unless the ‘objective’ and ‘subjective’ elements were
captured and analysed collectively to instigate an overall change solution (Cao & McHugh 2005; Lang &

Zangl 2008). These elements form part of a change strategy initially developed by Kurt Lewin in his analysis
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of social factors affecting organisation change (Carter 2008). Since then, organisation control tools such as
governance or quality management system (QMS) programs were implemented to oversight enterprise
compliance (Fredendall & Hill 2001) through the application of universal management best practices
(Buchanan et al. 2005; Fredendall & Hill 2001). However, the majority of these control tools were too
generic and merely documented instructions rather than facilitating the change process itself, while taking
into account an organisation’s uniqueness (Buchanan et al. 2005). Often change programs failed because
they were implemented and administered in isolation of other requisite practices and with little
understanding of the organisation environment and its elements (Cao & McHugh 2005). Indeed, our case
participant with its state of the art change programs and control tools remained unable to meet its required
challenges. In fact the Company had suffered for a number of years in its attempts to respond in a timely
manner to change, resulting in inefficiencies with misalignment of its policies, processes, systems, roles and

responsibilities, to name but a few. Some examples have already been shown in Table 1.

Enterprise architecture (EA) or enterprise modelling (EM), (see Watters & McGrath (2008)) for a detailed
explanation of terms used), comprises an array of simulation tools and controls. EA (or EM) has been
considered a key enabler of organisation optimisation since the 1970s, and more recent, adopted as an
organisation change enabling practice (Bernus 2003b; Harrison & Varveris 2007; Porter & Siggelkow 2008;
Weston 1998). Although EM is essentially ‘systems theory’ based it has failed to deliver holistic or effective
change solutions. Notably, its implementation and sustainment has been considered too costly and difficult to
control with EA solutions often deemed irrelevant to the problem at hand (Perks & Beveridge 2004). In
addition, EA simulations have largely been applied to integration of the upper hierarchical levels of the
organisation with modest attention paid to the socio-technical activities undertaken at the coal-face (Li &
Williams 1994; PLAIC 2001). For similar reasons, our case participant had also failed in its attempts to
implement an EA solution. These issues present similarities between the failure rate of management
information system (MIS) implementations of the 1980s (Markus 1983), and the failed attempt to modernise
United States (US) manufacturing companies (Majchrzak and Gasser 1991), which was largely attributed to

their inability to capture and resolve socio-technical factors.

EA Methods: a brief evaluation

Notwithstanding the above, we adopted specific EM methods for the data analysis phase (see Watters &
McGrath (2008) for detailed examples), namely, business process and ER models. However, investigation of
EA (or EM) methods, including the more recent inclusions such as Service Oriented Architecture (SOA) and
Business Process Reengineering (BPR), fell short in their ability to articulate the relationship between
policies, processes, systems and human factors (Watters 2007; Watters & McGrath 2008). On the other hand,
we found ER models, or similar, could accurately capture and reflect participatory organisational elements

and coinciding relationships (Watters & McGrath 2008). The ER model enabled us to capture and analyse
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the dependent elements within a ‘system’, including some socio-technical aspects. This is further discussed

in the following section.

The ERD as a Change Tool

The entity relationship diagram (ERD) is generally regarded as a fundamental conceptual modelling tool,
initially developed in the 1970s as a specification tool for database design (Chen, II-Yeol & Weizhong
2007). The ERD has since evolved to become synonymous with ‘understanding real world phenomena’
using entities, attributes, and relationships to define organisational elements and their environment (Chen, II-
Yeol & Weizhong 2007). Although the ERD has been predominantly used as a systems analysis and design
(SAD) tool (Burch 1992; Chen 1976; Yourdon 1989), and to simulate information flows (Bernus 2003a), the
adoption of a relational modelling tool ER, or the like, to simulate organisation change has been raised
previously by Mertins and Jochem (2001) through their ‘computer-aided quality management system’
(QMS), and the Small and Downey (2001) enterprise change model. However, Mertins and Jochem’s
automated QMS model is limited by its scope and depth of complexity while Small and Downey’s model is
conceptual rather than practical. Neither model captures the breadth nor depth of the elements nor the

relationships involved in an organisation environment.

The ERD as a Decision Tool

The organisation is a socio-technical system comprised of interactive social subsystems (individuals,
knowledge, skills, values etc) and technical subsystems (business processes and technologies etc) (Bostrom,
Gupta & Thomas 2009). Pugh (1966) concluded that the general systems theory approach demanded the
consideration of all factors within the organisation environment and that these analyses would be better
served by ‘empirical studies of actual decisions’ as opposed to ‘models derived from simulations’. In that
light, our case data was derived from a change decision, which we considered could not adequately be
simulated or managed using EM methods alone. Analysis of the data revealed that many factors (or
elements) were affected by the change decision and that these factors interacted in multiple, complex
relationships. ER modelling has been used previously to capture socio-technical (organisation subjective or
soft factors) as demonstrated in (McGrath & Uden 2000), and to some extent we have represented these

factors in our change schema, an approach discussed further in the section titled ‘Current Research’.

A cross-organisation process flow diagram was initially used to investigate the decision to change the
Company’s procurement process. Data derived from the process flow diagram was then used to develop an
ERD schema. The ER model enabled us to capture, comprehend and analyse the complexities and
dependencies of the Company’s procurement environment. The schema offered a logical approach for
remediation of the gaps within the Company’s existing change practices. For example we were able to
categorise relationships (dependencies) between the elements impacted by the change decision; policies,

processes, systems, training, etc, then apply mandatory conditions to those elements, effectively capturing
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and enforcing the Company’s business rules (see Watters & McGrath 2008). The significance of taking this
approach meant that we could accurately gauge the depth and breadth of the change environment; even

further we could identify those elements affected by the change process.

A simplified representation of these elements is shown at Figure 1. Here we illustrate the change elements;
organisation, roles, responsibilities, training, policies, processes and systems, as comprising the change
environment: a vital consideration in organisational change practices. Further, we breakdown those elements
to the level required to identify a unique relationship or point of impact. For example, the element
organisation is broken down to the unit level, policies cascade to the clause level, and systems have modules
and data inputs at the change impact (transaction) point. In addition, we show that a change trigger may
impact any number of change elements within a given change environment. Supplementary examples are
shown at Table 2, with a more concise explanation provided in the section titled ‘ERD Change Schema

Enhancements’.

The Decision Support System (DSS)

According to Shafritz and Ott (1987), the context of organisation decision making continued to be the focus
of organisation theorists, many of whom believed it synonymous with power, politics and authority. The
authors also believed that organisation behaviour was underpinned by a prescribed paradigm framework that
rendered the decision choice dependent on the existing behaviour model. A plethora of decision theories and
associated decision process models have emanated from the linage of organisation theories. Quantitative and
qualitative decision making tools (or DSS) were introduced in the 1950s to alleviate non-rational decision
making within the organisation (Miner 1978), and more recently, to improve its ethical decision making
(Mathieson 2007). The proliferation of IT from the 1970s onwards meant that DSTs could be implemented
across a variety of organisations at various levels within the organisation to perform and support a range of
decision making activities (Banker & Kauffman 2004; Drucker 1999). The DSS (or DST) was originally
designed to provide both data and modelling assistance for semi-structured decision making, which
according to Alter (2006) has evolved toward decision automation or knowledge management systems
(KMS) and work systems. However, it is our view that any DSS, or the like, would be redundant if its
implementation did not consider analysis of the relationships between all organisation elements (Watters
2007). This view is shared by Majchrzak and Gasser (1991), who, as previously noted, attributed the failure

of many IT systems to their inability to capture and resolve socio-technical factors.

By tradition organisation change tools provided predetermined or pre-programmed statistical calculations or
mathematical models based on manipulated or secondary data inputs (Miner 1978; Nickerson 1998).
Nickerson (1998) described this type of analysis as ‘model based’ scenario building, which he saw as
different to the analysis performed by DSTs. DSTs perform ‘sensitivity analyses’ on the reusable primary

data stored in a database as opposed to the non-reusable secondary data used in model-based calculations.
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However, in acknowledgement of the usefulness of mathematical models as change tools, it is our intention
to explore the possibility of integrating them into our DST architecture. This body of work will be
undertaken as future research. The significance of this approach will enhance the analyses and

communication of the objective and subjective elements in organisation change situations.

CURRENT RESEARCH

Our organisation change schema is represented in entity-relationship (ER) form and readily transferrable into
a relational database or decision support tool (DST). This is a significant factor because the DST outputs can
be used to inform change agents of potential change impacts or to predict what will happen when different
decisions are taken and implemented (Alter 2006; Nickerson 1998). Analysed data from the Decision
Support Tool (DST) will be made available to all change agents throughout the organisation. At this stage,
the data or information from the DST is presented in the form of textual query responses and reports.
Standardised data formats will ensure commonality of their interpretation across the organisation, reducing
the negative outcome of token formal and informal feedback loops within the organisation, which has been a
major issue for our case participant. Current research has also included further tailoring of the ERD change
schema to enable more effective representation of the core elements impacted by the decision to change to
the Company’s procurement process (Watters & McGrath 2008). The schema has been normalised to 3NF
and 4NF to further rationalise the relational dependencies (Chen, 1976; Martin 1982). With the schema being
translated into a DST and populated with ‘real’ data, it can provide automated derivation of all parties,

processes, systems etc. impacted by a change initiative in query or report format.

Table 2 below presents a limited example of completed schema changes and enhanced values to effect 3NF
and 4NF. When we translated the initial change schema into a relational database it was evident that the
relationships were not unique to the level required for an effective DST (Watters & McGrath 2008).
Normalising the database to 3NF and 4NF enabled the representation of data instances to be recorded as a

single record and analysed and reported as meaningful information.

Table 2: Change Schema Enhancements

Element Change Value
Organisation Levels with the organisation hierarchy Relationships and activities can now be
have been designated as a separate identified and managed at the
element; i.e. expanded to the unit level appropriate level
Processes Cascades to the lowest activity Relationships and activities can now be
denomination; i.e. function to process to uniquely identified and managed at the
procedure to task appropriate level. Most transactional

activity occurs at the lowest level of the
process (task) but this activity is not

mapped accordingly
Policies Cascades to the lowest level of activity or | Can identify unique dependencies
interaction; i.e. sub clause or paragraph through interaction at the appropriate

level. Policies are generally grouped at a




Page 11 of 18 ANZAM 2009

high level (if at all). Here we can derive
the precise point of impact and any
resultant dependencies
Systems Identifiable in an integrated form through | Data relationships & other dependencies
interfaces or modules (tools) to the lowest | easily defined at the appropriate level to
level of activity; i.e. data input mode enhance configuration management and
(screen) re-engineering practices
Responsibility | Included as an element to resolve ‘soft Activities linked to specific mandates to
factors’; i.e. decision rationale control decisions or behaviour

This approach is a substantial advancement on current enterprise or organisation simulation tools in that we
can now accurately present the relational uniqueness between elements by drilling down to their equal and
lowest point of interaction. A very simple example is that we can categorise and dissect policies to a sub-
clause or paragraph level and relate it to a specific instance of a procedure or task, or even itemise it against a

specific system, responsibility or role, which we demonstrate in the following section.

Change Complexity and Communication

An example of the complexity of the change management process is illustrated generically in Figure 2, titled:
‘Policy Impacts — Network Representation’. Here, a change to policy, Policy-1 impacts on the n/ processes,
Process-1----- , Process-nl. In turn Process-1 is comprised of a number of tasks (Task-I and Task-n2, as
identified in the diagram) and each of these must be analysed to determine if they are impacted by the policy
(and subsequent process) changes. This procedure must be repeated for each policy and, moreover, analysis
must be continued down through the system and role levels. Add the fact that there are also interactions at
each level (e.g. a policy may impact on other policies, processes impact on processes etc) and it can easily be

seen that complexity increases exponentially with the number of entity instances involved.

While our change DST does not reduce this inherent complexity it does enable us to manage it more
effectively and rigorously by systematically searching the database for all ‘possible’ impacts, and converting
the findings into a report format. Thus, the work involved in managing change is not necessarily reduced
(although, it may be when one factors in recovery effort and costs) but missed impacts (and the negative

consequences of these) should be greatly decreased.
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Figure 2: Policy Impacts — Network Representation
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A more concrete example (drawn from our case study) is presented in Figure 3. In this instance the
Government decreed that all companies governed by the Financial Management and Accountability Act
(FMA Act 1997) would be required to comply with the revised Commonwealth Procurement Guidelines
(CPGs), that underpinned the Government’s Free Trade Agreement. Thus, individual companies (including
our case participant) were tasked with implementing the new CPGs through revision of their own
procurement, tendering, and contract management policies. Consequentially and, without cognisance of the
fact, this had an impact on the Company’s Policy-x, which stated that specific items of supply were to be
procured using a particular purchasing method through authorised suppliers only. Unilaterally, it was
immediately recognised that Sysfem-y (which was the core finance reporting system) would have to be
amended to effect the CPG changes. Steps were taken to perform the necessary software maintenance,
update operational manuals and to train personnel involved in key systems roles (particularly the finance,

procurement & contract delegates).

However, the fact that System-z (the core supply system) would also be impacted was initially missed and
this was not detected until sometime later after errors were detected in the data exchange between System-z
to System-y. The total cost to effect the CPG changes to both the finance and supply systems was of the order
of several 100 million AUS dollars with some changes unresolved that require manual workarounds. Given
that this was, by no means, an isolated incident, it is readily apparent why the Company is now so concerned

with improving and communicating its change management processes.
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Figure 3: The Commonwealth Procurement Guidelines (CPG) Impact Assessment
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According to Levasseur (2001), change communication is a vital and fundamental component of Lewin’s
change model. Our change DST enables the communication of change decisions in the form of textual
information (reports) to all change agents or other nominated stakeholders. For example; a particular role
performs a specific activity through a designated system and input screen or template, in accordance with the
sub-clause of the related policy. In a change environment, if any of these elements are modified, our DST
will show the associated activities that may be compromised by a change decision. The DST can readily
analyse and communicate these activities using a variety of queries and textual reports. An example of our

DST query is shown below at Figure 4.

Figure 4: Change Procurement Process Query

| Task | Responsibility | Policy | Sub-Clause | Datalnput | System |
Identify Covered Delegate DPPI No 02 MSO0210 SDSS
Procurements 1/2009

Identify Covered Delegate DPPI No 02 MS0582 SDSS
Procurements 1/2009

Identify Covered Delegate DPPI No 02 MSRO0035 SDSS
Procurements 1/2009

Identify Covered Delegate DPPM (6.0) |S01C102 MSO0210 SDSS
Procurements

Identify Covered Delegate DPPM (6.0) | S01C102 MSO0582 SDSS
Procurements

Identify Covered Delegate DPPM (6.0) |S01C102 MSRO0035 SDSS
Procurements

Here we illustrate in text format those elements; process activity (task), responsibility (role), policy and
related sub-clause, input screen (data input), and system, impacted by the decision to change the Company’s
procurement process. In this instance the trigger was an external legislative change requiring the Company to

amend its procurement policies, which it did without cognisance of repercussions to related dependencies
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(elements). Another textual format in the corresponding report is shown at Figure 5. Reports and queries
from the DST are made available to all change agents throughout the organisation ensuring change is widely
communicated, anticipated and all socio-technical impacts understood.

Figure 5: Change Procurement Process Report

Change Procurement Process Report

Task Role Policy Sub-Clause Data Input Systen

Identify Covered Procurement Delegate  DPPM (6.0) S01C102 MSR0O035  SDSS
MS0582
MS0210
DPPINo 1/2009 02 MSRO0035
MS0582
MS0210

Change Decision Support Tool (DST) Architecture

Maintaining a DST as change tool will provide timely and accurate assessment of potential change impacts,
and facilitate purposive rather than reactive organisation change behaviour. The architecture of our DST
illustrated in Figure 6 demonstrates that organisation, parties, processes, policies etc. (and the relationships
between all of these) have generic properties, which is the basis for the ‘Organisation Schema’. The
‘Schema’ is established and maintained via the ‘Schema Updates and Maintenance’ module. There are
specific parties, processes, policies, roles etc. for each instance of an organisational change initiative and the
‘Organisation Model’ is essentially, an instantiation of the generic schema for the particular initiative. It is
implemented as a relational database and updated via the ‘DST Updates and Maintenance’ module. The
‘Change Management Team’ feed the ‘Impacts Analysis’ module with details of change (externally and
internally generated) and predicted ‘Impacts’ are subsequently returned in the form of queries or reports as

shown in Figures 4 and 5.

Maintaining a change DST will also assist with the management and identification of organisation soft
factors through the inclusion and reporting of business rules (mandatory compliances) and decision making
responsibilities. It is proposed that decision makers will reference the DST and assess potential change
impact information with decision outcomes then guided by the DST findings. This supposition will be

further explored in future research.
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Figure 6: Change Decision Support Tool (DST) Architecture

 — —

Parties
Processes
External Policies
| = Environment b Roles etc.
| e
Decision
Support Tool
h l
DST Updates Schema Updates
Changes & Maintenance & Maintenance
¥ [———
wno
L 20
Change Changes — Organisation E-EE
*  Impacts Model =0
Management . < 4
'Ieamg < Impacts | Analysis {[nstance)/J E‘
=
Changes -
Organization parties, processes, policies, roles ete. (and the relationships
Internal between all of these) have generic properties and this is the basis for the
Environment ‘Organization Schema’, which is established and maintained wia the Schema

Updates & Maintenance” module. There are specific parties, processes etc. for
each instance of an organizational change indtiative and the ‘Organdization
Ilodel’ is, essentially, an instantiation of the generic schema for the particular
indtiative. It is implemented as a relational database and updated via the “D3T
Updates & Maintenance” module. The *Change Management Team” feed the
‘Impacts Analyeis” module with details of change (externally and internally
generated) and predicted Tmpacts’ are subzegquently returned.

FUTURE DIRECTIONS

The next research phase will be a comprehensive evaluation of the change DST against its ability to record,
analyse and report on change impacts within the Company’s procurement environment. The evaluation will
be performed using the DST projected deliverables, which is the remediation of the Cause and Effect issues
listed under the section entitled ‘Case Problem’, with explicit examples shown at Table 1. In addition, it is
proposed that mathematical models be included in the change impact analysis to assist with scenario building
in relation to change decision alternatives. Further, we will explore the DSTs ability to comprehensively

identify and manage organisation ‘soft factors’.
CONCLUSION

An organisation is comprised of complex elements and relationships requiring the identification, capture,
analysis and communication of their uniqueness and profundity. Through our case study we have
demonstrated the importance of adequately managing these complexities, particularly in an organisation
change environment. Our findings have significantly advanced the practice of organisation simulation,
specifically change impact. Through this paper we have presented a logical and strong argument for the
adoption and benefits of using DSTs as an organisation change tool. The future direction of our research will

substantially further innovation in organisational change practices.
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