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The ‘EIS Simulation’

The Change, IT Innovation and People
Management Challenge

1.0 Introduction

In the ‘EIS Simulation’, you will be challenged to introduce an innovation in a subsidiary
(Teleswitches Ltd) of the EuroComm Corporation.

Your mission, as formulated by EuroComm Headquarters, is to spend the next 6 months trying to
convince the Teleswitches top management team to adopt an Executive Information System (EIS)
which will increase performance corporate-wide.

As displayed in the enclosed screens of the simulation, you will be able to choose among many
different initiatives to meet your goal. In some cases, you may gather information on the managers
(for example who drinks coffee with whom, etc.). In other cases, you may take direct action to try
to convince the managers and thus influence their willingness to adopt the proposed innovation.

Each time you implement an initiative, you will receive feedback about the impact of your decision
immediately. The objective is to get as many adopters as possible in the shortest time.

The following screens illustrate in more detail the purpose and the main elements of the EIS
Simulation, and explain the navigation of the screens, should you have any difficulty.
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2.0 Your Mission during the EIS Simulation

To review more details about your mission, click anytime on the red ‘Mission’ button on the bottom
right hand side of the screen. You will then access the ‘Mission’ screen which has 4 buttons called
‘The Context’, ‘An EI1S??, ‘Your Challenge’ and ‘How to go about it'. The information you will access
is shown in the following four screens.

G EI5 Sl ol

ou have just been hired by the corporate HO of
EurnComm, a large mult-nalional company, to
persuade the managers of its suhsidiarg
Teleswitches Lbd to adopl a new system called EIS,
The EIZ is an enlerprise-wide, computer-hased
information system with the features of modern

corporale intranets and srganizational informalion, .‘
cammunication, and reporting systems.

The Context

i
But implementing an EIS is not aleays casyl i An EIS 77

requires 8 slrong committment 1o clange the way
inf finn is © icaied. shared and used Your CMHEI‘EE
withim and acrogs lunctional areas. In addition, an

EIS project is abways a stimalus and a vehicle ior
slgnificant organisational change! How to go about it

For Teleswitche s, adopting an EIS represents a true
innreation, and - as you will experience - the
process of changing how people think, beheve. and
adopt new lechnologies in organisations is never

eagyl

the information ey need o perdonm faster and
better. Atthe same time. an EIS changes the intcrnal
repoding system introducing the transparency
necessany to allow top managers to answer
questiong like "How are we performing in this

region " "Which department or sales office is less The Comtaxt
eflicient™, el .

Teleswitches Ll is the onby subsidiary of “ An EIS 77
Eurnomm which has not adopted the EIS yet, This

is extremely disturbing tor Headquarters, as EIS Your Challenge
projects eguire evenyhody o adopt the new

reporing system, atherwise information cannot be

cansolidated appropriately at the top, How to go about it
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Your Mission during the EIS Simulation (cont"d)

Wour challenge is o persuade the managers of
Teleswitches to adopt the EIS. The HO has glven
wou up to b months [1 20 days] for this project,
Druring this tme, wou will be able 1o:

»»¥ Gather informatien about the management team
of the company,

»»¥ Implement different change management
initiatives,

»»¥ Continuowshy monitor wour progress in helping
the 24 members of the management team to move
through the phases of AWARENESS. INTEREST,
TRIAL and finally ADGPTION of yaur innosvalion.

In short, wour personal objective is o gel as many
adopiers as possible! This is the way your
perormance will be evaluated by HQ atthe end of
the 6 month=s.

Attention: Bart Bell, the Financial Controller, and
Cynthia Jones, the CEQ's Personal Assistant, are
not suppesed to adopt and wse the EIS. Hence the
maximum number of adopters you can reach is 22,
Good fuckt

Changing the way people think and hehave in
organisalions is nol a simple task and aften
requires a combination of difierent tactics to he
used at the rght time with the right people. This
simulation will make il pnssible for you o
cxperiment with the implementation of different
change management initiatives, bt it will be yoor
task to decide when and with whom te implement a
qghven tactic.

Firat af all - before plunging into your first decizion -
we advise you in:

1) try to understand the contesxt in which you are
going to work, Remember that you have boen sent
by HQ, Imitially you don't know them and they don®t
kmow woul

[2) resview the difierent iniatives you will be able 1o
launch to change people altiludes!

3] develop a “general sirateqy* which will guide
wou through the project [*top-doen’”, “'botom-up®,
et and wirite iU down!

.‘ Your Challenge

.q How to go about it

The Context

An EIS 72

How to go about it

7 e

Back 10 b Actiom

The Context

An EIg 72

Your Challenge

3 EIS Simulation”

Back 1o 1he Actinm

To leave the ‘Mission’ screen, click on the ‘Back to the Action!" button.
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3.0 The Teleswitches Management Team Structure (OrgChart)

g EIS Simulation

OrgChart
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Lannratony Figr =l:l.'&s qu g Dasion Figr

Mr Bl #IHBWM" HenLes
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T 1
iAo S Y Tira s Liweg Ravher Raz
Treasury Figr Furchiring Hor Legil affaira Hor,

I I
Linely Duberiz Mzl S Prick: Fagar
Pubte Bsine Mg | | =stex & rieeg rgr Quilt iy g

I T Yoo 1=
Tralnd Coning, £ Ben, Far 1B, FHar kb MRgr
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The above screen, ‘Org Chart’, shows what is displayed if you click on the ‘Org. Chart button at any
time during the simulation once you begin.

It is the organisational chart of the management team of Teleswitches Ltd in which you are
expected to introduce your innovation during the next 6 months.

The management team of the company consists of 22 managers, an External Financial Controller and
the CEO's Personal Assistant.

You can access this chart at any time during the simulation, and return to where you were in the
simulation by clicking the ‘Back to the Action’ button.

You can also access any personal profiles you have gathered from this chart by clicking on the name
of the manager you are interested in.
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4.0 EIS Simulation - Getting Started

Your first action should be to click on the red ‘Our Strategy’ button and summarise the strategy you
are planning to adopt. Include any revisions you may have during the simulation, for instance, after
having gathered more information on the organisation and its managers. Click on ‘Back to the Action’
when completed.

e EIS Simulation
{hows wr plan b proceed to achieve our obfective, e in g log-down or hottom-up veary)
The key pointz of our strategy are ...
1y
E
Onir Chamge et Toeam | Te am naime & e mbers) | * d? ]
| Tl Gl e ] e e o) e e et e et R S

You can now click on the ‘Start’ button. A screen similar to the one below will appear, representing
the still empty ‘Control Panel’ (see 5.1). You can now start the simulation.

e EI5 Simulation

. BarHel — 1
T T T e ———
CuTonad Pmee—
illzny Hoss
CrhanSkll  — ;
CClEsnBopnan 1
CvEenLes e =
Tnda D s
—
TR T S ——
CxFamRahn )

)
v Tina Fesin — i
Q@ i ;I Positions Misginn
T T e — ) [
TR R : melmmmsﬁramqmmmgwardm

aeezr mam rdcemalion §F aval

...... R e Rt IR e ] [ Rt Sen et E N e Tl o 11 1] el 2
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5.0 EIS Simulation - Sample Screens & Navigation

5.1 Control Panel or START

% EIS Simulation

% #h ‘ Tk Bl \ﬁ} O Siralewy

T

Fmare  brtewisd O Trisl

SRRl o PP 10 52 3 PR et s el 1
St Mok BvorTazhon 0 3w K

T Frer T e [ T 1]

You can access the ‘Control Panel' to monitor your progress or the ‘Control Panel' button on the top
left hand side of the screen.

On the left hand side of the screen you will see displayed the list of the managers you are trying to
convince to adopt the EIS.

A variety of information about these managers can be accessed from this ‘Control Panel’ screen
(depending on the initiatives you take). A status on what you know about a person can be accessed
by placing the cursor over the grey box to the left of the person’'s name. A personal profile can be
retrieved by clicking on the grey box to the left of the person's name. An indication of how difficult
each manager may be to convince to adopt this change can be viewed by placing the cursor over the
‘Attitudes’ box. A reminder of each manager’s position/job title can be viewed by placing the cursor
over the ‘Position’ box, in the lower middle of the screen.

The red bars displayed in the box to the right of the managers® names indicate how successful you
are being in danging the attitude of each manager in relation to adopting the EIS during the
simulation. This is dependent on the initiatives you decide to implement (you will be able to see an
overview of these initiatives on the right hand side of the screen).

You can see that the managers all go through a cycle of adoption, although at different paces, and
can be ‘not aware’, ‘aware’, ‘interested’, have the EIS ‘on trial’ or have ‘adopted’ it.

Part of the scoring summary at the end of the simulation is a function of the red bars representing
the degree of positive attitude that you have achieved for each manager.
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5.0 EIS Simulation - Sample Screens & Navigation (cont)

5.2 Personal Profile

& EIS Samilation

Hilaiy Rigg:
Cat. Finanie

Sacn ok rosponsiblc Tor the cost | 2]

This info she Hityy Foss sraed Do weri!

o R T

The left hand side of the above screen shows an example of the personal profile, which can be
accessed by clicking on the grey box to the left of the person’s name or clicking on their name from
the ‘Org Chart’ screen. You can also switch quickly between Personal Profiles by clicking on the
arrows on either side of the person’s image. Access to this information is dependent on the

initiatives you have taken.

Click the ‘Control Panel’ button on the top left of the screen to return to the list of all managers.

5.3 Status

% EIS Simulation

(=2 # . e

Pei Itamnsd  On Tilal
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e apd 1
£

W gl NEEEES e RN T W ] S

e ] Tav i

The right hand side of the above screen shows a status on what you know about a person. This can
be accessed by placing the cursor over the grey box to the left of the person’s name.
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5.0 EIS Simulation Sample Screens & Navigation (cont)

5.4 Initiatives

I|-';-. EI5 Sanisalisn

b #h i X

Er Irtersaisd  On Trial

| INITIATIVES r
PICLETid 1 | —_ )
T e— SEEK ADICE WORKSHOR
gl T ee—— -l R
A S — INTERRLAL MASAZIRE WEMARANDLI
DFECTAVE PILGT TEST
SOVERT LOBEYING STAFF MEETING
ELECTHONIC ML CUESTIONNAIRE
MADITT TRAIMING EXTERHAL BFERKER
NRECTORS MEETING

FERSOMAL PROFILE. Build 3 parzonal profile
on each of five members of the bog
ranagernantte am by talking infarmally with
SOME [UNIoT Managers, (& days)

MOTE - Each person's profie includes &

U3

Dertalled Dasoripaions Implement it

CAiok: o @y MaNE Th 56 3 pRTRn it pa Eon 2 o
mecans more mricrmotion f seslsblsd

T e e e e e e e ] T

On the right hand side of the screen, if you click on the ‘Initiatives’ button you will see the above
screen, which lists the change management initiatives you may launch during the simulation.

A description of a particular initiative will be displayed below this list if you click on any title. You
may dso click on ‘Detailed Descriptions’ (in the lower half of the right hand screen) and scroll
through the descriptions of all initiatives at once (see Appendix A).

You may also take a decision from the ‘Initiatives’ screen. To implement an initiative from this
screen, highlight the initiative and click on ‘Implement It'. This will bring the ‘Take Decision' screen
up (see 5.5) with the initiative already chosen, and a prompt for any other details you need to
provide (ie. the names of people involved).
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5.0 EIS Simulation Sample Screens & Navigation (cont)

5.5 Take Decision

& EI5 5amudation

__ ann oo 1o [

e | DECISION No. 27
8 Your nifialee | FaCE-Td-FACE MEETING
Ty CrESTGiuheE =] Lt
JaFrankScofi - — Patece il want o meet

Earga Glenn I Arn Finkelbsdm

I i ]
SEE ‘Your rafonale for his decision

Linda Dibgis

@m Lpd=dng CEC on progress
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On the right hand side of the screen, if you click on the ‘Take Decision’ button you will see the
above screen, which shows the number of the decision you are about to take.

To implement an initiative (tactic), click on the ‘Select a tactic’ box and select the initiative from the
drop down menu that appears. You will also be prompted for any other details you need to provide
(ie. Names of people involved). This can be chosen either by clicking on the name of the person on
the ‘Control Panel' (left hand side of screen), or clicking on the box, and selecting the manager (s)
from the drop down menu of names.

IT you make a mistake in choosing the initiative or name, click on the box with the wrong details in it
and select another name or initiative, or select ‘Don't Do It instead of “Implement It at the bottom
of the screen.

For each decision, you should complete the ‘Your rationale for this decision’ box. Finally, click on
‘Implement It

You will receive immediate feedback on your chosen initiative. You will receive a summary of the
outcome, a positive or negative indication of any attitude changes of the managers involved (and
maybe not involved), and the clock will continue ticking off along the bottom of the screen (against
the 6 months) for the time taken to implement the initiative.
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5.0 EIS Simulation - Sample Screens & Navigation (cont.)

5.6 Org Networks button

e
3 Toull have 1o
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Click on ‘Org Networks' and you can access information regarding the managers - who has coffee
with whom - (‘Coffee’), who socialises with whom - (‘Social’) and who is on which task force with
whom - (‘Task Forces’). Access to this information is dependent on the various initiatives you have
implemented.

5.7 Track Record

G #A T -

beremed Do Trial

HISTORY

[per  Time Tmicaacive

§ B (13-17| HAHACENENT TRATHING 3
# & (18-18| EIECTRONIC MAIL
#10 (159-20| FERSOEAL PROFILE
#11 (21-Z1| DIFECTORS HEETIEG
#13 (22-37| FEESONAL PROFILE
413 (430 DIBECTIVE

#14 (31-31| DIBECTOR: KEETIGOG
#15 (32-33| HEEW ADVICE |Dodd|
#16 (34-36] DIFECTIRY HEETIHG

T =
| :.::':ﬂ
Histary Details Clasa

Chake #r any rama £y 2 3 s ot ke penen and s
3o s mi e {uformankon (7 1uallabiey

T EEr I e Y o

Click on ‘Track Record' at any point during the simulation and you will see a summary of your
initiatives to date that you can scroll through. For a detailed history of your Initiatives: Decision #,
Initiative, Rationale, Outcome (ie. the immediate feedback), and No. of Adopters to date - click on
‘History Details’ and scroll through your results.
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5.0 EIS Simulation - Sample Screens & Navigation (cont.)

5.8 Score

'

fg: EIS Simulation HE B
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This shows the score sheet that is displayed if you click the "Score" button located on the bottom
middle of the screen.

You may click on this at any time to see how you are progressing, and you can return to the
simulation by clicking on the buttons at the top of the screen.

The thin blue line on the graph (the top one) indicates the cumulative ‘positive attitude’ (ie. the red
bars) you have succeeded in gathering. As you can see in the example in the screen above, the
cumulative positive attitude can decrease too during the project, depending on your initiatives and
other events that can happen during the 6 months implementation period!

The thick red line (the bottom line) indicates the cumulative number of managers you have convinced
to adopt. Once someone has adopted they cannot move back through the adoption process.

The numeric scores, the number of ‘Days per Adopter’, Elapsed Time, ‘# of Adopters’, and ‘# of
Decisions’ ‘# of Attitude Points’ are on the top left of the screen.
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5.0 EIS Simulation - Sample Screens & Navigation (cont.)

5.9 EIS Simulation Credits Screen

EIS Simulation - Credits

The EIS Simulation is a multimedia management simulation addressing the challenge of
Change Management, IT Innovation and People Management in organisations.

The EIS Simulation is based on experiences with the introduction of Information Systems in organisations and
research into Crganisational Development. It is a multimedia experiential learning toal that introduces
managers to the general problem of resistance to change in organisations.

Credits far the current version of the EIS Simulation go to my co-authar for the first pratotype of the simulation,
Frofessor Todd JICK, a5 well as to Alastair GIFFIN, Professors Jean-Francois MANZONI and Martin GARGIULO,
Dr. Klaus BREDEL, Stefano MANDELLI, Thierry MABETH, Jens MEYER, Jill ATHERTON, and all the
other members ofthe CALT Team who helped with their ideas during the design
of the simulation and contribute to its continuous development.

Flease send any ideas, suggestions, questions and feedhback to:

Albert 4. ANGEHRN
Pmfessorof imfomation Techrology and Weragement
Certe for Advareed Legming Technologies (GALT)
MSEAD, The Eumpean Matitute of Business Adwinistation
Ed de Consgtarce, F-FF300 Fortairebleay, Frarce

(Tel) +33 { BOF2 7000 (F) +33 { B0OFF 5549 (Exwail) albed argeh @ rsead & WIVW) Fip Senwe insead frtaly”

Forlicencing and distribution agreements of the EIS Simulation, contact

us via email at Alphalsbs falpha_labs@yahoo.com).

Farmore infarmation on the EIS Simulation, who uses it and how, visit
the CALT site at hitp:fwmninsead fifcalt.

oo e e e e e ] Time i

This screen provides information about the simulation and those who have contributed to its design,
development and continuous updating. It is displayed if you click on the ‘EIS Simulation’ button
located on the bottom left hand corner of every screen.

5.10 EIS Simulation Help Screen

EIS Simulation - Help

An advanced "EIS Simulation Help Component" is under development.

In its final version, the EIS Help Component will consist of a so-called
Intelligent Conversational Agent {InCA}, a software entity intervening
during a session on demand or spontaneously, which interacts in natural

language to provide context-sensitive help, as well as decision support and
advice to the users of the simulation.

For more information on research on Advanced Management Simulations
and Intelligent Agents, visit the website:

CALT, Centre for Advanced Learning Technologies
INSEAD, The European Institute of Business Administration
www.insead fricalt

B |

User Manual
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Cross Reference for Key Navigation Buttons (at Top of Screen) __

Control Panel (People & Progress)
Org. Chart

Initiatives

Take Decision

Org. Networks

Track Record

Our Strategy

APPENDIX A

Refer 5.1
Refer 3.0
Refer 5.4

Refer 5.5
Refer 5.6

Refer 5.7
Refer 4.0

fg: EI5 Simulation

#

& Our Stratepy

Auare

(Z)EnnFinkelbaum )
(O@BartBell
(@ Cynthia Jones
(ExDonaldPierce )
(@ErmesiStone )
(EErankScotti___)
(Gearge Glenn )
(D(HillaryRoss
DhvanSkull_____
(& Jean Bonnain_)

Irterested  On Trial

I INITIATIVES .

SEEK ADVICE
PERSONAL PROFILE
TASK FORCES
INTERMAL MAGAZIMNE
DIRECTIVE
COVERT LOBEYING
ELECTRONIC MAIL
MGMT TRAIMIMG
DIRECTORS MEETING

WORKSHOP
FACE-TO-FACE MEET'G
COFFEE BREAK
MEMORAMNDII
PILOT TEST
STAFF MEETING
QUESTIONNAIRE
EXTERMAL SFEAKER
NETWORKS

OFenlee )

(@nda Dubois )
(E(MelSchmidt___
(D(HickMeyer

Click on any initiative for a short description!

Detailed Descriptions Implement it!

| Fositions

Mission |

| Atitudes

(HavierRas )

Click on any name to see a picture of the parson and to
acress mone information (f available)!

--------- e iy, 10

Cross Reference for Key Navigation Buttons (at Bottom of Screen)

Position Refer 5.1
Attitudes Refer 5.1
Mission Refer 2.1
Score Refer 5.8
Help Refer 5.10
Quit Quit

E1S Simulation (Credits) Refer 5.9
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INITIATIVES

SEEK ADVICE: Organise a meeting with any one member of
the top management team in order to get some advice on how
to approach the EIS project in the most effective manner. (2
days) NOTE - You will not actually receive advice in the
feedback message; the aim is to influence the person you visit
by taking the ‘humble’ approach.

PERSONAL PROFILE: Build a personal profile on any five
members of the top management team by talking informally
with some junior managers. (2 days) NOTE - Each person’s
profile includes a qualitative description of the individual and
an indication of how difficult it will be to move that individual
through the four change phases.

TASK FORCES: Discover which top managers are on the
company’s three main task forces. (1 day) NOTE - These
membership lists will not change, and will remain available
throughout the simulation.

INTERNAL MAGAZINE: Ask the editor of the internal
magazine to include a short article you write on the advantages
that Executive Information Systems can bring to managers. (3
days) NOTE - This magazine is distributed to all of the top
management team. The article is about the generic advantages
of EIS, and does not include any company specific information.

DIRECTIVE: Try to convince the CEO to send out a directive
to everyone on the top management team insisting that they
start using the EIS in two weeks' time. (7 days) NOTE - You
spend several days writing a draft of this directive to give to
the CEO.

COVERT LOBBYING: Without the formal approval of the
Directors concerned, suggest to a group of selected Managers
that they meet the CEO to lobby for the implementation of the
EIS. (8 days) NOTE - This initiative assumes that you have
identified the appropriate Managers to approach, and does not
require you to specify them.

ELECTRONIC MAIL: Send a brief electronic mail to everyone
on the top management team explaining your ideas on why an
EIS makes sense for them. (1 day) NOTE - All of the top
managers have an individual E-mail account.

MANAGEMENT TRAINING: For five members of the top
management team, organise a week long residential training
programme at a nearby business school on the potential
benefits of an EIS and how to actually use such a system. (5
days) NOTE - You do not attend the programme, but it takes a
considerable amount of your time to plan it.

DIRECTORS MEETING: Organise a special interdepartmental
meeting in the main conference room with all the five
directors and the CEO to share and discuss thoughts and plans
for the EIS project. (3 days) NOTE - Directors are informed
that they can also bring along Managers from their
department.

APPENDIX B

WORKSHOP: Help one of the top managers to organise and
lead a demonstration and discussion session on EIS for all the
top managers interested in the topic. (5 days) NOTE - This
will provide the opportunity for the workshop leader to share
and gather views and experiences on EIS.

FACE-TO-FACE MEETING: Fix a meeting with one of the top
managers in order to persuade him/her that the EIS would
make sense to implement. (1 day) NOTE - The meeting will
take place in the manager's office.

COFFEE BREAK: Spend some time at the company bar in order
to see which groups of top managers meet regularly for a
coffee. (3 chys) NOTE - These groups will not change, and the
list will remain available throughout the simulation.

MEMORANDUM: Write and send to any five of the top
managers a brief memo on how some of the specific features
of the EIS will improve transparency of information flows in
the company. (1 day) NOTE - This is distributed in the
company internal mail system.

PILOT TEST: Try to get commitment from one of the top
managers by asking him/her to organise a two-week-long pilot
test of the EIS in his/her department using current company
data. (4 days) NOTE - This will involve setting up the EIS on
all the department's computers and providing users with the
appropriate training.

STAFF MEETING DISCUSSION: Develop a slide show on the
EIS, and present it during the regular weekly top managers
staff meeting. (5 days) NOTE - The presentation includes
potential applications of the EIS within the different
departments. All members of top management are in principle
expected to attend these meetings.

QUESTIONNAIRE: Write and distribute to all the top
managers a questionnaire aimed at assessing their current
level of interest in becoming regular EIS users. (2 days)
NOTE - The main objective of using this questionnaire is to
demonstrate your approach to the project rather than
gathering additional information.

EXTERNAL SPEAKER: Organise a speaker event in which
Professor Tom Petersen, an expert on Executive Information
Systems, will deliver an address entitled: “EIS: Liberating
Information in the Organisation”. (5 days)

NETWORKS: Spend some time observing or finding out which
top managers go together regularly to the company health club,
who is involved in the local charity campaign, and who is
looking informally at environmental issues together. (5 days)
NOTE - These groups will not change, and the lists will
remain available throughout the simulation.
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