Change
Management

QAPMG

International

The Practitioner Examination

CXo01

Scenario Booklet
This is a 2.5-hour objective test examination.

After the first 50 minutes, candidates may choose to take two five-minute breaks. Breaks must be
taken after a main question and all associated sub-questions have been answered. During each
break the 2.5 hours time will be stopped, restarting when the break has been completed.
Candidates must manage their time in order to complete all questions.

This booklet contains the scenario upon which this exam paper is based. All questions are
contained within the Question Booklet.

Additional information is provided within this Scenario Booklet for a number of questions. Where
reference should be made to additional information, this is clearly stated within the question to
which it is relevant. All information provided within a question must be applied only to that
guestion.

There is a maximum of 80 examination points in the paper.
Questions one and six are worth 12 examination points each.
Questions two and three are worth 28 examination points combined.
Questions four and five are worth 28 examination points combined.

The pass mark is 50% (40 examination points). Within each question the syllabus area to which
the question refers is clearly stated.

The examination is to be taken with the support of the APMP Body of Knowledge. Candidates may
choose to have a printed copy of The Practitioner Study Guide, which contains an integrated
Glossary of Terms. No material other than the Question Booklet, the Scenario Booklet, the Answer
Booklet, the APMP Body of Knowledge and the Practitioner Study Guide if chosen, is to be used.

Candidates may choose to take the examination using one or two computer screens.
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Helping Homeland Habitats (HHH)
Background

Helping Homeland Habitats (HHH) was originally created as a charity to look after wetlands, meadows and
coastlines. Over the years, the organization has grown and it is now a significant knowledge and services
provider in the conservation industry. This industry has grown significantly in recent years.

HHH now manages some 1,500 habitats of ‘special scientific interest’ across the country, some with visitor
centers. It has a head office in the south of the country with another administration centre in the north of the
country. There are nearly 700 full time staff and about 2,000 part time and casual staff.

In the past, the staff at HHH were mainly unpaid volunteers, but now all of the staff are paid. However, the
'volunteer charity' culture is still strong. Processes and management approaches vary widely across the
organization.

HHH is managed by a Directors Committee, headed by a Chief Executive Officer (CEO). The CEO reports to a
Board of Trustees and is supported by the Directors Committee (see organization chart).

Recently, the Directors Committee submitted a report to the Board of Trustees comparing HHH to other
providers in the conservation industry. The report concludes that HHH is very inefficient and appears to be
wasting resources. The Board has agreed that HHH must be modernized and made efficient.

Charity funds are collected by a separate organization. To ensure that these funds are used effectively, it has
been decided to move to an open competitive process, where HHH will be in direct competition for these
funds with other conservation providers. In the future, HHH will need to bid against competing conservation
providers for the charity funds in an open tender process. HHH has three years to prepare for this.

Current Situation

The Directors Committee realize that the organization will need to be thoroughly transformed. All their
processes and practices will need to be reviewed and updated. However, they have little experience of
implementing change in a managed and consistent method. Previous changes have often been poorly
executed.

A new CEO has been recruited from a modern and fast-growing company that provides conservation
services on a commercial basis. This is taken as a signal that HHH intends to make serious changes. The
new CEO has been asked to reduce costs and improve operational efficiencies. The new CEO, with the help
of a strategic consultant, has created a vision and a programme with four initial projects as described below.

Scenario continues on next page.
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Scenario continued.

These changes are not universally popular. HHH has a long history with many achievements.
Many long-serving staff are against the changes, arguing that care for the environment should
not be just about cost. However, recently-employed staff have come from more commercial
operations.

Some Directors are also hostile to the changes. This is causing tension and conflict between the
Directors. Also, when some directors discuss changes with their staff, they are seen as vague and
as a result lack credibility.

Rumours about changes are spreading, morale is very low, and there is talk of industrial action by
the staff association.

Announcements about the change programme are expected soon.

Organization Chart

HHH Board of
Trustees

Chief Executive
Officer

Director of
Finance, Legal Site Director Conservation
and Compliance Services

Human Information
Resources Technology
Director Director

Operations Director of

Director

Directors’ Committee

The HHH Vision

‘We will provide competitive and cost-effective conservation knowledge and services, whilst
respecting the needs and requirements of the natural areas we care for and their local wildlife. At
all levels, our staff will operate professionally and in a sustainable manner. We will comply with
and, where possible, exceed the minimum standards set by government regulations.’

Scenario continues on next page.
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Scenario continued.

The Change Programme
There are four key projects:

1.  Cultural Change Project - HHH will move towards a flatter organization
structure with a culture of best practice, cooperation and service
orientation.

2. Process and Systems Review — All processes will be reviewed and
compared to best practice. Information technology will be used to
streamline practices and reduce inefficiencies, improve outcomes,
and create flexibility.

3. Property and Office Review — Offices, visitor centres and conservation
sites will be reviewed. A likely outcome is that several facilities will be
merged and that the Head Office will move to another, less expensive, part
of the country where the government is supporting investment. At least 300
staff will need to be relocated.

4. Management Structure and Performance Review — The current
organization structure will be reviewed with the aim of breaking down
the old silos (i.e. vertically-managed functions). This should increase
cooperation and create a more service-focused organization. A new
performance-related pay system will also be developed.

The Directors’ Committee has agreed that the Change Programme will require a
well-managed and best practice approach. However, there is a very poor
understanding of formal change methods and the poor history of change in the
organization could present problems. The CEO knows that selecting the right
team for this and ensuring they manage the change effectively will be a major
factor for a successful programme.

As a first step the CEO has appointed an experienced Change Manager to
manage the change programme.
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Question 5: The Work of the Change Manager - Additional Information
Q5D:
Extract from a report on ‘change adoption’ by the Change Manager.

(All entries are true statements but may not be recorded under the correct heading).

Emotional organizational levers - strategies and approaches for exerting pressure on
people to change

Entry 1. The new ‘best practice-focused’ approach we want people to adopt will be reflected in the
appointment of a ‘Best Practice’ Manager, to lead the new ‘Best Practice Team’'.

Procedural organizational levers - strategies and approaches for change adoption based on
adoption of new processes

Entry 2:Ensure that site staff complete the new ‘Habitat Journals’ (a personal record of activities and
interventions for each element of the habitat worked on) by linking it to daily staff time recording (part
of the new performance management system).

Structural organizational levers —strategies and approaches based on restructuring of the
organization

Entry 3: The old tendency to work in ‘silos’ (i.e. vertically managed functions) will be reduced by
ensuring all Head Office managers and staff contribute to cross-functional projects.

Environmental levers —strategies and approaches based on the physical elements of the
landscape

None identified

Leadership levers —strategies and approaches based on anything that influential leaders do or
say

Entry 4: Formal monitoring and control of performance over the sites will be managed from Head
Office but these controls will be gradually delegated to those sites which have successfully embraced
the changes.
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Syllabus areas covered:

Question 1 - Organizational Context and Awareness
Question 2 - People and Change

Question 3 - Change Leadership and Teams
Question 4 - Stakeholders and Communication

Question 5 - The Work of the Change Manager
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Question Number 1

Syllabus Area Question Number Part Marks
Organizational Context and Awareness 1 A 4

Answer the following question about the principles for co-design, as defined by Emma Blomkamp, which
should be introduced to participants at the start of a workshop.

Column 1 lists descriptions of the co-design principles. For each description in Column 1, select from
Column 2 the relevant principle to which it relates.

Each selection from Column 2 can be used once, more than once or not at all.

Column 1 Column 2

1 |The aim is to create new ideas and approaches, and accept that some will A
work and others will not.

B
2 |Every idea will be considered valid and given the same investigation, no S
matter who suggested it. C Participative
D
E

Outcomes-focused
Inclusive

3 |Each member of the workshop is expected to contribute actively to the Respectful
discussions.

4 |We will only work on ideas that will make a significant difference to
improving the service we provide.

Adaptive
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Syllabus Area Question Number Part Marks
Organizational Context and Awareness 1 B 4

Answer the following questions about the continuous change management cycle.

Each question includes only true statements about the HHH change programme, but only 2 statements
are relevant to each specific step on the continuous change management cycle.

Remember to select 2 answers to each question.

1 [Which 2 items are relevant to the Discovery step of the continuous change management cycle?

A

B

C

D

E

The views about the changes and opinions of visitor centre staff and local residents will be
captured via an independent market research company.

The Change Manager will provide guidance on incorporating climate resilience in infrastructure
design in order to deal with resistance to change by HHH project teams.

A move to a performance-related pay system would encourage cross department cooperation and
a service focus.

Specialist training for visitor centre staff on operating the new systems and processes will be the
most effective to ensure engagement.

The habitat staff who work outdoors with no direct contact to the visitors, are likely to be the least
affected by implementation of the new processes.

2 |Which 2 items are relevant to the Ideas step of the continuous change management cycle?

A

B

O

The HHH change programme will affect all staff, whatever their role, but the administration staff
will be the most impacted.

An online repository of guidance for managing change would support the members of the four
HHH project teams who have a poor understanding of formal change methods.

It is estimated that it will take four months for the new administration system to be delivered with
role specific training to all administration centre staff.

A touring ‘road show’ could be used to present the change plans to all HHH sites.

The likely objections to the proposed relocation raised by Head Office staff and Directors
Committee responses will be drafted for inclusion in the Company Report.

3 |Which 2 items are relevant to the Priorities step of the continuous change management cycle?

A

B

C

D

E

International conservation standards are often changing, but the Director of Conservation services
is tracking this.

Involving external expert advice on the procedures for incorporating climate resilience in
infrastructure was assessed as the most effective way to encourage take-up.

A delay in communications about the staff relocation programme is likely to result in industrial
action being taken.

The number of volunteers who resign should be monitored as an indicator of the effectiveness of
the change interventions.

The Change Manager will schedule a series of short training sessions for new administration
centre Change Agents.

4 |Which 2 items are relevant to the Action step of the continuous change management cycle?

A

@]

A touring ‘road show’ to present the change plans to all HHH sites would cost £8,000 per site but
is expected to reach 80% of the staff.

The Communications team is drafting a statement from the CEO for approval by the board.
A schedule of workshops to get feedback on the change is being circulated for comment.

A video of the CEO discussing the changes will be difficult to produce but easy to distribute and
can be accessed later by staff who missed it the first time.

Staff members who have hybrid working arrangements may take longer to be ready for the
Cultural Change Project.
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Syllabus Area Question Number Part Marks
Organizational Context and Awareness 1 C 4

Using the description of the Change Progamme given in the Scenario, answer the following questions
about using the Cynefin framework to understand the context for change and assessing the patterns
of organizational change.

1 |Using the Cynefin framework, which reason explains why the Property and Office Review could be
classified as a ‘simple’ situation?

A Immediate action is needed to ensure survival of the HHH operation.

B It will not be possible to assess how the relocation will affect staff.

C The relocation plan will be required to integrate with the other change projects.

D There are industry relocation best practice and frameworks available.

2 |Using the Cynefin framework, which reason explains why the Cultural Change Project could be
classified as a ‘complex’ situation?

A Attempts to change the culture may have unpredictable results on the current operations.
B There has been a poor history of change implementation in the organization.

C The business benefits of the project objectives are difficult to define.

D There are many change processes and best practice approaches to take on board.

3 |Which is the BEST reason why a planned approach should be adopted to manage the Property and
Office Review?

A The affected staff will need a clear timeline and well-defined schedule of activities.

B The end-products are unclear and will need piloting before implementation.

C The focus needs to be on a gradual unfolding of a desired ‘future state’.

D The work will involve detailed, sensitive work completed over an extended time period.

4 |Which is the BEST reason why an emergent approach should be adopted to manage the Cultural
Change Project?

A The tasks to improve HHH’s operations need to be clearly broken down.

B Cultural change needs to adhere to a schedule set by the Directors Committee.

C There needs to be a time-limited focus on the delivery of outputs.

D The details of what the future culture should look like are not yet clear.
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Syllabus Area Question Number Part Marks
Organizational Context and Awareness 1 D 4

Answer the following questions about organizational culture and change and the three levels (or layers)
used to describe 'organizational culture'. Each question provides an extract from a briefing note from the
HHH CEO to the Board of Trustees on the progress with the change programme.

Decide if the approach taken is appropriate for this change programme, and select the option that supports
your decision.

1 | The Property and Office Review is progressing well as a new Head Office building has been acquired
and the Directors Committee has reached agreement on the layout of the management floor. This
layout includes a large space allocated for Directors and senior managers’ offices and meeting
rooms, as well as agreeing luxury standards for their office furniture and fittings. The accommodation
standards for other Head Office staff is to be developed next.

Is this an appropriate approach to encouraging cultural change to a flatter, more collaborative

structure, according to Level one (surface): visible artefacts and products layer of organizational
culture?

A No, because how offices are allocated has a greater impact on the Level three assumptions
about the status of senior staff.

B No, because how the physical aspects of an office and its facilities are allocated will have an
impact on peoples’ attitudes.

C Yes, because rewarding people with office space and facilities that match their seniority will
motivate them.

D Yes, because it is important that senior managers’ needs are met before addressing those of
other staff.

2 |The Cultural Change Project aims to ensure that all customer-facing staff understand what is expected
of them. The Directors Committee has asked HR to write a new section of the HHH Staff Handbook,
setting out the expected behaviours and attitudes of customer-facing staff when dealing with visitors
and their families.

Is this an appropriate approach to encouraging cultural change to be more cooperative and service
orientated, according to Level two (deeper): norms and values layer of organizational culture?

A No, because acceptable behaviours should only be communicated informally to get the best
chance of adoption.

B No, because the Staff Handbook is a product which is relevant to Level one artifacts and products.

C Yes, because it is important to clearly state the accepted practices that demonstrate HHH's values
and beliefs.

D Yes, because the Staff Handbook clearly defines the entire HHH culture.

Question continues on next page
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Question continued

3

Within the Property and Office Review, the proposed new Head Office plans to build the staff car park
close to the building for optimizing ease of access. This is addressing a requirement to improve staff
safety and convenience but will require the removal of a green field area which currently has trees and
a natural stream.

Would it be appropriate for the Change Manager to raise this as an issue with the Sponsor, and why?
A No, because the Sponsor will not have time to look at details that will become irrelevant once the
parking is in place.
B No, because the proposed parking will support the change programme by addressing staff
issues.
C Yes, because the Sponsor should be informed when changes may contradict the organizational
culture.

D Yes, because the Sponsor will need to be kept up to date on the progress of the change
programme.

The Culture Change Project has commissioned an external consultant to join an internal team to
conduct an in-depth ‘cultural review’ and define the required new behaviours and attitudes for HHH
staff. The consultant has extensive experience of other organizations and will lead the work to produce
the report, with recommendations, within six weeks.

Is this an appropriate approach which, according to Schein, will contribute to HHH’s understanding of
what their culture actually is?

A No, because understanding how an organization’s culture works is sensitive work that should
only be undertaken by an internal resource.

B No, because the external consultant may offer recommendations that will be irrelevant to the
culture of HHH.

C Yes, because an external consultant will contribute an independent view on how HHH compares
to other organizational cultures.

D Yes, because all HHH resources are likely to be committed to other change tasks and an external
consultant has the best availability to lead the work.
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Question Number 2

Syllabus Area Question Number Part Marks
People and Change 2 A 4

Answer the following questions about training planning and defining what is to be learned.

1

When defining what is to be learned, which element should be included in learning objectives relevant
to the work a person is asked to do?

A A detailed timetable for conducting performance reviews.

B The job description of the person who will do the work.

C The knowledge, skills and attitudes needed to do the work.

D The availability of the learner so that training can be scheduled.

When defining what is to be learned, which statement describes the way outcome measures or
indicators should be applied?

A They should reflect how an individual has learned the new skills.
B They should be used to adapt the way the job is undertaken.

C They should measure the effectiveness of the trainer.

D They should relate to the way the job will actually be done.

Which words are MOST likely to introduce a good learning objective?

A Full attendance at the training course will demonstrate...

B When the training is completed, participants will be able to...

C When you are in the workplace, you must encourage your employer to let you...
D The abilities of the learner will limit the scope of what is to be learned...

When defining what is to be learned, which statement BEST explains why supervisors of a work activity
should approve a list of learning objectives?

A The learning objectives should fully match the competence required for the job.
B They are responsible for producing the required learning objectives.

C So that a job vacancy advertisement can be written.

D They are required to report on the work activity’s progress to their manager.
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Syllabus Area Question Number Part Marks
People and Change 2 B 4

Using the additional information below, answerthe following question about the use of the GrRow™
framework to structure questions for a coaching meeting.

The change manager is coaching a senior member of the Outdoors Landscape Conservation team on
using the new HHH ‘Materials control’ application during their daily work. The HHH ‘Materials control’
application has been made available on a smart phone. The landscape team currently selects
materials from the store or buy what they need.

Column 1 is a selection of the questions asked by the change manager. Column 2 is a list of the elements

in the GROW ™ model. For each guestion in Column 1, select from Column 2 the GROW™ element to
which the question relates. Each selection from Column 2 can be used once, more than once or not at all.

Column 1 Column 2
1 |In what ways could you find time to go through the application with the A Goal
apprentice on your team who seems to have already got to grips with its B Realit
operation?” _ y
2 |“Are you already proficient in the use of a smartphone and swiping between =~ C OPtions
screens?” D Wwill

3 |[“How close are you to being able to use the application in the office to order
the materials needed, before going outside to do the conservation work?”

4 |What gains do you think Head Office would expect the Outdoors Landscape
Conservation team to achieve from using the application?”
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Syllabus Area Question Number Part Marks
People and Change 2 C 4

Answer the following questions about leading the change journey and how the HHH Change Programme
should apply Bridges’ advice to managers and leaders on the three phases of personal transition that
have to be completed for change to be successful.

Remember to select 2 answers to each question.

1 [Which 2 announcements at a forthcoming Directors Committee presentation to staff would be MOST

appropriate during the ‘Endings’ phase?

A 'The new competitive HHH will provide quality habitat conservation and management services that
will be attractive to new customers.’

B ‘We will continue to provide the same service that has earned the gratitude of residents local to
the site and people who care about the environment.’

C ‘Many work practices will change but our business is still looking after natural areas and local
wildlife in a caring, professional manner.

D ‘Staff who feel a sense of loss should take their problems to the staff counsellors and not burden
their colleagues.’

E ‘The road ahead will be challenging so it will be important to communicate any quick wins.’

2 |Which 2 actions by HHH Directors follow the advice offered by Bridges to managers and leaders on
how to help people through the ‘Endings’ phase?

A Explain that as HHH will have to bid for its funding in future, major changes are needed to financial
and procurement procedures.

B Establish interim communications networks and encourage feedback from the sites on the effect
of the changes.

C Publicise what is being achieved at key points during the relocation of staff and organizational
changes.

D Offer social events that help people to feel less isolated on the change ‘journey’.

E Confirm that all existing Head Office functions and teams will be retained and co-located in the
new office.

3 |Which 2 leadership actions are aligned with Bridges’ ideas to help manage the journey people
experience when going through the ‘Neutral zone’?

A Publicly praise the land management team who tried a new environmental transport system, even
though the system failed.

B Hold a staff function to honour and thank everyone who has been with HHH for more than 10
years.

C Set up a series of cross-departmental forums to encourage open discussion and problem-
solving.

D Avoid using short-term fixes for immediate problems.

E Issue a detailed model showing the excellent new capabilities that HHH will have after the
changes.

4 |Which 2 published statements will encourage site managers and staff to engage with a 'New
beginning' in a modernized and efficient HHH?
A Opportunities will be given to site staff to celebrate and preserve their past achievements.

B Our vision will be achieved when we see our visitors enjoying an enriched experience as a result
of the improved services.

C In the future, site staff will have a staff forum that can influence and shape how local conservation
and community services will be provided.

D Encouragement and support will be given to site staff to be creative and make temporary
short-term changes.

E Modernization of HHH's structure, processes and systems is vital to secure HHH's future.
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Syllabus Area
People and Change

Question

2 D

Number Part Marks

4

Representatives from sites have been invited to a training workshop to learn how to work together
more effectively when protecting habitats. When planning the training workshop, the Change Manager
discussed with the HHH Training Manager the best approach to adopt, especially as it was recognized
that the participants were likely to have different learning styles and preferences.

Answer the following question about how Honey and Mumford’s ideas about the learning process and
learning styles (which build on Kolb’s ‘learning cycle’) could be used to structure the training workshop.

Lines 1 to 4 in the table below consist of an assertion statement and a reason statement. For each line
identify the appropriate option, from options A to E, that applies. Each option can be used once, more than
once or not at all.

Option Assertion Reason

A True True AND the reason explains the assertion

B True True BUT the reason does not explain the assertion

C True False

D False True

E False False
Assertion Reason

1 | Staff with a preference for a ‘have a go’ BECAUSE| Activists enjoy attending training events
experience should benefit from a conservation and conferences where they can learn
role play exercise to try out what they have been about the new business model to be
taught. applied.

2 |Pragmatists would benefit from having access | BECAUSE Someone with a preference for ‘practical
to an experienced conservation professional experimentation’ will find that they learn
during the workshop. best by watching others.

3 [Showing a short documentary film BECAUSE| Seeing how other people deal with a
demonstrating how other conservation situation allows a ‘reflector’ to learn from
professionals collaborate to protect ecosystems what happened and form their own views.
should help ‘'reflectors’ in the group to learn.

4 | All participants, whatever their learning BECAUSE| Learners with a strong preference for

preference, will enjoy attending a lively creative
workshop session, to explore and try out new
ideas about caring for the habitat.

trying out new possibilities and innovative
approaches typically enjoy active working
with others.
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Question Number 3

Syllabus Area Question Number Part Marks
Change Leadership and Teams 3 A 4

The Change Manager (CM) would like to ensure that all teams are working in a climate of psychological

safety. The CM intends to achieve this ensuring that the people are given a ‘voice’ as described by Amy
Edmonson.

Answer the following questions about enabling psychological safety and assessing whether people are
comfortable expressing and themselves.

1 |The Human Resources Director has found that many of the Directors’ Committee are hostile to the
proposals for a performance-related pay scheme. The Site Director has seen previous performance-
related pay schemes fail with other organizations which have staff that work outdoors, due to lack of
control over external variables such as weather, but is reluctant to raise this with the HR Director.

What is the MOST likely concern that the Site Director may have about raising this point with the HR
Director?

A Appearing ignorant.
B Appearing incompetent.
C Appearing intrusive.
D Appearing negative.

2 [Which statement made by a team member on the Process and Systems Review is MOST likely to
demonstrate agreement with the assessment statement: ‘It is difficult to ask other members of this
team for help’?

A “The team leader is very intense and gets over-excited when faced with complex problems.”

B “The process team may overlook issues as they are too polite with each other.”

C ‘I kept quiet even when | didn’t understand the new practices as the others are too busy”

D “l was given simple work for ages before it was decided that | could take on harder work.”

3 |Which action by the Change Manager is MOST likely to promote psychological safety in virtual
meetings across the whole of the Change Programme?

A Ask those not directly involved in a major discussion to switch off their cameras.

B Give people the option to raise their views using the meeting’s messaging function.

C Ensure that everyone is given equal time in the meeting to provide ideas and comments.
D Train everyone who will be involved in virtual meetings in personality type theory.

4 |Which action by the Change Manager is MOST likely to build and support psychological safety in the
Property and Office Review team?

A Resource a compliance staff member to check that deliverables are reviewed appropriately.

B Enable hybrid home/office working when the team has to travel to sites.

C Ensure that all team members have clear targets and defined areas for improvement.

D Ask the team members for help as they know more than the CM about their own sites.
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Syllabus Area Question Number Part Marks
Change Leadership and Teams 3 B 4

A recent meeting of the Directors’ Committee was held to discuss progress with the four key projects
and how well both the project teams and the Directors’ Committee itself were developing.

Answer the following question about the Tuckman stages of team development.

Column 1 lists comments about each of the project teams. Column 2 lists the stages of the Tuckman team
development model. For each statement in Column 1, select from Column 2 which stage it refers to. Each
selection from Column 2 can be used once, more than once or not at all.

Column 1 Column 2

1 | The Management Structure and Performance Review team have defined thatthe A Forming
organizational structure should achieve the objectives of cost management and
devolved decision making. To achieve these they have proposed a new structure _
based on separating operations, consultancy and support services into regions € Norming

and central HQ. The Directors disagree over both the objectives and question the D Pperforming
viability of the breakdown of the functional areas in this way.

2 |Members of the Cultural Change Project team have been assigned and have
looked at the proposals for the flatter organization struc