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ABSTRACT 
 
Effectively managing change and innovation has become a new challenge for organizations operating in the Mid-
dle Eastern context. However, no advanced simulation-based multimedia learning experiences have specifically 
been developed for the training for change and innovation management competencies in Middle Eastern Organi-
zations. The INSEAD Centre in Abu Dhabi and the INSEAD Centre for Advanced Learning Technologies 
(CALT) have recently started the project “Change Masters Middle East”. The objective of this project is the ex-
ploration of the specific dynamics of managing change and innovation in the Middle Eastern context and, based 
on these findings, the development of a localized simulation-based multimedia learning experience. This paper 
describes our approach of training for change and innovation management competencies through simulation-based 
multimedia learning experiences and a number of specific dynamics and challenges of managing change and in-
novation in the Middle Eastern context that will be implemented in the new simulation. 
 

1. NEED FOR CHANGE AND INNOVATION MANAGEMENT COMPETENC IES 
IN MIDDLE EASTERN ORGANIZATIONS  

For Middle Eastern Organizations it has become increasingly important to successfully face the 
challenges of change and innovation management (Dore, 2006). This trend has recently been 
reflected by a very high interest of managers in a workshop on this subject at the INSEAD 
Centre in Abu Dhabi. At the same time, there is increasing willingness in Middle Eastern coun-
tries, especially in the Gulf region, to invest in the development of people (Ali & Camp, 1995; 
KHDA, 2008; MRMF, 2008) and innovative learning approaches (Randeree, 2008). The grow-
ing interest for advanced learning technologies is also evident by recent and forthcoming con-
ferences on this subject such as the World Summit on Innovation & Entrepreneurship in Mus-
cat and this Conference of eLearning and eResearch in the Arab World. 

To date, a two-fold research deficit exists regarding the training for change and innovation 
management competencies in Middle Eastern Organizations: 

� Firstly, the academic literature on managing change and innovation in Middle Eastern Or-
ganizations is limited: In the West models for the classification of different cultural con-
texts have been developed (e.g., Hall 1993; Hofstede, 2001; Trompenaars & Hampden-
Turner, 2004) from which implications for managing innovation and change in Middle 
Eastern Organizations can be derived. However, according to our literature review the 
number of Western publications directly addressing this subject is limited. Likewise, the 
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body of knowledge in the Arab academic literature is small, putting some emphasis on 
managing change in public administration and an over-average level of activity in Jordan 
(Rees & Althakhri; 2008; Khassawneh, 2005).  

� As a consequence of this research deficit on change and innovation management in Middle 
Eastern Organizations hardly any localized learning solutions have been developed. Con-
cerning the need for localizations, contradicting positions among scholars are found: One 
group denies the need for localization because globalization leads to the convergence of 
management practices. However, we follow the position of the other group that manage-
ment practices are strongly affected by the cultural context, and therefore learning solutions 
must be localized accordingly (Rees & Althakri, 2008; Ali & Camp, 1995). 

To address these two research deficits, the INSEAD Centre for Executive Education and Re-
search in Abu Dhabi (http://www.insead.edu/discover_insead/centreinabudhabi) and the  
INSEAD Centre for Advanced Learning Technologies (CALT – http://www.calt.insead.edu) 
have recently launched the project “Change Masters Middle East”. The objective of this project 
is the exploration of the specific dynamics of managing change and innovation in Middle East-
ern Organizations and, based on these findings, the development of a localized simulation-
based multimedia learning experience for the training for change and innovation management 
competencies in the region.  

This paper will show how a simulation-based learning approach can be applied to the training 
for such competencies (section 2) and present some highlights of our findings on the specific 
dynamics in Middle Eastern Organizations (section 3). 

2. BRIDGING THE KNOWING-DOING-GAP THROUGH ADVANCED SIM U-
LATION-BASED MULTIMEDIA LEARNING EXPERIENCES 

Recently, advanced simulation-based multimedia learning experiences have been designed for 
the training for change and innovation management competencies in organizations and univer-
sities throughout Europe, Asia and the United States (Angehrn & Nabeth 1997; Angehrn et al., 
1995; Aldrich, 2003 and 2005; Angehrn 2004a and b). Game-based learning experiences are 
rooted in active, student-centered approaches towards learning (Bose, 2003), allowing “stu-
dents to gain expertise not only in terms of content in relation to the study, but also in the 
learning process - how to learn through discovery, inquiry, and problem solving”. Such simula-
tions are based on dynamic models of human behavior in organizational contexts, in which 
learners are given realistic missions requiring them to come in touch with and influence the 
behavior of simulated characters.  

In particular, the EIS Simulation on change and innovation management (Manzoni and 
Angehrn, 1997; Angehrn, 2004a and 2005) has been adopted over the years by many top Euro-
pean and US management schools (including MIT, Stanford, Carnegie Mellon, etc.) as well as 
leading multinational companies to complement traditional ways of teaching change manage-
ment competencies. In this particular simulation, learners are projected into a realistic scenario 
in which they have to play the role of “change agents” sent into a company with the mission to 
introduce a major innovation (a new Information and Reporting System). Over a period of six 
simulated months, their task is to get to know and convince more than 20 simulated characters 
(representing the top management of the simulated organization), to use different communica-
tion and intervention tactics to address their different forms of resistance to change, to under-
stand and leverage the formal and informal/hidden social networks (influence networks, advice 
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networks etc.) among the simulated managers, and to take into consideration the specific cul-
ture of the targeted organization in which the innovation has to be introduced. 

According to Manzoni & Angehrn (1997) a simulation game approach of training for change 
and innovation management competencies has a number of advantages, namely: 

� Such games make it possible for its participants to have a first hand experience on how dif-
ficult it is to move from “theory to practice” or from “strategy to implementation”. 

� They bring the players in touch with a wide variety of attitudes and behaviors as well as to 
gain insights into the diffusion processes operating across formal, but also informal net-
works. 

� They provide a “play ground” in which one can collaboratively experiment with the use of 
different tactics, thus generating rich discussions about their appropriateness and the most 
effective way of facing resistances. 

� A game approach is a non-threatening, risk-free way of assessing one’s strengths and 
weaknesses when confronted with the challenges of managing change. 

The EIS simulation was originally designed for introducing a change to a Western organiza-
tional context. Recently, a number of versions for different cultural contexts, scenarios and 
missions have been developed, as the LingHe Simulation for the Chinese context (Zhao et al., 
2008), the EduChallenge Simulation for the academic context (Angehrn et al., 2005) and the 
current simulation now being developed for the Middle Eastern context (see Figure 1). The im-
plementation of a new version takes place through the customization of the following design 
elements: 

� scenario & mission (maximizing realism / believability and value of learning experience); 
� change stage process (describing a progressive evolution of attitudes from awareness to 

interest, appraisal / trial and adoption); 
� individual characters and behaviors (to allow learners to come into touch with different 

types of individuals displaying different types of attitudes); 
� group interactions and relationship network dynamics (e.g., influence networks affect-

ing the diffusion of attitudes in a group); 
� organizational/cultural contexts and dynamics (e.g., specific cultures reflecting a given 

industry, a family business or an SME context); 
� intervention dynamics (e.g., that which happens when the learners try to intervene in the 

simulated context using different approaches and tactics). 

 
Figure 1: Screenshots of the EIS simulation 
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3. SPECIFIC DYNAMICS OF MANAGING CHANGE AND INNOVATION  IN 
MIDDLE EASTERN ORGANIZATIONS  

In order to explore the key dynamics of managing change and innovation in Middle Eastern 
Organizations, a qualitative research methodology has been applied. As in other customization 
projects of the EIS simulation, the categories for our data collection are predefined by the de-
sign elements of the simulation, that is the scenario and mission, the change stage process, and 
the underlying dynamics on the individual, group / network, cultural and interventional level. 
The process of data collection starts with a literature review, followed by a knowledge harvest-
ing workshop and semi-structured expert interviews with experienced managers. 

In the following paragraphs, selected highlights from the Expert Workshop are presented. This 
workshop took place recently at the INSEAD Abu Dhabi Centre and was attended by managers 
with experience in managing change and innovation in the Middle Eastern context. During the 
morning session the participants were put into the “simulation player mode” of the EIS simula-
tion. In the afternoon the participants were switched to the “simulation design mode”, thereby 
exploring specific challenges and dynamics of managing change in the Middle Eastern context 
and making recommendations for the localization of the new simulation. 

Change stage processes 
In the EIS simulation the change agents must guide the change recipients through a four stage 
process of awareness, interest, trial and adoption of the change.  
� Participants of the workshop emphasized that before change agents elicit sufficient atten-

tion for the new idea, they must establish a personal relationship with the change recipients. 
Therefore it has been suggested to introduce a new stage “relationship building” at the be-
ginning of the change stage process.  

� To build such a “relationship bridge” change agents should receive a proper introduction to 
the organization from the top management and invest time and effort in arranging non-
work related outgoings, sharing personal information and addressing the status, pride, val-
ues and emotions of the change recipients. 

Individual characters and behaviors 
The categories of the EIS simulation on the individual level are individual profiles with refer-
ence to personal history, the individual’s preference structure for interaction styles and the de-
gree of difficulty in moving the individual between the different change stages. 
� Change recipients in Middle Eastern Organizations have a clear preference for direct ways 

of interaction (face-to-face, phone, etc.) instead of indirect ways (such as written communi-
cation or email), and there is not much variance of the preference structure between indi-
viduals. 

� According to Rogers (1983) individuals can be grouped as innovators, early adopters, early 
majority, late majority and resisters. On average, it is more difficult to move individuals in 
Middle Eastern Organizations between the different change stages, and individuals tend to 
show less variance on this variable. The majority of individuals adopts the new idea only 
when it is adopted or expected to be adopted by others. Individuals belonging to the group 
of innovators and early adopters are very rare in Middle Eastern Organizations. In contrast, 
the number of resisters is much bigger. It was therefore suggested to split the group of re-
sisters into passive resisters and active resisters. Unlike in the EIS simulation, active resist-
ers jeopardize the change project and thus must be managed proactively from the beginning 
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of the change project. Typical tactics are transforming them into an ally or moving them 
horizontally in the organization to “special projects”. 

Network level 
Formal and informal networks are built into the EIS simulation in the form of influence net-
works and tipping point dynamics (Gladwell, 2000). 
� Social influence networks play a very important role in Middle Eastern Organizations. 

Networks can be formed between members of the same family / tribe, of the same ethnic 
group, as “shisha groups”, between people of the same seniority or similar social recogni-
tion / status (as those with diploma from the same university). Change agents must always 
be aware of surprising hidden networks that cannot be explored by information gathering 
tactics. 

� Change in Middle Eastern Organizations is usually implemented by passing through two 
tipping points. The first tipping point emerges when everyone becomes interested in the 
news idea. Often, it is linked with a formal roll-out in a highly prestigious event under the 
patronage of the top management, addressing the emotions of the change recipients. The 
first tipping point is followed by a long phase of stagnation. During this phase the support 
for the new idea gradually fades away if it is not constantly reiterated by the change agents. 
The top management may also change its mind and withdraw its support, resulting in a 
deep crisis of the change project. But suddenly individuals start realizing that the change 
has become inevitable and they “jump on the bandwagon”, setting off the second tipping 
point. The top management becomes impatient and often brings deadlines forward. 

4. OUTLOOK: IMPLEMENTATION OF THE NEW SIMULATION  

Once all the key dynamics of the new simulation are identified and implemented in the busi-
ness game kernel, a number of pilot tests will be organized. Feedback will be collected from 
the participants of the prototyping workshops in terms of reaching the learning objectives, real-
ism, effectiveness and perceived value of the new simulation as a learning tool. This feedback 
will flow into the continuous improvement and fine tuning process of the simulation. Also, a 
set of supporting material such as facilitator and participant manuals, teaching and deployment 
notes will be developed, helping the facilitators in organizing effective learning experiences. 

When the new simulation is finalized, it will be used in management courses in business 
schools, starting with our INSEAD programs in Abu Dhabi, Fontainebleau and Singapore, and 
progressively be extended to other educational institutions as well as organizations in the Mid-
dle East facing the challenges of change and innovation management. Eventually, it is intended 
to make a significant contribution to the professionalization of management training and de-
velopment practices in the Middle Eastern region. 
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