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0.1 List of Change Skills

This workbook of change worksheets equips managers and change agents with a step-by-step model for implementing an accelerated change process. This program is flexible and applies to many types of changes. Whether your change is an organizational structure change, a technological change, a human resource system installation, or an individual motivation problem, these change exercises and interventions will help you guide your employees through the change process.

The skills you’ll learn during this program will help you accomplish the following with your organization and/or team:

· Gain commitment from key decision makers in order to enact the necessary change.

· Significantly increase the likelihood that the identified program will achieve its goals on time and within budget. 

· Develop the implementation architecture that generates high degrees of commitment.

· Teach people a systematic procedure for implementing an immediate change and also build skills for different future changes.

· Help create a new culture made of people who embrace, not fear, change.

· Increase participant's understanding of change dynamics that can be applied to current and future projects.


Eight Change Strategies Overview

The program is a step-by-step process for analyzing how a change can be implemented.  The book is divided into two modules that address different strategies of change:  the first module focuses on four change strategies which deal with planning the change; the second module has four strategies which deal with the implementation of the change. The information from each step is used to create a transition plan.

Planning for Change Strategies

1.
PRESSURE/Pain:  Creating Motivation For Change  (  An initial imperative in the planning stage is to communicate that the organization is in pain and there is an urgency to change.

2.
Picture:  Creating Vision  (  The organizational vision or picture must be defined and communicated.

3.
Perspective:  Reframing Negative Viewpoints (  Leaders of the change initiative should frame it as positively as possible to create a motivating perspective.

4.
PROCESS CHAMPION:  Effective Role Models  (  Process Champions use their persuasion and motivational abilities to encourage less enthusiastic employees to support the change initiative.

Implementing Change Strategies

5.
Participation:  Involvement Creates Ownership  (  The primary way to create change is to involve employees (have them participate) in order to gain their support and commitment.

6.
Person-TO-Person  Communication:  Gains Commitment  (  Individualized communications allows for the use of different messages to employees with varying levels of resistance.

7.
Positive reinforcement:  Celebrating and Rewards  (  Positive reinforcement throughout the change process establishes and maintains commitment.

8.
Parts of a Change Plan:  Checklist  (  A model or plan expresses the business need for the change, the process stages, and individual or group responsibilities.

Success:  How does a company achieve success when managing change? Would you expect the factors that account for the failure of change projects to be non-technical? A review of both practical experience and available research shows that the non-technical, unattended human factors are, in fact, the problem in failed change projects. The change problems leaders face tend to originate from the following three areas:

Organization:  Lack of management support, champions or role models as well as the lack of a vision and continuous communication of that vision. 

Group/Team:  Inability of a group to make decisions; poorly designed internal group structure as well as ineffective management of the process between groups. 

Individual:  Differences in thinking styles of people who design the change and those who use it; lack of initiative or commitment and lack of rewards.
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Eight Change Strategies

Would you like to have a simple change management process to help guide you through a change, or perhaps make a current system work more effectively? The strategies described on the following pages are presented as a step-by-step process for managing change successfully. These eight strategies are featured in the wheel to the left.

0.2 Defining Your Change Projects

Fill-in-the-Blanks:

1.
The purpose of this project is:  

	


2.
The people we are changing are (change targets): 

	


3.
The champion (change agent) is: 

	


4.
The champion (sponsor/senior management) of this program is: 

	


5.
The Stakeholder(s) in this process who may be resistant are:  (Note: Stakeholders are people you need to influence and whose buy-in you require) 

	


6.
The outcomes we want are: 

	

	


0.3  RATE YOUR PROJECT RISK: Where is Your Organization on The Scale of High or Low Risk of Change Failure?

	High Risk of Change Failure
	((
	Low Risk of Change Failure

	Top management demonstrates little or no support for the change.
	1, 2, 3, 4, 5
	Top management demonstrates strong support for the change through frequent communications, and role modeling.

	There is no clear championship process in place or the champions lack credibility.
	1, 2, 3, 4, 5
	A clear championship process is in place where champions are highly credible, and given resources to create the change.

	The vision of the future desired state has not been developed or communicated or has not been continuously communicated.
	1, 2, 3, 4, 5
	The vision has been developed, communicated, and continuously reinforced.

	Few or no reward systems have been established to create or maintain the change.
	1, 2, 3, 4, 5
	Reward systems have been established to create or maintain the desired changes in behavior.

	The internal group structure and/or the inter-group processes are not designed adequately to handle gaps in job processes or process improvements.
	1, 2, 3, 4, 5
	The group(s) responsible for the change are well balanced with job roles.  Inter-group processes work well.

	Groups or teams are unable to reach consensus or reach a false consensus which affects implementation downstream.
	1, 2, 3, 4, 5
	Groups are able to reach consensus on key decisions.

	The designers of the change have different styles than the users of the change.
	1, 2, 3, 4, 5
	The designers of change have learned to communicate with their customers who may have different thinking styles.

	Individuals lack commitment and ownership of the change.
	1, 2, 3, 4, 5
	Individuals are committed to the change.


	Score of 8-20 = High Risk
	Score of 20-30 = Medium Risk
	Score of 30-40 = Low Risk


Copyright:  Marilyn Buckner Ph.D. 1995
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1.1 Strategy — pain or Pressure

“Creating Motivation to Change”

Defining the Pain Strategy

1.1 PRESSURE/PAIN QUESTIONS

· People become motivated to change only when the pain or dissatisfaction with the current situation becomes great enough.

· Use data to show an individual how the current situation isn’t good enough.  Some examples are:

· the current system is too slow

· a person is using the system inefficiently

· an organization can save money by installing a system

Key Questions:  Planning Change Through Utilizing Pain
Considering your own situation, decide first if you need to create pain in a sponsor or a target of the change, then answer the following questions:

· Is the pain strong enough to create action? 

· If not, how can you create it? (See Pain ( Creating a “Need” Technique Worksheet for a list of examples in italics.) 

· Can you create pain using customer feedback methods? 

· Do you need to talk to more people to get other ideas for generating pain?

· Do you need to go back and investigate to get more data to create dissatisfaction by demonstrating the severity of the problem?

· What facts or statistics can help you illustrate your objective?

· What are your solutions for overcoming the pain?

1.2 PRESSURE/Pain Strategy Checklist ( Tools Worksheet 

Identify which strategies could work for you to create a business case or sense of urgency by providing the following negative information:

· share customer service reports/letters

· present financial data/losses/problem to create business case

· use consultant to identify problems

· use focus groups to gather evidence of problems

· identify worse case scenarios

· have customers or employees present concerns or data directly to change target(s)

· use prototype to demonstrate value and show what the group loses by not having the new change

· use negative industry trends to catch people’s attention

· change or create rewards so there is “pain” if the bonus/reward is not received

· benchmark to identify gaps in performance

1.3 Pressure/Pain ( Creating a “Need” Technique Worksheet 

Questions to Ask to Create Pain (Examples are in italics)

A.
Performance Gaps: Leaders set high expectations of others (Raising the bar goals attached to high rewards/loss of rewards). List ideas.

For example:  There is a need to ask our sponsors of the performance tracking systems, to link the completion of reports and processes to a financial reward or sanction.

____________________________________________________________________________________________________________________________________

1.
How well do we currently perform? For example:  Our results or our performance tracking system is poor.
________________________________________________________________________________________________________________________

2.
What do customers say? For example:  A customer survey showed that our people are not meeting standards.

________________________________________________________________________________________________________________________

3.
What do employees say? For example:  A focus group report revealed that employees are highly dissatisfied with the system.

________________________________________________________________________________________________________________________

B.
Provide Negative Trend Information:  Generate external or internal data to induce change (e.g., external visits, reports, surveys, benchmarks). List ideas.  For example:  Research shows that companies who use this system, out perform those companies that don’t in revenue, profit and other measures.

____________________________________________________________________________________________________________________________________

4.
Are there competitive threats or negative industry trends?  For example:  Reduced pricing from competitors is creating a need to use this system in order to increase productivity.

________________________________________________________________________________________________________________________

C.
Peer Pressure: Create early adopters to lead the change (Use a champion or role model). List ideas.  For example:  Choose a division to implement the system to encourage other divisions to keep up with the first division.

______________________________________________________________________________________________________________

5.
Illustrate opportunity to fulfill a vision. (Share the gap between now and the future vision).  For example:  A report on the gap between what we have and what we need to be is extensive and signals a need for a new vision of the process.
____________________________________________________________________________________________________

D.
Provoke: Do something outrageous to catch people’s attention. Destroy old symbols, create unusual analogies, etc.  List ideas: For example:  Tear up the old forms at the next employee meeting to signal the need for a change.

______________________________________________________________________________________________________________
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2.1 Strategy —      picture

“the importance of vision in driving change”

 Picture Steps
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Reference: Richard Beckhard & Rueben T. Harris

2.2 PICTURE Questions
Considering your own situation, answer the following questions:

· Have you clarified and communicated the real purpose of the change? Write down what you would say to others about the impending change. Then, rewrite it using inspirational examples.

· What information can you share with employees to help them understand the urgency for making the change?

· What is your vision for the future of your group? If you're having difficulty, an interesting concept is to imagine yourself being interviewed by a reporter at The Wall Street Journal five years from now. What would you tell the reporter you accomplished with your vision? Try to describe it in highly descriptive words. 

· How can you best present information about the future state in order to enlist others in the vision? How can you truly paint a picture?

2.3 Vision ( GAP Analysis Worksheet

	List the key parts of your vision
	Describe where you are now 
	Action plan to get to the goal

	
	
	

	
	
	

	
	
	


2.4 Vision Communication WORKSHEET( Rationale For The Change 

Develop bullet points for a vision communication plan using the outline below:

A.
Explain the reason for change (Pain):

· It should identify an urgent reason, need, or business case for the change.

______________________________________________________________________________________________________________________________________________________

B.
Create positive Perspective through progress steps:

· Describe the progress to date.

______________________________________________________________________________________________________________________________________________________

· Celebrate/recognize accomplishments.

______________________________________________________________________________________________________________________________________________________

· Communicate progress.

______________________________________________________________________________________________________________________________________________________

C.
Paint a Picture of future success:

· Describe current year business objectives and priorities.

______________________________________________________________________________________________________________________________________________________

D.
Participation:

· Answer the questions: What do you want me to do, and what tools and support do I need?

______________________________________________________________________________________________________________________________________________________

E.
Positive Reinforcement:

· Describe in simple but elevating words the rewards involved.

______________________________________________________________________________________________________________________________________________________

· Answer the question: What's in it for me?

______________________________________________________________________________________________________________________________________________________
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3.1 Strategy—perspective 
“Managing Negative Perceptions During Change”

	“Change your thoughts and 

you change your world.”




	“Changing perception is like…making lemonade from lemons.”




	“Is the glass half full or half empty?”




3.2 Key PERSPECTIVE Questions
Consider the following two questions as a guide for creating a positive perspective to change: 

· First, has a positive picture of the change been communicated effectively by reframing the situation in the best way? Remember that even though a vision has passion and you're excited about it, it still needs to be positive for others.

· Second, how are others going to look at this change? Look for any possible negative reactions and self-interest. Based on each person's perception of how they've been affected, develop a strategy to help them reframe.

3.3 Issues for Reframing

What resistance or reactions to change do you observe in another person that could be reframed?

How might you help this person develop new perspectives? (reframe at least one)

3.4 Perspective ( Target Analysis for Change
Plan action steps for closing gaps for those against or neutral to the change:

Use this worksheet to identify people who may have a negative perspective.  For those who are against the change, what can you do to reframe their thoughts?

	List names or groups of those affected by change.  For example:  managers, employees and staff support groups.

	
	

	Against (List Actions)  For example:  meet individually with managers to discuss concerns; involve them in the design phase.

	
	

	Neutral (List Actions)  For example:  include employees in the training which will increase their understanding and support.

	
	

	Supportive (List Actions)  For example:  ask them to meet with resistors.  Ask top management to introduce program.

	
	


3.5 IDENTIFY PARADIGMS OR SACRED COWS?
What paradigms do you or others in your organization have?

How will you change these limiting views?
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4.1 Strategy — Process Champions
“The Positive Relationship to Success”
4. 2 Key Process champion Questions
Considering your situation, answer the following questions:

· Have you selected a credible champion for people to follow?

· Have you found people who can help lead this process and have you given them the time and resources to help them make the changes?

· Have you given role models the responsibility and the support to help them create change?

· What are the rewards to make the role models do what you want them to do?

4.3 Checklist: How champions install Culture change… 
A New Vision & Set of Business Strategies:

	Managerial Actions

· restructure, change systems and policies

· provide role models and communicate why that behavior is needed

· endorse/support new activities proposed by others

· change specific personnel or the criteria by which people are recruited and promoted



	(

	Changes in Behavior 

· actions create new behavior



	(

	Success 

· new behavior appears to work 



	(

	Culture 

· behavior norms begin to change to be more like new vision and strategies

· shared values begin to change to be more like new vision and strategies




Reference: John Kotter (1991)

4.4 Rating process champion Skills
Using the worksheet on the following page, rate yourself as if you are the champion of a program, or as if you are selecting people for champion positions.  What skills need to be improved?  Who can help with the competencies that a champion doesn't have?

Process Champion Success Characteristics

H = High Skill Level

M = Medium Skill Level

L = Low Skill Level

	
	H
	M
	L

	· persuasion, motivation skills 
	
	
	

	· passionate about the change vision
	
	
	

	· excellent problem solvers
	
	
	

	· planning & execution skills
	
	
	

	· project management skills
	
	
	

	· good implementers; effective with gaining influence
	
	
	

	· politically sensitive
	
	
	

	· sells ideas to colleagues
	
	
	

	· manages without formal authority
	
	
	


(Beatty, 1992)
Actors in the Change Process

Instructions:  List the names of the people who fit the following description in the boxes below.  Note:  Sometimes a person or group can fit in more than one category as the change cascades down the organization.  For example:  A manager could first be considered a target by a sponsoring executive then as the manager accepted the change, he could become a change agent.

Sponsors:

· An individual or group who has the power to sanction change. (Example:  usually top management)

	


Change Agents/Champions:

· The individual or group who is responsible for actually making the change. (Example:  usually a project manager)

	


Target:

· The individual or group who must actually change. (Example: usually employees or users of a system)

	


Advocates:

· The individual or group who wants to achieve a change but lacks the power to sanction it. (Example:  usually a person in a staff support role)
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5.1 Strategy — Participation
“Strategies for Gaining Commitment”
Defining Participation Strategy

5.2 Key Summary Questions
Participation is the key to anticipating and overcoming barriers to change. As you look at these questions, imagine how you could get others to participate in the changes that need to be made:

· How does one get others to participate in the changes that need to be made? Whose involvement do you really need?

· Particularly, look for critics. Where are they located? How can you involve those who may stand in your way?

· What are the anticipated barriers for which you can prepare? 

5.3 Influencing the Negative Stakeholder ( Worksheet

Identify negative stakeholders who could derail your change.  Define what their concerns are.  Then define how you will address the concerns in an action plan.

	Stakeholders:


	

	Concerns:


	Action Plans:


5.4 Exercise:  Identifying Negative Stakeholders
Using the worksheet on the following page, list the people who need to participate in the change and the tasks they are to complete.  Use the scale of one (1) to six (6) to define their role in the change.

5.4.1  Responsibility Grid ( Participation Worksheet
The responsibility grid is a useful tool to help sort out “who will do what” in terms of decision-making. Based on the theory that not all constituents have the same vested interest in the decisions the team will make, it can help the team identify areas where they need to be “politically” sensitive to the needs and desires of various groups and individuals as they relate to activities, decisions and milestones of the project.

	Tasks
	A
	B
	C
	D
	E
	

	
	
	
	
	
	
	Names:

A__________

B__________

C__________

D__________

E__________


1 = the person who makes the decision

2 = the person who has veto power over decision

3 = the person who votes

4 = the person who is consulted before the decision is made

5 = the person who is told about decision after it is made

6 = the person who has no need to be involved in decision


6.1 Strategy — 

Person-to-person
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Communication & Commitment

“Dealing with resistance and building commitment” 

Defining Person-to-Person Communication Strategy

6.2 Key Summary Questions

· Have I helped people to discover, as soon as possible, the part they will play in the new system ( or how it will affect them? (Describe)

· Do you accept the fact that some people are going to be ambivalent or distant toward the new change you are trying to bring about?

· What strategies will you need to overcome this resistance?

· Have you identified a personal reason or source of commitment that will help them get recommitted?

6.3 Communication Strategies ( Tactics & Tools Worksheet

Communication Planning Matrix

	Channel
	Beginning
	Middle Phase
	Implementation
	Lessons Learned/ Feedback

	
	Roll-out of the Change Project
	Manage Expectations; Clarify Mission
	Begin to Mobilize Commitment; Detailed Information
	Monitor Progress

	Written:
	
	
	
	

	Newsletter


	
	
	
	

	Bulletin

Board
	
	
	
	

	VP Memo


	
	
	
	

	Oral:
	
	
	
	

	One-to-One

Meeting
	
	
	
	

	Group

Meeting
	
	
	
	

	Focus Group/

Surveys


	
	
	
	


[image: image10.png]



7.1 Strategy — Positive Reinforcement or Celebrating
“Rewards”
Defining Rewards Strategy

7.2 Key Summary Questions
Considering your situation, answer the following questions:

· What are some novel rewards you could use for reinforcing progress toward change goals?

· Have you found ways (financial and non-financial) to reward people for making the changes you ask them to make?

· Have you found ways to symbolize the new identity ( organizational and personal ( that is emerging from this new beginning?

· Do you recognize that without rewards, people will revert back to the old way of doing things?
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8.1 Strategy—Parts/Plan 

“Creating a Model or Game Plan”
Defining the Parts/Plan Strategy



8.2 7S Model

1.
Shared Values

The "culture" of the organization ( dominant values, beliefs and assumptions that have become an enduring influence on organizational behavior and managerial decision-making.

2.
Strategy

Overall strategic orientation of the organization; primary bases of competition.

3.
Structure

Types of structures and overlays that characterize the organization; signals given in terms of critical functions and interdependencies, distribution of power among units and functions, and primary focus.

4.
Systems

The basic measurement, reward, control, information and planning systems in the organization.

5.
Staffing

The organization's approach to human resource management; prevailing view in the organization about the nature of employees and their role in the organization; approaching the tasks of recruitment, selection, socialization and development of its employees; "career" management.

6.
Skills

Distinctive competencies of the organization as a whole; things the organization does particularly well.

7.
Style

Basic elements of management style in the organization; ways managers spend time; decision-making process; reaction to mistakes and experiments; communication from managers.

8.3 Parts ( Questions For Change Consideration

Shared Values ( the values shared by the members of an organization
· What are the values of management?

· Does management use fear to force productivity or compliance?

· Is the degree of commitment to objectives in proportion to the size of rewards associated with the achievement?

· Is there allowance for a high degree of imagination, ingenuity, and creativity in the solution of organizational problems?

Strategy ( systematic action & allocation of resources to achieve company aims
· Is there long-range direction for the product, technology, and customers? 

· What is the basis of assumptions; how is testing and tracking to be done?

· A change leader can help with processes, assumptions, creativity, and planning.

Structure ( organization structure, authority/responsibility relationships and process design
· Does the structure support management's philosophy and strategy?

· How well does the structure support centralization vs. decentralization, the span of control, differentiation of functions, and integration of activities?

· Does the structure take into consideration both present and future growth?

Systems ( procedures and processes, such as information systems, manufacturing processes, budgeting and control processes
· Do the systems fit with the philosophy, strategy, and structure?

· Are there adequate financial, human resources, logistic, and management information systems?

· Are there regular, formal information flows?

· Are there established policies, procedures, and meetings?

· Do the systems facilitate operations and provide helpful mechanisms?

· Are systems flexible and adaptable to change?

Staffing ( the people in the enterprise and their socialization into the organizational culture
· Is the human resource strategy supportive of the business strategy?

· Does the selection process fit the management philosophy and plans for future growth and change?

· Is there a balance of skills and sufficiency, for both the present and the future?

· Is there career planning and development?

· Are there appropriate procedures for performance appraisal and promotions?

Skills ( distinctive capabilities of an enterprise
· Do the skills fit the business philosophy?

· Organizational skills, or the lack of them, are generally referred to in management as strengths and weaknesses.

· Are the skills adequate for the business strategy?

Style ( the way management behaves and collectively spends its time to achieve organizational goals
· Does the organization empower employees?

· Is the organization managed by intimidation or by fear?

· Is there a team approach?

· What barriers need to be removed in order to allow for communication to flow freely between departments or organization levels?

8.4 Key Summary Questions

· Have you thought through a model to include all of the necessary ingredients; for example, 7S Model or a project management model?

· Think of one person who will need to modify his/her behavior in order for the change to be effective. How can tasks be broken down into small pieces for that person?

· How can you build into your plan some steps for immediate success to help people build their self-confidence and increase their optimism so that the change will work? 

· Do you recognize that new behavior usually does not readily appear, but manifests itself as a closer approximation of the final behavior?

· Have process teams been created to manage the parts of the change? (Avoid adding extra responsibilities to people who are already overloaded. Give a group clear responsibility to implement a change.) 


#1





“People have to Participate before Support occurs”





“Painting a Picture helps create the future”





#2





#3





“Seeing a new perspective”





“A Process Champion 


is Critical”





#4





#5





“Communication and Listening Overcomes Resistance”





#6





Positive Reinforcement Ensures Behavior Change





#7





Preparing a Plan





#8
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