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[bookmark: _Toc444168319][bookmark: _Toc282688914]PrefaceLearning is a treasure that will follow its owner everywhere.
Chinese Proverb

[bookmark: _Toc283024575][bookmark: _Toc287448857][bookmark: _Toc292960242][bookmark: _Toc444168320]What is Courseware?
[image: MC900071138[1]]Welcome to Corporate Training Materials, a completely new training experience!
Our courseware packages offer you top-quality training materials that are customizable, user-friendly, educational, and fun. We provide your materials, materials for the student, PowerPoint slides, and a take-home reference sheet for the student. You simply need to prepare and train!
Best of all, our courseware packages are created in Microsoft Office and can be opened using any version of Word and PowerPoint. (Most other word processing and presentation programs support these formats, too.) This means that you can customize the content, add your logo, change the color scheme, and easily print and e-mail training materials.

[bookmark: _Toc283024576][bookmark: _Toc287448858][bookmark: _Toc292960243][bookmark: _Toc444168321]How Do I Customize My Course?
Customizing your course is easy. To edit text, just click and type as you would with any document. This is particularly convenient if you want to add customized statistics for your region, special examples for your participants’ industry, or additional information. You can, of course, also use all of your word processor’s other features, including text formatting and editing tools (such as cutting and pasting).
To remove modules, simply select the text and press Delete on your keyboard. Then, navigate to the Table of Contents, right-click, and click Update Field. You may see a dialog box; if so, click “Update entire table” and press OK.
[image: ]
(You will also want to perform this step if you add modules or move them around.)
If you want to change the way text looks, you can format any piece of text any way you want. However, to make it easy, we have used styles so that you can update all the text at once.
If you are using Word 97 to 2003, start by clicking the Format menu followed by Styles and Formatting. In Word 2007 and 2010 under the Home tab, right-click on your chosen style and click Modify. That will then produce the Modify Style options window where you can set your preferred style options.
For example, if we wanted to change our Heading 1 style, used for Module Titles, this is what we would do:
[image: ]
Now, we can change our formatting and it will apply to all the headings in the document.
For more information on making Word work for you, please refer to Word 2007 or 2010 Essentials by Corporate Training Materials.

[bookmark: _Toc283024577][bookmark: _Toc287448859][bookmark: _Toc292960244][bookmark: _Toc444168322]Materials Required
All of our courses use flip chart paper and markers extensively. (If you prefer, you can use a whiteboard or chalkboard instead.) 
We recommend that each participant have a copy of the Training Manual, and that you review each module before training to ensure you have any special materials required. Worksheets and handouts are included within a separate activities folder and can be reproduced and used where indicated. If you would like to save paper, these worksheets are easily transferrable to a flip chart paper format, instead of having individual worksheets.
We recommend these additional materials for all workshops:
1. Laptop with projector, for PowerPoint slides
Quick Reference Sheets for students to take home
Timer or watch (separate from your laptop)
Masking tape
Blank paper

[bookmark: _Toc283024578][bookmark: _Toc287448860][bookmark: _Toc292960245][bookmark: _Toc444168323]Maximizing Your Training Power
We have just one more thing for you before you get started. Our company is built for trainers, by trainers, so we thought we would share some of our tips with you, to help you create an engaging, unforgettable experience for your participants. 
1. Make it customized. By tailoring each course to your participants, you will find that your results will increase a thousand-fold. 
1. Use examples, case studies, and stories that are relevant to the group. 
1. Identify whether your participants are strangers or whether they work together. Tailor your approach appropriately. 
1. Different people learn in different ways, so use different types of activities to balance it all out. (For example, some people learn by reading, while others learn by talking about it, while still others need a hands-on approach. For more information, we suggest Experiential Learning by David Kolb.)  
1. Make it fun and interactive. Most people do not enjoy sitting and listening to someone else talk for hours at a time. Make use of the tips in this book and your own experience to keep your participants engaged. Mix up the activities to include individual work, small group work, large group discussions, and mini-lectures. 
1. Make it relevant. Participants are much more receptive to learning if they understand why they are learning it and how they can apply it in their daily lives. Most importantly, they want to know how it will benefit them and make their lives easier. Take every opportunity to tie what you are teaching back to real life.
1. Keep an open mind. Many trainers find that they learn something each time they teach a workshop. If you go into a training session with that attitude, you will find that there can be an amazing two-way flow of information between the trainer and trainees. Enjoy it, learn from it, and make the most of it in your workshops.
And now, time for the training!

[bookmark: _Toc230963919][bookmark: _Toc444168324]
Module One: Getting StartedEvery new beginning comes from some other beginning's end.
Seneca

[image: ]Welcome to the Change Management workshop. Change is a constant in many of our lives. All around us, technologies, processes, people, ideas, and methods often change, affecting the way we perform daily tasks and live our lives. This workshop will give any leader tools to implement changes more smoothly and to have those changes better accepted. This workshop will also give all participants an understanding of how change is implemented and some tools for managing their reactions to change.

[bookmark: _Toc294175925][bookmark: _Toc444168325]Housekeeping Items
Take a few moments to cover basic housekeeping items.
· If you need an opening or a way to introduce the participants to each other, utilize the Icebreakers folder to begin or between breaks during the day.
· Let participants know where they can find washrooms, break facilities, and fire exits.
· Ask participants to turn off their cell phones or at least turn them to vibrate. If they must take a call, request that they do it outside.
· Take this time to encourage the group to ask questions and make this an interactive workshop.
· Write the words Respect, Confidentiality, and Practice on a piece of flip chart paper and tape it to the wall. Explain to participants that in order to get the most out of this workshop, we must all work together, listen to each other, explore new ideas, and make mistakes. After all, that’s how we learn!


[bookmark: _Toc283715379][bookmark: _Toc287448863][bookmark: _Toc294175926][bookmark: _Toc444168326]The Parking Lot
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\MP321RS9\MC900057299[1].wmf]Explain the concept of The Parking Lot to participants.
· The Parking Lot is a visible place where you will “park” ideas that arise which are not on the agenda, may be off topic, or are better addressed outside of the program.
· At the end of the session, we will review parked ideas and follow up, or make suggestions for your own investigation when you are back at work.
Suggestions for the trainer:
1. If you are working with a large group of participants, you may wish to nominate a recorder to park items as you are facilitating.
2. It’s a good idea to note the name of the contributor along with the parked item.
3. Items noted on the parking lot can be useful to you later as you plan future training sessions.
[bookmark: _Toc230963921]
[bookmark: _Toc444168327]Workshop Objectives
[image: C:\Users\Kimmi\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\JVU559D0\MCj02934740000[1].wmf]Research has consistently demonstrated that when clear goals are associated with learning, the learning occurs more easily and rapidly. With that in mind, let’s review our goals for today.
By the end of this workshop, you should be able to:
List the steps necessary for preparing a change strategy and building support for the change
Describe the WIFM – the individual motivators for change
Use needed components to develop a change management  and communications plans, and to list implementation strategies
Employ strategies for gathering data, addressing concerns and issues, evaluating options and adapting a change direction
Utilize methods for leading change project status meetings, celebrating a successful change implementation, and sharing the results and benefits
Describe the four states of Appreciative Inquiry, its purposes, and sample uses in case studies
Use strategies for aligning people with a change, appealing to emotions and facts
Describe the importance of resiliency in the context of change, and employ strategies the change leader and individual change participant can use to foster resiliency
Explain the importance of flexibility in the context of change, and demonstrate methods the change leader and individual change participant can use to promote flexibility

[bookmark: _Toc330805891][bookmark: _Toc444168328]Pre-Assignment Review
[image: Description: Description: C:\Program Files\Microsoft Office\MEDIA\CAGCAT10\j0234131.wmf]The purpose of the Pre-Assignment is to get participants thinking about the Change Management strategies they are already using and where they feel a need for improvement. You will also find a Pre-Assignment handout in the Activities folder.
List three areas in relation to Change Management you feel you are strong.
1. ____________________________________________________________________________________________________________________________________________________________
1. ____________________________________________________________________________________________________________________________________________________________
1. ____________________________________________________________________________________________________________________________________________________________
List three areas in regards to Change Management where you would like to see improvement.
1. ____________________________________________________________________________________________________________________________________________________________
1. ____________________________________________________________________________________________________________________________________________________________
1. ____________________________________________________________________________________________________________________________________________________________

[bookmark: _Toc444168329]Action Plans and Evaluations
Pass out the participant action plans and evaluations, available in the appendix of this manual. Ask participants to fill these out throughout the day as they learn new things and have ideas on how to incorporate the things we discuss into their lives.

[bookmark: _Toc230963922][bookmark: _Toc444168330]
Module Two: Preparing for Change
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900055019[1].wmf]A simple definition of change is “to cause to be different”.  The idea of change management on a personal level has been studied for more than one hundred years. But it is only since the mid- 1980’s that change management has been explored within the context of business applications.Continuity gives us roots; change gives us branches, letting us stretch and grow and reach new heights. 
Pauline R. Kezer

Today’s change management initiatives have become a business discipline, driving bottom-line results through changes in systems and behaviors. Managing change has therefore become a critical skill, both for leadership -- and for workers in an organization.

	Estimated Time 
	10 minutes

	Topic Objective
	To recall a change a participant experienced

	Topic Summary
	Facilitated Discussion:  Reflecting on a Past Change
Everyone has been through change. This individual exercise allows participants to draw upon personal experience to reflect upon a change -- its circumstances, and its outcome – as a way to set the stage for this seminar.

	Materials Required
	Worksheet: Reflecting on a Past Change 

	Planning Checklist
	Write two definitions on the flip chart:
Change:  To cause to be different
Change management:  Driving results by changing behaviors

	Recommended Activity
	Provide the worksheet to each participant. 
Explain that this exercise will help set the stage for new thinking about change. Ask everyone to read and respond to the questions on the worksheet:
Think back to a time when a major change effort occurred in your organization or group.  What was the change? What preceded it? What happened in the change occurred? How did people react to it? Was it successful?
· Who would like to share a change that you experienced?
· What helped to make it successful?
Write emerging success factors on the flipchart as they arise in the discussion. If themes emerge, point them out.



[bookmark: _Toc444168331]Defining Your Strategy
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\9MJXCRQW\MC900055285[1].wmf]It is critical to manage change by creating and implementing a strategy that defines an approach consistent with the unique needs of the organization. The strategy serves as the guiding framework, providing direction and shaping decision making throughout the change process.
A simple way to gather data for the strategy is to set up interviews and ask questions regarding the different aspects of the change. Below are some typical questions:

	Aspect
	Question

	The Situation
	What is being changed?
How much perceived need for the change exists?
What groups will be impacted?
How long will the change take?

	People and Their Roles
	Who will serve as a high-level sponsor?
What functional groups should be represented to lead the effort?

	Issues for Analysis
	What will happen if we do/don’t do this?
How universal is the change?
Are there exceptions or deviations to consider?



From the answers to the questions, the strategy document is created, serving as a “blueprint” for the initiative. A strategy document should discuss important components of the change. The components are listed below, accompanied by sample wording.


	Strategy Component
	Sample Language/Notes

	Description of the proposed change vision, and its goals
	Transform the business processes and the technology by which the organization manages the human resources and payroll functions

	The reasons(s) why the change is necessary
	These changes will allow the organization to save time and money and provide more responsive HR and payroll services to our employees

	Critical success measures and key performance indicators
	Risks have been proactively identified and addressed
Employees are prepared to perform their new job on Go live day with a 95% success ratio

	Project stakeholders and stakeholder groups and their involvement
	The current Phase: Senior management
The Pre-Implementation Phase: Senior management, subject matter experts, change champions

	Key messages to communicate
	Pre-Implementation Phase:   The business requirements, business case staffing,  and the projected timeline

	Roles and Responsibilities
	Communications Team Lead: Develop project communications and presentations
Change Management Team Lead: Direct overall team activities; Provide team with change management expertise; Manage Project Team Effectiveness, Capability Transfer, & Leadership Alignment activities

	Target time frame to achieve goals
	(This can be a graphical time line, a paragraph, an embedded spreadsheet, etc.)

	Focus Areas
	Leadership Alignment: Align leaders to the project vision and enable them to champion the effort
Organizational transition: Design new employee roles, jobs, and organization structures to support the new processes and technology



	Estimated Time 
	15 minutes

	Topic Objective
	To use a hypothetical case study to create questions for a change strategy

	Topic Summary
	Contemporary Chemical
This exercise provides participants with practice developing key questions that need to be answered in order to gather data necessary for developing a change management strategy

	Materials Required
	None

	Planning Checklist
	Handout: Contemporary Chemical Phase I

	Recommended Activity
	Divide participants into groups of 4 and distribute the handout. It contains a short case about a company about to undergo a change.
Ask participants to read the case and develop questions that need to be asked in order to create a strategy.  The questions should be written on flip chart paper and posted for discussion during debrief.
In the debrief discussion, look for common question themes among the groups, and emphasize the importance of gathering all the needed data about the situation, the people, and the issues aspects of the organization and the potential change.

	Review Questions
	Why are a complete and comprehensive strategy and strategy document important to the success of a change management project?




[bookmark: _Toc298852313][bookmark: _Toc444168332]
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\31B2RP17\MC900198609[1].wmf]Building the Team
To effectively implement a team positioned for success, leaders must select members who display a high degree of skill in six key elements: 
1. Commitment
2. Contribution 
3. Communication
4. Cooperation 
5. Conflict management
6. Connection
The team must represent all of the needed functional groups and roles necessary to manage the change initiative. By formalizing the team and providing funding and other resources, it sends a message of accountability and responsibility, and illustrates the investment the organization has made in the change.

	Estimated Time 
	20 minutes

	Topic Objective
	To define six elements of a successful change management team

	Topic Summary
	Teams and Roles in Change Management
People responsible for putting together a change management team should carefully consider the six elements when selecting individuals for the team

	Materials Required
	Handout: Elements of a High Performing Change Management Team
Handout:  Essentials Roles for a Change Management Team
Worksheet: Change Management Team Job Description

	Planning Checklist
	None

	Recommended Activity
	Distribute the two handouts and the worksheet to everyone
Discuss the six elements and overview the roles that should be represented
Divide the group into teams of 4
Ask the groups to use the worksheet to write a short job description for a team member in the change management role
In debrief, ask each group to share one or two requirements from their job description

	Review Questions
	What are the benefits of careful and balanced selection of change management team members?
The problems of not considering the right skills and attributes?
Remind participants to consider adding an item to their action plan. 



Below is an optional team-building exercise you can use if time permits.

	Estimated Time 
	10 minutes

	Topic Objective
	To create a group resume

	Topic Summary
	Creating a resume is an excellent way to help a newly formed change management team discover how rich the group is in skills and experiences

	Materials Required
	None

	Planning Checklist
	None

	Recommended Activity
	Divide participants into groups of 3 and provide each with flipchart paper and markers
Tell the group members that they represent an incredible array of talents and experiences
Suggest that one way to learn about one another is to compile a group resume
Ask the groups to use flipchart paper to each write a resume that includes
· Total years of professional experience
· Positions held
· Key accomplishments
· Knowledge about the change management topic
· Educational background
· Hobbies
In debrief, ask each group to present their resume to the large group.

	Review Questions
	Remind participants to consider adding an item to their action plan. 




[bookmark: _Toc444168333]Case Study
James needed to prepare for a change in management at a paper distribution company. In order to do so, he assembled a very specific team of competent employees. They were chosen based on factors such as commitment, communication, and conflict management. They were able to effectively design a strategy for the change and guide it onward to completion, which helped the company grow and evolve.



[bookmark: _Toc444168334]Module Two: Review Questions
1) Change management has been explored within the context of business applications:
a) For more than hundred years
b) For more than fifty years
c) Since mid-1980’s
d) Since mid-1990’s
2) A simple definition of change is:
a) To cause to be different
b) To prove that you are different
c) To want to be different
d) To try to be different
3) What kind of questions should you ask when you are gathering data for a change strategy?
a)  General questions
b) Questions about anything regarding the organization
c) Any kind of questions regarding the interviewee 
d) Only the questions regarding the change
4) When the strategy document is created, it serves as:
a) Black print for the initiative
b) Whiteprint for the initiative
c) Blueprint for the initiative
d) Red print for the initiative
5) Which of the following is not one of the key elements for the members of a team?
a) Contribution 
b) Connection
c) Commitment
d) Competitiveness 
6) Which of the following statements IS NOT true?
a) The team must represent all of the needed functional groups and roles necessary to manage the change initiative
b) By formalizing the team and providing funding and other resources, it sends a message of accountability and responsibility
c) Leaders must select members who display a basic degree of skill in six key elements
d) All the statements are true
[bookmark: _Toc230963927][bookmark: _Toc444168335]
Module Three: Identifying the WIFM
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\FTRMPN7N\MC900198131[1].wmf]For change to be successful, people must desire to support and participate in the change. Simply building awareness does not generate desire. Showing everyone what is in it for them will produce a great starting point and help generate support. The beginning of the change process is very important and showing the affected parties how the change will improve their environment will initiate the process on the right foot.When your desires are strong enough, you will appear to possess superhuman powers to achieve
Napoleon Hill




[bookmark: _Toc444168336]What’s in it for Me?
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\31B2RP17\MC900383528[1].wmf]In order to answer the question “What’s in it for Me?”, or WIFM, change management leadership must create energy and engagement around the change. This builds momentum, and instills support at all levels of the organization. Factors that influence WIFM are:
· The nature of the change
· The organizational context for the change
· An employee’s personal situation
· What motivates the person as an individual?
The next exercise provides data input that can be used to discover what’s in the change for employees at Contemporary Chemical.

	Estimated Time 
	15 minutes

	Topic Objective
	To use a SWOT analysis to pinpoint opportunities to encourage WIFM

	Topic Summary
	SWOT Analysis at Contemporary Chemical
A SWOT analysis is a simple tool for analyzing Strength, Weaknesses, Opportunities, and Threats for reviewing a strategy, business proposition, position, and direction of a company, business proposition, or any other idea.
What is learned from the Strength and Opportunities quadrants can be used to leverage the WIFM factor for a planned change.  The Weaknesses and Threats results help the team avoid potential pitfalls when working to instill desire for change.

	Materials Required
	Worksheet: SWOT Analysis

	Planning Checklist
	On the flip chart, write “SWOT” and draw and label the SWOT quadrants.

	Recommended Activity
	Explain the purpose of a SWOT analysis: 
A SWOT analysis is a simple tool for analyzing Strengths, Weaknesses, Opportunities, and Threats for reviewing a strategy, business proposition, position, and direction of a company, business proposition, or any other idea.
Divide participants into groups of 4 and provide the worksheet.
Ask groups to revisit the Contemporary Chemical case (phase I) and perform a SWOT analysis given the facts presented.
Mention that they should consider the different change audiences in their analysis.
Debrief the exercise by pointing out strengths and opportunities in common across the groups’ results, and asking participants how they can translate these into tactics for supporting the WIFM messages during a change process.

	Review Questions
	How can a SWOT analysis help you identify elements to support motivation for change?



[bookmark: _Toc444168337]
Building Support
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900055273[1].wmf]Effective communications are essential for building support throughout the organization.
Whoever communicates with people impacted by a change must have a clear understanding of the overall nature of the change, its reasons, and how it aligns with the vision for the organization. He or she must understand the risks of not changing, the timing for the change, and what people will be most impacted by the change.
Communications options are many, including email, presentations, postings on the organization’s intranet, flyers and circulars, banners, online or phone conferences, and special social events.
Beforehand, communicators should identify and segment audience groups, craft messages appropriate for each audience, and determine the most effective packaging, timing, and methods for communicating.
· Executive sponsorship
· Coaching by managers and supervisors
· Ready access to business information

	Estimated Time 
	5 minutes

	Topic Objective
	To translate the strengths and opportunities of the Contemporary Chemical telecommuting pilot into potential communication messages

	Topic Summary
	The SWOT analysis allows the change management team members to pinpoint positive elements and benefits that will be crafted later into communications and entered into a communications plan

	Materials Required
	None

	Planning Checklist
	Have the results of the SWOT analysis available for use by the teams

	Recommended Activity
	Using the strengths and opportunities listed in the just-completed SWOT analysis, list various audiences for the project, and brainstorm several points that will be translated into various communication messages as the change management project progresses.

	Review Questions
	Why is it important to match message to audience?
Remind participants to consider adding an item to their action plan. 


[bookmark: _Toc444168338]Case Study
Mary was responsible for letting everyone know how an upcoming change in vendors would affect them. She was knowledgeable about the company as a whole, and she also knew the details and reasons behind the change. Her only issue was to decide how to convey relevant information to the employees that would let them know how it would change their normal work prior. She decided to hold a presentation for the employees who would be most affected by the change. In addition, she made sure that managers and supervisors were able to coach key employees on how to handle the change so that it would be a smooth transition. When everyone saw why the change was needed, they were able to fully support it.

[bookmark: _Toc444168339]Module Three: Review Questions
1. WIFM is short for the question:
a) Who Initiates First Move
b) What’s Indulgence For Me
c) What’s In It For Me
d) None of the above
8) Which of the following IS NOT one of the factors that influence the WIFM?
a) An employee’s personal situation
b) What motivates the person as an individual
c) The nature of the change
d) The skills of the employee
9) Communicators should:
a) Identify and segment audience groups
b) Craft messages appropriate for each audience
c) Determine the most effective packaging, timing, and methods for communicating
d) Do all of the above
10) What is the acronym for the analysis that allows the change management team members to pinpoint positive elements and benefits that will be crafted later into communications?
a) SWOT
b) SWEET
c) SWEAT
d) SWAT
[bookmark: _Toc230963931][bookmark: _Toc279667001][bookmark: _Toc444168340]
Module Four: Understanding Change
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\31B2RP17\MC900071143[1].wmf]Change is constant and will always occur, and understanding its components on an individual level can help us relate it to an organizational level. Change is important to understand, as it affects many facets of an organization. Its effect on the individual is of great importance as it will filter through and influence all levels of the organization. Organizational change can create fear and uncertainty, it is important to understand these influences; what is expected when they do occur, and preparing for them when they happen.They must often change, who would be constant in happiness or wisdom. 
Confucius



[bookmark: _Toc444168341]Influences on Change
[bookmark: _Toc230963932][image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900059325[1].wmf]Typically causes of change can be split into two categories: Internal and External. 
No organization is an island and external forces are always influencing and interacting with its existence. Individuals and organizations may have very little ability to influence such external factors such as politics, culture, economy, societal changes, or technology. It is important to understand that if the change is the result of an external factor, accept the change, and then modify any internal processes or items that are affected by the external influence. 
Internal factors are very numerous, as almost any item or event can influence change within an organization, but some of the more influential ones are employees, policies, organization structure, managerial, and financial. With internal causes of change we have the most ability to control and prepare the outcomes of such events. The benefits of this are numerous as we can prepare with education, communication, training, and support. These tools will help mitigate any negative outcomes which may occur as a result of the change. 

	Estimated Time 
	5 minutes

	Topic Objective
	To describe the typical causes of change.

	Topic Summary
	Influences on Change
People should have an awareness of the types of influences on change.

	Materials Required
	None

	Planning Checklist
	On flip chart paper, make two columns with Internal and External as the headings. 

	Recommended Activity
	Have the group list types of influence and discuss where they fit on the chart, either Internal or External.
Divide the group into two teams. 
One team will discuss Internal influences while the other discusses External influences.
Each group will order the influences in order of importance.

	Review Questions
	What are the influences of change?



[bookmark: _Toc444168342]Common Reactions to Change
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\39XQYYJK\MC900098045[1].wmf]Denial: If a change is announced some people may feel that the change is not necessary. They may be reluctant to listen or deny any facts or information presented to support the change. 
Resistance: With any change there will always be people who resist the change. Resistance is very common and stems from a fear of the unknown. Not knowing how an event is going to turn out can be a scary event for those who go through the change. 
Anger: When change occurs and the norm is uprooted, people can experience anger. People may lash out and become uncooperative during this time. Humans are creatures of habit, and when that changes people can become angry.
Indifference: People just may not care, or the change may not have an impact on their routines or work. Be wary of this, as the change may be intended to have an impact, if the individual is indifferent about it the change then they may not understand or accept it.
Acceptance: Changes generally occur for the better and have a positive influence on those involved. Even with positive change acceptance may not happen right away, but should occur quicker as opposed to when the change is perceived to be negative. 

	Estimated Time 
	10 minutes

	Topic Objective
	To describe some common reactions to change.

	Topic Summary
	Common Reactions to Change
People will experience change in different ways, and not everyone has the same reaction. Understanding these reactions is essential to help identify why people experience them.

	Materials Required
	None

	Planning Checklist
	None

	Recommended Activity
	Discuss the group's reactions in regards to the following scenario. 
Your company is implementing a new schedule for it workforce. They are switching from a normal 8 hour shift Monday through Friday to a 10 hour shift Monday through Thursday.  
Ask:
· Who feels it is a positive change?
· Who feels it is negative?
· Who in the group would feel upset or angry about the change?
· Who in the group is indifferent?
· How will the change affect people's personal lives?

	Review Questions
	Why is it critical to understand the different reactions people will have to change?





[bookmark: _Toc444168343]Tools to Help the Change Process
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\ZKNEI80I\MC900353591[1].wmf]Preparing for the change is very important as with preparation comes more chance of success. These tools will help facilitate the change process and provide it the best chances for success.
Communication: Keep the lines of communication open before, during and after the change as on the fly changes may be needed. This will help with any unforeseen events that occur during the change. It will also help to learn for the event which should make future changes occur even smoother.
Education: Educate all parties the reasons for the change, and what the expected outcomes will be. People want to know why a change is occurring. It will also help to stop and clear up any rumors that may have been spread.
Training: Make sure all parties are trained and up to date with any and all material required for the change. A very important step if the change involves adding or removing any pertinent in the business.
Flexibility: When change is planned for not all events can be foreseen. Be flexible and ready to modify or update the current plan to account for any unforeseen events.
Affected Parties: It is especially important to have the individuals that are involved in the change participate in the change process. They may be able to shed light into the subject from an expert's point of view.
These tools will help battle any negative reactions when they occur, and with more preparation the change should be smoother.

	Estimated Time 
	10 minutes

	Topic Objective
	To describe tools to help the change process.

	Topic Summary
	Tools to Help the Change Process
To be successful during a change, we must be prepared.

	Materials Required
	None

	Planning Checklist
	None

	Recommended Activity
	Discuss the tools used to help implement the change in the following scenario.
Your company is implementing a new schedule for it workforce. They are switching from a normal 8 hour shift Monday through Friday to a 10 hour shift Monday through Thursday.  
Ask:
· What information should be presented before the change occurs?
· What would help an employee's negative reaction to the change?
· If an employee refuses to change, what should be done?
· Who should be consulted before the change?
· How important is it to know why the change is happening?

	Review Questions
	List the tools used to help with the change process.



[bookmark: _Toc444168344]Case Study
Tammy knew that an upcoming organizational change was going to affect a large amount of people within the company. Before the change was even implemented, Tammy was approached by various employees with complaints about the change. When she questioned them on other aspects of the change or the details that pertained to them, most people didn't actual know. Tammy realized that the main reason for the backlash was the lack of education provided for the employees on the matter. She set up a meeting to do away with any rumors and address any concerns. Eventually the employees accepted the change after understanding it better.






[bookmark: _Toc444168345]Module Four: Review Questions
1) Which of the following IS NOT an external factor?
a) Politics 
b) Economy
c) Policies
d) Technology
2) Which of the following IS NOT an internal factor?
a) Employees
b) Financial
c) Managerial
d) Culture
3) Which of the following IS NOT among the common reactions to a change?
a) Acceptance
b) Proud
c) Anger
d) Indifference
4) Resistance as a reaction to a change stems from the:
a) Fear 
b) Ignorance
c) Disdain
d) Disorientation
5) Which of the following IS NOT one of the helpful tools for facilitating a change?
a) Training 
b) Flexibility 
c) Education
d) Manipulation
6) Communication is most important:
a) Before the change
b) During the change
c) After the change
d) Before, during and after the change

[bookmark: _Toc230963936][bookmark: _Toc444168346]
Module Five: Leading and Managing the Change
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900090563[1].wmf]Every change begins with a leadership decision. Making the decision to institute changes is not always easy. Being prepared, planning well, and being surrounded by a good team will make that decision a lot easier.Before beginning, plan carefully.
Marcus Tullius Cicero








[bookmark: _Toc444168347]Preparing and Planning
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\FJYHE8DN\MC900436996[1].wmf]Begin by putting yourself in a positive frame of mind. You are likely to experience higher than normal levels of stress and knowing this beforehand will give you the ability to be prepared mentally and physically. You will be the anchorperson and foundation, and with your steady hand will guide your team through the stressful events. Be a reassuring and active force throughout the whole process.
It is impossible to prepare for every contingency, but planning for the known is a must. Add time or extra room to the schedule for the unknowns. When you encounter an unexpected event your schedule should not be put off by much if you have built in some leeway. It will provide that buffer that gives you and your team the ability to deal with the unknowns and keep rolling with the change process. 

	
Estimated Time 
	20 minutes

	Topic Objective
	To get into the right mindset to during the preparing stage of change management and realize you cannot control everything.

	Topic Summary
	Expect the unexpected.
Rolling with the punches and being prepared. 

	Materials Required
	Worksheet: Unexpected Events

	Planning Checklist
	None

	Recommended Activity
	Divide participants into groups of 4 and distribute the worksheet.
Instruct the groups:
What unexpected events could occur that would create a problem for a change management plan? For example: power loss, weather, illness, mechanical issues, etc.
In debrief, ask:
Pool the top events from the group and discuss which events would cause the most disruption?



[bookmark: _Toc444168348]Delegating
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\P1VW2DA5\MC900198326[1].wmf]Surround yourself with people that you can delegate to and be confident in their abilities and skills. Be precise and specific with your directions as when the change process begins you will be depending on these individuals and their talents. Communicating and providing feedback are the keys to successful delegation; make sure your team understands this. If communication fails or there is not accurate feedback the chances of a success are lessened. 
An issue that sometimes arises when delegating is micro-managing. Keep an eye out to not micro-manage as you can quickly lose track of events and it will take time away from your main duties. Delegating is a skill that takes time as you must first learn the strengths and weakness of your team and know what tasks you can and cannot hand out. It may not be possible to always delegate, but when it can be done it will provide a great resource.

	
Estimated Time 
	10 minutes

	Topic Objective
	Discovering ways to stop micromanaging employees

	Topic Summary
	Do Not Micromanage
Make goals on how you can stop micromanaging your employees

	Materials Required
	Worksheet: Stop Micromanaging

	Planning Checklist
	None

	Recommended Activity
	Have the participants complete the worksheet individually.
In debrief, ask:
How can micromanaging harm a good team?



[bookmark: _Toc444168349]Keep the Lines of Communication Open
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\HDODZ8H6\MC900197844[1].wmf]Always be available during the change process. Before the change prepare your friends and family that you may not be available for social events. Reassure your team that you are there for them and you are here to provide them with the necessary resources to lead them through the change. Stress to them that you are available and focused on keeping the communications lines open.
Always be aware of rumors, they will happen before during and after the change. Do not ignore any rumor, put out honest and clear communication as soon as possible. Reassure your team that if they hear a rumor to seek out more information from a reliable source. Remind them that spreading rumors helps no one and will causes more harm than good.

	
Estimated Time 
	10 minutes

	Topic Objective
	Explore benefits of open and honest communication.

	Topic Summary
	Promote Open and Honest Communications
Think about ways you or a team member has either hindered or turned away from open and honest communication.  How did it affect you and your team?

	Materials Required
	Worksheet: Open and Honest Communication

	Planning Checklist
	None

	Recommended Activity
	Divide participants into groups of 4 and distribute the worksheet.
Instruct the groups:
List a number of ways someone could hinder or harm the project by not having open and honest communication.
In debrief, ask:
How would poor communication harm the change process?



[bookmark: _Toc444168350]Coping with Pushback
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\T07YG1OO\MC900441513[1].wmf]Not everyone will agree on the change. Keep in mind that these types of feelings are normal as people generally do not enjoy change and are sometimes made nervous by it. You will likely encounter pushback and resistance by a number of team members. Provide facts and data to show why the change is happening and reassure them the need and benefits of the change. These types of individuals are best suited to be educated about the change with information.
If you are encountering an extreme case of pushback, provide them with some choices that still fall within the spectrum of the intended change. They should then feel more involved in the process and it will help alleviate the negative mindset they may be experiencing.

	
Estimated Time 
	10 minutes

	Topic Objective
	To encounter negative reactions to change.

	Topic Summary
	Not everyone will agree on changing so providing them with facts and information is the best way to confront the negativity.

	Materials Required
	[bookmark: _Toc321295876]Worksheet: Handling Pushback

	Planning Checklist
	None

	Recommended Activity
	Have the participants complete the worksheet individually.
In debrief, ask:
What additional notes or thoughts were gathered during the exercise?






[bookmark: _Toc444168351]Case Study
Bill needed to plan for the smooth transition after a new organizational change would go into effect. When planning, he made sure to be positive and relaxed. He was the guiding hand for the transition, and if he was over stressed then the team he oversaw might be too, and that could be problematic. In the planning period, he paid attention to detail, and made sure to have a contingency plan for certain unknown factors by allowing extra time in the schedule for flexibility in the plan. He kept as many people he could delegate responsibilities to as possible, and made sure to keep the line of communication open to allow concerns and questions into consideration. This made the way for a smooth transition possible.


[bookmark: _Toc444168352]Module Five: Review Questions
1) Preparing and planning should begin with:
a) Rational thinking
b) Putting yourself in a positive frame of mind
c) Making a detailed schedule
d) Making a sketch of the plans
2) Which of the following statements is true?
a) You can and must control everything
b) You can plan and control just a minor part of everything
c) You can plan and control just a half of everything
d) You cannot control everything
3) When the change process begins, you will be depending:
a) Only on yourself
b) Mostly on the external factors
c) On people that you can delegate to and be confident in their abilities and skills
d) On couple of closest individuals you cooperate with 
4) An issue that sometimes arises when delegating is:
a) Micro-managing
b) Macro-managing
c) External managing
d) Internal managing
5) Which of the following statements is true?
a) During the change process, you should be available only during the working hours
b) During the change process, you should be available after working time only in exceptional occasions
c) During the change process, you should be available all the time
d) None of the above
6) When it comes to rumors, you should:
a) Ignore them
b) Rely on them
c) Put out honest and clear communication
d) Punish the ones who spread them


7) Which of the following statements is true?
a) People generally gladly accept the change
b) People generally accept the change, but not so gladly
c) People generally hate changes
d) People generally do not enjoy changes
8) If you are encountering an extreme case of pushback, you should:
a) Provide people with some choices that still fall within the spectrum of the intended change
b) Provide people with some choices that are mildly related with the intended change
c) Change the concept of the intended change, so it can fit people’s aspirations
d) Give up the intended change to avoid the problems indicated at the very beginning


[bookmark: _Toc230963940][bookmark: _Toc444168353]
Module Six: Gaining Support
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\FZCJR17Y\MC900090662[1].wmf]It is vitally important to make sure that all stakeholders and employees are on board with a change.Those who expect moments of change to be comfortable and free of conflict have not learned their history.
Joan Wallach Scott







[bookmark: _Toc444168354]Gathering Data
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900233317[1].wmf]In order to continue increasing awareness and to build desire to support the upcoming change; the change management team must reach out to the organization at large. The force field analysis, developed by German social psychologist Kurt Lewin helps a change management team to:
· Identify pros and cons of an option prior to making a decision
· Explore what is going right -- and what is going wrong
· Analyze any two opposing positions.

	Estimated Time 
	5 minutes

	Topic Objective
	To learn about the force field analysis tool for identifying issues for and against a change

	Topic Summary
	Using a Force Field Analysis
A force field analysis allows change management team members to more clearly identify reasons why employees may not have desire to support a change.

	Materials Required
	Handout: Force Field Analysis

	Planning Checklist
	None

	Recommended Activity
	Provide the handout to everyone in the large group
Explain the purpose of a force field analysis and discuss the sample.
In debrief, Ask: Once the data is gathered, what potential strategies could be used at the manufacturing company to combat the “against” issues?



[bookmark: _Toc444168355][image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900433925[1].png]Addressing Concerns and Issues
If concerns or issues arise, then steps must be taken to ensure awareness is continually raised and that desire to support the change is increased. Strategies that can help the change management team responsively address employees’ concerns include: 
· Engaging employees, providing forums for people to express their questions and concerns
· Equipping managers & supervisors to be effective change leaders and managers of resistance
· Orchestrating opportunities for advocates of the change to contact those not yet on board
· Aligning incentive and performance management systems to support the change.

	Estimated Time 
	10 minutes

	Topic Objective
	To conduct a force field analysis to identify the pros and cons of the telecommuting change at Contemporary Chemical

	Topic Summary
	Performing a Force Field Analysis at Contemporary Chemical
With data from the force field analysis in hand, the change management team members can develop specific strategies to work with employees who are resistant to the change.

	Materials Required
	Worksheet: Force Field Analysis at Contemporary Chemical

	Planning Checklist
	None

	Recommended Activity
	Divide the group into new teams of 4
Ask teams to create a force field analysis, listing the “for” and “against” issues regarding the telecommuting pilot at Contemporary Chemical.
Groups should put the results of their analysis on flip chart paper.
In debrief, compare the issues raised by the groups. 

	Review Questions
	· How could the data learned from the force field analysis help the change management team gain employee and stakeholder support for the telecommuting plan at Contemporary Chemical?
· Why is it important to have employees’ managers and supervisors involved once the “against” results of a force field analysis are obtained?



[bookmark: _Toc230963943]
[bookmark: _Toc298857844][bookmark: _Toc444168356][image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\31B2RP17\MC900055533[1].wmf]Evaluating and Adapting
Change is not exempt from Murphy’s Law. And even if something isn’t going wrong, change management team members must constantly be observing, listening, and evaluating the progress and process during a change. Below are several tools to help the team accomplish this.
A feedback form is used to gather information from those involved in a change to help shape the remaining course of the change project. Instead of a paper form, feedback can be obtained through online surveys (Zoomerang.com or Survey Monkey.com), an in-house questionnaire on the intranet, a few questions sent by email, or a focus group. The questions will vary depending upon the subject being queried. 
Open Feedback:
1. Please feel free to share your suggestions and comments
The compiled results of the feedback forms can be used by the change management team members to modify the project plan and/or the communication plan or to work with specific individuals or groups that may be providing roadblocks to success.

	Estimated Time 
	25 minutes

	Topic Objective
	To explore options for modifying the telecommuting project at Contemporary Chemical

	Topic Summary
	Feedback at Contemporary Chemical
Based on provided hypothetical employee feedback, participants will be asked how Harlan might consider modifying the pilot

	Materials Required
	Handout: Feedback at Contemporary Chemical

	Planning Checklist
	None

	Recommended Activity
	Have participants rejoin their previous groups and provide the handout.
Ask groups to provide questions for feedback that senior management, the sponsor, and the change management team might consider asking.
Once the questions are created pose them to the group as a whole to solicit some answers.

	Stories to Share
	Ken Blanchard says, “Feedback is the breakfast of champions.”

	Review Questions
	When can feedback forms be administered? 
Who should determine what adaptations, if any, should be made during a change project?
Remind participants to consider adding an item to their action plan. 




[bookmark: _Toc444168357]Case Study
Tom was concerned with the level of support for an new change that would be implemented within the company. In order to make sure that the plan was accepted and if not, why not, Tom made sure to conduct surveys with the employees about the change and their opinion on it. When he received the concerns that some employees had, he was better able to address the concerns in preparation for the plan's implementation. When it did finally go into effect, Tom and the rest of the change team had addressed the common concerns and made the changes that led to full support of the change.



[bookmark: _Toc444168358]Module Six: Review Questions
1) The force field analysis DOESN’T help a change management team to:
a) Analyze any two opposing positions
b) Identify pros and cons of an option prior to making a decision
c) Forecast the future outcome of the change
d) Explore what is going right and what is going wrong
2) The force field analysis is developed by a:
a) Social psychologist
b) Psychologist
c) Sociologist 
d) Manager
3) To gain the necessary support for the change, you continually need to raise:
a) Investments
b) Awards
c) Awareness
d) Ultimatums
4) Which of the following IS NOT one of the helping strategies for addressing employee’s concerns?
a) Engaging employees, providing forums for people to express their questions and concerns
b) Aligning incentive and performance management systems to support the change
c) Orchestrating opportunities for advocates of the change to contact those not yet on board
d) Giving employee’s some ultimatums to make them participate in the change
5) If the change is going right, the team members should:
a) Still constantly observe everything
b) Occasionally observe everything
c) Occasionally observe the key elements
d) Not waste the time observing the unnecessary things
6) Which of the following forms is recommendable for gathering data from the ones involved in a change?
a) Questionnaire 
b) Interview
c) Feedback
d) [bookmark: _Toc230963944]Quiz

[bookmark: _Toc444168359][bookmark: _Toc230963946]Module Seven: Making it All WorthwhileIf you are not willing to risk the usual, you will have to settle for the ordinary.
Jim Rohn

[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\ZKNEI80I\MC900237767[1].wmf]Once a change initiative is underway, it is critical to sustain the change with reinforcement.






[bookmark: _Toc444168360]Leading Status Meetings
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900446006[1].wmf]The leader must make sure that the project and communication plan remain on track. They need to identify, and explore any issues from employees or stakeholders that have emerged, and review and consider any feedback gathered to date.
Acting as a facilitator, the leader helps to bring about learning and productivity. Communication will be a byproduct of this by providing indirect or unobtrusive assistance, guidance, and supervision.
He or she listens actively, asks questions, encourages diverse viewpoints, organizes information, helps the group reach consensus, and understands that the individual needs of team members will affect teamwork.
The LEAD model provides a simple methodology for facilitating a participative meeting:
Lead with objectives:  When clear objectives are stated up front, group energy is channeled toward achieving an outcome. The objectives shape the content of the meeting.
Empower to participate: In the Lead model, the facilitator is empowered to encourage active participation.
Aim for consensus: Getting the team to consensus will have members more likely to support and carry out the decisions of the team.
Direct the process: How the meeting progresses will influence the quality of the decisions of the team, and influences the commitment of team members.
Leaders must differentiate between process and content. Content includes the topics, subjects, or issues; process is about how the topics, subjects, or issues are addressed.

	Estimated Time 
	10 minutes

	Topic Objective
	To differentiate examples of content from those of process

	Topic Summary
	Content or Process?
If the facilitator is aware of the differences, he or she will be better equipped to lead the meeting with active participation.

	Materials Required
	Worksheet:  Content or Process?

	Planning Checklist
	None

	Recommended Activity
	Divide participants into pairs. Provide everyone a copy of the worksheet.
Ask the pairs to read the ten items and decide whether each represents content or process.
In debrief, discuss the process items. Ask participants what techniques they have used in the past to work on process in meetings.
Reconvene the large group and ask group members to share their improved results.

	Review Questions
	In the exercise we just completed, what portion represents content? The process?





Below are two additional activities that you may provide if time allows.

	Estimated Time 
	10 minutes

	Topic Objective
	To role play examples of facilitation techniques

	Topic Summary
	Ten Tips for Facilitating Meetings
Being responsive to contributions, derailing potential disagreements, and encouraging a group are all hallmarks of good facilitation skills. This exercise allows you to provide and discuss examples of facilitation technique.

	Materials Required
	Handout: Ten Tips for Facilitating Meetings

	Planning Checklist
	None

	Recommended Activity
	Work with the large group. Distribute the worksheet.
Go over each of the ten tips. Ask one or more volunteers to read the examples. (Hearing them reinforces them for your learners.)
In debrief, ask participants what techniques they have used – or have seen being used in meetings.

	Delivery Tips 
	You can practice facilitation skills any time that you interact with people.



	Estimated Time 
	5 minutes

	Topic Objective
	To provide an innovative concept for enhancing the outcome of a meeting

	Topic Summary
	The 50-Minute Meeting
The concept of a 50-minute meeting can be a refreshing way to  allow team members to get work done, yet still have time for a bio break, a fresh cup of coffee, and "commuting time" to the next meeting. 
50-minute meetings also help focus wandering attention span, information overload, and problems for sitting to long in one position.

	Materials Required
	None

	Planning Checklist
	Write “The 50-Minute Meeting” on the flipchart.

	Recommended Activity
	Work with the large group.
Say:
“Some organizations plan meetings for 50 minutes instead of one hour. What benefits can you think of for doing this?”
Write benefits on the flip chart as bullet points.
In debrief, discuss the process items. Ask participants what techniques they have used – or have seen being used in the past at meetings.

	Delivery Tips 
	You can practice facilitation skills anywhere where you interact with people.



[bookmark: _Toc444168361]Celebrating Successes
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\1JXY5E11\MC900437000[1].wmf]Because communications from managers and supervisors have been shown to have a significant impact on employees during a change initiative, it is appropriate that they be actively involved in celebrating success with employees as a result of positive performance. Celebrations can occur on three levels:
1. One on one conversation: In a private meeting, a supervisor should attest to the fact that due to the employee’s effort, a change was made, and how it is succeeding. He or she should extend verbal thanks to the employee.
2. Public recognition: Public recognition officially acknowledges outstanding performance and points out a role model that helped make a successful change happen. Supervisors should carefully consider who receives recognition, and not alienate group members who participated in the change but who many not have distinguished themselves as significantly.
3. Group celebrations: Fun or engaging activities are used to celebrate key milestones by a group. They include buffet or restaurant lunches, dinner events, or can include group outings to sports, amusement, or cultural events. It is important that these types of celebrations try to include the involvement of the primary change sponsor in some way.
The exercise below that draws upon experiences from the change management class is an example of a group celebration that might precede a lunch, dinner, our outing.


	Estimated Time 
	15 minutes

	Topic Objective
	To celebrate success symbolically for a team

	Topic Summary
	Connections
Yarn is used to provide a tangible reminder of success and closure in this light exercise

	Materials Required
	A skein of yarn (If your project had a theme with a graphical image, match the yarn to your color scheme.)

	Recommended Activity
	Have the participants form a circle.
Hold on to one end of the yarn, and then toss the skein to a participant.
Ask the recipient to share one observation about a new tip or technique he or she has learned thus far in our change management class.
Then ask the recipient to toss the yarn to the next person.
When all have shared, you should have a web of yarn connecting everyone in the group.
Close by stating that the program began with a group of individuals, and now everyone is connected and has helped to make the program a success.
Then cut the yarn so that everyone has a piece as a reminder. 

	Stories to Share
	Southwest Airlines is famous for honoring individuals, groups, significant events, and important accomplishments in creative, festive, and often positively outrageous ways. 



[bookmark: _Toc444168362]
Sharing the Results and Benefits
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\ZKNEI80I\MC900388908[1].wmf]In order to sustain the impact of a change, it is important for everyone who is involved in the process to know what results are occurring. This occurs across a number of dimensions.
Ongoing feedback is needed from employees at all levels.  Feedback tools such as the Feedback at Contemporary Chemical form in the Evaluating and Adapting section of Module 6 remain a good method for gathering ongoing input. Using an electronic delivery method improves throughput.

	Estimated Time 
	10 minutes

	Topic Objective
	To construct a feedback questionnaire about the results of the Contemporary Chemical telecommuting pilot

	Topic Summary
	Data from the managers and supervisors of ten pilot telecommuters will be provided to the change management team so it can help Contemporary Chemical assess next steps in the telecommuting initiative.

	Materials Required
	None

	Planning Checklist
	Make sure everyone still has their copies of the Contemporary Chemical Phase I and II handouts for reference during the exercise.
Write on the flip chart:
Feedback questionnaire:
1) Performance metrics
2) Budget
3) Computer equipment and telecommunications support
4) Perceptions:  a) participants b) fellow employees c) other employees
5) Any other questions you think would be helpful

	Recommended Activity
	Divide participants into groups of 4.
Explain that 8 of the 10 pilot participants completed the month-long telecommuting pilot project. 
Ask groups to develop a feedback questionnaire with up to 10 items that a manager or supervisor can use to gather feedback about the telecommuting pilot.
Have groups write their questions on flip chart paper, and post them.
In debrief, compare of the groups’ results, and discuss the importance of inclusion of others in the company.

	Review Questions
	Why is it critical to continue gathering data after a change project has launched?
Remind participants to consider adding an item to their action plan.



[bookmark: _Toc444168363]Case Study
Jenny was part of the team that was over seeing an organizational change within the company. The change had recently been implemented with full support from the rest of the company, but sustaining that support was important. Addressing concerns that emerge over time in status meetings kept the board on track. When progress was made, managers would congratulate employees on a job well done with one on one conversations and even public recognition. Keeping everyone knowledgeable about the results that were being made with the change helped keep support levels high long after the initial implementation.


[bookmark: _Toc230963949]

[bookmark: _Toc444168364]Module Seven: Review Questions
1) If a leader wants to help to bring about learning and productivity, he should act as:
a) A facilitator
b) An equal employee as others
c) A strict boss
d) A friendly boss
2) What is the acronym for model that provides a simple methodology for facilitating a participative meeting?
a) LOAD
b) LAED
c) LEAD
d) LOUD
3) Which of the following IS NOT one of the levels of celebrations?
a) One on one conversation
b) Celebration in inner circle of associates
c) Public recognitions
d) Group celebrations 
4) It is appropriate for managers and supervisors to participate in celebrations with employees, because:
a) It contribute to the reputation and significance of the organization
b) Communications from them have been shown to have a significant impact on employees
c) It contributes to their reputation
d) They should also be rewarded for their work
5) Which of the following statements is true?
a) Feedback is needed only in first phases of change
b) Feedback is needed only in the first and last phase of change
c) Feedback is needed at all levels of change
d) Feedback is always optional
6) When it comes to the occurring results of a change process:
a) Only the managers and supervisors need to be informed about them
b) Only the managers, supervisors and their closest associates need to be informed about them
c) Only the leaders of the team need to be informed about them
d) Everybody involved in the process should be informed

[bookmark: _Toc444168365][bookmark: _Toc230963951]Module Eight: Using Appreciative InquiryI keep my mind focused on peace, harmony, health, love, and abundance. Then, I can't be distracted by doubt, anxiety, or fear.
Edith Armstrong

[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\39XQYYJK\MC900439407[1].jpg]Appreciative inquiry is a model for change management developed by David L. Cooperrider, Ph.D., a professor at Case Western University.  The name combines two definitions:
· Appreciate: to look for the best in something, and to increase something in value.
· Inquiry means to seek understanding using a process based on provocative questions.
Based on the meanings of the two words, AI theorizes that organizations are not problems to be solved. Rather, each organization has been created as a solution, designed in its own time, to meet a challenge, or to satisfy a need within society.
A guiding principle in appreciative inquiry is the concept of the positive core, or what gives life to an organization. Below is a list of elements that make up a positive core.
Achievements, strategic opportunities, cooperative moments, technical assets, innovations, elevated thoughts, community assets, positive emotions, financial assets, community wisdom,  core competencies, visions of possibility, vital traditions and values, positive macro trends, social capital, and embedded knowledge.

[bookmark: _Toc444168366]The Four Stages
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\9MJXCRQW\MC900014212[1].wmf]The four stages in the Appreciative Inquiry model are known as the 4-D cycle. They are:
1. Discovery: Mobilizing the whole system by engaging all stakeholders in the articulation of strengths and best practices. Identifying “The best of what has been and what is.”
2. Dream: Creating a clear results-oriented vision in relation to discovered potential and in relation to questions of higher purpose, such as “What does the world call us to become?”
3. Design: Creating possibility propositions of the idea organization, articulating an organization design that is capable of drawing upon and magnifying the positive core to realize the newly expressed dream.
4. Destiny:  Strengthening the affirmative capability of the whole system, enabling it to build hope and sustain momentum for ongoing positive change and high performance.
While each AI process is unique in an organization, change efforts typically progress sequentially through the 4-D cycle. Positioned in the center of the diagram below, the organization’s Affirmative Topic Choice is entered, surrounded by the four phases. 

[image: ]

Various types of questions help elicit feedback and ideas during the process:
· What’s the biggest problem here?
· Why do we still have those problems?
· What possibilities exist that we have not yet considered?
· What’s the smallest change that could make the biggest impact?
· What solutions would have us both win?
Topics emerge from interviews with people throughout the organization in several ways.
· Preliminary interviews are held within the organization at its best levels
· A cross-section of people throughout the organization are engaged in inquiry
· People are challenged to shift deficit (negative) issues into affirmative (positive) topics for inquiry.

[bookmark: _Toc444168367]The Purposes of Appreciative Inquiry
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\3YJGCFYP\MC900234625[1].wmf]Appreciative inquiry is conducted in organizations for several reasons.
· It allows the performance of people from across the whole system to participate in an inquiry; all stakeholders (employees, customers, vendors, and interested community members) are involved in the process.
· It leads to the design of appreciative organizations that can support stakeholders fostering a triple bottom line; people, profits, and planet.
· It serves as a catalyst for the transformation of an organizational culture.

	Estimated Time 
	10 minutes

	Topic Objective
	To overview the four stages of Appreciative Inquiry

	Topic Summary
	The Four Stages of Appreciative Inquiry
The appreciative inquiry model is simple; it looks to the human side of change for inspiration and planning and then considers facts.

	Materials Required
	Handout: The Four Stages of Appreciative inquiry 

	Recommended Activity
	Provide the handout to participants.
Overview the four stages with the large group.
Conduct a discussion.  Ask: 
· What work or personal situations can you think of from your past that might have been helped by an AI Summit or a Whole-System Inquiry?
Allow some time for contributions and discussion.

	Stories to Share
	The mayor of Cleveland, Ohio chartered an Appreciative Inquiry summit in August, 2009. The city has historically been mired in political issues and enclaves -- and is characteristically resistant to change. At the summit, facilitated by David Cooperrider, the topic of sustainability worksheet chosen to bring 700 employees, citizens and representatives of business and non-profit organizations together to brainstorm. Significant new ideas emerged, and enthusiasm was high. Plans are being made to carry forward prioritized projects.



[bookmark: _Toc230963955][bookmark: _Toc444168368]Examples and Case Studies
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\31B2RP17\MC900441400[1].png]Over the past twenty years, there have been many approaches to appreciative inquiry. Two key methods of the appreciative inquiry used often in organizations are Whole System Inquiry and the AI Summit.
Whole-System Inquiry
Whole-System Inquiry follows the 4-D cycle to involve all stakeholders (employees, customers, vendors, and interested community members) in the appreciative inquiry process.

	Cycle Phase(s)
	Methods

	Discovery
	Interviews by facilitators
Interviews of each other

	Dream, Design, and Destiny
	During these three phases, small groups gather to:
· share stories
· capture best practices
· launch teams to address innovation or other issues that have arisen



The AI Summit
The AI Summit is a full-scale meeting process that concentrates on the discovery and development of an organization’s positive core. The process participants then use this knowledge to design strategic business processes (marketing, customer service, leadership, human resources development, new products).  Cross sections of diverse stakeholders participate.
Typically a four-day event, each day focuses on one of the cycle phases.

	Day
	Cycle Phase(s)
	Focus
	Participants

	1
	Discovery
	Perform a system-wide inquiry into the core
	· Hold appreciative interviews
· Capture, reflect on interview highlights

	2
	Dream
	Imagine the organization’s greatest potential for positive influence and effect in the world
	· Share dreams captured during the interviews
· Create and present dramatic enactments

	3
	Design
	Create propositions that reflect a boldly alive positive core in all strategies, processes, systems, decisions, and collaborations
	· Create provocative design statements, incorporating the positive core

	4
	Destiny
	Invite action inspired by the discovery, dream and design days
	· Declare intended actions publicly and ask for support
· Use self-organized groups to plan next steps




Roadway Express
In 2000, Roadway Express, a leading transporter of industrial, commercial, and retail goods decided to drive down costs and increase business by creating an organization that expressed leadership at every level. At facilities around their network, drivers, dock workers, and office workers and professionals at all levels would join senior management at annual strategic planning sessions, learn the business, and create new levels of partnership between the unions and the company. Appreciative inquiry was chosen as the change methodology.
At many AI Summits, Roadway looked to increase employee leadership empowerment to increase net profit margins of 5%. At a Summit held at a Winston-Salem, NC terminal, a team of short-haul drivers generated twelve cost-cutting measures. For example, if each of 32 drivers made only one extra delivery per hour, that would result in 288 additional daily shipments.
In first quarter 2003, Roadway reported that their fourth quarter revenues were up 25.7 percent versus the same quarter one year earlier. During the AI Summit process, Roadway stock increased from $14 per share to $40 per share.
When Roadway merged with Yellow to form the new YRC Company, the AI Summit was selected as the vehicle to propel the merger integration to a higher level.  As of 2005, more than ten thousand people at YRC had participated in at least one AI Summit. A new electronic and virtual architecture called the Core Strength Network has allowed employees to spread innovation and best practices throughout the organization. Now using virtual meetings with the Network, the company has redesigned the dock in Akron, allowed drivers the opportunity to become successful salespersons, and encouraged one terminal to become the highest margin facility in the company. New software called OvationNet is now taking the online knowledge sharing and collaboration to the next level.

British Airways
In 1999, David Erich, V.P. of Customer Service for British Airways North America wanted to engage employees to make changes to increase work satisfaction and to provide the level of customer service for which the airline is known worldwide. In North America, it was found that best practices were not being identified, shared, or replicated across the 22 stations. Mr. Erich undertook a whole-system appreciative inquiry process to transform the organizational culture.
After several preliminary briefings and meetings where more than fifty line managers and organizational development professionals learned about appreciative inquiry and checked with colleagues in two other companies, a full-scale appreciative inquiry initiative was launched.
During a pivotal core team meeting where affirmative inquiry topics were being selected, the issue of the cost and frustrations of delayed and lost baggage emerged. However upon further exploration by the facilitators, it was determined that the ability of customer service agents to provide an exceptional arrival experience would be a more positive focus. Three other topics agreed to were happiness at work, continuous people development, and harmony among work groups.
Two initiatives would be required in order to effect positive change with the four topics: management commitment and the involvement of the entire workforce. This meant that a whole-system involvement would be needed to achieve the goals.
With the agreement of the core team to steward the process, volunteers signed up for roles including:
· Conducting interviews
· Naming and branding the initiative
· Speaking about AI to groups
· Writing articles or being interviewed for in-house communications
· Serving as the AI coordinator at the station.
A cross-level, cross-functional steering team that included an AI consultant was formed to oversee the issues and team progress.  The process was given a name, “The Power of Two”, and the AI initiative took off at British Airways.
Typical of the questions that were asked were:
· Describe your most memorable arrival experience, as a customer or, as airline personnel. What made it memorable for you? How did you feel?
· Tell me a story about your most powerful service recovery. Describe the situation.  What was it about you that made it happen?
· Who else was involved and why was he or she significant?
· What tools did you use or what did you do that others might be able to do when in a similar situation?


The Imagine Chicago project
A third case involves a non-profit community organization in Chicago. Imagine Chicago was founded by Bliss Browne in 1992 to help people imagine and create a positive future for Chicago and its children. Its first project was a city-wide appreciative inquiry process in which 50 at risk youths interviewed more than 150 adult community builders in Chicago to learn about the highlights of their lives as citizens -- and their hopes and plans for the city’s future.
During a five-month period, several different strategies were used:
Provide training to citizen leaders about the appreciative inquiry process
Learning to ask positive questions
Team formation and organization strategies
Brainstorming strategies to determine project focuses
Action planning
Implementation and sustaining strategies.
IMAGINE Chicago’s AI work involved three core processes:
1. Dialogue -- across cultural, racial, and generational boundaries
2. Curriculum development -- frameworks and organizers to understand, imagine and create projects that build community
3. Network formation -- to link individuals and organizations committed to developing a positive future for Chicago and its children.
As a result of the AI project consisting mainly of intergenerational interviews, Imagine Chicago leaders discovered that commitments of the adult community citizens were rejuvenated, a new sense of shared civic identify was cultivated, and young people felt a greater commitment toward making a difference.

Use the following exercise to allow participants to reflect upon how AI might have addressed a situation from their past.

	Estimated Time 
	15 minutes

	Topic Objective
	To filter the concepts and purposes of AI through participants’ own experiences to elicit examples of situations where AI could benefit the organization

	Topic Summary
	Thinking About AI in Your Experience
Whether a work or a personal experience, all of us should have something we have observed or participated in our life experience that would help us consider AI as a potential change management solution in the future.

	Materials Required
	Flip Chart Paper and Markers

	Planning Checklist
	List the three case study organizations on the flip chart as bullet points:
Roadway Express, British Airways, and Imagine Chicago

	Recommended Activity
	Divide participants into groups of 4.
Instruct the groups:
· Review the three case studies (described above)
· On flip chart paper, list the benefits gained by each group
· Compare and contrast the types of benefits. Were they hard or soft benefits? Humanitarian? What other types of benefits?
· Post your results for discussion.
In debrief, share the groups’ observations about the various benefits that occur using the appreciative inquiry process.

	Stories to Share
	Regarding the inquiry process during the discovery phase:
“I asked the prospective interviewers about the best experience they had talking on the phone. People remembered teenage conversations that went on for hours- privacy and a soda seemed to be the important ingredients. The interviews were excellent. So the moral of the story is that when we follow the principles of AI and keep to the Positive Core of the practice, there are many different approaches that will work.”
Marjorie Schiller, PhD at 
http://appreciativeinquiry.case.edu/uploads/Gathering%20the%20Stories%20e-book1.pdf

	Review Questions
	What are the two commonly-used appreciative inquiry methods for organizations?



The next exercise allows participants to imagine how they would use basic principles of the two AI methods.

	Estimated Time 
	20 minutes

	Topic Objective
	To use appreciative inquiry methods to examine a performance problem 

	Topic Summary
	Shopping for a Washing Machine
Whether a group uses AI Summit or the Whole-System inquiry  method, to explore a performance problem, the emphasis is on positive ideas, plans, and actions and the results of a better vision of the organizational future 

	Materials Required
	Handout: Shopping for a Washing Machine
Worksheet: Appreciative Inquiry at Big Box

	Planning Checklist
	List the two AI methods on the flip chart: Whole-System Inquiry, and AI Summit 

	Recommended Activity
	Provide a copy of the handout and worksheet to each participant.
Divide the large group into at least four groups. 
Assign two groups to work the Group A exercise (Whole-System), and two groups to work the Group B exercise (AI Summit).
Ask each group to nominate a spokesperson before you have everyone rejoin the large group.
In debrief, have the spokespersons summarize the process. Then discuss with the large group the differences that emerged in the process.  Does one method seem more appropriate than the other given the known circumstances at Big Box?

	Review Questions
	What factors do you think determine whether an organization uses a Whole-System Inquiry, or an AI Summit?
Remind participants to consider adding an item to their action plan.




[bookmark: _Toc444168369]Case Study
John was needed to help with change management with in a paper distribution company. He decided that he would go with the appreciative inquiry model as his strategic approach to the change management. The first step was discovery, done by informing all stakeholders about the strengths and best practices that are done. Next was to dream. When looking at the resources available and the ability of the company, a results-oriented over reaching question was asked. Next was to design. In order to realize the dream, an organizational system needed to be implemented in order to use the abilities of the company effectively. Finally, was destiny. Here, John confirmed the capability of the system, and made the way for sustained momentum and ongoing positive change.





[bookmark: _Toc444168370]Module Eight: Review Questions
1) What is the definition of inquiry?
a) Seeking for understanding using a process based on thoughtful questions
b) Seeking for understanding using a process based on provocative questions
c) Seeking for understanding using a process based on detailed questions
d) Seeking for understanding using a process based on routine questions
2) Which of the following IS NOT listed as one of the elements that make up a positive core?
a) Community assets
b) Core competencies
c) Vital traditions and values
d) Common compliments
3) Which of the following IS NOT one of the 4-D stages in the Appreciative Inquiry model?
a) Destiny
b) Dealing
c) Dream
d) Design
4) What is in the center of the diagram surrounded by the 4-D phases?
a) Affirmative topic choice
b) Efficient topic choice
c) Effective topic choice
d) None of the above
5) Which of the following IS NOT one of the reasons for implementing the Appreciative inquiry?
a) It leads to the design of appreciative organizations that can support stakeholders fostering a triple bottom line; people, profits, and planet
b) It serves as a catalyst for the transformation of an organizational culture
c) It allows the performance of people from across the whole system to participate in an inquiry
d) It makes the process almost 50% easier
6) Which of the following IS NOT one of the methods of the appreciative inquiry?
a) Whole system inquiry
b) Individual inquiry
c) Al summit
d) None of the above

[bookmark: _Toc444168371][bookmark: _Toc230963956]Module Nine: Bringing People to Your SideThe emotions aren't always immediately subject to reason, but they are always immediately subject to action.
William James

[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\FZCJR17Y\MC900283365[1].wmf]Leadership in change management involves aligning people with an organization’s issue or need, allowing them to see that they are working together toward an important cause.





[bookmark: _Toc444168372]A Dash of Emotion
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\MP321RS9\MC900232276[1].wmf]Emotion is defined as a state of feeling. Because change in organizations doesn’t happen without people, human elements and emotion cannot be downplayed. As an organization works with the appreciative inquiry process, six essential conditions come together in an organization.  They liberate personal and organizational power, resulting in a transformation for the people in the organization.
1. Freedom to be known in relationship: The nature of the appreciative inquiry process leads people to feel encouraged to shine as individuals, not just as someone performing a role.
2. Freedom to be heard: Through the interview process, individuals gain the freedom to be heard.
3. Freedom to dream in community: People feel more free and in a safe place to share dreams as they dialogue together.
4. Freedom to choose to contribute: People feel empowered in an appreciative inquiry environment, and assume commitments they might not otherwise undertake.
5. Freedom to act with support: The awareness that others care about their work makes individuals comfortable experimenting with new ideas.
6. Freedom to be positive: Suddenly, the environment validates the fact that it is acceptable to have fun. People feel positive and proud of their work experiences.

	
Estimated Time 
	10 minutes

	Topic Objective
	To use the town meeting format to generate creative ideas to address a challenge

	Topic Summary
	Town Meeting – Contemporary Chemical
CEO Harlan is very pleased with the results of the telecommuting pilot.  He has asked for a town meeting to generate ideas to expand the program.

	Materials Required
	None

	Planning Checklist
	None

	Recommended Activity
	Work with the large group.  Explain that each person’s contributions are important to help take the telecommuting program to the next level.
Explain that the Contemporary Chemical CEO, Harlan, is very pleased with the results of the telecommuting pilot.  He has asked for a town meeting to generate ideas to expand the program.
Tell participants that you will be the using a “call on the next speaker” method. As someone finishes speaking, he or she should call on someone else, whoever has their hand raised. (One opportunity per speaker.)
Note: Given the time frame for this exercise, we suggest you set a time frame for each contribution. 
In debrief, ask participants how they felt being part of the process.
Did they find that ideas were free-flowing as a result of the process?

	Review Questions
	What other ways can you think of to encourage individuals to be comfortable contributing ideas?





[bookmark: _Toc444168373]Plenty of Facts
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\FZCJR17Y\MC900215193[1].wmf]A fact is something that is demonstrated to exist, or known to have existed. As opposed to the “people” component, emotion, facts are straightforward, and necessary to measure progress. As a change management project shifts into the launch or in-process stage, the change management team must make sure that measurement is ongoing. Two types of measurements are described below.
Audits and performance measurement systems: Audits and measurement systems provide data to determine the adoption rate of change. They help to determine:
· How many employees are using the new processes or systems?
· Individual or group proficiency levels
· Who is not engaged with the process, or is struggling, and why?
Formal, quantitative assessment instruments and a review of performance data provide this information. The results allow the change management and/or project teams to develop and implement corrective actions, make modifications to the program, or use positive results to propel to the project forward.
Accountability Systems: Enhancements should be made to performance evaluation and compensation systems in order to maintain the accountability and credibility of the change. This is important in order to maintain ongoing reinforcement of the changed systems or processes.

	Estimated Time 
	5 minutes

	Topic Objective
	To discuss new facts learned about the Contemporary Chemical pilot

	Topic Summary
	Fact-Finding at Contemporary Chemical
Several new facts are presented at a team meeting. The group discussed them briefly.

	Materials Required
	None

	Planning Checklist
	List the facts  below on a flip chart

	Recommended Activity
	Share the most recent findings with the large group: 
· Two participants were forced to drop out of the program due to extenuating circumstances;  one had child care problems, and another could not get a reliable internet connection
· 8 out of 10 pilot participants were successful in meeting their regular work objectives.  2 of them exceeded their objectives for the pilot period.
· Only $20,000 of the $30,000 budget funds was spent.
· Managers overwhelmingly felt the pilot was worthwhile, and expressed willingness to nominate other employees to expand it in Phase III
· HR is considering an incentive program for future volunteers to the telecommuting program.
Ask the group at large to take a few minutes to brainstorm next steps for the change management team. Write their ideas on the flip chart.

	Review Questions
	Why is it important to understand the facts and consider the effectiveness of accountability systems when undergoing a change?



The exercise below allows ideas to be generated for a next phase based on facts and feedback from the telecommuting program pilot.

	Estimated Time 
	15 minutes

	Topic Objective
	To utilize the nominal group technique to generate ideas to a question

	Topic Summary
	Incentive Program at Contemporary Chemical
The human resources department wants the managers to generate ideas for performance incentives to provide telecommuting program employees who are successful making the transition.
The change management team has decided to use the nominal group technique to help the managers generate ideas.

	Materials Required
	Handout: Program Expansion at Contemporary Chemical
Index cards

	Planning Checklist
	Write the question on the flipchart:
“What performance incentives can we provide to employees successful in transitioning to a telecommuting role?

	Recommended Activity
	Divide participants into groups of 4 and distribute the handout and index cards. They will be using the nominal group technique to explore and quantify ideas.
Review the facts and feedback from the recent pilot as listed on the handout.
Give each group flipchart paper and markers to tally responses during the evaluation portion of the process.
Ask the question from the flipchart.
Ask each person to spend 5 minutes jotting down as many ideas as possible on index cards. Place one idea on each card.
Call time, and have the group members share one idea at a time, round robin. Criticism is not allowed, but any needed clarification by the submitter is encouraged.
As the groups to record each idea on the group flipchart.
Have each person rank the ideas on a scale of 5 (like best) to 1 (like least).
Ask groups to quickly share and tabulate their votes.
Reconvene the large group.
In debrief, allow each group to present its findings.
(The change management team would then work with the findings in a separate session.)

	Stories to Share
	A sales manager, wanting to put together a presentation for a key customer, brings together the account manager, the product marketing manager, and the two key product engineers. The quality manager facilitates a session for them, where they quickly find the key product benefits over the competing products, and come up with a compelling value proposition. 
A product line team cannot agree on the best sound-proofing for a plate press, and the production manager will not pay until they agree. They get the line facilitator to a run nominal group technique session to help uncover the real problems. This reveals that a couple of people have preferred brands and no trials have been done. After a visit to a local trade show and internal trials, they agree on a compromise system.

	Delivery Tips
	Watch that the groups are sticking to the time frames.

	Review Questions
	Why is it important to consider facts as well as the human element when evaluating the results of a change and planning for enhancements?
Remind participants to consider adding an item to their action plan. 




[bookmark: _Toc444168374]Case Study
Karen knew that in order to gather support for a change that was soon to be implemented, she must cater to the emotional and logical side of people. People need freedom of emotion to support a cause. Appreciative inquiry insures that they feel that they have the freedom to be heard, to be positive, and to act with support. While the emotional side is important, appealing to the logical side of a person is effective as well. Using the facts behind the change to demonstrated its effectiveness and benefit to the company and to the individual can give someone the understanding and confidence to support a worthwhile cause. Karen used both techniques to gather support, and was successful by appealing to both aspects of people.


[bookmark: _Toc444168375]Module Nine: Review Questions
1) Which of the following IS NOT one of the essential conditions that come together in an organization?
a) Freedom to be heard
b) Freedom to choose to participate
c) Freedom to be positive
d) Freedom to skip what you’re having troubles with
2) How many essential conditions that come together in an organization are there?
a) Four
b) Five
c) Six
d) Seven
3) A fact is something:
a) Confirmed by scientists
b) Demonstrated to exist, or known to have existed
c) Written briefly and concisely
d) Regarding to a certain professional area
4) Audits and performance measurement systems DO NOT help to determine:
a) What are the flaws of a certain system or process
b) How many employees are using the new processes or systems
c) Individual or group proficiency levels
d) Who is not engaged with the process, or is struggling, and why

[bookmark: _Toc230963960]

[bookmark: _Toc444168376][bookmark: _Toc230963961]Module Ten: Building ResiliencyOnce we believe in ourselves, we can risk curiosity, wonder, spontaneous delight, or any experience that reveals the human spirit.  
E. E. Cummings

[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\3YJGCFYP\MC900054979[1].wmf]Resiliency is the capacity to absorb high levels of change while maintaining a level of performance and displaying minimal dysfunctional behavior. 
People who are resilient do two things to reduce their susceptibility to dysfunctional behavior during change:  They increase their capacity to absorb shock, and they reduce the amount of effort necessary to successfully implement any one change.


[bookmark: _Toc444168377]What is Resiliency?
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\9PDUOZYV\MC900204052[1].wmf]Resilience isn’t an absolute characteristic; rather it is a combination of traits of varying degrees in people.  Resilient people, whom psychologist Daryl Conner terms O-Type, perceive more opportunity than non-resilient people do. They approach life as meaningful, and as a guiding beacon through the challenges of change. Their optimistic view lets them see each new day as providing a new set of opportunities and choices; they view disruption as a necessary part of adjusting to the challenges of change. 
In contrast to O-Type individuals, D-Types perceive danger; they are individuals who use defense mechanisms such as denial, distortion, and delusions to deflect change and are reactive. The opposite O-Type individuals are proactive, and understand when to ask for help.


[bookmark: _Toc444168378]Why is It Important?
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\9PDUOZYV\MC900442128[1].png]When resilient people are confronted with ambiguity, anxiety, and a loss of control that accompanies change, they tend to grow stronger from the experiences, rather than allowing themselves to be depleted. Resilient people are more likely to make a quicker and more effective adaptation to change. They are winners, rather than losers, critically important in organizations. Resilient people are necessary to foster success during a change.
While no person is specifically O-Type or D-Type, people with O-Type characteristics tend to exhibit a high degree of resilience. This allows them to understand that the future contains constantly shifting variables, display willingness to explore paradoxes, and stay the course during periods of significant disruption. 
People shift between sides on a resilience continuum, depending upon the characteristics being exhibited, and the change being experienced.

[image: ]

	Estimated Time 
	10 minutes

	Topic Objective
	To explain the meaning and importance of resiliency during change

	Topic Summary
	Definition and Importance of Resilience
Having resilient traits is critical for individuals involved in or leading a change. 

	Materials Required
	None

	Planning Checklist
	None

	Recommended Activity
	Overview the meaning and reasons why resilience is important.
Briefly explain the continuum, and discuss that while O-Type people typically gravitate toward the high end, no one individual remains at exactly the same place on the continuum.
In debrief, ask:
· Who can think of some examples in history of resilient people? (Some answers: Helen Keller, Nelson Mandela, Aung San Suu Kyi, Anne Frank)
· Would you like to share an example of how someone you know displayed resiliency at work, or outside of work?

	Review Questions
	Why must people in organizations have resiliency?


[bookmark: _Toc230963964]
[bookmark: _Toc444168379]Five Easy Steps for the Leader and the Individual
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\9PDUOZYV\MC900014213[1].wmf]One can practice behaviors and steps to become more resilient. Below are some steps leaders and individuals can take to foster resilience?
1. Develop a more Positive world view and self-concept
· Notice what you say to yourself in an unfamiliar situation
· Find specific opportunities during challenges you face
· Practice turning minuses into pluses
· Take a time out during a period of frustration
· Look for a positive person to serve as your coach
2. Maintain a Focused sense of purpose for long-term goals and priorities
· Explore your value system and identify your personal sense of direction on which you can rely to make choices
· Set new priorities when faced with the disruption of change


3. Use Flexible thinking to explore multiple approaches for addressing uncertainty.  
· Switch sides when discussing a topic about which you feel strongly
· Rather than assuming your first answer is the solution, suspend judgment if you are in the middle of a change
· List three positives and three negatives about a new idea or concept
· Be willing to work in an unfamiliar role to learn a different point of view
· Identify a person who is a strong flexible thinker, and ask for some coaching
4. Use Organized, structured approaches when managing ambiguity
· Learn to quickly sort information and find patterns in new situations
· Use a planner or planning software to keep to-do lists, track plans, commitments, and next steps for each change initiative
· Break down complex or ambiguous situations into manageable chunks
· Find a coach who has strong organizational skills.
5. Experiment proactively with new approaches and solutions
· Choose a small project and experiment with a new approach
· For a challenge you face, define the worst-case scenario; list how you would address each risk
· Find someone you perceive as a successful risk-taker and discuss your objections and concerns about a change
· Try to view a risk associated with a change you are facing as a “win-win” situation; determine what you can learn by assuming the risk
· Find a coach who excels at proactive experimentation.
                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                        
	
Estimated Time 
	15 minutes

	Topic Objective
	To practice one or more positive behaviors or tasks that promote resilience

	Topic Summary
	Steps for Building Resilience
The five steps to resilience contain many suggested behaviors and activities. Success will require a concerted effort over a period of time. This exercise provides participants with three options they can practice in class to give them confidence as they try them afterward.

	Materials Required
	Paper and pens

	Planning Checklist
	Handout: Steps for Building Resilience
Worksheet: Toward Building Resilience
Write the three assignment selections below on the white board.

	Recommended Activity
	This is an individual exercise. Participants can work in their usual seats, or find an “away” spot elsewhere in the classroom area.
Provide the worksheet to everyone. It contains three assignments.  
Ask participants to select at least one to complete:
· Transform negative statements to positives
· Write an imaginary future obituary for yourself
· Visualize yourself as you wish to be in five years. What steps can you take now to move you in that direction?
In debrief, ask these questions:
· Which assignments were more difficult? Why?
· How could these activities help us enhance our capacity for resilience?

	Stories to Share
	Two corporate executives responded very differently to losing their jobs. One sent out many resumes, received little response, and wound up disillusioned and angry. The other, as he saw a layoff approaching, decided to pursue a personal interest in ancient civilization. He earned a master’s degree and ended up a happy man cataloguing Greek coins at the Harvard University library. The coin sorter demonstrated resiliency, critical to achieving a transformation after job loss.

	Review Questions
	Remind participants to consider adding one or more items about resilience to their action plan.





[bookmark: _Toc444168380]Case Study
Dan needed to find a way to make employees more resilient to change, as there were going to be quite a few implemented in a short time at the paper distribution company. He held a meeting, and discussed the steps for an individual to become more adept and adapting to changes. Things like developing a positive view of the world, maintaining a focused sense of purpose, exploring multiple approaches to an uncertainty, using structured approaches in ambiguous situations, and experimenting proactively with new solutions and approaches. All of these helped the work force become better suited to the changes, thus remaining productive and effective.


[bookmark: _Toc444168381]Module Ten: Review Questions
1) Which of the following statements IS NOT true?
a) Resilience is an absolute characteristic
b) Resilience is a combination of traits of varying degrees in people
c) Resilient people perceive more opportunities than non-resilient people
d) Resilient people view disruption as a necessary part of adjusting to the challenges of change
2) Which of the following DOES NOT refer to O-type people?
a) They are proactive
b) They don’t ask for help
c) They are optimistic
d) All of the above refers to them
3) Which of the following statements IS NOT true?
a) Resilient people tend to grow stronger from their experiences
b) Resilient people often let themselves be depleted
c) Resilient people are necessary to foster success during a change
d) All the statements are true
4) Which of the following statements IS NOT true?
a) O-Types are less organized than D-Types
b) D-Types are less focused than O-Types
c) D-Types are less flexible than O-Types
d) O-Types are more positive than D-Types
5) Taking time out during a period of frustration is the part of:
a) Developing a more Positive world view and self-concept
b) Maintaining a Focused sense of purpose for long-term goals and priorities
c) Using Flexible thinking to explore multiple approaches for addressing uncertainty
d) Using Organized, structured approaches when managing ambiguity
6) Breaking down complex or ambiguous situations into manageable chunks is a part of:
a) Experimenting proactively with new approaches and solutions
b) Using Flexible thinking to explore multiple approaches for addressing uncertainty
c) Using Organized, structured approaches when managing ambiguity
d) Maintaining a Focused sense of purpose for long-term goals and priorities



[bookmark: _Toc444168382][bookmark: _Toc230963965]Module Eleven: Building FlexibilityBe infinitely flexible and constantly amazed.
Jason Kravitz

[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\ZKNEI80I\MC910216365[1].png]Being flexible on personal and social levels is critical for individuals involved in or leading a change to be able to make shifts as necessary during a project.





[bookmark: _Toc444168383]What is Flexibility?
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\3YJGCFYP\MC900383238[1].wmf]There are two dimensions of flexibility; flexible thinking, and social flexibility.
Flexible Thinking: People who think flexibly can generate a broad range of thoughts and possible responses without feeling compelled to decide on one response right away. They have a tolerance for ambiguity plus a high level of creativity. This allows them to tackle a problem from many directions.
Flexible thinkers enjoy new or complex ideas, are open to varying perspectives, and devise creative solutions in order to adapt to change. At a personal level, people who think flexibly supplement their own knowledge with the talents of other people, knowing they themselves cannot have all the answers. They are facile at building networks to freely exchange support and information.
Social Flexibility: People with a great degree of social flexibility have a clear sense of their individual strengths and weaknesses. Their self-concept is not easily threatened as they reach out to others, looking for collaboration and working to build social networks. They have no problem reaching out to see where others can add value and asking others for support.

	Estimated Time 
	15 minutes

	Topic Objective
	To practice personal flexible thinking regarding a change initiative

	Topic Summary
	Thinking Flexibly While Planning for Change
A national reference laboratory instituted a “Seven On-Seven Off” schedule. Participants will assume the role of the change management team before the program started, and generate positive and negative ideas about this new concept. The group will be challenged to listen to and accept their fellow members’ ideas.

	Materials Required
	Worksheet: ARUP Laboratories and the New Schedule

	Planning Checklist
	Flip chart paper and markers for each group

	Recommended Activity
	Divide the group into teams of 4 and provide a worksheet to each participant.
Ask the teams to read the case and to practice flexible thinking by brainstorming three positive and three negative ideas as a member of the change management team planning the new program in 1990.
Remind the team that consistent with flexible thinking and brainstorming rules, all ideas are accepted.
Ask the groups to post their results for discussion.
In debrief, ask:
· Was it difficult to generate both positive and negative ideas?
· How could the negative ideas be helpful to the change management team? 

	Review Questions
	Let’s list three steps an individual can take to utilize flexible thinking when working through a change process.
Remind participants to consider adding one or more items about flexibility to their action plan.





[bookmark: _Toc444168384]Why is it Important?
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\OVV8IZ9R\MC900070863[1].wmf]Flexible people are team players, a critical need during a change management initiative. Flexibility allows one to brainstorm more efficiently, bringing a wider range of ideas to a project team. The broad range of solutions brought to the table by a flexible thinker encourages a strong change solution -- and avoids the potential for inferior solutions that may be generated by people with low levels of social flexibility.

[bookmark: _Toc444168385]Five Easy Steps for the Leader and the Individual
[image: C:\Users\Darren\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.IE5\3YJGCFYP\MC900071116[1].wmf]The following five steps can benefit either a leader or an individual who is dealing with change on a personal or an organizational level.


	Personal Level
	Social Level

	Swap sides in a discussion on a topic about which you feel strongly. 
	Identify colleagues who have a different view than you, and ask their opinions.

	Suspend judgment during a change. Don’t assume that the first answer is the best or only one.
	If a colleague presents an idea that seems off-base to you, take a step back and try to see the rationale from your colleague’s point of view.

	Practice thinking of paradoxes (both/and) rather than contradictions (either/or).  Try to generate both positives and negatives about a new idea or concept, rather than focusing exclusively on one or another.  Listen to others.
	Ask colleagues or friends for their opinions about your thoughts regarding a change; listen completely to their answers and avoid passing judgment on their contributions.

	Offer to work in a role that’s unfamiliar to you so you can approach a situation from a different point of view.
	Pinpoint a skill you want to learn; ask someone to help you learn it.

	Find someone who is strong in flexible thinking to serve as your coach.
	Identify someone who is adept with social flexibility and ask for coaching.



	Estimated Time 
	10 minutes

	Topic Objective
	To explain the meaning and importance of flexibility during change

	Topic Summary
	Definition and Importance of Flexibility
Being flexible on personal and social levels is critical for individuals involved in or leading a change to be able to make shifts as necessary during a project.

	Materials Required
	None

	Planning Checklist
	None

	Recommended Activity
	Overview the meaning of flexibility, above, and discuss reasons why flexibility on both a personal and social level are important in an organization.
In debrief, ask:
· Can you think of a time when an individual was inflexible during a change?  How did the lack of flexibility impact the outcome?

	Review Questions
	Why is it important for people in organizations to have both personal and social flexibility?
What are two things an individual can do to enhance his or her ability to think and behave with flexibility?



[bookmark: _Toc444168386]Case Study
Lynn was a part of the change management team and wanted to understand the employees who are most flexible in order to help others become the same. She found that the most flexible employees were the ones that were team players, something that was very important during times of change. They were also able to brainstorm more effectively, and in turn are able to bring a wider range of ideas and solutions to the table. Lynn knew the best aspects of a flexible employee, and wanted a way to instill those traits in others. She found that following the five steps can benefit anyone who is dealing with change on a personal or an organizational level, and used them to help prepare the company for the changes that were to come.


[bookmark: _Toc444168387]Module Eleven: Review Questions
1) Which of the following IS NOT one of the dimensions of flexibility?
a) Flexible thinking
b) Flexible acting
c) Social flexibility
d) All of the above are dimensions of flexibility
2) Which of the following statements IS NOT true?
a) Flexible thinkers know that they themselves cannot have all the answers
b) Flexible thinkers always rely to their own talents
c) Flexible thinkers are highly creative
d) Flexible thinkers are facile at building networks to freely exchange support and information
3) Which of the following IS NOT one of the reasons why flexible people are important?
a) Flexibility allows one to brainstorm more efficiently
b) The broad range of solutions brought to the table by a flexible thinker encourages a strong change solution
c) Having flexible people helps avoiding the potential for inferior solutions that may be generated by people with low levels of social flexibility
d) Having flexible people means that the job will be done faster and easier
4) Which of the following statements is true?
a) Flexible people are a crucial need during the change management initiative
b) Flexible people are not crucial, but recommendable during the change management initiative
c) Flexible people are not necessary during the change management initiative
d) None of the above
5) Identifying colleagues who have a different view than you, and asking their opinions is a step on a:
a) Personal level
b) Social level
c) Both personal and social level
d) An undefined level
6) Finding someone who is strong in flexible thinking to serve as your coach is a step on:
a) Personal level
b) Social level
c) Both personal and social level
d) An undefined level 

[bookmark: _Toc444168388]Module Twelve: Wrapping UpIn my end is my beginning.
T.S. Eliot


[image: ]Although this workshop is coming to a close, we hope that your journey to improve your change management skills is just beginning. Please take a moment to review and update your action plan. This will be a key tool to guide your progress in the days, weeks, months, and years to come. We wish you the best of luck on the rest of your travels! 


[bookmark: _Toc444168389]Words from the Wise
Victor Frankel:  When we are no longer able to change a situation, we are challenged to change ourselves.
Price Pritchett: Change always comes bearing gifts. 
Pauline R. Kezer:  Continuity gives us roots; change gives us branches, letting us stretch and grow and reach new heights. 

[bookmark: _Toc444168390]Parking Lot
Review the items on the parking lot. Some items may need one-to-one participant follow up. You may be able to clear other items up now. Follow-up workshops may even be appropriate.

[bookmark: _Toc444168391]Action Plans and Evaluations
Do a quick round robin and ask everyone to share one thing that they learned today. Then, ask participants to make sure their action plans and evaluations are complete.
If possible, ask participants to buddy up and set up a follow-up system, so that they can check up on each other in the coming days, weeks, and months. If appropriate, provide your contact information in case they have any questions.
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