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Access and Use Agreement:

I acknowledge that I am an employee of the Association of Public Health Laboratories (APHL) or that I am an employee of an APHL member laboratory.  As such, I am permitted to access and use these tools inside my organization for the purpose of setting strategic direction, aligning organization choices, and managing change.  I understand that by accepting this agreement I may use these tools as long as I am a member of APHL or am an active employee of a member lab.  These tools may not be used outside of APHL or member laboratories without the express written consent of AlignOrg Solutions.  

When I use these tools/materials, I will ensure the following information appears in the footer of the document:  “All rights reserved. AlignOrg Solutions 2009 ©  www.alignorg.com”

When hard copies are printed or distributed, the following additional information must appear on each printed page.  “Copyrighted materials – For internal APHL or APHL Member use only.”

In cases, where I choose to adapt a tool for a specific internal use, I will use the following footer.  “Adapted with permission from AlignOrg Solutions  www.alignorg.com”

I understand that these are copyrighted materials and may not be shared with non-APHL members, contractors/vendors, or others outside of APHL or member laboratories.
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LEARNING OBJECTIVES





This workshop was designed to meet the needs of HR professionals and other organization leaders called upon to facilitate major change initiatives in their organization. 


Your organization has invested in this workshop so that you may gain insight into how to effectively help your organization and people through the change itself and then through the full transition from the “old way” to the “new way.”


Thank you for your attendance, for your attention and for your contribution to the success of this workshop.  


Learning Objectives 


Diagnose change situations to select appropriate tools 


Because each change situation is different, we hope that you will view the tools you will learn like mechanic’s tools in a toolbox—he or she chooses the right tool for the job based on an assessment of what is needed.  The other tools are not used for this job.


Use the appropriate change management tools


We all know that it’s unwise to try to open a beer bottle with your teeth; rather, you should use a bottle opener.  The same idea applies here.


Consult with key leaders to increase change and transition effectiveness


There are at least two reasons to consult with key leaders:  1) they know things that you need to know to be more effective, and 2) that elusive yet critical thing called “buy-in” is increased by involvement.


Align behaviors with organization priorities and direction


If the people, processes and systems within an organization are like arrows pointing in different directions, that will significantly degrade the organization’s effectiveness.


Identify and mitigate stakeholder concerns


Unaddressed concerns gnaw at people and negatively affect their willingness and ability to commit their energy to new directions.  And, often their concerns are very real; you need to attend to them.


Assess the change management and individual transition issues involved in an intervention


Although each change situation has elements of uniqueness, the kinds of issues that arise are near universal.  If you know in advance what they will be, you can address them in a more timely and effective way.





(continued on next page)








LEARNING OBJECTIVES (continued from previous page)





NOTE:  Left side content regarding Learning Objectives starts on previous page





Use change and transition tools in the following situations


Although change and transition tools could be used in many change situations across a spectrum of depth and breadth of magnitude, use of these tools is all but essential to be effective in change situations such as these:


Mergers/acquisitions


“Restructuring” and other strategic initiatives


Outsourcing


Reductions in force


Quality or process improvement initiatives


Any other change that significantly disrupts “the way things have ‘always’ been”


More effectively influence change leaders and change resisters


Influencing both change leaders and change resisters is rarely a matter of “selling” to them; rather, it is asking the right questions at the right time and helping them answer those questions, and applying the right levers in the right way at the right time.  


Implement a specific action plan to apply tools and learnings


If you are taking this course because you are about to embark on a change mission, having an action plan to apply tools and learnings help you launch on the right foot and in the right way.  But even if you are taking this course for future application, having an action plan to help you further develop your knowledge and skills will better position you for action when the time comes.


Integrate change and transition tools with other design and/or improvement tools and methodologies


This course nicely complements and integrates with another major offering from Aligna Solutions’, i.e., Differentiation by Design:  Designing for Marketplace Growth, which teaches you how to use our Organization Design Toolkit to design an organization that is perfectly aligned to its marketplace strategy.   Often, an organization design initiative leads to breadth and depth of change of such magnitude that organizational change and individual transition management is all but essential, i.e., they go together…inextricably.


























Day Two Agenda





The second morning of the planned agenda is dedicated to completing the workshop content about our Organization Change Tools and beginning the next section, Individual Transitions Tools.  Again, because of variability of lengths of discussions, the planned agenda should be viewed as flexible.





After lunch we will provide you with an array of Facilitation Tools, Concepts and Principles that are not in the Organization Change and Individual Transitions Toolkit that accompanies this workshop.  We believe that content is your “bonus” for attending this workshop.  The afternoon content will end with an opportunity for you to bridge the gap back to your real world by completing a Personal Application Plan.





Again, we will end the day with a review of what was covered and get feedback from you, the participants.  




















Day One Agenda





The first morning is dedicated to setting up the course and introducing our Intervention Framework & Diagnostic Approach.  We believe that your effectiveness will be significantly enhanced if you first diagnose the organization to be clear about the current state, the desired future state and the gap between the two.  





Later in the day we will begin the course content about our tools for organization change and individual transitions and how to apply them through the phases of an intervention.  These tools provide the means for closing the gap through carefully selected and well-executed change interventions.





Because it is difficult to predict the points at which discussion will be brief or lengthy, the agenda should be viewed as very flexible.





We will end each day with a review of what was covered and get feedback from you.  Feedback allows those presenting the course to make adjustments and increase the quality of the learning experience.  




















How the Course Is Organized





This course is organized around our Intervention Framework.





Section 1 is an introduction to the course.  





Section 2 overviews our approach to change, i.e., our Intervention Framework along with our Diagnostic Model.  Also overviewed in this section are the typical phases of an intervention and the three key “pathways” that must be followed to be successful within the Intervention Framework:  Analysis & Design Approach, Organization Change and Individual Transitions.





Section 3 focuses on the tools for changing the organization as opposed to the people, which is dealt with in Section 4.  





Section 4 provides concepts and tools to help the people in the organization complete the transition from the “old way” to the “new way.”





Section 5 includes some facilitation tools, concepts and principles to help you apply the change and transition tools learned in this course with real people in real—often stressful—change situations.  





Section 6 contains material that will help you build your Personal Application Plan to use the change and transition tools.  





Section 7 is a set of templates for many of the tools from Sections 3 and 4 along with bibliographic references.




















Helpful Icons














Presentation of key questions for clients 





?





Warns you to not slip on these issues





Flags an exercise to use a concept or tool  





Asks you to take a look at an example





Signals a definition of a term or tool





Signals a key point in the workshop





Indicates an intervention tool





LEARNING APPROACH





Concept


A change or transition concept or tool is presented.  


Examples


Examples are provided where appropriate.  


Discussion


The class discusses concepts, its tools and asks questions.  


Short Application


The participants apply the concept or tool to a fictional situation, their own situation or both.


Share Learnings and Feedback


The class comes back from their table teams to discuss the application, ask questions and share learnings.  





This learning approach is founded on sound adult learning principles.  Maximum learning occurs when new information is used shortly after hearing it.  This workshop provides solid sound bites of information and then provides the opportunity for immediate application.  Large group discussion, table discussion and practice cases enable learners to discuss and integrate what they learn.  





Because discussion takes time, effective use of time is critical.  We believe our instructional approach should focus on applying organization design tools to real work situations.  Consequently, concepts and tools will be discussed and applied quickly.  The process of learning a concept, reviewing an example, discussing it for understanding, applying it briefly and then sharing learnings and providing feedback will occur many times during the course.  We invite you to engage yourself quickly and deeply, and then when it is time to move to the next concept, please do so quickly.











Ground Rules





What additional ground rules do you think are important?  





_________________________________________________________








_________________________________________________________








_________________________________________________________








_________________________________________________________








_________________________________________________________








_________________________________________________________





























ROLES AT EACH TABLE





You will be asked to rotate these roles among the members of your table team: 





Recorder:  Please write legibly on the flipchart.  The flipcharts are used as reference material throughout the workshop.  


Facilitator:  Please ensure everyone participates.  The facilitator and the recorder should not be the same person.  Sometimes the power of the pen takes over even with the best facilitators.  


Timekeeper:  Keep the group informed and on track concerning the time frame for the activity.  Break the tasks down into the time “chunks” and remind the group of the time they have left for each task.  


Presenter:  Share questions, table output, etc. with the larger group—don’t repeat output from other groups.  If you present, and your opinion differs from your team’s opinion, please indicate so.  














CHANGE & TRANSITION:  HOW YOU VIEW IT NOW





What is your definition of change?


What is your definition of transition?


How would the business leaders you support define it?


Who are the “change agents” in your organization?














CHANGE & TRANSITION:  OUR DEFINITION





Here is our definition of “change and transition:”





“Moving organization choices and people to a desired state”





Change is the event that occurs in an organization when something goes from the current state into a different state.  Essentially, something old ends and something new begins.  It is external to those involved.  It happens quickly and is focused on outcomes or results.  Some examples are a new system goes live, a revised policy takes effect or a new process is implemented.  





Obviously, there is more to change than just the flipping of the switch.  There are people involved who experience different degrees of reorientation depending on what the change is and how personally it affects them.  A transition is the process a person goes through to grieve the loss of something and to reengage in the new, future state.  It can be a gradual process and is psychological and experiential.  





It is important to think about change and transition differently because the issues and tools used in each are unique.  However, they are inseparably connected.  Indeed, they are really just different sides of the same coin.  




















Accept





Decline
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