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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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INTERVENTION FRAMEWORK – An Overview





The Intervention Framework depicts how WE “do” change and transition.  Because each change situation is unique, the roadmap is necessarily high-level.  





The arched pathways—Organization Change and Individual Transitions—above and below the Analysis & Design Approach roadmap depict the pathways that the organization and its people follow along the way, which we’ll introduce a bit later.  





The tools for Organization Change and Individual Transitions are taught in this course and contained in the accompanying Organization Change and Individual Transitions Toolkit.  





The tools for Analysis & Design are taught in the companion course—Differentiation by Design:  Designing Organizations for Growth—and contained in its accompanying toolkit.























basic diagnostic principles





Hear the pain / hear the desire


The pain or the desire felt is where the underlying assumptions about the problem or the gap exist.  When these assumptions are not understood and felt, interventions tend to miss the mark.


Data drives diagnosis when assumptions and end-game are known


Data are best understood when the context of the desired end-game and prevailing assumptions are known.  The same data could signal very different responses if the desired outcomes are different.  High employee turnover in a fast-food restaurant can be interpreted very differently depending on the desired end-state of the leaders.  Consequently, leadership’s assumptions about data will influence how data are interpreted and used.


Patterns provide perspective (events are difficult to diagnose)


Look for patterns or trends.  It is difficult to accurately diagnose from a single event or occurrence.  Be suspicious of problems that are being hyped based on one or two events rather than a solid pattern of data.


The right questions get the right diagnosis


The right questions come from understanding and feeling the pain/desire people are expressing along with the assumptions that underlie the pain/desire.


Questions and answers are on a limited budget prioritize your questions


There is limited time and patience for analysis.  Prioritize the data you need and the questions you need to ask.  One carefully worded question can often provide insight into the answers to ten other smaller, less focused questions.


When the majority is acting, the system is directing


Most problems experienced in business are more related to the larger systems and processes in which people are expected to function and perform than to their own motivation and abilities.  A sure sign that a problem is systemic is that most people in the organization or group are afflicted by and are struggling with the same issues/concerns.


























EXERCISE – YOUR CURRENT THINKING ABOUT CHANGE





Depending on the instructions from your facilitator, either work with the people at your table to discuss and answer following questions or discuss and answer these questions as a class.  If working as a table, your facilitator will give you instructions about the time allowed and what to report out to the whole class.





What do you believe are key elements and considerations when managing organization change?  (e.g., A vision of a future state?  A compelling business case?)


In what sequence, in your opinion, should these elements and considerations be assessed and addressed?  (e.g., Should assessing passion for change precede mobilization of resources?)  


What are your assumptions (based on experience or schooling) about how change really happens?  








Three-sided Diagnosis 





As the one who is asked to intervene in an organization problem, there are two primary factors to consider—your client and the change opportunity/issue he or she is bringing to you.  Each factor includes critical considerations for you to address to effectively diagnose and intervene in the situation.





Understanding ‘three-sided” diagnosis both in concept and in specifics should help you cover all of the important factors needed to ensure intervention success.





The Client


You must understand the client’s needs (and motivations, desires, pains, biases, beliefs, values, and objectives).  Clients are people with ideas and beliefs, rational or irrational, which impact the direction and ultimate success of an organization intervention.  Failing to understand the client’s needs can lead to an intervention that does not fulfill expectations.  For example, a large organization undertook a process redesign in Asia that was a success from an intervention perspective, but it failed to address a significant belief of the main client and, therefore, was not implemented as originally designed.  The leader of the redesign lost a degree of credibility in the organization even though the work done was done well from a strictly objective standpoint.





The Change Opportunity/Issue


Here you should understand the situation and the context in which the change is being proposed.  You should look for environmental factors such as employee readiness, union contracts, cultural/geographical differences, marketplace conditions, organizational politics, company policies/procedures, corporate culture, leadership talent, production capabilities/capacity, etc.  Understanding these conditions will help you as you identify the changes that need to be made as well as the best way to implement the changes into the current environment.





Understand Client’s Assumptions and Data


There is one final and vitally important set of information to understand as the one who is asked to intervene, that is, the client’s assumptions and the data about the change opportunity/issue.  The translation between assumptions and data is essential to being able to address the needs of the client as well as the conditions of the change opportunity/issue.  Much of the material presented up to this point suggests effective ways to gather and assess information that will help you diagnose not only the root cause of the situation, but also the context in which the change should take place.

















so, what’s the difference?





Often, the terms “Organization Change” and “Individual Transitions” are used interchangeably.  While they seem to connote similar things, they are in fact different...at least for those who need to play the role of change agents in an organization.  





Organization Change


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.  The key elements of organization change are passion, readiness, mobilization, and implementation, which will be dissected a bit on the next page.





Individual Transitions


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.  The basic phases that occur during transition are ending, searching and engaging, which will also be dissected a bit pm the following pages.








A KEY POINT:  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.  They are really just different sides of the same coin.  








components of organization change





Passion


Vision—A description of what the future state will look and be like.


Compelling Business Case—A rationale for why the change is needed; sometimes the case for change is driven from a desire to eliminate pain, whereas other times the change is driven from an aspiration to be or do more.


Felt Need—The urgency people feel for making and committing to the change.





Readiness


Magnitude—Assessment of the size of the gap between the current and future state.


Understanding—People’s understanding of why, what, who, when, and how.


Leadership Commitment—The extent to which leaders in the organization are committed publicly and privately to the change.


Individual Capabilities—People in the organization have the experience, confidence, and competencies to navigate the change.


Organization Capabilities—The structures, systems and processes that exist within the organization to enable the change to happen as expected or as needed.


Stakeholder Response—Those with a stake in the organization are supportive of and on board with the changes.


Resources & Competing Events—The resources needed to implement the change are available and outside distractions have been minimized.





Mobilization


Roles—The roles needed to rally support and lead the change, such as sponsor, facilitator, change agent, etc.


Engagement/Involvement—The activities or tactics used to involve and engage as many people as possible in decision making and implementation.


Expectations/Consequences—The definition and communication of the behavioral and performance expectations along with consequences.


Communication—The plans, messages, and timing of needed communication throughout the implementation and the change process.





Implementation


Planning—The work schedule and timelines associated with various aspects needed to coordinate and implement the change.


Structure—A change structure is often used to formalize reporting, feedback, and execution of implementation plans.


Monitoring—The mechanisms used to monitor progress, reactions, and performance before, during, and after implementation.


Risk Mitigation—Plans for addressing barriers or potential risks.


Close-Out & Celebration—Final documentation and lessons learned regarding the project; recognition for the work done and the fulfillment of goals.




















APPROACHES TO EMPLOYEE INVOLVEMENT





One important consideration during the Organizing for Intervention phase of an intervention is understanding who should participate.  Sometimes issues are sensitive and confidentiality is essential, whereas other initiatives are best done with broad exposure and involvement.  The Employee Involvement tool helps leaders and change agents evaluate what model of employee involvement is appropriate for each type of intervention.  The reality is that there are trade-offs for all involvement models. 





Choosing the right type of employee involvement increases productivity and commitment, and it reduces costs.  Choosing the wrong type of employee involvement can be costly to the organization in time, solutions and financial resources.  Knowing your options helps you choose the best way to develop an effective approach to design.





The following are some general criteria that should be used to evaluate the right level of employee involvement:   





Roles—There are times when most everyone in an organization should be involved in a decision.  However, when a project includes strategic issues, decisions, and requires strategic framing, involvement should and must lean toward management.





Skills—When employees have the competencies and/or aptitude to take the organization to its desired destination, then their involvement should be a viable option.  Leaders most often cannot do front-line work, and therefore may not be able to design the right work solutions.  





Resources—The more resources are reduced on the front-end of a project, the more time and resources are needed at the back end.  Reduced employee involvement up front usually means longer and even more time-consuming involvement later (e.g. training).  On the other had, taking many employees off their jobs has an impact on the productivity of the organization.





Data—If the data needed to make design choices are at the front-line of the organization, the front line should be involved in developing recommendations.  Asking who has the data and who can articulate design choices/principles helps determine who should be involved.





Outputs—Matching the desired output to the right approach is another important variable.  Large group conferences are not the best approach for creating job descriptions, for example, but often work well for discerning the implications of strategy, doing macro design and similar higher-level tasks.





Commitment—The greater the need for employee buy-in, the greater the need for involvement.  It has been said that people rarely argue with their own ideas. 





CHANGE STRUCTURE AND ROLES





Though the Change Structure and Roles tool is in the Organization Change section of our toolkit, there are some considerations very early in an intervention that should drive you to ask questions like those listed on the left side of the opposite page.





We recommend, for example, that you decide what broad methodologies you will use during your intervention.  For example, if you are going to use a Future Search Conference or some other kind of large conference method to design your “new world,” that will have an impact on your decisions about employee involvement.  Typically, such conferences involve a vertical and horizontal cross-section the organization—and that means front-line employee are, therefore, typically involved.   If you choose, on the other hand, to use small design teams, those teams may or may not include front-line employees.





It is typically wise to have your sponsor and champion(s) identified and on-board.  Similarly, you may want to identify the key leaders of various later Improvement Approach phases such as analysis of the gap between the current and future state, designing the change and executing the change.  Of course, at least some high level specification of roles and responsibility ought to occur at the same time.





The fleshing out of lower-level structures and detailing of roles may wait, however, until the Mobilization phase of Organization Change.  And, depending on the complexity and duration of your intervention, your change structure and roles may change as you proceed from phase to phase.  For those reasons, we will defer digging deeply into the use of the Change Structure and Roles tools until we get to the Mobilization phase of Organization Change in these course materials.  





At this time, our objective is to get you to think about some of the key questions that need to be asked during the Organizing for Intervention phase and the impact of their answers on what you do later.

















PHASE 3:  ORGANIZING FOR INTERVENTION





On the opposite page is a list of some of the key issues or questions that you should address during the Organize phase of the Improvement Approach.  In essence you are creating the foundation upon which you will build.  





Please note, however, that unlike the construction analogy of a “foundation,” you may revisit and alter early decisions as you proceed from phase to phase during your intervention.  This may occur because of the complexity or duration of your intervention, or it may occur to correct early mistakes and missteps.





The Organization Change and Individual Transitions Toolkit that accompanies this course includes several pages about the key issues or questions listed here.  However, there are two about which we want to devote some time during this course:





Change Structure and Roles


Managing Employee Involvement





Indeed, these are the “topics” of the next few pages.  And, Change Structure and Roles will surface again in the Organization Change section.











PHASES OF AN INTERVENTION





Although each intervention can be unique in many ways, they tend to typically unfold through these phases:





Identify a Need (Pain or Aspiration).  Sometimes interventions take place to address a “sore spot” or a “pain” in the organization.  Other times they are done to enhance or build upon successes already being experienced.


Diagnose the Situation to Determine Where and How to Intervene.  The approach used should be based on diagnosis.  Interventions approaches are essentially a set of tools used to analyze data, find root causes, design a solution and implement the change.  


Organize to Intervene.  When a need is identified and the situation has been diagnosed, the approach for leading the intervention effort should be laid out.  This may include identifying the project sponsor, defining change roles, developing a charter, determining people’s level of involvement, selecting individuals to participate and contracting for clear expectations.  


Analyze causes of gaps and misalignments.  With the initiative organized, the work of analyzing available data begins, including but not limited to measuring and analyzing results, gathering and prioritizing requirements, identifying performance gaps against requirements, identifying root causes, and identifying misalignments between expectations and capabilities.  


Design a Solution.  Focusing on the root causes and misalignments identified, a solution is designed.  What comes out of this step will depend on the kind of intervention selected using our Diagnostic Model.


Implement the Solution.  With a path to the future state determined, the organization now prepares to implement the change.  Part of implementation is the planning, logistics and communications required to make all of the different pieces fall into place.  It also involves winning over the people who must disengage from today’s current state and embrace a new, future state.  Some of the key activities involved in implementation include:  develop an implementation plan, identify risks and barriers, develop transition and change management plans, identify needed resources, plan and conduct communications and training, monitor progress and adjust as needed.








intervention framework – overview (continued)





Our approach to analyzing data—the fourth phase of an intervention— is depicted as the center pathway in our Intervention Framework.  The purpose is to identify the cause-and-effect relationships for diagnosed problems and to identify misalignments between what the the organization WANTS to do and what it CAN do based on the choices that have been made in the past within each of the five categories of variables:





Strategy & guidance (i.e., direction about what to do and not to do)


Culture & leadership


Macro structure, including linkages among the parts


Organizing systems (i.e., procedures, policies, processes, systems, etc.)


Continuous improvement





Following analysis, the design of the solution—the fifth phase of an intervention—will be organized around the same categories of variables.  Following this approach to both anaysis and design will help assure that you do not pull too few levers to effect the change that is desired.











exercise – using the sample “game plan” in section 7





Since so many of our course participants and clients ask questions like “How long will this take?” and “How do I...?” we thought it wise to give you an opportunity to apply the sample “Game Plan” in Section 7, Templates & References, to a change intervention with which you are familiar.





Here is a space in which you can write “stuff” along with your table’s flipchart:





Diagnostic model





The diagnostic framework begins with asking, “Why do we need to change?”  One kind of “why” is an issue that stems from the problem perspective (pain).  The other kind of “why” is an aspiration.  Once the “why” is known, then the  “R-squared” (Results and Requirements) can be answered.  “R-squared” represents stakeholder requirements and current results.  When the pain/aspiration is known and the requirements and current results have been gathered, then an effective diagnosis to identify root causes can begin.





The first level of diagnosis is to identify where changes need to occur—at the individual level, group level or organization level.  How do you distinguish individual, group, and organization problems (which is most often where the root cause lies)?  





Simply put, individual issues are isolated to individuals.  Group issues are ones that arise within a group of people who work together to accomplish a common outcome, e.g., a team or department.  Organization issues are generally the most complex; they deal with how the organization—through its structures, systems and processes—does all the disparate yet interrelated activities needed to ensure marketplace success.  Whenever interventions misdiagnose among individual, groups or organization issues, enormous energy and good will are wasted. 





At the individual level, individuals who are motivated seek to do an activity because they enjoy it or desire the consequences that come from doing it.  Some individual problems are the result of people’s low motivation for a task or role.  Assuming the person is motivated, you may look to the ability of the person to perform, for example.





Groups are motivated when they encourage and support members of the group in performing the specified task.  On the other hand, when groups cannot perform the specified activity, regardless of the consequences or people’s desires, then the issue is one of ability.  Many issues seem to be a mixture of both.  When this is the case, incremental improvements in ability and motivation should be sought—usually starting with ability.  





When performance, ability and motivation issues are common, systemic, and/or widespread, it’s an organization intervention that is needed.  The balance of this workshop is designed around the tools and techniques that can be used to intervene around organization-related problems or root causes.  Applying an intervention designed to deal with individual or group issues in the face of systemic organization issues is a waste of resources.





phases 1 and 2:  Identifying the driver and doing diagnosis





Popping up to an even higher level, the model looks like this.





Starting from the premise that we are “here” (current state) and experiencing some pain or having an aspiration, we want to get to “there” (future state).  The question then becomes, “What do we need to do?”





The answer to that question comes from your diagnosis.  Momentarily, we’ll start getting into the diagnosis arena.  For now, however, we can characterize the overall process as follows:





Identify in the current state what pain or aspiration that is driving the desire for change


Diagnose to identify what needs to be “unfrozen.”


Diagnosis will tell you what is broken (the pain motive) or what can be improved or sustained to seize a current advantage (the aspiration motive)


Your chosen approach to the intervention will translate into focusing energy on changing (“unfreezing”) what needs to be fixed or improved or sustained


The future state is attained when the change has been implemented and the individuals in the organization have completed their transition from the “old way” to the “new way,” which then becomes “frozen” as the “way we do things here.”





We all know, of course, that “frozen” is not an absolute concept.  Rather, it’s frozen until the next pain or aspiration drives a new desire for change.























planning and focus are the keys		





The three bullets on the opposite page speak for themselves.





But the key point at the bottom says it all:





“A brilliant intervention can fail due to


poor change planning & implementation.”





How important is it to take heed?  Consider the eight most common reasons that change interventions fail: *





Not establishing a great enough sense of urgency


Not creating a powerful enough guiding coalition (during the Organizing for Intervention phase and throughout the intervention)


Lacking a vision (of the desired future state)


Undercommunicating the vision


Not removing obstacles to the new vision


Not systematically planning for and creating short-terms wins


Declaring victory too soon (perhaps the most frustrating thing that executives do)


Not anchoring changes in the culture (and all of the “organizing systems” that get the work done)






































Adapted from John P. Kotter, “Leading Change:  Why Transformation Efforts Fail,” Harvard Business Review, March-April 1995.














the process of individual transitions





The change occurs in the organization on schedule.  It is signaled by an event, a date or some other recognizable milestone.  People, on the other hand, complete their individual transitions from the “old way” to the “new way” at varying rates and with varying degrees of difficulty.  Nonetheless, the pattern is predictable. 





Research and experience suggest that there are several principles at play when individuals go through a transition.  Effective change agents and leaders plan the changes they are advocating in such a way that these principles are followed.  One transition principle, for example, suggests, “People need sufficient information to understand and assimilate the future.”  Knowing this, change agents can use various Organization Change as well as Individual Transitions tools to help ensure this principle is followed. 





The Individual Transitions tools that you will learn later in this course propose that managers can and should use a variety of levers that influence and help people through the change.  Each lever appeals to either the person’s intellect, sense of duty, or desire for affiliation and involvement.  These tools are found in the Organization Change and Individual Transitions Toolkit accompanying this course.





First, however, you will learn to use the Organization Change tools also found in the Organization Change and Individual Transitions Toolkit accompanying this course—but not before a brief opportunity to make a couple of key summary points…














Exercise – what tools do you use today?		





Depending on the instructions from your facilitator, either work with the people at your table to discuss and answer following questions or discuss and answer these questions as a class.  If working as a table, your facilitator will give you instructions about the time allowed and what to report out to the whole class.





Identify in the following categories what organization change and individual transitions tools you use today:





Assessments -


Action Plans -


Communications - 


Change Training –


Other – 





the focus of this course	





This is not a “Change & Transitions 101” course that will fill you up with concepts and knowledge.  Rather, its focus is on giving you practical, proven tools for getting through the often rocky road that you must travel to get an organization and its people from the current state to the desired future state.





OUR APPROACH TO CHANGE





It’s probably certain that OUR approach to change and YOUR approach to change are not identical.  If our approaches were the same, you probably wouldn’t be in this workshop.  Surely, there are differences.





Since us adults tend to approach things that are new or different by trying to fit them into our current thinking, it’s probably a good idea to find out what your current thinking is.  That will better equip you as we proceed to decide what to accept as is, what to adapt to fit into your current approach and what to reject because you just don’t buy it.








KEY QUESTIONS ABOUT EMPLOYEE INVOLVEMENT





On the opposite page are some key questions—some of which may be of the “squirm-inducing” variety—that you can ask yourself as you consider the general criteria offered on the previous page.





exercise – level of employee involvement





Depending upon the composition of the class, the instructor will choose to do this exercise either as a “table exercise” or as a whole class.  Additionally, he or she may ask you do complete this exercise for your own organization or one of the organizations represented at your table or in the class.  





Here, along with your flipchart pad, is some space to write “stuff:”








what next?





Too often, the diagnosis that is done by a group (or, worse, an individual) of executives or managers is superficial.  Even more often, the diagnosis is not followed by an analysis of cause-and-effect and misalignments across the array of variables that affect organizational performance.  We’ve all experienced situations in which an executive or manager pulls a single lever—typically, his or her favorite one—to “solve” the problem.  More often than not it doesn’t solve the problem.  Indeed, it may even create new problems because of the interrelationships and interdependencies among variables.  Or, it may solve only part of the problem while leaving other policies, procedures, policies and/or systems in place that contributed to the problem as much or even more.





Thus, it is critical that you push hard to press forward with the next steps in our Intervention Framework as shown on the bottom half of the page on the right.








PHASE 4:  ANALYZE DATA





During the Analyze phase of an intervention data, much of which may have been gathered during Diagnosis, are analyzed, root causes / misalignments are found and a rationale for change is refined and reinforced.  





Key activities include: 





Measure and analyze results


Gather & prioritize requirements


Identify performance gaps against requirements


Identify root causes and misalignments


Refine business case





The diagnoses that you do during the Analyze phase often refine your initial suggestions about the appropriate intervention, which then becomes a key feed into the Design phase.  Another frequent outcome is convincing the unconvinced about the case for change.  Whatever the outcome, however, the “bottom line” is that the intervention selected should ensure alignment of processes, systems and structures toward achieving the desired end result.























PHASE 5:  DESIGN A SOLUTION





During the Design phase of an intervention you will make choices about how to compete, how to organize, how to deploy/allocate resources and how to align processes and systems.  





If any phase could be singled out as the most potentially contentious, this is it.  It often involves trade-offs that are essentially dilemmas (“If you do this, you can’t do that”).  And, the leaders and key influencers in an organization may have very different opinions about fundamental strategic questions like, “How will we grow?”  Of course, if there is clarity about the organization’s strategy, this kind of question will not be on the table.





 Key activities include: 





Develop a solution within design scope:  


Strategy & Guidance


Culture and Leadership


Macro Structure Design


Micro Organizing Systems Design


Continuous Improvement


Validate


Perform cost/benefit analysis


Sell solution








INTERVENTION FRAMEWORK – OVERVIEW (CONTINUED)





Regardless of the change being conceived, the principles, tools and methods of organization design will be involved.  The Analysis & Design Approach—the center pathway through our Intervention Framework on the opposite page—is taught in our Differentiating by Design:  Designing for Marketplace Growth workshop and detailed in its companion Organization Design Toolkit.  





Because of its extensive treatment in that workshop and toolkit, it will receive only overview treatment here and in the accompanying Organization Design & Individual Transitions Toolkit.   There is one exception:  the Diagnostic Model is treated at the same depth in both toolkits. 





The key goal of THIS course is to provide you with the tools to work the upper and lower arched pathways of the model—Organization Change and Individual Transitions.





PHASE 6:  IMPLEMENT THE SOLUTION





The Implement phase of an intervention is where all of the analysis and design come together, are approved and move toward roll-out and implementation.  It has been said that many a plan has been thwarted by poor execution.  





Key activities during the Execute phase are:





Develop an implementation plan


Identify risks/barriers


Develop change & individual transitions management plans


Identify needed resources


Plan and conduct communications & training


Monitor progress


Adjust as needed





The discipline of project management is critical to effective implementation.  The tools and techniques of planning, executing, controlling and closing projects, while not covered in this toolkit, provide the organization and discipline needed to bring a project home.  





For bigger change efforts, project management is not enough.  Seventy percent of change efforts fail.*  To be successful, you need to do more than just project management.  Indeed, you need to manage both the organization change AND the individual transitions.  





To help you in these areas, many of the tools to be presented in the Organization Change and Individual Transitions sections of these course materials can and should be used during the Implement phase of the intervention.


























John P. Kotter, “Leading Change:  Why Transformation Efforts Fail,” Harvard Business Review, March-April 1995








IMPORTANT NOTE:  Throughout the accompanying toolkit, specific recommendations are made about when (i.e., during which phase[s]) each tool can and should be used most appropriately and best used.








Decline





Accept
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