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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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organization change tools - introduction





Jumping back up to the high-level roadmap provided by our Intervention Framework, you can see that where we’re going now is into the Organization Change tools that enable you to work the arched pathway across the top.





Using the appropriate tools at the right time and in the right way will facilitate your movement from the current state to the desired future state.  





REMEMBER:  You’ve got to focus energy on both implementing the change in the organization and helping the people within the organization through their individual transitions.  This section focuses on organization change tools.  The next section will focus on individual transitions tools.
































passion:  what a vision does for you





This tool helps an organization capture a vision of what the organization wants to become and where it wants to go—not what it currently is or has been.


As such, it is an aspiration expressed as a compelling and possibly ideal future state.  KEY POINT:  Vision is about the future!





On the next several pages, you will learn several methods for stimulating, capturing and effectively using the idea-generation work that is an essential prerequisite for crafting an effective vision statement:





Vision skits


Headlines


Prouds & Sorries


Plus-Up





All four of these tools are found in the Organization Change and Individual Transitions Toolkit accompanying this course.  These tools will you organize your thinking about the questions shown on the slide on the opposite page.











		


























vision skits





Because people tend to get “wild and crazy” when asked to develop and act out a skit, the Vision Skits tool has the inherent potential to create just the kind of “out of the box,” forward-looking, ideal-world thinking you are seeking in order to set the stage for crafting a visionary statement that will be both inspiring and motivating.





By using the five “trigger” questions from a previous page, you have an excellent chance of getting them to look forward in time to an ideal future state.





Pay particular attention to the instructions in the last two sub-bullets on the slide on the opposite page.  If you attempt to wordsmith your vision statement in a big group, there is a virtual guarantee that it either won’t work or that it will take an extraordinary amount of time.








Sample Vision Statements


 


But before looking at how to create one, here are some examples from the real world.  





A good vision statement can be motivating and inspiring.  Passions can become intertwined with aspirations.  An effective vision gives life to passions and sparks employees’ energies.  It partners with the organization’s mission to provide meaning to work and give direction to decision-making.  A powerful vision guides interactions with customers and among employees, and it provides purpose for shareholder financial returns.  Can you see how these vision statements could do these things?





We suggest that you both explain what a vision statement is supposed to do and give examples before engaging participants in using any of the tools on the next four pages.








prouds & sorries





Unlike the Vision Skits and Headlines tools, the Prouds & Sorries tool has participants first look to the past in order to look to the future.  The hope is that remembering those things of which we are proud and that by learning from things about which we are sorry, we will be able to envision a better future.





Once again, the last two sub-bullets on the slide on the opposite page are critical instructions.





plus-up





Unlike the Vision Skits, Headlines and Prouds & Sorries tools, the Plus-Up tool has participants individually craft candidate vision statements as the prelude to capturing themes and messages that will end up in the final version.  Like two of the other methods, however, Plus-Up relies on using the five “trigger” questions on page 4 of this section to stimulate ideas.





You have three guesses (and, the first two don’t count) about how important the last two sub-bullets on the slide on the opposite page are to the success of using this tool.





readiness:  assessing change magnitude





Here are the steps you may follow to use the assessment matrix on the opposite page:





1.  Determine the Assessment Method.  There are several different ways to conduct an Organization Change Magnitude Assessment.  The project or design team can work together to assess the magnitude of the change.  The project or design team can meet with leaders in the organization to solicit their feedback on how significant they think the change will be; ratings are then compiled to provide an overall assessment.  Employees can also be polled to see how large they perceive the change to be.  Using people closest to the work and nearest to where things will change is usually a good way to conduct an assessment; however, sometimes these people will have the least amount of information about why the change is needed, what is expected to happen, and how the vision of change will translate into actual changes in the work or the job. 





2.  Assess the Magnitude of Change.  Using the assessment shown on the next page, assess the magnitude of the expected change using the scale for each question.  Normally, the assessment for each item is subjective.  For instance, what is the difference between minimal and moderate?  That is a decision that those doing the assessment need to make.  Where this seems difficult to do, consider breaking down the category into smaller components.  Financial Impact, for example, may get broken down in the impacts on revenue growth, administrative costs, budget allocations, accounting practices, earnings, etc.  With these smaller categories, it should be easier to see where the change impact is expected to be and to determine whether the impact will be fairly localized or if it will be pervasive throughout the organization.





3.  Make an Overall Determination of Change Magnitude.  After each category has been rated, an overall rating of minimal, moderate or significant should be made.  This is a subjective assessment based on the ratings made for each category.  A group may decide to place weightings on categories, which would allow a category with a higher weight to have a greater overall impact on the final rating determination.





4.  Highlight the Top Areas of Expected Change.  Regardless of what the overall change magnitude rating is, the key change categories should be noted.  This should be used during change planning to ensure that the areas of greatest impact are considered accordingly.








readiness:  change magnitude assessment





The list of sample questions on the slide on the opposite page is by no means exhaustive; rather, it should serve to give you a picture of what is intended and hopefully stimulate you to identify other questions that are specifically relevant to your change situation.





REMEMBER:  The answers to questions like these should to combine with your assessment of the scope of the intervention to guide and inform your assessment of the organization’s readiness for change and—later—to guide and inform your change and transition management planning.








readiness:  how the assessment tools combine





There are really three key points here:


 


Assessing the scope of the intervention and its magnitude are so closely intertwined as to be essentially inseparable in practice


Completing these assessments sets the stage for assessing the organization’s readiness for change (how can we know whether we’re ready unless we know what’s going to change and how much?)


The results of three assessments combine to drive change and transition management planning








readiness:  at what the assessment tools look





The tools on the next few pages combine as a process for determining how much change the organization and the individuals in it must be prepared to manage.  It is called a “process” here because it consists of using the tools on the next few pages to assess readiness based on the scope and magnitude of the change along with the readiness of the organization to make the change.





Specifically, the tools assess:





What is going to change?





How big is the change?





Are we ready to change? 





How can you effectively manage a change intervention if you do not have answers to these questions?











organization change:  readiness





The next phase or stage along the Organization Change arched pathway across the top of our Intervention Framework is Readiness.





Five tools are provided in our Toolkit for use in the Readiness phase or stage:  





A full assessment of readiness involves using these three tools in the sequence shown:


Scope of the Intervention (i.e., what will change?)


Organization Change Magnitude Assessment (i.e., how big is the gap that must be closed to reach the desired future state?)


Change Readiness Assessment (i.e., how ready are we?)


Stakeholder Evaluation/Action Plan (engaging the key stakeholders in a change intervention is kind of like trying to get someone to quit smoking; if they aren’t ready, it’s just not going to happen)


Change Support Bell Curve (which can be used as a training tool or as an abbreviated assessment of readiness if a full assessment is not or cannot be done)








headlines





Like vision skits, the Headlines tool has the inherent potential to create “out of the box,” forward-looking, ideal-world.





By telling your folks to write about their hopes and aspirations as if they’ve already come true and by using the five “trigger” questions from the previous page, you have an excellent chance of getting them to describe just the kind of ideal future state you are hoping for.





Again, pay particular attention to the instructions in the last two sub-bullets on the slide on the opposite page.








organization change:  passion





Here is a great quote from Harvard Business Review that puts into perspective how critical a role PASSION plays in the change process:





“Because anxiety about the path ahead is one of the most powerful work-related universals, people particularly value leaders who provide a clear picture of the future.  Setting direction is important, and making the future vivid with actions, words, pictures, and stories is vital.  As Buckingham says, ‘Clarity is the preoccupation of the effective leader.  If you do nothing else as a leader, be clear.’” *





The tools on the next few pages are:  





Developing a Vision


Critical Success Factors






















































































* Don Moyer, “Follow the Leader,” Harvard Business Review, May 2006.� 





organization change tools	





Consistent with the tools focus of this course, the Organization Change tools indicated by a ( in the chart on the opposite page are included in this section.





The other tools may be no less important; they just aren’t included this course for a variety of reasons, including but not necessarily limited to:  1) they are in our companion course, Differentiation by Design:  Designing for Marketplace Growth, 2) they are in the “Facilitation Tools, Concepts & Principles” section—Section 5—of this course rather than in this section, 3) they are commonly available in a variety of other sources, and/or 4) we simply can’t put everything in here and get you out of here in two days!




















exercise – crafting a vision statement 





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





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





Watch outs! And hints





Keys Things to Remember:





Doing two or more iterations helps narrow focus and priorities





Crafting a vision statement is difficult work because it requires people to abandon their “this is the way we do things here” thinking


It would be surprising if they get it on the first attempt; rather, the first attempt is typically a learning experience that should be critiqued to lay the groundwork for the second attempt





Avoid wordsmithing in a large group; assign that to a person or two to do off-line





Don’t spend too much time creating a vision statement





Once participants can say, “That’s it!” and it passes the “inspiring and motivating” and “provides direction and guides decision-making” tests, go with it


Continuing to tweak it is a “violation” of the “80/20 rule” and often leads to disagreement over what is really semantics or some other form of wordsmithing





If the vision is being crafted because of a change initiative, look for elements of the new vision in project charters or other project documents along with the five “trigger” questions on page 4 of this section











Critical Success Factors





Critical Success Factors often are derived from the vision of an organization.  They are comprised of the behaviors, capabilities (individual and organizational), systems, and processes that are necessary for the organization to meet and fulfill its vision.  This tool helps capture and prioritize the factors that are essential to success.





Why are they “critical?”  Simple.  It’s easy to say what you want to become.   Getting there is the hard part.  The Critical Success Factors tool identifies the most important behaviors, capabilities, systems and processes needed to get there.  Additionally, Critical Success Factors can be an excellent feed into your Improvement Charter (sometimes called a Scope Document).





An Improvement Charter captures the purpose, scope, objectives, design criteria, membership and roles, Critical Success Factors and all other organizing elements of an improvement or design intervention.  Clarity around the charter assures a greater return on the invested time and avoids misunderstandings between the design team and the sponsoring executive(s).  Typically, it includes the following setions:


Purpose


Scope


Deliverables


Timeframe


Design Criteria and Other “Stakes in the Ground”


Membership and Roles


Methodology


Critical Success Factors and Associated Metrics


Change Management and Performance Management Implications


Resouces


Of course, other sections can be added to meet the needs of a specific intervention.

















Example:  Critical success factors 





As you can see on the slide on the opposite page, many phrases could possibly complete each “If...then” statement.  This “forces” the need to prioritize.  We suggest that you use a means of prioritization such as multi-voting (see Section 5 of this course), ranking or other method to identify the top critical success factors.  





Selecting the right few will increase their impact and effectiveness as they are shared and measured in the organization.  They can also inform the design work of the project/design team as they search for a solution to the identified pain or seek a pathway to the identified aspiration.








exercise – critical success factors








During this exercise, you are going to have the opportunity to use the vision statement you crafted in the previous exercise to identify several Critical Success Factors using the if-then tool you just learned.  The instructor will choose to do this exercise either as a “table exercise” or as a whole class.





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








exercise—change magnitude assessment





Considering the organization you’ve used in previous exercises, during this exercise you will now address how you would assess the magnitude of the change.  The instructor may choose to do this exercise either as a “table exercise” or as a whole class.








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














READINESS:  moving to readiness assessment





Once you have a clear picture of what is going to change and how big is the change, you can assess the organization’s and the people’s readiness to do it.  If it and they are not ready or ready enough, it will be harder than trying to change the course of a mighty river with a trowel.  





Key point?  If you put too little effort into this assessment, you may pay a huge price downstream.  There is an old saying (stolen from a now-famous TV commercial that is likely relevant here:  “You can pay me now or you can pay me later.”








READINESS:  categories of readiness to assess





Readiness is a determination of how favorable the conditions for change are in an organization.  There are several categories that should be examined to determine readiness.  Since the slide on the opposite pages lists the categories of variables that you should assess:





The steps that we recommend for doing this kind of assessment are on the next page.











READINESS:  assessing change readiness





The sample Change Readiness Assessment form on the opposite page is one of three pages (assuming that you choose to use the assessment categories on the previous sllide).   As you can see, the “drill” is asking the questions needed to assess readiness in each category and then applying a subjective score of 1, 2 or 3 to each answer.  Blanks of all three pages can be found in Section 7 of these course materials.  





Here are steps we recommend:





Determine the Assessment Method.  There a several different ways to conduct the Change Readiness Assessment.  The project or design team can work together to assess readiness.  The project or design team can meet with leaders in the organization to solicit their feedback on how ready the organization is for the change; ratings are then compiled to provide an overall assessment.  Employees can also be polled to see how large they perceive the change to be.  Using people closest to the work and where things will change is usually a good way to conduct an assessment; however, sometimes these people will have the least amount of information about why the change is needed, what is expected to happen, and how the vision of change will translate into actual changes in the work or the job. 





Assess Change Readiness.  Using an assessment matrix like the one shown on the opposite page, assess the readiness of the organization to implement the planned intervention.  Normally, the assessment done for each item is subjective. 





Compute an Overall (i.e., Average) Score for Each Category.  After each question on the assessment has been answered, then compute the average score for each category.  Questions answered with, “Not true” receive 1 point; “Somewhat true,” 2 points, and, “True,” receive 3 points.  If a section on the assessment has three questions, then the points assigned to each question in the category are added and divided by 3 to give an average score for the category.  





Once you have completed the change assessment, you can move onto to planning your response to it.

















READINESS:  addressing change risks





The “scoring matrix” on the opposite page can be used to determine where action is needed based on the overall (i.e., average) score for an assessed readiness category.





For categories rated RED (not ready) or YELLOW (somewhat ready), an action plan should be completed.  An action plan simply involves determining what action to take to increase readiness and/or mitigate risks in the specified category, the person(s) responsible for the actions, and the date the actions should be completed.  























READINESS:  planning to overcome change risks





Here is an example of a form that could be used to plan and monitor actions you want to take to increase readiness or mitigate risks in the red and yellow categories.   There is a blank form like this in Section 8 of these course materials.





Notice that the form also identifies the person(s) responsible for the actions and the date the actions should be completed, which will help you monitor implementation of the actions you plan.





After action plans are implemented, readiness may need to be reassessed to see if the readiness rating for the targeted category has increased.  Where readiness remains unchanged, the design team should continue to develop action plans intended to increase readiness.




















exercise—assessing change readiness





Considering the organization you’ve used in previous exercises, during this exercise you will address its readiness for change.  The instructor may choose to do this exercise either as a “table exercise” or as a whole class.





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














READINESS:  who is a stakeholder?





Every organization has people who are able to influence others around them.  Whether the influence they exert is positive or negative depends on how they perceive the intervention being introduced.  Change agents must assess who these key stakeholders are and how they can ensure that these individuals will not adversely affect the intervention roll-out.





The Stakeholder Evaluation Plan, coming up on a subsequent page, is designed to help evaluate two key dimensions of a stakeholder’s support: the degree to which they are impacted by the change and the degree to which they support the change.  But the first step is to identify the stakeholders, defined on the opposite page as:  





“Anyone who is impacted/influenced by or who


can impact/influence an organization change”





Also shown on the opposite page is an example of key stakeholders that were identified for an Information Technology (IT) division’s organization structure change.


























exercise—identifying key stakeholders





Considering the organization you’ve used in previous exercises, during this exercise you will identify the key stakeholders.  The instructor may choose to do this exercise either as a “table exercise” or as a whole class.





Here is a blank template for doing this exercise, which you should copy to your flipchart pad if the instructor has asked for a report out:

















    


       �








        





READINESS:  stakeholder evaluation





If the key stakeholders aren’t “with the program,” its chances for success are slim to none.  Indeed, according to John Kotter’s now-famous article in Harvard Business Review, it’s the “biggie” among the eight most common reasons that organization change efforts fail.





NOTE:  If you elect not to or cannot for some reason use the Stakeholder Evaluation/Action Plan tool during this phase or stage—Readiness—of Organization Change, you may choose to use the Compliance/Commitment Grid tool during the Mobilization stage or phase.  That tool will be addressed a few pages subsequent to this one.


























exercise—stakeholder evalution & action planning





Considering the organization you’ve used in previous exercises, during this exercise you will do some action planning for some key stakeholders.  The instructor may choose to do this exercise either as a “table exercise” or as a whole class.





You can draw a four-cell matrix to do the evaluation part before doing action planning.  Here is a blank template for doing the action planning:





Audience


(Stakeholder)�
Support Rating�
Impact Rating�



Action Plans�
Person(s) Responsible�



Due Date�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�





















READINESS:  stakeholder action plan





For those stakeholders falling in the High Impact / Low Support quadrant or otherwise deemed to be especially influential, an action plan should be created to identify tactics for converting or neutralizing their negative impact.  





The action plan should include actions, person(s) responsible and due dates so it can be used as a monitoring tool as well as a planning tool. 





To make sure that a stakeholder doesn’t become a problem later, the Stakeholder Action Plan should be revisited regularly throughout the intervention.





NOTE:  There is a blank template for creating a Stakeholder Action Plan in Section 7 of these course materials.























mobilization: some role definitions





Before we dive deeper into the Change Structure & Roles tools, we ought to have a common definition of what are some of the roles during a change intervention.  At least, these are the definitions we use in these materials.





The various change roles are listed and defined / described on the slide on the opposite page. 





READINESS:  change support bell curve





Any time change happens, there are people who “love” it and those who “hate” it, but in reality most people take a wait-and-see stance.  They fall in the middle waiting for assurance, data, direction or feedback that tells them whether they should support or resist the change intervention.  The Change Support Bell Curve is a simple tool to help change agents understand where the overall sentiment of the organization lie as it pertains to the change being advocated.


 


The tool can be used during change management training with leaders to help them recognize that during change there is always some small percentage of people (10-15%) who will be early adopters/supporters of the change.  There will likewise be about 10-15% of the people who will resist the change no matter what happens.  The challenge is the 70-80% of the people in the middle who haven’t made up their minds yet.  Leaders should determine where their people fall in these categories and then develop tactics to help move them up the continuum of support.  The Stakeholder Evaluation/Action Plan and the Change Readiness Assessment, with its corresponding action plan, may be used to supplement the Change Support Bell Curve tool.  





Here are the steps for using the Change Support Bell Curve, shown on the opposite page, to evaluate your key stakeholders:





Rate individuals into one of the three categories shown on the graphic on the opposite page


Determine size of each group 


Develop tactics to move people up the support continuum (see also the Stakeholder Evaluation/Action Plan and the Change Readiness Assessment)





NOTE:  If you did not or cannot do a full Change Readiness Assessment, the Change Support Bell Curve can be used in a management training session as a suitable substitute using the steps above.  Regardless, the reality of the distribution of support during change should be part of management training whether you have done a full assessment or not.




















organization change:  mobilization





The next phase or stage along the Organization Change arched pathway in our Intervention Framework is Mobilization.





The tools found in our Toolkit for the Mobilization phase or stage are:  





Change Structure & Roles





Compliance/Commitment Grid





Communication Plan





The Change Structure and Roles tool was introduced earlier in this course under the heading Organizing for Intervention.  We promised at the time that there would be more about it later.  Later is now.





mobilization:  Change structures and roles





The diagram on the opposite page depicts the relationship among the change roles.  It shows how the sponsor (S) cascades the vision and the call for action throughout the organization by using change agents (CA) to carry the message and to take action.  The change participants (CP) must also be engaged to influence those in their organizations.  





Without a change structure, change is announced but no action is taken.  The sponsor enables the organization to change by holding change agents and others accountable for implementing the needed changes.  The project leader, change facilitator, communication team and support personnel must be involved through the process and at all levels of the organization. 





And, here is an expanded version of the steps for developing a change structure and roles shown on the slide on the opposite page:





Conduct an Organization Change Magnitude Assessment 


Develop a charter 


Describes the purpose, scope and some specific details—e.g., deliverables, timelines, etc.—for a planned organization change intervention 


See the Organization Change & Individual Transitions Toolkit accompanying this course for a complete list of its content


Identify change roles and needed change structure


Select individuals 


Contract for clear expectations




















example:  school literacy reform


The diagram on the opposite page depicts the change structure for one organization change intervention, a literacy reform intervention in an education setting.























example:  enterprise design


This one was for an interesting kind of intervention that few of us get to experience unless we happen to be in the right place at the right time—redesign of a very young company only a very few years after its start-up to enable it to enter new markets in another country.  Regardless of its unusual mission, the change structures and roles are nonetheless illustrative of the concept and the tool. 




















mobilization:  contracting for expectations


Contracting establishes expectations among the individuals involved in the change initiative.  Contracting here assumes that a charter has been established that identified the players, objectives, measures, etc.  


Contracting is especially critical for the change agent and the sponsor in order to establish clear expectations concerning roles and how they will work together.  


Contracting can be done informally for small change initiatives, but it is usually more formal for larger ones.   




















exercise—change structure and roles





Considering the organization you’ve used in previous exercises, during this exercise you will design or evaluate its change structure and change roles.  The instructor may choose to do this exercise either as a “table exercise” or as a whole class.





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














mobilization:  compliance / commitment grid





Successful changes happen when people commit to the “new way,” or at least they comply with it.  The challenge of every leader or change agent is to help make this happen.  The reality is that not everyone will fully commit to the future state and comply with the requirements it brings.





The grid on the opposite page shows the four “states” in which people may be as they respond to your change intervention.  If you know “where they’re at,” you will be in a better position to develop and execute action plans to move them from one of the undesired states, i.e., resistant or confused, to one of the more desirable, i.e., compliant or committed.  These states will be defined behaviorally on the next page.  





Of course, commitment is preferred, but compliance may be the best you can get from some people.  And, that is better than either of the undesired states!  Experience tells us, however, that eventually most people who are merely complying will either move to commitment or they will leave your organization, sometimes voluntarily and sometimes not. 


 


NOTE:  If you have already done a Stakeholder Evaluation/Action Plan, this tool is unnecessary for your key stakeholders.  However, you may want to use it for groups and/or individuals who were not identified as key stakeholders, but need to be better mobilized to assure the success of your change effort.  Or, since each phase or stage of a change intervention can surface different needs, it may be used for stakeholders, too, perhaps during the Design or Execute phase or stage, instead of using the Stakeholder Evaluation/Action Plan tool or Change Support Bell Curve tool. 














        





mobilization:  behavioral definitions of commitment, compliance and resistance


The behavioral descriptions on the opposite page should serve to define commitment, compliance and resistance.  Recognizing them when you see them is a key element to planning an appropriate response.  Thus, the behavioral descriptions.




















MOBILIZATION:  Compliance / Commitment GRID





REMEMBER:  You do not need to use the Compliance/Commitment Grid for key stakeholders if you used either a Stakeholder Evaluation/Action Plan or Change Support Bell Curve for them early in your change intervention.  You may choose to use the Compliance/Commitment under either or both of the following conditions:





To evaluate the state of influential groups and/or individuals who were not identified as key stakeholders, yet you are concerned about their impact on the success of the intervention





To re-evaluate key stakeholders later in the intervention if new conditions or needs tell you that it is the right thing to do *





Of course, if you choose to re-evaluate key stakeholders in this manner, you should not disregard your previous work using the Stakeholder Evaluation/Action Plan tool or Change Support Bell Curve tool.  Rather, you should use those both as a baseline for your current work and as an opportunity to assess what went well and not so well in your original action plan.











mobilization:  compliance/commitment action plan


On the opposite page is a reproduction of the blank Compliance/Commitment Action Plan template found in Section 8 of these course materials.


Since this action plan is so similar to that used in response to your evaluation of key stakeholders earlier in this course, there is no exercise planned for using this template—unless, of course, you really feel the need (just make a suggestion to your instructor if that is the case).


























mobilization:  communication planNING


In the absence of information, people tend to make it up.  And, they tend to make it up in the worst possible way.  Since the well-known phenomenon “resistance to change” is typically based on fear of losing something (e.g., competence, comfort, influence, prestige), it is critical that people have accurate and timely information on which to test their assumptions and base their conclusions.  And, then there is that insidious reality many of us call “rumor control.”  A Communication Plan tool provides a systematic way to provide that information through planned communication.


Here is an expanded version of the principles shown on the slide on the opposite page that should guide your communication planning and communication effort during change and transition:


The “7 by 7 rule” and the “80/20 rule”


One general rule is the “7 by 7” rule, which says that during change communication should increase seven-fold and that critical information should be communicated seven different ways to assure receipt and understanding by the maximum number of people.  Some consultants use the “rule of twenty,” which is an even more dramatic expression of this principle.  Use of the word “maximum” here (“…the maximum number of people”) implies that the infamous “80/20 rule” should also be considered.  Even during “normal” times, a certain percentage of people “never get the word.”  The “80/20 rule” says that at some point you are going to be faced with an additional effort needed to get the word to the last few people that is simply too costly to undertake.  So be it.


Open the door for dialogue, which is simply two-way communication instead of using only one-way “announcements” and “briefings”


Use technology because it is often the quickest way to reach the widest audience, and consider using technology like an email or voice mail “answer man” to aid dialogue as well as short-circuited the workings of “rumor control”


Use a balance of media and methods to address the various styles of receiving communication and learning


This is one reason for the second part of the “7 by 7” rule, which says that during change critical information should be communicated seven different ways.  Of course, we don’t literally mean “7” here; it’s just to make the point that different people receive communication and respond to it in different ways.


Plan to communicate, communicate your plans and communicate according to plan





























mobilization:  communication plan


On the opposite page is a sample Communication Plan that was used during a real-world organization restructuring.  


There is a blank Communication Plan template in Section 7 of these course materials.


























mobilization:  a different look at communication 


Here’s a different look at the communication “problem that might give you some ideas about how to address specific communication issues.


Here is how to read and use this matrix:


Low Power/Low Impact People (Quadrant A)


In this quadrant, which is labeled as Quadrant A in the matrix on the opposite page, lives most of the people in your organization.  According to this matrix general, global kinds of communication should be directed toward them.


Low Power/High Impact People (Quadrant B)


Because the individuals who populate Quadrant B have High Impact, communication efforts may necessarily be targeted toward them.  However, since the power that they have is to some degree dependent upon its delegation from someone with higher power, the approach to them may be different than for the Quadrant D types who have High Power on their own accord (albeit often from their position rather than their charisma or other source of “personal power”.  Your communication with the Quadrant B population may be just as specific as for Quadrant D, but it can be less personal or one-on-one.


High Power/Low Impact People (Quadrant C)


Because of their Low Impact status, your communication effort toward them may be only to prevent them from using their High Power to cause a negative effect.


High Power/High Impact People (Quadrant D)


Unlike the folks in Quadrant B, the Quadrant D folks have the High Power on their own accord to exercise their High Impact.  Thus, your communication effort toward them must necessarily be both targeted and personal because of their potential impact.
































exercise—communication planning





Considering the organization you’ve used in previous exercises, during this exercise you will consider communication needs during your change intervention.  The instructor may choose to do this exercise either as a “table exercise” or as a whole class.








Here is a blank Communication Plan template:





Comm Need/Event�
Deliverable Description�



Key Messages�



Audience�
Media/ Methods�
When or How Often�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�






organization change:  implementation





The next phase or stage along the Organization Change arched pathway across the top of our Intervention Framework is Implementation.  It should go without saying that Implementation shouldn’t begin until you’ve completed the Analysis & Design Approach steps along the middle pathway of the model and planned for Individual Transitions using the arched pathway on the bottom.





Three tools are provided in our Toolkit for use in the Implementation phase or stage:  





Project Risk / Issue Logs


Celebration Planning Guide


Follow-Up Assessment








implementation:  basic definitions





Before we dive into this phase or stage, we probably ought to be “on the same sheet of music” regarding the words “risk” and “issue.”  The definitions that we’ll use in these course materials are on the opposite page.








implementation:  risk or issue?


 


Just to be certain, your facilitator will lead a group discussion about whether each of following is a risk or an issue:


System development costs may be higher than expected due to manual workarounds needed





________________ (Risk or Issue?)





Four key customers are complaining about not having a clear point of contact since the new design was implemented





________________ (Risk or Issue?)





Implementation schedule delays will occur if new staff isn’t hired timely





________________ (Risk or Issue?)





A vendor decision hasn’t been made yet; we are waiting for the next management team meeting to get a decision





________________ (Risk or Issue?)





Audit has raised concerns about the control points in a recently redesigned process 





________________ (Risk or Issue?)











implementation:  Risk / Issue Log





Identifying risks and issues and managing them throughout the implementation of an intervention is critical to success.  A risk is defined as anything that may potentially happen to affect the plan for implementation.  A risk can theoretically be both positive and negative; however, for all practical purposes risk planning is done primarily to identify those risks that may adversely impact implementation plans.  While a risk is something that may potentially happen, an issue is something that has already happened to impact the implementation plan. 


A log of risks is used to plan for potential problems that may come up and a log of issues is used to address current problems. As a new organization is being designed, for instance, an impact to a certain set of employees may be identified.  That impact may be a risk as the design is rolled out because those employees may resist or fail to perform key functions that would put the intervention in jeopardy.  Identifying that risk early can allow sufficient time and planning to prevent that risk from becoming an issue.  When risks become issues, change agents and project managers move from being planners to fire fighters.  Both are needed and necessary, but successful change tends to happen when planning outweighs fire fighting. 


Here are the steps: 


Identify risks / issues


Develop mitigation plans


Monitor and record status on a Risk / Issue Log




















exercise—planning to mitigate risks and issues





Considering the organization you’ve used in previous exercises, during this exercise you will plan how you would mitigate some risks and issues you will identify.  The instructor may choose to do this exercise either as a “table exercise” or as a whole class.








Here is a blank Risk / Issue Log template:














No.�






Risk/Issue�






Mitigation Plan�



Date Escalated as an Issue�






Status�



Person(s) Responsible�
�






1�












�
�
�
�
�
�






2�












�
�
�
�
�
�






3�












�
�
�
�
�
�






4�












�
�
�
�
�
�






implementation:  why celebrate?  celebrate what?


As projects or interventions wind down, it is time to celebrate.  Celebration does not always mean a party, but it does imply extending appreciation to those involved by recognizing hard work, long hours and personal sacrifices people have done in making the change happen.  


Celebration should be focused both on the people and teams who have been specifically charged with implementing the intervention.  They will have spent considerable time and energy trying to organize the initiative, analyze the problems, develop or design solutions and execute the change.  They should be recognized and appreciated for their efforts.  


Also, the rest of the organization needs to participate in and feel the change is being celebrated.  Even though many employees may be more the recipient (they might say “victim”) of the change than a participant, they have been through the transition process and thus deserve recognition and appreciation for both surviving the change and committing to make the organization successful. 




















implementation:  planning celebrations


If you’re going to plan celebration during and/or after your change intervention, you might as well do it right!  This tool provides a simple outline of questions to ask and things to consider when planning an end-of-phase or end-of-project celebration.


Here are the steps for planning and executing a celebration event: 


  Determine when a celebration is needed


  Determine who will participate


  Decide what will be done


  Coordinate logistics


  Hold the event


And, on the opposite page are some questions you should ask and things you should consider to help you do these steps.




















implementation:  follow-up assessment


The moment of truth comes after the change has been implemented and people, especially leaders, want to know what has been accomplished.  Doing a change Follow-Up Assessment can be a good way to gather data that show how things have changed.


The Follow-Up Assessment is usually built uniquely for each change initiative; however, it may have some common elements like assessing business processes, systems, people, resource utilization, role clarity, service delivery, customer satisfaction, financial returns, etc.  Regardless, the key to the effectiveness of the Follow-up Assessment is to be able to show how things have changed over time.  


Here is an expanded version of the steps for using the Follow-Up Assessment tool: 


Determine measurement criteria


Refer back to the change Vision and to the Critical Success Factors identified


Distribute assessment


Facilitate in groups?


Survey?  Paper or online?


Compile results and draw conclusions

















implementation:  follow-up assessment (continued)


A single-point-in-time assessment is of limited value because there is no basis for comparison.  Therefore, the scale often used in the Follow-up Assessment tool is to have people rate each item on whether things are better or worse than before.  


After all of the responses have been received, the data should be compiled and conclusions drawn.  The scale which forces people to respond with “worse than” or “better than” the past helps give an inherent reference point to know whether things are really better today than they were yesterday.  Conclusions should be shared; doing so may help bring a sense of closure to the project and work done.


The sample assessment on the opposite page shows improvements in Service Delivery, Financial Returns, and Resource Utilization; however, Role Clarity and Business Processes seem to be worse than before the intervention began.  


As you can probably conclude from the legend to the right of the graph, a five-point Likert scale was used and responses in the top two boxes and in the bottom two boxes were combined to provide the three color bands shown on the graph.

















implementation:  leaders’ public change role


On the opposite page are some key public “to do” things for leadership, especially top leadership.   According to Kotter’s research* published in Harvard Business Review, lack of real and demonstrated commitment from top leadership is one of the most common reasons that organizational change efforts fail.






























































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

















implementation:  leaders’ private change role


And, on the opposite page here are some key private “to do” things for leadership.  













































































organization change tools—summary


On the opposite page is a list of organization change tools.  Those preceded by a ( have been taught in the section of these course materials that we are now completing.  


Once again, we want to emphasize the “tools focus of this course,” which means that our goal is to provide you with practical, proven tools that you can use as needed back in your “real world” to get through the change interventions that you will periodically have the good fortune (you decide whether we are being literal or sarcastic here) to fall into.













































































intervention framework—interim summary


OK, so where are we in our Intervention Framework—the whole model—shown on the opposite page?


We have just completed the top arched pathway—Organization Change.  


Previously, you would have “driven” along central road from the Current State to the Future State as you analyzed data and designed an intervention.


The next step is to move to Individual Transitions, the bottom arched pathway, which is more about the people than the organization.
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