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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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PRINCIPLES ABOUT SEARCHING





And, here is a close-up look at the principles for the Searching stage of Individual Transitions.  Again, on the next page you’ll have an opportunity see how some of these principles have been applied in specific real-world change and transition situations.








STAGES OF INDIVIDUAL TRANSTIONS – OVERVIEW





Throughout the course of an intervention, the social, psychological, professional, emotional and mental transitions that human beings must go through should be considered.  Some people will be able to accept and embrace the change quickly and enthusiastically; however, others may not.  In the end, the objective is to win as many hearts and minds as possible.  Getting to the desired future state depends on it.  If resistance from people is greater than the impetus pushing the organization toward the change, the change will likely fail.  Or, it may happen in form only, but not in substance.





There are three primary stages an individual goes through during a change:  ending, searching and engaging.  And, each of these stages can be broken down into some additional components as shown on the opposite page.








PRINCIPLES ABOUT SEARCHING – EXAMPLES AND EXERCISE





On the opposite page are two examples of application of Endings principles in real-world change situations.  





Your facilitator will lead the class in a discussion of the questions about each example:





Why did they increase communication sevenfold?



































Why did he tell them what he knew now even if it was incomplete?








exercise – applying individual transtions principles





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.  Or, the instructor may ask you to address the questions in this exercise in a general sense rather than in a specific context.  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:”








SOME TOOLS YOU CAN USE





Now that you’ve experienced some principles for helping people through individual transitions and how they can be applied, on the next few pages two specific tools you can use:





The Reactions To Change tool





The Data ( Power ( Influence tool





The Facilitating New Beginnings tool








Data ( Power ( Influence model





A good change agent knows how to use and uses all three levers—data, power and influence—because he or she knows that all three are needed depending upon the individual and the circumstances.  The change agent must assess the individual and the circumstances and then choose the lever(s) with the greatest potential impact.








Data ( Power ( Influence tool – overview





The Data ( Power ( Influence tool is used to help people through the three phases of transition.  The tool proposes three levers that managers or change agents can use to 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.





This tool is a nice complement to the Reactions to Change tool in that as a person’s emotional and mental states are understood, one of the three levers (data, power or influence) can be used to engage a person in a way that will help him or her advance through the transition process.  Theoretically, all three levers are required for effective change to take place; people must intellectually understand the change and reasons behind it, they must want to fulfill their assigned role within the organization and they will usually desire affiliation and participation as they go through the change.








OPEN DISCUSSION – reactions to change Model





Your facilitator/instructor will lead a whole-group open discussion now about whether you should tell and/or teach the people in your change situation about the Reactions to Change model or just use the tool as needed to respond to their individual transition needs.  





exercise – reactions to change tool





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.  Or, the instructor may ask you to address the questions in this exercise in a general sense rather than in a specific context.  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:”











PRINCIPLES ABOUT ENGAGING 





Finally, here is a close-up look at the principles for the Engaging stage of Individual Transitions.  And, once again, on the next page you’ll have an opportunity see how some of these principles have been applied in specific real-world change and transition situations.








 PRINCIPLES ABOUT ENGAGING – EXAMPLES AND EXERCISE





On the opposite page are two examples of application of Engaging principles in real-world change situations.  





Your facilitator will lead the class in a discussion of the questions about each example:





Why did she give him the opportunity to practice with bogus orders?



































Why did they start measuring quality along with speed and link both to compensation?








PRINCIPLES ABOUT ENDINGS – EXAMPLES AND EXERCISE





On the opposite page are two examples of application of Endings principles in real-world change situations.  





Your facilitator will lead the class in a discussion of the questions about each example:





What “disruption in their expectations” did they fear (in other words, what did they fear losing)?



































What was she trying to achieve with a mock funeral?











PRINCIPLES ABOUT ENDINGS





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.  





Here is a close-up look at the principles for the Endings stage of Individual Transitions.  On the next page you’ll have an opportunity see how some of these principles have been applied in specific real-world change and transition situations.





reactions to change tool – overview





Like many other aspects of change, understanding the pattern people go through during a transition is important.  The Reactions to Change tool provides leaders and change agents a model that describes the mental and emotional experiences people go through when they experience a transition.  





It is used to assess people’s potential reactions to the proposed intervention.  It may also be given to the managers and leaders in the organization so that they have a framework for understanding their employees’ reactions during the transition.  It should help a manager understand employees’ feelings of fear and frustration and may help explain why they seem distracted on the job.  Knowing the normal reactions during change gives managers a way to reach out and help employees through difficult parts of their transition.





We recommend that you use this tool when you are about to execute your change (i.e., the Execute Phase of the Improvement Approach) because that’s when you will probably most acutely want to know and prepare for people’s reactions and responses to the change.








reactions to change – An example





The data on the opposite page demonstrate that people go through the model at different rates and that their “stay” in a peak or valley varies widely.  These data also show (by the terminations figure at the bottom) that some people don’t ever get through it.


Many consultants use the following estimates* to describe how the population will divide during a major change intervention:


20% will embrace it early and support it strongly with both word and action


60% are on the fence and will eventually come down on the “right side” after they go through the individual transition process that the model describes


20% will resist it strongly with both word and action and eventually...


Half of them (or 10% of the total population) will come over and often become the strongest advocates and supporters of the “new way” after the fact (maybe they are just passionate people who put as much energy into supporting something as they put into resisting it)


The other half (or 10% of the population) will terminate employment, about half voluntarily and half involuntarily



























































We’re uncertain whether there are empirical data that support these numbers.  We know, however, that they are widely used by consultants, and our own experience has generally confirmed their reasonableness as estimates.





reactions to change MODEL





The wavy line in the model on the opposite page represents the emotional and mental roller coaster that a person is on during change.  Often they start with feelings of shock or surprise, proceed to certainty, then to doubt, on to hope and confidence, and finally to satisfaction.  These feelings happen during the three phases or stages of an individual’s transition—ending, searching, and engaging.  





Ending is usually characterized by first denying that the change is happening or denying that it will have a significant impact on a person.  Then denial shifts to resistance when a person challenges the logic, reasons and good sense of the change; they push back saying, “This will never work.”  Next they move into the Searching phase during which people begin to explore in hope of finding a new, stable reality.  Finally, they Engage and commit to the new future state.


 





USING THE reactions to change TOOL





And, here are the steps for using the Reactions to Change tool:





Train the model to managers/leaders





The design or implementation team should use this model as part of the change training they do with managers and leaders in the organization.  It will give managers/leaders a framework for understanding the emotional and mental transition their employees will go through during the change.  


Ask them to informally assess their employees


Managers and leaders should be encouraged to look for employees who will proceed through the transition quickly and will be resilient and supportive; they can be used to encourage and befriend others who may not react as positively through the transition.  Also, look for those employees who may struggle with the transition for whatever reason.  


Seek specialized help if needed


Some employees will struggle tremendously through an organization change.  If managers or leaders are unable to effectively manage and support certain individuals through this process, specialized help should be sought.  











INDIVIDUAL TRANSITIONS TOOLS – INTRODUCTION





Jumping again back to our Intervention Framework, you can see that where we’re going now is to the Individual Transitions tools that enable you to work the arched pathway at the bottom of the model.  





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 individual transitions tools, which are just as important as the organization change tools in the previous section.  To put it simply, you can make the change, but if you don’t get it into the hearts and minds of the people it can fail miserably.














USING THE Data ( Power ( Influence TOOL





And, here are the steps for using the Data ( Power ( Influence tool:





Assess a person’s buy-in to the change 





This tool can be used formally or informally.  Based on the assessment, a manager or change agent can identify which people need to be targeted for intervention.  Targeting someone should be about helping them understand, accept, and buy-in to the change.  Doing so benefits both the person as well as the organization.  Identifying key people that need to be “converted” is a fundamental element of change in transition management. �


Determine the change lever for greatest impact  





Based on the assessment done, target the lever that will have the greatest chance of success in converting a person.  Sometimes a person will engage if they have sufficient information and data.  Other times a person needs to be engaged and involved in planning, designing or participating in the intervention in some way.  Some of the most difficult converts on the Change Support Bell Curve (see the Change Support Bell Curve tool) become some of the strongest proponents for change when they are asked to participate in doing and planning some of the intervention.  Finally, some people need to have someone in authority communicate expectations and consequences to them about how they need to act and perform in the future state.  Simply having these expectations laid out can help drive appropriate behaviors.  


Decide the specific tactic(s).  


When the appropriate change lever has been identified, decide the specific tactics that are going to be used.  For example, if a key programmer that needs to support a new software program should be engaged, her manager may determine that Power is the right lever.  The specific tactic the manager may use is to hold a one-on-one meeting with the programmer to describe the specific behaviors and performance that are required.  Additionally, the manager may need to convey the consequences (positive and negative) for the programmer if she does or does not meet the expectations.  


Monitor and adjust as needed


As the influence plan is initiated, continue to monitor progress.  As needed, adjust the tactics used to influence key people.  In some situations, the Power level may be used first and then as progress is made the Data lever or Influence lever may be used to continue the person’s progress to full buy-in.














data lever tactics





Some specific tactics for using the data lever are shown on the slide on the opposite page.





NOTE:  Starting on page 26 of this section are some questions that while primarily intended for monitoring and making adjustments as you use the levers can also help you choose the levers in the first place.








power lever tactics





Next, on the opposite page, are some tactics for the POWER lever.





NOTE:  Starting on page 26 of this section are some questions that while primarily intended for monitoring and making adjustments as you use the levers can also help you choose the levers in the first place.








influence lever tactics





And, finally, some tactics for using the INFLUENCE lever are on the opposite page.





NOTE:  Starting on page 26 of this section are some questions that while primarily intended for monitoring and making adjustments as you use the levers can also help you choose the levers in the first place.























APPLYING THE LEVERS AND TACTICS – AN EXAMPLE





On the opposite page is an example of a situation for which the manager chose the POWER lever and then selected the specific tactics for applying it.





Your facilitator will lead the class in a discussion of these two questions about this example:





What are your guesses about why the manager chose the POWER lever?



































And, why do you think he or she chose these specific tactics?











exercise – Data ( Power ( Influence TOOl





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 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:”








MONITORING AND ADJUSTING LEVERS AND TACTICS





As things progress, you should be continuously monitoring and adjusting both the levers and the tactics for using them.  However, as stated earlier, the questions on the next three pages can also be used to help you choose levers in the first place.











QUESTIONS TO ASK ABOUT THE DATA LEVER





As stated on the previous page, we are giving you some questions about each lever on this and the next two pages that you can use BOTH to choose the levers in the first place AND to monitor their effectiveness and make adjustments as needed.





The questions that WE have found to be useful about the DATA lever are on the slide image on the opposite page.





What additional questions would YOU ask about the DATA lever?





QUESTIONS TO ASK ABOUT THE POWER LEVER





Again, the questions that WE have found to be useful for the POWER lever are on the slide image on the opposite page.





What additional questions would you ask about the POWER lever?








QUESTIONS TO ASK ABOUT THE INFLUENCE LEVER





Finally, the questions that WE have found to be useful regarding the INFLUENCE lever are on the slide image on the opposite page.





What additional questions would YOU ask about the INFLUENCE lever?








ENGAGING PHASE – FACILITATING NEW BEGINNINGS





The Engaging phase of transitions is where people open a new chapter in their organizational life (new job, new performance expectations, new systems or tools, new procedures or processes) and they recommit to the organization and its future success.  





Those who don’t reach the Engaging phase of transition tend to remain in the Searching phase indefinitely.  They continue to search for meaning both within the organization and sometimes outside of it.  These are the people who are open to new job offers or to other opportunities.  In contrast, when a person gets to the Engaging phase, then they are a tremendous asset to the organization and to the change initiative itself.





Here are some things to consider as people near the end of the transition period to help them re-engage and begin actively supporting the new (formerly “future”) state:





Fine tune the implementation plan


Translate the change into new behaviors and attitudes (see the Critical Success Factors tool)


Provide opportunities to practice new skills in low threat situations


Work collaboratively with people to help define the new roles and practices


Review and update the reward structure to support new skills and knowledge


Focus on and publicize early success; recognize “early adopters” (see the Change Support Bell Curve tool)


Build in responsiveness and flexibility


Ask “converts” to become change agents to help others through the transition











OUR INTERVENTION FRAMEWORK – SUMMARY





OK...so where are we?





We began this workshop with a look at a straight-line pathway through the center of our Intervention Framework model from the Current State to the desired Future State.  Although the desire can come from pain or aspiration, the movement along the pathway should always be preceded by some time to Diagnose.  It is here that you identify the gap between the current state and the future state.  The core of the intervention begins when you Organize for change, followed by time spent to Analyze the gap (the what) to determine root causes along within any strategy and direction, leadership, cultural, structural, process, systems, people, policy, procedure and other misalignments between what the organization SHOULD do and what it CAN do.  Analysis leads almost naturally to the Design (the how) of your intervention.





Unfortunately, the pathway from the current state to the future state is rarely if ever a straight line.  Thus, we provided you with Organization Change Tools.  These tools were organized by the four stages or phases of the change—generating Passion, assessing Readiness, Mobilization of resources and Implementation of the change.  





To tie this back to the central pathway many of the tools for generating passion, assessing readiness and mobilization of resources are used when you organize for change.  Some may be used again later.  The Implementation phase or stage of organization change ends up pointing into the Implement phase because implementation of the change is half of executing your intervention.  But it’s only half.





The other half of executing on the intervention is getting the people to accept the new way in their hearts and minds and to actually do it.  Enter the Individual Transitions Tools section of this workshop.  The change occurs when you implement it, but the people “get on board” at vary rates over time. Some never do.  There is a predictable pattern that people go through as they transition from the “old way” to the “new way.”  It consists of three phases or stages.  During the Ending phase or stage, they typically initially deny or resist the reality of your intervention, but eventually they let loose of the past and start Searching for ways to integrate the “new way” into their life and work.  Once their search bears fruit, they begin Engaging (in many cases, re-engaging) the organization on new terms.





OK...that’s where we’ve been.  What now?  In the next section is a bevy, a veritable plethora of facilitation tools, concepts and principles to help you apply the tools learned in this workshop.  








Decline
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