


Objectives
     
In today’s session, we will:
· Discuss the phases of change
· Discuss ways of guiding and leading teams through each phases of change
· Analyze your organization’s and your own readiness for change
· Analyze real-life examples.

 


Pre-Training Knowledge Assessment  

1. How does your organization prepare for change? 


2. How do you, the leader, prepare for change? 


3. What is one change you can make to recognize and reinforce skills and behaviours required for the change effort?

Let me have...
The serenity to accept the things I cannot change
The courage to change the things I can
The wisdom to know the difference

What is causing all of this change?
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

When an organization is just getting started there is a constant flurry of activity, new policies are created, and experimentation and innovation are taking place.  Some organizations grow very rapidly; for others, it may take decades.  During this time, as the organization evolves, there are “things” that happen that put pressure on it.  These pressures can be external or internal to the organization.  Either way, these pressures make an organization stop and assess what is happening, and make a choice about what to do.  



What type of external pressures does your organization face?

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
What type of internal pressures does your organization face?

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

When faced with these pressures, organizations have 2 choices:  


1. ___________________________________



2. ___________________________________



1. Do Nothing

When an organization does nothing it sounds like:  “Look how successful we have been – why should we change when it is obvious what we have been doing is working for us”.  It is like putting blinders on and saying what is happening in the world and inside the organization is not going to have any impact on us.

What happens to organizations that “put blinders on” and do nothing when faced with external or internal “pressures”? 

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
2. Change

Change is hard, but necessary if organizations want to continue to grow and compete in the today’s market. 

Change often involves a loss, and all people handle this loss differently.  When the change is perceived as positive, it is easy to accept the loss.  However, if there are any negative thoughts or perceptions about the loss, it can be difficult to get people to “buy in”, accept their losses and move on. 

Whether the loss is positive or negative, change has an impact on the growth curve. As people need to learn new jobs, new technology or otherwise adapt, there is usually a drop in productivity

This is short term impact of change.  But it is necessary if we are to survive as an organization. It can be painful but it can be done.  And with patience and coaching by leaders, your teams and organization can come through the changes and the growth will continue.  

	
How do people feel during times of change?

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


Your role
[bookmark: _GoBack]Your role is to help move this change – as quickly as possible.  At the same time, you need to ensure you are helping employees deal with and move through the change as quickly and easily as possible. You need to understand everyone deals with change differently, and we can’t force them through, but have to guide them through.  

We also know that change is constant and that we will keep going through these dips over and over.  It is the only way to guarantee long term success.

How does this work at your organization?




[image: ]                     Whatever you do, try to keep employees off the BUS TO PITY CITY!!!
Jim Clemmer

Personal Change Readiness Survey
 (Taken from Sacred Cows Make the Best Burgers by Robert Kriegel and David Brandt)

· Focus on your performance at work.
· Answer each question honestly. 
· Circle the number that most accurately describes your beliefs and your behaviors as they actually are, not as you would like them to be or think they should be.

	CHARACTERISTIC OR BELIEF
	LESS LIKE ME
	MORE LIKE ME

	1. I prefer the familiar to the unknown.
	1
	2
	3
	4
	5
	6

	2. I rarely second-guess myself.
	1
	2
	3
	4
	5
	6

	3. I am unlikely to change plans once they are set.
	1
	2
	3
	4
	5
	6

	4. I can’t wait for the day to get started.
	1
	2
	3
	4
	5
	6

	5. I believe in not getting your hopes up too high.
	1
	2
	3
	4
	5
	6

	6. If something is broken, I’ll find a way to fix it.
	1
	2
	3
	4
	5
	6

	7. I get impatient when there are not clear answers.
	1
	2
	3
	4
	5
	6

	8. I’m inclined to establish routines and stay with them
	1
	2
	3
	4
	5
	6

	9. I can make any situation work for me.
	1
	2
	3
	4
	5
	6

	10. When something important doesn’t work out, it takes me time to adjust.
	1
	2
	3
	4
	5
	6

	11. I have a hard time relaxing and doing nothing.
	1
	2
	3
	4
	5
	6

	12. I believe if something can go wrong, it will.
	1
	2
	3
	4
	5
	6

	13. When I get stuck, I’m inclined to improvise solutions.
	1
	2
	3
	4
	5
	6

	14. I get frustrated when I can’t get a grip on something.
	1
	2
	3
	4
	5
	6

	15. I prefer work that is familiar and within my comfort zone.
	1
	2
	3
	4
	5
	6

	16. I can handle anything that comes along.
	1
	2
	3
	4
	5
	6

	17. Once I’ve made up my mind, I don’t easily change it.
	1
	2
	3
	4
	5
	6

	18. I push myself to the max.
	1
	2
	3
	4
	5
	6

	19. My tendency is to focus on what can go wrong.
	1
	2
	3
	4
	5
	6

	20. When people need solutions, they come to me.
	1
	2
	3
	4
	5
	6

	21. When an issue is unclear, my impulse is to clarify right away.
	1
	2
	3
	4
	5
	6

	22. It pays to stay with the tried and true.
	1
	2
	3
	4
	5
	6

	23. I focus on my strengths, not my weaknesses.
	1
	2
	3
	4
	5
	6

	24. I find it hard to give up on something, even if it’s not working out.
	1
	2
	3
	4
	5
	6

	25. I’m restless and full of energy.
	1
	2
	3
	4
	5
	6

	26. I believe things rarely work out the way you want them to.
	1
	2
	3
	4
	5
	6

	27. My strength is to find ways around obstacles.
	1
	2
	3
	4
	5
	6

	28. I can’t stand to leave things unfinished.
	1
	2
	3
	4
	5
	6

	29. I prefer the main highway to the back road.
	1
	2
	3
	4
	5
	6

	30. My faith in my abilities is unshakeable.
	1
	2
	3
	4
	5
	6

	31. I believe, when in Rome, do as the Romans do.
	1
	2
	3
	4
	5
	6

	32. I’m a vigorous and passionate person.
	1
	2
	3
	4
	5
	6

	33. I’m more likely to see problems than opportunities.
	1
	2
	3
	4
	5
	6

	34. I look in unusual places to find solutions.
	1
	2
	3
	4
	5
	6

	35. I don’t perform well when there are vague expectations & goals.
	1
	2
	3
	4
	5
	6



Change Readiness Scoring and Interpretation
	Drive
	Resourcefulness
	Optimism
	Adventurousness
	Adaptability
	Confidence
	Tolerance for Ambiguity

	Q #
	score
	Q #
	score
	Q #
	score
	Q #
	score
	Q #
	score
	Q #
	score
	Q #
	score
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DRIVE:  Add up questions 4, 11, 18, 25, and 32.  This is the total score for this category.
RESOURCEFULNESS:  Add up questions 6, 13, 20, 27, and 34.  This is the total score for this category.
OPTIMISM:  Add up questions 5, 12, 19, 26 and 33 – then subtract that subtotal from 35 to get your total score for this category.
ADVENTUROUSNESS:  Add up questions 1, 8, 15, 22 and 29 – then subtract that subtotal from 35 to get your total score for this category.
ADAPTABILITY:  Add up questions 3, 10, 17, 24, and 31 – then subtract that subtotal from 35 to get your total score for this category.
CONFIDENCE:  Add up questions 2, 9, 16, 23, and 30.  This is the total score for this category.
TOLERANCE FOR AMBIGUITY:   Add up questions 7, 14, 21, 28, and 35 – then subtract that subtotal from 35 to get your total score for this category.









Plot Your Scores:
	
CHANGE CHARACTERISTICS
	Below 22 Points
	22-26 Points
	Above 26 Points

	DRIVE/PASSION
	
	
	

	RESOURCEFULNESS
	
	
	

	OPTIMISM
	
	
	

	ADVENTUROUSNESS
	
	
	

	ADAPTABILITY
	
	
	

	CONFIDENCE
	
	
	

	TOLERANCE FOR AMBIGUITY
	
	
	



Observations:
__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________









The Seven Traits of Change Readiness

The traits measured in this assessment are especially important in dealing with the stress of change.  Nobody is perfectly suited to dealing with change.  Understanding your own personality when faced with change will help you guard against stress where you’re vulnerable by relying on your strengths.

The scale you’ve just taken measures the following traits:

Resourcefulness—being effective at making the most of any situation and utilizing whatever resources are available to develop plans and contingencies. Seeing more than one way to achieve goals and looking in less obvious places to find help. When people low in Resourcefulness encounter obstacles, they get stuck and dig in their heels. Very high scorers (over 26) might overlook obvious solutions and create more work than is necessary.
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Optimism—the pessimist observes only problems and obstacles while the optimist recognizes opportunities and possibilities. Optimism can’t be taught; it must be caught. You can get it by hanging around the right people. Optimists tend to be more enthusiastic and positive about change. Very high optimism scorers (over 26) may lack critical-thinking skills.
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Adventurousness—the inclination to take risks and the desire to pursue the unknown, to walk the path less taken. Since change always involves both risk and the unknown, Adventurous people usually perform well during organizational shake-ups. But very high scorers (over 26) may indicate a tendency toward recklessness.
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


Drive—Combines physical energy and mental desire to create passion. It’s the fuel that maximizes all the other traits. If you have drive, nothing appears impossible. If you don’t, change is exhausting.
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Adaptability—Flexibility and resilience. Flexibility involves ease of shifting expectations. Resilience is the capacity to rebound from adversity quickly with a minimum of trauma. Scoring too high (over 26) indicates a lack of commitment or stick-to-it-ness.
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Confidence—If optimism is the view that a situation will work out, confidence is the belief in your own ability to handle it. There is a direct correlation between levels of confidence and receptivity to change. If people feel confident in their ability to handle a new task, they’ll be more receptive to it and more positive about it. Scores above 26, however, may indicate a cocky, know-it-all attitude and a lack of receptivity to feedback.
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Tolerance for Ambiguity—Change spawns uncertainty. No matter how carefully you plan there are always some elements of indefiniteness. Without a healthy tolerance for ambiguity, change is not only uncomfortable, it’s downright scary. But too much tolerance can also get you in trouble. You may have difficulty finishing tasks and making decisions.
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

You’ll probably find you have higher scores on some traits and lower scores on others. This is typical of most profiles and indicates that some of your Change Readiness traits are more developed than others. 
What are your Strengths?  	

What are your Opportunities?

Were you surprised by any of the outcomes?
Change Curve 
The Change curve is a model used to understand the stages of personal transition and organizational change. It describes the stages people move through as they adjust to change, so you can help them make their own personal transitions. The size of the “valley” depends on the person.  Some people move quickly through change, others take longer.  Regardless of the time it takes, everyone moves through the stages. With this knowledge you can:
· plan how to minimize the negative impact of change 
· help people adapt
· give individuals the information they need, depending on where they are on the curve
· accelerate change, and increase its likelihood of success
[image: ]
Change is a matter of perspective
As a leader, your role is to make the curve shallower and narrower for your team.  It is also to understand that some people move through this change faster than others.   To help your team transition through change you need to be able to identify the stages that employees are  
One way to help employees (and yourself) is by using a model to understand and define the steps of transitioning through change.  There are different models, but most are similar in the stages of change.  
	 StageSARAH
The SARAH acronym is used to define the stages of transition through change.

	Reactions
	Leadership Behaviours 

	SHOCK
	Disbelief
Numbness
Confusion

Disorientation 

Denial

Excitement

	· Communicate what is happening
· Communicate how to get more information if they need it
· Don’t overwhelm with too much information 
· Take the time to answer any questions that come up
· Provide a positive example
· Re-iterate the big picture – let people know it isn’t a personal vendetta
· Be empathetic by acknowledging feelings 
· Reinforce that you are there to work through this time with them
· Stress that change is often a positive thing even if we can’t see it at the moment
· At this stage it is best not to respond by making decisions.
· Focus on the benefits that the change will provide them and the organization
· Communicate the goals/objectives for the change – tell them what the future will look like
· Present a Positive Outlook – communicate using positive language 

	ANGER
	Resentment
Depression
Sadness
Fear
Anxiety 

	· Don’t argue with people or try to convince them this is the right thing to, it will only make your job more difficult as those affected will believe you don’t care. Taking action while a person is angry could be destructive.
· Listen actively by asking questions, allowing them to express themselves but within set parameters e.g. they aren’t allowed to level personal attacks.
· Address rumours.
· Acknowledge losses with empathy
· Listen to individual concerns about the change and allow venting to defuse the emotions.
· Remember everyone will respond differently to change and will be at different stages in the change cycle.  As leaders you will need to determine where each individual is at and provide the appropriate level of support and coaching.  Know your people.
· Identify Early Adopters – these individuals will become Change Champions and the Subject Matter Experts.





	REJECTION
	Active resistance
Decreased motivation 
Decreased productivity
Passive resistance
Denial of  the impact (martyr)
Leaving the organization


	· Treat the past with respect. 
· Prepare for this stage by carefully considering the impacts and objections that people may have.
· Help individuals to be realistic about the consequences of the change.
· Encourage team involvement in the change process.
· Use a transition monitoring team.
· Don’t be surprised at overreaction – peoples’ losses are their own, and you can’t judge them because they are not your losses.
· Reinforce the vision- where you are going.
· Allow employees to mourn the loss of the old ways so they can move forward.
· Help people to open up, become aware, and overcome the reaction to deny, avoid or blame.
· Help build a safe environment that enables people to focus on their feelings, acknowledge their fear, and use their support systems.





	ACCEPTANCE
	New relationships emerge that offer the opportunity for identity and belonging
Excitement
Experimentation
Openness to hearing more about the changes
Acceptance

	· Provide training – including helping people to “unlearn” the “old way” of doing things.
· Give people a part in the change.
· Provide opportunities for people to experience the new way of doing things.
· Be patient - Don't expect people to be 100% productive during this time, and build in the contingency time so that people can learn and explore without too much pressure.
· Build a team of advocates (change champions) and encourage them to spread positive messages and dialogue with those who are quiet to ensure they don’t slip back a stage or two.
· Set short term goals to allow for success along the way.
· Acknowledge progress and appreciate effort.
· Provide reassurance and help finding new methods for coping with difficulties.
· Make people feel safe so they can practice.







	HOPE
	Embracement
Relief
Productivity improves
Morale improves
 


	· Celebrate success. 
· Share the success. 
· Record your success it will make things easier the next time change is needed.
· Show appreciation 
· Continue to talk positively about the benefits.
· Start to prepare for the next change!














ABCDE
A formula to deal with negative thoughts and change
 (Adapted from “Learned Optimism” Dr. Martin Seligman)
A = Adverse event or situation
	Identify adverse situations or events that you routinely face OR a specific event (change) that you are currently facing
	
B = Beliefs about that event
	What thoughts do you have about this event?  What are the things you are telling yourself?

C = Consequences of those beliefs
How are these beliefs making you feel, in terms of emotions, energy, will to act, etc (anxious? Irritable?)

D = Disputation and Distraction
	Dispute those beliefs 
· challenge the negative thought (that’s not right.....)
· generate alternative specific, external, and temporary explanations
· focus on evidence that contradicts or undermines the negative belief and supports a more positive interpretation
· confirm your belief – maybe you are reacting to wrong information or do not understand the bigger picture
Distract yourself
1. stop the “loop” of these tapes in your head.  This leaves you free to act. 
2. write the worrisome beliefs, fears, etc. down to think about at a set future time.  
E = Effect
Notice what happens to your energy and will to act when you dispute the negative beliefs.  

Over time, the disputation becomes as rapid and effective as the energization from it rewards you for the effort.  Eventually, the positive explanatory style becomes your “default” response.
Types of Change

Change can mean something different depending on the organization. Lorenzi and Riley (2000) identify four types of changes, with the definite possibility of overlap among them, these are:
1. Operational changes, affecting the way the ongoing operations of the business are conducted.
a. Example:  Moving to an automated system
b. Example:  Centralizing specific operations (e.g. purchasing) in one location

What does that look like here?
__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

2. Strategic changes, that occur in the strategic business direction
a. Example: moving from an inpatient to an outpatient focus
b. Example: shifting focus to a different target market

What does that look like here?
__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

3. Cultural changes, which affect the basic organizational philosophies by which the business is conducted
a. Example: implementing a continuous quality improvement system

What does that look like here?
__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

4. Political changes, occurring in staffing primarily for political reasons of various types.
a. Example: those that occur at higher levels of government

What does that look like here?
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


    Leading Teams thru Phases of Change 
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Resource List

WEBSITES / ARTICLES

· www.change-management.com/tutorial-change-management-assessments.htm
· www.cio.ca.gov/opd/pdf/itla/21/OCM-FISCal-Readiness-Guide.pdf
· http://spcpress.com/pdf/other/Senge.pdf
· www.thechangeforum.com/Learning_Disciplines.htm
· http://stellarleadership.com/docs/Managing%20Change/articles/Peter%20Senge%20on%20Change.pdf
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