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Prologue

Planning a change is a bit like planning a journey.

r out Q 0
e ————
here T"There

Going on a simple journey

If you are the only one going on a journey, it can be easy. If it's a journey you
haven’t taken before, it helps to have a map of the route from here to there. A
map is only useful if it includes where you are and where you're going to. To use

it, you also have to be clear about both.

In other words, a simple journey which affects only you can be planned well if

you know:

m  where you are now

m  where you want to go to

= and how you can get from here to there.

Note that all of this happens before you set out on the trip. The planning hap-

pens first. The journey happens later. The planning is to make the journey more

successful and more pleasant.

Change is similar. We plan change so that the change is more likely to be
achieved.

A more complex journey

Suppose that a large number of people wish to take a journey together. This
becomes more complex. It’s still useful to know where you wish to go, and

where you are, and how you are going to get from here to there. Do the other
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travellers have the same goal? Are they happy to follow the same route? Are

you agreed about the form of transport?

Before you do the planning, it’s helpful to check out some other details. Who
else will travel with you? Do they expect to be involved in the planning? How

will you involve them?

In other words, there is still planning to be done before starting the journey. But
now there are other things to be done before the planning. You have to identify
those affected, and work out if they are to be involved in the planning, and how.
If they are not involved in the planning, you will need to decide how to keep
them informed, and how to take their wishes into account. You have to decide if

you can do it on your own, or would be better or safer with a guide.

And again change is similar. We prepare for the planning. Then we prepare for
the change. And then we carry out the change. Somehow or other, too, we have
to do all this without suffering “paralysis by analysis”. If we don’t get as far as

the change, then the preparation and planning will be wasted.

The change model

The following pages take you through a change model which you can use to plan

and implement community and organisational change.

The dilemmas of change

Present plans — future action

Present change is difficult to bring about. The present is already determined by
its history. The future isn’t yet here. Plans therefore provide the means by which
the future can be influenced from the present. If people agree freely, now, that

they will do something in the future, there is a good chance that they will do so.
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If plans specify precisely who will do precisely what, and by precisely when,
then people are in no doubt about what is to happen. Otherwise there may be
confused responsibilities; either nothing will happen, or people will later find

that what they agreed to meant different things to different people.

Present participation — future commitment

And if the people who are to carry out the plans in the future are the ones who
develop the plans now, there is a good chance that they will be committed to car-

rying out those plans.

Therefore participative planning — action

In short, future action depends upon both plans and commitment. It is participa-

tive planning which enables both to be developed...

participative planning — plans and commitment — future action

We can think of this as being a three-phase process in which pre-planning
prepares for beginning a change program, and planning develops the action

plans, which are then implemented in the third phase.

PREPLANNING |—==| PLANNING —— CHANGE

Plans fall down, however, partly because they are specific. The future is seldom
exactly as expected. If the plans don’t specify that Fred will do X, perhaps no one
will. But when the time arrives to carry out X, perhaps Fred has departed.

Therefore effective plans also allow for their own monitoring and evaluation.

Two plans in one

An effective action plan is therefore two plans in one. One plan contains items

such as...
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“So-and-so agrees to carry out actions to achieve such-and-such outcomes by such-
and-such a time”

and other items such as...
“So-and-so agrees to check if the planned goals are still appropriate” and

“So-and-so agrees to monitor such-and-such an outcome by such-and-such a time”

The first present action plan produces the future action. The second produces

future monitoring,.

present action plan — future action

present monitoring plan — future monitoring

Diagramatically:

action plan

o e e e Gie

monitoring plan

A route has a start and a finish
To develop a plan, one needs two sets of information:

m  What the plan is to accomplish; that is, the future goal; and
m  What the plan has to take into account; that is, the present situation.

Effective action planning therefore depends upon three different types of proc-

€ss...

m  goal setting;
m  situation analysis;

m  action planning;
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ACTION PLAN
MONITORING PLAN

2 3 1

situation action planning and goal
analysis monitoring planning setting

NOW

The third of these includes components for developing a monitoring plan as well

as an action plan.

If you think of planning change as something like planning a journey (as in a

sense it is), then before you can develop a route plan you must know where you
are going, and where you are setting out from. But you still need some monitor-
ing and contingency plans to allow for missed connections, civil unrest, national

disasters and the like.
In fact, you can think of planning as a process of answering four questions...

“Where do we want to go?”

“What is our point of departure?”

“What is to be our route for getting there?”

“If we follow that route, what can go wrong and what can we do about it?”

You can manage the action planning part of a change process by asking these

questions, as appropriate, over and over.
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Before planning, pre-planning

If the planning involves other people, however, you can’t just engage directly in
planning. First of all you have to create the climate within which planning will

occur. Before you can plan for the action, you have to plan for the planning.

Pre-planning consists of using those things you can change in the present to
ready people for change. You can directly change only your own behaviour.

Through changing it, you can change also...

m  the relationships you enter into

m  the processes and mechanisms by which people can be engaged in planning.

The very early stages of a program for planned change therefore typically

involve...

m  creating the right kind of relationship with the key players in the change;
this includes being clear about your role and theirs, and the parameters
within which the change may proceed;

m  setting up the mechanisms by which involvement may take place — who
will be involved, will it be participative or merely representative, or by order
from the top?

The nearer it approaches to full participation by all the stakeholders, the more
likely that the plans will be developed taking all the information into account,
and generating commitment from those who will have to act. The cost of this

participation is in large (often vast) amounts of time.

... including cultural pre-planning

But is the culture of the system supportive of change. Are people willing to learn

from their mistakes? Or is the organisation too risk-averse to make mistakes.
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Here is another difficulty. If the culture isn’t supportive of change, then it is nec-

essary to change the culture before you can change anything else. But cultural

change itself depends upon a supportive culture.

What you can do to escape this bind is to create a different culture, a parallel cul-

ture, within the change program. The change program itself, and its processes,

models the sort of culture that will support change.

The overall process can then be diagrammed as follows ...

PRE-PLANNING PLANNING CHANGE
relationships - ‘
Processes action plan actions
now ) o
monitor pla monitoring
culture i

mechanisms

... and (in a little more detail) as shown below




Paper 17 -12 Robust processes — papers

An overview of the change process

Pre-planning Planning Action
relationships
processes action planning action
mechanisms monitoring planning monitoring
culture
relationships build open and direct (and flexible) relationships with all
processes using appropriate interpersonal processes

mechanisms set up mechanisms to involve all stakeholders

culture check if the culture is supportive of change

action planning

Now o _ goal
monitoring planning

usual 2 3 ]

order situation action goall
analysis planning setting

examples force f@ld event frack search
analysis

Criteria for successful change

there is discomfort enough for the need for change to be recognised
achieved by situation analysis

people can imagine a situation better than what they already have
achieved by goal setting

people have some expectation that the better situation can be achieved
achieved by action planning

the change is consistent with the values of the stakeholders
achieved by participation
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Principles and practice

This document includes a moderately detailed overview of an approach to com-

munity and organisational change. In effect, it is a sort of “recipe”.

Recipes can be useful. They can also be dangerous. There may be occasions
when the change process or the tools don’t quite fit the situation you face or the

change you intend to introduce.
The guiding principles have several purposes. They are intended to ...

m  encourage you to mistrust the recipes
m  help you to look beyond the recipes to the reasons for each step

m  help you to develop an appropriate substitute process when the process

described in this document isn’t a good fit for your situation.

Guiding principles for change management

Change processes are more often worthwhile when they are both well conceived
and effectively achieved. This is more likely to occur when they tap the
enthusiasm of those who are affected, are well planned, and are monitored
during execution. Effective change follows the 10 principles described in the box

on the next page.

Each of these principles is offered below in four forms:

m the principle, stated as a checklist item for people planning and carrying out
change

m the rationale, which explains why the principle is important

m the review criterion, a checklist item for those who are reviewing change,
and

m the procedure, a brief description of how the principle might be observed in

practice.
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Effective changeis ...

J—

participative

communicated and coordinated
worthwhile

outcome-focussed

aligned with stakeholders’ vision
evidence-based

planned

resourced

NV 00 N O 0 AN

monitored

10 evaluated

The principles are gathered together at the end of this sub-section as “Key issues

for change implementers”. Now, here are the principles in some detail.

Communication, coordination, consultation

1 Participative

Principle To the extent possible, involve those who are affected by the

change in the planning

Rationale Change is more likely to be effective if it has taken into account the
views of those affected, and if they are supportive of the change. By
involving those affected in the planning and implementation of the
change, better information is likely to be available about the costs
and benefits to all, and those involved are more likely to be

committed to the change

There are times when full participation is neither possible nor
desirable. On such occasions it is possible to reduce potential
resistance by talking honestly with those affected about the reasons
for the change and the reasons for the relative lack of participation
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Procedure
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Proposed changes where possible have the agreement of
those affected by the change, and those who will be
involved in its implementation. Where this is impracticable,
those affected are informed fully about the reason for the

change and for the approach adopted
Identify those who will be affected by the change or by the

way it is introduced. If possible involve them in analysing
the present situation and planning and implementing the
change. Where this is not possible (for example because of
urgency) do what is possible to inform them as soon as

possible, and keep them well informed

2 Communicated and coordinated

Principle

Rationale

Review criterion

Procedure

Keep informed, others who have an interest in the proposed
change

Even where it is possible to involve those affected by a change in
the planning, there are others who can usefully be kept informed.
This can help you to learn about issues which otherwise may not
come to your notice. You can discover likely side effects of the
change which you might not otherwise identify. Those whom you
keep informed are more likely to be supportive of the change.

Occasionally there are time (or other) constraints that do not allow
full participation. It is then even more important to keep people
informed. They may otherwise find ways of opposing or
sabotaging the change if they do not understand why it is being
introduced and why greater participation is not possible

The proposed change includes a communication plan which
identifies all stakeholders, specifies their level of
involvement, and includes steps to keep them informed

Identify all stakeholders — anyone affected by the change or
by how it is carried out. Decide who needs to know what.
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Outcomes

3 Worthwhile

Principle

Rationale

Review criterion

Procedure

Build into your change plan the necessary steps for keeping

them informed

Check that the benefits of the change outweigh the costs,

disadvantages and risks

The purpose of change is to bring about benefits to everyone who

may be affected by, or may affect, the change.

Taking all benefits, costs and risks (obvious and less
obvious, short-term and long-term) into account, the

proposed change is of benefit to the stakeholders

Identify the realistic benefits of the proposed change.
Include obvious benefits. Include also the less obvious
benefits such as skill-development and morale. Estimate as
accurately as possible the costs and disadvantages of the
proposed change. Again include the obvious and the less
obvious costs and risks, and also both short-term and long-

term costs and risks.

4 Ovutcome focussed

Principle

Rationale

Review criterion

Be clear about the intended goals of the change

There are benefits in identifying the intended outcomes of a
proposed change, and specifying them clearly. 1t is then easier to
identify the costs, benefits and side effects of a change. It is also
very difficult to develop a plan, or to check if the change is still on
track, if the outcomes are not clear

There is a clear description of the intended and likely
outcomes of the planned change
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Define the change by describing clearly what outcome it is
intended to achieve: if the change is successful, what will be
different as a result. Check that you have included likely
but unintended consequences and side effects as well as
intended outcomes

5 Aligned with the vision

Principle

Rationale

Review criterion

Procedure

Analysis

Check that the proposed change fits in the vision (and other

strategies) of the organisation or community

Organisations, communities, teams and the like allow people to
achieve goals which are beyond their individual abilities or efforts.
For greatest effectiveness, therefore, the skills and efforts of people
can all be aligned in the same long-term direction. It is a shared
vision which can best provide this sense of direction. A genuinely
held vision can energise and motivate people. Changes which
contribute to a vision to which all are committed will be more
enthusiastically supported

The proposed change is consistent with shareholders’ vision
and other strategies

Check that the intended outcomes of the planned change are
consistent with the shared vision

6 Evidence based

Principle

Rationale

Check that the intended change is realistic, taking the

present situation into account

Change is most likely to be effective when it is based on a good
understanding of the present situation and of the ways in which
the change can be achieved
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Review criterion

Procedure

Planning

7 Planned

Principle

Rationale

Review criterion

Procedure

Decisions about change (the need, the goals, the actions) are
based upon good understanding, research-based, about the

present situation

Check that you understand the present situation. Check
that the change is of benefit, and that all interested people
are aware of its benefits. Check that the change can be
achieved within the available resources and skills. Identify
other changes which may be taking place at the same time
and check that they will not impede or conflict with the
proposed change. Finally, check that the change should

proceed

Reach agreement on who will do what, to what standard,

and by when, to achieve the outcomes

Change, particularly when several people are involved, is more
effective if there are detailed plans which specify who will do what
by when, preferably with their free agreement, and how they will
know that they have successfully done what they have to do

Change proposals include detailed plans which specify at
each step: the actors, the outcomes, the timelines, and how

successful completion of the step will be known

Develop a step by step plan for achieving the change. For
each step, specify who will achieve what outcomes, and by
when, and how they will know when they have achieved
the outcomes. Where possible, gain the free agreement of

those who will carry out each step
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Principle

Rationale

Review criterion

Procedure
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Check that the necessary resources and skills to carry out the

change are available

It is important to be clear about needed resources for two reasons.
First, the disadvantages of the change might otherwise be
underestimated. Second, the change may not be successfully
achieved if the necessary resources and skills are not available

Change proposals are accompanied by an evidence-based
list of required resources and skills, and those resources and
skills appear to be adequate to achieve the planned

outcomes

For each step of the action plan, identify what resources and
skills are necessary. Find out if those skills and resources are
available. If they are not, allow for the necessary
development of the skills and arrange for the resources to be
available. Check that you have included the relevant costs

in your analysis of the benefits of the proposed change

Implementation

9 Monitored

Principle

Rationale

Plan for ongoing monitoring of progress as the change

proceeds

Monitoring is a form of evaluation which is done continuously
during the carrying out of the change. It serves two important
functions. First, conditions often change after a plan is developed.
Ongoing monitoring checks that the plan as developed still fits the
situation as it now exists. Second, later steps in a plan often
depend on the successful completion of earlier steps. Monitoring
the successful completion of each step checks if the planning is still
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Review criterion

Procedure

10 Evaluated

Principle

Rationale

Review criterion

Procedure

on target and on time, so that corrective action can be taken or

contingency plans can be activated as necessary

The step by step plans for proposed changes specify who
will do what to check that each step is still appropriate, and
achieves its intended outcomes

For each step in the detailed plan, identify the indicators
which will signal if the outcomes have been achieved.
Specify who will do what to check that the outcomes have
been achieved, preferably with the agreement of that
person. From time to time, check that the intended goals of

the change are still appropriate

Plan for evaluation and documentation of learning on
completion of the change

Monitoring is done continuously during the implementation of a
change. Evaluation is done at the conclusion, and perhaps at the
end of major phases, of the change. It too serves two functions.
The first is to ensure that the desired outcomes (perhaps as
modified during progress) are achieved, and that any unplanned
side-effects are identified and remedied. The second, more
important, is to reflect on the whole change process and ensure
that what has been learned from the change is shared, and perhaps
recorded for future use

The plans for the intended change include end-of-process
evaluation, and perhaps a way of recording what was

learned

Specify who will do what to check that the final outcomes
have been achieved. Obtain feedback from those who are
directly affected by the change. Specify who will do what to
ensure that the learning from the change process is
identified and (if useful) recorded.
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Key issues for change implementers

To the extent possible, involve those who are affected by the change in the
planning

Keep informed, others who have an interest in the proposed change

Check that the benefits of the change outweigh the costs, disadvantages and
risks

Be clear about the intended goals of the change

Check that the proposed change fits in with the vision, mission and other

strategies of the community or organisation

Check that the intended change is realistic, taking the present situation into

account

Reach agreement on who will do what, to what standard, and by when, to

achieve the outcomes

Check that the necessary resources and skills for carrying out the change are
available

Plan for ongoing monitoring of progress as the change proceeds

Plan for evaluation and documentation of learning on completion of the
change
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An example of planned change

Imagine that you are giving thought to planning and organising a picnic for your
neighbours or for the staff of your organisation. You might use the three-stage

change process of this document to do so.

Pre-planning [ Planning [—5> Change

relationships

processes action plan action
) godal L
monitor plan monitoring

mechanisms
culture

You do a quick initial check. Yes, it seems worthwhile. You are willing to try.
You decide that it will be better to put together a working party to share the
responsibility.

You put together a list of people who, taken together, represent the diversity of
views to be found in your organisation or community. You approach them and
invite them to become involved. The working party convenes, and reaches
agreement on how it will work so that the planning is satisfying and effective. It
checks if all stakeholders have been identified, decides that this is something
worth doing.

The members of the working party realise from their own experience that they
may well be enthusiastic about the picnic. That doesn’t mean that they can count
on others’ enthusiasm. But unless others become involved the picnic will not
justify the time and effort they put into it. They develop and implement a plan to
market the picnic, and solicit reactions. They work out how they can keep peo-

ple informed as the planning proceeds.
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Pre-planning 5> Planning [ Change

relationships

|
processes action plan action
. goal o

monitor plan monitoring

mechanisms
culture

Now comes the more detailed planning, which the working party does ...

The members of the working party realise that the detailed planning has four

main phases, which they work on in turn:

1

They work out what outcomes they want from the picnic if it is to be enjoya-
ble and worthwhile for all. They want the picnic to be involving and enjoya-

ble, and to contribute to a sense of community.

They consider the present situation. What are attitudes to picnics? What
sorts of activities do others prefer? They gather this information. They esti-
mate the likely response to the picnic by considering the readiness of people

for this activity.

They develop a detailed action plan, beginning now, and ending with a
review after the picnic is over. They specify who will do what, by when.

They check that those nominated are willing.

They build flexibility into their plan by building in a series of actions to mon-
itor its progress. They realise that conditions can change between plan and
action, and they wish to be ready to deal with this.

Having completed the detailed planning they check that the necessary resources

will be available.
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Pre-planning > Planning [ Change

relationships

processes action plan action
. godal .
monitor plan monitoring

mechanisms
culture

The plan is implemented ...

The preparations for the picnic, and then the picnic itself, take place much as
planned. People are kept informed throughout and are consulted when appro-

priate.

Because there is a monitoring plan the working party is able to adjust its goals
and actions to emerging circumstances. Because everyone has been kept
informed, and because the planning has been careful, the eventual picnic is a suc-

cess.

Some weeks after the picnic the working party members meet for a last time.
They ask those who attended for feedback. They identify the apparent outcomes
of the picnic. They make a note, for future reference, of what they have learned

about planning and organising a picnic.
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The change process step by step

A Pre-planning

Phase A create the pre-conditions for effective planning
and change — build relationships, negotiate
processes, set up participative mechanisms, build a
culture which supports change

The purpose of pre-planning is to check the apparent feasibility of the planned
change, negotiate your own relationship and role with the key stakeholders,
identify the stakeholders, set up the mechanisms to involve them, and check that
the culture of the organisation or community is supportive of change

As I describe it here, there are four main elements to this phase, as shown in the

box.

Al relationships
A2 processes
A3 mechanisms for participation

A4 culture

These are addressed below in turn.
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Two of them, relationships and processes, are “micro” aspects of the program.
They are to do with how you relate to the other stakeholders in the change. The
other two, mechanisms and culture, are to do with the wider community or

organisational context in which the change takes place.

A1 Relationships

Step A ] build flexible, honest and respectful relationships
with stakeholders, beginning with the key
stakeholders

see tool ] Entry

which sets out some of the relationship choices you face in the early stages of a
change program

As a change agent you are your own most important tool. There is only one
thing you can change directly, and that is your own behaviour. But by changing
your behaviour you can change the relationships you enter into and the proc-

esses you use within those relationships.

Ultimately, that is the way in which you facilitate change — through creating
trusting person to person relationships in which the truth can be told, support

can be provided, and people are motivated to do what is best for all.

The most important effect of your own behaviour is often to be found in the sorts

of processes you create within each relationship ...
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A2 Processes

Step A2 within those relationships, use processes which
encourage the open and unblaming expression of
information, and collaborative decision making

see tool 2 Processes

which describes three choices in the sort of process you might encourage in your
interactions with stakeholders

and tool 3 Communication
which describes some ways in which effective communication can help in
establishing good processes

and tool 4 Facilitation

which describes some ways in which meetings can be more enjoyable and
productive

I will assume here that the processes you use will be most effective to the extent
that you and others are encouraged to be honest and complete with the informa-
tion you provide. Otherwise you will run the risk that stakeholders will feign
acceptance rather than express concerns, and will be selective with the informa-

tion they provide so that they support their own position.

In both one-to-one and group communication, the best results are often achieved
when people listen to one another and jointly pursue goals which are good for
all; in which disagreements are expressed and then used to build better joint

understanding.

This requires special effort when large numbers of stakeholders are involved ...
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A3 Mechanisms for participation

Step A3 create egalitarian structures which involve the
stakeholders in the decision making

see tool 5 Participation

which identifies some of the approaches to participation which you might
choose and some of the ways of sefting them up

and tool 6 Stakeholder analysis

which describes a process which will help you plan who to involve and how to
involve them

and, if you wish to check the benefits

see tool 7 Impact analysis
which describes a simple process for weighing up the likely benefits and costs

In some change programs only a few people are affected in any way. It is then a
simple matter to involve them in the program. Most change, however, affects

many people. You then face important choices about who you will involve and

how you will involve them.

For larger programs, simple approaches to participation will probably not be
adequate. You will probably find it useful to set up a tiered structure where dif-

ferent groups of people are involved in different ways.

However, all of this may be undermined if the surrounding culture is not sup-

portive of change ...
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A4 Culture

Step A4 check that the culture is supportive of change and
innovation; if necessary, set up the change
program as a culture which models this

see tool 8 Culture
which explains some of the issues to consider when the existing culture isn’t
supportive of change

Change requires a culture where people are willing to do things in new ways. If
this isn’t the present situation, it’s unlikely that you can change it in the short

term.

You may sometimes find that the best approach is to create a new culture in the
form of the actual change program and processes. You may have to insulate it in
some respects from the community or organisation. The role you adopt may

have a strong influence on what you can reasonably do.

B Planning

Phase B plan for change, involving the stakeholders and
taking into account the desired goals and the
requirements of the present situation

Much change facilitation consists of the facilitation of planning for change.
Effective change plans are more easily implemented
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To develop an effective change plan requires that those involved know both
what they wish to achieve, and what the present situation is

No matter how good the plans, they may not fit a future which has changed
since the plans were developed. Effective change implementation requires
flexibility. This can be built into the change plans in the form of plans for
monitoring

As I describe it here, there are three main elements to this phase, as shown in the

box.

B1 goal setting
B2 situation analysis

B3 action planning and monitoring planning

These are combined in a process which is diagrammed immediately below,

followed by a brief consideration of each.

ACTION PLAN
NOW
MONITORING PLAN
B2 B3 Bl
situation action planning and goal
analysis monitoring planning setting

Note that under some circumstances it may be better to reverse the order of B1
and B2

When these three processes are used together they address three of the concerns

with which people face change:
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m Is there enough wrong with the present situation to do anything about it?
(“If it isnt broken, why fix it?”)

Analysing the present situation addresses this.

m [s there a better option which is worth the bother of change?
Developing a future goal or vision addresses this.

m If we set out to achieve the better option, will we succeed?

Having a detailed action plan, with built in monitoring, addresses this.

There is a fourth concern:

m  Will the goals, and the way they are achieved, fit in with our preferences and

values?

Involving the stakeholders in the three processes allows them to ensure that

their values and preferences are taken into account.

B1 Goal setting

Step B ] begin the planning phase by involving the
stakeholders in agreeing on goals, preferably by
identifying a genuinely-shared vision

see tool 9 Search
which describes a process for building a shared vision

and tool ] O Goal setting
which offers some alternative goal setting processes

Clearly, it is easier to work out what you wish to do if you know what you wish
to achieve. Agreeing on common goals can often be the first step towards pool-

ing effort and expertise to improve the community or organisation.
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Developing a shared vision is often easier than it might appear. It is a fruitful

catalyst for engaging people in working together for a better future.

It also requires some consideration of the present situation ...

B2 Situation analysis

Step BQ help the stakeholders to understand the present
sifuation, the strengths to be retained, and the
obstacles to be removed

see tool ] ] Force field analysis
which describes a process a group can use fo analyse a situation in ways which
make the planning of change easier

and tool ]2 Situation analysis

which offers some alternative processes for analysing the present situation

Communities and organisations bring a lot of history to the change process.

(This is why it can be easier to build a new organisation from the ground up than
to change an existing organisation.) To act in disregard of that history, and what
the community or organisation is like at the present, is to reduce the effectiveness

of the change program.

The situation analysis may take the form of identifying what presently helps and
hinders change. (This is what force field analysis does.) The intention of situa-
tion analysis is to allow you to plan for change understanding the effects your

starting point will have on the change plans which will be most useful.
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When the present and the desired future are understood, planning can begin ...

B3 Action planning

Step BS develop an action plan which specifies who will do
what by when, and which includes confinuous
monitoring of the goals and actions

see tool ]3 Event track

which describes a detailed process for developing a combined action plan and
monitoring plan

and tool ] 4 Mind mapping
which offers an alternative planning process
and, if you wish to have performance indicators

see tool ] 5 The Snyder process

which describes an evaluation process which develops effective performance
indicators

An action plan is a step by step program for moving from the present to the

desired future.

An action plan developed in detail by those who will take the action is more

likely to gain commitment and lead to real action.

A monitoring plan can keep the action plan on track, and flexible enough to
remain relevant in a changing world. The more useful evaluation isn’t done at
the end of a program. That may be too late. Evaluation is best done continu-

ously, at each step of the action plan.
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C Action

Phase C flexibly implement and monitor the action plan, and
review it

Now we come to the intended outcome of it all, implementation and the
improvements which it is expected to achieve

The key issue here is confinuous monitoring, o ensure that the goals and plans
are still appropriate, that the plans are being carried out as infended or modified,
and that they are achieving their desired outcomes

As I describe it here, there are two main elements to this phase, as shown in the

box.

Cl action and ongoing monitoring

C2 final review

C1 Implementation

Step C ] flexibly implement the action plan, alternating
action and monitoring in a continuous spiral until
appropriate outcomes are achieved

see tool ] 6 Action research
which describes a process for flexible action and monitoring

As you carry out the implementation the rest of the world is moving. A plan

inflexibly implemented my not achieve the desired outcomes.
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At the time of planning, the action plan may have been the best that could be
devised. As it is being implemented, conditions may change. The planned out-

comes may need adjustment. Some of the actions may not work as intended.

For best results, implement action and monitoring in a continuous spiral which

tracks the perhaps-moving goals.

action

monitoring

If you used event track as your planning tool some of the monitoring will be
built in to your action plan. There are other monitoring actions which you may

now wish to add. The overall monitoring then looks like this:

m  Dbefore taking action, check that the overall goal is still appropriate

m  before taking action, check that any necessary preconditions and are met and

resources are available

m  after taking action, check that the action achieved the outcomes it was
intended to achieve

m  after taking action, check for any unintended consequences and side effects,
and remedy them.

C2 Final review

Step C2 if desired, carry out a final review to identify what
has been learned from the change program
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see tool ] 6 Action research
which can be used for end of program review

As I'have already said, I think the most important evaluation is the monitoring
which accompanies the action. That is the form of evaluation which enables you
to do most to amend your goals or your actions in the light of changed circum-

stances.

There may also be benefits in an overall review when the action program is com-
pleted. In particular, it enables you to
m identify what you have learned from the change program

m  (if conducted again some time after completion) identify some side effects
which were not at first apparent.
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Here is a summary of the overall change process —

A Pre-planning

Al build flexible, honest and respectful relationships with stakeholders,
beginning with the key stakeholders

A2 within those relationships, use processes which encourage the open and
unblaming expression of information, and collaborative decision making

A3 create egalitarian structures which involve the stakeholders in the deci-
sion making

A4 check that the culture is supportive of change and innovation; if neces-
sary, set up the change program as a culture which models this

B Planning

B1 begin the planning phase by involving the stakeholders in agreeing on
goals, preferably by identifying a genuinely-shared vision

B2 help the stakeholders to understand the present situation, the strengths
to be retained, and the obstacles to be removed

B3 develop an action plan which specifies who will do what by when, and
which includes continuous monitoring of the goals and actions

C Action

C1 flexibly implement the action plan, alternating action and monitoring in
a contfinuous spiral, until the outcomes are achieved

C2 if desired, carry out a final review to identify what has been learned from
the change program
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The first stage of preparation is to negotiate your
role and style of change with the key players. This
is appropriate at the following step of the change
process:

A1 Relationships

This is most likely to be important for organisational
change. There are likely to be key stakeholders
whose permission and support you require if the
change is to be successful

Pre-planning [ Planning —p> Change

relationships

processes

mechanisms
culture

action plan action

monitor plan monitoring

Interchange 37 Burbong St Chapel Hill Qld 4069 ph +617 3378 6303 fax +617 3878 4338 email bd@ug.net.au
Copyright © Bob Dick, 2001. May be copied if not included in material sold at a profit, and this notice is shown
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Negotiating relationships

In negotiating your role in the change program you have a number of choices,

each of which is likely to have different effects on the program. The most impor-

tant of them follow.

In some change programs you may wish to negotiate different relationships with

different people, or at different times.

1 Who will have your allegiance? For example ...

a

the key player or players — the most influential people, or the person or
people who pay your account, or those of highest status?

internal stakeholders — all of the stakeholders within the community or

organisation?

direct stakeholders — those who are most directly affected by the likely

change or its implementation?

all stakeholders — all of the stakeholders, whether inside the community

or organisation or outside, whether direct or indirect?

2 What sort of relationship will you attempt to create with the stakeholders

you relate most closely to? For example ...

a

professional — a polite and respectful relationship within clearly defined
roles?

personal — a close relationship in which you encourage honesty and sup-

port, where you can be yourself?

3 What sort of role will you attempt to negotiate? For example ...

a

expert — you will provide advice to chosen stakeholders on issues which
they ask about?
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diagnostician — you will carry out a diagnosis of the community or

organisation, and present a list of recommendations to the stakeholders?

content facilitator — you will plan and administer the change process,
with help from others when needed?

process facilitator — you will involve stakeholders in doing the planning
and administration, while you facilitate a process to help them do this
more effectively?

metaprocess facilitator — you will help stakeholders learn enough about
change and facilitation for them to be able to manage future change
without help?

How clear will your contract be with the key stakeholders, or the stakehold-

ers with whom you agree on the contract? For example ...

a

b

firm — you will try to negotiate a clear contract which sets out the proc-
ess of the program, nominating such matters as processes used, timelines
and cost?

flexible — you will try to negotiate a flexible contract in which you and
the stakeholders can renegotiate the contract as the change program
develops?
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2 Processes

A description of three process styles. This is
appropriate at the following step of the change
process:

A2 Processes

How you relate to others can influence the
change program in a variety of ways. The
descriptions below identify some of your choices

Pre-planning [ Planning —p> Change

relationships

processes

mechanisms
culture

action plan action

monitor plan monitoring

Inferchange 37 Burbong St Chapel Hill Qld 4069 ph +617 3378 6303 fax +617 3878 4338 email bd@ug.net.au
Copyright © Bob Dick, 2001. May be copied if not included in material sold at a profit, and this notice is shown.
This section is based on session 7 of the on line action research program *Areol”, available on the web at
http://www.uqg.action_research/areol/areol-session07.html
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Three styles of process

As you engage with stakeholders you have a choice about how you will relate to
them — what sort of interpersonal processes you will try to adopt. For present

purposes I'll assume that there are three such processes:

m adversarial
m  consensual

m dialectical

In what follows it will be apparent that I prefer the third of these as most effec-
tive. However, when you are involved in facilitating change it is your choice.
There will be times when the local style is adversarial. You may not always have
a lot of choice, at least not in the short term. On other occasions consensual proc-
esses will serve your purpose, and will be easier and economical in their use of

time.

And in any event, dialectical processes require more skill on the part of the facili-
tator. It makes sense to choose a style which you believe you can consistently

and effectively manage.

A. Adversarial

By “adversarial processes” I mean processes in which it is assumed that one per-
son’s gain is another person’s loss. Such processes are commonly called “win/

lose”.

A debate is an example of an adversarial process. Each debater tries to argue for
a point of view. It is usual for one debater to be chosen as the “best” or the “win-

77

ner .

I treat compromise (as usually practised) as a subset of this: partial win / partial

win. “I'll let you win this piece if you let me win that piece.”
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Let me add that I don’t really believe it is as black and white as these brief defini-
tions suggest. Most processes are at least a bit of everything. The boundaries are

fuzzy.

But it’s a useful set of labels for talking about data collection and interpretation.

The type of process you use can effect both change and understanding.

Adversarial processes interfere both with the development of effective plans and

their implementation.

They tend to undermine planning. If adversarial processes are used, the aim is to
win. People are likely to tell selective truths or perhaps even plausible lies. In
the absence of accurate and complete information it is harder to gain a good

understanding. It is therefore also harder to make effective decisions.

Adversarial processes may also hinder action. The action is probably based on
biased information. There are losers as well as winners. The losers are not likely

to be highly committed to the decisions taken.

(Losers may go along with the decisions, especially in a culture like mine which
depends heavily on adversarial processes. In this culture we assume that being
allowed to decide binds us to the decision. But as losers we won’t exactly be dis-
tressed if the plans don’t work. Some of us may even throw a spanner into the

works when no-one is looking.)

B. Consensual

By “consensual processes” I mean processes which first identify agreement, and
then build on that agreement. They are win/win processes which can give sim-

ple and effective decisions if the “wins” are easily enough identified.

Some visioning or ideal-seeking exercises, where people are asked to develop a

shared vision, are consensual processes. If the vision is set far enough in the
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future there is usually quite high agreement, especially if the vision isn’t too spe-

cific. People are then willing to devote effort to achieving some of that vision.

Consensual processes work best when there is already agreement. This is espe-
cially true when it is not fully recognised. It is then that its emergence has useful

surprise value.

These processes can be used to identify and record the unexpected agreement
(unexpected by the participants, that is). The agreement can then provide a

foundation for further planning or decision-making.

When this prior agreement exists but is unrecognised, consensual processes may
be an efficient way of surfacing it. Their most common application is to define

some future vision or ideals.

see also tool 9 Search

which provides a process for developing a vision

The vision then gives people a common purpose. It also serves as a criterion
which can help in choosing between detailed options. Especially when previ-

ously unrecognised it can act as a catalyst, a spur to collective action.

When consensus works it is an easy and efficient way to generate decisions. If

agreement with the decisions is high, so is commitment likely to be.

(If consensus is superficial, though, the information and decisions are likely to be

superficial too.)

Consensual processes are most effective when there is at least tacit agreement
about those issues which are most salient. When there are substantial and salient
disagreements, consensual processes are much less effective. This is true

whether the disagreements are tacit or explicit.
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Under some circumstances consensual processes can be counter-productive. If
there are disagreements which are important, people may nevertheless be
unwilling to raise them for fear of undermining the consensus, even though it is

really a false consensus. This is a particular risk when consensus is highly val-

ued, relationships are close, and conformity is high. 2

C. Dialectical

By “dialectical processes” I mean processes which craft agreement out of disa-

greement.

Dialectical processes are win/win processes. But the wins are achieved only
after the disagreements have been identified and resolved. The disagreements

often play an important role in identifying misunderstandings.

The goals of dialectical processes are information exchange and understanding.
People improve their understanding when they engage vigorously with the
issues. People educate each other. It seems to me that this happens best within a

process of cooperative enquiry.

In other words, dialectical processes are processes of mutual education. They are
more easily described than achieved. A climate of mutual education is achieved
only when people are willing to respect each other, and try to understand each

other.

Some of the alternative dispute resolution processes for conflict management are

dialectic.

Dialectic processes generate agreement from disagreement. They do this by pur-

suing three goals:

2. The concept of false consensus was popularised under the title of “groupthink” by Irving
Janis. See Janis, I. (1972) Victims of groupthink: a psychological study of foreign policy decisions and
fiascos, Boston: Houghton-Mifflin.
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m  honest information, directly communicated

m striving to understand what others say

m  using disagreement to identify where more information is needed.

In short, dialectic processes combine some of the features of the other two types
of process. As with adversarial methods, disagreement is likely to be evident.

As with consensual methods, the intention is to reach a mutually agreeable out-

come.
The key features of dialectical processes are

m that people are encouraged to express disagreements and different informa-

tion and opinions freely

m  but are required to do so within a climate of listening, joint decision-making,

and a willingness to educate and to be educated by others.

These features can be captured in a guideline which says

“Inform, not persuade”




Change manual Paper 17 - 49

3 Communication

A description of some fundamentals of
interpersonal communication.

This is appropriate at the following step of the
change process:

A2 Processes

This complements the previous tool (“Processes”)
with some fine-grain ways of communicating
effectively

Pre-planning [~#® Planning [~ Change

relationships

processes

mechanisms
culture

action

action plan

monitor plan monitoring

Based on Bob Dick (2001) Communication: a thumbnail sketch. Brisbane: Interchange. Copyright © Bob Dick,
2001. It may be copied if it is not included in material sold at a profit, and this notice is shown.
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Communication and facilitation skills are fundamental skills for the manage-

ment of change. This note provides an overview of communication skills.

Three sets of skills: to get information, to give
information, and to achieve a productive and
saftisfying interaction

When two people are communicating effectively, each of them is giving and get-

ting information. They are doing this in a way that is productive and satisfying.

The interaction will therefore be most effective when each of them has three sets
of skills:

m skills at giving information

knowing what information to convey, and being able to convey it clearly so
that the other person finds it easy to understand

m skills at getting information

being able to understand what the other person is saying, and being able to

ask the other person for missing information
m skills at managing the process of communication

knowing how and when to start and when to end the conversation, and

knowing when to speak and when to listen.
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When one person lacks any of these skills, it is then even more important for the

other person to be skilled.

When and how do | begin?

(And do I begin? — sometimes it is better to decide that the interaction will be

more trouble than the likely outcomes warrant.)

Choose a time and place when you and the other person are most likely to be
able to give the matter your attention. If possible, choose a place free of distrac-

tions. Don’t pussyfoot around — the other person will wonder what is going on.

Is this a time to listen or a time to speak?

It will be pointless if you don’t have their attention. So you will sometimes have
to speak first to do this. On some occasions you may also find it useful to agree

on how the interaction is to proceed.

Upset people find it very difficult to listen. If the other person is upset, you'll get
better results if you can listen first. A good first step is then to encourage them to

speak.

Here’s a sequence which often works well ...

m first, explain what you wish to talk about, or find out what the other person
wants to talk about

m  second, listen until you understand the other person’s position

m  third, provide the useful information you have

m then, when both of you understand both sides of the issue, try to reach a

decision that is good for both of you.
You can think of it as a set of priorities:

1 Highest priority is given to “process issues” to create a climate in which you
can speak clearly to each other and be understood
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2 Next highest priority is understanding what the other person has to say

3 When the above two priorities have been achieved, you will then find that

the other person will usually be more willing to listen to you.

How do | listen?

Listening is hard work. It helps if you remember that it has a number of different

parts:

Listening to understand the whole message, with eyes as well as ears, giving the

other person all of your attention

Acknowledging what the other person has said; agreeing with whatever you

can

Checking that you have understood

and if the other person is not upset ...

Enquiring for more information when some is missing.

The most useful of these is the one that almost nobody uses: “acknowledging”
— letting the other person know what you have understood. This is most easily
done by repeating in your own words what you think the other person has said

and implied by the way the person said it.

“Are you saying that I did ..., and that the effects for you were ...? 1 also had the
impression that you think I should not have done this. Is that so?”

The least useful of the four is enquiry. If you do the other three well you can lis-
ten well without asking questions. And asking questions is mostly not useful

when the other person is upset. It can too easily appear to be an inquisition.
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What information do | listen for?

What behaviour or events led to what consequences for the other person? Con-
sider a situation where the other person is not pleased with the way you have

acted. The potentially relevant information then may include ...

®m  Your actions towards the person (or their perceptions of it)

m  The material outcomes for him or her of your actions

m  What (s)he imagined you might have been trying to achieve

s How (s)he felt (or feels) towards you or the relationship with you

m  How does (s)he intend to react, and /or how does (s)he actually react.

actions — outcomes

or in more detail ...

actions — material outcomes — beliefs — feelings — reactions

Continue until the other person is not upset, or no longer upset. You may then
be able to get more information by asking about the information missing from

this list.

How do | respond?

Restate in your own words what you think the other person has said and
implied. Agree only with what is specific and true, and agree to it readily and

clearly. If you do not fully understand, encourage the other person to say more.
Continue to listen, acknowledge and check until ...

m the other person is not upset

m  you are sure you understand what perception the other person has of the sit-

uation
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m  you are sure that the other person knows that you understand, and has

agreed that your understanding is accurate.

Alternatively, if time is short, it may be better to negotiate another time to meet.

What information can | most usefully give?

The other person will find it easiest to understand your position if you speak
clearly and specifically, and if you do not blame or criticise them or demand cer-

tain behaviour from them.

You can then prepare information which includes the same elements as those
mentioned previously. Include what the other person said and did, and what the

outcomes were for you:

actions — material outcomes — beliefs — feelings — reactions

Again, it will be easiest for the other person if you are tentative about anything

you are not entirely certain about, but that you are also direct and specific.

“My memory is that you did [these specific things]. Because of that, I suffered
[these specific outcomes]. At the time I wondered if you were trying to [...] and
I became [...]. That’s my perception. I'd really like to understand what your per-
ception of the situation is.”

How do | speak?

How you speak is as important as what you say — some say it’s more important.
Being specific and unblaming (see above) helps. Tone of voice, volume, posture,
gesture and the like ... it is from these, rather than from your words, that the

other person assumes your attitude and intentions.

If you are angry, or upset, or sad, or feeling some other emotion, it is usually bet-
ter to say so. The other person will probably pick up some impression from how

you speak, but may not interpret it accurately. If you give a different message
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with what you say and how you say it, the other person may interpret that as

non-genuine.

Don’t confuse facts and assumptions. Facts are things you are certain beyond doubt
that the other person said or did. Assumptions include anything else. (Don’t

assume that the other person agrees about what is factual and what isn’t.)

What do | do when that doesn’t work?

If it isn’t working for you it may be that you have aroused some suspicion or

resistance from the other person. You may have ...

m  “pussyfooted around” the issue, and not been clear

m  expressed your own anger so vigorously that the other person finds it hard

to listen

m tried to push the other person to a particular view or outcome and this has

aroused their resistance and determination
m  concealed, or at least not expressed, your motivations
®  misunderstood the other person’s motivations.
People usually are not explicit about their motives and intentions. They also
make assumptions about one another’s motives and intentions. They then
behave as if they are correct in their assumptions. This is a common source of

difficulty. Being clear and explicit about your own motives and encouraging oth-

ers to do the same can do much to clear the air.

Finally, sometimes the other person is unwilling to change. Some interpersonal
problems are not resolvable. (This is not a decision to be adopted lightly.)

In summary ...

As Covey says, “First understand, then be understood”. And if necessary first

negotiate how you and the other person are going to manage this interaction.




Paper 17 - 56 Robust processes — papers

Distinguish between facts and assumptions. Be as clear and specific about the

facts as your confidence allows. Be tentative about the assumptions.

Get everything on the verbal channel. Voice your assumptions and feelings.

Encourage others to voice their assumptions.

Here is a useful three-piece reminder for what to say to the other person: 3

m  The evidence: what people said and did, and what happened, described as
specifically and directly as possible, without blame or criticism

®  Your assumptions: what you think happened, including your assumptions
about the other person’s motives if that’s relevant. Be tentative, and label

your assumptions as assumptions.

m  Strong encouragement for the other person to offer different evidence and

assumptions.

3. This reminder is based on the work of Viviane Robinson (1993) Problem-based methodology:
research for the improvement of practice. Oxford: Pergamon Press.
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4 Facilitation

Facilitation is a skill which will be useful throughout
the change process, but especially during group
planning and the like.

This is appropriate at many steps of the change
process, but especially:

A2 Processes B Planning

The effectiveness of a change program can be
strongly influenced by the effectiveness of group
processes. Facilitation skills can improve that
effectiveness

Pre-planning > Planning B Change

relationships

processes action plan I action
. goa o
monitor plan monitoring

mechanisms
culture

A copy of Dick, B. (2001) Facilitation: a thumbnail sketch. Brisbane: Interchange. Copyright © Bob Dick, 2001.
This may be copied if it is not included in material sold at a profit, and this notice is shown
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Meetings
Much time is spent in meeting of one kind or another.

This is most evident in corporate settings It is not unusual for managers to
spend a majority of their time in meetings. For some senior managers most of

their activities take place in meetings.

In community settings the meetings may be less formal. But at least during
change programs there is a frequent need for people to meet, to plan, to make

decisions.

Many of those meetings could be more enjoyable, efficient and productive than
they are. Many change programs can be more effective if the meetings which

guide them were better facilitated.
This brief document offers suggestions for three aspects of meeting facilitation:

m  planning and facilitating meetings

m  dealing with the moment-by-moment process of helping people share and

analyse information and make decisions

®  encouraging more productive processes by making the process visible.

These follow, in turn.
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Planning and facilitating meetings

The following diagram summarises some of the issues which can do much to

determine the effectiveness of meetings:

Feelings which are m  positive towards self, others, goals and process
®m  and not strongly negative towards anything
allow the exchange of
|nformation, whichif = specific, adequate, accurate and relevant
®  and understood and accepted by all
helps to make more effective
Decisions. If these n have the commitment of those affected,

m  specify who will do what by when, and
®  include monitoring and coordination

then the desired

Ovutcomes are more likely to be achieved.

You probably recognise from your own experience that meetings commonly

don’t deal well with these issues. Most meeting would benefit from

m  outcomes which are clearly defined and agreed to

m  decisions which are made only when all the information is available,

understood, and believed

m feelings which are acknowledged and dealt with.

To deal with these issues, consider the implications of the FIDO model in

meeting design and facilitation.
Desighing meeting processes

In designing meetings, work upward from the outcomes:
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m  Be clear about what outcomes you want from the meeting. Specify these in
ways which allow some freedom and flexibility to others who will be at the
meeting. "Solve such and such a problem" rather than "Reach this specific

solution".

m  Decide what sorts of decisions will have to be made if the desired outcomes

are to be achieved.

m  Identify the sorts of information which will be required if effective decisions
are to be made.

(Feelings are considered later.)

Now work back downwards to design the meeting process. Design a process

which:

m first identifies and exchanges the relevant information
m then analyses the information to reach appropriate decisions

m  and then plans how the decisions can be implemented to achieve the out-

comes.

Now examine your process. Will it encourage positive feelings about self, other,
outcomes and process? If not, how can you modify it? Can it deal with negative

emotions which might arise? If not, how can you amend it so that it can do so?
Facilitating the overall meeting

In facilitating meetings the same FIDO model can be used. If there is a road-
block, it can usually be more easily resolved one category above rather than at

the same level at which it occurs. For instance ...

If outcomes are not being achieved, it may be that appropriate decisions
were not made, or that people were not committed to them.

If the meeting is having trouble reaching decisions it may be that it lacks
some important information, or that some of the available information is not
understood or not believed.
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If the information is available, but people seem unable to act on it, it may be

that negative feelings or attitudes are getting in the way.

Emotions can also interfere at all stages. If negative emotions become evident it
is better to deal with them in some way rather than pretend that they don’t exist

or that they don’t matter.

Facilitating the moment-by-moment process

In a sense, meetings are about information management. At different stages the
information may be about different aspects: sometimes about whatever is being
discussed, sometimes about decisions, sometimes about the actions required to
achieve the desired outcomes. If information is gathered and analysed well,

meetings are likely to be more productive and often more satisfying.
Some simple tactics, again not common, can help substantially:

m  Work to whiteboard or butcher paper so that the information being dealt
with is visible to all.

m  Allow individual thinking time before information is collected. Some people
can think as they talk. Some contribute more if they have time to think
before they are asked to speak. And if people have had a chance to think
about what they have to contribute, they may listen more effectively when
others are speaking.

m  Encourage everyone to contribute on important issues and to indicate their
agreement or disagreement with important decisions. Minority views (and

sometimes even majority views) can otherwise be submerged.

Making the process visible

During a typical meeting, people pay more attention to what is being said than

how it is being said. Their attention is on the information, the content, and they
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largely ignore the process that is used to exchange and analyse the information.
As a facilitator you can draw attention from time to time to the process. This will

usually have the effect of improving the process over time.

The table on the following page lists some common process problems in groups,

and what can be done about them.
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Issue

Symptoms

Interventions

Common goals

Equality

Listening

Collaboration

Openness

Group lacks focus
Cligues form

"Tailchasing" - issues keep re-
emerging without resolution

People push own barrow

Uneven time-sharing

Some do all the talking
People interrupt each other
Some withdraw

A few people make all the deci-
sions

False consensus

Interruptions

Alternating monologues: people
don’t seem to be listening, but
pursue their own topic

'Tail-chasing’ (topics recur)

'Knocking': ideas are criticised as
soon as they are offered

Ignoring others’ ideas
Hidden agendas

Red herrings (irrelevant detours)

High frustration

Verbal/nonverbal mismatch -
what people say does not match
what they do or how they look

Set goals and write up publicly
Set goals, or define ideals or vision
Break goal into subgoals

Set or reset goals, or remind people of
them

Keep a time log and make it public
Set time limits

Go round fable, one atf a time

Ask quieter ones to speak first

Allow individual thinking fime; less pow-
erful or lower status speak first; make
those who dominate the facilitators

Check consensus with all; voting (per-
haps anonymous); appoint a devil’s
advocate; identify and evaluate all
opftions

Ask people to restate what they have
heard before they respond

As above; allow questions for clarifica-
fion

(See common goals)

First say what is good about ideas; infor-
mation first, analysis later

Generate ideas, then evaluate

Restating what the other person has
said before responding; being explicit
about the motives behind the discussion

Draw attention to them; ask each per-
son to state "What | want from you..."

Exchange assumptions and evidence
(See common goals)
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5 Participation

A description of three ways of involving
stakeholders in a change program: direct,
representative, and a hybrid of the two.

This is appropriate at the following step of the
change process:

A3 Mechanisms for participation

Involving stakeholders can give you access to a
wider range of information, and can build
commitment to the change.

Pre-planning [~ Planning [~ Change
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Copyright © Bob Dick, 2001. This document may be copied if it is not included in material sold at a profit and
this notice is shown. This is a modified extract from Dick, B. (2001) Action research and evaluation on line session
4: stakeholders and participation. Available on line at http://www.uqg.net.au/action_research/areol/areol-
session04.html
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Approaches to participation

Below you will find brief descriptions for three approaches to stakeholder
involvement. Each is accompanied by a comment on when it might be used, and

suggestions for how you might go about it. The three styles are

m  direct participation, involving everyone
m  representation, involving a representative group

m  amixed approach, using a steering committee or working party, but keeping

all stakeholders informed and perhaps to some extent involved

(There are many less-representative approaches than those I describe below.
They are not uncommon in corporation or community. They are often justified
on the grounds that they are less time-consuming or less expensive. That is

sometimes true.

They also tend not to generate much commitment on the part of those affected.
If you don’t require that commitment, and you don’t have ideological reasons for
favouring participation, these less participative approaches may be appropriate.

I don’t discuss them further here.)

A. Direct participation

What is it? When would you use it?

Everyone affected by the projectorits ~ When there are relatively few
implementation is involved in stakeholders and the time and skills
planning and carrying out the project  to involve everyone are available

How do you do it?

Identify those affected by the project or its implementation. Invite them to join
the project planning group. You may use “stakeholder analysis” for this pur-

pose. Before you begin the planning, agree how the group will operate.
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B. Representation

What is it? When would you use it?

A representative group is formed When there are too many

from those affected by the project or stakeholders for direct
itsimplementation. This group plans  participation, or there isn’t the time
and carries out the project or the skills for full participation

How do you do it?

Identify a group of people who are sufficiently representative of all those who
are affected by the project or its implementation. For best results, this group
should be large enough to be representative and small enough to be practicable.
This is often done by putting together a group in which each affected level and

function is represented — a “diagonal slice”. See the diagram below.

e
[
o
o/ |

In a community setting it may be more difficult to identify suitable people. Vol-

unteers aren’t always the best choice. They may be enthusiastic, but they may

have volunteered for ulterior reasons.

Here is one way in which you might put together an effective representative

group.
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m  identify a small number of well-known and very different people; ask them
to put together as group which is as representative of the whole community

as they can make it, of about half the size you think is appropriate

m  give that group the power to co-opt additional members as they discover

interest groups not previously identified.

However formed, a representative group will be most effective when those cho-

sen for it ...

m  have the necessary skills for the task

m are “well connected” — will communicate well in both directions with those

they represent

m  are well respected — those on whose behalf they act will assume that they
act for the benefit of all.

Before you begin planning, agree how the group will operate.

With this approach, there are many people who are not directly involved in the
planning and implementation. The eventual success of a change may neverthe-
less depend upon their acceptance of it. To achieve this, frequent and open com-
munication in both directions is important and requires careful planning and
attention. The commonest cause of failure with this approach is that those not included

in the representative group feel inadequately consulted.

C. A mixed model

This is particularly suited to large projects which can be subdivided into smaller

components.
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What is it? When would you use it?

A central group is responsible for When the conditions do not suit
initial overall planning. Itis sometimes  direct participation for the overall
called a “steering group”. Smaller project. But the project can be
“working parties” of direct subdivided into components in
stakeholders are set up to do the more which direct stakeholders can do

detailed planning and implementation  the planning and implementation
of components of the project

How do you do it?

Set up a steering group for the initial planning and later coordination. Do this as

for “B” above.

As part of the initial planning, agree how the project might be subdivided into
relatively independent components. For each of the components set up a work-

ing party. Do this as for “A” above.

Include a member of the steering group in each of the working parties, for
coordination. You will get better results if this person does not facilitate the

working party, but is there for communication in both directions.

steering oring
committee @ @ p(;IrIISETOf
respresents @ stakeholders

whole @ @ / @@ for particular

community fasks
6 0O
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6 Stakeholder analysis

Stakeholder analysis is a tool which helps to
identify who to involve and how to involve them. [t
is appropriate for the following stage of the
change process:

A3 Mechanisms for participation

A stakeholder is anyone affected by the
outcomes of a change process or by the way in
which the change is implemented. The main
source of commitment to change and the main
defence against resistance is participation.
ldentifying the stakeholders is an important part of
this

Pre-planning [ Planning —p> Change
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processes

action plan action

monitor plan monitoring
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culture
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A. Simple stakeholder analysis

Two forms of stakeholder analysis are described here. “A” is a simple version. It

will serve the purpose for simple changes where few stakeholders are likely to be

affected and issues are unlikely to be contentious.

Here is an effective way of using this form of analysis. On a sheet of butcher

paper, brainstorm a list of possible stakeholders. Starting with the key stake-

holders, transfer them to Column 1 in the table below. For each, fill in either col-

umn 2 or 3 with the actions you will take.

Stakeholder

If you don’t know
enough about the
attitude of this person
to the change, how
will you find out?

If you have decided to
involve this
stakeholder, what
approach will you use?
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B. Beckhard’s stakeholder analysis 4

Beckhard’s analysis may appear complex at first glance. Facilitated by someone
familiar with it, it is easy to use, and helps you to make an informed decision

about who to involve and how to involve them.

Below you will find a diagram which shows one way of carrying out a stake-
holder analysis. On the next page is a detailed description, followed by a work-

sheet you can use for this analysis.

@ List stakeholders here

For each stakeholder, assess their likely
orientation. In column 2 record:

++ strongly supportive

+ supportive

0 indifferent / undecided

- opposed

—— strongly opposed
In column 3 record yourconfidence of
the estimate in the first column:

3 confident

orientation influence

e = estimate
c = confidence

¢ some doubt Goal: * v
22 considerable doubt \ Ol A ]
222 wild guess Stakeholder —"c1 ¢ ¢ Actions
For each stakeholder, assess their likely \‘ ! 218145 6
influence. In column 4 record: _ I—" {
H high (power of veto) e
M medium “O.
L low or none - )
In column 5 record your confidence of
the estimate in the first column: B
3  confident
2  some doubt
22 considerable doubt J

222 wild guess
Record here comments on the actions you
intend to take, either to check your
estimate, or to consult the person, or both

4. Copyright Bob Dick 2001. Developed from a handout from David Napoli, and initially from
Richard Beckhard.
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Here is the process for using the worksheet (individually, or in a group):

1

List the stakeholders in the first column. It is better to list too many than too
few. They may be individuals identified by name or position, or groups of
people identified by position (for example, managers in a particular directo-

rate), or a combination of both.

Now consider each stakeholder in turn ...

2

In column 2 write your estimate of this person’s support for or opposition to

the change
+ + very supportive
+ supportive
o) indifferent/undecided
- opposed, though not strongly
-— strongly opposed

In column 3 write how confident you are of the accuracy of this estimate

confident
? some doubt
?7? considerable doubt
7?27 wild guess (little or no information)

If you are working individually, err on the side of using too many rather than
two few question marks. If you are working with a group, differences of
opinion about any judgment in column 2 indicate that two or three question

marks are probably required.

In column 4 write your estimate of how much influence this person can have

on the success of the change process

H high influence (power of veto)
M medium; it will be easier with this person’s support
L low; you don’t need this person’s support.

In column 5 write your confidence in the judgment in column 4
Now write your planned actions for each stakeholder in column 6. Consider:

the extent to which you need this stakeholder’s commitment. What

form and level of involvement is needed to obtain their commitment?
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the extent to which you need information which this stakeholder has.
What form and level of involvement is needed to obtain their informa-

tion?

If there are two or three question marks, this indicates that you may need
more information before making a final decision. In column 6 write what

you intend to do to obtain that information.
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Stakeholder analysis worksheet

-Write the project goal here

O = orientation

(0]

-‘4— | = influence

e = estimate

c = confidence

Stakeholders

e

Cc

e

Actions
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7 Impact analysis

A one page worksheet for summarising costs and
benefits. This is appropriate at the following step of
the change process:

A3 Mechanisms for participation

Before proceeding far with a change program it is
as well to check that the change is likely to be
worthwhile

Pre-planning [~—®{ Planning ¥ Change
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This is copied from Dick, B. (2001) Cost analysis worksheet, second edition. Chapel Hill: Inferchange. Copyright
Bob Dick, 2001. It may be copied if not included in material sold at a profit and if this notice is shown.
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This worksheet identifies the most important advantages and disadvantages for

each of the important stakeholders and for the organisation as a whole. Use

additional pages as necessary

Briefly, what are the intended outcomes of the proposed change?®:

Who are the key internal and
external stakeholders? (the
people who will be most
affected by the proposed
change)

If you don't proceed with the
change, what will be the
advantages and disad-
vantages for these
stakeholders?

If you do proceed with the
change, what will be the
advantages and disad-
vantages for these
stakeholders?

What are the important
advantages and
disadvantages for the
organisation as a whole?2

Disadvantages

Advantages
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8 Culture

A description of those aspects of culture which are
supportive of change. This is appropriate at the
following step of the change process:

A4 Culture

If people are unwilling to try new ways of doing
things, change is nearly impossible. If honest
mistakes are punished, then people will be risk
averse and will not take the chance of trying new
ways. These are the dimensions of culture which
are most salient in change programs

Pre-planning [~#® Planning [~ Change
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Processes which increase success at change

Many change activities require attitude change for their success. In such change

activities there is a balance to be achieved.

On the one hand, effective change requires the new ways to be embedded in the
normal day to day operation of the community or organisation. This is best
achieved by a low-key business-as-usual approach. In what is probably the larg-

est study of the features of successful change, it was found that a low-key

approach using simple language and no fanfare worked best. °

On the other hand, it is usually necessary to involve all levels of the organisation
and all strata of a community at once. Those levels and strata not involved may
not understand, and may act to sabotage the change. This approach requires the
organisation’s executive and the community’s opinion leaders to support the

change in word and deed. Ownership is important at workface and community

face. But itis achieved only with high levels of consultation and involvement.

In organisational settings commitment from the intermediate levels is often most

at risk. Middle managers require support, and education to help them

understand the purpose of the change.

Support from the top down in
word and deed

Education and support for
other levels

A\

Ownership and involvement at

the workface
A\

) <~ <J

5. Swedish Employers’ Confederation (1975) Job reform in Sweden: conclusions from 500 shop floor
projects. Stockholm: Swedish Employers” Confederation, Technical Department.
6. See Dick, B. (2000) Creating joyful and productive cultures. Chapel Hill, Qld.: Interchange.
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In communities, finding ways of reaching out to all stakeholders is difficult, but
often the only way to build commitment to a common plan. Inviting people to
become involved often attracts activists and others who have strong views which

are not necessarily those of the community at large.

Involving the “silent majority” fills in the gap between polarised views. It gives

access to wider information. It may make a consensus more easily achievable.

Favourable aspects of culture

This combination of multiple fronts and low-key approaches is helped by a com-
munity, and particularly an organisation, which is already supportive of change.

Aspects of culture which support effective change include the following.

m  people are allowed to make well-intentioned mistakes within predefined
limits

m  open communication is preferably encouraged, or at least not discouraged

m relevant information is usually readily available to those who need to access
it

m  ideas are judged on their merits, not in terms of who suggested them

®  in organisations, industrial relations issues are handled non-adversarially.

Encouraging acceptance of change

Atall levels and in all situation, managers and others can do much to bring about

these features in their own areas of responsibility. They can achieve this by ...

m  defending their subordinates, colleagues and friends against unjustified
attacks; in organisations, managers who defend subordinates against the
challenges of their superiors are more likely to be successful champions of

change




Paper 17 - 82 Robust processes — papers

®  encouraging innovation, especially innovation which does not have effects
beyond the manager’s area of responsibility or the immediate community

environment

m  keeping subordinates, colleagues, neighbours and friends fully and honestly
informed about what is happening in the community or organisation, while

at the same time not undermining collective initiatives

m  building the capability of their subordinates and others by encouraging

experimentation, building skills, and the like.
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9 Search

A process for developing a shared vision. This is
appropriate at the following step of the change
process:

B1 Goal setting

A shared vision can be both a desire which
people will gather around and devote effort to,
and a catalyst for a change program to which all
are committed
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/www.ug.net.au/action_research/arp/snyder.ntmi
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A. The purpose of a vision

First, to use a “systems” tool from the Snyder process to provide some context ...

resources ™= qctivities —m= effects ™= fargets ™= vision

Or in a little more detail ...

RESOURCES
are consumed by
ACTIVITIES
which produce immediate
EFFECTS
as they pursue planned
TARGETS
which contribute to a
VISION
of a better world

Much project work develops objectives (called “targets” in the Snyder model)
and works backward from there to activities. The Snyder tool works with three

levels of outcome:

effects are outcomes which occur while the activities are being

carried out

targets are planned outcomes which are expected to be achieved by
the completion of the project

vision is the better world which the targets are expected to

contribute to.

For all but brief projects, it is often useful to give more attention to immediate
effects and vision than to targets. Often, by the time a project is completed, the
situation has changed and the targets are less appropriate. A vision, being more

of an ideal, can still be something that implementers can aim towards. If itis a
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shared vision, it can also be motivating for those implementing the project and

those affected by it.

A metaphor

Imagine yourself lost in a swamp in swirling mist. Times of rapid change are
sometimes like that.

What will do most to help you find your way out?e

It will be helpful if there is a beacon on a distant hill, so that you can keep moving
in approximately a suitable direction. This is the purpose a vision serves.

It will be helpful if you can see which next few steps are safe. This is the purpose
that immediate effects can serve.

Intermediate steps — targets — are less useful unless you are willing to be flexible
about them.

B. Search

Search is a process for developing a vision. In outline, the steps are as dia-

grammed on the following page.

Search can be used for numbers between about one dozen and 100. Larger sizes
require skilled facilitation. There are many varieties. When you use facilitators
you will get better results by letting them use whatever variety of search they are

most familiar with.

The version described here can be done in a day or less with careful structuring

and facilitation. For small groups a half day may be adequate.

If numbers are manageable, err on the side of involving too many rather than too
few people. Even when you can’t involve all the stakeholders in much of the

planning you may be able to involve them in the search.
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1 Introduction
2 Develop a
tentative vision

3 Consider absent »
stakeholders

Consider relevant |
trends in the world

5 Cons?der other infor- »
mation as needed

Y

6 Revise the
tentative vision

Identify the
implementers

An ouftline of a search process

Now, in a little more detail ...

1 Introduction

Outline the purpose and the process. In organisations ask management to
identify clearly what is negotiable and changeable, and what is not. In com-

munity settings make a similar request of the sponsoring organisation or

group.
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2 Tentative vision

Participants develop a tentative vision: “If this project was as successful as pos-
sible, far beyond your most optimistic hopes, what would be the results some time
after the project is completed?”

(The time chosen can vary depending on the scope and complexity of the
proposed change. For large and complex changes a time frame of 10 years
may be appropriate.)

You'll get better results if you give people individual thinking time before
you collect the information. If numbers are greater than about 8, use sub-
groups too. The subgroups can collect ideas from individuals. The facilitator
can collect ideas from subgroups in the whole group.

3 Otherissues

Participants consider other matters to be taken into account:
m  known and presumed needs of absent stakeholders
m  current or likely future trends which need to be considered

m  other information, if relevant.

For each of these, participants identify what changes or additions they
would like to make to their group’s tentative vision.

The “current or likely future trends” are important. People often plan as if
the world was going to stand still while they develop and implement their
plans. For instance, a facilitator may say “What is going on in the world around
you that has the capacity to influence what you are trying to achieve?”

4 Revise the tentative vision

Participants revise the vision to account for the items in the previous step.

How far you go beyond this depends on what you plan to do next. If you intend

to move immediately into action planning you may leave the search here and use
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event track for the action planning. Otherwise, it is helpful to identify the people

who are best placed to achieve the vision.

5 Define the implementers

(Note that if search is followed by an action planning process such as “event

track” this step may not be needed.)

Participants first define what outcomes must be achieved by the completion
of the project. They then identify the stakeholders who can best achieve
these outcomes: “Who can do what to help the achieve those outcomes?”

Be specific. And it is much better if the “who” is present and genuinely will-

ing to do what is required.
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10 Goal setting

Goal setting is a tool which may be used for the
following step of the change process:

B1 Goal setting

How you relate to others can influence the
change program in a variety of ways. The
descriptions below identify some of your choices
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concepts for group facilitation. Chapel Hill, Qld.: Interchange.
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As its name implies, goal setting is a process which is used by an individual or

group (preferably the latter) to identify goals.

Develop an initial definition of the

goals of the group

v

Amend goals to take

stakeholders into account

v

Amend goals to take constraints

info account

v

Condense revised goals into a

brief and agreed summary

As diagrammed above and described below, there are four major phases to the

procedure.

1 Develop an initial definition of the goals of the group.

2 List the people (“stakeholders”) affected by the group’s goals ; revise the
goals to take their interests into account.

3  List the constraints within which the goals must be achieved, and revise the
goals to take these constraints into account.

4 Condense the revised goals into a brief and agreed summary.

A more detailed and step-by-step account follows.
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Initial definition of goals

First, pool the views of the group members to develop an initial definition of the

goals of the proposed change. (With a very enthusiastic group the individual

work can sometimes be done as homework before the meeting. But don’t

assume everyone has done it.)

1.01

1.02

1.03

1.04

Working individually and without discussion, group members list the

goals which they personally think the group should pursue.

Still working individually and without discussion, each group member
places her list of goals in order of priority.

Compile a collective list of goals, without discussion. Do this by asking
each group member in turn to contribute the highest-priority item not
already listed. Write these up on newsprint with the heading Goals at
the top. To simplify later voting, leave a working space of about 10 cm (4
inches) at the left of the newsprint. For ease of reference, number each

item.

Use a voting procedure to place the goals in priority order. (Omit this
step if the group and the list of goals are both small.) Here is a simple but

effective procedure.

m  Divide the number of items by 3. Call that item x.

Now each member chooses the x items that she thinks are most
important and the x items she thinks are next most important.
Group members do not include their own offerings in the first x
items, though they can include them in the second x items.

To increase the likelihood that group members will stick to their own
opinion and not be swayed by others, they write down the numbers
of the two lists of items they have chosen.

® A member of the group reads out the items on the list in turn, includ-
ing the identifying number.
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Each group member is allowed fwo votes for each of the x most
important items, and one vote for each of the x next most important
items. As each item is read out, group members hold up two hands
(x most important items), one hand (x next most important), or none.

The person up front counts the total number of votes, including her
own.

(Unless the group is unusually compulsive it is best not to count the
total number of votes. They almost never add up to what in theory
they should. I skirt around this issue by labelling high numbers
“lots”, explaining why I do so.)

2. Definition of stakeholders

Develop a list of stakeholders, the people affected in any way by the goals of the

group or ho
stakeholder

w those goals are pursued. Revise the goals to take into account the

s” legitimate views.

2.01  Working individually and without discussion, each group member

draws up a list of people affected by the proposed change or its

imp
|

lementation. Take into account—

members of the group;

people on whom the group depends for resources;
people affected by the group’s use of resources;
clients and customers of the group;

other people affected by the group’s outputs;
people such as bosses in superordinate positions;

competitors.

A more elaborate version collects this in two steps. The first step defines

the different categories of stakeholders; the second step lists the

members of those categories.




2.02

2.03

2.04

2.05

2.06
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Working individually and without discussion, each group member
places her individual list of stakeholders in order of their importance.
She bases this on the influence they can have or should have on the

group’s activities (can for problem analysis, should for ideal-seeking).

The individual lists are collated publicly on newsprint. As before, ask
each member in turn to contribute the most important stakeholder not
already on the list.

Use a voting procedure to place the stakeholders in order of importance.
In an elaborate goal setting exercise you may want to distinguish
between two different classes of important stakeholders: those who are
the group’s reason for existence (for example, clients of the group) and
those who can have an effect on the group and its activities (for example,

key suppliers or key competitors).

Working individually and without discussion, group members briefly

consider if any goals should be added to the list generated in stage 1.

Goals are then added to the public list. When group members suggest
alterations to some goal, it is usually safer to record the amendment as a
separate item rather than change a goal already written there. It is
difficult to make actual changes to items in a way that ensures that all

group members’ views are taken into account.

3. Definition of constraints

Using procedures similar to those already described, develop a list of constraints.

These are limitations, rules, and the like that have to be taken into account in

determining the group’s goals or how those goals are to be achieved. Revise the

goals to take the constraints into account.

3.01

Individually and without discussion, group members list the constraints
that affect the group goals or their manner of achievement. In doing this
they take into account ...

m  constraints applied or likely to be applied by stakeholders;
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3.02

3.03

3.04

3.05

3.06

m  constraints which arise from any larger group or system or organisa-
tion of which they are part;

m  Jegal and formal constraints, for example statutory requirements,
rules and regulations.

These items overlap to some extent. That reduces the chance that some

important constraint will be overlooked.

Group members, working individually and without discussion, arrange

their constraints in order of importance.

Constraints are pooled as before by listing them on newsprint or the like,
labelled Constraints.

The overall importance of the listed constraints is decided using a voting

procedure.

Group members individually list the changes in goals required by the
constraints that have been identified.

Additions and alterations are now made to the public list of goals.
Alterations are recorded as separate items rather than by an actual

change to an item already listed.

4. Final statement of goals

Place the public list of goals in order of priority. Then collapse them down to a

brief statement which captures those goals that have been identified as most

important.

4.01

4.02

Use a voting procedure to place the public list of goals in order of
priority.

Use a voting procedure to distinguish between primary goals and

secondary goals.

Primary goals consist of the output that the group is required to produce
or exists to produce. They typically consist of the material product the
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group makes, or the service it provides to its major client(s), or the goals
required of it by the larger system of which it is part. It may be as simple

as “To make a profit”.

Secondary goals are also important, but achieved as a by-product of
pursuing primary goals. Satisfaction is a common secondary goal

(primary in some groups).

A simple voting procedure takes the top five to twelve items and decides
by vote for each item separately whether it is primary or secondary. In
deciding the number of items, try to choose a natural cut-off point. Often
there will be a group of items which attracted many votes, then a gap,
then a list of items that attracted relatively few votes. In such an

instance, discard the items below the gap.

Collate the most important five to eight goals (or thereabouts) into a

statement of the form
“To [i.e. accomplish the primary goals]
in such a way that

[i.e. the secondary goals] are also accomplished.”
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11 Force field analysis

A description of a process for situation analysis.
This is appropriate at the following step of the
change process:

B2 Situation analysis

Analysis of the present situation is a step which
precedes action planning. Force field analysis
does this by assuming that the present situation
results from a set of driving and restraining forces

Pre-planning f==#  Planning [P Change

relationships

processes

mechanisms
culture

action plan action

monitor plan monitoring

Copyright Bob Dick, 2001. This section may be copied if it is not included in material sold at a profit, and this
notice is shown. The section is a modified extract from the description of force field analysis in Chapter 8 of Dick,
B. (2001) Helping groups to be effective: skills, processes and concepts for group facilitation. Chapel Hill, Qld.:
Interchange.
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“Force field analysis” is a situation analysis technique. It can be used effectively
by individuals for this purpose, but is especially suited to group use. In

summary, it has the following key steps:

Describe the situation as

a common goal

v

Generate a list of

restraining forces

v

Generate a list of

driving forces

v

Identify the most promising

forces for change

v

Develop an

action plan

The intention is to identify those “forces” which help and hinder. It is then possi-
ble to devise ways in which the positive forces can be strengthened and the neg-

ative forces reduced or eliminated.

The force field can be represented graphically as two opposing sets of forces rep-
resented by arrows. The length of line can indicate the importance of each force.

The diagram below shows this.

A step by step description of the process follows:

1 Describe the situation

Describe the situation as a common goal. Write this at the top of chart paper
or whiteboard.
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Beneath it in the centre of the paper or whiteboard draw a vertical line. This

represents the present level of effectiveness of whatever is being analysed.

A force field analysis pictures current effectiveness (the vertical
line) as determined by a field of driving and restraining forces

2 Generate restraining forces

Generate a list of “restraining forces” — anything which presently hinders

the situation from being better or more effective than it is.

This can be done by giving people individual thinking time to identify
restraining forces, and then collecting them using nominal group technique

or brainstorming.

(In nominal group technique each person in turn is asked for one item not
already recorded. In brainstorming, people call out items without censor-

ship or criticism as rapidly as the scribe can record them.)

Record these as arrows to the right of the vertical line as shown in the dia-
gram above. Draw them so that their length represents their judged
strength. If using brainstorming, generate the list first and assess their

strength after all forces have been identified.
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3 Generate driving forces

Generate a list of “driving forces” — anything which presently helps the situ-
ation to be as effective as it is. This can be done in a similar way to the devel-

opment of restraining forces.

Record these are arrows to the left of the vertical line as shown in the dia-

gram above.

4 |dentify the most promising forces for change

The forces which are most promising are those which are both important and

changeable.

The judged importance is already recorded as the length of arrow. Mark
those forces which are most easily changed. This can be done, for instance,
by putting an asterisk at the end of the appropriate arrow, or by marking
them “D” (difficult), “M” (moderate) or “E” (easy).

5 Develop an action plan

If the group is going to move immediately into action planning (for instance
using event track), this step can be omitted. Otherwise, for each of the aster-
isked forces define “who can do what by when to do this?”
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12 Situation analysis

Situation analysis is appropriate for the following
step of the change process:
B2 Situation analysis

These are alternatives to Force field analysis,
Tool 9.

Fishbone may be used for variety, orif the causes
of a problem are to be identified. Kepner-Tregoe
Problem Analysis (KTPA) may be used for technical
or mechanical problems with probably a single
cause

Pre-planning 9> Planning [P Change
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Copyright Bob Dick, 2001. May be copied if it is not included in material sold at a profit, and this notice is shown.
Fishbone is a modified extract from Chapter 5 of Dick, B. (1991) Helping groups to be effective: skills, processes
and concepts for group facilitation. Chapel Hill, QId.: Interchange. KTPA is taken from Dick, B. (2000) Technical
problem analysis. Chapel Hill, Qld.: Intferchange, based on Kepner, C.H., and Tregoe, B.B. (1981) The new
rational manager. Princeton, NJ: Princeton Research Press.
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A. Fishbone

Fishbone (sometimes named “causal analysis”) is a substitute for force field anal-
ysis. It resembles that tool in some ways. It can be used by an individual or
group. Itisintended primarily to analyse moderately complex situations or

problems.

It differs from force field analysis in several respects. It quickly becomes messy
for large situations. It does not give two perspectives (positives and negatives);

this may lose some data. Done well, it shows more of the structure of a situation.

Any process may become boring if used may times in sequence. Fishbone can be
substituted for force field analysis if interest in force field analysis is beginning to

pall.

The fishbone process is summarised in the following diagram.

Choose the situation to analyse

v

Identify the aspects (or causes) of the

situation

Identify the sub-aspects or sub-causes

v

Decide the most important aspects

In more detail...
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1. Draw a horizontal line on a large piece of newsprint. Label it (at one end)
with the problem or goal.

2. Use a suitable technique to collect “aspects of the situation” from partici-
pants. For each of these, draw another line from the horizontal line, or from
lines which have been drawn since. An aspect of the main situation has its
line drawn off the main spine. An aspect of one of the spines is drawn off
that.

3. Decide priorities by working outward from the main spine. Choose the most
important main spine (for example by voting); then rate the items drawn off
that spine. And so on. Partially completed, it looks like this ...

WORKING CONDITIONS
ENVIRONMENT OF SERVICE
overtime fringe
heat benefits
pay

\ \ MORALE

4. When the priority item has no lines drawn from it, a further fishbone can be
done on that item.
One useful application for fishbone has been brought into popularity by total

quality management. ” It is to identify possible causes of many-right-answer

problems. Use the procedure as before, substituting causes for aspects.

7. See for example Peter R. Scholtes and colleagues (1988), The team handbook: how to use teams to
improve quality, Madison: Joiner and Associates.
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B. Kepner-Tregoe Problem Analysis (KTPA)

Described diagramatically, the process is as follows:

Describe what is wrong

v

Specify what the problem is and isn't

v

Identify possible causes

v

Check the causes against

the specification

Verify and remedy

This approach to problem analysis is intended for the analysis of simple
technical problems for which there is probably a single cause. It is based on
Kepner-Tregoe Problem Analysis. The problem-analysis process takes the
person analysing the problem through a number of logical steps to identify the
cause of the problem.

Here is the process in more detail ...

1 Describe what is wrong

1.1~ What should be the situation? If there were no problem, what would
the situation be like?

1.2 What s the situation? What is happening or not happening, that is the
problem?
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1.3  How does the situation as it is differ from what it should be?

For example: The second coat of paint wrinkles when it is applied. It should
g0 on smoothly and stay smooth as it dries.

2 Specify what the problem is and isn’t

2.1  What is and isn’t the problem? What is not working, or not happen-
ing, or happening when it is not supposed to? What is working?
What isn’t wrong, although it could be?

For example: It’s the second coat of paint which wrinkles when it is applied,
not the first coat. It wrinkles; it doesn’t streak, or dry unevenly, or run.

2.2 Whereis and isn’t the problem? Where is the problem located? Where
isn’t the problem located (though it could be)?
For example: The second coat wrinkles on already-painted surfaces. It
doesn’t happen on unpainted surfaces.

2.3 Whenis and isn’t the problem? When did the problem begin, and
when does it happen? When isn’t there a problem?

For example: It was first noticed last Tuesday. There is no record of it
occurring before that. It happens early in the morning, but not always later
in the day.

24 What is the extent of the problem?

For example: When it happens, it happens on all previously-painted sur-
faces for the second coat. It doesn’t happen elsewhere.

It is possible to use a brief worksheet for this analysis. An example is provided

overleaf.




Paper 17 - 106 Robust processes — papers

N ISN'T

What

Where

When

Extent

A KT Problem Analysis worksheet

3 Identify possible causes

3.1 List as many plausible causes as you can.

For example: The current batch of paint ...

4. Check causes against “is/isn’'t” specifications

41  Take each cause in turn. Check it agains the “what, where, when,
extent” specifications of step 2. Does it account for the “is” and “is
not” for each of thee four specifications?

For example: We started using this paint batch last Tuesday. On compar-
ison with the previous batch it has a note about being slow drying in
cool conditions. It may be that a first coat, not quite dry, wrinkles and
thus causes wrinkles in the second coat.

5 Verify and remedy

5.1 Devise some way of checking out the possible cause.

For example: On cool mornings wait another 15 minutes before applying a
second coat. Yes, that remedies the problem.
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13 Event track

A process for action planning which also includes
detailed and ongoing monitoring. This is
appropriate at the following step of the change
process:

B3 Action planning

Two important determinants of the success of
action are the quality of the planning, and the
commitment of people to the plan. Event track,
used participatively, can provide both of these

Pre-planning f==#  Planning [P Change
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This section is condensed from Dick, B. (1999) Event frack, a group planning process, with modifications. Avail-
able on line at http://www.ug.net.au/action_research/arp/etrack.html
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Here is an overview of event track, an action planning and project planning

process:

Preparation

v

Identify possible events

v

Choose necessary events

v

Arrange in sequence

then for each event in turn ...

Identify other events

v

Check any assumptions

v

Identify potential problems

v

Devise preventive measures

v

Develop a contingency plan

v

(Add "milestones” and KPlIs *)

* KPIs are “key performance indicators”
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The development of action plans is an important part of any goal setting or prob-
lem solving. Yet, surprisingly, it is often neglected. Action plans are the means
by which the future is planned, and thereby controlled and changed. Action
planning converts a goal or a solution into a step by step statement of who is to

do what by when.

This is such an important component of the planning phase that it is described

here in some detail.

In using event track, you decide a goal. You then develop an initial sequence of
actions to achieve it. This gives you a rough action plan. You then refine the ini-
tial plan. First, you identify where it might go wrong. Then you decide how you

would know if it has gone wrong and what you might do about it.

One of the key features of event track is that it gives you a double action plan.
Your purpose is to get from where you are to where you want to be. Part of the
action plan describes in detail how you are going to do that. The other part
describes in detail how you are going to check that it's working, and that your

goals and actions are still appropriate.

Here is a brief description, for use by a planning group. It can also be used by an
individual, though is most effective if used by a group. This is then followed by

a more detailed description.

1 Preparation

(Note: some of the items in this step may have been done in previous steps,
for instance by the use of processes for goal-setting and situation analysis —

see previous tools. If so, this step or parts of it may be omitted.)

Identify stakeholders and involve them in the project planning. Define the

project outcomes. Analyse the present situation.
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Generate a list of possible events

Identify events which may have to occur if the desired outcomes are to be

achieved.

Choose the most important events

From this list, identify those events which must happen if the desired out-

comes are to be achieved.

Arrange in sequence on a timeline

Taking the events from the previous step in order of importance, arrange

them in sequence on a timeline.

You now have a sequence of steps on a timeline. In effect, this is a rough action

plan. The following steps are applied to each event in turn. They refine the action

plan, make it more robust, and add a monitoring plan.

For each eventin turn ...

5

8.

Identify any other required events

What else has to happen for the present event to be achieved? Add these
additional events to the timeline.

Check any assumptions made 8

For each event, identify any assumptions made about resources, skills or
coordination between events. When an assumption is identified, add any

necessary checks to the timeline to check if the assumption is true.

Steps 7 to 9 are based on “Potential Problem Analysis” or “PPA” from the Kepner-Tregoe
problem solving methodology. See Kepner, C. and Tregoe, B.B. (1981) The new rational man-
ager. Princeton: Princeton Research Press.
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Identify potential problems

For each event, identify any potential problems.

Develop preventive measures

Rate the potential problems for probability and severity, and decide if pre-
ventive actions are warranted. If so, add to the timeline whatever events are

required to prevent the potential problem from arising.

Develop a contingency plan

The preventive measures at step 8 may not work. In case they do not,

develop
m  an event to check if the problem has arisen

m  events to deal with the problem.

Add these events to the timeline.

10 Add milestones and performance indicators

Decide the most appropriate points at which to insert monitoring. For each
of these, add

m  anevent to check if the key event has been successfully concluded

m if desired, performance indicators, to assist in determining if the key
event has been successful. See the Snyder process for choosing perform-

ance indicators, tool 15

Then for certain chosen milestones add

m  acheck on the appropriateness of project goals, in the light of changed

circumstances.

A more detailed description now follows.
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1 Preparation for action planning

As covered elsewhere in this documentation, action planning is likely to be most
effective when it is part of a systematic process. Here it is assumed that it fol-

lows:

1.1 A stakeholder analysis (Tool 1) and the formation of a working party
1.2 Goal setting, for instance using search (Tool 6)

1.3 Situation analysis, for instance using force field analysis (Tool 8).

(Sub-steps 1.2 and 1.3 can be reversed if desired.)

Developing a rough action plan ...

This phase has three steps: list possible events, choose key events, and arrange

them in sequence.

2 Generate a list of possible events

An action plan is a sequence of actions: generate a list of possible actions, choose

the key actions, and then arrange them in sequence.

2.1 Working individually and without discussion, participants list activi-
ties that might be used to achieve the goal.

2.2 Collect a combined list of the activities on newsprint, for instance by
using the processes described in the tool “Facilitation”. Ask partici-
pants to include any other ideas that occur to them while the list is
being prepared.

3 Choose the most important events

3.1 From the events already listed, choose those events which must occur
if the project goal is to be achieved. In this description these are
referred to below as “key events”.
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Choosing key events can be done, for example, by giving each group
member a number of votes to allocate to the most important events.

4 Arrange in sequence on a timeline

4.1 On a separate piece of chart paper fixed horizontally (to give you
plenty of width), draw a line to represent the event track. Label the
start “now” and the end with a summary of the goal.

now » goal

W

4.2 Write in on this event track the key events, in the order in which they

would have to occur to be effective.

The easiest way to do this is to start with the most important key
event, and locate it on the event track. Then take the next most impor-
tant key event and locate it relative to the first key event. And soon ...

Check that all events are recorded in the form of tasks to be carried out

by someone present.

Refining the action plan

In this phase, the rough action plan from phase 1 is amplified and made more
robust. Other events which must occur are first identified. Potential problems
are then identified and dealt with. Each event is recorded in the form: “who will

do what by when”; the “who” is preferably a member of the planning group.

The following steps are applied to each key event in turn ...
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5

Identify other key events

For each key event in turn, identify other events which have to happen (in

effect, this applies a miniature event track to each key event).

5.1 Participants work individually or in very small groups to identify
other actions which have to occur if the key event is to be brought
about.

5.2 Collect these events on a piece of newsprint.

5.3 Check these events in turn. If they are necessary, transfer them to the
appropriate place on the event track.

Check assumptions

Identify the assumptions made in compiling the event track. Add to the
action plan the necessary checks on those assumptions. The assumptions
that are most important to check are those characterised by uncertainty and

risk.

For each event in turn ...

6.1 Identify the assumptions about the attitudes and approval and cooper-
ation of other people. Add a check on important assumptions about
coordination into the event track.

6.2 Consider the assumptions made about resources (including materials,
time, money, and especially skills). Add the necessary checks. If skills
are likely to be inadequate, add steps on appropriate training.

6.3 Consider the assumptions made about coordination. If one event
depends on another, add the necessary actions for coordination. This
step begins to build in the monitoring of the plan.
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Identify potential problems

The purpose of this and the following steps is to anticipate the most likely

or serious potential problems, and prevent them occurring or deal with
them.

7.1

7.2

7.3

Ask participants, working individually, to think of everything that
could go wrong with the key event: "If we carry out this action as
planned, what can possibly go wrong?"

Compile participants” individual lists of potential problems into a
combined list.

Rate the probability and severity of each potential problem (a rating of
low, medium or high is usually enough). If a potential problem is of
moderate or high severity, and moderate or high probability, continue
on to step 8. Otherwise return to sub-step 7.1 for the next key event.

Develop preventive measures

8.1

8.2

Taking each of the chosen potential problems in turn, identify the
most likely causes.

Devise a series of actions to remove the cause and add them to the
event track in appropriate positions.

Develop a contingency plan

9.1

9.2

Develop a contingency plan in case the problem still occurs. Add
these actions to the event track.

Decide what monitoring has to be done so that the potential problem
will be identified if it occurs. Add the measures for monitoring to the
event track. This may also require adding preparatory measures to act
as a baseline (for example, counting something later may not mean
much unless you know how many there were at the start).
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10 Add milestones and performance indicators

10.1 Choose events on the timeline which can form suitable “milestones”
— events for more careful monitoring.

10.2 For each milestone develop a set of performance indicators which can
be used to decide if the milestone has been successfully achieved. For
a way of developing appropriate indicators see “Performance indica-
tors” as part of the tool “The Snyder process”.

10.3 Take into account the length of time over which the action plan has to
operate, and estimate the rate of future change. Decide how often the
overall goal should be reviewed for suitability. Choose an appropriate
milestone and add this monitoring.

The completed event track has a number of features which satisfy the require-

ments of effective action plans:

The actions (including those for assumption checks, monitoring, and the
like) are all stated specifically. They identify who, what, and by when. (Note
that the plan seldom needs to specify how the action is to be done, provided it
sufficiently describes the end state to be attained. If the action is accom-

plished, it does not usually matter what specific method a person uses.)

As mentioned previously, there are really two event tracks. One is the pri-
mary sequence of events which (if all goes well) will achieve the goal. The
other is a set of actions for ongoing evaluation. It includes checks on the
accuracy of assumptions, the provision of resources, and the like. It also con-
tains the actions necessary to monitor the action plan and implement contin-

gency actions if warranted.

Event track is a process which can be used by an individual or a group. Used
participatively, it generates commitment from those involved in applying it.
If these are the same people who will implement the plan, the likelihood of

success is strengthened.
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It can also be used by larger numbers. A small representative group can
develop a “high level” plan on only the major events. Working parties of

direct stakeholders can then take parts of the action plan and develop them
in more detail.
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14 Planning by mindmap

“Mind mapping” can be used as a tool for action
planning. It can be used for the following step of
the change process:

B3 Action planning

This is an alternative to Event track, TOol 13, especially
the first part of event frack

It may be substituted for event track when a
simpler process is desired. It is often effective
when you are developing an action plan
individually
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Previously issued as Dick, B. (2001) Mind mapping as an action planning tool. Chapel Hill, Qld.: Interchange.
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Mind mapping is a tool for breaking down a complex situation into components.

It is sometimes called “cognitive mapping”.

It can be used to develop an initial action plan. The overall task is written in an
oval or box in the middle of a sheet of paper. That task is first broken down into
sub-tasks. These can then be broken down further until the required level of

detail is reached.
Finally, the lowest-level tasks are arranged in sequence.

The diagram captures the basic idea:

sub-sub-task
sub-sub-task

sub-sub-task
sub-sub-task

h

sub-task )

overall task

/ sub-sub-task

sub-task

R
—/

sub-sub-task

{ |

sub-task

)

sub-task

)

fxtg

sub-sub-task

sub-sub-task

sub-sub-task

sub-sub-task

For less complex action plans the sub-tasks (and so on) may be able to be

arranged in order as they are developed. The diagram below shows this.
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15 Snyder process

The Snyder process is a tool which may be used for
the following step of the change process:

B3 Action planning

and also at step C1, implementation

The Snyder process is an evaluation process.
Some elements of it, sufficient to help in the

development of performance indicators, are
included here
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A. The Snyder model

There are five components in the Snyder model:

resources —m= qctivities —m= effects =—®= fargefs =  vision

As mentioned in Tool 9, Search, it is a systems model. The five elements are

linked together into a chain of inputs, activities and outputs:

RESOURCES
are consumed by
ACTIVITIES
which produce immediate
EFFECTS
as they pursue planned
TARGETS
which contribute to a
VISION
of a better world

In this model there are three levels of output:

immediate effects  are those outcomes which occur while activities are being

carried out

planned targets are outcomes which are linked to some planning activity
or cycle. In strategic planning, for instance, they tend to be
linked to the annual planning cycle. In change planning
they are usually those outcomes which are to be achieved

by the completion of the proposed change

the vision is long term and idealistic. It consists of the less tangible
outcomes which might occur in the longer term if the
organisation or the proposed change is very successful.
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When people understand how the elements are linked together they are better
able to make informed judgements about organisational priorities and the like.
They better understand resource use, and can more effectively monitor their

activities.

Consider the three levels of outcome. Most strategic planning focusses mostly
on planned targets. At times of rapid change these become less useful. By the
time when the targets are to be achieved, the situation has often changed so
much that the targets are no longer useful. However, people can still be clear
about the organisational vision and about the next steps to keep moving towards

it.

Similarly, performance indicators are usually attached to targets (often stated as
“milestones”). Understanding the links between resources, activities, effects, tar-

gets and vision allows more useful indicators to be developed.

B. Perfformance indicators (KPIs 9)

To compile more effective performance indicators, try to put together a set of

indicators which are an adequate sample of

1 the different components of the vision for the proposed change

2 intended immediate effects of activities at that milestone: “What immediate
effects must activities achieve if this milestone is to contribute to the corporate

vision?”

3 unintended immediate effects of the activities: “What are the possible unin-

tended consequences of the activities associated with this milestone?” and

4 resources used by those activities, including less tangible resources such as

stakeholder satisfaction and goodwill.

9. “KPIs”are “key performance indicators” — indicators which help keep track of goal achieve-
ment or the like.




Paper 17 - 126 Robust processes — papers

The third and fourth of these items reduce the likelihood that people will achieve
the indicators without really achieving the performance. For instance, people
may do whatever is necessary to achieve the indicators, and be less concerned

about their effectiveness, their cost, or the unintended consequences.

If these criteria can be met by numerical indicators, then monitoring is easy and
often effective. However, if numerical indicators do not adequately meet these
criteria, it is valuable to add qualitative indicators to ensure that vision, resource

use, and unintended and intended effects are sufficiently monitored.
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16 Action research

Action research is a practical process which may
be used to guide the overall change process. It is
relevant to all parts of the change process, but
especially:

C Change

Actionresearch is a spiral process which alternates
between action and monitoring. It enables action
to be informed by understanding, and
understanding by what works in action

Pre-planning % Planning [P Change

relationships

processes

mechanisms
culture

action
monitoring

action plan
monitor plan

Copyright Bob Dick, 2001. May be copied if it is not included in material sold at a profit, and this notice is shown.
First prepared as Dick, B. (2001) Action research as change. Chapel Hill, Qld.: Interchange.
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Action research as change

The planning comes to fruition when the plans are implemented. There are two

interleaved plans: one for action and one for monitoring.

At the beginning of a change process it is very hard to know where the change
will end. There will be unanticipated surprises along the way. Not all actions
will work as expected. People will move. New legislation will be imposed.

Other changes will impact upon your own change process. The outside world

will move in unexpected directions.

Good planning can help to some extent. You can anticipate some of the potential
problems. You can use preventive measures. You can develop contingency
plans. (Event track was designed to build this prevention and contingency into
your action plans.) For these reasons, planning is usually very worth while.

Complex goals are unlikely to be achieved well without it.

During implementation, alternating between action and monitoring will help to

keep the goals relevant and the plans on track.

action

monitoring

There will be other surprises, however, which your plans won’t be ready for. It
isn’t enough to have good plans. It may be dangerous to follow them too closely.
They may no longer fit a changed situation. The goals they are intended to

achieve may be less relevant or may require modification.
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Dwight Eisenhower is credited with the saying “Planning is everything. The
plan is nothing”. I take this to mean that if I am following the plan unthinkingly

I am not paying enough attention to the possibly changing situation.

Here also, action research can help. You can “Planning is everything.
revisit your plans before each action. You The plan is nothing”
can review actions and their outcomes. In that way you remain able to adjust

your plans to respond to the situation as it is.

plan — act — review

Planning before each action helps you to act more mindfully and more flexibly.
After each action, review (“critical reflection”, it is sometimes called) helps you
to learn more from your experience and to be better prepared for the next cycle of

planning and action.

act

plan

review

In this way you are able to improve the initial plans that you develop. You will

also be better prepared for the next planning and action you undertake.

Here are some questions to help you to do this. Before action you can ask your-

self ...

m  What are the important features of the situation I face?

m  If I'm correct about the situation, what outcomes do I wish to achieve?
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These are both the overall outcomes of the change program, and the out-

comes from the present step being considered.
m  What actions do I think will give me those outcomes in that situation?

In this way you are not taking the action plans for granted. You are checking

their relevance to the present situation.

During the review you can ask ...

s Did I get the outcomes I wanted?

m  If not, why didn’t I? What have I learned about the situation, the desirable

outcomes, and the actions that will achieve those outcomes?

m  What actions do I now think I can take and that will give me the outcomes I

want?
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17 Beliefs without reason

“Beliefs without reason” is a model which is
relevant throughout a change activity, but
especially when previous ways of acting are being
changed, and when resistance to change is
apparent.

A stakeholder analysis may indicate that key
stakeholders are opposed to a change. Or you
may encounter resistance at some other stage.
Beliefs without reason will help you to understand
the resistance and deal with it in constructive
ways

A conceptual tool

Copyright Bob Dick, 2001. May be copied if it is not included in material sold at a profit, and this notice is shown.
This is a copy of Dick, B. (1993-2001) Beliefs without reason. Chapel Hill, QId.: Interchange.
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Many of our most dearly held and vigorously defended beliefs are held as
“beliefs without reason”. We don’t know why we hold them, but we are
absolutely convinced that they must be defended at all costs. Reason and
evidence offer no cause for changing such beliefs. Other strategies must

therefore be used. This document describes some of the strategies.

Beliefs without reason

“Beliefs without reason” are beliefs which we have been taught to hold without
being given adequate reasons. If the teaching is sufficiently strong, the result is

to inoculate us against the evidence.

You have probably heard conversations like this between parent and child...
“Don’t do that Johnny!”
“Why not, Mummy?”

and heard the conversation continue with a number of spurious reasons to sup-

port the command...
“Because I say so [or some other authority figure says so].”
“Because I'll punish you if you do it [or someone else will].”
“Because nice [or intelligent or liked or etc.] people don’t do that.”
“Because a police-person [or any other bogey person] will get you.”

Answers like these are not intended to give reasons, even when parents think
that is what they are doing. The effect such answers have is to teach the child to
feel bad at certain thoughts, and good at certain other thoughts. In due course

the child internalises the beliefs and feelings; and thereafter may do what (s)he
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has been taught to do. We could say that the child has developed a conscience of
sorts.

It is important to recognise what is being created by this behaviour: a mental
construct in the child, with both belief and feeling components. The beliefs tell
us what to do. In other words, they provide the direction. The feelings are what
reward us for being “good” or punish us for being “bad”. They provide the
energy to act.

Beliefs without associated feelings have less influence on behaviour. A few years
ago I heard a doctor talking about smoking on talkback radio. A caller asked...

“Doctor, what is the easiest way you know to give up smoking?”

The doctor replied...
“Have a coronary!”

Until the coronary provides the emotional component, giving up smoking is dif-
ficult.

This form of conscience mentioned earlier is the leftover of the parental voice
which taught us what to do. The feeling component is provided by the parent’s
approval or disapproval. It need not even by said out loud — it may be commu-
nicated by the parent’s tone of voice, or other non-verbal behaviour.

Note that I am not saying that such beliefs are necessarily wrong. It can be
argued that some of them are what make us human. The point is this: beliefs
without reason, and with feelings, shape our behaviour. And the important

implication:
Giving reasons for changing the behaviour may not have any effect.

Many of our beliefs about organisations and relationships are held as beliefs
without reason. We have deep-seated assumptions about the way organisations
ought to be structured. For instance we assume that they are characterised by
horizontal specialisation: different people fill different functions. We expect ver-
tical specialisation with superiors and subordinates having different levels of
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authority and influence. In fact, organisations exist more in the minds of people

than in the objective world.

Many of our beliefs are about the way in which people in different roles “should”
relate to each other. We expect managers (and parents and men and women and
children and so on) to behave in certain ways. We hold assumptions about how

much of ourselves we should reveal at work.

Often, then, changes which are adopted for good reason may encounter unrea-
soned resistance. “Unreasoned” is precisely what it is. People who don’t under-
stand the reasons for their resistance invent them, confusing themselves and
others, and locking themselves into positions which they then find difficult to

abandon.
In short, one of the ways of distinguishing beliefs without reason is this ...

If the reason comes first, and the belief arises out of the reasoning, then these
are not beliefs without reason. The belief is capable of being changed.

Often the belief comes first and the reason comes afterwards. The reason is
then more an after-the-event rationalisation. This is what I mean by belief

without reason. And it may well be impervious to evidence or argument.

To paraphrase Elliot Aronson: If I believe X to be true, whatever X is, and I know
why I believe it, I can change my mind in the light of new evidence. If I know X

is true, and that’s all there is to it, the evidence is irrelevant.

Much of our early upbringing can be regarded as a form of socialisation which is
intended to pass on the beliefs of our culture. We are encouraged to accept the

beliefs without question. Reasons are either not provided, or are not the primary
reason for holding the beliefs. In this way the beliefs of our culture are passed on

from generation to generation.
Importantly, the effect of this is to inoculate us against evidence.

Much the same could be said of early (and later) education.
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If such beliefs without reason cannot be challenged by reason or evidence, how
then can they be changed? The remainder of this document briefly describes

some of the strategies.

Building relationships

We are more tolerant of “crazy” ideas from friends than from strangers or ene-

mies. Therefore, good relationships foster change.

We often tend to put more effort into retaining relationships with people who do
as we wish than with people who don’t. But in reality, our relationship with peo-
ple is often the easiest and most effective vehicle we have for getting them to pay

attention to us.
There is benefit, for example, in

m challenging a person’s actions or the outcomes of those actions, and doing so
in such a way that our respect for the person and our relationship is made

clear;

m  putting extra effort into maintaining relationships when the relationship is

threatened by differences of opinion; and

m  making it clear to people that we value them and the relationship by saying
so, instead of hoping that they will pick that up from our non-verbal behav-

iour.

It is for such reasons as these that an ability to form close and honest relation-

ships is important to supervision and consultancy and learning and change.

Participation and involvement

Participation and involvement reduce resistance. The more access we can give
people to the decision-making or planning process, the more effort they are
likely to expend to get the decision or plan to work. There are times when a sec-
ond-best decision which has people’s support will work much better than a best

decision which they wish to sabotage.
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Further, if people are involved in the planning, they are more likely to take into
account the information they have about the situation. Participative planning

usually takes more information into account.

It also takes more time. Therefore, you may sometimes have no choice — you
may have to act first, and then inform people what you have done. If this occurs,
however, it is pointless to blame people for their resistance. That was inherent in
the lack of participation.

Note, too, that people are more likely to tolerate occasional decisions by others if
it is only occasional, and reasons are given, and the relationship is good enough for
trust to exist.

You can’t always guarantee that participation will lead to effective decision-mak-
ing. The processes you use have to be good. And in any event, sometimes peo-
ple will insist on making decisions which are consistent with their beliefs
without reason. But when a plan is developed, at least you are not as likely to
find it sabotaged.

Knowing who to involve in a change program is often a very important part of

managing change.

Trials

Participation as discussed in the previous section can be enhanced by adopting a
trial. People may agree willingly to introduce a change for a trial period. It helps
if they trust your motives — they think you will abandon it if it doesn’t work. It

can also be a good idea to agree on the way in which the trial will be evaluated.

If you adopt a trial, it is likely that within the social system there is someone who
is keen to try the change. They are more likely to give the innovation a genuine
trial compared to those who are opposed.

Focussing on outcomes

Sometimes it is possible to reach agreement on outcomes or goals, thus side-step-
ping the debate about reasons.
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For example, suppose a member of your work team is behaving in ways which
interfere with team performance because of some belief about what is right.
Challenging the belief may result only in a heightened resistance. Specifying the
outcomes you want, and explaining why you want them may be enough to
change the behaviour. In doing this, you leave the decision about behaviour to the
person. It is then their responsibility to find a behaviour which gives the

required outcomes.

For example, some Employee Assistance Schemes have had dramatically good
results in remedying drug abuse. Such schemes don’t argue with a person about
whether or not (s)he has a drug problem. They focus instead on performance
(which is accepted by most people as a valid management concern). They prom-
ise continued work provided treatment is undertaken and performance reme-
died.

Discovering the reasons

Sometimes you can help people to discover the reasons behind their beliefs.
Their resistance may arise from a wish to defend the past. If they realise that you
are not attacking the past, but merely asking their help in identifying what
should be maintained and what should be changed, they may cooperate with
you in doing that.

For example, most people have firm ideas about the “right” way to structure
organisations. Now, it may be that their way is the traditional way, appropriate
for low to moderate rates of change. It breaks down at faster rates of change. If
you give people this reasoning, they may merely fight against it. If you allow
them to discover it for themselves, they are much more likely to try to adopt the
change.

Presenting evidence, allowing people to check its adequacy for themselves, and

then allowing them to draw their own conclusions is a way of doing this. It may
be sufficient. However, it is when the evidence is deduced from their own expe-
rience (as it might be in an experiential workshop of some form) that the results

are most likely to be positive.
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This can often be combined effectively with the next strategy, that of honouring

the past.

Honouring the past

Some resistance to change occurs because people believe they are being asked to
deny what has been an important part of their history. However, if they can be
given an opportunity to examine their past, and the relevance to the present,
they may decide voluntarily that some of the past can now be left behind. Partic-

ularly if the past is appropriately honoured, it can then be appropriately buried.

There are history-based techniques which work well for intact work teams and
other social systems. Tim Dalmau and I have written about them in a number of

places; see the description of a “history trip” in Dick and Dalmau (1990).

Allowing time

Time often allows people to become used to ideas that they resist at first. Anidea
which is regarded at first as outlandish may come to seem more natural with

some more exposure to it.

For example, consider current community attitudes to unmarried couples living
together, compared to the previous attitude that it is “living in sin”.

Sometimes, therefore, you can reduce the resistance arising from beliefs without
reason by giving enough prior notice of a change. This is more likely to work if
you give a detailed set of reasons, and if you make it gently clear that the change
is going to occur despite whatever “lobbying” takes place in the meantime (and

if people think you mean it).

Changing the behaviour directly

Evidence demonstrates that if you change people’s behaviour , their attitudes
will later change to maintain consistency. Witness Peter Wilenski’s (1986) idea of
driving change by introducing legislation.
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It is often believed that you change behaviour by first changing attitudes. This is
sometimes true. But mostly it is easier to change attitudes by first changing

behaviour, than it is to change behaviour by first changing attitudes.

Offering incentives for some behaviour usually leads in time to an increase in
that behaviour. Some time later again, the attitudes will be found to have
changed too.

Being clear about what is negotiable is important here. In implementing changes
which have been decided elsewhere, this is more important than pretending sup-

port which isn’t real.

Imagine a manager you report to who actually opposes a change from senior

management. Consider three alternatives: the person says...

“Of course there are good reasons for this change. The people who made it have
much more information than you do. I support it unreservedly.”

or

“Those idiots in head office have done it again. I think it’s a crazy idea, but at
least we have to make it look as if weve done something about it. So let’s clean
it up as quickly as we can and get back to important things.”

or

“It’s not a change that I would have recommended. But it has to happen, and so I'm
determined that it will. Now, how can we make it work so that it serves some pur-
pose?”

Which of these approaches would be most likely to gain your cooperation, and

leave intact a trusting relationship with the person concerned?

These strategies are by no means the only ones; but I think they include those
with the most potential. Further, they often benefit from being combined with
each other. Several of the strategies can be adopted simultaneously as part of a
program of strategic change.
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