NIATx Change Leader Academy
Strategy Cafe´ Notes

Mohican Resort and Conference Center

 Loudonville, Ohio
September 24-25, 2009

At a Department-sponsor NIATx Change Leader Academy in September 2009, participants were asked to respond to five scenarios as part of the “Strategy Cafe´” breakout session:  1) CEO Buy-in and Involvement; 2) Time Management; 3) Motivating Teams; 4) Data Analysis; and 5) Beginning New Projects.  Below are participants’ consolidated responses, which may assist you with such scenarios.  

CEO Buy-in and Involvement

The CEO expressed an initial interest in the project and your participation at the Change Leader Academy but has made little effort to meet with you to review progress, meet with the Change Team or provide necessary resources, time, etc., to make the change a success.  What are some of the things you might do, as the Change Leader, to get the CEO more engaged with and visibly supporting the change process in your organization?
· Get ideas together and schedule a time to meet;
· Know the CEO priorities and link the priorities to change projects;
· Package ideas more to the CEO way of thinking, e.g. impact on the vision;

· Remember the CEO is not necessarily a nuts and bolts/day-to-day thinker;

· Get the CEO to see short-tem successes or needed activities to get to the long-term goals and the vision;

· Do not assume the CEO does not support or does not want to be involved;

· Ask what is keeping the CEO up at night;
· Meet upon return and brief the CEO on the Academy, set expectations for you as the Change Leader to involve the CEO and his or her role and provide an opportunity for the CEO to ask questions;

· Ask the CEO to play a role in the process, even if it is a minor one, or ask the CEO what role he or she wants to have;

· Ensure the CEO remembers or knows why he or she sent you to the Academy;
· Remind the CEO the NIATx process is designed to “jump into” a project not to make revisions of the business plan over time;

· Sell an ideal project that will make a difference;

· Explain the benefits—what the staff will do;

· Demonstrate cost savings and improved outcomes;

· Show results;

· Start with something simple and small to demonstrate success, e.g. something to “show and tell” or to market to boards or other CEOs;

· Educate the CEO of NIATx accomplishments through the business case;
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· Show how a change project would affect the bottom line;

· Show what could happen if something is not done;
· Rally the CEO to a greater cause to make the organization shine;
· Ask the CEO to be a “poster child” for the project in a fun way;

· Remind the CEO the model is federally and state “backed,” which could affect future funding ability to receive grants;

· Remind or tell the CEO the model is supported by CARF and other accreditation bodies;

· Enlist the support of other staff to enlist the CEO’s support;

· Enlist stakeholders;

· Send reminders of meeting;

· Just do it and show results;

· Forward progress reports and copy (governing) board members; 
· Threaten the consequences if the projects are not done; and

· Bring small incentives to the CEO liking such as M&Ms, soda, cookies, etc.
Time Management

The CEO has provided a strong rational for the current change project.  However, as the Change Leader, you are struggling to find the time to work on the project on top of an already bursting workload.  Your Change Team is expressing the same concern, and as a result little progress is being made.   How might you go about freezing up time on your schedule and others’ schedule to allow the project to get off the ground?
· Set up a schedule;
· Be mindful of who you select to be on your Team;
· Assess if staff really have time to be on the Team;
· Present an outline of major points;

· Discuss creative ways to work out the meeting and check-in;

· Use the “short” huddle idea;

· Have huddle time-limited meetings;
· Break into smaller groups;
· Utilize technology to communicate, e.g. email;

· Build the work into productivity;
· Divide tasks among members;

· Shift staff duties;

· Set up as part of regular schedule;
· Ask management to schedule the time into staff schedules;
· Ask others how they make time or what are their tricks to making time;

· Shift priorities;
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· Ask the Change Leader to reprioritize a priority;
· Emphasize how this will improve your job;
· Met at an already scheduled time;
· Temperature program schedule;
· Have meetings without tables and chairs;
· Work independently;

· Authorize overtime or flex time;

· Research what other agencies provide time management training;

· Market the rational for change;

· “Change” or “AIM” is doable;
· Added more change to allow for drop-outs/still need key change;

· Time management is an issue;
· Story of my life; 
· Work smarter not harder; and

· Bring cupcakes and good coffee.

Motivating Teams

Your Change Team has been working on the change project for several weeks and no progress has been made toward the project AIM.  The Team appears to have little interest or enthusiasm to work on the CEO-selected project.  As the Change Leader, what are some strategies or tactics you might use to engage and motivate the Team and secure their buy-in for this project?
· Share success stories in book format or in-person;

· Show how the project relates to “them,” the agency;

· What is the interest of each person—what do folks want;
· Ask the Team what is important, get feedback;

· Ask the Team what are the barriers;

· Identify the lack of enthusiasm, why; get feedback from members;

· Explain work smarter, not harder;
· Use the Nominal Group Technique;

· Remind the Team of the mission and vision;
· Engage the CEO;

· Seek help from Coaches, Mentors or Change Leaders;

· Get the Team to the “big picture”;
· Rally members for ownership;
· Check your own vision and energy as a Change Leader;

· Use small group or team building techniques;

· Explain the importance;
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· Demonstrate their participation will make a difference;

· Highlight something the Team is doing that is positive;
· Assign roles and track progress;
· Show data and relate to the Team;
· Do not get wrapped up with right or wrong solutions;
· Get the Team’s ideas moving forward;

· Realize everyone will not buy-in; give and take and honor everyone’s list of what is important;

· Change meeting location;

· Have a working lunch;

· Get out of the office;

· Do experiential exercises;

· Special energizer event to refocus on purpose;
· Revise target goal; 
· Question the project;

· Make your job easier;
· Be mindful what the Team is being asked to do, prioritize;
· Disband and form another group;

· Start over from the beginning, refine project;
· If no progress, then abandon, refocus and evaluate;

· Refocus on goal/AIM and explain how it pertains to the Team;

· Facilitate a reorganization of meeting and check temperature of members;
· Have hanging fruit; quick win and celebrate;

· Do something to make it fun or fattening;
· Do airplane exercise, switch gears; add fun games with principle of change and relate back;
· Create competition;
· Make it fun;

· Assign the Team to bring a special dish or sugar-free candy;
· Offer motivational tools or incentives, e.g. candy, cupcakes, Twinkies and Save-a-Lot cupcake factory; and

· Bribery, e.g. free pizza.

Data Analysis
As a Change Leader, you understand the importance of using data to guide and measure change.  Currently your organization collects the right information but is not using it effectively in the change process.  What are some strategies or tactics you might use to increase the use of data to drive and promote change in your organization?
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· Simplify and show that data collected are data used;
· Keep it simple, avoid getting drawn into minutiae;

· Keep data narrow and well defined;

· Help interpret data to people who may not understand;

· Interpret data by both source and end user;

· Train eyes to look at data from new perspective;

· Monitor for individual differences across the organization;

· Convert data into information that can be understood more readily;

· Show data can help people’s work;

· Show other examples where data have worked;

· Show data to confirm data are being used not just collected;

· Use data to show how far you can achieve;

· Reinforce positive impact and minimize interpretation;
· Help folks understand why change matters;

· Validate people’s concerns or feelings;

· Ensure data are the correct data;

· Provide data timely;

· Logistical and practical availability of data can be improved;

· Guard against too much data/information;

· Use data to make decisions;

· Clarify decisions;

· Use data to validate what is going on is right;

· Step back and view why data are not being used;

· Combine celebration with data communication;

· Use data to confirm appropriateness of judgments;
· Communicate data in readable, user-friendly format such as scorecard and trigger reports;

· Display data; bathroom stalls, CEO, front-liners and those impacted by the information;
· Showcase the resources;
· Make it visual and graphical, use numbers for some audiences;

· A picture is worth a 1,000 words;

· Show data to get future funding and for marketing;

· Chart as a motivator or performance element;

· Use data on charts to lead into other areas;

· Put small data/results reminders around office;
· Try to show comparison and benchmarks;

· Use data as an accountability marker;

· Make data widely available through different media, e.g. reports, staff meetings, agendas; and 
· Control charts, pictures, color and make simple.
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Beginning New Projects

A Change Leader from a different organization (or different department within your agency) wants to implement a new change project but does not know where to start.  He or she comes to you for advice.  What advice would you give to this Change Leader?  Reflect on strategies and tools that have helped you with your projects.
· Refer them to the NIATx web site, come back with questions;
· Chart what a change project is and what is trying to be accomplished;

· Consider where baseline data will come from, are data available;

· Identify task/AIM;

· Look at the problem and process not the people;

· Identify people involved in the process;

· Ensure there is a designed Executive Sponsor to keep the project aligned;

· Sit down with the Team and give them a briefing, try to get everyone on the same page;

· Find out what motivates people and ask for help, what do they know about the process;

· Be open to get all ideas from the Team;

· What would NIATx say;

· Remind people to keep it simple;

· What is keeping Team members motivated;
· How do you keep yourself motivated;
· How do you deal with people who do not like change;
· How to help them get buy-in from key players on the Team--how to reward and get people interested;
· Explain the process—stay focused, motivated and make sure key players are on the Team;
· Focus on key points, main problems or things that keep the CEO awake;

· Where are the resources;
· Encourage them to use own data;

· Check financial feasibility of project;

· Use smart chart—cheat sheet;
· Show tools on the web site;

· Share PDSA cycle;

· Flowchart the process;
· Use the Nominal Group Technique;
· Demonstrate how to build a better airplane; 
· Teach people to fish or give them a fish;

· Do not reinvent the wheel;

· Would you like to borrow the resources;

· Offer to counsel;
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· Offer to mentor the group while they get started;
· Get a board member involved;
· Tell them what worked and what did not work—share stories;
· Help choose the Team--types, position and personality;
· Help to get the correct data, what should be collected;
· Help give advice about realistic time frames, not too long or too short;
· Ask a seasoned Change Leader to assist with first meetings;
· Is it the Change Leader project or is it influenced by others’ data, elements, staff, etc.;
· What is the commitment level to change;
· Go back to basics, look at AIMS what are you trying to accomplish;
· Fill out the Change Project Form;
· Show them the website;
· Who is the champion or cheerleader for the project;
· Help them figure out timeline, where time is wasted and what is a valuable use of time and resources;
· Start with a celebration of a project wrapping up as a segway to their new project; and 
· Celebrate accomplishments and then move into new area (picture that did not get canceled).
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