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maps and surveys.

Share on Social!
#GEAPSExchange
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Thank you to our Education Program Sponsors!
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Change Management
Achieving the Behaviors to Support Safety and Technology Initiatives
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Achieving the Behaviors to Support Safety and Technology Initiatives
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Why is learning about change management important to you?

Partner 1 Partner 3Partner 2 Partner 4

Presenter
Presentation Notes
Take out some paper....

That can be a change for yourself, or a change in your team or company.

Take the change down to an individual who needs to change. If the change is about you, then that individual is you. If it is on your team or your company, then think an individual or a group of individuals who are similar. One player or one role (line managers, accountants, salespeople)

Now, thinking of that individual-–what is the actual behavior they need to do differently. Write it in the affirmative. Do not write, they need to stop…write, they need to start….
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Transition 
state

Current 
state

Future 
state

What is change management?
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Project Management

Transition 
state

Current 
state

Future 
state

Presenter
Presentation Notes
Project management: The application of a structured process or set of tools to design, develop and deliver the technical components to achieve the desired outcome
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Current
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Future
state

Transition
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Future
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Proficiency 
is limited

Adoption rates 
are low Utilization is 

not as 
expected

Adoption takes 
longer than 
expected

Utilization is
inconsistent
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Change Management

Project Management

Transition 
state

Current 
state

Future 
state

Presenter
Presentation Notes
Change management: The application of a structured process and set of tools for leading the people side of change to achieve the desired outcome
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What is a change that you are trying to fulfill?

How do they need to behave differently to achieve this change?

Who needs to change their behavior to achieve this change?

One year from now, after your change is successful, 
what would you be seeing, hearing, feeling?

4 minutes for partner 1

Presenter
Presentation Notes

That can be a change for yourself, or a change in your team or company.

Take the change down to an individual who needs to change. If the change is about you, then that individual is you. If it is on your team or your company, then think an individual or a group of individuals who are similar. One player or one role (line managers, accountants, salespeople)

Now, thinking of that individual-–what is the actual behavior they need to do differently. Write it in the affirmative. Do not write, they need to stop…write, they need to start….

Now just imagine, if you have complete success at this change, if you could transport yourself to the future, what would you be seeing, hearing, feeling differently than today?  
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What is a change that you are trying to fulfill?

How do they need to behave differently to achieve this change?

Who needs to change their behavior to achieve this change?

One year from now, after your change is successful, 
what would you be seeing, hearing, feeling?

4 minutes for partner 2

Presenter
Presentation Notes
Take out some paper....

That can be a change for yourself, or a change in your team or company.

Take the change down to an individual who needs to change. If the change is about you, then that individual is you. If it is on your team or your company, then think an individual or a group of individuals who are similar. One player or one role (line managers, accountants, salespeople)

Now, thinking of that individual-–what is the actual behavior they need to do differently. Write it in the affirmative. Do not write, they need to stop…write, they need to start….
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ADKAR

Awareness
Desire
Knowledge
Ability
Reinforcement

Model for understanding change
at the individual level

Presenter
Presentation Notes
Model for understanding change at the individual level

Write this down as I introduce the model.

ADKAR represents 5 milestones that must be achieved for change to be successfully realized--must happen in this order
Useful to identify the barrier to achieve the desired behaviors
Identify the appropriate actions to influence change in self and others

Change happens one person at a time
Organizational changes,
	 culture change
	organizational-wide  processes are the collective result of individual behaviors
A model like this allows you to focus on activities that will drive individual change that turns into organizational change. 
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Awareness
• Change begins with understanding why
• #1 barrier to success

“This is a waste of time”
“Don’t fix what isn’t broken”
“They never tell me what’s going on”

• Communicate early
• Communicate often
• Use trusted sources

Score: 5= I have complete comprehension, 1= I am completely unaware of the reason why 

Presenter
Presentation Notes
Definition: 
The journey to successful change begins with why.
It’s human nature to want to understand the reasoning behind a change
Awareness is not making someone aware that a change is happening……
Awareness is the reason for change—the opportunities and the risks of not changing . 
Drivers and opportunities
#1 barrier for most changes-2016 survey

Example:
Dropping product lines from portfolio

What lack of looks like:
“This is a waste of time”
“Don’t fix what isn’t broken”
They never tell me what’s going on

Actions you might take: 
Communicate early—don’t let rumors form; provide time for debate if appropriate
Communicate often—takes time to absorb and accept
Use trusted sources—provides credibility to the message

Score: 1-5 5 complete awareness, 1 completely unaware of the reason why. 
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Environmental 
forces

Marketplace 
demands

Business 
strategies

Organizational 
imperatives

Company
culture

Leader and employee
behavior

Leader and employee
mindset

Seven drivers of change

Adapted from Anderson and Anderson, 2002
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Desire “I’m not interested”
“What’s in it for me?”
“I know what to do. I just don’t
want to do it”

• A personal decision to participate
• Most difficult stage to achieve

• Identify individual motivators
• Understand perceived threats
• Create an inspiring vision

Score: 1= I want nothing to do with this change, 5= I want to be part of this change

Presenter
Presentation Notes
Me—what’s in it for me? 
Working team—a passion for the immediate working group 
Company/Shareholders—driven by the values and goals of the company 
Customer—a focus on meeting the needs of the internal or external customer 
Society--doing something for the good of humankind or the environment 

Definition: 
Next step is a personal decision to participate in the change
Hardest part because desire is a personal choice up to each employee. Leaders can only create conditions for desire.
Motivating factors, convictions, consequences
Willingness to support and engage in the change
A personal decision influenced by the nature of the change and one’s personal circumstances
Hardest part of change—find value in the future state. Creating more awareness does not increase desire.
Hardest part because desire is a personal choice up to each employee. Leaders can only create conditions for desire.

Example:
Healthy life choices

What lack of looks like:
“I’m not interested”
“What’s in it for me?”
I doubt they are really serious”
Lack of energy/passion/engagement
Not following through 

Actions you might take: 
Identify individual motivators and tie to the desired change or to incentives for change. Knowing desires also informs sources of resistance. 
Understand perceived threats and opportunities (will depend on past experiences and personal situations)
Create a positive sense of urgency, a future vision so desirable that it is irresistible

Score:
1 I want nothing to do with this change 5 I want to be part of this change
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Me—what’s in it for me? 
My team—a passion for the immediate working group 
My company—driven by the values and goals of the company 
Our customer—a focus on meeting the needs of the internal or external customer 
Society--doing something for the good of humankind or the environment 

Will it help me be more successful…  

...at what’s important to me?  
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Knowledge “What am I supposed to do?”
“What next?”
“Oops, again”

• Skills and information how to operate
• Plan on how to get to the future state
• Too often the starting point for change

• Use appropriate methods
• Establish clear expectations
• Share what to stop doing too

Score: 1= I have no idea what to do differently  5=  I am absolutely clear what to do

Presenter
Presentation Notes
Definition: 
This is the skills and information of the new process or behavior—how to operate in the future
This is also the how to get from where we are now to where we need to be. 
This is often seen as training or other ways to convey knowledge--
Too often we start here. The first two slides are given to awareness and desire. We have to make this change and it’s gonna be awesome!

Example:
Using the new forklift in the warehouse

What lack of looks like:
Paralysis—doing nothing. 
More mistakes than one would expect
Frustration

Actions you might take: 
Know current level of knowledge—train to the person’s current level. One size does not fit all. 
Effective training programs. Information transfer is not usually adequate. Deliver in appropriate method for learning
Establish clear expectations (measure and hold accountable)
Share what to stop doing too.

Score:
1—I have no idea what to do differently  5– I am absolutely clear what to do
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Awareness Desire Knowledge Ability Reinforcement

Time 

Presenter
Presentation Notes
Elements must be addressed sequentially.  
Often we are so aware of the problem, we expect them to desire the need. Can’t have desire before awareness.  
Most often start training (knowledge) thinking it will create awareness and desire. (Algebra: How am I ever going to use this?)

While always sequential, not always the same speed. Some learn earlier/faster than others. For some or some topics one stage takes longer than another.
Imagine having an organization at all different stages of. This means that your strategies must be individualized and correctly timed. 
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Ability “This doesn’t work with my work process”
”I eventually get there, but it takes twice as long”
“No one else has changed so our processes don’t mesh”

• Capacity to turn knowledge into action
• Where real progress on change is seen

• Make sure everyone is on board
• Understand the ripple effects
• Provide space and support

Score: 1= I am not able to implement what I know   5= I am able to deliver desired outcomes of the change

Presenter
Presentation Notes
Definition: 
There is a difference between knowing what to do and how to it.
Ability is the capacity to turn knowledge into action—application of theory in the real world
At this stage where the first results and outcomes are achieved

Example:
Goal setting and performance feedback—no time given for the appropriate meetings. End up being one meeting per year to review last year’s goals and set new goals. 

What lack of looks like:
“This doesn’t work with my work process”
”I eventually get there, but it takes twice as long”
“No one else has changed so our processes don’t mesh”

Actions you might take: 
Make sure supervisors are on board
Understand and mitigate ripple effects
Provide space, time (opportunity), resources, and coaching to help impacted employees develop the skill-might work together to modify the approach.

Score:
1—not able to implement   5—delivers on outcomes and results
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Reinforcement “No one recognizes how hard this is”
”I keep forgetting”
“What about everyone else?”

• We tend to go back to what we already know
• Causes can be internal or external
• Change is a process

• Stay with the change all the way through
• Know the tripping points ahead of time
• Reward positive behavior
• Address negative consequences

Score: 1= we keep starting over again and again, 5= we keep the change in mind until it is second nature

Presenter
Presentation Notes
Definition: 
Starting change is hard, Keeping change over the long term is harder. 
Humans tend to go to the safety of what we know and will revert back to old habits. Unlearning is difficult
Causes are both internal and external
Sustainable change requires active investment over the long term. Cannot be a fad.
Changes that are not sustained today negatively impact the desire to take on future changes. Inversely, dedication today improves future change efforts.

Example:
Wearing safety equipment like gloves—I don’t want to look different than everyone else. (External pressure example, driving internal motivators)

What lack of looks like:
Backsliding or rollercoast adoption
“No one recognizes how hard this is”
”I keep forgetting”
“What about everyone else?”
Don’t achieve the desired outcome of the change vision

Actions you might take: 
Don’t take on too many changes, too fast
For a given change, know the potential tripping points and address them specifically throughout the process
Get employee feedback. 
Rewards and incentives for desired behaviors—make them personalized. Punishments don’t work as well.
Address negative consequences (social pressure) of positive behaviors
R is last step but needs to take place throughout the change process. Reinforce A,D, K, A. Change is also cyclic. One change results in another etc. 

Score:
1—we keep starting over again and again. 5--we keep the change in mind until it is second nature
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What stage is the barrier for your change?

Awareness
Desire
Knowledge
Ability
Reinforcement
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Based on that realization, what action do you plan to take?

Presenter
Presentation Notes
Quick introduction
What stage did you learn is likely your largest barrier to achieving change?
Provide a little context to the change, and an action that you might take to overcome that barrier.  
Let’s take some actionable ideas
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What questions are on your mind?
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We want your feedback!
Download the “GEAPS 

Exchange” app to take the 
session survey.

Share on Social!
#GEAPSExchange

Wifi Network: GEAPS2022 Password: Exchange92
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Jonathan Shaver
E n v i s i o n  P a r t n e r s ,  L L C
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Five organizational plans to support individual
change management

Ability ReinforcementKnowledgeDesire

Communication

Sponsorship

Coaching

Training

Resistance Management

Awareness Desire Knowledge Ability Reinforcement
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FEBRUARY 25-28, 2023
Kansas City Convention Center

Kansas City, Missouri

SAVE THE DATE!
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