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Engaged people do great things
Facilitator note

	ROBERTSON retain ownership of the design.  Without the express written consent of Robertson Training Ltd:
1. Workshops or sessions cannot be run by anyone who has not attended the manager session
2. Workshops cannot be run to people outside the current PHI unit or Health Scotland.



All change activity
Objective
To have people connect emotionally to change and action plan as a result of their experience.
Activity
Outline
Is a powerful activity to illustrate and for people to feel what it’s like during change.  It requires the participants to invest trust in you.  If you have just met them, or there are a number of visitors, you may want to specifically ask for their trust.
Required knowledge for facilitators
None
Set up
This activity works best without any set up because it helps reinforce the environment of uncertainty and not knowing.
(In unusual circumstances, you may judge that it would be better to have an introduction and if so discuss how people can learn to change.  Ask participants what the change means to them on an individual basis?  Do they feel there are major changes ahead of them?  Humans walking on the Moon for example would not have been possible without a huge team supporting them.)
It is vital that when the activity unfolds that you observe closely what was happening and key things that people do and say in reaction to the instructions.
As you deliver the instructions avoid eye contact with those who look to you for reassurance.
If there are uneven numbers, you pair up with someone.  Later you can facilitate a point about the leader being involved and seen to be involved or detached and seen to be not involved.
Activity instructions 
1. Ask Participants to get into pairs and face each other.  Ask them to “Silently examine their partner closely for a minute”.  (You count for a whole minute)
2. Next ask Participants to turn away, make three changes in their appearance and then turn to face each other again to identify the changes.  (Without you giving them instructions they will most likely return to normal once they have guessed.)
3. Now instruct them to turn away again and make five additional changes things.  
4. Next instruct them to turn away and make seven additional changes.
By the end of the exercise they should have made a total of fifteen changes.
5. When this has been done invite participants to, “Sit down”. (notice how quickly people change back to normal)
Review
In facilitating a review, you are drawing parallels between this activity and workplace change.  There are tens of learning points here to help them draw out.  Here are some examples of questions to facilitate.


Open the discussion by asking Participants how the exercise made them feel:  
“How did you feel during that first minute?”
“What was it like to looking at each other so closely?”

Then explore the subsequent stages of the activity.
“What were some of the reactions to the instructions to make three changes?”
“How would you characterise the first three changes”
“What tended to happen immediately you guessed the three changes?  (you returned to ‘normal’)”
“What were some of the reactions to the instructions to make five changes?”
“How would you now describe the five changes?  What was starting to happen?”
“What helped you to make five changes?”

“What were some of the reactions to the instructions to make seven changes?”
“How would you characterise the seven changes”
“What was it like to get the instructions in such a detached manner with no explanation or rationale?”
Depending on the numbers
“What was it like to see that the authority (you as facilitator) was not seen to be involved?”
Or 
“What was it like to see that the authority (you as facilitator) was seen to be involved?”
“How might the activity have been different if you were given one instruction to make 15 changes?”
Draw out the various points around the first minute:
Participants usually say they felt awkward, uncomfortable, nervous, etc.
Participants displace their feelings by talking, nervous laughter, etc.  This is in spite of you instructing them to do it silently.  So, the message is don’t have change procedures that human beings simply cannot comply with.  (it was silly to put them in an awkward situation and ask them to do it silently.  It was obvious that they would not be able to do it.)
A minute feels like a long time to the participants.  You can equate this to a team being told they are going to be reviewed for 3-months!!!
Draw out the various points around the three five and seven changes:
· Change equates to loss for many of us – a first instinct is to take things off or away.  How many people took things off at the start?  Or talk about not having anything else to take off.
· We change the easy/safe things first and often only change harder things when we are put under more pressure.
· There needs to be things in place to make the change stick or people will go back.
· A big change for you may not be visible to others – for example removing a ring.  Conversely in the workplace you may ask someone to make a small change from your perspective that is a major one from theirs.
· Change can be daunting – what would have happened if you had been asked to change all fifteen things at once – but you can acquire the change confidence and agility by doing it with practise and building up changes, 3, 5 and 7.
· Where possible stagger changes.  Three five and seven is better than 15 changes.
· Doing change alone feels more risky than with others – would a single pair have done the activity differently or at all with everyone else watching?
· The more we are asked to change the more we protest.
· Trust builds an appetite for adventure in change – look at some of the changes people were making by the end of the exercise compared to the beginning.  How would this compare if you had done this having just met or where there is no relationship?
· People can learn change approaches and techniques from one another.  Hence the need to share practice during change and help people get allies.  This could be connecting with people who have done it already from inside or outside your organisation.
· Change can mean gaining, exchanging and sharing.
· You may have made jokes to deal with embarrassing issues.
· You were probably unaware of what else was going on around you.
· Given the choice many people would not do seven additional changes.  And yet once they do it they reap the confidence and satisfaction rewards.  As leaders and managers, we have to take flack and challenge people beyond their comfort in order for them to grow.
· Notice what it was like to change without knowing the end-game or purpose.
· Now look at what’s been happening while we’ve been doing this debrief - you have all changed right back to the way you were!
· If I had offered you £50 at the start of the exercise to stay as you were at the end of the exercise, would you have changed back or would you have taken me up on the offer and remained as you were for your reward?
Leadership in change
Explore why the participants did the activity.  They must have invested some trust in you as the facilitator/authority figure.  They certainly had no specific information on the outcome or point of the exercise.

Connect this to business where change is known to be easier when:
1. Everyone is clear about the end game, vision or the “Why” of a change
2. There is trust in the leadership

In this exercise, you purposely did not say what the point was so maybe trust was there.

How many organisations are still out there that have:
1. No communicated vivid vision 
2. Little or no trust in the leadership
Follow through
Explain and discuss change with the group:
Change is about an awareness of a new reality.  Intervention brings about change – once you make an intervention, life is never the same again. 
Illustrate with your own example.  Such as when you have wanted to tell someone how you feel about them, but know as soon as you do the relationship changes, either for the better or the worse.  Do you take the risk or do you never say anything and possibly miss out on what could be the relationship of your life?
Draw on the change exercise and the emotions Participants felt when going through the exercise.
If you don’t acknowledge or confront an issue it will prevent us from moving forward.

Adapted from CSA Management Development (2001)
Expected activity outcomes
Participants will have a strong sense of the:
· Uncomfortableness of being reviewed (in the first minute).  Like the workplace
· Strategies to deal with change
· What the lack of a powerful vision means
· What creativity can be released in change periods
· How capable people are when asked to stretch and are supported with allies, good practice, case studies, change that builds incrementally, etc
Action planning
The activity is only valuable when you create, own and deliver actions that will help you all with more successful change.
Create actions for taking the learning points from this activity into the real workplaces.
Remember and not settle for any action unless you know these three things:
1. Who
2. Is going to do what
3. By when.
Follow up
Return to agreed actions and review them with the team.

End
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