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Welcome to the summer edition of
the Changefirst newsletter.
Hopefully, as many of you are
reading this, you will be getting
ready to enjoy your summer break! |
know I’'m looking forward to
recharging the batteries with some
rest and relaxation.

It's been a busy time in the
Changefirst office. The new version of
the PCI Practitioner’'s Programme was
released in June, with many hands on
deck finalising workbooks and slides!
It's looking great, and with feedback
from you, the practitioners, we hope to
make further improvements in the
future. We've had a number of courses
run since its release, for clients and
public courses, and the reaction has
been very positive.

There are some new faces on board -
Debbie West has joined as PA and
Field Co-ordinator and Jenny Viccars
has replaced Mary Kemp as CFO. And
of course Audra Proctor has returned
after a year off — | won’t say any more
as there is an interview below with
Audra!

The main article in this edition is about
Super Change Agents. Is there such a
thing? Well | think many people like to
think so, and look on in awe at those
Change Agents who really do seem to
be invincible! Therefore Audra and |
gave some thought to what really
distinguished these ‘Super’ Change
Agents from the rest. You'll be pleased
to know that they don’t have kryptonite
in their pockets! Just like any skilled
professional, they have honed their
craft through a lot of practice and
through the clever use of their toolkit. |
hope you enjoy the article, and if you
have any thoughts on the subject
please do share them with your
Changefirst community.

Now where did | leave that suntan
lotion?

Best wishes, Lisa.
Lisa Koning

Changefirst newsletter editor.
Lisa.Koning@changefirst.com

Public Programmes
Dates

September 9-11"
London
Few spaces left!

October 29-31%
London

New look PCI
Practitioner
Programme

Nintendo Wii winner
through PCI Tools
Online

Change Agent
Assessment — What
are people using it for?|

Audra Proctor
Q&A

Why do some Change Agents deliver against all the odds? Are they superhuman? Do they know some
time-honoured secrets only shared amongst a sacred few? Here at Changefirst we have worked with a
number of outstanding Change Agents over the past ten years. We therefore decided to draw out some of
their distinguishing features and we hope these will serve as useful tips for all Change Agents looking to
improve their performance.

1. Focus on what's important

All Change Agents are busy; with an endless to-do list and most of it seems important. A great Change
Agent knows where to focus his or her attention. Nine times out of ten, what needs focus is that difficult
activity that you have been putting off. Perhaps it's that conversation you need to have with your Sponsor
about their involvement. Or it's meeting that influencer who is not supporting your change.

But how do you know what is most important? PCI provides an extensive toolkit with techniques and
methods that help prioritise and get to those critical items quickly. A great Change Agent knows what tool
to use and when, and this knowledge comes from regular use of the PCI toolkit. As with any skill, the
more you practice the better you become. When these tools become a regular part of the Change Agent's
life, the more useful they become, providing a wealth of information (both legacy and present). The
Change Agent also builds up an understanding and can quickly interpret results, reacting quickly and
appropriately.

But it's not just our own experience that can help us. A great Change Agent works as part of a network, a
network that supports each other. An active network allows Change Agents to leverage off each other,
sharing ideas on past approaches, as well as experiences with various tools and techniques used to tackle
similar issues. Be prepared to give as well as take. Any network is only as good as the people who are
part of it, and a strong network thrives on active contributors.

The Changefirst website is another good resource. At Changefirst we realise the supportive role we can
play in bringing Change Agents together, and the website and Change practitioner community are
important areas for future development.

2. Be clear about your role as a Change Agent

A great Change Agent understands what is expected in the role and is clear about what they can achieve
within a change context. Your PCI practitioner manual is a good starting point for the definition of the
Change Agent role and typical expectations. But you also need to understand the specifics of the role
within your organisation.

An important question to ask when considering the role of the Change Agent is: What is a Change Agent
NOT? A Change Agent is not a Sponsor and one who tries to take on these duties will struggle. As
Change Agents it is tempting to do everything, particularly when we do not get support from those around
us. Which takes us back to our first point. Focus on what's important. And getting others on the Change to
do their role is very very important!

3. Truly understand the network for your change
It's tempting to pick up the organisational hierarchy chart and hope this replicates the change network for
your change. Rarely is this the case and great Change Agents live and breathe their change network map.

But why understand the change network? The change network map details how the change truly unfolds.
The organisational structure provides one valid aspect for the change terrain, but there are a number of
structures at play in any organisation. There is the political structure: who has influence and who doesn't,
and the project structure influencing planning. A great Change Agent knows where to leverage for best
results, to identify and resolve issues quickly and comprehensively. An up-to-date change network map
that is a true representation, is a powerful tool for any Change Agent. It is a great starting point for
planning, highlighting who needs attention and who are the true stakeholders.

4. Contract well with your Sponsors

Not always an easy task, but a Change Agent's relationship with their Sponsor is key to success. At the
beginning of any change initiative, the Sponsor and Change Agent should establish the how of their
relationship. What do you each expect from each other? What forms of communication work best?

At the beginning it is easy to focus on the practicalities: what needs to be done, who is going to do it. It's
easy to avoid the people side until things get messy and it cannot be ignored! A great Change Agent
realises the importance of the ‘social relationships’ and addresses these at the beginning, recognising that
they are just as important as the practicalities.

5. Change Agents are generous teachers

We frequently get feedback that our course facilitators are great Change Agents. We've asked why and
the response is: they share their experiences, both good and bad. While some Change Agents may not
view themselves in the typical ‘teacher’ job, coaching is an important part of the Change Agent role. Great
Change Agents coach and help others. They share their successes and failings and view learning as a


http://www.changefirst.com
mailto:info@changefirst.com
mailto:Lisa.Koning@changefirst.com

Few spaces left!

December 3-5"
London
OPEN

To book a place on any of these dates
please call +44(0)1444 450777 or
contact Jane Mellor at
jane.mellor@changefirst.com

New look PCI
Practitioner
Programme

The new look PCI Practitioner
Programme was released in June
2008, with a number of new clients
using the updated workbook and
accompanying slides. The feedback
has been very positive, and we look
forward to working with all our existing
clients to discuss potential transition
paths.
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Audra Proctor Interview

Hi Audra and welcome back to
Changefirst after your twelve
months leave. First of all,
congratulations on your daughter! |
imagine over the last twelve months
you've experienced some very big
changes! Do you think your
personal attitude to change has
altered from this very special, but
also very challenging, experience?

Yes becoming a parent is a very big
change, and it meant that | had to do a
lot of adapting and adjusting. Now that
I’'m back at work and thinking about
our workshop delivery and learning
applications I'm reflecting more closely
on the individual (beyond the skills we
are there to transfer) and how they
often need to adapt and adjust so as
to be more credible, confident,
empowered to use and develop (with)
PCI.

It must be interesting for you to
view Changefirst through ‘fresh’
eyes after your time off. How do
you think Changefirst has changed
over the years?

Over the years we have become
clearer and somewhat evangelical
about what we do and what makes us
unique; i.e. we equip people to get
better at managing change for
themselves. We've built an enviable
client list (major international

companies) and at the last count 7,000

two-way process. Great Change Agents are a source of information: what has happen in the past, what
has worked, and what hasn’t worked so well.

We view them as generous teachers because they want to share their skills and expertise. They view their
failings as part of their own learning process, and endeavour to create an environment for effective change
within their own organisation.

These are our top 5 tips but there are of course many more. We would love to hear your ideas on what you
think distinguishes those Superman and Superwomen Change Agents amongst us. Please email your tip
to lisa.koning@changefirst.com and we will share all your tips in the next Changefirst newsletter.

And the winner is...

—
Congratulations to Susie
Allwood from Fujitsu who
won a Nintendo Wii games
console after successfully
using PCI® Tools Online.

Change Agent Assessment — What are people using it for?

As discussed in our previous article, understanding the Change Agent role is one of our top tips. The
Change Agent (CA) Assessment is an important tool in the PCI toolkit to help us do this.

Here are some examples of where Change Agents have used the CA Assessment very successfully:

1. Sponsor Mary had an important change initiative in need of a Change Agent. There were a number of
experienced candidates; all were keen and all interviewed extremely well. It was becoming very
difficult for Mary to decide between them. One of Mary’s colleagues recommended the CA
assessment, and with this tool she was able to identify each candidate’s strengths (and weaknesses)
as it related to the change and then determine the most suitable person for the role.

Sponsor Geoff has a number of Change Agents delivering multiple Changes across his organisation.
Geoff attended a sponsor workshop and was exposed to the CA assessment. Geoff felt that he had a
varied team of Change Agents with some more capable than others, but he had no real evidence to
understand why. Geoff was keen to understand the strengths of the good Change Agents so that he
could replicate those in the other Change Agents.

Geoff decided to do two things:
. He asked his local Sponsors to complete the CA assessment for their local Change Agent
e  Together with the local Sponsors Geoff built development plans to improve the level of
performance of all Change Agents.

In the short term Geoff felt that it helped focus on the role of the Change Agent and improve
standards. In the longer term, the organisation has benefited by having a clearly defined role of
Change Agent, and Sponsors better understand the characteristics needed of effective Change
Agents.

Change Agent John was an experienced Change Agent who had attended PCI training and had been
involved in a number of Change initiatives. However on his latest change he was struggling, and was even
starting to doubt his own change management skills. John decided to complete the Change Agent
assessment to see if he could understand better where he was going wrong. His findings were very
interesting: it was not about improving his change management skills (questions 4 to 9 typically) but he
identified that it was his place in the organisation and his lack of real organisational credibility / ability to
influence (questions 1-3) that he had to address. Armed with this knowledge John was able to work on
these issues and over time he found he had better influence and also enjoyed the role of Change Agent a
lot more.
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users of PCI worldwide. That's For each i ider the following and enter the appropriate score:
. , The Change Agent(s) on this change initiative:

something to celebrate and I'm proud

to have been a part of this

1 2 3 4 5 6
dEVEIOpment fOr the IaSt deCade. Strangly Agree Slightly Slightly Disagree Strongly
agree agree disagree disagree

What is the next stage of
development for Changefirst?

. Select your score between ‘1’ and '6' here...

. Is credible with all parts of the organisation involved in this change.

We understand how to develop
relationship with organisations and to
guide their plans for global change
capability building. Now we really
need to focus on our users — why? —
well, a substantial part of our business
comes from referrals, from individuals,
because what we do well is creating
memorab|e eXperienCeS for 10. Flexibly adjusts plans to meet changing timelines, objectives and support during change.
individuals. So, as we go forward
we're working to develop relationships
with individuals in the same way that
we have done with organisations.

. Challenges Sponsor behaviour that does not support the change.

. Influences people across the arganisation to positively support the change.

Helps people cope and succeed with the personal aspects of change.

. Is skilled at collecting and utilising data about people's reaction to change.

. Is skilled in designing and conducting processes for meetings and workshops.

. Creates people-centred change plans consistent with the overall strategy and technical plan for this change.

. Communicates appropriately and at the right time with those affected by the change.

HEIREEREEERET

. Identifies resistance and takes action to ensure the organisation addresses it.

11. Demonstrates clear commitment to the organisatianal change Vision and objectives.

[ellelielisliellelo]llellellele]{e]™
O|O0IC|IC|IC000C|ICON
OOOOOOOOOOOOWE
C|O0CIC|ICO0 00 00|nE
O|O0|0|0|0|000|0|C|0 |
Q|O|0|C|C|0|0|0|0|0|0|0]|a

12, Role model the behaviours required for the change.

Risk Profile
You have returned as the Head of Q. Dimension Low Medium High Score  Action Plan
Learning Services —what does this 1 2 3 4 5 6
mean exactly? And what is your — P
focus? 1. Organisational Credibility ] 2 0
2. Willingness to challenge _ 3 O

Our individual (practitioner) focus is at 3. Ability to Influence I 4 M
the heart of my new role as Head of 4. Change Principles I 3 —
Learning Services. Essentla_lly', this 5. Data r— 3 —
role allows us to focus on building and S —
maintaining an effective set of web 6. Facilitation _ _ | 5 M
and workshop applications that 7. Implementation Planning ] 4 W
enhances the learning experience and 8. Communication I 5 ™
the development options for individual; 9. Manage Resistance _ 6 E
and ultimately increasing the number 10. Manage Ambiguity 5 o
of active PCI Users. . |

. 11. Committed to Future State I 4 ™
It sounds like exciting times ahead 12. Behaviour Modelling I 4 ]
at Changefirst; could you share
with us a few of the developments Change Agent Assessment
that we might see in the future?

. i M Lisa Koning Organisational Credibility
So it's about web services (tools, [
Behaviour Modelling B Willingness to challenge

user/practitioners networks in different
languages), tools and methods (new
instructional design and upgrades),
new products to complement core PCI Committed to Future State
(e.g. managing change load, benefits f
realisation, personal adaptability /
resilience), continuous practitioner
development, community services
(worked examples, webinars, learning
circles, sample plans), new research,
e-books etc. This is a really exciting
role all focused on the individual user
and their development in PCI.

Ability to Influence

Manage Ambiguity Change Principles

Thanks for your time Audra! It Manage Resistance Data

sounds like you have a busy time
ahead of you. We look forward to
hearing from you in the future with
updates on new developments at -
Changefirst! Implementation Planning

Communication Facilitation
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