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Pleased to meet you!

Adjunct faculty, Wisconsin School of Business MBA Program, Strategic
Management and Human Resources, Consultant for Center for
Executive & Professional Development

HR, Training & leadership development professional, 30+ years
experience helping leaders, teams, and organizations build skills and
capabilities

Certified Professional in Talent Development, Senior Professional in
Human Resources, Prosci-certified change management consultant,
Predictive Index certified Talent Optimization Consultant GROUP LLC

Experience in wide variety of industries including healthcare, financial
services, manufacturing, insurance, nonprofit, professional services, and
CREDIT UNIONS! {:
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Session Logistics




Opftions for Accessing Polling Site

QR Code Reader

Go to "pollev.com/aspiretalent

Text "ASPIRETALENT” to 22333
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NUMBER OF YEARS IT TOOK FOR EACH
PRODUCT TO GAIN 50 MILLION USERS:

68yrs  62yrs 50yrs 46yrs 28yrs 22yrs 18yrs

Computer Cell Phon In Twitter Pokémo Go

mISEofY S

14yrs 12yrs 7yrs 4yrs 4yrs 3yrs  2yrs 19 days




“It is not the strongest

of the species that
survive, nor the most

intelligent, but the one

most responsive to
change".
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Learning Goals

@) Credit Union
. National

CUNA Association

Explore forces driving the need for change and
our role in influencing the success of change
initiatives

Learn how to see change through a new lens as
we understand common reasons for resistance in
ourselves and others

ldentify common obstacles and barriers we can
address and effectively mitigate during change
initiatives

Understand guiding principles of role modeling
change leadership to inspire others to reach
acceptance

Learn ways to communicate change in a
confident and compelling way while identifying
key principles of sustaining change

10



.. @ When poll is active, respond at pollev.com/aspiretalent ..
5 Text ASPIRETALENT to 22333 once to join

Approximately how many changes can you think of that you
are experiencing right now (personally and

professionally)?

None

1-3

4-5

More than 5

(
(!. Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app ..
Mn Rggovviauv




Consider a big change you
experienced either personally
or professionally. What are
some things you learned from
that experience?
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What are
some of
the forces

driving the
need for

change In:

The credit union industry¢

Your organizatione
Your departmente
Your rolee



What is Change Management?

The application of a structured process and set of tools for leading
the people side of change to achieve a desired business outcome.

repeatable process and uses a set of tools to

r Ch(] nge [\/\Q nggemenf as d Effective change management follows a
J Process drive successful change.

As a competency, change management is a set

9 ChO ﬂge MO ﬂOgemeﬂT AS A of skills that enables change and creates a
COm pefency strategic capability for increasing organizational

effectiveness.
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Percent of Projects That Met Objective

Excellent change
management

94%

Good change
management

Fair change
management
42%

Poor change
management 4594

Inifiatives with excellent change management practices applied are 6 times more likely

to meet objectives than those with poor change management practices applied

Prosci
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Change Management
Happens at Three Levels

Individual
Project/Initiative
Organization




A cognitive state that occurs when people have

C h an g e positive attitudes, beliefs, and intentions toward a
. change.
R e O d IN eSS When readiness exists, there is:
| S . « Greater openness to new ideas

* Lowerresistance to changing directions
 Earlier acceptance and adopftion of the change
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At the heart of organizational agility and
resilience is personal agility and resilience

Help individuals build personal change
readiness and capacity
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Metacognition:
Understanding
Our Own
Personal
Change Lens
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CUNA Association



In the center circle, identify the personal change you are experiencing.
Then complete the sentences around the wheel, related to the change.

| feel I want

I value
| wormy
I fear
| beheve I need
Reflect on the following questions:

1. How does my current mindset influence my decisions and actions?

2. What aspects of my mindset contribute to my ability to deal well with change and what
aspects of my mindset limit my success?

3. How aware am | of my own effective and ineffective ways of being during this time of
uncertainty?

4. How can | take personal accountability for my experience during this change?

o)

ASPIRE TALENT
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Changing Our
"Change Mindset”

If we focus on the fear,

anxiety, hurt, or anger,

we confinue fo suffer.
If we focus on the

opportfunity,
adventure, learning,
and lessons, we

confinue to grow.
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The Dopamine
Dilemma




‘IT'S HALFWAY THROUGH

Ry aog Ly It's not so much that we're

afraid of change, or so in
love with the old ways, but
it's the place in between that
we fear. it's like being
between trapezes.
It's Linus when his blanket is
in the dryer. There’s nothing
to hold on to”

‘IT'S IN THE
SPIN CYCLE!"

- Marilyn Ferguson

Images: Charles Schultz



| Your
. )y Personadl
- Change

« lolerance
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“u y
| would describe my general change tolerance as...

| really just don't like change

I'm not really crazy about changes generally
as | like the comfort of the "known" but |
can deal with itif I have to

I'm pretty good about adopting change
quickly without much additional effort to
get me there

| frankly love change as | like to change it up!

(
(!. Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app
Mn Rggovviauv



Resistance 1o
change is often
driven by:

« How much people
value what is being
changed

* The level of disruption
the change causes in
their lives







NO CONTROL

DIRECT INFLUENCE

Adapted from Stephen Covey,
Circle of Concern/Control

Natior[al .
CUNA Association
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VIDEO: Leadership lessons from the dancing guy
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ﬂ Common
Barriers/ :
Obstacles to




Obstacles Experienced During Major
Organizational Change

Employee Resistance

Communication breakdown

Insufficient fime devoted to training

Staff turnover during transition

Costs exceeded budget

0% 10% 20% 30% 40% 50% 60% 70% 80%

S. Credit Union Source: Society of Human Resources Management - study on Change

National
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Change Can Be Challenging!

| Like How It Is
Now!

Feeling :
Confused and Feeling
Left Out Alone

Dealing with
Uncertainty

Dreading
the
Unknown

Apprehension Hard to Give
at Need to up “Old

Learn New Habits”

Focusing
on What

We Have Things .
to Give Assumptions
Up Loss of are often
Sense of made in the
Comfort absence of
and facts

Security

@) Credit Union
National
CUNA Association



What happens when we feel threatenede

Amygdala Hijack

NEOCORTEX  Stored sugar, fats, and adrenaline pour into

Gl ¢ AN ploodstream
I

N e Heart rate and breathing increases to oxygenate
the muscles

EL,R:'BIICJS\YSTEM * Blood clofting mechanisms activated
R e Digestion ceases to divert blood to muscles
e Perspiration and salivation increases, pupils dilate
REPTILIAN COMPLEX e > PUP
INSTINCTS e Our abillity to apply reason and logic can drop by
75%

e |t can take nearly 20 minutes to recover from an

emotional encounter

@) Credit Union
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Transitions Model

Endings Beginnings

Denial Enthusiasm

Anxiety

Denial Shock
Resignation

Trust
Pelief Commitment

Hopeful

Anger Impatience
Confusion ealization of Loss
Frustration Creativity
Conflict High Stress
Undirected
Energy

e\ c(itral Zone n— William Bridges

@) Credit Union
National
CUNA Association



Outliers/
Vocal
Resisters

@) Credit Union
National
CUNA Association

Silent Maijority -
Pragmatists

Early
Adopters

Rogers Adoption Curve



|[dentifying the Barrier Point

A LD KLAR

Source: Prosci

S. Credit Union
National
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Awareness of the need for change

Desire to make the change happen

Knowledge about how to change

Ability to implement new skills and
behaviors

Reinforcement to retain the change Prosci
once it has been made

o> |~ O >
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Change: Weight Loss
Awareness of the need to 4  The client has made the first steps of working with

change?¢ a trainer for their weight loss goals.

Desire to make the 3 Client does not demonsirate a strong intfernal
change happen? motivation to losing weight. Most of the interest 1o

improve is from Torey.
Knowledge about how to
change?¢

4  The client knows what he/she needs to do.
Ability to change?¢ 2  The client understands what to do, however it
]

having difficulty keeping his/her commitments.

Reinforcement to retain Since program engagement remains low, no
the change?¢ reinforcement is present.

The first score of 3 or less = the Barrier Point and must be first area addressed for change to

be successful.

@) Credit Union
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A LD KLAR

Source: Prosci
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Current Change Self-Reflection

What is the change?

Based upon your chosen change fill in the evaluation section and assign a rating for each areaon a

scale of 1 (low) to 5 (high).

Evaluation

Rating
(1} lows — (S} high

List the reasons you belisve the change is necessary:

Rate your level of

E awareness for the need
E for change:
=
H
<L
List the factors or consegquance [good and bad) that create a desire for Rate your level of
" you to change: desire to make the
= changes happen:
g
(=]

List the skills and knowledge needed for the changs:

Knowledge

Rate your level of
knowdedge sbout the
changs:

Considering the =kills and knowledge identified in the previous level,
evaeluate your current ability to perform these skills or act on this

Rate your level of
ahility to change:

_-E' knowdedge:
=
<
= List the reinforcements that will help to retain the change. Are incentives Rate your level of
a in place to reinforce the change and make it stick? commitment to actions
E that will reinforce the
al
E changes
£
The first score of 3 or less=

This is the Barrier Point and must be the first area addressed for the change to be successful.

GROUPLLC

. 6 \ ASPIRE TALENT



Awareness of the need for change

Desire to make the change happen

Knowledge about how to change

Ability to implement new skills and
behaviors

Reinforcement to retain the change Prosci
once it has been made

o> |~ O >
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Missing ADKAR

L L'

Reinforcement .
Resistance

‘ Awareness l [ Desire J ‘ Knowledge ‘ Ability

D[ Desire ] .l Knowledge r Ability )
r Awareness l D .. Knowledge r Ability )
r Awareness l Desire 1 D r Ability )
r Awareness l Desire | Knowledge D
r Awareness l Desire | Knowledge

Reinfarcemant E::> Fear/
Anxiety

Reinforcement

RNl -




Kotter’'s 8-Step Change Process

Create sense of Build a change Develop vision & Communicate Remove obstacles, Get quick wins Build on wins to Reinforce/embed
urgency coalition strategy compelling vision empower action drive change in the culture
to enlist others




Communicating
Changeina
Compelling Way

@) Credit Union
National

CUNA Association



Communicating Change: Key Questions

« Who are my key stakeholderse

« What are the core messages | need fo get out regularly
fhrou?houf this change fo ensure it is successfule

 How frequently do | need fo communicate and at what key
milestones?

« What are the best channels to use for important messages
regarding this initiativee

. E’OW' can I involve others in the change to create additional

Uy ins

«  What resistance might | anficipate, and from what
audiences¢ How might | mitigate thise

« Who else can | engage as fellow change champion role
modelse

« How/where can | find and communicate small winse

« How can | engage and communicate leadership support for
the initiativee

 What is my post implementation communication plan to
sustain change adoption¢

« How and when will| measure and communicate successese




Communication Plan Template

Target Audience [Content/Key Messages to Deliver |Desired Purpose/Outcome

(what information do they need,
why?) (Awareness, Understanding, Buy In,
Ownership, Decision-making,
Other?)

Communication [Timing/Frequency(Sender (s) |Feedback
Method (email,
intranet, meeting,
presentation?)

(Stakeholder or
Stakeholder Group(s)

Mechanism







e




Your Brain on Small Wins

The brain experiences bursts of dopamine sparked
by the rewarding experience of accomplishing @
godal

« One of the best ways to achieve this is break big
goalsinto smaller, achievable milestones so you
can experience regular success. You are wiring the
brain to attach a dopamine response to
accomplishment of your tasks.

« Allow yourself to experience frequent reward as you
progress through a series of goals. Dopamine will
flow every time you take a step in a positive
direction.

« Your brain learns what habits/activities lead to
pleasurable feelings and releases dopamine to
inspire you to obtain that reward again.

@) Credit Union
_ National
CUNA Association
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Coach the Change: Key Coaching Questions

@) Credit Union
_ National
CUNA Association

X is a significant change for us. What are your thoughts on
this?

What do you think the biggest benefits will be from this?

What do you think the biggest challenge will be for peoplein
accepting these changes?

What do you think could be done to best help support our
team through this change? What do you think people need
moste

Is there anything else we haven't thought of or anything we
haven't taken into consideration that we should?

What would be most helpful to YOU in supporting YOU through
this changee What do you need mostright nowe

How do you feel you could help move the change forward?
How do you think you could best help support others/your
teame



Make the Case for Change Worksheet

Omnce you have identified the change you want to initiate, it is essential to build a business case that will allow

you to communicate your plan to other stakeholders and create buy-in.

Change/Project Name: Date:

Current State:

*  Where are we now?

*  What is the present state

like? Costs:
®*  Provide a brief description of
the current situation.

*  Define the potentizl impact if
the change does not ocour or

the issue is mot resolved.

*  Describe the challenges we
face if we don’t change.

*  (Gather real data where
availzble.

Factors or Problems:

*  Why do we need to change?

*  Whyis what we're doing
currently mot working?

*  What “threat™ or opportunity
exists?

*  What requirement, problem,
or need is stimulating the
change?

*  What about the existing
situation makes things
difficult [e.g., missing
deadlines, errors, changing
regulatory or business

. Credit L conditions, etc.)
. Nationa

CUNA Associa -

[X]
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Future State:

*  What would it laok like if the
change accurred?

*  Describe the future state that
can be envisionad and
achieved —if only 3 solution
can be found.

Objective:

Tie the change into the
department or organizationsal
business strategy or larger
objectives where applicable
{i,g patient safety, etc.).

Benefits:

*  What are the benefits of
mzking the change? Why do
we want to do this anyway?

*  Provide 3 brief, concize list of
what the projectis to
accomplish.

*  Describe the anticipataed end
deliverables, outcomes, ar
results.

First Steps:

What initial actions are
needed? Include a brief,
brozdly defined sense of
direction, indicating the work
to be done and pointing the
way toward the desired
state. Give a promising
solution.

What part do we neaesd
people to play in planning
and implementing the
change?

Whe are the primary
stakeholders impacted? How
could we get their buy in and
input into the change?




Capfturing Lessons
Learned

What went welle What
would we want to keep
doing/do again next time?

What could have gone
better¢ What would we
want to do differently next
time?e




Tools &
Resources for
Your Change
Management

Toolkit

CUNA Association



./Change and Transition Strategies

EMDINGS — LETTING

Common Behawiors

Common Feelings
- Fear

- Denial

*  Anger

+  Sadness

- Dizarientation
- Frustration

- Uncartainty

= Asking guestions

=+ Challenging

=  Complaining

=+ Failing to see any
positive putoomes

+ Trouble sleeping

= Withdrawal

= Blame

Whot is Needed
AWAREMESS
= What is the nature of
the change?
- Why is the change
neaded?
= What is the risk of not
changing - for me, for
others, for our patients
and families?

DESIRE
= What's in it for me?
- & personal choice
+  Adecision to engage
and participate

Actions and Behoviors

NGS — MOVING FORWARD

- Identify what EE‘;IL ln_d_'w_il:lyg_l may be losing

- Accept others natural reactions as they
process change

- Activaly listen. Seek to understand, then ta
ke understond

+  Provide information about the change -
share what is known, what is unknown and
when additional infarmation may be
available

- Respond to questions and be as authentic
with your answisrs as powsibla

- Show empathy and give others time to let
go of what they were comfortable with
befare the change.

- Serye a5 & role madel, coach, and mentor
far others transitioning

- Be sure what you say, what yaur bady
languages shows, and what you do are
congruent with the path foreard

- Listen to abjections, take time to hear and
consider the information from the other's
parspective

- Be apen to learning things that may impact
the affectiveness of the change

Cammaon Feelings Cammaon Behawiors Wihot is Neaded Actions and Behoviors
- Resentment = Adjustmeant KNOWLEDGE - Keap the communication channels apen and
- Lavws Praductivity = Bargaining - Understanding haw ta Fotus an 2-way communication

- Bnxiety
- Zkepticism

= Willingness to get
involved

change
= Training on new
pracesses and tools
= Learning new skills

ABILITY

+  The demaonstrated
capability to
implement the change

= Achiewement of the
desired change in
perfarmance ar
behaviar

- Creats Bamparary processes f needed ta
build & bridgs fram the past ta the future

- Be visible and stay connectad with your
team

+  Provide information about learning
opportunities related o the change

- Continue to share the vision, purpase, and
all relevant information about the new
direction

- Help sthers understand haw they fit into the
bigger picture and what this change will
mean to the crganization and the patients
and families we serve

= fuctas a mentor for others transitioning

- Invakee people in trying an new ideas and
inyite them to be active participants in the
change and transition plans

- Start training peagple an the new skills they

will need

Commuon Feelings Commuon Behawiors Whet is Needed Actions and Behoviors
- High Energy =  Rebuilding ABILITY = Be patient and continue to share the
s Dpenness = Caaparation +  The demonstrated visian and what things will look like in the
+  Renewed +  Clear facus and capability to Future
Cammitment planning implement the change [+ Create s transition plan that includes key
= Achisvement af the dates when changes will happen,
desired change in specifically identify what will change, what
performance ar won't change, how work will be done, and
behaviar wha will be involved in sach part of the
+  Commitment to the change initiatve
new directian - Inchude athers in key campanants of the
change — leverage the skills and talents of
others and find ways to involve them in
building the futurs
* Clearly define roles, responsibilities, and
accountabilities
#  Develap and communicate ongaing
training plans
* Help others make amational connections
b EFi= Future that helps them ses how
they are making a positive difference
#  Define measures of success and discuss
hows perfarmancos will be measured and
evaluated
+  Continue to use the new
pracesses) pracedures
- Identify ways to make the changs stick
and continue ta reinforce the new
direction
REINFORCEMENT * Consider appropriaste rewards and
*  Actions that increase recognition that help anchar the changs
the likzlihaad that o »  Celeheate tnooett
chinge will be = Create performance sugpart tools and
continued provide respurces that prevent backsliding
= Recognition and to the previous way of daing things
rewards that sustain & Kpap communication channels cpen —

the change

selicit ideas an how things are warking
and invelve others creating salutions far
any part of the change that is not warking

57



Post Initiative Change Evaluation
3. Identifying Potential Barriers and Developing a Flan
L Making the Czse for Change: What went well that you would recommend for future ‘What would you do differently?
changes?
What went well that you would recommend for future What you would do differently?
changes?
2. Enlisting Stakeholders and Developing a Vision:
What went well that you would recommend for future What would you do differently?
changes?
4. Communicating the Change:
e
What went well that you would recommend for future What would you do differently?
changes?
Sz 32
CUNA ==
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Removing Barriers:

What went well that you would recommend for future

chamges?

‘What would you do differently?

Setting Milestones and Acknowledging Progress:

What went well that you would recommend for future
chamges?

‘What would you do differently?

7. Reinforcing the Change:

What went well that you would recommend for future

changes?

What would you do differently?

Additionzal comments:

59
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NNl agtuiYinE In the center circle, identify the personal ch%nge YOU are experiencing.
Then complete the sentences around the wheel, related to the change.

I feel | want

| value
| worry

Current Change Self-Reflection

What is the change?

Based upon your chosen change fill in the evaluation section and assign a rating for each area on a
scale of 1 {low) to 5 (high).

Evaluation Rating
[1) low — (5] high

List the reazons you believe the change is necessary: Rate your level of
awareness for the need
for change:

Awareness

| assume
| fear

| believe I need

Reflect on the following questions:
5. How does my current mindset influence my decisions and actions?
6. What aspects of my mindset contribute to my ability to deal well with change and what
aspects of my mindset limit my success?
7. How aware am | of my own effective and ineffective ways of being during this time of
uncertainty?

B How can | take personal accountability for my experience during this change?

P
(X

Lizt the fzctors or consequence (good and bad) that create 3 desire for Rate your level of
you to change: desire ta make the
change happen:

Desire

List the skills and knowledge needed for the change: Rate your level of
&Iﬂ knowledge about the
E change:
=
™
Considering the skills and knowledge identified in the previous level, Rate your level of
evaluste your current ability to perform these skillz or act on this ahility to change:
_'E‘ knowledze:
=
=L
- Lizt the reinforcements that will help to retain the change. Are incentives Rate your level of
5 in place to reinforce the change and make it stick? commitmeant to actions
E that will reinforce the
= change
=]
=
a
-5

The first score of 3 or less=

This is the Barrier Point and must be the first area addressed for the change to be successful.

60
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Additional
Reading/Learning

« Leading Change, by John Kotter

« Change Management, by Jeffrey Hiatt
& Timothy Creasey

» The Effective Change Manager's
Handbook, by Richard Smith, David O

King, Ranijit Sidhu, and Dan Skelsy

« HBR's 10 Must Reads on Change
Management

* The Heart of Change, by John Kotter
 Managing Transitions, by William Bridges o~ =
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