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Day Two at a Glance
I.
II.

Opening and Review of Day’s Activities ................................................. 8:30–8:40 a.m.
Unit 6: Stages and Drivers in Implementing Change
a. Opening Discussion and Introduction to the NIRN
Framework ......................................................................................... 8:40–8:50 a.m.
b. Considering the “What” ..................................................................... 8:50–9:00 a.m.
c. Surfing in Service of the What........................................................... 9:00–9:25 a.m.
d. Introduction to CW T/TA .................................................................. 9:25–9:30 a.m.
e. Reviewing the NIRN Stage Model ................................................... 9:30–10:00 a.m.
Break .................................................................................................... 10:00–10:15 a.m.
f.

III.

Implementation Drivers ................................................................ 10:15–11:00 a.m.

Unit 7: Communicating and Implementing Vision
a. Leader’s Role as Keeper of the Vision............................................ 11:00–11:20 a.m.
b. Group Change Initiative (Terry’s Vision Statement) .................... 11:20–11:40 a.m.
c. Individual Change Initiative Vision Statements .......................... 11:40–12:00 p.m.
Lunch...................................................................................................... 12:00–1:00 p.m.
Individual Change Initiative Vision Statements, Continued ................. 1:00–1:30 p.m.

IV.

Unit 8: Implementing Change
a. Designing Change Initiatives That Work.......................................... 1:30–2:15 p.m.
Break ........................................................................................................ 2:15–2:30 p.m.
b. Small-Group Consultations ............................................................... 2:30–3:00 p.m.
c. Roles People Play .............................................................................. 3:00–3:40 p.m.

V.

Unit 9: Learning Circle
a. Learning Circle................................................................................... 3:40–4:10 p.m.
b. Review of the Day............................................................................... 4:10–4:15 p.m.
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Module II Overview
Materials
•
•
•
•
•
•
•

Module II PowerPoint presentation
LCD projector, laptop, speakers, and microphones
Flip chart and easel
Markers
Tape

Name tags and table name cards

Placards for “Characteristics” groups

Training Pre-Work
•

None noted

Handouts
•
•
•
•
•
•
•
•
•

Handout 2:1 Surfing in Service of the What
Handout 2:2 Stages of Implementation
Handout 2:3 Readiness Planning in the Exploration Stage
Handout 2:4 Strategic Analysis of the Implementation Drivers
Handout 2:5 Personal Vision Statements
Handout 2:6 Crafting a Vision
Handout 2:7 Characteristics of the Successful Change Initiative
Handout 2:8 Roles People Play in Implementation
Handout 2:9 Day 2 Learning Circle
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8:30–8:40 a.m.—Opening and Review of Day’s Activities
Display PowerPoint slide 1: Module II: Leading Change.

Module II:
Leading Change

A Service of the Children’s Bureau, a Member of the T/TA
Network

Slide 1

Ask if there are any questions regarding the previous day’s training or if participants have
had any “aha” moments since the training session adjourned. Inquire about use of the
Learning and Action Plan Journal. Would they like to add anything to the Group
Agreement?
Display PowerPoint slide 2: Leading Change.

2
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Slide 2

Say,
Today we will be focused on the quadrant for Leading Change.
Display PowerPoint slide 3: Module II Training Competencies.
Module II Training
Competencies
6. Able to establish, communicate, and implement an
organizational vision in a continuously changing
environment based on a personal vision that guides
practice and professional development.
7. Able to describe the stages and key issues in
implementing a change initiative.
8. Able to apply a systems perspective to the process and
drivers of implementing change.
9. Able to demonstrate commitment to continuous learning
as a leader and address systems change issues.
3
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Slide 3

Review training competencies for the day.
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Unit 6: Stages and Drivers in Implementing Change
Training Competency
6: Able to describe the stages and key issues in implementing a Change Initiative.

Objectives
6a. Explains the stages in the implementation process as exploration, installation, initial
implementation, and full implementation, and identifies how these stages relate to the
participant’s experiences and Change Initiative.
6b. Describes the key issues and provides examples of middle management leadership
behavior related to the leadership competency framework in each of the implementation
process stages.
6c. Describes the implementation drivers or organizational supports (internal and external)
needed to promote sustainable change.

8:40–8:50 a.m.—Opening Discussion and Introduction to the NIRN Framework
Provide a context for the day’s training by noting the following:
Yesterday we focused on the center of the leadership model and the fundamental
competencies of being a leader.
Today we are going to focus on the quadrant of Leading Change. Inherent to this
domain is the ability to move from mission to implementation, which requires bringing
in some additional ideas and skills.
Display Power Point slide 4: The Implementation Challenge.
The Implementation Challenge
It is one thing to say with the prophet
Amos, “Let justice roll down like mighty
waters,” and quite another to work out the
irrigation system.
William Sloane Coffin
Social activist and clergyman
11
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Slide 4

Introduce with the following:
We also know that talking about a Change Initiative is one thing, but actually making it
real is quite another.
To put it in the eloquent words of William Sloan Coffin, “It is one thing to say, as the
prophet Amos, ‘Let justice roll down like mighty waters,’ and quite another thing to
work out the irrigation system.”
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Introduce the NIRN framework with the following:
Several frameworks look at how innovations are adopted by users. In this Academy
we’re using a framework developed by the National Implementation Research Network
(NIRN). In the Introductory Module, you read about the components of this model and
responded to an example of the stages of implementation. NIRN examined the
literature on effective implementation of evidence-based practices and organized
information about effective intervention approaches.
Display Power Point slide 5: Implementation Gaps.
Implementation Gaps
 Knowledge to Practice Gap
 Vision to Reality Gap
 Fidelity (Faithfulness) Gap
(National Implementation Resource Network, 2010)

12
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Slide 5

Introduce with the following:
Three major challenges (or gaps) can impede implementation.
Much of what we know about effective interventions is NOT put into practice. Indeed,
there is a large gap between what we “know” we should do—and what we “do” do. This
knowledge-to-practice gap exists in many systems, including child welfare.
There is also a vision-to-reality gap. Often we know what we wish to do, but we can’t
make the leap from the idea or the pilot program to having the practice institutionalized
in the system. Often what is implemented disappears over time.
The fidelity (faithfulness) gap comes in two ways. Sometimes we implement a program
or practice but make major changes in it such that it is no longer the original, welltested intervention. Or perhaps we allow the program to “drift.” Some historical
examples from child welfare include implementation of intensive adoption support
programs in the 1980s and family preservation programs in the 1990s.
The NIRN website, which you will find at the end of Handout 2:5 Stages of Implementation,
has a great deal of information about the NIRN framework and many tools to aid in
implementation work.
Trainer Note: Ask if anyone is currently working with or has worked with the Child Welfare
Implementation Centers (IC). Point out that the IC projects are using the NIRN framework, as is much of the
Children’s Bureau T/TA Network.

Say,
Today we are going to focus on a few key aspects of the model.
Display PowerPoint slide 6: Key Features of the NIRN Framework.
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Slide 6

Present the following information:
•

Defining the What

Specifying the practice change or innovation needed so that it can be implemented with
fidelity.
•

Stages of Implementation

Effective implementation is accomplished in stages.
•

Implementation Drivers

There are specific ways of “driving” implementation forward. The drivers are categories
of strategies for implementing a change.
Say,
While we are not going to cover the other components today, we do want to mention
them and note which ones will relate to the LAMM curriculum this week.
•

Implementation Teams

Many agencies and organizations form a primary Implementation Team to plan a
change project. Some projects are taking this further with regional-level teams, countylevel teams, and down to the local level, creating multiple teams to implement and
sustain the work. Several parts of the LAMM training can inform how you build your
implementation teams, such as the sections on the StrengthsFinder assessment, roles
people play, and family partners.
•

Improvement Cycles

This NIRN concept is covered on Day 4 when we discuss Leading for Results and
Performance Cycles.
•

Transformation Zones

This term conveys something different than “pilot.” Often, we try new interventions by
doing a pilot, which implies, “We’ll try this and see if it works,” but we aren’t committed
yet to the intervention’s being a system change. The terms Transformation Zones or
Innovation Zones imply a commitment to the change intervention. The rollout of the
change might be by geographic zone, programmatic area (e.g., in-homes first), or some
other defined metric.
National Child Welfare Workforce Institute
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•

Policy to Practice Loops

When we implement change in child welfare, we might revise or add new policy to
inform practice. The NIRN framework would ask us to also consider, “How does practice
inform policy?” That is, how can we create feedback systems from the practice level back
to the policy and administrative levels?
•

System Alignment

We touch on this in the next section, “Defining the What.” System alignment refers to
aligning practice change with the agency mission, as well as aligning across programs
such as investigations, in-homes, and foster care. We’ll also think about alignment when
we talk about the drivers.
Say,
We’ll now discuss each of the first three components.

8:50–9:00 a.m.—Considering the “What”
Ask the group to share the primary impetus for change for their Change Initiative. Record
answers on the flip chart.
Trainer Note: Examples may include the following:
• High-profile case requiring immediate agency response
• Legislative mandate or change in federal regulations (e.g., opening up availability of IV-E to tribes,
Fostering Connections Act)
• Program Improvement Plan
• Lawsuit
• Activity or initiative funded by a foundation, federal grant, or waiver demonstration
• Federally funded Implementation Center Project

Summarize the discussion with the following:
It is important to understand the conditions from which a Change Initiative arises. This
lets you know the time line you have for implementation, the likelihood of sustained
commitment by leadership and the external community, and the beginning resources at
your disposal. Skilled leaders take advantage of catalytic events to unfreeze the system
and move forward with important changes.
Often, however, we have clarity about the problem, but NOT clarity about the new
practices that will solve it. This solution is “the What” of implementation: What will we
do differently so that we get better outcomes?
How do you identify the practice(s) to be implemented? It can be challenging to identify
which interventions are actually tied to the goals you have set. This process has a lot of
pitfalls, including (a) going with whatever intervention someone just brought back from
a conference or perhaps with an influential leader’s pet project without further research,
or (b) convening a task force and creating an intervention that is not very specific but is
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a compromise to include many people’s points of view and avoid making tough choices.
Perhaps you have been in these situations or others.
Display Power Point slide 7: Defining “the What”

Slide 7

Say,
The “What” must be operationalized, whether it is an evidence-based practice or
program, a best practice initiative, or a broad systems change initiative (from National
Implementation Resource Network, 2010).
To operationalize: A verb meaning to define a concept or variable so it can be measured;
or, in laymen’s terms: know it when you see it (from Webster’s New Millennium™
Dictionary of English, 2008).
Display Power Point slide 8: Linking the What and the How.
Linking the What and the How
The WHAT (Intervention)
AND
The HOW (Implementation)

(National Implementation Resource Network, 2010)
8

Slide 8

Say,
To successfully implement and sustain an effective practice, we need both: the What
and the How.
•

The What is the intervention (e.g., evidence-based practice, “best practice” initiative,
broad system Change Initiative).

•

The How is effective implementation and sustainability frameworks (e.g., strategies
to change and maintain behavior of adults).

Perhaps you will have the luxury of adopting a well-tested program with some level of
evidence (evidence-based or promising practice). Perhaps you will integrate several
promising approaches into a larger system change.
National Child Welfare Workforce Institute
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Display Power Point slide 9: Defining Systems Change.

Slide 9

Say,
For the vision, mission, and guiding principles, consider this as it pertains to your
Change Initiative and organization:
•

Philosophical principles stipulate the way we work with families and children, our
conceptual approach to providing services, and the philosophical underpinnings of
the intervention.

For evidence-based and innovative services, consider:
•

What services, interventions, or approaches will achieve the philosophical principles
and desired outcomes for serving children and families?

And for essential functions and core activities, consider:
•

What core activities must be provided to support high-fidelity implementation of
services?

The goal is to develop these three linked sets of well-defined change descriptions—from
vision to practices to essential functions and core activities. As we all know, it is not enough
to say, “Let’s involve families more.” This vision will be implemented only if we are very
clear about what it will look like at multiple levels and what we will need to do as an
organization to “make it so.”
Display Power Point slide 10: Translating System Change to Real-World Practices.

Slide 10

Review slide and say,
Systems don’t change, people do. Ultimately, the What is a set of clear behaviors and
ways of thinking.
National Child Welfare Workforce Institute
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•

Change the thinking and behaving of human service professionals so that they more
frequently create positive outcomes for children and families.

•

Change the thinking and behaving of administrators in organizations so that
structures, cultures, and climates change to support new ways of working.

•

Change the thinking and behaving of system directors, policy makers, and funders
to support implementation and achieve outcomes.

Display Power Point slide 11: Translating System Change to Real-World Practices. (Note:
This slide is a continuation of the previous slide.)

Slide 11

Cover the material on the slide and say,
Eventually, NIRN would suggest that we get to a set of practice profiles.
Display Power Point slide 12: Practice Profiles.
Practice Profiles
 Operationalize program or practice features
 Describe implementer behavior at each level of the
system
 Link guiding principles with interventions, services,
and core activities
Critical Component

Ideal
Implementation

Critical Component 1:
Description

Description of
implementer
behavior

Acceptable
Variation

Unacceptable
Variation

Unacceptable
Variation

(Adapted from work of the Heartland Area Education Agency 11, Iowa)
(National Implementation Resource Network, 2010)
Leadership Academy for Middle Managers • www.ncwwi.org
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Slide 12

Say,
This slide demonstrates the depth and specificity that can be useful in the
implementation process. Not to worry, we will not be asking you to go there today, but
some clear method of specification will be very useful as you work on your Change
Initiative.
Display PowerPoint slide 13: Where to Start?

National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

13

Module II: Leading Change

Slide 13

Say,
Perhaps you are feeling a bit overwhelmed by the task of specifying the What.
Fortunately, we know a great deal about the building blocks of effective interventions.
We don’t have time to do a full workshop on program intervention development; perhaps
some would be interested in a peer-to-peer activity on this topic later. Still, at the basic
level, good interventions build on the evidence about:
•

The nature of the problem we are hoping to impact.
o

•

To use our example of Terry’s Change Initiative, how prevalent is father noninvolvement? What other problems does this cause? What are the
consequences?

The risk and protective factors for the problem and the theories about “why.”
o

What are the common explanations for the problem, or the avoidance of it?
Again, using Terry’s example, what characteristics of families, children,
parents, and child welfare systems predict father non-involvement? We would
like to interrupt potential causes and support positive enablers.

Key features of known interventions:
•

Theories about how change occurs specifically with this problem, or if no
interventions exist, with relevant other problems.

•

The practices that have been used to intervene and the evidence for success of those
practices.

•

The system supports required to sustain those practices.

We do have resources to guide our thinking about change in child welfare. Whether your
initiative is focused on using a known intervention, or focused on building one, getting
out and listening to what others are thinking and doing is critical.
Say,
Now you will have an opportunity to search the web for information supporting your
Change Initiative. I want to provide some information about resources that will be
useful to you in your work.

National Child Welfare Workforce Institute
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9:00–9:25 a.m.—Surfing in Service of the What
Say,
We have many, many available resources for best practices in child welfare. Today, we’d
like to focus on exploring just a few. Each of the National Resource Centers has a
website that organizes information about practice in their area of expertise. The
Children’s Bureau also supports the Child Welfare Information Gateway, a great portal
for accessing information and resources about all areas of child welfare practice. Here
are the URLs for these resources.
Refer to the Handout 2:1 Surfing in Service of the What.
Say,
You also received an email with a Resource List developed specifically for this LAMM
week. You can access this list by going to the NCWWI website home page at
www.ncwwi.org. Under the “Resources” tab, select “Products”; scroll down on the lefthand side of the page under “Products” and select “Reference/Resource Lists”; scroll
down until you see the most recent LAMM Online Resource Packet. On this page you
will also be able to access resource lists for all previous LAMM trainings.
Please do some surfing and searching for information you may not already have on your
personal Change Initiative. The training team will come around to assist you with your
particular search.
Trainer Note: If participants don’t have Internet access on their individual laptops, then take a Change Initiative
and briefly conduct some searches on it, beginning with the Child Welfare Information Gateway. By this time as a
trainer you will know if there is a cluster around a particular topic in the cohort that you could use, or you may
take a volunteer.

Explain,
Once you have located information that seems most relevant for your Change Initiative,
you will need to prioritize the information based on what you think will be the most
valuable for you. Pay careful attention to the evidence for success with the outcomes you
are targeting for your initiative. What are some other criteria for prioritizing
information?
Trainer Note: If not mentioned by participants, suggest that other criteria might include whether the
intervention has been used with a particular target population, the cost to implement and sustain the intervention,
the educational or professional development requirements for staff, and whether the intervention has been
“manualized”—are protocols or training curricula available?

Take a few answers from the group, then say:
You also may have some partners who can help you with this effort of searching and
sorting. Some of you have partnerships with philanthropic groups or child welfare
organizations that may have knowledge resources. Many of you have partnerships with
a local university, whose faculty and interns at your agency are a great resource. The
National Child Welfare Workforce Institute
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point is to cut a wide swath through the available research so that you fully understand
the “what” and the implications for implementation.
If people worked individually, say:
Let’s come back together as a group. Did you find some interesting things? Perhaps you
can share some of your findings with others who may be working in your area. We hope
our discussion of NCWWI activities, partners, and resources provides you some sense of
security that you are not alone. Unlike our isolated struggles of just a decade or two ago,
we are now part of a large capacity-building system that you can access for resources
and support.

9:25–9:30 a.m.—Introduction to CW T/TA
Display PowerPoint slide 14: T/TA Network—Functions.
T/TA Network - Functions

A Service of the Children’s Bureau, a Member of the T/TA Network

Slide 14

Say,
As participants in the LAMM, you are now part of the “Network.” The Children’s
Bureau’s Training & Technical Assistance Network provides states and tribes with
information, training, technical assistance, research, and consultation geared to
achieve sustainable systemic change that yields improved outcomes for children,
youth, and families.
Display PowerPoint slide 15: Implementation Centers—Geographic Service Areas.
Child Welfare Implementation Centers
Established in 2008
Part of the Children’s Bureau Training and Technical Assistance Network

Slide15

Say,
We’re spending this time talking about the T&TA Network to emphasize that you are
now part of a capacity-building system that you can access for resources and support.
National Child Welfare Workforce Institute
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Some resources may be helpful specifically for your Change Initiative, and we’re going
to ask you to consider which one(s) that might be when you work on your Change
Initiative. A brochure on the resource table lists the members of the T&TA Network for
your reference.

9:30–10:00 a.m.—Reviewing the NIRN Stages of Implementation
Transition to a discussion on Implementation Stages. Say,
We are now going to review the material on the NIRN stages of implementation. You
had some pre-reading and online work in this area, and so we want to review and
refresh your memory on this. Having these stages in mind as you plan and implement
your Change Initiative will serve you very well.
Reference Handout 2:2 Stages of Implementation.
Show PowerPoint slide 16: NIRN Stages of Implementation.
NIRN Stages of
Implementation





Exploration
Installation
Initial Implementation
Full Implementation

http://www.fpg.unc.edu/~nirn/
Leadership Academy for Middle Managers • www.ncwwi.org
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Slide 16

Cover the following information:
Implementation moves forward through some predictable stages, each of which
addresses important goals that serve to support the next stage. Of course, sometimes we
move on and quickly discover the need to address something we missed in an earlier
stage. The back-and-forth nature of things is normal, unless we find that a team is
stuck in a loop that never moves on. As we review the stages, be thinking about some of
the adaptive leadership skills that may be helpful in each stage.
Show PowerPoint slide 17: Exploration.

Slide 17

Cover the following:
National Child Welfare Workforce Institute
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This stage is often ignored, but it is critical to success. Exploration is the phase where a
team and an organization focus on the need for change, the opportunities and directions,
the resources needed, and the ways that an initiative fits into the larger picture. It is
important to bring the group something to start with—the ideas about the nature of the
problem and possible solutions to explore, which is to say, enough WHAT to focus the
exploration efforts.
The goals of this stage are to:
a) Examine how well a particular model, program, or plan meets the community and
agency’s needs.
b) Determine whether or not it is a desirable and feasible option, or select/build a
better model.
c) Create readiness for change at many levels.
d) Finalize the What and the Implementation Plan.
The Exploration Stage provides an opportunity to honestly and comprehensively
examine adaptive challenges.
Show PowerPoint slide 18: Pop Quiz.

Name the
7 behaviors
of
Adaptive
Leadership

Slide 18

It’s time for a quick pop quiz.
Ask,
Without looking at your notes or handouts, how many of the 7 Behaviors of Adaptive
Leadership can you recall from yesterday?
Get participants to name the behaviors. Record each one on the flip chart.
Now that we have recalled the 7 Adaptive Behaviors, let’s consider which ones might be
emphasized more than others in the exploration stage.
Take suggestions from the group, and reinforce the following:
In the exploration phase, all key stakeholders need to be involved in a sincere and
realistic examination of opportunities and obstacles presented by the Change Initiative.
Exploration is about “thinking together” with multiple stakeholders and constituencies.
Therefore the following strategies are critical:
•

Getting on the balcony

National Child Welfare Workforce Institute
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•

Thinking politically

•

Being open to all voices

Ask,
Who would say your Change Initiative is at this exploration stage?
Tell participants that Handout 2:3 Readiness Planning in the Exploration Stage gives some
good ideas for assessing stakeholder readiness in the Exploration Stage.
Display PowerPoint slide 19: Installation.
Installation
 Selecting and contracting with partner
agencies
 Developing and revising policies
 Developing training
 Developing outcome measures
 Considering staff positions
19

Slide 19

Review the slide and present the following information:
The goal of the installation phase is making the structural and instrumental changes
needed to initiate the service or program. Some examples include:
•

Selecting and contracting with partner agencies,

•

Developing and revising policy,

•

Developing training,

•

Developing outcome measures and data systems, and

•

Considering staff positions.

After break we will be talking about the NIRN “Drivers”—strategies to move
implementation forward. In installation, we are preparing the use of these strategies, so
hold this thought!
In this phase, change is coming closer to home for members of the organization and
community (practitioners, consumers, organizations, communities, and leaders), and
they can see that change is coming.
Ask,
What are some of the adaptive behaviors you discussed yesterday that might be useful
at this stage?
Emphasize the following:
•

Regulating distress

•

Orchestrating conflict

National Child Welfare Workforce Institute
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Summarize with the following:
This is not a comfortable stage, as you are asking people to change their practice, but
the pathways forward aren’t completely clear. In some cases, you are asking people to
change their underlying beliefs about their practice.
Careful planning and great communication will ease some of these responses. People’s
confidence increases when they know the path, and when strategies exist to address
potential concerns.
Ask,
Who would say your Change Initiative is at the stage of installation?
Display PowerPoint slide 20: Initial Implementation.
Initial Implementation






Do the “What”
Learn from mistakes
Continue buy-in efforts
Manage turnover and frustration
Manage expectations and the change
process

20

Slide 20

Say,
In this stage, the strategies for making the change are put into action in a complete
way. The stage may feel like the move from learning to drive in a parking lot to driving
in rush hour on the interstate.
During this stage our goals are to:
•

Do the “What,”

•

Learn from mistakes,

•

Continue buy-in efforts,

•

Manage turnover and frustration, and

•

Manage expectations and the change process.

Practitioners, supervisors, managers, system partners, and others involved in the
innovation must learn how to perform and relate to the new way of doing things. In this
phase, the organization is not very good at the innovation. There are missteps and
frustrations. People are learning and, as a result, feeling unexpectedly inadequate.
Those with a short-term orientation see the innovation as having failed. Resistance may
intensify.
Ask,
What are some of the adaptive leadership behaviors that may apply well to this stage?
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Emphasize the following:
•

Regulate distress

•

Orchestrate conflict

•

Be open to all voices

•

Hold steady

This stage is not for the faint of heart! All of your leadership skills come into play. Many
innovations die in this stage; thus, it is the job of the Implementation Team and leaders
to keep the vision alive. The Implementation Team needs to lead in a calm and
determined way. They need to use all of their clinical and management skills to help the
organization deal with the difficulties of change and focus on the desired goals of the
innovation. They need to stay the course and maintain a sustained leadership message.
You also need to continue to cycle back to mini-exploration, planning, and installation of
responses to deal with unforeseen issues. Learn from mistakes and focus on developing
system solutions rather than having individuals or small groups adapt in their own
way. Set up regular feedback loops with the field (engage the field in providing
feedback) so you can attend to implementation challenges in a timely way, not allowing
them to grow or become entrenched.
Display PowerPoint slide 21: Full Implementation.

Slide 21

Cover the following information:
You know you have reached full implementation when at least 50% of your workforce is
working in the new way faithfully. This may sound easy to accomplish, but in
organizations with high turnover, workforce development becomes a critical issue to
maintain the innovation in the organization. For existing employees, the focus is on
maintaining the innovation and avoiding “drift.”
Full implementation integrates the new learning and ways of working at all levels of
the system. People feel more competent and confident. Things are not chaotic; instead,
we see that organizational processes support doing the work in the new way.
The goals of the full implementation stage are to:
•
•

Maintain and improve skills, activities, and linkages throughout the system,
Ensure that components are integrated and fully functioning,
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•
•
•

Ensure that skillful practice is being demonstrated by front-line staff, supervisors,
and administrators,
Guarantee that changes in policy are reflected in practice at all levels, and
Evaluate for outcome achievement.

All along the way, you have been using data to understand the need for the change, to
support your decisions about the “What,” and to track short-term outcomes during
initial implementation. Once the implementation is fully underway in your
organization, you can ask essential, outcome-oriented questions: “Does this change
result in positive changes for children, youth, and families?”
As most of us have experienced, nobody loves tinkering with an innovation better than
child welfare professionals! Indeed, most organizations experience great pressure to
change the innovation multiple times to respond to short-term difficulties or the need to
“make it our own.”
Resist this urge! If an innovation is well-grounded in existing knowledge, well- planned
and well-executed in the installation and initial implementation stage, and wellassessed in terms of various levels of outcomes, then let the process roll. Don’t change
the intervention until you know how and why you need to change it.
Say,
All the adaptive behaviors are useful, of course, but perhaps most useful are:
•

Give the work back to the people

•

Hold steady

Display PowerPoint slide 22: Innovation.
{Innovation}
 Using data and practitioner experience,
identify ways to improve the practice
 Experiment judiciously by carefully
designing program changes
 Make sure you can tell if the new practice
works better!
 Make sure that if it works, others can
replicate with faithfulness
22
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Cover the following:
Innovation: Do it right before you do it differently. Use your careful assessment of
outcomes to decide whether the innovation is working. Use data to sort out what may be
interfering in achieving outcomes for some groups of clients. Use these careful analyses
to design experiments in changing the innovation. Adaptation may include
customization for particular cultural contexts or geographical communities.
Have fun with experimentation. You are discovering ways to move the field forward and
increase effectiveness. Still, have a way to assess whether the experimental innovation
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is performing better, worse, or the same as the original What. Make sure that the
experiments are well articulated with clear practice standards, and so forth.
What are the adaptive behaviors for innovation? This is a time when you need to pay
attention to the balance between flexibility and control shown in the NCWWI leadership
model. You need to walk the tightrope between:
•

Hold steady, and

•

Innovation.

Display PowerPoint slide 23: Sustainability.
{Sustainability}
 Ensure funding streams are in place for
services and infrastructure
 Ensure high fidelity and positive outcomes
through infrastructure improvement and
maintenance

23
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Say,
In the sustainability phase, innovation is clearly built into how the agency sees itself
and how it goes about its work. New things may come along and be integrated, but the
core features of this innovation remain. The agency very carefully considers any
challenges to these core features because the innovation is no longer an innovation, but
a way of working. This contrasts with many of our agencies, where approaches and
interventions come and go “as the pendulum swings.”
The seeds of sustainability can be found in all of the stages. The exploration stage is
especially important because the innovation needs to be conceptualized in a way that
fits into some core values and long-term trajectories for the agency.
The goals of sustainability are to:
•

Ensure funding streams are in place for services and infrastructure, and

•

Ensure high fidelity and positive outcomes through infrastructure improvement and
maintenance.

After the break, we will talk about the NIRN “drivers,” the sets of strategies that help
us structure implementation plans. We will also drill down into some specific strategies
that are useful in the exploration and installation phases of work.

10:00-10:15 a.m.—Break
Trainer Note: Logistics team will toggle to “Children and Pets NIRN Stages” PowerPoint presentation for break.
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10:15-11:00 a.m.—Implementation Drivers
Display PowerPoint slide 24: NIRN Implementation Drivers.
NIRN Implementation Drivers
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24

Cover the following information:
Welcome back! We are going to finish up our initial work on NIRN by spending some
time on implementation drivers. As NIRN thought leaders reviewed the evidence for
effective implementation strategies, they organized these strategies into key categories.
You see the three dimensions of implementation and drivers for each dimension
illustrated in the triangle here on the PowerPoint.
Considering the drivers requires us to use multiple implementation strategies and
leadership skills in an organized, thoughtful way. Much of what we are discussing this
week connects to the various drivers. The NIRN website also has a great deal of
information on the drivers and on specific strategies for each one. You may wish to
explore that information more fully as you design or trouble-shoot your Change
Initiative.
We’ll start by looking at two of the three kinds of drivers, and then we’ll get to the third
type of driver. The first two are:
•

Leadership drivers: As we have discussed, leadership drivers include methods to
manage technical problems and deal with adaptive challenges—along with all the
other skills we are working on this week.

•

Competency drivers: As we know, agencies need competent and committed people to
carry out the work. Agencies need systems in place for selection, training, coaching,
and performance evaluation to assure those competencies.

Display PowerPoint slide 25: Selection of Staff.

Slide 25
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Say,
Selection of staff. Here we focus on the core characteristics and beginning skills
required to do the job well.
In child welfare, we can’t hire an entire new staff team to deliver a service innovation.
But, because our turnover is often high, we can pay attention to the characteristics we
need as we hire new staff. We can attend to the values and skills emphasized in the
entry level training. We can engage local schools of social work in educating staff to the
new skills or values.
Display PowerPoint slide 26: Training.

Slide 26

Say,
Training: What skills must be trained in the workplace to enable all levels of the
workforce to implement the change in practice?
How many times has your agency rolled out a practice by training caseworkers without
training supervisors? Or middle managers? It’s important to find a way to train across
levels of the organization. Attention to this driver would lead us to more comprehensive
training approaches.
Display PowerPoint slide 27: Coaching.
Ask,
How many of you use coaching now in your agencies? Let’s see an example.
Show video clip titled “Coaching Works.” Continue with reviewing the content on the slide.

Slide 27

Say,
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Coaching: In this context this means systematic, on-the-ground facilitation and support
for doing something differently. Training alone will not accomplish the practice shift you
seek.
The training literature indicates that we may only retain 10% of learning from
traditional training, perhaps a little more from strong skills-based training. To
implement these skills effectively, we need to coach workers as they transfer skills to
the workplace. Coaching increases skills transfer to the job to almost 80%. And it
increases worker retention (Aarons et al, 2009). Supervisors are in good positions to
serve as coaches. How strong is their knowledge of the practice? How good are your
supervisors’ coaching skills? Is coaching or technical assistance available for other key
players, such as those who are making the budget side of the intervention work?
This is the reason we have coaching sessions available here at the training, and we’ll
have peer-networking events as you work on your Change Initiative. You also may want
to think about anyone you know who might be a great coach for you as you lead this
Change Initiative.
At the top of the triangle we have Performance Assessment. When thinking about
competency drivers we are talking about staff performance.
Display PowerPoint slide 28: Staff Performance.
Staff Performance
 Do we need to revise
performance evaluations to
include competencies & skills
specific to this initiative?
 Assess individual skills
 Use assessments to increase
skills
 Staff assessment AND
organizational assessment
 Celebrating accomplishments
consistently, ongoing
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Say,
Performance evaluation: Unless individual workers’ skills are assessed, and the
organization uses those assessments to help increase skills, and the organization values
and rewards competence in those skills, changes in practice are hindered. Unless the
organization routinely assesses its performance, celebrates accomplishments, and
analyzes and addresses delays, innovations are hard to sustain.
Tell participants that on Thursday we will be focusing on specific strategies for workforce
development as we work on the Leading People quadrant of the Leadership Model.
Display PowerPoint slide 29: Implementation Drivers.
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Implementation Drivers
Performance
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Staff
Performance
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Performance

Integrated &
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(Fixsen & Blase, 2008)
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Continue the presentation.
Say,
Finally, the third drivers are organization drivers. To track the effectiveness of the
implementation, we need to have organizational infrastructure in place. When the
organization supports the new practice or the Change Initiative, people are more likely
to implement it and sustain it.
Again, at the top of the triangle we have Performance Assessment. In this case, when
we are thinking about organizational drivers, we are talking about program or
organizational performance.
Display PowerPoint slide 30: Program Performance/Data-Driven Decisions.

Slide 30

Say,
Program Performance/Data-Driven Decisions: These systems include fidelity measures
(Are we doing the What?), quality assurance approaches, consumer satisfaction
assessments, and other measures of implementation, in addition to measures of client
progress and outcomes.
Display PowerPoint slide 31: Facilitative Administration.
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Slide 31

Say,
Facilitative Administration: Administrators give special attention to policies,
procedures, structures, culture, and climate to assure alignment of these organizational
components with the needs of practitioners.
Display PowerPoint slide 32: Systems Intervention.

Slide 32

Say,
Systems Intervention: Systems interventions are strategies to work with external
systems to ensure the availability of the financial, organizational, and human resources
required to support the work of the practitioners.
Display PowerPoint slide 33: Integrated and Compensatory Approaches.
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Introduce the concept of integrative and compensatory approaches. Say:
One of the most important features of the NIRN model is the emphasis on the fact that
implementation approaches need to be both integrated and compensatory. Organizations
are dynamic and have varying constraints on their ability to implement some of the
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drivers at particular points in time. We need a comprehensive implementation plan that
is grounded in reality.
It would be a mistake to view implementation of the drivers as a purely technical
challenge (right driver, right stage), since implementing well calls for the adaptive
creativity of developing the long-term implementation plan in the face of agency reality.
The various driver strategies must be well integrated with one another in creative ways.
Display PowerPoint slide 34: Integrated.
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Slide 34

Integrating the drivers means that purposeful use of all the drivers during
implementation increases the likelihood of successful change. No one driver alone—or a
single driver that we rely upon overly—will create a sustainable systems change.
How does training link to facilitative administration? How do data systems inform
coaching strategies? How can supervisors be prepared to link training, coaching, and
facilitative administration into a supervisory model? Attention to these types of
relationships results in integration.
Display PowerPoint slide 35: Compensatory.
Compensatory
Using the strengths of
one driver to
overcome or assist
with identified
weaknesses in
another driver.

Slide 35

Furthermore, the drivers must compensate for one another in the real world. If we
analyze the use of drivers in our Change Initiatives, we are likely to identify some
strengths and some weaknesses. How can we use the strengths of one driver to
compensate for the weaknesses of others if we have no control over those weaker
drivers? If we don’t have vacancies or new positions and so can’t hire people with new
skills, how must we organize and enable training, coaching, and facilitative
administration to support specific new skills? If our leadership is strong and our data
systems weak, how must we lead? If others resist changes in policy, how might we use
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data, training, and leadership to move the organization forward? What if the legislature
doesn’t really give us the budget we need to implement the new practice? Then we need
to compensate with one of the other drivers.
Thus, the approaches must be integrative and compensatory.
Conduct a large-group discussion. Ask,
Thinking about Terry’s Change Initiative on engaging fathers, what can Terry do to
impact the selection process? For example, what about having interview questions that
probe prospective job candidates’ values about fathers?
Ask,
What happens if the selection process is rigid and Terry doesn’t have the capacity to
change it, or if there’s no turnover?
Try to elicit the following points:
•

Terry could work with the training unit to include more focus on Engaging Fathers
in pre-service and in-service training. They could train supervisors to coach the new
skills (training and coaching).

•

Terry could work with the Personnel or Human Resources department and with
supervisors to include indicators related to engaging fathers in the performance
evaluation process (performance assessment).

•

The agency could develop a Learning Circle process for supervisors and workers on
engaging fathers (facilitative administration).

Summarize with the following:
We don’t have the power to impact all of the drivers, but we do need to promote an
integrated, systemic approach where the components are aligned and support each
other. When one part of the system is weak (or out of your sphere of influence), you can
compensate by strengthening another component.
Refer to Handout 2:4 Strategic Analysis of the Implementation Drivers and say,
This is an example of part of a very useful tool developed by NIRN and some of its
collaborators. We want to give you a few minutes to start thinking about the drivers and
your Change Initiative. You won’t get through it completely. Thinking through this
handout when you get back to your agencies, and with your teams, might prove useful
in moving your implementation along.
Give participants 5 minutes to review the handout.
Display PowerPoint slide 36: Key Features of the NIRN Model.
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Slide 36

Acknowledge that we’ve covered a great deal of material so far and they may have many
questions about how this information applies to their individual Change Initiative. Suggest
that if they would like to have further discussion or coaching on this, they should sign up
for an individual coaching session with one of the trainers.

National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

31

Module II: Leading Change

Unit 7: Communicating and Implementing the Vision
Training Competency
7: Able to establish, communicate, and implement an organizational vision in a
continuously changing environment based on a personal vision that guides
practice and professional development.

Objectives
7a. Refines and communicates systems Change Initiative vision statement.
7b. Demonstrates an effective communication strategy for influencing key partners regarding
a Change Initiative.
7c. Creates and communicates a personal vision that guides practice and professional
development.

11:00-11:20 a.m.—Leader’s Role as Keeper of the Vision
Provide a context for the training as follows:
As we transition into working on the vision, we remain focused on the quadrant of
Leading Change. Inherent to this domain is the ability to engage people in the change
by establishing a vision that can keep people centered in a continuously changing
environment—the whitewater of implementation.
Introduce the leader’s role as “keeper of the vision” with the following statement:
Yesterday we talked about leadership as an activity; it’s motivating others toward a
common goal through a combination of values and actions. Now, we want to spend some
time thinking about values, communicated through a vision, and how these important
concepts apply to you and to your Change Initiative.
As a leader, you are the “Keeper of the Vision” and you also have the role of
“Communicator” of that vision in a way that keeps it alive and inspires others. Of
course, the shared vision we keep and communicate is the mission for the agency—for
child welfare. The vision for your Change Initiative will be an aspect of this mission.
Your conviction and passion for the Change Initiative will both bring people on and
carry them forward. In our work this afternoon, we are going to think about how vision
has the power to unite and galvanize a community of people to make meaningful
change. Vision also has the property of keeping people centered and helping them stay
upright in the whitewater of implementation.
Display PowerPoint slide 37: The Power of a Shared Vision.
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Slide 37

Tell participants:
“When people truly share a vision they are connected, bound together by a common
aspiration. Personal visions derive their power from an individual’s deep caring for the
vision. Shared visions derive their power from a common caring.” (Senge, 1990).
Ask the group: Which words jump out at you in this statement?
Examples to elicit and comment on include:
Connected/Bound Together/Shared/Common: These words get at the need to create
“resonance.” We achieve resonance when people find their own vision and when their
personal vision is closely linked or resonates with:
•
•
•

The vision of the organization.
The vision driving the work or initiative.
The vision of others embarking on the same work.

Resonance (between personal vision and the organizational or Change Initiative vision)
is what brings out the best in people. Resonance taps people’s passion and inspires them
to bring their whole self to an initiative. It deepens their connection to the organization
and inspires them to work past barriers, to be creative, and above all to sustain their
own motivation. Self-directed change is stronger and more enduring than simple
compliance. Without shared vision, the other drivers for implementation are not going
to be enough. For example, for workers to genuinely listen to the fathers they invite to
team meetings in Terry’s organization, they’ll need to believe that fathers matter.
Listening to fathers has to resonate with their own values so that they can be
committed to push forward and try new and uncomfortable practices.
An individual’s “deep caring” gets at the heart of our next piece of work together: to
name our individual vision and mission and make the link to the larger vision and
mission of the agency. Leaders who successfully harness vision in leading initiatives
and organizations not only “keep” the vision, but bring it to life with others through its
resonance with their own aspirations.
Display PowerPoint slide 38: Vision should be . . . .
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Vision should be….
 Clear
 Compelling
 Resonant

37

Slide 38

Successful Visions are Clear, Compelling, and Resonant.
Later this morning we’ll talk about the shared vision of Terry’s Change Initiative and
spend some time on the vision statement you prepared as part of your pre-work. First,
though, we want to step away from the Change Initiative to emphasize the personal
vision. Please refer to Handout 2:5 Personal Vision Statements.
Please look at question number 1. I will read the question, and I want you to write down
the first things that come to mind; don’t edit or rewrite what you’ve written or worry
about what others will think or say, because this first draft is for your eyes only. It’s
“Version 1.” Here is the question:
What is your personal vision? What is the driving force in your life?
Trainer Note: Allow sufficient time for the typing to end before going on to the next question.

Say,
Now we turn to Version 2. Take a look at your first expression of your purpose. Now
that you have the raw material take some time to “wordsmith.” What do you want to
emphasize (keep in)? What can you take out so that it gives more power and emphasis
to the most important parts? Is anything missing that, if you added it, would make this
more your own unique expression? Now spend the next few minutes to rewrite your first
version. When you are done, write your personal vision statement on one of the file
cards at your table. Later, you will have the opportunity to share this version with an
activity partner.
Trainer Note: When participants seem to be done with the typing and writing, ask them all to stand. Pair
people up with the following instructions. For the sake of time ask a trainer or coach in the room to join a
participant if you have an odd number of participants.

Say,
I am going to challenge and invite you to pair up with someone you have not spoken
with or someone you do not know well. Bring your file card and find a spot in the room
where you can face one another and hear one another, but still have some privacy.
[When people get to their places] Say,
Now that you have a spot and a partner, you will each take a turn as a speaker and as a
listener. Your instructions are to take turns reading your file card to each other. Please
do this exactly as I say: Look at your partner, introduce yourselves, and retaining eye
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contact, each partner should read the card once just to get the nervousness out. Then
pause, and read it again. When you are speaking, your job is to convey your vision in a
way that is clear, compelling, and resonant. When you are listening, your job is to just
be open. Suspend that critical mind. Instead, pay attention to the moments when your
partner’s statement really connects. What words resonate? Take several turns speaking
and listening and then give feedback to the other person about the words or phrases
that “landed.” Take a moment and each of you refine your statement, leaving in those
phrases, because they are the ones that make the statement clear, compelling, and
resonant. Delete any words that didn’t really connect. Then do it again.
You’ll have about 5 minutes to each take your turn in sharing your statement and
giving feedback and then another 5 minutes or so to refine that statement and share
with one another once again. Once you have both had a turn to speak and to listen, and
to share feedback, return to your table.
Large-Group Debrief. Say:
Before we discuss, take a minute to go back to the handout and enter this third version,
which comes closer to capturing what’s most important to communicate.
Ask for Volunteers:
•

What was it like to share your statement? What was it like to listen? Where did you
find resonance?

•

What words did your partner use that you found compelling or that most resonated with
you?

•

What was most compelling about your partner’s vision? What did it tell you about your
partner? What’s most important in your partner’s life?

Elicit specific examples and link to use of language to be clear and convincing in
preparation for the next piece of work.
Trainer Note: Capture some of the key shared visions, such as family, connections, home, safety, spiritual life,
making a difference. Underscore the emotional connection conveyed through our language that invokes values and
shared aspirations. Reinforcing the evocative language in this activity will help people refine their statements.

11:20–11:40 a.m.—Group Change Initiative (Terry’s Vision Statement)
Thank the group for their work and move to looking at the vision statements for Change
Initiatives as follows:
Say,
Let’s take a moment to build a bridge between the experience we just had and the
experience we want people involved in our Change Initiative to have. Remember that
leadership begins with self-knowledge. It’s an inside-out process. Holding, knowing, and
being clear and confident in your own purpose in life helps you, as a leader, engage that
same vision in others. When your personal vision resonates with the shared vision of an
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agency or initiative, you will bring your best self forward to the work. That also is true
for others. Does your Change Initiative have a vision or value statement that taps
universal core values? In this next section you’ll learn how to create a statement like
that. To learn how, we’ll start with the group Change Initiative.
Look at Terry’s initial vision: Engaging Families Means Engaging Fathers. What are
the values you pick up from hearing that statement?
Share the following:
Most of your agencies have a mission statement that covers all your programs, but a
shared vision statement for a specific Change Initiative serves a different purpose. An
agency mission statement captures all the work we are engaged in together. A vision
statement evokes a deeper meaning than a mission statement or a goal and in this case
is specific to the specific initiative. Terry’s vision statement, for example, has a clear
link to the mission (at least to “insiders”): to accomplish permanency, safety, and wellbeing, we are all about engagement, and we need to bring in fathers as well as we bring
in mothers.
A shared vision is based on shared values, communicated in a manner that inspires
others. Those common values link to the shared vision. When we move from all that
initial excitement in exploration to confronting the hard work of implementation, vision
statements keep us going. The vision statement reminds us that we are on a journey to
a new place, a new way, and most importantly, new results. It may not include the
details of why and how, but taps the core values underlying the why and how. It keeps
us on the right track.
Present information about the essential components of a vision statement.
Display PowerPoint slide 39: A Shared Vision Statement.
A Shared Vision Statement:
 Evokes universal values and principles
that guide behavior
 Provides a sense of the future
 Appeals to the deepest desires of
individuals
 Speaks the language of optimism and
hope
 Inspires self and others
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Review the information below:
A shared vision statement:
•
•
•
•
•

Evokes universal values and principles that guide behavior
Provides a sense of the future
Appeals to the deepest desires of individuals
Speaks the language of optimism and hope
Inspires self and others
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The most effective vision statements are a blend of our cognitive abilities—the rational
and the imaginative, the concrete and the creative. Sometimes, they use the language of
imagination, using metaphors and colorful language. The Practice of Adaptive
Leadership characterizes this as “reaching people above and below the neck.” We like to
say “to the head” and “to the heart.” In other words, what appeals to reason and
rationale, and what engages our heart and feelings?
Present information about what a vision statement is NOT.
Display PowerPoint slide 40: A Vision Statement Is NOT.

Slide 40

Review the “don’ts” with the group:
•

We don’t want a vision statement that tries to capture every nuance of the policy,
law, and bureaucratic elements within our initiative. Think about the change
drivers discussed this morning. Setting up a successful implementation plan means
positioning the drivers so that within all of the “moving parts” of change, people can
make both technical and adaptive changes. This means that the vision statement
has to transcend the everyday. Keeping the vision “above the ground,” pulling the
practical matters “upward,” is the function of visioning.

•

We don’t want jargon or acronyms that will put off or keep out potential partners. As
we try to break down silos, our jargon will have to go.

•

We don’t want to contradict or change the agency mission. If there is a fundamental
conflict between the vision of the new initiative and the organizational or
community mission, the discrepancy needs to be explored and resolved during the
exploration stage.

•

We want this vision statement to live: to be something that people can say and
explain in an elevator ride. We want a statement that is so punchy and to the point
that a wide range of people can say it, and make it real for others. For that reason,
short and sweet, or short and strong, works best for vision statements.

We are going to do some work on Terry’s vision statement first, and then we will return
to this handout so that you can use it to work on the vision for your own initiative.
Review the group Change Initiative vision statements.
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Display PowerPoint slide 41: Examples of Vision Statements for the Group Change
Initiative.

Slide 41
Trainer Note: Feel free to modify the remarks below based on the group’s actual discussion.

Say,
We have talked a little bit about Terry’s initiative. As we discussed earlier, the values
are right in the group’s first attempt, but the use of the word “engagement” might make
sense only to social workers, teachers, and corporate organizational development gurus.
And the word “support” makes people think about child support—not necessarily the
best way to engage dads.
Ask,
•
•
•

What do you say in your organizations about the importance of engaging families,
and in particular the importance of engaging fathers?
If you were sharing an “elevator speech” about this Change Initiative, what does this
vision statement summarize about what’s most important?
Does it appeal to the head as well as to the heart?

Facilitate a large-group discussion by pointing to the PowerPoint and referring back to the
Questions to Create a Vision Statement. Instruct participants to think about the group
Change Initiative vision statements. Ask,
•
•

Does one of them more effectively communicate the “greatest strengths” or the
“outcomes”?
Do these vision statements use effective metaphors and colorful language?

Invite the group to think of additional vision statements for Terry’s initiative, building on
the feedback. If time permits, have another trainer write up the proposed vision statements
and hold a vote of “oohs” and “aahs.” The winning statement will be the one that gets the
most verbal response from the group. Encourage people to “ooh and ah” out loud, so that we
can gauge which statements really resonate across our differences.
Trainer Note: As the group generates ideas, refer to ideas that other groups have had, such as “Father’s Day”
and FAIR: Fathers Are an Important Resource.
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After several minute of discussion, transition to discussion about the participants’
individual Change Initiative vision statements. (They may not have a written vision
statement yet, but they can talk about what they want to achieve.)

11:40–12:00 p.m.—Individual Change Initiative Vision Statements
Say:
Looking back at your pre-work, we asked you to make an initial run at crafting a vision
for your Change Initiative. You may have discussed this in conversation with your coach
as well.
Refer to Handout 2:6 Crafting a Vision
Take a moment to look at Handout 2:6. Enter in your initial idea for a vision statement
for your Change Initiative.
Review your Change Initiative vision statement based upon the discussion and a review
of the questions on the handout.
Say:
Now we’re going to take a few minutes to consider the questions on the handout and
make some short notes next to each question as you reflect on your individual Change
Initiative. Your goal is to develop a compelling vision statement that appeals to the
heart and the head. During lunch, you may conduct your own informal “ooh/ah” vote at
the table with your peers, and after lunch, you’ll share your vision statement with a
partner for coaching and critique.
Ask them to spend about 10 minutes revising their vision statements and to use the
questions and sample language to think about how to make their vision statements most
successful as a motivational force in the initiative. Remind them that this vision statement
will be part of their Friday presentation. Also remind them that they will have the
opportunity for coaching during lunch.
Approximately 10 minutes prior to lunch, ask for a few people to share examples. Say:
Who would be willing to share your vision statement? For the rest of you, listen for the
shared values that are invoked in what you hear. Or, if it’s easier, just listen for the
words that land, that elicit “oohs” and “aahs.”
Be sure to select people whose vision statements you consider to be “on track,” so people
have some models for working through their ideas to a good end product. Quickly highlight
what works about those models (for example consider identifying the resonant values, or
refer back to the “do’s” and “don’ts”).
Tell participants to spend some time at lunch practicing their initiative vision statements
with a partner or a coach and come back ready to share.
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12:00–1:00 p.m.—LUNCH
Lunch clip: “Sneaky Dog”
Trainer Note: Logistics team will toggle and press play on YouTube video to start break.

1:00–1:30 p.m.—Individual Change Initiative Vision Statements (Continued)
Trainer Note: As people volunteer to share their vision statements, your role is to coach them in a strengthsbased way so that the statements continue to evolve. At the same time, your coaching follows their “peer
coaching” before and/or during lunch. Using three to five examples will give the group a good sense of what they
are seeking.

Reconvene as a large group and facilitate discussion by framing the presentation of vision
statements, reinforcing the following points:
•

A good vision statement is punchy and creates resonance.

•

A good vision statement can be made to anyone in an elevator and, before the elevator
stops on the 10th floor, the listener can get the gist of the initiative.

•

A good vision statement invites potential partners and stakeholders to join in.

Tell each table group to share among themselves. Ask them to nominate someone at their
table to share their vision statement—one that really works.
Then ask for volunteers to share their vision statements and ask the following:
•

Did the values in the statement resonate with your own?

•

What were some especially effective metaphors or colorful language?

•

If you heard that vision, would you want to be part of the initiative?

If time permits, ask for anyone who would like to get some more input and help with
crafting a vision statement. You may normalize this by recognizing that some of our
initiatives are specialized and may not immediately look like good fodder for visioning, but
remind the group of the technical and adaptive changes conversation. Invite them to think
about visioning as one element of exploring what the adaptive changes may be that
accompany a seemingly technical change.
There are methods and strategies to communicate a vision and create meaning—through
pictures, symbols, or a combination of both.
Trainer Note: Before training, gather up multiple examples of “vision swag”—examples of pens, magnets, bags,
and other items that include an initiative’s vision statement.

Display PowerPoint slide 42: Visual Vision Statements.
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Visual Vision Statements

43

Slide 42

Say,
Here is the Connected by 25 logo. This is a logo for a program to help youth age out
successfully in Hillsborough County, Florida. Connected by 25 (CB25.org) is a partner in
the privatized system of care that helps youth move out on their own while preserving
and creating connections.
Ask,
How does this logo show values and represent what this work is about? (Integration of
the heart, connection, 25 as a crucial age.)
Display PowerPoint slide 43: National Child Welfare Resource Center for Tribes.
National Child Welfare
Resource Center for Tribes

45

Slide 43

Say,
Here is the National Child Welfare Resource Center for Tribes (NRC4Tribes) logo. The
logo embraces the vision of the NRC4Tribes and is rich in symbolism.
Trainer Note: Summarize the information below as taken from the NRC4Tribes website
(http://www.nrc4tribes.org/logo-description/). If there is someone in the training room who is able to speak on the
NRC4Tribes logo, you may invite them to as an alternative option.

Thoughtfully summarize:
“The vision of the National Resource Center for Tribes (NRC4Tribes) is to
facilitate the empowerment of Native Nations to nurture the safety, permanence
and well-being of American Indian/Alaska Native children, families and
communities by offering culturally relevant information, resources and
technical assistance so that the dreams and sacrifices of their ancestors are
fulfilled and honored”. While no logo or symbol can present all tribes, the
NRC4Tribes logo captures certain symbols common to most Native people.
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The NRC4Tribes logo represents a vision of past, present and future, through the
depiction of children, adults and elders encircled by the protective eagle's wings. The
extended family is in the center of the circle to honor the families that the NRC4Tribes
serve. According to some teachings, the West represents the beginning of all life and the
direction of the Spirit World. The family is facing West to honor the ancestors who
continue to help us from the Spirit world.
The circle that wraps around the extended family is created by the eagle's wings and
ancestor spirits. The circle symbol is an important symbol for most American
Indian/Alaska Native people. The circle represents the cyclical patterns of the natural
world: the four seasons – spring, summer, fall, winter; the four stages of life – birth,
childhood/youth, adulthood, elder; the four directions – North, East, South & West; the
four parts of the Self – body, emotions, intellect and spirit and the sacred medicine
wheel.
The Eagle is an important symbol of protection for most American Indian/Alaska Native
people. For many tribes, eagles are considered sacred messengers to and from the
Creator. Eagle feathers are used in many ceremonies and also signify great achievement
and bravery. The Eagle has great vision and the ability to see both far (the big picture)
and near (the smallest details). The NRC4Tribes aspires to be able to see the big picture
of tribal child welfare systems but also see the individual needs of tribal child welfare
agencies.
Finally, we honor the sacrifices that our ancestors made for us to continue on as Native
people and Tribal Nations, through the depiction of ancestral faces within the Eagle’s
wing. The work of the NRC4Tribes is motivated and inspired by our ancestors’ prayers
that their children and grandchildren may live.
Display PowerPoint slide 44: NCWWI.
NCWWI
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Say,
Here’s our logo for the National Child Welfare Workforce Institute. What vision and
values are communicated here? (Examples may include: rejuvenation, value for
experience and new growth, focus on learning, leading, changing as part of how to guide
workforce and professional development, retention and recruitment, collaboration
among many “leaves” of partners, etc.)
Display PowerPoint slide 45: Western Workforce.
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Western Workforce
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Say,
This is a magnet which offers, “A Learning Organization Needs Imagination, Boldness,
and Courage.” It pulls on the values that will motivate people to take the risks
associated with learning organizations.
Display PowerPoint slide 46: “One with Courage”: Texas Children’s Advocacy Center.
p
Learn the signs, share this information, and
be the One with Courage to make a difference.

One with Courage: Texas
Children’s Advocacy Center
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Offer the following:
This is for a campaign to change the way Texas responds to child abuse, centered on the
courage it takes to talk about sexual abuse. What does this evoke in you? In the public?
Do you have to know much about child abuse and neglect to want to join this campaign?
Trainer Note: Optional Activity; Communication Strategies (If you have time from 1:15–1:30 p.m.)
Time: 15 minutes
Lead participants in a discussion of strategies for communicating their Change Initiative as well as more generally
within their agency. Say,
Imagine the vision as a banner under which you and your partners stand. A banner, like a vision statement,
must be shared and available to best serve the functions of unifying and motivating stakeholders. Getting your
message to all current and potential stakeholders is critical. Let’s think about how to “give our vision legs,” or have
our vision inform our strategy about moving forward.
Discuss Senge’s five strategies for creating a shared vision:
Telling: “We’ve got to do this . . . be excited about it.”
Selling: “We’ve got the best answer. Let’s see if we can get you to buy in.”
Testing: “What excites you about this vision? What doesn’t?”
Consulting: “What vision do members recommend we adopt?”
Co-Creating: “Let’s create the future we individually and collectively want.”
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Ask for some large-group response to each of the messages with the following introduction:
Depending on the progress of the initiative you are working on, one or another method to communicate the
vision will be most effective. Let’s walk through these, and although we have spent some time crafting visions, let’s
think about which style of communication (or creation) is most appropriate.
Note: As you go through each style and describe, close the description of the style with a request for show of
hands to see which participants believe this style will be most appropriate for communicating or creating the
vision. Note that people can vote more than once. They may want to keep thinking on this or ask their workgroup
back at home what they think would work best.
Review the key points:
Telling: “We’ve got to do this . . . be excited about it.”
> The leader knows what the vision is
> Inform people directly, clearly and consistently
> Tell the truth about the current reality
> Be clear about what is negotiable and what
Selling: “We’ve got the best answer. Let’s see if we can get you to buy in.”
> The leader knows the vision and motivates others
> Keep the channels open for responses
> Support enrollment, not manipulation
> Focus on benefits, not features
Testing: “What excites you about this vision? What doesn’t?”
> The leader has an idea about the vision, but wants to know organization reaction before moving forward
> Provide as much information as possible
> Make a clean test
> Protect people’s privacy
Consulting: “What vision do members recommend we adopt?”
> The leader is putting together a vision, but wants creative input from the organization before moving forward
> Build in protection against distortion of the message
> Gather and disseminate results
> Don’t tell and consult simultaneously
Co-Creating: “Let’s create the future we individually and collectively want.”
> The leader and the organization, through a collaborative process, create something they share and own together
> Start with personal vision
> Treat everyone equally
> Have people speak only for themselves
> Encourage interdependence
> Use dialog to encourage personal reflection
Discuss other communication methods that may be effective. Say,
One of the steps described in The Practice of Adaptive Leadership suggests that you need to frame your message
in such a way that it strikes a chord—by speaking to their hopes and fears. It’s best to start where they are, not
where you are. Co-creating is intended to do just that—actively engage others so that they help shape the shared
vision.

National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

44

Module II: Leading Change

Unit 8: Implementing Change
Training Competency
8: Able to apply a systems perspective to the process and drivers of implementing
change.

Objectives
8a. Applies concepts of Getting on the Balcony and valuing different perspectives.
8b. Relates the key components of the implementation process (roles and characteristics of
innovation) to the Leadership Model quadrants.
8c. Reviews personal strengths in Strategic Thinking and applies to Leading Change
quadrant of Leadership Model.

1:30–2:15 p.m.—Designing Change Initiatives That Work
Say,
Now you have a vision, and you are going to be using this vision statement to move your
Change Initiative forward. What are you going to do next?
Say,
Research tells us that you should consider critical aspects in relation to your Change
Initiative and how you build the change drivers into your work in order to increase your
chances of success. Remember the rubber band tension between vision and reality that
we discussed yesterday? Now we are going to move from the vision into reality:
outlining concrete steps you can take to move this initiative forward. You can master
sustainable change. You can take concrete steps to increase your odds of success, and we
are going to explore them now.
Discuss the leadership dimensions of the Exploration and Initial Implementation stages of
change. Provide the following information:
Research on implementation science in child welfare has given us more information
about how you can design your Change Initiative at the exploration and initiation
stages. We now know there are four aspects to consider when designing implementation
of a Change Initiative. Research also shows that in designing for successful
(sustainable) implementation, it’s important to pay attention to the design of the new
practice and the roles people play. The more you take these into account in the early
stages, the more likely you will be to succeed.
Present the following information:
We are going to look more deeply into these aspects of designing sustainable change for
the rest of the afternoon’s work before the Learning Circle.
Show PowerPoint slide 47: Aspects of Implementation.
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Slide 47

Characteristics
Thus far today, you practiced the leadership skill of designing and speaking the vision. You
talked about how to identify “the What”—the change that you want to see. As NIRN tells
us, the clearer you are on the change, the greater your odds of successful implementation.
We’ll go into this in further detail later today. By the end of this afternoon you will have
greater clarity on the characteristics of the change you want to see.
Roles people play
Fundamental to implementation is the ability to engage both “internal partners”—
managers, executives, and staff who are competent and committed to the vision and
“external partners”—community stakeholders who have expertise and resources. The NIRN
model outlines the drivers of engagement of internal partners (including training, coaching,
staff selection, performance evaluation, and rewards). Good research has identified the
drivers (engagement approaches) that work for distinct groups of people, and the important
role played in successful change for different people in the agency. We will work on all the
roles needed and how to engage people later this afternoon.
Discuss the aspect, “Characteristics of the Successful Change Initiative,” and review this
with participants. Say,
In the next section, we are going to look at the aspect called “characteristics of the
successful Change Initiative” and explore the research about what makes any particular
innovative practice more likely to take hold in the agency. This information will support
your Change Initiative by basically giving you a recipe for what characteristics you can
use to design your change to make it more likely to be implemented (or to make it
“stick”). I will give you a brief overview and example, and then you will be able to choose
a group to join where the conversation will focus on strengthening one of the
characteristics within your initiative. You may want to keep notes, or “keep score,” as
we go through so that you can identify your own strengths and needs.
Show PowerPoint slide 48: Characteristics of the Successful Change Initiative.
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Slide 48

Refer to Handout 2:7 Characteristics of the Successful Change Initiative. Invite participants
to take notes as we discuss.
Present the information below:
Say,
Research shows that certain inventions, fashions, practices, and policies are more likely
to be accepted than others. Taken together, the qualities that make something likely to
be accepted are called “stickiness.” Continuity, accessibility, ownership, and value are
aspects of an innovation that make it “stickier.” Attending to these is important in the
exploration and installation stages.
This information is critical to your success: Although someone likely assigned you
responsibility for the initiative content, as the manager and leader with primary
responsibility, you have tremendous influence over how you share the message, or
market your initiative.
Show PowerPoint slide 49: Continuity.
Continuity
 Builds on existing values
 Builds on existing skills
 “We already do this…”

49

Slide 49

•

Continuity is the first point. The two key strategies here are to build on core
values and on existing skills. Adults don’t do well with change. We avoid
uncertainty and return to the familiar. Let’s take Terry’s initiative: many people
may be open to and excited about engaging fathers, but others will not.
Sometimes all workers hear is, “Everything you’ve done up till now is wrong.”
When people perceive the message, “It’s all new and different,” they are more
overwhelmed than when they hear that this is a continuation of what they
already know.
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•

In Terry’s case, it is important to identify what the agency and staff are
already doing. Staff are already engaging some fathers and many mothers; this
is an expansion of core engagement skills. It is important to show how this
particular “change” is really an extension of change that was already present:
Over the past several years, most agencies already have expanded family and
non-relative involvement. This move is a continuation of that expansion and
recognition that families have a great deal to offer children when they are
engaged.

Now have participants turn to the handout and note what they have going for them, and
what they could build on (columns 1 and 2). Tell them to hold off on getting detailed about
strategy; we will do that work in small groups in a little while.
Show PowerPoint slide 50: Accessibility.

Slide 50

Accessibility is the next point. By “accessibility” we mean:
•
•
•

Clarity of key components of the practice,
Chance to observe it or try it out, and
Realistic regarding existing contracts, budgets, and caseload size.

Accessibility points answer the question, “Can I do this?” To answer this question, you
must be clear about:
•

Just tell me what to do. As the NIRN model tells you, a critical aspect of
accessibility is clarity on the model. Again, adults don’t like uncertainty. For
example, it is more effective to say, “Here is the four-step process of a family
meeting,” than to say, “Have a meeting.” Be clear about the key components of the
intervention you believe are central to success. How will people behave differently as
a result of this intervention? The more refined and specific you can be, the more
likely people are to try the things you are asking of them. This kind of clarity
matches the NIRN principle of fidelity. Clarity needs to be ongoing, and not just in
the beginning; the details of fidelity will be part of performance evaluation, program
evaluation, training, and coaching as well.

•

You can do this safely. A second aspect of accessibility is the chance to learn
without punishment. As adults we don’t like to feel incompetent, which is what the
early stages of learning anything feels like. We’re more likely to continue doing what
we’re comfortable doing and what is familiar. When we say, “You can do this,”
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related to competency, we are motivating people to try something new despite their
discomfort. This is why the driver of coaching is so important, and why you can’t rely
on exposure in training alone. Expose people to the new practice in a low-risk way.
Set up a chance to observe another worker, or try it out with a coach on a couple of
cases before taking it on with all cases. Support them in learning. Offer the chance
for people to try it out, to observe.
•

You CAN do this. In addition to the competence question, people working in
organizations need to know that they CAN do what we are asking—that the
organization and the system will allow them to do what is being asked. Often in
child welfare we are asked to do more with less. A good and important role for a
manager is to be able to insure that people CAN do the new practice by working
through all of the drivers discussed in our earlier section today. Questions of time,
workload, policy, contracting, money, and so forth, will come up in regard to
accessibility. In your initiative you will likely face some internal and external
barriers that are known, and others that are unknown.

For example, Terry knew that one barrier would likely be that many fathers in his
community work a day shift and can only meet in the evenings, while workers are not
permitted overtime. In working with the agency, Terry had to plan for the issue of
meeting the needs of all parents (not just fathers) who work during the day to promote
engaging families and fathers. Terry and the workgroup needed to install drivers to
allow staff to do what is being asked, and not just once. Terry cannot promise that all
barriers are now lifted, because some are unknown and others reside within staff,
stakeholders, fathers, policies, and so forth.
Other examples of accessibility for Terry:
The father finder offers other stakeholders a chance to watch and learn, and to have a
partner and coach as they work with more fathers, commit to exploring barriers and
stick to your word, make important changes early on, and so forth.
Say,
Now take a moment to jot down ideas about what you have already done and what you
could build on/into the new practice or initiative on your handout. Accessibility means:
•

People know what you are asking them to do.

•

People have some control and latitude about how they “try it out” safely.

•

People have system supports so that they CAN do what is being asked.

Remember the qualities that followers need in their leaders and think about how those
qualities (trust, compassion, stability, and hope) might help you work towards the
accessibility characteristic.
Show PowerPoint slide 51: Ownership.
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Ownership
 People have input and feel that they have
created a piece of the practice.
 Clarity on what fidelity looks like
 Clarity on options for individualization.

51

Slide 51

Ownership: By this we mean that people will be most likely to follow your design
faithfully (with fidelity) if they have some input into implementation. Finding the right
balance between over-specification and under-specification is tricky. Finding ways to
adhere to fidelity factors while letting all staff feel ownership can be challenging, but
ownership is available at all stages of implementation. Give them a menu of trainings to
choose from. A second aspect of ownership is that your implementers are the first to
know where the model fits or doesn’t fit in their office. Give them a chance to share
feedback on how the model is working and where they need more supports.
Ownership is easiest in exploration, for those at the table. As we move through the
stages, creating ownership after a model or initiative has been formed can be trickier.
In our example, Terry faces a challenge in creating a practice where everyone, not just
Terry and the father finder, owns father engagement. Terry and his workgroup decided
that they would support workers in choosing which fathers to begin with, and that the
units could determine how they would partner with and use the father finder. The
ability to control some aspects of the project gave ownership within the implementation
process, but did not threaten fidelity. The effective manager knows her or his context
and has the ability to find moments where individualization will not threaten fidelity.
Again, clarity about key concepts helps here. Some leaders have a knack for creating a
sense of ownership among stakeholders. What are some of our strengths that can be
applied in this quadrant?
Show PowerPoint slide 52: Value.

Slide 52

The next point is Value (to worker as well as to client families). Most often, we introduce
a change by showing how much better it is going to be for clients. Of course you have
selected your Change Initiative because of strong evidence or the promise that it will
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www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

50

Module II: Leading Change
make things better for clients. But when you are talking to workers, supervisors, or
units, these stakeholders also need to know the “WIIFME” factor—”what’s in it for me.”
For example, a recent evaluation of systems of care in child welfare showed that
workers who implemented it liked the following:
•
•
•
•
•
•

Saves time
Reduces uncertainty
Improves the quality of client–caseworker interaction
Improves experience of making a difference
Reduces pressure or feeling of being alone with a decision
Increases effectiveness in review or court hearings

We will go into more depth on the competency drivers when we take on workforce issues
on Thursday. However, here’s a short example: People stay in the work when they feel
that they are meeting their mission and they are valued. In general, people leave not
only when they find that they are falling short on their mission, but when they perceive
that their organization is thwarting them. In crafting our initiative strategies and
taking our visions and work plans to the field, we want to be sure to identify not only
the link to common values and client outcomes, but also the ways our initiatives can
make the work better, if not easier, for those we are seeking to enlist.
Take a minute to jot down some notes on how you can address the aspects of continuity,
access, value, and ownership with your Change Initiative.
Now that we have identified the four characteristics that can make your initiative
successfully “sticky,” take a moment to look over your notes. Choose one of the four
quadrants that you want to develop further or strategize with others. When you return
from break, you will find the room divided into those four areas. We will have groups of
a maximum of five people. If your quadrant has more than five, you will form more than
one group. The groups will meet for 15 minutes to discuss the characteristic you have
selected and to brainstorm together. I will give you more instructions after the break.
Trainer Note: During the break, distribute the placards with the descriptions of the characteristics in four areas
of the room, or in a breakout room, so that the groups have some information to work from in consulting with
one another. The placards say:
* Continuity: build on existing values and skills.
* Value: build on core values and on existing skills.
* Ownership: allow for input and ownership while maintaining fidelity.
* Accessibility: observe and try a new practice prior to full commitment.

2:15–2:30 p.m.—Break
Trainer Note: Logistics team will toggle to “Chalk Guy” PowerPoint presentation for break.
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2:30-3:00 p.m.—Small-Group Consultation
Remind people of the instructions for small groups. Make sure groups are no more than five
people; split the group if it is too big in any one area. Make sure each group has placards
that describe their “characteristic.”
Say,
Now that you are in your groups, use your handout (if you have it) or your notes on the
characteristics of your initiative and refer to the placard for help. Discuss your current
assessment of your initiative on the chosen characteristic. Consult with one another on
how to build on what you have. The trainers and coaches will be available to assist with
coaching during this activity. Please be sure to reach an agreement that allows each
group member to participate. You have 25 minutes to discuss. At the end of our time, I
will ask each group to present one great idea that is generated by your work together.
At 25 minutes, with the small groups still in place, ask each group to discuss one great idea
from their work. Thank the groups and then ask them to return to their tables.

3:00–3:40 p.m.—Roles People Play
Say,
We have done a great deal today. We started with the NIRN Change Drivers and then
moved into vision and on to implementation. In our final piece of work on
implementation, we are going to look at how to “give your strategy legs”—and hands
and heads—literally. We want to use the work to this point to think of engaging all the
stakeholders who can take your initiative forward. Your work in this final section of the
day is to identify the necessary roles and likely responses of your internal and external
stakeholders. We will then revisit some competency drivers again on Thursday morning.
Refer to Handout 2:8 Roles People Play in Implementation
Say,
We are going to look at two different ways to think of the roles people play. The two
models complement one another. Just so it is not too confusing, you will want to look at
Handout 2:8, where you will see a chart that includes a listing on the left side with
Roles People Play and offers you a chance to make notes in the two right-hand columns.
Who do you have, who do you need, and how will you engage them?
Discuss “Roles People Play” and remind people that this information is also on their
handout. Pause between roles to give participants a chance to reflect on who they have and
who they need. Invite the group to make notes in the engagement column as well.
Say,
One way to think about engagement is that different people are likely to “buy in” at
different stages of adoption. Some people are always the first to jump into anything;
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others wait and see. There’s an effective engagement strategy for people who adopt at
each stage. We’ll talk about that first.
Another way to think about roles is the formal role or job function people have. People
across the agency and in the community will be important to the success of your
initiative. How will you engage them? We’ll talk about that second.
Refer them to Handout 2:8 Roles People Play in Implementation.
Display PowerPoint slide 53: Roles People Play 1.
Roles People Play 1
 Early adopters
 Middle adopters
 Later adopters
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•

•

•

Early adopters: These people will engage in the exploration and early installation
stage. They will pick up the enthusiasm at conferences or from articles. Early
adopters are more open to new ideas (there’s even some research on why). You may
engage these folks as your champions, people to try the new practice first and
become advocates in local offices.
Middle adopters: Research shows that most people (almost two-thirds) are middle
adopters. These folks learn from trusted peers as well as—or even more than—from
training. This is where the NIRN driver of hands-on support and coaching is key.
Late adopters: These folks are masters of the coping strategy, “This too shall pass.”
They will wait to make sure that the change is really part of their job. Like others,
later adopters learn from peers and on-site coaching. But they are most likely to
adopt the change when it becomes “the way we do things around here”—built into
performance evaluations and rewarded. This is where the driver of staff evaluation
is so important.

Display PowerPoint slide 54: Roles People Play 2.

Slide 54
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•

•

•

Resisters: These are the people who say, “It’ll never work, we tried this before, we
can’t do this because of workload. . . .” Engage them by asking about their objections,
and then help to address them. As you move ahead, resisters might be your most
valuable champions if they “convert.” If they don’t come on board, they are likely to
leave to work somewhere else when the change gets to the stage of full operation or
sustainability.
Champions: You can’t be everywhere, and the most effective changes percolate up as
well as coming from a top-down process. “Champions” (often early adopters) who are
boosters of the model can be found at any level of the organization and in the
community. Get them on conference calls; engage them in strategies for change in
their local areas. Use their local knowledge to get the word out.
Minders: This is a great job for managers. Not necessarily champions, these are the
people who will be guardians of the practice in budget sessions or other meetings
where the practice might be in need of support. They may not lead the charge, but
they will be present to protect it when choices are made behind closed doors on what
programs to cut, or how to spend leftover funds before the end of the quarter. In this
way they are particularly important for assuring the driver of “facilitative
administrative supports.” Identify possible minders and enroll them in what you
need for success and sustainability at multiple levels. For example, individuals who
attend budget meetings “mind” the practice or initiative at the financial level, while
“minders” who are supervising staff maintain fidelity to the model by creating time
to truly reflect and change, rather than just comply.

Display Power Point slide 55: Roles People Play 3.
Roles People Play 3
 Supervisors
 Managers
 Executives
 Community Partners
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Explain that in addition to the roles in terms of reaction to change, staff at all levels must
play functional and critical roles in a successful Change Initiative.
Say,
Let’s look at some functions and positions, so you can start to imagine who is in these
roles in your organization:
•

Supervisors: Supervisors are your key link to the field. Train supervisors as coaches
and key communicators of the change. They know their own units and how to
approach them. Make sure they understand and are “sold” on the model so they can
sell it to their units. Empower and engage them as partners. For example, find a
way to hear from them what’s working and not working. Do not micro-manage your
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•

•

•

supervisors, but find a way to work in partnership with them and back them up
during implementation.
Managers: As a manager, you or your colleagues may understand best how to “hardwire” the change into agency budgets, staffing patterns, new relationships with
community partners, hiring decisions, data and management information systems,
and quality assurance. Look for ways to embed core components into the agency
hard-wiring in sustainable ways.
Top-Level Administrators and Directors: The field has adopted a key attitude for
survival in this whitewater condition we’ve been talking about. It’s called, “This too
shall pass.” People decide how much attention they need to pay by watching the top
leader to see how deeply he or she is really invested in the change. Call on your toplevel executive to send a strong personal message of commitment. Keep them posted
on progress. Get them talking to the field about it. You will also need your
administrators and directors to help with the organizational supports. Matching
your minders and leadership to the organizational “barrier-busting” that will be
needed can go a long way toward making implementation successful.
Community Partners (family and youth voice, agency partners): As we discussed
earlier, nothing in child welfare happens without community pressure. Build
networks of support and pressure to move the change along from the outside.

Now that we have completed the overview of some of the ways to think strategically
about leveraging the roles people play, take a moment to look back through your chart
and think about engagement. Thinking about your vision statement and the
implementation strategies, what do you see as important engagement strategies for
those you’ve identified in the “roles people play” area of implementation?
Pick a partner to share your initial thoughts about how to engage the people you need to
carry out your Change Initiative.
Now, just for fun, think about the people you are sitting with: Whose strengths would
you like to borrow or imitate to help you achieve what comes next? Not right now, but
while you are thinking about it, plan to let one or more of your colleagues know what
they have offered you already, and how you think you could use their strengths to
advance your initiative.
Trainer Note: Remind them of the coaching opportunities for further discussion with the trainers.
These implementation ideas will be central to getting your Change Initiative going, so
please use our coaches to work with you!
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Unit 9: Learning Circle
Training Competency
9: Able to demonstrate commitment to continuous learning as a leader and
address systems change issues.

Objectives
9a. Applies leadership skills in the area of Leading Change to own Change Initiative.
9b. Reviews and modifies personal development plan in light of mission and implementation
considerations.

3:40–4:10 p.m.—Learning Circle
Conduct a Learning Circle for participants to apply their day’s learning to their
Change Initiative and/or leadership experiences. Remind participants that, as was
the case yesterday, the Learning Circles are an opportunity for them to take the
information presented at this day’s training and apply it to their individual
situations. Refer participants to Handout 2:11 Learning Circle and explain that this
handout reflects questions relevant to the day’s training. Remind participants that
this is a time to go deeper with the day’s material and make it more relevant. Use
the questions to stimulate discussion and feel free to ask for coaching. Move them
into their pre-assigned Learning Circle groups and assign them a location (either in
a breakout area or a corner of the room).
Discuss the questions on today’s handout.
1. Review all of the adaptive change strategies (e.g., getting on the balcony, etc.). Select
two or three that are your strengths, and write about or discuss how you might use
these during the current stage of change of your Change Initiative.
2. Select one of the four aspects of implementation (continuity, accessibility, ownership,
or value) and write or discuss how your Change Initiative can best address the
issues it presents.
3. Who do you see/predict playing a role in your Change Initiative (early, middle, and
late adapters, etc.)? Which roles? How can you and your team best facilitate their
support?
4. What kinds of culture issues will arise or are arising in your organization, and what
kind of facilitative administrative support do you need?
Remind them that each person in the group should contribute to the conversation and
monitor each other so everyone gets a chance to participate. Suggest that one person in the
group act as the timekeeper/facilitator to ensure that everyone participates. Also, suggest
that they consider the content of this discussion when planning for their Friday Change
Initiative Presentation. Remind participants to record pertinent information on their
Learning and Action Plan Journal.
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4:10–4:15 p.m.—Review of the Day
Reconvene the group and conduct a brief review of the day. Ask,
•
•
•
•

What were some significant learning points from today’s training?
What was your “aha” moment?
What would you change about the day’s training?
What would you like more information about?

Show PowerPoint slide 56: Key Points From Today’s Training.

Slide 56

Remind participants to think about which elements of today’s training they’ll want to
incorporate into their Friday presentation and make appropriate notes. Remind them to jot
down their own notes and thoughts about the day in their Learning and Action Plan
Journal. Adjourn the training for the day.
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