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Tip 1: People want to know that you care about what they think than they do that you accept what they think.

Tip 2 The best surprise is no surprise.    
A chief frustration from project teams is that as they develop improvements for the department, fellow staff members seem suspicious of what the team is doing.  Once the team displays their proposal, staff get an allergic resistance to the changes.  So what are ways to increase buy-in and acceptance?  

1. Remember that the staff don’t necessarily have to get their way, as long as they can give their input.

The degree you allow them to give input at key decision points is directly proportional to the acceptance they’ll have once the solution is presented.

2. As part of each team agenda, reserve time to practice ‘planned paranoia’.

What are the ranks suspecting and how can we increase communication or open up input opportunities to keep their fears from growing.  Take the mystery about the team is doing.

3. After crafting a project Aim statement, post it as a DRAFT in a common place and ask them to give their input.

Are we on the right track, is Aim statement important, what would make it better, what would make the Aim statement more clear.  Genuinely invite their input.  Be sure to announce a reasonable end point for the input.

4. ALTERNATIVE:  Don’t assume your job is done by posting.  At first, the staff may need to grow trust the team sincere about their input.  Also, some individuals are slow to share in a collective environment.  Early on, enlist team members to become roving reporters.  Assign each a portion of the workforce to approach and have them go out excavate what their constituents think about the Aim statement, causes, or whatever the team is needing input on.  Ask the individual to place their input on the poster or put it up for them.  This raises cultural trust around the change

5. Remember that staff offer input, but it’s the team, along with management validation, that decides what to incorporate into the final proposal.

The ‘team’ considers all the input then makes their best stab at what to include.  This is not a democracy; just a benign, informed dictatorship.

6. After brainstorming the causes (roadblocks) of the problem (causal analysis, fishbone diagram), ask the staff to put their initials by the top three they think should be focused on.

Use the staffs’ votes as a guide to what specifically to work on.  Also invite the staff to add causes the team may have missed.

7. If baseline measures require staff to participate, make it clear what cause it is measuring.  Provide ample instruction on how to complete the information.  

The team may even enlist designated contacts to field questions during the measurement phase.

8. Solutions (or system of solutions) proposed should be posterized and placed in a common place for input.  Leave a felt pen, inviting their input.

Ask prompting questions: what’s missing, what would make this solution better, what other department will be affected or is needed for this solution to work?  

9. Implementation plans can be posted staff asked for feedback on what implementation considerations need to be added.

This is engaging the entire staff’s thinking on the preparation for the change they will have to endure.  What instructions, training etc. and in what timeline need to be put in place?

10. Once the proposal is complete the plan for successful transition is communicated, present it at a kickoff meeting to launching the change.  

Have the team offer a Q&A session.  Tell staff to anticipate chaos, manage the ambiguity, provide feedback to constructively alter the solution to match reality.  

11. Take periodic readings from the staff on how the team’s communication is doing.

The fact that you checked and asks ‘how-we-doin’?” shows you care about what they think and feel.

12. REMEMBER: Management should be given the same opportunity to provide input.
Their guidance, tempering, need to be captured and integrated in order to keep their support to be at 100%.  

Napoleon’s Thirds

Strategies for reducing resistance to change

This was derived from Napoleon.  He discovered there are generally three distinct attitudes in the army (change movement) you to must communicate to.  A third welcome change, a third will never change and a third wait and see who the winner is.  Most efforts are exerted on the third that will never change WRONG.  Focus on the ones who Welcome Change; and those who Wait and See.  The will ‘Never Change’ will then reluctantly change.  Here are strategies to assess each third to aid in customizing the strategy that will make each third move as far as they can go.  Don’t ignore the third ‘Never Change’ camp, just don’t let them absorb most of your change momentum.


1st Third





2nd Third





3rd Third

	Welcome Change
	Wait and See Which Side Wins
	Will Never Change

	Commitment:

1. Assign the competent as leaders

2. Deputize the influential as champions

3. Mobilize the committed as intelligence

4. Involve everyone as changers
5. Fuel their loyalty with early, personal wins

6. Reward learning, even if it is stemmed from failures
	Support:

1. Reduce uncertainty: inform early, often

2. Reduce anxiety: listen, address fears

3. Reduce discomfort: empathize, reassure

4. Sell “what’s in it for them” (tangible)

5. Inspire trust:                     consistency + competence

6. Make sure they are aware of those who ‘Welcome Change’ are winning
	Acceptance:

1. Soften the negative aspects

2. Define disincentives (the alternative)

3. Remain persistent, deeply committed

4. Compromise, negotiate, accommodate

5. Demonstrate successes/new concepts

6. High risk/ reward they lead the change.


One of seventy five tools from a dynamite book on change.  The Change Management Toolkit, WinHope Press (currently out of publication)
