	Day 3

	Change application activity

	

	Purpose: To give participants an opportunity to practically understand how to apply the models of change to a real change process.

	Materials: 1 per group:
· The change application assignment steps
· The high-level milestone plan
· The high-level milestone plan + example
· Root cause analysis template
· Root cause analysis template + example
(Have all the above laid out on the facilitator table for easy access)
· Relevant slides
· 2 Flipchart sheets for each group
· Flipchart pens for each group
· 15 A6 cards per group (for core group)
· 6 A6 cards per group (for solutions)

 
	Room set up:  
Teams of 5 or 6
Easy to work at stations for each team (i.e. have enough space and be visible) – you are welcome to set a station up outside of the room. Not too far away though. 
Have a card on the wall marked up for each group number i.e. group 1, group 2, group 3 etc. This will mark 


	Time 
	Description 

	5 min 
	(Slide showing 10 steps) In plenary introduce the participants to the fact that they are going to be working through a real change for the next 3 hours. Step 1 and 2 have been done for them, they are going to do step 3-7 and step 8-10 will be discussed. Give teams the big picture of how the activity will work. 

	3 min 
	Step 1 and 2: In plenary outline the change that they are going to work on and the purpose of the change (see application activity steps). Ask if there are any other benefits for making this change. Re-iterate how important it is to be clear of the purpose “action without vision is merely passing the time”, and to communicate it. 

	30 min 
	Step 3: Hand out flipchart sheet, pens, 10-15 A6 cards, prestick and flipchart pens to each team. Define who the core team would be for driving the change: Slide 7: Talk about the fact that some stakeholders involved in the change will have high interest in the change and some will have high power or influence, for various reasons. Ask the teams to replicate the 2x2 matrix on slide 7 in horizontal format on a piece of flipchart paper. Each team should then brainstorm who they think will be key stakeholders in this change project, including themselves in the Health Ministry. They should then write up each stakeholder on an A6 card and map them in accordance to their level of interest and power. Note who your core team is! Each team should stick their stakeholder map up. (Plenary presentations will be at the end of the steps). Emphasize that this is the team you need to contract with and get on board before you begin your transformation. 


	30 min 
	Step 4: Use your change model slide to explain that you are now going to move onto step 4 and 5. In order to work out exactly what to change, you need to establish where the problem lies. Hand out the root cause analysis template and the example template. Ask the participants to work through the root cause analysis template to come up with the 2 or 3 key reasons that people are not getting vaccinated. Demonstrate using the root cause analysis example how to keep asking why until you get to the root cause. 

	30 min
	Step 5: Draw the Triple A model: Each group should replicate the Triple A model on a piece of flipchart sheet. Brainstorm possible solutions for each of your causes and test them using the triple A model to decide on which is the best solution. Are these solutions acceptable? Do you have the authority to implement them? Are you able to implement them (time and resources)? Hopefully they’ll end up with at least one solution in the sweet spot. Ask that the groups put their Triple A sheet up next to their core group analysis. 

	20 min
	Step 6: Hand out an example of a change vision and ask that the teams write down their change vision which should involve their chosen root cause and solution. Once they have written their change vision, they should stick it up

	20 min 
	Step 7: Hand out the milestone plan template and the milestone plan example. Ask that the groups develop a high-level milestone plan for the solution that lies in or closest to the sweet spot. 

	30 min 
(5 min per group)
	Presentations: For the presentations, each group should have their stakeholder map, Triple A model with solutions and change vision stuck up as well as their root cause analysis and high-level milestone handouts completed. 
Ask that the whole group go to each groups ‘station’ and listen to the following in each presentation: Who the core change group is, what their root causes of the problem were, what solution they chose to implement, what their change vision is and what the key steps of their milestone plan are.  

	10 min 
	Debrief: Ask the participants what they have learned through doing this activity. Ask for the link between this activity and reality. What normally doesn’t happen in reality? What happens in reality that didn’t happen in the activity? Once again, drive home the importance of buy-in and preparation before implementation. Only at step 8 do we take action. 

	Time marked in facilitator guide 
	Step 8 to 10: These are not part of the activity, you are simply going to talk to these steps using the applicable slides.

	180 mins (3 hours)
	TOTAL TIME TAKEN




	Competitive Paper

	

	Purpose: 
· To highlight how important it is for a leader to get people’s buy in, in a change process. 
· To show how we tend to focus on implementation of the change being the most important phase but the preparation before implementation, e.g. getting buy in from the right people, is crucial to implementation being successful. 
· To show how your attitude to the change is the make or break of transformational success. 
· To interrogate what the leader (person providing the brief) can do to alleviate the resistance so that they get better buy in. 


	Pre set-up: (choose your facilitators carefully if you need to choose a facilitator from the participants. You could be a facilitator of one of the groups. 
	Have a briefing meeting with the 3 facilitators prior to this activity going ahead. It could be the night before or during lunch time. 
Facilitator of group 3 should also be able to make all 3 of the origami shapes. 

	Materials per person
1 mandala per participant (print off hard copy) 
Colouring in pencils to share between 4. 
A set of origami swan instructions (printed per participant.
1 set of instructions for the crab (group 3 participants only)
1 set of instructions for the butterfuly (group 3 participants only) 
1 square piece of paper (15x15) for each participant. Preferably one side in colour and the other white.


	


	Time 
	Description 

	3 min
	Break the large group into 3 smaller groups. Make sure that each group is sitting far enough apart so that they don’t interfere or hear the other groups – especially group 3. 

	1 min 
	In plenary: Ensure that each person has their mandala and colouring in pencils and inform them that they need to colour this mandala in to enter it into a colouring in competition. Tell participants that they needn’t worry why they’re entering this comp, it will become apparent. Group 3 facilitator tell your team that they are the winners and you are definitely going to win this activity. Group 1 and 2 you should be fairly disinterested in what your team are doing – you could even be on your phone. 

	10 min
	They have 15 min to colour in their mandalas (although will only use 10 of these minutes). You can put on some background music and then allow your group to relax into the activity. Facilitator in group 3, you can be most encouraging of what your group is doing. Keep it subtle though and make your compliments specific. Watch the time carefully 

	 
	Instructions are different for each group, read them carefully: 

Group 3: After 7 minutes stop your group and ask that everyone stop their colouring and listen up (be calm).  Inform your group that the rules of the competition have changed. The reason for this, is that the judges are looking for a certain type of spatial thinking and have realized that the mandala activity being 2D doesn’t assess that, whereas making an origami shape in 3D does. You totally understand that this is frustrating, but people make mistakes, and we need to understand. The mandala, totally understandably, is no longer going to be judged. They now need to make an origami shape. 

You have been given 3 choices to produce and you would like your group to be involved in the decision making: the crab, the butterfly, the swan. Encourage them to make the swan based on the fact that a) you know how to make this so you can support them and b) the instructions for the other two are not as detailed. If however there is a resounding vote in your team to make another item then go with it. Or, if one of your team suggests a completely different item because it’s easy and they know how, pretend to phone the competition organizer and then go with that suggestion. Inform them that each correctly folded origami will earn the group 3 points and the group with the most points will win a prize. Team effort! Remind them that they are the A Team. Make sure you’ve made your decision by 9 min into the activity (during min 7 to 9, the other groups are still colouring in). 


	10 min 
	At 10 minutes into the activity all groups should start folding their items:

Group 1: At 9 minutes, The facilitator should inform group 1 that they made a mistake and that actually the competition doesn’t require a coloured-in mandala, it requires an origami swan. Please can they shelve their colouring-in and follow the instructions to make an origami swan instead. Make sure they all have a set of instructions and a square piece of paper. Don’t give them a time but if they ask say about 10 min.  Hang about a bit and then say you wish you could help but you need to take a call. It’s really easy though, you’re sure they’ll be fine. Put the music back on and leave the participants to get on with their swans. Come back from your call after 4 min. 

Group 2: The facilitator should inform the group that they’ve just had word from the competition organizers that the rules have changed – they no longer want a coloured in mandala but instead they want an origami swan. They should go on to say that they are totally irritated by this, the comp organisers clearly don’t know what they’re doing, they’re useless! They told them one thing and now it’s another! This is so stupid. Go on to say that quite frankly if the participants don’t want to be a part of their stupid competition you would totally understand but just know your mandala isn’t going to be judged. Make sure everyone has their swan instructions (should be in kit).  Put the music back on and leave the participants to get on with their swans. Don’t get involved. If people in your group choose to continue colouring in their mandala, let them. 

Group 3: Make sure that everyone understands what to do. If not, ask someone next to them to help, or you help. If you can see someone is a really good ‘folder’ then leave them to fold……fast. Comment about how you love the way change energisers people! Get involved, make some yourself once you can see everyone is well on their way. Walk around to your teammates and tell them they’re doing a great job. Keep it subtle – not too over the top. 



	5 min 
	Give each group 10 min to make their swans. 
After 10 min stop everyone and ask them to count the number of successfully made origami shapes. 
Here’s hoping group 3 has the most shapes! .


	10 min 
	Debrief in plenary
· Ascertain the number of successfully produced swans from each group
· Announce the winner (Hopefully the results are group 3: most, group 2: least and group 1: least)
· Ask a spokesperson from each group to talk about how the change was for them and then how the change was introduced and managed by their leader (the facilitator of each group) – Group 1, 2, 3. 
· After each spokesperson’s message, re-emphasize how the change was introduced and managed filling in anything that the spokesperson left out. 
Things to emphasize: Group 1: Leader taking accountability, however no deadline, no purpose and no benefit for me personally. 
Group 2: It was not the leaders’ fault and so the person we were doing this change for was a stranger. Not only was there no deadline, no purpose, no support and no benefit but the leader was openly hostile and unsupportive of the change. 
In both group 1 and 2, they were told, what to do instead of asked. 
Group 3: The leader was empathetic of the change and very supportive of the change, the purpose for the change was clear, the leader supported and coached people along the way, there was a benefit to making the change. The leader also involved them in the beginning and spent time getting their buy-in. Team members were encouraged to help each other and made to believe that they could do this. The leader got fully behind the change. 

Ask people to talk about their resistance to the change. Did you feel resistance, if so, why? If not, why not. 

	
	Takeaway messages to weave into debrief
As a leader, how you position the change and how you support the change plays a major role in how the change is perceived and therefore accepted and executed. 

The leader’s attitude makes a huge difference to the level of resistance people feel towards the change. 

Getting buy-in and involvement of all those involved, ensures that the change process goes far more smoothly. 

The quicker change is accepted and executed, the better the productivity outcome. Resistance to change is eye off the ball and takes a lot of energy from all parties. The longer change is resisted the longer it takes us to get on with the task at hand. 


	40 mins
	TOTAL TIME TAKEN











	The toothpick star

	

	Purpose: This activity is done prior to the commitment ceremony. The purpose of this activity is to give the message that it’s all very well to have a plan but if you don’t action that plan, then it remains a static dream. No transformation ever happens because of a dream alone. 

	Materials: 
5 toothpicks per person 
1 pipette per person
A glass of water accessible to 4 or 5 people
A few extra toothpicks 
	Room set up:  
Each person should have a place to work at. The surface on which they are working, should not be covered by a tablecloth – it needs to be a surface that doesn’t absorb water. 


	Time 
	Description 

	3 min 
	Demonstrate the activity and then lead them through each step
[image: A picture containing ball, orange, baseball, bat

Description generated with very high confidence][image: Close-up of a person's mouth

Description automatically generated with medium confidence]Create 5 toothpick Vs: Each of you have got 5 toothpicks in front of you. Break each toothpick in half but not completely (demonstrate). Make sure that your break is clean i.e. there should be no ‘splinters’. The best way to ensure no splinters is to support the toothpick in the middle with your two thumbs (demonstrate again). All 5 of the toothpicks in front of you should be broken into a ‘toothpick ‘V’.  

Give the participants opportunity to do this.



	3 min 
	Make a starburst: Place all the ‘toothpick V’s’ next to each other with their legs touching so that they form a starburst. 
Ensure that everyone has made a starburst. If toothpicks are splintered, then give them a new toothpick. 
[image: A picture containing clock, building, sitting, table

Description generated with very high confidence]Now imagine that this starburst represents the plan that you are about to commit to – perfect and beautiful but still with enormous potential for transformation. 








	3 min 
	Now suck up a few drops of water in your pipettes. This water represents YOU. Add 3 drops of water to the middle of your star and watch to see what happens to your stars. Sometimes they may need to add a few more drops of water. 

Give everyone a chance to watch their starbursts develop into Stars.


	1 min 
	I want you to imagine that you are the water. It’s only with you that this plan you are about to commit to can shine and result in real transformation. Without you actually making it happen, it will simply remain a static dream. So please don’t simply make it hollow words that remain in this room. In the end it’s only action that results in transformation. Make your commitments happen!


	10 mins
	TOTAL TIME TAKEN
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