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SECTION A
INTRODUCTION TO 
THE TOOLKIT

T
he guide to using the Toolkit is important for understanding the way we have 
approached the writi ng of this material, and how you can get the most from 
its use. We have detailed the sources of other people’s materials and acknow-

ledged their contributi on to this Toolkit and provided a short secti on on additi onal 
resources.

The arti cle on ‘Overcoming the seven sustainability blunders’ is an important part of 
the Toolkit as it looks at the ‘what’ of change from an environmentally sustainable per-
specti ve. It is a very practi cal read and needs to be incorporated in the organizati onal 
thinking on change.

In additi on to the following detailed list of secti ons, we have included a number 
of indexes to allow for informed access to the contents of the Toolkit. The following 
abbreviati ons have been used:

Background informati on (BI) Informati on about the context within which the 
change is happening, research evidence behind 
topics, and to provide an overall understanding of 
why an exercise has been chosen and how it could 
be used.

Case study (CS) A descripti on of an organizati onal change situati on 
to encourage discussion and see how the learning 
might be applied to your initi ati ve.

Exercise (EX) Materials designed for parti cipants to explore an 
issue, develop skills, or be involved in a creati ve 
process that has a major infl uence on the directi on 
of the change initi ati ve.

Facilitator’s guide (FG) Learning support materials to help the person 
responsible for running the exercises.

Handout (HO) Materials designed to be given to parti cipants in 
exercises or the change team to provide informati on.

Slides (PPT)  A selecti on of PowerPoint presentati on slides that 
can be used when the change manager wants to 
give a presentati on.
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C3 EXERCISE

LOOKING AT WHERE WE CAN MAKE IMPROVEMENTS

Purpose: To fi nd out more informati on about, and potenti al soluti ons to, 
a problem by involving the people close to the issue and those who 
experience it from the outside looking in. (CHANGE MANAGER/TEAM)

QUESTIONS TO BE RAISED

1 What is working really well at the moment? Why?

2 Why would it be important to retain this in the future? 

3 Whatever happens, the thing I would not like to lose from what we do is…

4 What I fi nd most frustrati ng/irritati ng currently is… because…

5 An issue we don’t seem to be tackling is…

6 If money were no object we could…

7 An idea I have that could be part of the new way of working is…
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C4 FACILITATOR’S GUIDE

LOOKING AT WHERE WE CAN MAKE IMPROVEMENTS

Purpose: to fi nd out more informati on about, and potenti al soluti ons to, 
a problem by involving the people close to the issue and those who 
experience it from the outside looking in.

Parti cipants should identi fy an aspect of the organizati on they know needs to be 
improved and where change could add considerable value. If you have a choice, select 
a group of people who are on the inside, directly involved, or who are on the outside 
looking in. The exercise is suitable for use with a series of small groups each looking at 
the same aspect. 

Ask the group to come together for one or two hours, depending on how complex 
the situati on is, to explore what is happening and what changes could be made; or run 
it via a video link.

RESOURCES

A fl ipchart or pages for each group, two coloured pens. If using a video link, have one 
person at a fl ipchart noti ng what people say.

PROCESS

Introduce the session. Explain that the group has been brought together because of 
their experience in the area where improvements are required. By the end of the ti me, 
you want to have a greater understanding of what is happening and to have some ideas 
for potenti al soluti ons. Let the group know who else will be consulted.

Explain how the session will work and how much ti me they have. Hand out the set 
of questi ons or make them available electronically.

Ask people to consider them individually for fi ve minutes. At the end of the ti me 
either lead the discussion if you have one group or let multi ple groups run their own 
discussion.

Check that anyone writi ng on the fl ipchart is using the contributor’s exact words or 
clarifying what is said and putti  ng up an acceptable alternati ve.

Aft er the discussion, the next step will depend on whether this is a one-off  discussion, 
part of a series, or a data collecti on exercise for a SWOT Analysis. Ensure people know 
what will happen to the data and assure them they will be kept informed and/or 
involved in the next steps.
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NEXT STEPS

Either conti nue the change process by implementi ng the changes or feed the output 
of this exercise into the SWOT analysis (see Secti on 3, C17–19).
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C5 EXERCISE

 BUILDING A FOUNDATION FOR CHANGE: 
A CHANGE READINESS ASSESSMENT

Purpose: A change readiness assessment answers the questi on, ‘Where 
are we today?’ It looks at both past practi ces and the current situati on 
and provides informati on that can help focus att enti on on what might 
need att enti on before change commences. (CHANGE MANAGER/TEAM)

(Used with permission from Rick Maurer, Arlington, VA.)

A CHANGE READINESS ASSESSMENT

Note to people taking this assessment: Please consider each of the items listed in this 
questi onnaire. Score each item as you see it where you are in the organizati on. Your 
answer should refl ect how things are rather than how you might like them to be. Your 
answers along with those of your colleagues will be used as a basis for discussion, so 
there is no right answer.

History of change
What’s our track record for handling change?

Low 1______2______3______4______5______6______7 High

The past is the best predictor of the future. If your ideas were met with cheers in the 
past, then it might be reasonable to expect that a new initi ati ve will meet with similar 
applause. However, if past changes were nothing but headaches – if you had to fi ght, 
manipulate, cajole and make back-room deals to push your ideas through – then expect 
much the same this ti me. Low scores indicate a strong likelihood that this change 
will be resisted with great force. You will need to demonstrate repeatedly that you are 
serious – and that this change is important. People are likely to be very skepti cal; you 
will need to be persistent.

Direction
Do people throughout the organizati on understand and accept the directi on the 
organizati on is moving and the values that fuel that vision?

Low 1______2______3______4______5______6______7 High
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Low scores could indicate a confl ict over values and overall directi on. The people who 
must support the change may not believe they share much common ground with you. 
This is a serious problem. It almost guarantees that any major change will be resisted. 
Without shared values and vision, people lack a context for the change.

On the other hand, low scores simply may indicate a communicati on problem. In 
some organizati ons, values and visions remain secret. People don’t know where the 
organizati on is going. Senior management hangs onto these documents as if they were 
sacred texts that only they, the high priests, can interpret. This is a communicati on 
problem that can be easily resolved by getti  ng the word out.

Cooperation and trust
Do people share informati on and deal with each other openly and with respect?

Low 1______2______3______4______5______6______7 High

Low scores indicate very serious problems. It is diffi  cult, if not impossible, to build 
support for major change without trust. Since the opposite of trust is fear, a low score 
almost guarantees strong oppositi on. When people are afraid, they will either fi ght or 
lie low: neither response will give you the commitment you need to be successful.

Culture
Is this an organizati on that supports risk taking and change?

Low 1______2______3______4______5______6______7 High

Mid-range to low scores indicate that it may be diffi  cult for people to carry out the 
changes even if they support you. Your systems and procedures hinder change. You 
must examine these deeper structural issues.

Resilience
Can people handle more change?

Low 1______2______3______4______5______6______7 High

People in many organizati ons are simply worn out by the number of changes and transi-
ti ons they’ve been asked to weather in recent years. No matt er how worthy the change, 
their oppositi on to it may stem from a lack of resilience, and not from some objecti on 
to the idea being proposed.

Low to mid-range scores probably indicate that people have lost their capacity to 
respond to another initi ati ve. Even though workers may see the need for this change, 
they may have litt le energy to give to it. So, keep two important questi ons in mind: Is 
this change really necessary at this ti me? If so, how can you support people so that the 
change can be implemented with the greatest ease?
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Rewards
Do people believe this change will benefi t them?

Low 1______2______3______4______5______6______7 High

One well-used truism: what gets rewarded gets done. Unfortunately, its counterpart 
doesn’t get as much att enti on: what gets punished gets avoided. For example, organiza-
ti ons that say they want teamwork but reward individual achievement, shouldn’t be 
surprised when cooperati on falters.

Obviously, low scores indicate strong potenti al resistance. Aft er all, who would 
support something they think will harm them? If employees’ percepti ons are accurate, 
then you have a diffi  cult challenge: You must fi nd a way to move forward with the 
change and fi nd ways to make it rewarding for others. If the low scores indicate a mis-
percepti on, then you must let people know why they are misinformed. Remember, as 
anxiety increases, our ability to listen diminishes. It is likely that this message will have 
to be communicated repeatedly (especially if trust is low as well).

Respect, control and saving face
Will people be able to maintain dignity and self-respect?

Low 1______2______3______4______5______6______7 High

Low scores probably indicate concern over loss of respect, status or face. You must fi nd 
ways to make this a situati on in which all can win.

In my book on building support for change, Beyond the Wall of Resistance, I explore 
various levels of resistance. Leaders oft en hope that all resistance will be Level 1: 
oppositi on simply because people don’t have all the facts. Unfortunately, most resist-
ance to major change is Level 2. This deeper resistance stems from a fear of loss. Our 
slick PowerPoint presentati ons cannot deal with these deeper and more emoti onal 
issues. You must engage wary people in conversati on. Be open and listen to their 
concerns.

Impact on status quo
How disrupti ve will this change be to the status quo?

Low 1______2______3______4______5______6______7 High

High scores indicate that people view this change as very disrupti ve and stressful. 
Get people involved because when they have some control over changes that aff ect 
them, the less likely they are to resist.
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Skill at managing change
How adept are leaders at planning and implementi ng change?

Low 1______2______3______4______5______6______7 High

The people leading change need to be adept at such things as:

 ● creati ng alignment among diverse interests;

 ● listening: getti  ng concerns, fears and interests on the table;

 ● arti culati ng a compelling vision (or working with others to create a shared vision);

 ● anti cipati ng and responding appropriately to resistance;

 ● communicati ng: keeping people informed.

If scores are low in this category, consider how you can develop change management 
skills as you proceed with the change. There is no shortage of books on the market that 
cover the needed skills. Consider working with mentors, men and women who have 
a proven track record, to learn their secrets. Training may be benefi cial as well, but 
choose courses that demand you practi se using change management skills.

INTERPRETING THE OVERALL RESULTS

High scores
Indicate that you are in good shape for this change and suggest that your organizati on 
knows how to work well with its people.

Mid-range scores
Reveal potenti al danger and signify the need to look into what is behind these scores. 
For example, mid-range scores on a category such as Cooperati on and Trust might 
indicate a problem that is slowly developing. Take these scores seriously. You have an 
opportunity to ti lt the balance in your favour by addressing these issues.

Low scores
Point to serious trouble. The lower the scores, the more likely it is that you will face 
intense resistance. But even a single low score can pose a problem. Treat any low 
score seriously because raising low scores helps to build stronger relati onships with 
other individuals and groups.
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C6 FACILITATORS GUIDE

BUILDING A FOUNDATION FOR CHANGE: 
A CHANGE READINESS ASSESSMENT

Purpose: A change readiness assessment answers the questi on, ‘Where 
are we today?’ It looks at both past practi ces and the current situati on 
and provides informati on that can help focus att enti on on what might 
need att enti on before change commences.

INTRODUCTION

The questi onnaire is designed to promote discussion among those who will be aff ected 
by the change. Ask your change team to complete it. Stress that each person’s vantage 
point allows them to see only a porti on of the whole picture; asking other departments 
and levels within the organizati on (where appropriate) will give a more complete view 
of where things stand.

THE PROCESS

Allow enough ti me for each person to complete their rati ngs of the questi ons asked. 
Prepare a table as illustrated on a fl ipchart sheet to compile the results.

Table C6 Readiness assessment

Questi on Issue Low 1–2 Mid-range 3–5 High 6–7

1 History of change

2 Organizati onal directi on

3 Cooperati on and trust

4 Culture

5 Resilience

6 Rewards

7 Respect, control and 
saving face

8 Impact on status quo 

9 Skill at managing change
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Enter the total number of people scoring either, low, mid-range or high for each issue. 
Give people an opportunity re-read the explanati ons aft er each of the questi ons before 
starti ng a discussion about the results. Don’t analyse the results in depth. You are look-
ing for patt erns rather than detailed explanati ons.

Where you have consistent mid-range/high scores then this indicates a strength 
to build on. Where the results are the opposite, it is something that you need to pay 
att enti on to. Finally, where there is a complete spread, this indicates that people with 
low scores could perhaps learn from people in areas where high scores were given.

The really important thing is to engage in discussion about the explanati ons in the 
questi onnaire. If the group is large (more than eight people) you can split into smaller 
groups and bring the groups back into plenary to discuss their fi ndings. You might want 
to use questi ons such as:

 ● What are the strengths we can build on to take the change initi ati ve forward?

 ● How can we embed organizati onal values within the change?

 ● If there are barriers to cooperati on and trust, how can these best be tackled?

 ● How can we best support the change team if the organizati on is risk-averse?

 ● What can we learn from previous setbacks to encourage us in moving forward?

 ● How do we best align rewards with the directi on of our change?

 ● How can we move the change forward while sensiti vely dealing with people?

 ● How can we reduce the potenti al levels of stress and disrupti on in the change?

 ● Do we have the leadership capabiliti es and structure to carry out the change 
eff ecti vely?

Ensure that you capture all key points on fl ipchart or other device that can be seen by 
and modifi ed by group members. Use these key points to feed into the S(strengths), 
W(weaknesses), O(opportuniti es), T(threats) analysis session. Allow 30–60 minutes for 
exploring the results and associated questi ons. 
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 C10 EXERCISE

CUSTOMER COMPLAINTS 2 – THE PUSHCHAIR 
(STROLLER) THAT ‘BITES’

Purpose: An opportunity to learn from an example of how a customer 
complaint was handled, understand the potenti al costs, and decide 
where improvements could be made to avoid future complaints.

PREPARATION

Individually, take fi ve minutes to consider the case study, ‘The pushchair (stroller) that 
bites’; see below. From the informati on provided, which of the following points apply 
to this situati on?

1 The problem lies within the manufacturing, service or delivery process; ie the 
soluti ons lie internally.

2 The problem lies in the way the customer is using the product or service; are directi ons 
clear, is it doing what they want it to do?

3 The customer is using the product or service in a reasonable way but not as you 
intended it to be used.

4 Marketi ng promises the product will deliver more than is reasonable; maybe to 
make the product sound bett er than competi tors’ products.

5 Marketi ng is giving a false impression to encourage more sales; but at the cost of 
dissati sfi ed customers, wasted or returned products, and your reputati on.

From the informati on provided, how was the complaint handled? Have you any recom-
mendati ons for the way complaints are handled in the future?

DISCUSSION

Consider the following:

 ● The pushchair was ex-display and bought for £375. The full price was £450. We do 
not have access to the fi nal fi gure but what do you esti mate the complaint cost the 
company fi nancially? Take into account price from manufacturing to delivery, cost 
of sales, cost of handling the complaint and any other costs you think are relevant. 
The compensati on was £8,000. There was also £1,000 in legal fees and £600 for 
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the consultant orthopedic surgeon who assessed the long term damage. All this 
was paid for by the company’s insurers. 
(All fi gures are exclusive of sales or value added tax.). 

 ● If the fi gures from the media reporti ng on another manufacturer are applied to 
the company in the case study, what do you esti mate the cost is now?

 ● What might be the non-fi nancial costs?

 ● Are there any learning points that might reduce the complaints your organizati on 
receives?

Take 15 minutes to discuss your answers with the rest of your group and summarize 
your conclusions on a fl ipchart.

CASE STUDY The pushchair (stroller) that ‘bites’

In 2012, Karen, accompanied by her partner, mother and grandmother went to a shop 
to buy a child’s pushchair that came in two parts: the handle that folded and the seat 
with wheels. The pushchair was a display model and aft er purchase was wheeled from 
the store. Although some features were demonstrated by the sales person, the folding 
of the handle was not menti oned and no writt en instructi ons were provided.

We went on a family holiday together with Karen to France and as Ian took the push-
chair out of the car, the handle unfolded and trapped his fi nger causing a serious injury. 
If someone with a small fi nger had unfolded the handle in the same way, the fi nger 
could have been cut off  or seriously crushed. He had to go to Accident and Emergency 
to get the wound sti tched, which took six hours. Ian was in pain; a nurse came every 
day to dress the wound, and he was unable to drive or enjoy the swimming pool. We 
contacted the manufacturer; they were not interested, insisti ng there must have been 
an instructi on manual with the pushchair, even although we said there were several 
witnesses to say none was provided. Feeling angry that our complaint was not taken 
seriously, we then contacted our Citi zens Advice Bureau for advice who said Karen had 
to contact Trading Standards, the government standards authority. Their representati ve 
looked at the instructi ons for this model on the manufacturer’s website. She found no 
menti on of any safety instructi ons for the handle.

We studied various instructi ons on the back of the pushchair in several languages, 
but none were relevant. On the pushchair handle a strap had the words ‘mise en place 
avant de promenade’ but this did not mean anything to us because we don’t speak 
French. (Note: Is there a reason that the instructi ons on the handle were in French? 
Was the pushchair manufactured in France but bought in the UK?) The pushchair was 
bought in the company’s store in Inverness, Scotland.
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Ian plays his whistle semi-professionally with a fi ddle group and now has diffi  culty 
covering some of the holes. He can no longer play his mandolin having lost feeling on 
part of his fi nger.

When we put in a claim for compensati on, through our lawyer, the manufacturer 
sent her a copy of the instructi ons which they sti ll insisted Karen would have been 
given. This was in the form of loose sheets, not a bound copy. There was a double sided 
page with diagrams of how the strap should be used to close the folded handle so it did 
not spring open and trap your fi ngers. However, unlike the other pages, this one had a 
version number and the register marks used to ensure the printi ng was straight. 
Remember how Trading Standards found no reference to a safety feature for the handle 
on the website instructi ons?

The manufacturer’s insurance agreed to pay us compensati on. We will certainly 
never recommend this company and will warn people to be very cauti ous with its 
products.

Further informati on: in December 2009 a newspaper reported that a group of Briti sh 
parents sued a diff erent pushchair manufacturer over claims their children’s fi ngerti ps 
were severed in accidents involving its fold-up ‘umbrella-style’ buggies. More than 
15 families have sought legal advice amid allegati ons that the fi rm knew more than 
a year ago that its products had injured children.

The newspaper pointed out that safety concerns fi rst came to light a month earlier 
in November 2009 when the company, which has a UK base, announced a recall of 
1 million buggies in the United States aft er reports of 12 children having parts of their 
fi ngers cut off . All single and double umbrella pushchairs in the United States were 
voluntarily recalled by the company, which said it was providing customers and retailers 
with a kit to cover the elbow joint on the hinge mechanism.
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C11 FACILITATOR’S GUIDE

CUSTOMER COMPLAINTS EXERCISE 2 – THE PUSHCHAIR 
(STROLLER) THAT ‘BITES’

This exercise can be used as a warm up to introduce people to the complexiti es of 
customer complaints before completi ng a customer complaint analysis for your organ-
izati on. The ti ming is a guide and can be extended if the group is gaining benefi t from 
the discussions.

GROUP SIZE

We suggest groups contain a maximum of fi ve people to allow everyone to contribute.

FACILITIES

You require space for each group to work without too much disturbance from the 
other groups.

RESOURCES

Each group needs two diff erent coloured pens and fl ipchart pages, either on a table 
or a stand. Each person needs a copy of the case study and briefi ng.

Provide some way of displaying the fl ipcharts so everyone can see them.

PROCESS

(Esti mated total ti me: 40 minutes.)
Hand out a copy of the case study with the briefi ng and the questi ons to each group 

member; allow fi ve minutes for them make notes individually.
Allow 20 minutes to discuss the answers in small groups and summarize the conclu-

sions on the fl ipchart. Allow around 20 minutes to display the fl ipcharts and hold a 
general discussion.

Here are some ways of addressing the problems; they may have more ideas:

 ● The way training was provided during the sale.

 ● The writt en/diagrammati c instructi ons provided; the way the customer used the 
product.
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 ● The way the complaint was handled (a missed opportunity to fi nd out why the 
customer did not understand that the strap was for holding the handle closed and 
for damage limitati on).

 ● The design process.

 ● The cost to the company’s reputati on, especially with the extensive use of social 
media and the speed with which angry customers can tell the world.

 ● What impression did they get of the company’s values?

 ● Cost to the organizati on of the one complaint and cost of 1 million recalls.

There is no right answer as to the cost of the complaint because we don’t have enough 
informati on. The importance of this questi on is to encourage the group to take a broad 
view of the fi nancial costs incurred when complaints are not taken seriously and 
changes made. 
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