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About this Guide 
This guide is to be used during the Being a Change Champion Training session. You will 
use this guide to complete the activities which will provide you with the tools needed to 
effectively lead. The following topics will be covered: 

 Your various roles in leading change (pre, during, and post) 

 Concepts of the Foresight methodology 

 Individual change competency assessment 

 Effective Change Communication 

 Developing a Change Champion action plan  

 Ways to identify and overcome change resistance 

 

Audience 
 All Change Champions 
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Activity 1 
Part 1 - Your Personal Change Leader Assessment 
Identify a recent change in your organization with which you were involved. For each 
category below, rate your actual (not desired) behavior as it relates to this change. Be 
open and honest in your assessment. Rate yourself in each area on a scale of 1 (not 
achieved) to 5 (completely achieved). 
 

Adapting to Change 
Not 
achieved  

Completely 
achieved 

I actively sought out information to better understand ‘why’ the change 
was occurring. 1 2 3 4 5 

I asked questions to determine how the change would impact me and my 
group. 1 2 3 4 5 

I provided feedback, including any objections, in a clear, non-
confrontational manner to my leader, manager and/or the project team. 1 2 3 4 5 

If I was resistant to the change, I identified the root cause of my 
resistance and worked with my leader/manager to find solutions to my 
objections. 

1 2 3 4 5 

Before engaging in discussions regarding the change with my peers, I 
made a personal choice to support and participate in the change. 1 2 3 4 5 

Total (out of 25): _________ 
 
 

Introducing Change to Your Team or Peers 
Not 
achieved  

Completely 
achieved 

I understood and shared with other employees the nature of the change 
in context with the broader vision and direction of the organization. 1 2 3 4 5 

I actively explained “why” the change was happening including the risk of 
not changing. 1 2 3 4 5 

I formally encouraged dialogue with my employees or peers by asking 
them to provide feedback and to raise their questions and concerns about 
the change. 

1 2 3 4 5 

I actively corrected misinformation that may have been circulating about 
the change. 1 2 3 4 5 

I visibly demonstrated my personal support and enthusiasm for the 
change (my team saw me as an advocate for the change). 1 2 3 4 5 

Total (out of 25): _________ 
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Supporting Team Members Through Change 
Not 
achieved 

Completely 
achieved 

I conducted one-on-one sessions with my peers and team members to 
identify how they felt they would be impacted by the change, to listen to 
their concerns and to link the change to their job or role. 

1 2 3 4 5 

I was able to identify areas of resistance to the change and effectively 
managed this resistance. 1 2 3 4 5 

I assessed the gap between current knowledge and skills, and the 
knowledge and skills needed to support the change. 1 2 3 4 5 

I actively provided ongoing information about the change and ensured 
that my peers and team had the time necessary to attend training. 1 2 3 4 5 

I mentored my peers and team members during the implementation of 
the change and provided a safe environment for employees to practice, 
to make mistakes and to adapt to the change. 

1 2 3 4 5 

Total (out of 25): _________ 
 
 

Reinforcing and Celebrating Success 
Not 
achieved 

Completely 
achieved 

I publicly recognized and celebrated achievements and successes 
achieved by my group. 1 2 3 4 5 

I recognized team members for their contribution and support. 1 2 3 4 5 
I was able to measure performance so that I could coach my team 
members on areas of improvement. 1 2 3 4 5 

I held my peers and team members accountable for supporting the 
change. 1 2 3 4 5 

I held myself accountable for visibly supporting and reinforcing the 
change.  1 2 3 4 5 

Total (out of 25): _________ 

 

What’s Next? 
Add up your scores in each category. Any categories scored 15 or less should be 
viewed as a potential jeopardy when supporting or leading people through change. 
These categories should be addressed first. 
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Part 2 - Change Management Competency Improvement Plan 
Using the results from the assessment, create your change management improvement 
plan below by identifying up to three of the lower rated line items most crucial to your 
success in the coming change.  

 

Area to Improve Action(s) Complete 
By 
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Activity 2 
Effective Change Communication 
Being able to communicate effectively during change is a key factor to success. People 
go through change at different speeds and some are affected more personally than 
others. 

Below are some sample questions as it relates to change.  Develop a response and 
determine how you will deliver this message for one question from each category 
(respond to three questions in total). 

 

 

 

1. ERP related questions: 
a. How will I remember everything I need to know about the new system 

when it is time to use it? 
b. Why do we have to enter our time in the new system? Are we sure our 

pay will be correct? 
2. Commercialization related questions: 

a. I don’t understand why we are commercializing. I like the way we 
currently do our job.  Why do we have to change? 

b. What does commercialization really mean?  How does it relate to what I 
do? 

3. General change related questions: 
a. Why are we focused on changing?  
b. There is so much change happening, I feel like I am burning out. How will 

we be supported through it all? 
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Create your communication responses in the table below - one question from each 
category (respond to three questions in total). 

 

Question 
# Response 

How will you 
deliver the 
message? 
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Question 
# Response 

How will you 
deliver the 
message? 
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Question 
# Response 

How will you 
deliver the 
message? 
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Activity 3 
Change Champion Action Plan 
Stages of Change Adoption 

 
Using the stages of change adoption information from the presentation, complete the 
worksheet rating individuals from your peer group or team as you would support them 
through change on a scale of 1 (no understanding, optimism etc.) to 5 (complete 
understanding, optimistic, etc.). Utilize the questions below to guide your ratings. 

• Understanding of the need to change: Does the employee fully understand 
the business reasons that have created a need to change? 

• Optimism for change: Consider the factors or consequences (good or bad) 
related to this change for the employee and assess their motivation to change. 

• Learning and buy-in of the change and how to change: Does the employee 
have a clear understanding of the change and the skills and behaviors required 
in the new environment? 

• Ability to perform during and after the change: How proficient is the 
employee in the skills and behaviors identified in the knowledge step? 

• Commitment to the change: How committed is the employee to the change? 
Will they require reinforcement coaching? Are there adequate mechanisms to 
sustain the change to make it stick?  

Employee U O L A C 
      

      

      

 

Action  

Think about the individuals from the above assessment. Complete action items for 
these individuals. Focus your action plan in the first area where there is a score of 3 or 
less. The actions you take will be different for each individual.  

Seeing a pattern (e.g., many low scores for optimism)? Consider conducting a group 
activity to address this particular area. 
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• If information and understanding is needed: discuss and explore the reasons 
and benefits for this change. Discuss the risks of not changing and why the 
change needs to happen now.  
 

• If more optimism is needed: to move this person forward you must understand 
and address their fear or pessimism to change (which may stem from negative or 
positive consequences). These motivating factors have to be great enough to 
overcome the individual’s personal threshold to resisting the change.  
 

• If more learning or buy-in is needed: avoid dwelling on reasons for change and 
motivating factors, as this is unnecessary and could be discouraging. Focus now 
on education and training for the skills and behaviors necessary to move forward. 
 

• If more ability and acceptance is needed: first, remember that time is needed to 
develop new abilities and behaviours, and this person simply may need more 
time to develop new skills with proficiency. Second, ongoing coaching and 
support could be required. 
 

• If more commitment is needed: investigate if the necessary elements are 
present to keep the person from reverting to old behaviors. Address the 
incentives or consequences for not continuing to act in the new way and re-visit 
the knowledge and ability milestones. It may be that more training and education 
is needed as processes develop and evolve. 
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My Team Action Plan 

 

Employee Action Item(s) 
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Appendix 
Managing Resistance 
 
Addressing resistance is a big part of leading and supporting change, but you should 
never be surprised by it – resistance is normal. 

Some factors of why Humans Resist Change 
 

 Lack of information or understanding 
 Impact on current job or role 
 The organization’s past performance with change 
 Lack of visible support and commitment for the change 
 Change fatigue 
 Comfort with the way things are 
 Feeling “stuck” 

Signs of Resistance 
 

 Unexplained physical illnesses 
 Increased absenteeism 
 Destructive communication 
 Decreased productivity 
 Lack of morale or motivation 
 Burn-out or fatigue 
 Indifferent or apathetic 

 

How to address Resistance 
 

There is no one recipe for perfectly managing resistance. In reality, resistance 
management is largely shaped by timing and circumstance. 

Proactively 

What are some examples of where resistance can be anticipated? 

 History of failed change with in a group or team 
 Employees who are heavily invested in the current state 
 Changes to employee compensation or employment status due to the change 
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Proactive resistance management is about acting on foresight, instead of waiting for a 
problem to arise. 

 

Using the Stages of Adoption Change Curve as a support tool, you can plan to be 
prepared for resistance because it will help you see who is lagging and requires support.  
Look at where employees are in curve: 

 Are they informed and do they understand? Meaning, are the aware and do they 
fully understand why, what and when and even how? 

 Do they feel optimistic for this change? If not, why?  
 Have they learned what is required to go through the change? 
 How able are they? Have they had any training or other learning opportunities? 

Are they being supported and empowered? 

Communicate the WIIFM (What’s In It For Me) or the What Does It Mean For Me 

Reactively 

Sometimes even with the best planning and prevention measures, you will still get 
resistance. 

These resistors may require additional intervention including: 

 1:1 coaching and listening 
 Removing the barriers by focusing on the what instead of the how (or how come) 
 Offering clear choices or consequences 
 Removal of extremely resistant individuals  

 

Tips for Overcoming Resistance 
 

Listen and understand 
objections 

 A critical step anyone supporting and leading change 
should take when creating desire to change is to 
listen.  

 In many cases employees simply want to be heard 
and to voice their objections.  

 Understanding these objections can often provide a 
clear path toward resolution.  

 Listening can also help managers identify 
misunderstandings about the change 

Focus on the what and let 
go of the how 

 For some types of changes, it is effective for 
managers to let go of the ‘how’ and simply 
communicate ‘what’ needs to change (focus on 
outcomes).  

 This process transfers ownership of the solution to 
employees.  

 Employee involvement and ownership naturally builds 
desire to support the change 
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Remove Barriers  Barriers may relate to family, personal issues, physical 
limitations or money.  

 Fully understand the individual situation with this 
employee. What may appear to be resistance or 
objections to the change may be disguised barriers 
that the employee cannot see past.  

 Identify the barriers clearly.  
 Determine ways that the business may be able to 

address these barriers. 
Provide Clear Choices/ 
consequences 

 Building desire is ultimately about choice.  
 Managers can facilitate this process by being clear 

about the choices employees have during change.  
 Communicate in simple and clear terms what the 

choices and consequences are for each employee. 
 By providing simple and clear choices along with the 

consequences of those choices, you can put the 
ownership and control back into the hands of 
employees 

Create Hope  Many people will respond to the opportunity for a 
better future.  

 Change champions (Leaders with-out title, leaders, 
people managers etc.) can create desire to change by 
sharing their passion for change, and by creating 
excitement and enthusiasm. 

 People will follow a leader or peer that can create 
hope and whom they respect and trust 

Show Benefits in real, 
tangible ways 

 For some employees seeing is believing 
 Demonstrate the benefits of change in a real  

and tangible way: 
 Share case studies 
 Invite guests to provide personal testimonials 
 Visibly demonstrate the success of pilot programs 

or trials 
Make a personal appeal  A personal appeal works best with honest, open 

relationships where there is a high degree of trust and 
respect.  

 A personal appeal may sound like: 
 "I believe in this change." 
 "It is important to me." 
 "I would like your support." 
 “You would be helping me by making this change 

work." 
Convert the Resistor  Change Champions can use special interventions to 

convert strong and vocal dissenters.  
 The strongest dissenters can become your strongest 

advocates.  
 They are often equally vocal in their support as they 

were in their resistance. 
Remove the Resistor  Removing an employee that is demonstrating 

resistance to change sends a powerful signal.  



 

Being a Change Champion 
17 June 16, 2019 

 The message is: 
 You are serious about this change. 
 Resistance will not be tolerated. 
 The consequences for not moving ahead with the 

organization are real and severe. 
 Use with caution and with involvement of HR. 

 

  



 

Being a Change Champion 
18 June 16, 2019 

 

Questions and Answers 
 
Throughout the course, the instructor will be asking you questions. These questions are 
meant to engage and invoke thought. 

Use this section to Write down the question that is meaningful to you and your response. 
While the instructor will ask all participants for their thought to these questions, the 
purpose of this worksheet is for your own contemplation.  
 

Question Your Response 
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Question Your Response 
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