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Welcome 
 

Leading and Managing Change 
 

Engaging First-line Leaders 

© The Employee Engagement Group.  All rights reserved 

Housekeeping 
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Agenda 
8:00 – 9:15  

• Icebreaker 

• Branding your EVP – Social Media 

• Review and discussion of assignments 
 

9:15 – 11:30 

• Format - Focus on Tools and Self Reflection 

• Leading and Managing Change 

– Four keys to change management 

• Engage your First-line Leaders 

– Engaging your first-line leaders 

– Helping your engaged first-line leaders engage their staff 
 

11:30 – 12:00 

• Your Engagement Action Plan 

• Assignments for Session 4 and Pre-work for Session 5 

• Program evaluation (what do you think so far?) 

 

Break 

4 

Branding your EVP 
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Branding your EVP 

– How do you currently brand your EVP 

 

© The Employee Engagement Group    All Rights Reserved 

Social Media Today 
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Is Social Media a Fad? 

Step 4 
Communication - 
the Cornerstone 

- Over 1 billion unique 
users 

- 4 billion videos seen 
each day 

- 100 hours of video 
uploaded per minute 

- 6 billion hours spent     
on site per month  

Social Media Today 

- Over 1.1 billion users 
   - 580 million log in every day 
      - 50% who use smart phones  
          connect every hour 
         - 10.5 billion minutes spent  
             on Facebook daily  
         - Average user spends 5 – 6  
          hours per week on the site 
              

- 550 million users 
- 11 accounts added every  
   second  
- 340 million tweets daily 
- 163 billion tweets since beginning 

- 200 million users 
- 61% use as primary  
   professional networking site 
- 2 new users each second 

- Over 50 million users 
- Quickly become a major  
   player in social media 
- Only 3 years old 

Justin Bieber  
24+ million 

 How many years 
is 10.5 billion 

minutes?  
 

20,000 years 

2013 Stats from 
• Mashable.com 
• Wikipedia.com 
• Thesocialskinny.com 
• YouTube.com/press 

Who has the 
most followers? 

Page 10 
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Social Media Growth 

*    Manpower 

** Robert Half 

 

What is Your Social Media Policy? 

29 % of 
companies in 
the Americas 
have social 

media policies* 

54% of CIOs from 
companies with 
more than 100 

people com-
pletely block 

employees from 
social media 

sites** 

50% of CFOs say 
that their 

concern about 
social media is 

“employees 
wasting their 

time”** 

http://employeeengagement.com/social-media-stats/
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How Does Your Organization Use SM? 

How does your organization use: 

– Twitter 

– Facebook 

– YouTube 

– LinkedIn? 

 

Are you encouraged or discouraged to use social media? 

 

© The Employee Engagement Group    All Rights Reserved 

Review of Session 3 Assignments 

© The Employee Engagement Group.  All rights reserved 

• Create a branding video that describes                               

your EVP 
o What benefits do you see by creating                                         

this video? 

 

• Share your EVP results with your                     

Leadership Team 
o What was the respons? 

 

• What did you learn about your employees                    

using the Barameter Action Plan? 
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Branding your EVP 

What other ideas do you have to brand your EVP? 

 

© The Employee Engagement Group    All Rights Reserved 

14 

Leading and 
Managing Change 
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In groups of 3 – 4: 

– Each person share one change he/she’s been a part of 

• 1 – 2 things that went well 

• 1 – 2 things that didn’t go so well? 

– Make a list from each person’s                                   
experience and input 

– Discuss how change impacts                            
engagement 

 

Icebreaker – Changes in Your Lives 

© The Employee Engagement Group   All Rights Reserved 

Company-wide: 

– Reorganizing to best meet the 
needs of the business 

– Merging with/acquiring new 
companies 

– Experiencing periods of 
significant growth or market 
fluctuations 

– Working in emerging markets, 
etc. 

Personal: 

 Assuming a new role or 

taking on new 

responsibilities 

 Working with new team 

members 

 Reporting to a new manager  

 Getting promoted 

 Changing work locations 

 Getting married, having 

children, retiring, etc.  

Change is constant 

© The Employee Engagement Group   All Rights Reserved 
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Whether you are a(n): 

– Employee needing to embrace change 

– Supervisor needing to embrace + manage change 

– Senior manager needing to embrace + manage + lead 
change… 

 

Effectively dealing with change is a critical skill  

area for all employees at all levels!  

 

Dealing with change is a critical skill 

© The Employee Engagement Group   All Rights Reserved 

Human capacity for change 

– There is a process for human change 

– People adapt and change at different rates, though 

everyone generally follows the same process  

– In many ways, the process for human change is similar 

to the grieving process  

• Denial, anger, bargaining, depression, acceptance*  

– People often are not enthusiastic about change 

• Something is always lost 

 

© The Employee Engagement Group   All Rights Reserved * Kubler-Ross Five Stage Model of change 
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Just as on an airplane, you are 

advised to put on your own 

oxygen masks first before 

helping others  

 

You need to first embrace the 

change yourself before you can 

effectively engage others.  

Take care of yourself first… 

© The Employee Engagement Group   All Rights Reserved 

Note: This does not mean we are equating change initiatives to airline emergencies! 

 

  

    
  

  

Analytical 

Creative 

Uses 

Technology 

Develops 

Relationships 

Builds 

networks 

Thinks 

Holistically 

Project 

Leadership 

Influence 

Creates 

Solutions 

Responds 

to Clients Attributes of 

Change 

Agents 
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Analytical 

Creative 

Uses 

Technology 

Develops 

Relationships 

Builds 

networks 

Thinks 

Holistically 

Project 

Leadership 

Influence 

Creates 

Solutions 

Responds 

to Clients Attributes of 

Change 

Agents 

Rate yourself Page 4-2 

    

Two Roles when Leading Change 

          Leadership 

     Establishing direction 

  Affirming people 

Motivating and inspiring     

© The Employee Engagement Group    All Rights Reserved 

Management 

  Planning and budgeting 

    Organizing and staffing 

     Controlling and problem  

            solving 

Page 4-4 
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Change 

is a 

process 

People 

are key 

Communication  

must be: 
• Ongoing 

• Effective 

• Overdone 

Change 

must be 

sustained 

What’s in Common with all Models? 

© The Employee Engagement Group    All Rights Reserved 
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What’s in Common with all Models? 

© The Employee Engagement Group    All Rights Reserved 

Change 

is a 

process 
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Change Model – Complex to Simple 

Complex 

© The Employee Engagement Group    All Rights Reserved 

Establish a 
sense of 
urgency 

Create a 
guiding 
coalition 

Develop a 
vision and 
strategy 

Commun-
icate the 
change 
vision 

Empower 
broad-
based 
action 

Generate 
short-term 

wins 

Consolo-
date gains 

and 
produce 

more 
change 

Anchor 
changes 
into the 
culture 

Page 4-6 

Change Model – Complex to Simple 

Simple 

© The Employee Engagement Group    All Rights Reserved 

 
Prepare 

Design 

Execute 

Sustain 
• Understand and 

evaluate the 

problem  

• Evaluate environ-

mental factors 

• Create the vision 

• Identify resistance 

• Create change 

and deployment 

plan 

 

• Execute  

• deployment plan 

• Help people  

• through change 

 

• Review results 

• Reinforce success 
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Keys to Establishing Your Process 

– Identify your change model as early as possible 

– Create your project essentials (with schedules) 

• Change Project Plan 

• Financial Plan (budgeting) 

• Communication Plan 

• Training Plan 

• Recognition and Reward Plan 

– Create a ‘Nerve Center’ 

– Develop a ‘Change Survival Kit” 

 

© The Employee Engagement Group    All Rights Reserved 

Why Your Process Might Not Work 

© The Employee Engagement Group    All Rights Reserved 

Lack of vision 

Lack of  
leadership 

support 

Misalignment of 
HR Systems 

Past poor  
implementation 

Insufficient  
time allocated 

Inadequate 
communication plan  
and follow-through 

Culture that  
punishes mistakes 

Lack of a plan to  
address resistance 

Lack of  
follow-through 

Lack of  
holistic thinking 
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Why Your Process Might Not Work 

© The Employee Engagement Group    All Rights Reserved 

Lack of vision 

Lack of  
leadership 

support 

Misalignment of 
HR Systems 

Past poor  
implementation 

Insufficient  
time allocated 

Inadequate 
communication plan  
and follow-through 

Culture that  
punishes mistakes 

Lack of a plan to  
address resistance 

Lack of  
follow-through 

Lack of  
holistic thinking 
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What’s in Common with all Models? 

© The Employee Engagement Group    All Rights Reserved 

People 

are key 
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• Business case  

• Market forces 

• Best practices 

 

 

Rational 

“Why should 

we do this?” 

• Effort required 

• Competency 

questions 

• New skills  

needed 

• Perceived 

losses 

Emotional 
“How is this 

going to feel?” 

• Position 

• Status 

• Income  

Political 

“What’s in this 

for me?” 

How People See Change 

© The Employee Engagement Group   All Rights Reserved 

How People See Change 
Page 4-8 
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U 
Moving through the change curve 

Denial 

Resistance 

Commitment 

Exploration 

(Testing) 

© The Employee Engagement Group   All Rights Reserved 

Page 4-9 

Denial 

Resistance 

Commitment 

Exploration 

(Testing) Informed 

Pessimism 

Acceptance 

Hopeful 

Realism 

U 
Moving through the change curve 

© The Employee Engagement Group   All Rights Reserved 

Uninformed 
Resistance 



10/18/2013 

18 

Denial 

Resistance 

Commitment 

Exploration 

(Testing) 

Acceptance 

Hopeful 

Realism 

U 
Moving through the change curve 

© The Employee Engagement Group   All Rights Reserved 

Uninformed 
Resistance 

Informed 

Pessimistic 

Denial 

Resistance 

Commitment 

Exploration 

(Testing) 

Acceptance 

Hopeful 

Realism 

U 
Moving through the change curve 

© The Employee Engagement Group   All Rights Reserved 

Uninformed 
Resistance 

Informed 

Pessimistic 

Why do people resist change? 

– Bad change experience in the past 

– Personality type 

• Reliable, steady, process oriented 
types resist 

• Mobile, adaptable people accept 
change more readily 

– Industry 

• Health services 

• Government 

• Public sector  

– Age 
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Denial 

Resistance 

Commitment 

Exploration 

(Testing) 

Acceptance 

Hopeful 

Realism 

U 
Moving through the change curve 

© The Employee Engagement Group   All Rights Reserved 

Uninformed 
Resistance 

Informed 

Pessimistic 

Techniques for Overcoming Resistance 

– Clear explanation and expectations for 
change and plan 

• Addresses how people see change 

– Establish clear goals 

– Identify how it impacts people 

• Confirm results (no matter what) 

• Provide training 

– Over-communicate and promote 

– Involve people in the change process 

– Manage the bureaucracy and obstacles 

– Change reward systems early 

Denial 

Resistance 

Commitment 

Exploration 

(Testing) 

Acceptance 

Hopeful 

Realism 

U 
Moving through the change curve 

© The Employee Engagement Group   All Rights Reserved 

Uninformed 
Resistance 

Informed 

Pessimistic 
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Denial 

Resistance 

Commitment 

Exploration 

(Testing) 

Uninformed 
Resistance 

Informed 

Pessimistic 

Acceptance 

Hopeful 

Realism 

U 
Moving through the change curve 
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Change adoption curve 

Laggards  

16% 

Late 

Majority 

34% 

Early 

Majority 

34% 

Early 

Adopters 

13.5% 

Innovators 

2.5% 

Based on  

Everett Rogers 

© The Employee Engagement Group  All Rights Reserved 

Page 4-10 
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What’s in Common with all Models? 

© The Employee Engagement Group    All Rights Reserved 

Communication    

  must be: 
• Ongoing 

• Effective 

• Overdone 

P
e
rf

o
rm

a
n

c
e

 

Change over Time 

Starting  

Level 

Communicate Expectations 

© The Employee Engagement Group   All Rights Reserved 

Downturn 

Upturn 

Valley of Despair 

New Level 
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P
e
rf

o
rm

a
n

c
e

 

Change over Time 

Unmanaged  

Change 

Managed  

Change 

Communicate Expectations 

© The Employee Engagement Group   All Rights Reserved 

Communication Creates Misalignment 

U 
Denial 

Resistance Exploration 

Commitment 

Leader 

Supervisor 

Employee 

U 
U 

“Why is this taking so long?” 

“This could really work…” 

“You can’t be serious!” 
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0

5

10

15

20

25

30

35

40

Daily Several
times

weekly

Weekly Monthly Less than
monthly

Not sure

Frequency of Change Communication 

© The Employee Engagement Group    All Rights Reserved 

9% 

22% 

39% 

11% 

2% 

17% 

Best Practices in Change Management 

Change Management Learning Center, 2012 

© The Employee Engagement Group    All Rights Reserved 

CEO/President  25% 

Employee’s Supervisor  31% 

Executive Manager  11% 

Senior Manager  11% 

Department Head  9% 

Change Mgt Team  7% 

Change Mgt Leader  6% 

Best Practices in Change Management 

Change Management Learning Center, 2012 
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Keys to Effective Communication 
– Simplicity - All jargon and technobabble must be eliminated 

 

– Metaphor, analogy, and example - A verbal picture is worth a thousand words 

 

– Multiple forums - Big meetings and small, memos and newspapers, formal and informal interaction 
(see Ideas for Communication Venues below) 

 Note: Studies show that face-to-face interactions are most effective 

 

– Repetition - Ideas sink in deeply only after they have been heard many times (the 13X rule applies 
here) 

 

– Leadership by example - Behavior from important people that is inconsistent with the vision 
overwhelms other forms of communication 

 

– Explanation of seeming inconsistencies - Unaddressed inconsistencies undermine the credibility of 
all communication 

 

– Give-and-take - Two-way communication is always more powerful than one-way communication 

 

© The Employee Engagement Group    All Rights Reserved 

Communication Techniques for Change 
– Communicate past successes in implementing change 

– Ask for and listen to feedback 

– Full disclosure 

• Reason for change 

• Process you will follow 

• Loss and gain 

– Role employees play in change 

– Use multiple channels to communicate 

• Listen for rumors, clarify immediately 

• 13X applies especially to change management 

– Share information ASAP 

• Pre-scheduled times 

• Emergency protocol 

© The Employee Engagement Group    All Rights Reserved 
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Communication Plan 

A communication plan will help 
you: 

– Establish communication 
expectations 

– Build consistent messaging 

– Create alignment with 
employees at all levels 

– Build shared accountability 
(from the top to bottom) 

– Minimize duplicate work 

– Reinforce key messages “13 
times” 

– Leverage different communi-
cation venues and tools 

© The Employee Engagement Group    All Rights Reserved 
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What’s in Common with all Models? 
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Change 

must be 

sustained 
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Keys to Sustaining Change 
– Establish clear responsibilities 

• Who is responsible for maintaining the 
change 

• Who audits the ongoing process? 

– Track results and behaviors 

• Did the change have its intended 
result? 

• How have behaviors changed? 

– Reinforce and reward adherence 

• What get recognized, gets repeated 

– Identify barriers to the change 
succeeding 

• People 

• Processes 
 Adapted from The Change Handbook, Devane, Cady, Holman 2007 

Summarizing Change Management 

© The Employee Engagement Group    All Rights Reserved 

Page 4-16 
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Questions 

© The Employee Engagement Group   

All Rights Reserved 

54 

Engage Your  
First-Line Leaders 
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The #1 driver of employee 

engagement is one’s first line 

supervisor* 

**  Sirota Intelligence Study 

Disengaged managers are 3 

times more likely to have 

disengaged employees** 

* Gallup survey of 80,000 Global Employees 

First Line Leader Role in Engagement 

Less than 10% middle managers 

rated their management training 

to be excellent 

75% of people voluntarily leaving 

jobs say their boss as the reason  

© The Employee Engagement Group   

All Rights Reserved 

Where did you rate your first-line 

leaders? 

1 = Not Engaged 

10 = Fully Engaged 

 

 

– What could you do to improve or maintain your 
engagement levels? 

© The Employee Engagement Group   

All Rights Reserved 
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First-line 
Leaders 

© The Employee Engagement Group   

All Rights Reserved 

 
 

Level  
above  

first-line leaders 

Employees 

  

  

  

Skills of Leaders that Engage 

© The Employee Engagement Group   

All Rights Reserved 

Creating a 

Motivational 

Environment 
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Skills of Leaders that Engage 

© The Employee Engagement Group   

All Rights Reserved 

Twelve Needs a Leader Must Fill 

Twelve 
Needs  

  
  

  

  

  

  
  

  

  

  

  

Trust 

Authority 

Security 

Direction 

Vision 

Structure 

Clarity 

Role Model 

Reassurance 

Cohesion 

Inspiration 

Recognition 

I believe in you 

Someone’s in charge 

Things will probably 

turn out okay 

Someone knows 

where we’re going 

We know where 

we’re going 

Everyone knows 

where they fit in 

Someone is saying what 

is expected of us 

We have someone 

to look up to 

Someone is 

looking after us 

We’re all singing from 

the same song sheet 

We feel good about 

what we’re doing 

What I do matters 
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Force-Rank Yourself 

Twelve 
Needs  

 
____  

____ 
 

____ 

 
____ 

 
____ 

 
____  

____ 

 
____ 

 
____ 

 
____ 

____ 

 
____ 

Trust 

Authority 

Security 

Direction 

Vision 

Structure 

Clarity 

Role Model 

Reassurance 

Cohesion 

Inspiration 

Recognition 

I believe in you 

Someone’s in charge 

Things will probably 

turn out okay 

Someone knows 

where we’re going 

We know where 

we’re going 

Everyone knows 

where they fit in 

Someone is saying what 

is expected of us 

We have someone 

to look up to 

Someone is 

looking after us 

We’re all singing from 

the same song sheet 

We feel good about 

what we’re doing 

What I do matters 

On the following chart, force-

rank yourself in each 

category from 1 – 12: 

• 1 = Highly Effective 

• 12 = Needs most work  
 

Use each number only once 

but use all numbers 

Page 4-20 

Train your Leaders on Engagement 

 

Two tools you can 

use this tool to ask 

employees to 

evaluate leaders 

on the 12 Needs 

  

© The Employee Engagement Group   

All Rights Reserved 
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Skills of Front Line Leaders that Engage 

© The Employee Engagement Group   

All Rights Reserved 

Monitor progress 
Reward / recognize achievements 

Vision and Building Alignment 

© The Employee Engagement Group   

All Rights Reserved 

Communication with employees 

• Vision, strategy, priorities 

• Performance against goals 

 

 

Business Vision and Strategy 
 
 
 
 

Department Vision, Strategy, and Priorities 

Page 4-23 
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Skills of Front Line Leaders that Engage 

© The Employee Engagement Group   
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Creating a 

Motivational 

Environment 

Create a Motivational Culture 

– Accountability 

• Setting clear expectations 

• Performance management 
 

– Communication 

• Business information 

• Input 

• Ability to talk to you 
 

– Knowing employees 

• Professional 

• Personal 

© The Employee Engagement Group   

All Rights Reserved 
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Skills of Front Line Leaders that Engage 

© The Employee Engagement Group   
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Creating a 

Motivational 

Environment 

Forming 

Storming 

Norming 

Performing 

Source: Bruce Tuckman (1965) 

Team Development 

Page 4-25 
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• Feeling moderately eager 
• Anxiety 
• Where do I fit? What is expected of me? 
• Testing the situation and people 

Forming 

• Discrepancy between hopes and reality 
• Feeling frustrated incompetent and confused : anger around 

goals, tasks and action plans 
• Reacting negatively toward leaders and other members 
• Competing for power and/or attention 

Storming 

• Resolving discrepancies 
• Developing trust, support and respect 
• Developing self-esteem and confidence 
• Being more open and giving more feedback 
• Sharing responsibility and control 
• Using team language 

Norming 

• Feeling excited about participating in team activities 
• Feeling team strength 
• Showing high confidence in accomplishing tasks 
• Sharing leadership 
• Performing at high levels 

Performing 

Source: Bruce Tuckman (1965) 

Team Development 

  

  

  

Skills of Front Line Leaders that Engage 

© The Employee Engagement Group   
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Creating a 

Motivational 

Environment 
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Staff Development 

– Hire the right people 

• Set clear objectives and 
expectations 

• Identify behaviors, traits, skills, 
and experience/education 
(BEST) 

• Look internally and externally 

 

© The Employee Engagement Group   

All Rights Reserved 

Page 4-26 

How do you hire your people managers? 

• Where do you look? 

• Do you have an internal development process? 

• What does it look like? 

• Who is eligible? 

• Who is involved in the ‘filtering’ process? 

• Do you have a standard list of requirements or does it vary from 

position to position? 

• Who makes the final decision? 

Staff Development 

– Hire the right people 

• Set clear objectives and 
expectations 

• Identify behaviors, traits, skills, 
and experience/education 
(BEST) 

• Look internally and externally 

– Provide development 
opportunities (more than just 
training) 

– Track progress – help them 
succeed 

 © The Employee Engagement Group   

All Rights Reserved 

Page 4-26 

Exercise – Develop a hiring profile 

for a people manager.   
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Self and Staff Development 

© The Employee Engagement Group   

All Rights Reserved 
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Self Development 

– 360 Feedback 

– Development opportunities 

– Professional associations 

– Career planning 

 

© The Employee Engagement Group   

All Rights Reserved 
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360 Evaluation 

© The Employee Engagement Group   

All Rights Reserved 

Page 4-30 

Leadership Best Practices 

© The Employee Engagement Group   

All Rights Reserved 
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77 

Assignment 

Assignment 

© The Employee Engagement Group   

All Rights Reserved 

• Rate yourself on the Attributes of Successful Change 

Agents worksheet 
 

• Identify the type of change management process you 

would or do use in your organization, and why it is 

effective 
 

• Ask your team (or a group that sees you as a leader) 

complete the Twelve Needs evaluation 
 

• Get to know a few of your employees more personally and 

professionally 
 

• Rate your yourself and your company on your use of 

social media 
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Pre-work for 
Session 5 

 
Communication Protocol 

 
Innovation 

 

Pre-work for Session 5 
• How is communication cascaded through your organization? 

• E-mail? 

• Meetings? 

• Social media? 

• Other? 

• Describe your communication process when a major announcement is made 

in your organization  What are the pros and cons of your current process?  

What works?  What doesn’t? 

 

• Innovation is taking a current product, process, or service and making 

it better.  Based on that definition: 

• Make a list of 3 – 5 innovations you have seen in your lifetime 

outside of your industry.  Look around you – what improvements 

have you seen to your world?  How did it make it better? 

 

• Read the articles posted on the web site and watch the video links 

Page 

© The Employee Engagement Group   

All Rights Reserved 
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81 

Thank you 
 

See you on  
November 15 
 


