IMPLEMENTATION

BRIEFING

How to Transform Good Intentions into Great Performance
DURATION: Up to 4 hours
ATTENDANCE: Up to 8
OUTCOMES: Provides a comprehensive overview of the CFI protocol, with emphasis on sponsorship
issues. Includes one Change-friendly Risk Assessment and an on-site Sponsor Assessment.

TOOLKIT: Participant handouts, Change-friendly Risk Assessment results.
PURPOSE: Introduce Executives to a proven implementation structure and proper Sponsor Behavior.
Expand knowledge of CFI, and the important elements required to build internal implementation
capability. The CFI protocol is based on the principles and practices in the internationally bestselling
book CHANGE-friendly LEADERSHIP by Dr. Rodger Dean Duncan.
WHY ENGAGEMENT MATTERS

• Physical component – “When I’m at work I seem to bubble over
with energy.” (Engaged people enjoy vigor and vitality.)

• Emotional component – “Our work is important, and I’m glad to be
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Instructions: Workshop participants will form three groups approximately equal
in number.
The trainer will facilitate the activity. See the next page.
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Costs

Rodger Dean Duncan
CHANGE-friendly LEADERSHIP
p. 231

a part of it.” (Engaged people feel positively connected to their work.)

• Cognitive component – “I get so immersed in my work I lose track
of time.” (Engaged people are positively absorbed in their work.)

F

or lifeguards and other rescue personnel, “CPR”
stands for Cardio-Pulmonary Resuscitation, a method
for breathing life into a suffocating person.

COST OF IMPLEMENTATION FAILURE

• Wasted resources
• Objectives missed

• Job security jeopardized
• Weakened morale

• Increased cynicism
• Diminished reputation

In this instance, CPR stands for Converse, Practice and
Reinforce—a way to breathe life and vitality into change implementation.

Long-Term
• Strategic goals not met
• Culture becomes toxic
• Brain drain

• Weakened confidence
• Increased resistance
• Likelihood of failure
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In a typical change initiative, Sponsors
are pretty good at the Converse part.
If you’re a Sponsor, you can probably
rattle off a list of values or valued
behaviors you claim to embrace.
Things like Accountability, Innovation,
Integrity, Quality, Respect, Teamwork.
You can probably talk a good game in
describing the virtues of the future state
you envision.

The Practice part is a bit more
challenging. This involves actually doing something about what you
say you value. A critical part of effective sponsorship (and trustworthy
leadership) is the degree to which what you profess and what you practice
are in alignment. (If they’re not, you can be sure people will notice. And the
change initiative you claim to promote will have slim chance for success.)

Engagement is not just some soft feel-good factor. It has serious
consequences that should be mindfully tended to by anyone who’s serious
about productivity, effective change, and good business results.
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Here’s what engagement often “sounds” like:

The chances of success for your change effort improve dramatically as you use
multiple approaches to influencing your CAST. In fact, studies indicate that
if you use up to six influence approaches (as shown in the Want To/Can Do
Model), your change effort is up to ten times more likely to succeed.

What’s at stake with the implementation efforts in your organization?

The Reinforce part requires even more effort. Reinforcement involves
specific and deliberate application of affirmation, encouragement and
“rewards” for positive behavior. It also involves specific, deliberate and
friendly correction of negative behaviors.

What are the costs when an implementation effort fails to reach
expectations?
In that context, what take-aways are you hoping to get from this
workshop?

Step 4

T

he graphic shown here illustrates how an effective
coalition of players can help implement change in a
corporate environment (hence, the corporate titles).
Notice that the Authorizing Sponsor avoids the mistake
of skipping directly to the people at the lower level of the
organization chart. To ensure clear communication along
the way and to improve the likelihood of stakeholder engagement, the
Authorizing Sponsor (likely with the help of Champions and Agents)
builds a network of Reinforcing Sponsors. This cascading sponsorship is
an important key to any successful change effort. It’s so critical, in fact,
that its absence virtually guarantees failure.

A fundamental part of a high-performance work environment is something
called “psychological ownership”—the extent to which people feel they
“own” their work. This has nothing to do with entitlement or privilege. It
has everything to do with engagement, with feeling a personal connection
and commitment to the work.

CPR: BREATHING LIFE INTO YOUR
CHANGE INITIATIVE

HOW CAN YOU USE MULTIPLE
INFLUENCE OPTIONS?

THE PATH TO SUCCESS

Build a Coalition

n our CHANGE-friendly context, we use the concept of
“engagement” to mean the harnessing of people’s energy,
ingenuity, and allegiance to their work roles. A person is
“engaged” when he feels positive emotions toward his work,
when he regards his work as personally meaningful, when he
considers his workload to be manageable, and when he has
positive expectations (hope) about the future of his work.
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The Sponsor(s) CPR efforts have an enormous impact on implementation
success.
Rodger Dean Duncan
CHANGE-friendly LEADERSHIP
adapted from p. 47-48
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As discussed earlier, effective sponsorship
is absolutely imperative if you expect your
implementation effort to succeed. And
a key to effective sponsorship is good
contracting.
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CHANGE-friendly IMPLEMENTATION GUIDE

“IN PLACE” vs “IN PRACTICE”

E
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Most organizations face challenges with change implementation issues.
If change implementation weren’t important to your organization, you
probably wouldn’t be in this workshop.
Take six minutes to answer the following questions (write your responses on
this page), then compare your answers to those of other people at your table.
Look for trends, patterns, and common themes.

TEAM

perfection – how would you rate your organization on its ability to
implement change initiatives successfully? Briefly explain why you give
your organization that rating.

TALK

1. I think in ways that challenge the status quo, that challenge
existing norms, and that clearly expand possibilities.
2. I ask smart questions (“smart” in the sense that they explore fresh
territory and help uncover information that other people may
have missed).
3. I carefully challenge my own stories (conclusions) to ensure that
they’re based on facts rather than on assumptions.
4. I constantly look for the root causes of things that affect my
change effort, not just the superficial symptoms.
5. When faced with difficulty, I ask myself “What am I doing, or failing
to do, that could be contributing to this predicament?”

Step 5

Ford the Streams

TRUST

HOW DOES THIS APPLY TO YOU?
In your table group, discuss the following questions for five minutes:

129

• People craft messages (expressed in words and/or behaviors)

that contain inconsistencies. For example, “integrity” and
“accountability” may be professed values, yet team members
frequently miss production deadlines and nobody raises an eyebrow.

• Team members act as if the messages are not inconsistent.
• Team members treat the ambiguity and inconsistency as undiscussable.
• Team members make the undiscussability of the undiscussable
also undiscussable.

2. What kind of change implementation issues are most critical in your
organization? Culture? Behaviors? Technology? Leadership? Processes?
Other? (Be as specific as possible.)

Rodger Dean Duncan
CHANGE-friendly LEADERSHIP
p. 99-101

Total Number of Points

What examples of this pattern have you seen in your organization?

IMPLEMENTATION GUIDE

a lk-friendly practitioners
understand the difference
between implicit and explicit
communication. The elephant—an
undiscussable subject—is implicit. It’s
latent, tacit, undeclared, unexpressed.
People talk around the elephant
without acknowledging that it’s in the
room and affecting everything that’s
going on. But until the elephant’s
presence is made explicit—plain, clear,
straightforward, obvious—the quality
of true dialogue is limited. Naming and
taming the elephant is a metaphor for
making implicit issues explicit.
Undiscussables can easily become the fabric of individual relationships
and organizational culture. It works something like this:

1. On a scale of 0 to 10 – with 0 indicating failure and 10 representing

THINK

Think-friendly

Talk-friendly

INSTRUCTIONS: Read each statement and decide how accurately it describes
your use of the Four T behaviors.
a. Never or rarely engage in this behavior (0 points)
b. Sometimes engage in this behavior (1 point)
c. Regularly engage in this behavior (2 points)
d. Always or almost always engage in this behavior (3 points)
Place the point value of your response choice beside each statement.

CHANGE-

T
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THE CHALLENGE OF CHANGE
IN YOUR WORLD

This activity will help you discover and understand opportunities for
improvement in your use of the Four Ts – Trust-friendly, Talk-friendly,
Trust-friendly, and Team-friendly behaviors. After completing the selfassessment, you will analyze and compare your results to the scores and
results of other workshop participants.

The Four Ts

(1) What specific message points will you ask the Sponsor to convey regarding
the Business Case for change?

1.

CHANGE-friendly IMPLEMENTATION GUIDE

Activity Description
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EIN
In the context of untamed elephants,
FORC
trust issues, team issues, and influence
issues that could make or break your
implementation, consider how you will contract with your primary Sponsor.
(Remember SMART Goals.)

friendly
TAME THE ELEPHANT
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THE FOUR Ts
SELF-ASSESSMENT
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Foundations

SPONSORSHIP ISSUES

CHANGE-friendly IMPLEMENTATION GUIDE

Foundations
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EXECUTIVE

EXECUTIVE

2. Any specific projects where execution was successful but
implementation was not?
56
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All organizations are perfectly aligned
to get the result they get.
—Arthur W. Jones
For more about
Executive Briefings:

(816) 415-1605
Resources@DuncanWorldwide.com

