Leading Through Change

These best practices were offered by participants in the seven sessions of
 “Leading through Change” workshops offered by MSU Extension in July and August 2010.

Modeling the Change

· Creating some form of evaluation on yourself from co-workers or partners in your field
· Show leaders/council members how to 'do more with less', i.e. money, time, etc.
· Be willing to try innovative programming and ways to program so that all areas of each region will have GREATER coverage in all areas of programming expertise.
· I will do my best to stay positive and look forward as I support MSUE and our colleagues through this transition.
· Having the will power and persistence to see the change out -- even when it is uncomfortable and people question me.
· Change is like a shirt not all shirts fit well, some tailoring is required to make the shirt fit better
· Sometimes it need to be tailored:
· Support positive changes, and openly work together for solutions to road blocks.

· Being a part of this session is modeling change for others in our office

·  Look for opportunities to model the change

· Model participation---participate openly in the every other Monday Director's call.   Talk about it with others.

· All MSU Extension staff needs to have a positive attitude and be open minded to new ideas.

· Listen to others more intently

· Gain ideas from other staff-How have they modeled change?

· Be proactive in community meetings about how beneficial the change will be; come back and tell others how it was received.

· maintain a positive attitude when talking with co-workers

· Become an active listener to model the changes

· When someone else is modeling the change, get involved with them!

· Talk about trainings that stretch me ''commiserate about learning curves''

· Be honest about feelings

· Create mechanisms to provide feedback to project/workshop leaders that offer support and suggestions on how to improve

· Back to the quote: One can really only control themself, one’s own attitude, and one’s own behavior.  Doing that sets the example, helps coach others to follow suit.

· To be open minded and be willing to try new concepts that will benefit all.

· Create opportunities to be able to demonstrate the change and know that it is the "right" change

· Jump in feet first with enthusiasm into the new MSUE structure

· Being positive and open to the new changes and not showing high stress with staff.

· Be an advocate for change and not a critic of it.

· Modeling change means living or implementing the change you believe in your work capacity.  If you implement what you expect from others, you are more trustworthy.
· Embracing new opportunities as they come instead of ''I don't have time for this''

· Being open minded and offering new ideas and ''what about this?''

· Using positive terminology rather than negative phrases when describing the changes

· Encouraging others when they are positively modeling change

· Willing to accept feedback by those affected 

· Trying to figure out how we can make something work rather than telling us why it won't work (especially around new technology)

· Sharing with colleagues something I liked about the change process.

· trying new things and evaluating the results

· I think it's hard to assess ourselves in how we're modeling change.  I think it would be helpful to establish/nurture relationships w/ those we work with to provide us frank feedback on how we are modeling change.

· Taking a positive attitude and working in to/utilizing/with a change

· Personally having a positive attitude and willingness to embrace the change even though I don't know exactly all that entails yet.

· Being honest but positive.  Truthful about where things stand but moving forward and avoiding repeating ''I don't know'' too often

· Communicate how this change atmosphere has affected me and how the benefits became apparent.

· Self-awareness, remembering to reflect.
· Need to continue to move forward with our jobs yet be aware of upcoming changes

· This is akin to practicing what we preach.   Words are empty if our actions don't reinforce them.

· Listen carefully and go to church

· Look for the positive in change and communicate this.

· Be open and willing to be flexible during a time of change.

· Look for ways to help staff at all levels feel comfortable with the changes.

· role model the behavior you want from your fellow workers

· Being positive about the change when interacting with other staff members.

· Accepting it when you are not happy, or down because of the change.  We need to be human too.  I think what is important is to listen to ourselves when we are in a more positive mood or state of mind.  Go with the flow, but make decisions when we feel less stressed.  

· A classic example of "Practice what you preach"

· Not just giving lip service

· Take time each day to review how you were successful in modeling change

Communicating about the Change

· I will continue to inform staff and clientele of progress made in our transition.
· Provide links to communicate what changes are being made across the state.
· Even when I think I have said it ten times, say it ten more times 
· Be able to respond to others during this time of change
· Increase methods of communication, i.e. via email, written, etc. and establish a communication structure to help inform on changes.

· Helping others to learn about change through contacts such as e-mail with weekly updates

· Take informal opportunities to talk with others.   Go out of our way to bring up the topic as we talk with colleagues.

·  Clearly articulate how you feel each day as your assignment changes

· Over the past few months when ever several Extension employees have come together the topic of restructuring is discussed.  This is a way for us to process what is taking place.

· Being honest and open with staff and with clients about what change is happening and trying to answers any questions or concerns they might have.

· Keep communication open to all staff, including support staff

· Participate in Tom's Adobe Connects and/or reading the materials provided to communicate the messages.

· Direct others to speak about where we can go rather than dwelling on the past or criticize the process.

· let stakeholders know that the change will be positive

· Talk with advisory committees about the change in a positive way.  Share information as it becomes available.

· Have monthly potlucks with co-staff about what is going on with the organization and what they are doing.

· Post physically messages like we read around my area.

· Keep folks in the loop whenever possible. To keep the engaged in the process and open to offering suggestions or asking questions for clarification purposes.

· Continue contact with staff through one vessel such as email and not multiple vessels which could cause confusion.

· Discuss known changes that will be implemented, as well as the possibilities of other changes that may happen. 

· share with office staff what I learn on restructuring conference calls and via district coordinator 

· Find/use multiple delivery systems for the same message--not everyone prefers the same types of media

· Cannot communicate enough.  Cannot communicate too early in the process.  It also needs to be two-way (listening skills).  This leads into the next topic: involving others in the change.

· strengthen communication between district coordinators and local offices

· The more information we can get the more we will feel that we are part of the process and not the recipients of the change.  

· An honest approach in communicating what is fact and open to suggestions.
· Try to work at squelching rumors and encourage people to ask questions

· Listen, truly listen, and don't override peoples' concerns.  They are theirs and they are entitled to them.

· Share bullet points from the biweekly adobe connect sessions to increase the number of people that may go listen to them after the fact

· Help those affected by the change to understand it and how they can have input

· Look for different ways to say things.  Keep saying it differently until everyone understands.

· Open discussions with colleagues about the positives of the change(s)

· Using creative ways to talk about how the change such as stories and metaphors

· Maintain open lines of communication so that people can keep asking questions and those questions can be answered as frankly as possible.

· Being comfortable letting others know that I'm not certain either, but that I'm willing to try and encouraging them to try something new or different and see what happens.  Even change isn't permanent.

· Staying involved whenever opportunity if offered.

· Ask more myself and then feel more comfortable sharing.  It is a team effort.

· Being open and honest about one's understanding by asking questions and finding answers when asked questions

· Framing content to precede important points.

Involving Others in the Change

· Remember that people support what they help create!
· Create ad hoc committees to deal with issues  like our space committee that discusses and recommends the office layout and prioritizes what gets painted first, etc
· I will encourage staff to listen, participate and engage in our journey.
· Becoming a great listener so that in my role as MAEA Regional Director (Representative) I am able to accurately relay the questions and concerns from people in my region an or respond effectively
· Ensuring when asking for input that those who provide it know their input is valued.
· Asking for input from others on the change.
· Continue to gain feedback from stakeholders, i.e. leaders, organizations, volunteers, etc. as to their ideas
· Keep stakeholders informed of changes as they occur.

· Have coffee with support staff every couple of weeks to ask for their suggestions, ideas, and thoughts.

· Holding team meetings within the office to brainstorm the budget situation - rather than waiting to hear what they cut!

· Work together as an office to create new guidelines that address the changes that have been decided.

· Ask more from staff about daily activities and thoughts on how change will affect them. Having them help come up with solutions, ideas.

· have staff meetings where people can talk through their feelings as they experience the new structure

· At Association meetings and/or staff meetings address ''rumors'' or misconceptions directly.

· Encourage others to describe where/what they would like to do and be supportive of that, provide suggestions to make their ideas be successful.

· Offering discussion sessions through Adobe and other sources where all staff can be present or have input.

· Maintain ongoing dialogue on progress and subsequent change steps

· Continue to seek input from stakeholders including staff, county government, clientele

· Involving others includes office staff, volunteers, and commissioners who need to understand what is going on.  Only when you have people's buy-in will change be successful.

· In an easy why for our clients to voice their concerns and interests in our change

· I like to give the goal, or end result.  And let people design their own means to get there.  I do not care, for example, if an office manager uses a spreadsheet, calculator, pen and paper, to balance the checkbook.  The goal is the balanced checkbook.

· Involving others gives us a sense of ownership in the process.

· Make sure we are listening to our staff members and considering their input....not just paying lip service and forcing changes on them without giving them a voice

· Seek others advice...or input as the team works through the change.  It’s a team thing....we are mounting this change process as a total team....and everyone needs to be playing

· Ask others to write up a ''how to'' for areas of their work.
· Create new teams around those new issues or roles - don’t' wait to be asked.

· Ask a wide variety of audiences and then truly use that input to help shape forward motion.  Helps with true buy-in.

· Create opportunities for dialogue.  Ask others how they are feeling and get their ideas that can be shared

· Ask them to brainstorm with you about how the change might occur.  

· Listen, really listen, when ideas are shared

· Working as a team to create/define the change and how it will benefit what we do and how we do it.

· If you are going to ask for input make sure you show people that you are using the feed back they are giving and not just asking for show.

· Authentically listen to folks, and ask clarifying questions to make sure we understand their perspective.  

· Reserve time on my calendar to talk with other colleagues and community partners about the change.

· Be sure you have buy in and support from those needed for successful programming

· Ask people what they think and listen, listen, listen, listen, listen and then listen some more.

· Ask others to 'tell me more about what you are thinking?' 

· Not taking criticism personally about changes.  Appreciate the idea and encourage discussion on how that can happen to make things even better!

· Avoid too large of group meetings- they can feel overwhelming and hard to make your voice truly heard
· As a staff, BEING involved in the change on a daily level in our work, but also taking advantage of the opportunities to help move the organization forward when possible.

· Like in the biweekly webinars, filling in surveys, etc.

· Avoid criticizing others 

· Being positive with others helps and not getting caught in others negativity is important.

· I like the face to face meetings, work groups, etc. but realize there are going to be new ways to communicate and accept it

· Be positive and try to help those around you be positive.  It is easy to get sucked into negativity.

· I need to be more responsive to people who need to be encouraged to be involved in the change. 

· ask others to help in what is needed we don’t have all the answers

· Keeping my 4-H Council informed to what is happening with our change and listening to their ideas and concerns

· Listen to the concerns of others

· Participating in opportunities to keep up-dated and sharing this information with other staff that weren’t able to be up-dated.

· Involving others in committee meetings and task forces as we work through change.

· Be an angel's (not devil’s) advocate

· Involving other staff is much easier than involving volunteers. Holding regular meetings for staff that allow them to ask questions and share feelings and information is very helpful.

Helping Others Break from the Past

· Ask why a lot!  Have conversations about  the ''possibility'' of doing something  or doing something a different way 
· Demonstrate what the possibilities could be if MSUE could provide relevant skills that our kids will need to be successful.
· This is not very easy as it is in many ways a paradigm shift - especially because we've seen benefit in the present way of operating.  So, look for a positive aspect of how the change can actually benefit those who only see the benefit of how things HAVE been done.
· Create a vision plan with others input that is different from the current system
· Helping bridge the gap between the future and the past.  We've built trust in our communities.  Community members listen to us because of that trust.

· I think being willing to help others in our office to think positively about the changes coming and look at this change process as an opportunity to try new things or new ways of doing things.
· Invite innovative and successful youth development speakers into council/leader meetings to show how existing programs can be improvements

· Have a celebration among staff to bring in the new structure after the staffing plans are in place--on local level. 

· Informally and playfully (assessment term) challenge others when thinking about the change.   Play the devil’s advocate...and probe for deeper issues within the change process.  It can be a personal issue for some staff.

· Direct conversations away from the reasons we cannot do something and focus on how we can. Money is always a topic of why we cannot do something, yet many things we can do don't always require much, if any, cash flow.

· Be positive about the changes and explain why the changes are needed

· Embrace new ways of thinking with positive attitude and look at it as a learning process for everyone. Just because we always did it doesn’t mean we can't do it better.

· Remind people that MSUE is not the only organization that is experiencing change.  Give examples of other organizations that are changing.

· Give the support and encourage staff needs as well as the training they need.

· Communicate excitement about the possibilities of the new MSUE structure and our positions in it

· Playing devil's advocate when others say, ‘‘in the past, we always did this...''  So what?  Is that working for us?  What else might be better?

· life is all about change...embrace it

· Talk about changes that you have seen Extension weather in the past. Those changes are comfortable only in retrospect.

· This is a hard one, people are unsure of the future and trying new things so it is necessary to move the process slowly but still give them all the information to make good decisions

· In all encounters with coworkers, supporters, at meetings, etc., voice encouragement and positive thoughts on upcoming changes.  Give reasons to try a new process, or thoughts of how things might be streamlined.
· Encourage staff to explore "uncharted" techniques and provide mechanisms for them to test these techniques

· Continue sharing updates and asking for input and giving as much direction as possible when possible. Positive encouragement.

· Need to help practice being proactive and positive in the process of change.  The weather changes every day so why can't we change 

· Boy, I do not know.  This is a challenge for me too.  (But it my highest score in the test/quiz.  Hum?

· Keep dialoging with office staff, reminding them to give the new way a try...not to panic...
· Reminding others gently when they defer back to former methods, that there may be new ways on the horizon.

· We have our legacy and history of how we have responded to families and communities and now is the time to respond to all of the new dimensions of how we provide education.

· In a light-hearted way, remind people that everything that we've always done wasn't all that great!

· Help people to pinpoint what they would like to have changed in the old system

· Taking time to have that cup of coffee and listening to what people are going through.

· Remind people that by breaking from the past it does not mean that what we have done or valued is not important or not done well it is just with changing times we need to do things differently and have the opportunity to have great success by changing up the system

· Working with others to assist them to integrate the changes into their ''daily'' life

· Value the past while looking the added value from the changes.  Emphasize the greatness of the past while looking for improvements.

· People seem to enjoy friendly competition once and a while about friendly games and rewards?

· Remembering that one of the things we are good at it looking toward the future, seeing how we can enhance what it already good and improve on what isn't the best.  Everyone has thoughts about the good and the bad and listening to those thoughts can help them look at a change.

· Let's not re-invent the wheel but what are we doing well?  What are we good at?  What do we want to be known for?  And how can we make that happen?  Ask these questions often!

· ''Shake the Etch-s Sketch'' is a great visual concept.

· The one thing we can count on in life is change. As MSUE employees, we are change agents, and helping people adapt to change may be one of our greatest services. Is modeling, communicating, involving others and providing support the best ways for us to do that?   

· You can't fix the problem with old ideas, be open to new ideas no matter where they come from and at what level of the organization

· Ask people the worst and best that could happen with the change.

· Remembering that change is most often a transition - not a flip of the switch.
· Being sensitive to the fact that there are strong feelings associated with the past.  We need to learn to honor what has been done but be willing to try new things and new ways of operating.

· Need to be proactive and positive in how we communicate to others

· Asking "Why did this happen?" and learning from it rather than "Who did it?”

· Don’t be defensive in what we have done in the past, work with each other

· I think it is important to "gently" encourage others to think about new ways while keeping some of the tradition and rich history the organization has.

· Being able to show respect for the past and acknowledging it while painting a positive and potential filled outlook for the future.

· Be positive

· be positive and humble in helping others

· Be positive and upbeat about the future

· Communicating  is so important

· Encouraging staff to do their best every day and looking at the changes as a positive forward move.

· Look at how change can make what we do better - different, but better.

Creating a Supportive Learning Environment

· Provide a safe environment in which we will not be penalized for making honest mistakes.

· Keep on programming

· Recognize that change can be more like an evolution and takes time

· Reinforce the concept of safety in sharing new untested ideas

· Admit not knowing and look for answers

· Realize that it is OK to admit we don’t know something

· Try to be aware, even at the most minute level, what things helps support others as we all go through change

· Instead of watching others struggle, pay attention to what you can do to help be supportive

· Continue to correct challenges and problems with understanding

· The supportive learning environment change is with the county extension office and not with MSUE. There has not been good communication internally about the county changes.

· Enthusiastically supporting team members who want to participate in a professional development opportunity.  Asking staff to provide me a couple of professional dev opportunities that they want to ''push'' themselves with 
· I am available to listen and support staff with ideas as we move forward.
· Embrace new and creative suggestions for future programming.
· Validate questions and comments from coworkers
· Encourage partners to come up with new ideas and actually put them into action to ''test the waters''
· Validate members' feedback/ideas by recording/displaying via facilitation during meetings
· Providing & highlighting MSU EAP resources for staff.  And/or county-based EAP programs.

· Being a go-to person for help with new software

· Encouraging staff to try different methods of communication like these electronic sessions.

· Provide training at the level the user’s needs, helping them gain some new skills and feeling better about themselves and their ability to change.

· Ask admin for set aside dollars so all staff can retool to new capacities.

· Listen.

· Encourage new ways of doing things and always encourage feedback good or bad.

· Provide a safe environment for people to air concern

· Provide multiple opportunities to offer input, i.e. suggestion box.  White board.

· Be open to more conservation that often mean not getting my project done and working more at home.
· Have those people who understand in depth the change that is occurring and have them help others grasp the whole picture.

· Encourage and provide time/funds for staff to explore new projects and programming that fits the Institute work group logic models

· Offer opportunities for continuing education/training--including meaningful funding support

· Supporting staff through encouragement and helping staff feel included in the change and a part of the whole group.

· Realize that change may equal stress for some people.  Encourage discussions how 

· Extension has always very good about this.  It is one of the qualities of Extension that I love.
· Be a listening ear.  

· Offering what works for you, while fully listening to another's concerns.

· Be open - be genuine.

· Be honest, if you don't know, say ''I don't know'' so others understand that is OK

· Let groups use their informal communication channels to sound off and work things out with their friends.

· Asking others what would be of help to them at this point or in prep for the future.

· I am excited about the increased use of technology s it decreases travel expenditures but we need to remember that technology is still a challenge and we need to provide a variety of ways for people to get up to speed on new programs and new technology

· Learn from mistakes, show that all efforts have value

· Open communication, provide an opportunity for others to express their ideas on how we can assist them as individuals to move through the change

· Be willing to admit when you made mistakes or when something didn't work.  Make sure everyone knows its ok to stumble.

· Regular staff meetings should include time for open and sharing about our change process.

· Be willing to listen even if the idea seems crazy

· Reduce punitive action or statements when brainstorming or asking questions.

· Try to allay fears.

· I have found that you have to remind people that this is one step and that it is never done, we keep learning and keep tweaking to make it even better.  

· Talk the talk (honestly and transparently) and walk the walk.  We'll need to add  listen and REALLY HEAR what's being said
· I think this is so important because everyone is dealing with a similar set of circumstances around the change in Extension but everyone adjusts to that differently.  I find it easy to deal with change but I want to be supportive of colleagues that are experiencing this differently

· We move on to the next project and not dwell too much in the past

· I think it is important to encourage others to talk about changes in a positive way and listen when others are having challenges.  

· Being able to make mistakes as we move forward and learn from them.  Also, being able to ask questions that might challenge the system and not feeling like you are looked upon negatively.

· Think before you speak.

· Listen to others voice their concerns and anxious feelings.

· continue online trainings and advice and help 

· Encourage others to take advantage of the opportunities to increase their skills and ability to cope.

· Bringing people together allowing for each person for input

· We all need to be supportive of each other.

· Be a positive support to your colleagues in helping with
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