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Change Management Workbook
The objective of these sessions is to :
•

Understand how individuals are impacted by change.

•

Leading change in your school.

•

Further develop techniques to support colleagues through change.

•

Effectively communicate change with stakeholders.

•

Collaborate with colleagues to develop your local priorities

There are three salient experiences you might have, and three corresponding
approaches you might take with the material covered in the sessions.

If the material is new to
you, consider how you
can implement it at your
school.

If you are familiar with
the material consider
how you might enhance
or finesse your use and
demonstration of it.

If you are experienced with the
material covered identify people
within your school who aren’t
and consider how you could
bring it to them via a coaching
and mentoring approach.
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Activity 1
Change Quotes
The secret of change is to focus all of
your energy, not on fighting the old, but
on building the new

You must be the change you wish to
see in the world

Socrates
I can’t change the direction of the wind,
but I can adjust my sails to always
reach my destination

Mahatma Ghandi
It takes courage to let go of
the familiar and embrace the new

Jimmy Dean
All great changes are preceded by
chaos

Anon
Your life does not get better by chance,
it gets better by change

Deepak Chopra
Very often a change of self is needed
more than a change of scene

Jim Rohn
Change will not come if we wait for
some other person or some other time.
We are the ones we’ve been waiting for.
We are the change that we seek

A.C. Benson
If you change the way you look at
things, the things you look at change

Barack Obama
The only way to makes sense out of
change is to plunge into it, move with it,
and join the dance

Wayne Dyer
It is not the strongest or the most
intelligent who will survive but those
who can best manage change

Alan W. Watts
If you focus on results, you will never
change. If you focus on change, you will
get results.

Charles Darwin
If you don’t like something, change it. If
you can’t change it, change your
attitude

Jack Dixon
The most difficult thing is the decision to
act, the rest is merely sticking to it. The
fears are paper tigers. You can do
anything you decide to do. You can act
to change and control your life.

Maya Angelou
Don’t be afraid to change. You may lose
something good but you may gain
something better

Amelia Earhart

Anon
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Activity 2
Reflection – what are we striving towards? Capture your reflections individually
below. In the context of the National Mission (and the wider education reform
programme) what are we seeking to achieve for our schools?
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Activity 3
Understanding and supporting people through change
Activity 3 - Consider which categories the
people in your school fall in to. Who may
need more support with change?

Where do you see yourself?
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Activity 4
Ted Talk – Jason Clarke Watch the Ted Talk
https://bit.ly/3aFIxH4

In his TEDtalk Jason Clarke provides three useful tools to support staff in framing
change. The tools are intended to challenge thinking and ensure that staff consider
all aspects of change, not just concerns or anxieties. In the context of the National
Mission, these tools might be useful to use through workshops, either as a whole
staff or in teams.
Could you use any of these to support staff in framing their thinking about the
change to the Curriculum for Wales?
As you are watching the clip, consider how you could use these tools with the staff in
your school. Make some notes below
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Activity 5
Roles in Change Management

Can you identify which one you are in the triangle?

What’s your role?
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Activity 6a:
Who’s involved in the change?

Who are the key stakeholders?

Activity 6b:
In the last activity, we worked as a group to determine what key stakeholders we
need to engage with during the education reform agenda.
Now that we have identified the key stakeholders, arrange the on the diagram below.
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Gap Task
Before the next session…
Consider how you will update your SLT following session 1.
You may wish to engage in additional reading to support these sessions.
If so. please find additional information below.
This link gives a good overview of all
https://www.process.st/change-management-models/
Kotter’s theory
8 stages:
o

creating a sense of urgency

o

building a core coalition

o

forming a strategic vision

o

getting everyone on board

o

removing barriers and reducing friction

o

generating short-term wins

o

sustaining acceleration

o

setting the changes in stone

https://www.kotterinc.com/8-steps-process-for-leading-change/
https://www.mindtools.com/pages/article/newPPM_82.htm
https://www.leadershipthoughts.com/kotters-8-step-change-model/

Lewin's change management model
3 stages:
o

Unfreeze

o

Make changes

o

refreeze

https://www.mindtools.com/pages/article/newPPM_94.htm
https://www.change-management-coach.com/kurt_lewin.html
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The McKinsey 7-S model
7 aspects
o

Strategy

o

Structure

o

Systems

o

Shared values

o

Style

o

Staff

o

Skills

https://www.mindtools.com/pages/article/newSTR_91.htm
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/ourinsights/enduring-ideas-the-7-s-framework
https://www.strategicmanagementinsight.com/tools/mckinsey-7s-modelframework.html

ADKAR
5 goals
o

Awareness (of the need to change)

o

Desire (to participate and support the change)

o

Knowledge (on how to change)

o

Ability (to implement required skills and behaviours)

o

Reinforcement (to sustain the change)

https://www.toolshero.com/change-management/adkar-model/
https://www.prosci.com/adkar/adkar-model
https://www.change-management-coach.com/adkar.html

Kubler-Ross Change Curve
5 stages:
o

Denial

o

Anger

o

Bargaining
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o

Depression

o

Acceptance

https://www.cleverism.com/understanding-kubler-ross-change-curve/
https://www.exeter.ac.uk/media/universityofexeter/humanresources/documents/learn
ingdevelopment/the_change_curve.pdf
https://www.change-management-coach.com/kubler-ross.html
https://www.mindtools.com/pages/article/newPPM_96.htm
https://daniellock.com/kubler-ross-change-curve/

Bridges' transition model
3 stages of transition
o

Ending, losing and letting go

o

The neutral zone

o

The new beginning

https://wmbridges.com/what-is-transition/
https://www.crowe-associates.co.uk/managing-change/bridges-transition-model/
https://tallyfy.com/bridges-transition-model/

Managing complex change diagram

12

Session 2
Activity 7
Bridges’ Stages of Transition

ENDINGS

NEUTRAL
ZONE

NEW
BEGINNINGS

HOW TO SUPPORT PEOPLE MANAGE ENDINGS












Communicate A LOT! And keep communicating, updating, informing, advising.
o Do staff have regular opportunities to talk formally?
o Do staff have regular opportunities to talk informally?
o Are staff meetings used for sharing and discussing? Are there electronic
forms of sharing communication – avoiding the possibilities of wrong
messages being shared
o How do part time staff have access to the same discussion?
o How often can staff talk to colleagues outside of the school?
Provide clear, detailed information about what exactly will be different and things that
will not change.
o Is there a chance for staff to consider what they will not change i.e. same
classroom, same age group, same work with the same members of core
team? Have staff had the opportunity to consider the curriculum guidance to
understand what the differences will be?
Encourage people to make personal lists of things that, for them, will come to an end,
and to mark those that they will feel sad about.
Amongst the things that will come to an end, encourage people to notice things they
will be glad to finish with. What are their frustrations now? Are these part of the
changes? Not all endings are losses - are there any aspects that will change they are
glad about?
Show real empathy for all losses that matter to other people, even if they would be
less significant for you.
Help people understand that this is a natural part of the change process and others
may be feeling the same.
Communicate clearly and precisely why changes are necessary – is there a clear
rationale why?
Show respect for the past. Honour what has been good and successful – and the
contributions people have made to this – e.g. within the teaching and learning. Show
how the best values of the past will be preserved in the future.
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HOW TO SUPPORT PEOPLE THROUGH THE NEUTRAL ZONE









Establish new, regular and frequent communication patterns, keep everyone up-todate as the change progresses (helps everyone stay together and aligned).
Are there opportunities to create a resources area where staff are able to head to find
out more and engage in wider reading?
Are there systems to be able to hear and consider feedback people may have on the
change process. This strengthens trust during the change process as feedback
receives prompt attention – are leaders involved in these systems? Does information
flow in both directions so leaders are clear on how everyone feels?
Encourage people to notice the changes taking place, and their own reactions to
them – this can help people learn from the process and manage themselves better
Provide regular forums for people to share experiences and ideas to enable learning
from each other and strengthen team cohesion, in particular if there are new teams
coming together
Help people devise and share creative – even amusing – metaphors that describe
the change journey. Are staff happy to share their experiences of things that helped
them during this transition to ensure learning from this can be used again?
What is the role of professional learning?
o How much autonomy do staff have in deciding their own professional
learning?
o Do staff have the opportunity to hear from colleagues in other schools?
o What skills and knowledge will be needed as part of the new changes – is
there an opportunity to consider what curriculum design means?

HELPING PEOPLE WITH NEW BEGINNINGS


Even though a great deal of information and experience of the change has been
shared to date, reiterate the following information:
o
o
o
o





a Purpose – that explains the reasons for the new beginning, to engage
minds;
a Picture – of how that new beginning will look and feel, to engage
imaginations;
a Plan – that shows how the new beginning will be fully realised, to engage
belief; and
a Part to play – that allows people to contribute to the plan and the new
beginning, to engage wills.

What is the vision of the change? How do staff envisage the 4 Purposes will look in
the school? How does this translate to their classrooms? What is their contribution?
Are there early adopters who are able to work with others in the school? Will smaller
teams working together support the changes? Can other schools’ experiences help
so that ideas are shared and lessons learnt can be shared?
To maintain momentum towards the end of the change, and to encourage people to
stick with the new ways of working:
o check that all communications are consistent
o Seek out and acknowledge early successes
o ‘brand’ the new beginning to help people find a new identity
o celebrate successful implementation once the new beginning is established
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Activity 8
Force Field Analysis
In this activity we have worked collaboratively to identify the forces supporting and
acting against change.
When completing this activity with staff, we should always spend more time
identifying the forces that support the change.
We should also consider how we reduce the impact of the identified barriers that we
have identified.
Forces supporting the successful
Forces acting against the successful
implementation of the curriculum for implementation of the curriculum for
Wales
Wales

How can we reduce the impact of the identified barriers?
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Activity 9
Using BJ Fogg's model, what is the most significant barrier preventing staff
embracing change, in the context of reform?
Are the identified barriers different for different individuals?
Is it the:
Trigger?
Ability?
Motivation?
Consider the type of resistance and symptoms you have experience in your school.
How does this manifest itself?
Make any useful notes in the space below:
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Activity 10: The SCARF Model
The SCARF Model:
Reactions to change can be grouped into 5 domains:
1. Loss of status – our social position in relation to others
2. Loss of certainty – our ability to predict outcomes
3. Loss of autonomy – sense of control over our destiny
4. Loss of relatedness / belonging – are we part of the group or not?
5. Loss of fairness – are we (or others) treated in a fair/equal way?
Read through the following scenarios
Does the SCARF model help to consider and understand emotions shown?
Write some bullet points for up to 3 scenarios on what support could be offered and
discuss within your smaller groups
1.
I’m currently working as a team leader in a successful school and we have
recently had a positive Estyn inspection. I will be retiring in the next 2 years, before
the new curriculum becomes statutory. I believe I have strong teaching and learning
now so I don’t see why I should put my time and energies into something that I won’t
be part of. This should be someone else’s vision and workload. I’m not being held
responsible for putting the staff in my team through all these changes.
Possible support:

2.
I teach 90% timetable and struggle to manage my PPA time and often stay up
late in the evening to plan my lessons and mark pupils’ work. I’m really worried if I
will have time to plan for the new curriculum and am going to approach my union to
share my concerns.
Possible support:
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3.
I’m a governor and no-one at my school has told me anything about the new
curriculum. There has been no training tailored to Governors. I’m not sure how much
the school have done to prepare. I’ve tried to read up on things on the internet but
I’m a bit lost on what it all means. I feel very much ‘out of the loop’.
Possible support:

4.
As Headteacher, I’m concerned that standards will drop when we start to
make changes. Staff will understandably feel unsure of things for a while.
I don’t want this to affect the good work and progress we have made as a school.
How can we ensure that standards don’t drop as we’ll still be judged on these?
Possible support:

5. I am concerned with Estyn’s view of curriculum reform. I know they say they
support the direction set out in National Mission but what does this mean for
schools? Do all inspectors have the same messaging? Will it depend on
which team a school gets? How do I know what Estyn will expect to see when
they contact us in this transition year?
Possible support:

6. As a parent, I understand that school performance measures are changing.
How will I know how well the school is doing if it’s not now measured against
other similar schools? What if the head teacher thinks the school is doing
well, how will we know if that’s true or not?
Possible support:
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7. As a teacher, I’m not sure what the impact of the AOLEs will be? Will I need
to teach new subjects?
Possible support:

8. I am part of a cluster of schools who are developing collaboration on many
aspects and are working on developing a shared pedagogy. One of the
Heads in our cluster does not see the benefit of this as the school has had a
good ESTYN inspection and so does not see the need to change. As a Head,
I am worried that we do not have full engagement across our cluster and so
cannot move forward together
Possible support:

The following considerations may help:
LOSS OF STATUS
•

Avoid instructions for how to address the change as this implies the person is not as
good as you as working this out, therefore you are implying they have a lower status
than you

•

Ask the person affected by the change how they want to address it so that their
ability and therefore their status are being respected

•

People feel a status increase when they are learning and improving, so provide
opportunities for personal development

•

Provide opportunities for status increase by giving opportunities to lead different
communities during the change e.g. giving presentations to others, becoming the
lead trainer in an aspect of the change
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LOSS OF CERTAINTY
•

Overcome the stress of the unknown by making implicit concepts more explicit e.g.
clarify agendas, objectives, responsibilities and deadlines

•

Break complex work into small steps

•

Establish clear expectations of what might happen in any situation as well as
expectations of desirable outcomes

•

Involve those affected in Impact Assessments so they can identify for themselves
what will be different

LOSS OF AUTONOMY
•

Don’t give instructions, but give options so that people can make their own decisions
about how they get involved in the change, what activities they do, when and how
they do them

•

Ask questions instead of providing your answers so that people can create solutions
for themselves

LOSS OF BELONGING
•

Take time to make social connections and identify similarities and things you have in
common before asking for participation in change

•

Create small groups with explicitly expressed objectives for sharing knowledge,
learning new ways of working and sharing experiences

LOSS OF FAIRNESS
•

Establish transparency by setting clear ground rules, expectations or objectives

•

Where possible, allow people to collaborate to establish these rules, expectations or
objectives
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Activity 11
How are you managing the current changes in your own setting?

Do you have a longer term vision for 2022?

How do you think the current pandemic will affect your ability to realise the
Curriculum for Wales by September 2022?

How has your strategic SDP plan changed due to the impact of COVID?

How can collaboration through the cluster plan and funding support this work?

How will you use the common expectations document to review your progress
towards the realisation of the Curriculum for Wales?

Is there any further support you need?
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Gap Task
What are your next steps?
Before the next session, can you please bring:



your school’s current vision?



a photo that you feel reflects your school’s vision

You may wish to consider the Professional Learning Journey section (in Hwb) on
Vision ready for the next session

https://hwb.gov.wales/professional-development/professional-learning-journey

22

