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Interactive Communications Toolkit
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UNDERSTANDING

AWARE

UNAWARE

Commitment

Commitment

Time

Time

“Build the Foundation”

“Clarify the Details”

“Prepare for New Work”

“Create the 

Approach”

“Sustain Performance”

“Golden Age”

Initial Reactions

Secondary Responses 

Eventual Outcome

Communications are 

focused on building 

awareness of the “Big 

Picture” and vision. 

Communications should 

help people deal with the 

reality of changing that 

has now hit home.   

Coach people through the 

process of prioritizing and 

getting changes made.  

Help them build up their 

skills and abilities by 

encouraging employees 

to attend training courses 

and try out new tools.  

Hold Change Discussion 

2. Provide employees 

with encouragement and 

support through 

transitions.

Communications are 

aimed at addressing how 

changes will affect  

employees on a personal 

level 

–

how will jobs and 

organization change.  

Supervisors should be 

conducting small group 

meetings with staff to 

explain upcoming 

changes. Change 

Discussion 1 takes place.  

Employees begin to 

attend general training 

courses.

Communications focus on 

internalizing new business 

processes, building skills and 

practicing new behaviors.

Supervisors will need to 

support employees as they 

develop ownership of the 

system and the processes. 
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Purpose and Instructions on how to use this toolkit

This kit is intended to provide Supervisors with interactive exercises, materials and other suggestions on how to communicate change and build in interactive approaches.

This kit includes icebreakers for getting meetings and workshops started, exercises to help individuals feel more comfortable with change, exercises that make communicating BSM concepts fun, and exercises to wrap up meetings and workshops.

Items from this kit can be used to support meetings or workshops.  Specific icebreakers, exercises, and wrap-ups should be selected based on the event, taking into consideration issues such as the target audience, their knowledge and exposure to the topics being discussed, working relationships, and room layout.

Interactive communications supports and encourages learning.  Learning and remembering occur in a variety of ways.  We learn mainly from what we see and hear.  We remember best what we say and act.  The tools in this kit provide a range of resources to get employees involved, moving, and thinking.   


I hear and I forget. I see and I remember. I do and understand.  When facilitating meetings and group discussions, keep in mind that one picture is worth a thousand words.
Best Practices

Below is a list of interactive communication best practices, which have been used at the sites:

· Concept Demo Kickoff – 2 hour meeting to provide opportunity for users/ supervisors/Deputy Commander/BSM Chief/BSM team to talk about Concept Demo.

· BSM Stand Down – meeting for Change Agents/ Sponsors/Sponsors/Concept Demo Supervisors.  Included BSM presentations and a Q & A session.

· Concept Demo User Group meeting - unstructured weekly meetings to discuss BSM and Concept Demo with Concept Demo supervisors and BSM team

· Word Search – contest open to all employees to complete a BSM word search with prizes for winners

· Supervisory Case for Change workshop – site workshop for supervisors.  Included a software demo, Industry Benchmarking; Dealing with Change presentation; and a panel of Sponsors to discuss how BSM will affect their area

· Change Agent and Sponsor Meetings – regularly scheduled meetings to provide program status updates, discuss changes, and provide BSM information

· Town Hall meetings – for all employees to provide BSM information

· Software Demo – targeted to Sponsors, Supervisors, and End Users to provide overview of the look and feel of new software systems

· Jeopardy Quiz game – to wrap up briefing presentations to encourage participation, learning, and employee involvement

Introductions / Kickoff

1.1 Hints on Ice Breakers

Ice Breakers can be a great way for a group to introduce themselves.  Starting with an Ice Breaker can create a more relaxed setting, and help participants to open up.  Ice Breakers can also be used to help participants think in a new way.

It is important to select an activity that you feel comfortable facilitating, and that you feel will be successful with the audience.

The activities provided are a starting point.  Feel free to use your favorite Ice Breaker to kick off a class or meeting, or amend any provided in this pack.  

Write the instructions on the board or a flip chart in advance, depending on which activity you select.  Place the instructions around the room, as appropriate, so that they may be displayed when it is time to perform the Ice Breaker.

1.1.1 Two Truths and a Lie
Have each person in the group write two things about themselves that are true, and one thing that is not true on a piece of paper.  (Does not necessarily need to be in that order.)  
Go around the room, asking each person to read aloud their three items about themselves.  Get the group to guess which “fact” is not true.

This activity should take approximately 10 minutes for a group of 8-10 people.
1.1.2 5 Things About You
Have the group divide into pairs.  Encourage people to pair off with those they do not know.  

Ask each participant to find out the following information about the person they have been paired with:

· Name and workstation

· Favorite job (overall, not just with DLA)

· Favorite food

· Favorite holiday destination

· What are you anticipating about today’s workshop

Allow approximately 5 minutes for this discussion.  
Walk around the room and ask each pair to introduce the person they have just met.

This activity should take approximately 15 minutes in total for a group of 8-10 people.
1.1.3 Expectations and Preconceptions

Have each person in the group write 3 expectations, rumors or preconceived ideas they may have about BSM on a piece of paper.

Walk around the room asking each person to contribute their expectations or preconceptions.  Have a scribe note each item on a flip chart.  Encourage the grouping of similar ideas.

At the end of this activity summarize any common themes.  Indicate what will, and will not be covered by the workshop.  
Post the flipcharts around the room.  At the end of the day go through the flipchart to ensure everyone’s expectations have been met.

This activity should take approximately 10-15 minutes in total for a group of 8-10 people.

1.1.4 Whole Room Handshake
This activity is a great way to get people up and moving.  It forces interaction, and is a good way to energize a group.

Divide the participants into two groups.  
Have participants form two circles, one inside the other.  Have participants in the inner circle face the person opposite them in the outer circle.  
Have members of each circle shake hands and greet the person opposite them. Have the inner circle rotate to the left until they have greeted everyone in the outer circle.

This activity should take approximately 10 minutes for a group of 10-15 people.

1.1.5 Line Up
This activity is a great way to get people up and moving.  It forces interaction, and is a good way to energize a group.  This activity builds communication and creates a fun atmosphere.

Divide the group into teams.  Here are a few ideas to encourage group interaction:

· Ask participants to line-up as quickly as they can according to height.  

· Ask participants to line-up as quickly as they can according to birthday, beginning with January 1.  

· Ask participants to line-up as quickly as they can according to number of brothers and sisters, greatest to least.  
· Any numerical question can be used (# of years with DLA, # of jobs they have had, etc.).

To make the activity more interesting, do not allow them to talk during the line up, form teams (such as customer and supplier teams) and perform time trials to see who can complete the activity first, etc. Make sure your questions are not offensive (e.g., avoid lining up by age, weight, income, sex, etc.).

You may like to reward the team with the most wins with a small privilege or prize, such as candy.

This activity should take approximately 15 minutes for a group of 10-15 people.
1.1.6 Participant “Fun Facts” Icebreaker

Pass out 1 post-it note for each member of the class or meeting.  Ask participants to write something unusual or unknown about themselves on the post-it, fold it, and turn it in to the instructor / meeting facilitator.  Then, unfold the notes and attach them to the wall or flipchart.  

Prior to the start of the class or meeting, pick 2-3 of the notes to read aloud to the group.  Ask participants to guess who they believe wrote the note.  This exercise can be done intermittently throughout the course / meeting to re-engage audience, as the notes should be left on the wall or flipchart.  Make sure that prior to the end of the class or meeting, all notes have been read and names have been guessed.
1.1.7 Common Cents

At the start of a class or meeting, pass out paper and markers to all participants.  Tell them to draw both the front and back of a penny as best they can.  The class / meeting group will be amazed with how difficult this seemingly familiar object is to recollect!  After members of the class meeting have exhibited their drawings, pass out actual pennies so they are able to see just how inaccurate their representations are.

2.0 Change Exercises

2.1 Golden Age Activity*
2.1.1 Purpose of Exercise

This is an experiential learning exercise where participants will recall a previous experience that lead to a change.  The questions are structured to walk the person through the stages of change.  During the debrief, the participant’s responses to the questions are discussed and mapped to stages of change and linked with the commitment curve. 

Objectives

This exercise will:

· Provide the participants with the concepts of the stages of change

· Demonstrate how they have responded to change in the past

· Encourage and support supervisors to make a conscience choice in dealing and reacting to change

· Prepare supervisors to support employees moving through the stages of change
· Include discussions outlining employee responses to phases of commitment curve 

Activity Overview

In this activity, participants are asked to answer four questions about a “Golden Age” experience they have had.  

A “Golden Age” experience is a very positive experience that came to an end because someone or something else ended it.

The chart created from responses to the “Golden Age” questions provides a compelling picture of our typical reactions and responses to change.  The activity questions walk through a change process** and provide an interesting backdrop for discussions on how to move themselves and their employees more productively through the commitment curve.
Activity Launch

As an instructor, state the following to participants:  

· How we manage change is greatly affected by our own predispositions and feelings about change in general.  Some of us look forward to change and are energized by it; others of us dislike change and avoid or resist it for as long as possible.  Most of us are a combination of the two; most of us follow a fairly predictable series of steps as we make transitions in our lives.  This next activity focuses in on our personal responses to change.

· We are going to have an exercise where we recall a “Golden Age” experience, a very positive experience that came to an end because someone or something else ended it.

· Let’s spend a couple minutes selecting and thinking about very positive experience that came to an end because someone or something else ended it.

Note: Perform a process check; ask if everyone has thought of an event.  If people need encouragement thinking of something, provide examples such as a detail assignment that was cut short, a work project ended, a work team that disbanded, event can be professional (preferred) or personal as a last resort

· Now, please spend a couple minutes writing short responses to four questions.  You will be asked to share your responses to your “Golden Age” experience, but not the event itself.

2.1.2 Activity Instructions

1.
Identify a “Golden Age” experience: an experience that was positive, but ended.

Ask participants to identify a “Golden Age” experience.

Explain a “Golden Age” experience is an experience that was a positive one, but it came to an end, AND, the ending for the experience came because something or someone else forced the experience to end.

Advise the participants that they Will NOT be sharing their experience with the group, so they should feel free to select any experience from their personal or professional lives that fits the criteria.

Explain examples of ‘Golden Age’ experiences include: a project that they were actively involved in that ended, a non-work or community based activity that was cut short, changing jobs or locations because of a re-assignment, a relationship that came to an end, etc. 

Emphasize the change that is experienced does not need to be negative.

2.
Think about the following questions in relation to the “Golden Age.”
Ask participants to think about the following questions in relation to the “Golden Age:”

· During the “Golden Age”, how did you feel about yourself, your abilities, and your relationships with others involved in the experience?

· What was your secondary reaction (after time had passed)?

· When the experience ended, what was your initial reaction to the change?

· In the end, how did the change turn out?
3.
Record your thoughts

Ask participants to record their answers – one by one – in the space provided at the end of this activity.  It can be produced locally.

4.
Debrief as a group

Read the questions aloud one by one. 

Ask participants to respond – using adjectives and descriptors – not whole sentences.  Participants do not need to share the actual experience.

Record the responses on two flipcharts at the front of the room (see flipchart instructions for further details.)

Question A: The Golden Age Experience

· Restate Question:  “During the “Golden Age”, how did you feel about yourself, your abilities, and your relationships with others involved in the experience?”

· Identify trends: Draw from participant responses

· Short Summary of Class Response:  For example “Yes, these responses make sense.  In recalling an experience of change, the environment preceding the change is typically stable and secure.  People generally feel supported and happy.”

(Note:  typical responses to Q1 are: happy, secure, stable, content, supported)

Question B: Initial Reaction to Change

· Restate Question: “When the experience ended, what was your initial reaction to the change?”

· Identify trends: Draw from participant responses

· Short Summary of Class Response: For example  “What we have here, anger, frustration, being scared, are typical responses.  Something changed or is changing, there may be some unknowns, and people will experience a sense of loss.  This will occur if the change was by choice or decided by someone else.  Similar feelings will regardless of whether the outcome is expected to be the same, better, or is unknown.”

(Note: typical responses to Q2 are: anger, frustration, confusion, denial, panic, surprise, disbelief.)

Question C: Secondary Reaction to Change

· Restate Question:  “After time had passed, what was your secondary reaction to the change?”

· Identify trends: Draw from participant responses; make observations relating responses to neutral, positive, or negative.

· Short Summary of Class Response: For example, “The secondary reaction to change settles in following learning more about the change, its impact, and opportunity.  This falls into three categories:

· Neutral – acceptance, decided to move on

· Positive – excited, great, see many opportunities

· Negative – anger, fear, panic, sadness, betrayal

…. And this is (consistent or similar) to the responses we heard today.”

Question D: Eventual Outcome
· Restate Question: “In the end, how did the change turn out?”

· Identify trends: Draw from participant responses.  While the majority of change results in neutral to positive long-term impact, there may be some negative responses.  

· Short Summary of Class Response: For example, “The eventual outcome of most change ranges from neutral to positive, and that is reflected in the responses we see here.”
(Note: typical responses to Q4 are: ‘okay; good; happy; better than ever; it wasn’t what I expected, but it turned out fine’)

Flip charts:

Prepare flip charts prior to the workshop.  Place the charts at the front of the room, one to the left and one to the right.


           Left







     Right





2.1.3 Facilitator Information

Below are two exercise examples.  These are provided as background information for facilitator use.  The examples walk through the thought process of the exercise.  

Example #1

 “Golden Age” Reflection / Description:  As a member of a special project work team, I worked on a special assignment for nine months.  The project had high visibility within the organization.  I was involved in work that would significantly impact the organization.  The results of the project had the potential to change organizational policy and processes, impact a significant portion of the workforce, and improve our service to the client.  Through the course of the nine months, the project team developed and created dynamic working relationships.  Working long hours under intense deadlines and commitments, we would not have accomplished what we did if there was not a strong foundation of trust with each other, commitment to the success of the project and the organization, and a willingness to take personal and professional risk.  The project ended as a result of us accomplishing and meeting our goals, however, we did experience budget modifications during the last 2 months of the project resulting in a loss of one team member and modifications to our target goals.”
1. During the “Golden Age”, how did you feel about yourself, your abilities, and your relationships with others involved in the experience?

· Strong

· Confident

· Trusted

· Intelligent

· Dynamic

2. When the experience ended, what was your initial reaction to the change?

· Proud of accomplishments

· Sense of loss

· Sense of frustration with modified outcome

· Missed team members

· Unsure of long term impact of results

3. After time had passed, what was your secondary reaction to the change? 

· More settled with new assignment

· Recognized that new role would have training opportunities 

· Work product from special assignment getting recognition

· Maintained relationship with special project team members

4. In the end, how did the change turn out?

· New assignment was okay

· Special assignment received recognition and was used to set new policy

· New training was good opportunity

Example #2

“Golden Age” Reflection / Description:  In working in Payroll Processing, my work involved using the same computer system that I learned on when I starting in this department 12 years ago.  While my work has not changed dramatically, I am constantly involved in training new employees on how to use the system.  I helped develop system upgrades to the to make it compatible with transferring data reports to the human resources system.  Then, just one year after this system upgrade was completed, management merged human resources and payroll processing and sunset my payroll processing system and installed a new system.”

1. During the “Golden Age”, how did you feel about yourself, your abilities, and your relationships with others involved in the experience?

· I knew my work

· Confident in what I knew 

· As a subject matter experience, was seen as having all the answers

2. When the experience ended, what was your initial reaction to the change?

· Frustrated that all the effort I put into system upgrades was thrown away only two years latter

· Unsure of what would be expected 

· It will take forever to get the new system; I want to keep my system

3. After time had passed, what was your secondary reaction to the change? 

· New system does provide better data sharing with human resources

· Training was planned so I would be able to learn the new system, I was even asked to help training other people

4. In the end, how did the change turn out?

· Even though system went on-line late, it worked

· I was asked to work on new training materials

· Getting data and reports on both payroll and human resources was easier and faster

Example #3

Complete handout exercise from one of your own experiences!

“Golden Age” Wrap Up - Supervisor’s Role in Leading Change

· State  What we have done here is walk through a discussion on immediate, short term, and eventual outcomes of change.  No matter what the change event, whether big or small, professional or personal, the human response follows an established pattern.  This was demonstrated by the exercise.  These reactions and feelings are what you and your employees are about to experience with the implementation of BSM and Concept Demonstration. 

· State Each of us has a choice, a choice in how we react and respond to change.  As a person, you control how you react, what you say, and how you behave.  As a supervisor, your behavior impacts your employees. 

· Explain Supervisors can influence and impact how your employees move through the change commitment curve.  By proactively communicating and demonstrating commitment, talking about the change and showing strong personal support, you will influence how your employees move through the commitment curve.”

· State As a supervisor, a key component of your role with in leading change is communicating with your employees and its your job to support employees movement along the commitment curve up through buy-in and commitment.  

· Review the change curve with the supervisors.

 Change Management Change Curve

The following chart helps to sketch the Supervisor’s role in communicating change to employees, and may be a helpful tool to keep in mind when conducting the “Golden Age Activity.”

The section below provides more information about this diagram and may be helpful for Supervisors during the “Golden Age” activity. 
Phase Descriptions:

Unaware: no awareness of the change
· Aware: aware of change; some understanding of the change; don’t know specific impact

· Understanding: comprehension of the change; true perception of the reality of the change

· Buy-in: acceptance of the change; general support of the change; able to carry out the details

· Commitment: details of change have become institutionalized; continued support of goal

Awareness 

· Communications are focused on building awareness of the “Big Picture” and vision. 

Understanding

· Communications are aimed at addressing how changes will affect employees on a personal level – how will jobs and organization change.  Supervisors should be conducting small group meetings with staff to explain upcoming changes. Change Discussion 1 takes place.  Employees begin to attend general training courses.

Buy-In

· Communications should help people deal with the reality of changing that has now hit home.   Coach people through the process of prioritizing and getting changes made.  Help them build up their skills and abilities by encouraging employees to attend training courses and try out new tools.  Hold Change Discussion 2. Provide employees with encouragement and support through transitions.

Commitment

· Communications focus on internalizing new business processes, building skills and practicing new behaviors.  Supervisors will need to support employees as they develop ownership of the system and the processes. 
Golden Age Activity Handout

During the “Golden Age”, how did you feel about yourself, your abilities, and your relationships with others involved in the experience?

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________


What was your secondary reaction (after time had passed)?

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________


When the experience ended, what was your initial reaction to the change?

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________


In the end, how did the change turn out? __________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

3.0 Test your Knowledge

Test Your Knowledge exercises may be useful tools to convey key messages of BSM during meetings and workshops, or may be incorporated into newsletters or other communication vehicles.  They are designed to reinforce key learnings and help employees understand central BSM concepts.

The puzzles can be reproduced locally for distribution to employees and are included in the appendix.  “Test Your Knowledge” topics include the BSM Overview, Supply Chain Overview, BSM Change Management and Case for Change. 

4.0 Wrap-up Exercises

4.1 “Toss or Answer” Trivia Game

Throw a soft “Nerf” ball to an audience member picked at random, who will then be asked a trivia question.  This question can come from BSM material just covered or from a separate list of “fun” trivia questions.

If the audience member cannot answer, he or she will throw the ball to another person in the audience.  Audience member who answers question correctly will be given a prize or candy.  After 4 ball tosses, the chance to answer is forfeited.  This exercise can be done intermittently throughout or at the end of classes or meetings.

4.2 Round Robin Closing Exercises

The following should be captured on a flipchart and shared with the entire group:

· Go around the room and have every member of the group share an “ah-ha,” which is something learned during the workshop or meeting not previously known.

· Have participants share one thing they would do differently based on the day’s workshop or meeting.

· Ask participants to relate a piece of information that they will relate to co-workers upon returning to the office.

4.3 Experiencing Change Exercises

For brief activities to be conducted with larger groups, try these two exercises:

· Instruct members of the group to stand-up and fold their arms.  Next, have them fold their arms in a different way.  Discuss the initial feelings of this change and how members handle it.  Talk about how long it takes to become familiar with this new way of “arm-folding.”

· Have the group take off any rings or watches they are wearing and place them on the desk in front of them.  Then, tell them to put the jewelry back on, but in a different way and on different fingers or another wrist.  Again, discuss the awkwardness that accompanies this change.  Talk about how, initially, it may feel uncomfortable, but eventually, participants will get used to it.  

5.0 Appendix of puzzles

Each puzzle found in this Appendix is designed to be reproduced locally.

5.1 BSM Overview #1

5.1.1 Crossword Puzzle

See the following page for Crossword Puzzle.

5.1.2 Answers

Crossword Puzzle

Down:

1) Replace

2) Process

3) Order Fulfillment

4) True

5) Order Fulfillment

6) COTS

Across:

4) Collaborating

5) Financial Management

7) BSM

9) Relationship

11) Procurement

12) Best practices




5.2  BSM Overview #2 

5.2.1 Crossword Puzzle

See the following page for Crossword Puzzle.

5.2.2 Answers 

Crossword


Down:

1) Value solutions

2) Supply Planning

3) Commitment Curve

5) Change Agents

6) Opportunity

7) Manugistics

9) Change Readiness 

11) Demand Planning

12) Collaborating

14) Sponsors

16) BSM

19) Commitment

20) Road show

21) Planning

22) One DLA

24) Best Practices

Word Search






5.2.3 Word Search 

See the following page for Word Search.


5.3 Supply Chain Overview 

5.3.1 Crossword Puzzle

See the following page for Crossword Puzzle.

5.3.2 Answers

Down:

1) Service

2) Transportation

3) False

5) Capabilities

7) Integrated

8) Performance

9) Metric

11) Order

12) KPI

15) True

17) Embedded

19) SLA

Across:

4) Relationship

6) False

10) Procurement

13) Order Fulfillment

14) Action

16) Customer

18) Time

20) Suppliers


5.4 BSM Change Management 

5.4.1 Crossword Puzzle 

See the following page for Crossword Puzzle.

5.4.2 Answers

Crossword Puzzle

Down:

1) Change Management

2) Job fairs

3) Sponsorship

4) Commitment curve

6) Change readiness

7) Communication

Across:

3) Website

7) Buy-in

9) Awareness

10) Change agents

11) Change discussion guide


Word Search


5.4.3 Word Search

See the following page for Word Search. 




5.5 Case for Change

5.5.1 Crossword Puzzle

See the following page for Crossword Puzzle.

5.5.2 Answers

Crossword Puzzle

Down:

1) Key Performance Indicator

2) Key Performance Parameter

3) COTS

7) Process

8) Fundamental changes

10) Metrics

Word Search



Word Search

See the following page for Word Search.


Across


4.  BSM will enable DLA to improve customer service by ____ with customers and suppliers


5.  The process that strives to achieve better budgets based on better plans, provides automated funds control, and enables CFO compliance (two words)


7.  The acronym for the project DLA has undertaken to bring commercial supply chain management and best practices to the agency


9.   Identifying future needs through collaboration with customers (two words)


11. The process that manages supplier relationships, improves sourcing strategies, and includes technical/quality requirements


12. BSM will enable DLA to reengineer by fielding ____ ____ (two words)











Down





BSM will enable DLA to ____ our legacy systems. 


A group of interrelated sub-processes designed to produce and end product


The process that includes improving customer relations, providing real-time order information, and tracking/tracing orders (two words)


(True or False): BSM will enable DLA to provide training, experience, and opportunity


The establishment of inventory levels based on the determination of how to best meet customer requirements (two words)


Acronym for       Commercial Off the Shelf


















































General 1 Puzzle





Across:


3) COTS


4) Concept Demo


7) MEB


8) SAP


10) ERP


13) Open Forum 


15) Order Fulfillment


17) understanding


18) replace


21) PD2


23) awareness


24) Buy-in


25) Procurement








1 (Golden Age)





3 (Secondary Reaction)





4 (Eventual Outcome)





2 (Initial Reaction)





BSM Overview #2





BSM Overview #2





BSM Change Management





Supply Chain 


Overview





BSM Change Management





Case for Change





Case for Change








Across:


4) performance expectations


5) One DLA


6) Balanced Scorecard


7) people


9) inventory costs


11) leadership expectations


12) sustainability


13) customer facing organization








* Adapted from Woodward’s Aftershock: Helping People Through Corporate Change








** as outlined in Managing Transitions, William Bridges
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