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Note to John and Jennifer – We are still working on the opening stories and the known uses – these appear in italics.  

Also, we have some notes to ourselves that are enclosed in <<…>>

This chapter contains the patterns.  Throughout the early part of the book, we have referred to each pattern by name with a page number in parentheses, for example, Evangelist (59). The page number refers to the actual description of the pattern -- the Opening Story, Summary, Context, Problem, Forces, Essence of the Solution, More on the Solution, Resulting Context. The patterns are listed alphabetically in this section as a reference for you. You can find each pattern easily by page number.

There's also a short summary of each pattern <<(on the inside cover?)>>.  This will help you find the pattern you need in your journey to introduce change in your organization.

Ask for Help

Markita Andrews has generated more than eighty thousand dollars selling Girl Scout cookies since she was seven years old. She does not propose to be smarter or more extroverted than other people. Rather, she claims the difference is that she has discovered the secret of selling: Ask, Ask, Ask! The fear of rejection causes many people to fail before they begin because they don't just ask for what they want.

Since the task of introducing a new idea into an organization is a big job, look for people and resources to help your efforts.

♦♦♦

You’re an Evangelist or Dedicated Champion working to introduce a new idea into your organization. 

The job of introducing a new idea into an organization is too big for one person, especially a newcomer who doesn’t know the ropes.

The single biggest failing of many change agents is that they do not look for help. They believe they can do it themselves, or they feel they can’t ask for help because this would reveal their own inadequacy. Yet, the likelihood of success is directly related to their ability to ask others for help.

David Baum has observed that a leader who appears invulnerable, never showing anything but complete confidence and certainty, will eventually create a workforce with a somewhat warped view of reality.  On the other hand, a leader that admits his vulnerability will find that people will move towards him in surprising and generous ways.

We all need help at times. People who set a high goal will eventually find that they cannot achieve it without other people. It can take effort to find help but the return can be worth it. Taking the steps to identify what resources are available will allow you to take advantage of them. 

Often we feel it would be easier to just do it ourselves but involving others will bring other benefits in addition to the help on a particular effort. Involvement leads to ownership and a growing support for your new idea.

Some people are not quick to volunteer their help or advice. It could be because no one ever asked them. Most people are more likely to help when they are asked. Ken Moore has observed that people are dying to be connected, invited and involved.  They will have energy and commitment when given the opportunity to be players and to influence an initiative’s outcome.

Therefore:

Ask as many people as you can for help whenever you need it. Don’t try to do it alone. 

Get the help, advice, and resources of people who care about you and/or the things you care about. Look around you and talk to everyone about the innovation. You may think you don’t know anyone who can help you with your dream but keep talking and then talk some more. Ask them at The Right Time and remember to Just Say Thanks.  Involve Everyone and allow them to feel some ownership in the new idea.
Sometimes it takes digging—you might have to talk to someone who knows someone, and so on, before you get the help you need. Every organization provides some kind of support—web development, graphic design, special printing, free advertising, corporate publications, secretaries, and assistants. Help can be there for the asking. Look around. Sometimes just wandering over to a support area and stopping at someone’s desk can help you discover what’s available.

If a person is hesitant to agree to your request for help, turn it around. Explain how this opportunity can be an advantage to him such as allowing him to learn something new, make new contacts, or even add a line to his end-of-year report.

Don’t become discouraged if the help is slow in coming. Even a small start can help you promote your ideas, leading to more resources in the future. 

= = = = = = = = =

This pattern builds support from people who will now feel part of the effort. Small contributions from a variety of individuals can create Small Successes and can add up to significant results. Most importantly, each time you ask for help, you’ll bring in more interested individuals. 

The risk is that asking for help can be seen as a sign of incompetence, especially if you are part of an organization that fosters a “You should be able do it yourself” image. You may be able to overcome this difficulty by creating a Group Identity with all the people who are contributing to the initiative.

Someone told Samantha, “No one knows you. If you talk to Mark or Greg, they know how to get things done and I’m sure they’ll help you.” He was right, and it made a big difference. Mark told her how to reach the editor of the on-line daily newsletter to announce upcoming events. Greg introduced her to the tech support person who could set up a bulletin board for the new idea. They were both available whenever she had questions. She felt like she had a chance at it after that.

<<need another one>>

Big Jolt

I was invited to give a presentation at a company in another city. Afterwards the local Evangelist said, "You didn't say anything I couldn't have, but more people will listen to you. Your talk will have greater impact than mine would and then they'll come to me for more information."
To provide more visibility for the change effort, invite a high profile person into your organization to talk about the new idea.

♦♦♦

You’re an Evangelist or Dedicated Champion working to introduce a new idea into your organization. 

You’ve been carrying out some activities to give your new idea some visibility in your organization, but at some point, you need to attract more attention to the effort.

Some people might too busy to attend your presentation but will take time to hear an expert in the field. When a speaker has credibility, people are influenced by what he has to say.

Even those who have adopted the innovation need to have their interest reinforced. They need something to re-energize their interest and strengthen their commitment; otherwise they may fall back into old habits or forget the new approach.

Therefore:

Arrange for a high profile person who can talk about the new idea to do a presentation in your organization.

If funding is not available, entice the expert by pointing out that his visit is an opportunity for publicity for his latest project or book. Increase the probability of significant audience at his presentation with lots of publicity before the event, using In Your Space and e-Forum, and personally inviting and reminding people. Tell Connectors. “Big name” people usually expect a big audience, and may consider it an insult if they don’t get one at your organization. This is especially important if the speaker is not being paid. 

Schedule a pre-event meeting so the speaker can tailor his talk to the needs of the company. Give him some insight into the attitudes surrounding the new idea, the local power structure, and the organization’s true priorities. Make certain he understands the type of individuals he will be speaking to. Well-known experts may wish to talk about something that most people in the organization are not prepared to understand, so encourage him to use Just Enough to speak at a level the organization can absorb. 

When advertising and introducing the speaker, be sure to highlight all his experiences that relate to the innovation.  This is likely to impress even the people who are not familiar with the his name and make them more interested in what he has to say.

If the speaker will agree to do more than just a presentation, arrange a Royal Audience to reward those who have helped with your new idea in the organization and to make an impression on a Corporate Angel or Local Sponsor. 

Get permission to videotape the presentation for people who can’t hear the speaker live. Later, you can schedule some group viewings – be there to answer questions. Use both the presentation and the video sessions as an opportunity to Plant the Seeds.  Draw on the visit as an opportunity to jumpstart a topic for a Study Group in the organization.

= = = = = = = = =

This pattern creates an event that will increase awareness of an innovation and provide some training for it. A big name speaker will catch the attention of even the busiest people and will raise your credibility since you were able to arrange for this person to visit the organization. Even those who cannot attend may be influenced by the publicity before the event and the talk about it afterwards. 

The risk is that it can create more enthusiasm than you are able to handle. Make sure you have people to help you after the speaker has gone. Without appropriate follow-up, the enthusiasm is likely to fizzle. Also, dealing with the visitor may involve a lot of extra overhead, divert resources, and distract you from higher-priority tasks and may not contribute to your long-term community development. Make sure this event is held in the context of a larger plan. 

Barb invited a well-known speaker to talk about a new idea in the organization.  Immediately following his visit, she saw a difference between those who heard the talk and those who did not. Most of those who attended were willing to hear more, while most of the others were still skeptical. 

<<an AGCS example -- add more detail – ask David DeLano>>One change agent said, “We use this as much as we can. For some reason, people don’t believe the in-house experts as much as a visiting ‘dignitary.’”

Bridge-Builder 

I was a Dedicated Champion, with a cubicle right next door to a skeptic whose opinions were respected in the organization. I tried Personal Touch without success. Finally I found someone the skeptic respected, someone he had worked with at the company for a long time who supported the change initiative. I asked for her help in convincing the skeptic. She agreed, and now the former skeptic is a supporter.

Pair those who have accepted the new idea with those who have not.

♦♦♦

You are an Evangelist or Dedicated Champion working to introduce a new idea into your organization. Some people in the organization have accepted the new idea, while others have not.

Some won’t listen to even the most enthusiastic proponent, if it’s someone they don’t know or trust.

In many cases, people may be suspicious of the Evangelist and not the idea itself. Many hard-boiled veterans will not listen to a newcomer, no matter how knowledgeable that person may be. Veterans need to hear from one of their own, someone they trust. People like people who are similar in opinion, personality, background, or lifestyle. They enjoy interacting with others who understand where they’re coming from. 

Even trivial similarities between individuals have been shown to create a greater openness to new ideas and a willingness to try new approaches.  

People are often skeptical because they see the world differently than the person who is talking about a new idea.  Those who have already accepted the new idea can help with this, especially if these adopters are considered to be thoughtful and discerning in their decision-making.

Therefore:

Ask for Help from Early Adopters, Connectors and a Guru on Your Side who have already adopted the innovation.  Introduce them to people who have interests similar to theirs and encourage them to discuss how they found the innovation useful. 

Match a non-adopter of the new idea with an adopter he knows and respects.  Ask the adopter to use Personal Touch to inform and address questions of his more skeptical friend.  While his goal is to try to convince the non-adopter, this may not be possible when talking with a strong skeptic.  In this case, it may be just as important for the “bridge-builder” to allow the person’s viewpoint to be heard by someone he respects.

It can take a lot of time and energy to find the right “bridge-builder” for everyone, so you may want to reserve use of this pattern for only the key people. On the other hand, if you know someone who is "hot" on the innovation who has a buddy that is a skeptic, you might just simply ask, “Will you talk to <skeptic> about your experiences with <the innovation>?”

Don’t become discouraged if this pattern does not work for everyone. The last adopters or “laggards” usually adopt a new idea only after most or all of their co-workers have adopted it, and even then, may only do so under pressure. Therefore, it might be the best use of your limited resources to simply wait for them to come around, if they ever do, rather than putting a lot of effort into trying to persuade them. 

When someone takes on the challenge of being a “bridge-builder,” remember to Just Say Thanks.

= = = = = = = = =

This pattern builds a bridge between two people who can talk about the new idea.  Someone who wasn’t receptive to you is now more informed thanks to the help of someone he will listen to. In addition, the person you asked to take on the role of “bridge-builder” becomes a stronger part of the effort because of the contribution he is making.

The risk is that a strong skeptic may make the adopter think twice about the innovation and you may lose both of them. Make sure that the “bridge-builder” is someone that is truly convinced of the innovation and strong enough to work with a potentially argumentative skeptic.

Known Uses: <<need another one … ask Ed>>

Lisa needed a favor from Bill and although she knew she could probably get what she wanted by asking him, she also knew he really liked a good friend of hers.  So she asked the friend to solicit the favor. Not only could Lisa be sure that the favor would be forthcoming but she knew it would make Bill happier to do it for the friend and that’s exactly what happened!  

Brown Bag
One of the engineers stopped by my cubicle the other day. “You’ve had such great success with <the innovation> —I wonder if you would help me. I have an idea but I don’t know how to get started.” I told him that I got things going by announcing a ‘brown bag’ and talking to people who showed up. It was a small beginning, but the people who came were interested in the topic and were willing to help me take the next steps.

Use the time when people normally eat lunch to provide a convenient and relaxed setting for hearing about the new idea.

♦♦♦
You’re an Evangelist or Dedicated Champion who would like to call a meeting to introduce a new idea. Members of the user community are free to attend or not. 

People can be too busy to attend optional meetings held during work hours.

There is always other, more important, work to be done. Even though most people have a natural curiosity to hear about new ideas, it can be hard to take time during the workday to sit and learn. This makes it difficult to find a time when people can attend discretionary meetings. But, since almost everyone eats in the middle of the day, a meeting over lunch will often find more people with time available. Lunchtime meetings are not as likely to be viewed as wasting time that could be spent doing "real" work, since the time would be spent eating anyway. 

Therefore:

Hold the meeting in the middle of the day and invite attendees to bring their own lunch.

You can increase attendance if you find The Right Time. Consider spending a little of your own money to Do Food (such as cookies for dessert) to make the event special. Advertise the event in an e-Forum or In Your Space. Talk it up with Connectors and a Guru on Your Side. 

Use Next Steps near the end of the event to help keep interest alive. Ask for Help in spreading the word. Tell people where they can find more information and who is using the innovation in the organization. See if there is enough interest to start a Study Group.

= = = = = = = = =

This pattern creates more awareness for the innovation in the organization. The fact that the participants are willing to take the time and bring their own food shows a willingness to invest a little of themselves that can grow over time.

While a noontime meeting can attract more people than a meeting at mid-morning or mid-afternoon, there will be others who won’t attend because they view lunchtime as their break time. You will need to arrange other events for these people. Also, some cultures are not open to having meetings over lunch. If you are not familiar with the corporate culture, make sure that people will accept the idea of a “brown bag” before you begin your plans.

Brown Bag lunch discussions started in Brian’s organization so testers could network, share ideas, and learn more about testing topics. The events are held bi-weekly from noon until 1 p.m. The meetings range from free-form discussions to formal presentations. Topics have included demonstrations of products they test and how they test them, conference experiences, software testing certifications, what kind of testers they are, and the organization’s testing process. Initially, Brian came up with a few topics, but soon began asking for feedback from peers. At the year mark, he formed a committee to: request topic ideas from peers, set up agendas, find speakers, and bring in snacks and supplementary materials [Ask for Help]. In the beginning, most attendees were testers. Information about upcoming Brown Bags was sent to everyone in the company [Involve Everyone], in addition to those who received a notice of the meeting via the brown bag e-Forum. The events have attracted a variety of people -- managers, developers and others who are interested in software testing.
One Evangelist organizes Brown Bag conferences. His recommendations:

· Have a presentation every day at lunchtime for one to two weeks.

· Create a program committee to organize the event. [Ask for Help]

· Invite attendees to bring their own lunch.

· Draw presenters primarily from inside the organization. [Big Jolt]

· Invite corporate executives to host a session and introduce the speaker.

· Advertise the conference so it is perceived as an event. [In Your Space]

· Track who signs up and attends each session.

· Send reminders to participants who registered.[Personal Touch]

· Have door prizes [Token] and snacks [Do Food] at each session.

· Ask attendees to evaluate each session.[Time for Reflection]

Champion Skeptic
Carol Sagan tells us that we need a balance between two conflicting needs—the most skeptical scrutiny of all hypotheses that are served up to us and a great openness to new ideas. If you are only skeptical, then you never learn anything new. You become a crotchety old person convinced that nonsense is ruling the world. (There is, of course, much data to support you.) On the other hand, if you are open to the point of gullibility and have not an ounce of skeptical sense in you, then you cannot distinguish useful ideas from the worthless ones.
Ask for Help from strong opinion leaders, who are skeptical of your new idea, to play the role of ‘official skeptic.’ Use their comments to improve your effort, even if you don’t change their minds.

♦♦♦

You’re an Evangelist or Dedicated Champion trying to Involve Everyone. You are using Fear Less and Adopt a Skeptic to try to interest skeptics in your new idea.

Some of the resistors to the new idea are strong opinion leaders in your organization. 

Skeptics who are also Connectors or a Guru on Your Side know and talk with many people across the organization. If they are vocal about their reluctance to accept your new idea, this will stifle your efforts unless you change their minds, limit their impact, or ask them to help you. The first option may not be possible – you may not be able to bring them to your side. But if they are offered a role in the initiative, they could change from a skeptical outsider to an insider who could make a positive contribution. They do this by bringing a “devil’s advocacy” approach to decision-making: a solid argument is made and then subjected to grilling by another person or group. Proponents report that it allows only the best plans to survive.

A certain amount of opposition can be beneficial. If there are several strong opinions that provide different points of view, there is likely to be more thought and discussion. As a result, you can work toward a consensus of all the ideas.

Therefore:

Ask for Help from a skeptical opinion leader to play the role of ‘official skeptic’ or ‘official realist.’ 

Encourage him to point out the problems he sees with the new idea. Invite him to all meetings and presentations, but if he can’t attend, give him an opportunity to talk with you personally.  Make sure he understands that his opinions should not stand in the way of progress.  Rather, explain that his role is to anticipate problems so that these issues can then be addressed.  

Use the information the champion skeptic provides. For example, when you talk about the new idea, mention the problems that still need to be tackled so that people know you have a complete view of the new idea.  The information can also help set realistic goals that deliver real value.  

Just Say Thanks when some point you hadn’t thought of is brought to your attention. It may be your opportunity to be corrected before you make a serious mistake.

Don’t take the idea of “champion skeptic” to an extreme. A moderate amount of disagreement is all right but avoid people with strong personalities who are openly hostile.

If there is more than one skeptic who should be involved, you might consider creating a ‘Greek Chorus,’ a forum where skepticism is featured. This could be a one-time workshop or a group of people who regularly contribute to meetings.

= = = = = = = = = =

This pattern creates a relationship with a vocal, influential skeptic who can’t be included in any other way. The invitation to become a Champion Skeptic will encourage the skeptic’s involvement and the opportunity for him to learn more about the innovation. Assigning this role can also feed the skeptic’s ego. Recognizing and validating the ideas of an argumentative person will give him positive reinforcement, and may possibly make it no longer as much fun for him to argue.

If the skeptics are a strong influence in the organization, amplifying their objections could result in the non-adoption of your idea. You must be resilient—be prepared to handle criticism and negative statements. 

A couple of people in Dave’s firm are good at “being critical.” Even though they are difficult people to please, they are highly respected throughout the organization. So Dave makes a point of having at least one of these folks on any steering group. He says that they keep him from getting carried away.

When one department has a meeting or discussion, they expect Susan to take the negative side. No matter what she truly believes, she is excellent at playing devil’s advocate. She seems to hate everything, but once she starts to use something she usually likes it. Her initial skepticism, but openness in the long run, makes her credible. Susan has an important role.  Although the team sometimes feels like she is working against them, she keeps them honest in the long run.  Without her insights, the other department members may not consider all the possibilities.

Connector

When I’m in search of something or someone in my large, complicated organization, I know who to ask – Mary.  She seems to know everyone, or at least someone, in all the divisions and departments.  When I explain my problem to her, she seems to think for less than a second and then replies, “Oh, yeh, you need to talk with …”  It always saves me a lot of time to go to Mary first.
To help you spread the word about the innovation, Ask for Help from people who have connections with many others in the organization.

♦♦♦

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization. You are doing some things to give exposure to a new idea, but you know there are others who might be interested.

Your organization is too big for you to personally contact everyone.

Studies have consistently pointed to the importance of informal networks. This is how people learn about new ideas, coach one another, and share practical tips and lessons over time. The information that passes through these networks has credibility. When people we know talk about something new, we naturally pay attention. 

Over 25 years of research shows that many people are more likely to turn to friends, family, and other personal experts than to use traditional media for ideas and information on a range of topics. Making a decision means having a conversation.
“Word-of-mouth epidemics” are created when “Connectors” talk with others. These special people see possibilities in everyone they meet. They know many types of people in different social circles and have a gift for bringing the world together. The closer an idea comes to this type of person, the more opportunity it has.

Researchers have identified a special sub-group of connectors, the “Influentials.” They comprise about 10% of the adult population in the U.S. They are interested in many subjects and are connected to many groups. They know how to express themselves. Because of their connections in the community, workplace, and society, their opinions are heard and they can influence decisions among many people. Almost certainly you know one. Chances are you seek out an Influential when you have an important decision to make. They often know the answer to the question you have. If they don’t, they know someone who does. Influentials tend to be two to five years ahead of the rest of us on many important trends, such as the adoption of major technologies or new ideas.

If word of mouth is like a radio signal broadcast over the country, Influentials are the strategically placed transmitters that amplify the signal, multiplying dramatically the number of people who hear it. The signal becomes stronger and stronger as it is beamed from Influential to Influential and then broadcast to the nation as a whole.
You have to work within the formal structure of your organization, but you can’t overlook the ability of other communication networks to spread the word. You’ll improve your chances for success by taking advantage of the many informal relationships in your organization.

Therefore:

Ask for Help in spreading the word about the innovation from those who know and communicate with many others in your organization.

Look for individuals who have the special ability to connect with others. They will be easy to locate because they know so many kinds of people, including you! You may be more likely to find them among the Early Adopters – this group is generally more social than the Innovators and more likely to be members of many different social circles.

Use Personal Touch to convince them of the value in the new idea. If they are Innovators, it should be easy to persuade them. If not, it will be well worth the extra time because once they become interested, their connection to others will decrease the effort you will need to spread the word. Connectors do not need to be close friends with everyone. They will have “strong ties” that typically share their interests or proximity, and also have many “weak ties” that link them to other social circles. Encourage them to talk with both their “strong” and “weak” ties about the new idea. Connectors will also know the skeptics, so ask them to be a Bridge-Builder. Remember to Just Say Thanks when they tell you about any contact they’ve made.

Be wary of Connectors that don’t support the innovation. Connectors who are Influentials can spread the word about a new idea in persuasive ways. Few important trends reach the mainstream without passing through the Influentials in the early stages, but Influentials can stop a would-be trend in its tracks. They give the thumbs-up that propels a trend or the thumbs-down that relegates it to a short 15 minutes of fame. Consider giving Connectors with a thumbs-down attitude the special role of Champion Skeptic.

= = = = = = = = = =

This pattern makes connections with people you might not otherwise reach on your own. Once the Connectors are convinced of the new idea, they will spread the word faster than you can by yourself.

But Connectors can also bring in more people than you have time to handle. So make sure you have interesting things to tell them and some plan of action in place so that the new people don’t become intrigued only to find out that there really isn’t anything interesting going on.

The people who were the most helpful to Pat when she started introducing a new idea were the secretaries. They know everybody and everything. They are the power behind the managers who make important decisions. They know who to talk to about any issue. They became Pat’s most powerful resource.

There were many Connectors at one company because it funds organizations that encourage activities such as the music club, the flying club, and the golf club. The company also has a group that plays bridge at lunchtime and goes out for a meal every other week on payday. Most of these people have known each other for years—both at work and outside work—but even outside work, they talked about work, of course.

Corporate Angel

My boss stopped by my cubicle and said, “I hear you’ve been giving brown bags on <a new idea>. I think you should give a presentation to the vice-president. His staff meeting is in a couple of weeks.” I agreed but I didn’t understand why the high-level managers needed to hear about this particular idea. I thought it was a good idea for the technical people in the organization but that was it. I was so wrong. That presentation brought training and the purchase of cases of books and, eventually, a new job description that allowed more time to work on introducing the innovation. My ideas wouldn’t have gotten far without buy-in from upper management.

To help align the innovation with the goals of the organization, get support from a high-level executive.
♦♦♦
You’re an Evangelist or a Dedicated Champion trying to introduce a new idea into your organization. You’ve been giving Brown Bags and have won the approval of your Local Sponsor.

Support from local management will provide some attention and resources for the new idea, but you need high-level support to have a more lasting impact 

Enthusiasm at the local level can only go so far. Big-ticket items – training, books, conferences, and visiting gurus (such as a Big Jolt or Mentor) – are needed if interest in the new idea is to grow. But resources can be limited because each level of management has authority to spend only in a certain area. A high-level supporter, who believes in the importance of the innovation and will lend appropriate coaching and direction, can make many inroads easier. In addition to resources, he can provide the collaboration and encouragement to align the new idea to the broader goals of the organization. This is vital to a successful change effort. It is this alignment that will make the initiatives last beyond any changes in local management.
The higher you go in your organization to reach and convince others, the more secure your effort will be. An analysis of the best technology-transfer practices of a broad cross section of government agencies, research institutions, and national and industrial laboratories identified the importance of angels, high-level executives who protect start-up projects until they mature.

Therefore:

Enlist the support of a high-level executive who has a special interest in the new idea and will provide direction and the resources to support it.

Talk to high-level executives about the new idea as early as possible. Explain how the innovation is Tailor Made to match the needs of the organization. If the Corporate Angel (or his staff) is hesitant and wants more information, you might suggest that he call for a Guru Review.

Look for high-level supporters that are respected across their organization; otherwise their involvement could hurt your cause. The wrong kind of executive support can give the impression that the new idea is being “railroaded” through the organization. Be wary of those who embrace the new idea simply because of personal interest – the initiative may not survive if the executive moves to a different role or organization.

Make sure that the upper-level position is not brought in to dictate behavior. The role of Corporate Angel is similar to Senge's “Executive Leader” – a protector, mentor, and thinking partner. This is not an authoritarian role.   Baum suggests that a simple statement from a leader such as “We’re all going through an amazing amount of change,” can create a sense that everyone in the organization is facing the struggles together.  This alone can help.

Keep the Corporate Angel interested. Stay in Touch and offer the chance for a Royal Audience when an appropriate Big Jolt visitor is planned. 

= = = = = = = = = =

This pattern establishes high-level executive support for the innovation in the organization. The process of introducing the innovation becomes easier since lower-level managers and others in the organization are usually open to directives from the top. The Corporate Angel can also ensure that your interests and the plans of the Local Sponsor are aligned with that of the organization to avoid competition and limit any confusion.

The risk is that high-level support can give the impression that the innovation is being imposed or is simply just the “buzzword of the week.” If you suspect this could happen, it may be better to concentrate on growing more “grass roots” interest first.

To move from Level 1 to Level 2 CMM, one company reports that the most important success factor was senior level sponsorship. This set the expectations for Level 2 compliance and business goals for the entire organization, and held the process group and the management team accountable for achieving results. 

The team that worked over a three-year period to earn Division I  NCAA Certification for their university’s Athletic Program found that the support of the Chancellor was vital.  Although he was not involved in doing the large amount of paperwork, his occasional attendance at the team meetings was uplifting because it showed the hard-working members that he was willing to listen and participate in some of the discussions.  He frequently mentioned the ongoing effort during campus meetings to the faculty that was not historically supportive of athletics.  At the conclusion of the effort, when the Athletic Program received re-certification and an outstanding report, the Chancellor continued marketing athletics on the campus by making the announcement and pointing out that the institution should be proud that they fared better than most institutions did.

Corridor Politics

I’m on the board of directors for several non-profit organizations, so it happens all the time. I know when I see the Caller ID of a fellow board member that I’m in for an ear full. I learn a lot, though. I get the inside scoop, and in the end, I almost always wind up supporting the guy who called me. I figure he’s taken the time to call and thinks I’m open to his argument. Besides, next time, I might be the one making the phone calls when I’m preparing for upcoming vote on the board.

Informally work on decision makers and key influencers before an important vote, to make sure they fully understand the consequences of the decision.

♦♦♦

You’re an Evangelist or Dedicated Champion facing an upcoming decision that will have impact on your effort. The decision makers are peers, or at least approachable.

It’s difficult to address the concerns of all decision makers when a new idea is raised in a large meeting.

If you go into a vote without having an idea what will happen, you risk an unfavorable outcome that may be impossible to change later.  It’s hard to change the decision of a group once it is made. Yet, decision makers are not likely to agree with a new idea immediately. Their automatic response is usually “no” if they hear about the idea for the first time during a meeting. They must first get the opportunity to voice their individual concerns and ask questions. This is difficult to do in a group meeting and much easier and more effective to do one-on-one.

Therefore:

Informally work on decision makers and key influencers one-on-one before the vote. Try to get the approval of anyone who can kill it. 

Approach decision makers with facts, not just your feelings. Be clear about what you want. Tell a story to make the issue real. Make sure they fully understand the problem and the consequences of the decision. Don't distort the facts just to win the vote because it will come back to haunt you later. 

Don’t present the issue as controversial. No naming; no blaming. Don’t use this pattern for personal issues (e.g. to have a specific individual put on a lay-off list – it then becomes a personal crusade and can lead to hard feelings). Most importantly, listen to the decision-maker’s concerns and address each one. Use Fear Less to calm skeptics. Even if your argument isn’t convincing, you may turn down the heat on the other side.

Let each person know if a decision-maker who is a manager or a Guru on Your Side has already given support. In many cases, if you talk to the most receptive people first, you can use these people as references for the next person you talk with.

Don’t use this pattern to “get around” a powerful person. Even if you win the votes so the decision goes your way, that powerful person may become angry if his perception is that the issue is being steamrolled past him. Use Whisper in the General’s Ear to enable a manager to look good in a group setting. 

Know when to compromise—it may be the best way to reach your ultimate goals. Don't be a fanatic. As long as it isn’t seen as a trick, a concession will likely stimulate a return concession. Making concessions during an interaction is an effective way to win an argument.

Build a relationship with the decision maker. It may not be possible for a person that is new to the organization to use this pattern until a trusting relationship has been established with others.

If you are short on time, your key contacts should be the fence sitters, those who are uncommitted and potentially able to vote either way.

If the decision doesn’t go your way, remember, "No permanent friends, no permanent enemies." Some day, on some other issue of importance to you, the decision maker may come through. In the meantime, don’t allow a decision maker to become an active opponent. If you win support for your issue, Just Say Thanks and pay your debts. If someone supports you, remember to listen when he has an issue that is important to him.

The importance of talking with people before an event is similar to David Kane’s No Surprises pattern, which stresses the need to talk with customers before any anticipated changes.  In other words, rather than doing damage repair, anticipate what is about to happen and do risk management.

= = = = = = = = =

This pattern creates one-on-one communication with decision makers. It gives you the ability to provide information before a meeting to encourage a vote to go your way. Since the issues are understood, the meeting time can be more efficient – there may be no need for discussion since all concerns have already been addressed.

The risk is that the people you talk with will expect a favor in the future. Also, one-on-one discussion before a meeting can be perceived as underhanded politics. You want to be as above board as possible. Using this approach for purely selfish reasons is likely to backfire. The pattern is most effective when it is driven by what is best for the community.

When Will’s company decided to use the Rational Unified Process (RUP), some of the managers were tied to the old software process. So, before they voted on the process decision, Will talked with all the software managers. Then, at the meeting, the vote was taken without any discussion. If Will hadn’t met with the managers individually, they wouldn’t have understood why the company needed to move to RUP and they would have automatically reacted against it. If the vote had been taken under those conditions, it would have been almost impossible to undo.

Lisa wanted mandatory training for all software developers, which had to be approved by our management. She visited each manager in her area and described how the program would work and the costs and benefits. She explained how the training would reinforce the company values and would be useful in the short-term as well as over time. By the time Lisa brought it up at a manager’s meeting, it was a done deal. There wasn’t any discussion. They just voted. 

Dedicated Champion
What allowed us to depart from our normal manner of business? For us, the most important element was a successful champion who engendered interest in process change. Our champion is a respected team member who is well known for getting work done and for his sincere desire to help lead the organization towards practical improvements.

To increase your effectiveness in introducing your new idea, make a case for having the work part of your job description.

♦♦♦
You’re an Evangelist who has successfully enlisted a Local Sponsor or Corporate Angel.

Effectively introducing a new idea into any organization is too much work for a volunteer.
Without the pro-active effort of someone whose job description includes championing the new idea, it can wither and die on the vine. A single, dedicated individual can bring a focus to the activities necessary to maintain a sufficient level of interest to keep the idea alive. A volunteer doesn’t have enough time to do this. To get this time, the change effort needs to be recognized as part of your job.

Therefore:

Make a case for including the change initiative as part of your job description. 

To convince your manager consider the following suggestions. Managers are interested in metrics. Track the number of Brown Bags, the number and names of attendees, and those you have signed up for the e-Forum. If you have any findings, objective or subjective from your own experience [Just Do It] or the experience of others [Hometown Story], this is also convincing information. The support of a Guru on Your Side will help, especially if it is someone your manager trusts. Offer to schedule a Guru Review to provide an evaluation of the appropriateness of the idea for your organization.

External Validation is also convincing, especially if the publications are in the domain the manager cares about or business-related books and articles. News about a competitor can make a big difference! A Big Jolt visitor can be influential if he spends time in a Royal Audience to address the manager's concerns.

You are ‘dedicated’ if you have: (1) devotion to the cause and (2) time dedicated to the task of championing the new idea.  You can start with a small percentage of your time and later argue for expanding it if there are business reasons that will be compelling to your manager [Tailor Made].

When you become the Dedicated Champion, keep your enthusiasm and don’t neglect any of your current Evangelist activities. Even if you are hired as a Dedicated Champion, you must still take on the role of an Evangelist. 

Realize that you do not own the success of the new idea. Too often, a Dedicated Champion, in his zeal to succeed, does all the work rather than facilitating and ensuring that others do their part. Involve Everyone and Ask for Help. Measure success by how many tasks you encourage others to do. You must become comfortable with an emergence of the new idea within the organization, patient as teams struggle to find how the innovation helps them succeed, and secure enough to create opportunities for others do their part.
= = = = = = = = =

This pattern creates a role dedicated to leading the introduction of the innovation into the organization. The new idea is likely to grow in the organization because you now have time, and possibly additional resources, to carry out the necessary tasks in the change initiative. 

However, the approval of this role may come with the expectation to succeed. If the success of the innovation is on your shoulders, it becomes important for you to justify your time, track the results and the Small Successes, and continually demonstrate the benefits. Metrics can be useful. If you note these as you go, you will have them in your “back pocket” in case your boss needs data to justify your new role.
Mary’s  primary job in the organization was to introduce the innovation into the organization. Because of this, she had time to do things like talk with people individually [Personal Touch], arrange special events [Hometown Story, Big Jolt], keep the idea visible [e-Forum, In Your Space], and have regular conversations about what is going on [Stay in Touch] with the managers. In other words, the biggest and most important resource she had was time. 

<<What does this mean – I asked Linda>>When I was TQM manager, we aligned the "improvement work" with the "daily work." The longer goal, of course, was for the distinctions to blur. The TQM manager had the skill and time to jump in and help a team complete an improvement project. However, if this action was overcoming a lack of time commitment from the team, then that intervention may have done more harm than good. The difficult challenge for the Dedicated Champion is to help the teams overcome their own obstacles.
Do Food

Our small team had to prepare weekly status reports. We hated this job and the wasted meeting time it took each week. Someone told me that the next meeting was our team lead’s birthday, so I bought chocolate chip cookies and as we gathered for the meeting I said, “I heard it’s Tim’s birthday today, so I brought cookies!” It was as though we’d been living in a cave and someone had turned on the lights. People smiled and began telling stories from their childhood. The meeting was fun. We joked about the report and the task we all hated. We finished early. All this from a few cookies.

Make an ordinary gathering a special event by including food.

♦♦♦
You’re an Evangelist or Dedicated Champion who has called a meeting to introduce a new idea. Members of the user community are free to attend or not. You have resources, either your own personal contribution or from a Local Sponsor.

Usually a meeting is just another ordinary, impersonal event. 

Research shows that we become fonder of people and things we experience while we are eating. Even in ancient times, you can find that people understood the importance of breaking bread together. In Christopher Alexander’s pattern Communal Eating (147), sharing food plays a vital role in almost all human societies to bind people together and increase the feeling of group membership. Food turns a meeting into an event. “The mere act of eating together…is by its very nature a sign of friendship….”.

Therefore:

Make food available at the meeting.

Mention the availability of food when you advertise the event.  Ask for Help from your Local Sponsor or Corporate Angel to furnish the food – this is an important sign to attendees that the organization supports the effort. If organizational funding not available, you could buy some inexpensive snacks—both your colleagues and management will be impressed that you believe in the idea enough to put your money where your mouth is.

Be sure you understand the role of food in the culture. In some settings, food and work don’t mix and the idea of eating during a business-related meeting would not be accepted. Each company treats food in certain ways during the workday.

Try to be sensitive to health issues. People who struggle with weight problems may find that cookies on the table are too much of a temptation. Someone with an allergy to the one food you offer will feel left out. Think about offering a bit of variety and some healthier choices. 

There is no need to be extravagant; the forces are resolved in this pattern even if the food is simple.

Food is also important in small meetings, even between two people.

= = = = = = = = = =

This pattern turns an ordinary meeting into a special event and contributes to a feeling of community among the participants. Because everyone likes free food, it can draw people in. It will turn a mundane meeting, presentation or other gathering into a more special event. If food is offered in the beginning, it starts the meeting on a positive note. If the topic gets controversial, it can put people in a more relaxed mood—they can stand up and get a cup of tea or grab a cookie. Food holds people’s attention if the meeting gets slow.
When you begin to regularly have food at events, people will expect it and be irritated when it doesn’t appear. If the food budget is depleted, use Brown Bag. There are other ways to make a meeting special, such as holding a meeting outside on a nice day, using a different meeting management technique that people are not used to, cutting the agenda in half and letting people go early, or holding the event in a special executive conference room arranged by your Corporate Angel.
When the company started cutting back on everything, the food budget was eliminated for meetings. So Sue started bringing some inexpensive sweets. Sometimes "scouts" went out before the meeting and reported back to the rest of the group if there was food. It made Sue realize how important food was for the success of the event. When a manager came to her and asked for a retrospective, she would say, "I think it's important to have food at the meeting, so I will personally pay for cookies for the team." The manager would always reply, "OK, since you obviously think this is important, I'll personally pay for the Pepsi." It never failed. Yes, Sue had to spend a bit of her money every time but the manager would always ante up his contribution and the team knew it. It actually was better than when the company’s budget paid for everything.

When Mary prepares for leading project retrospective sessions, she always reminds the organizers that they need to supply snacks and drinks during the day.  She has noticed that participants often gather around the food for a friendly chat during break time and wander to the snack table when they need a break but can’t leave the room.  This is important because it helps to relieve the strain and exhaustion that often develops during the intense retrospective work. 

e-Forum

<<Look for an opening story from the web book>>

Set up an electronic bulletin board, distribution list, listserver, or writeable web site for those who want to hear more.

♦♦♦

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization.
You need to initiate and maintain regular contact with people who might be interested in your new idea.
It’s hard to get information to everyone. People are busy and overwhelmed by too many ideas. They may not be able to find the time to attend every event, but they like to know what’s going on. You are busy too – you want to Stay in Touch but don’t have the time to personally keep everyone informed about the latest and greatest happenings with the new idea.

Electronic forums allow people to keep in touch and keep a new idea on their minds. When you set up a mailing list for the enthusiasts, or devotees, you’ll get to know some of your most potentially valuable members and give them a chance to meet each other. 

Therefore:

Create a publicly accessible electronic, interactive forum. Advertise its existence. Keep it alive, active and growing. 

This can be an electronic bulletin board, distribution list, listserver, or a writeable web site. You may wish to use it to distribute electronic resources [External Validation], announce upcoming events (such as a Hometown Story or a Big Jolt), and connect people who are doing similar things with the innovation across the organization. Create separate “announce” and “discussion” lists, since some people want to actively participate and others want to passively hear what’s going on. 

This is one way to Stay in Touch, but it should not be the only way. Post information In Your Space. Give a status report, perhaps Piggyback a regularly scheduled event and tell people what’s happening next. Use Connectors to send information through their networks.  Don’t forget to maintain personal contact with individuals who are key to your efforts.

If you monitor the medium, you can use this data to convince a Local Sponsor or Corporate Angel that there is sufficient interest to take the next step in the change initiative.

= = = = = = = = = =

This pattern creates a place to electronically share information and expectations about the new idea. It keeps you from becoming isolated from those who are interested in hearing about it. The virtual community will help you establish a real one. 
If you use it too much, it can have an overdose effect and can even be viewed as spam. Don’t get too accustomed to using electronic means.  Know your community and what they are interested in seeing. 

The first Brown Bag meetings Gary held were well attended but a few busy people stopped by and said, “I was held up and couldn’t make the meeting. Do you have any hand-outs?” “Sure!” he replied, “I’ll send them to you!” While he was at it, he sent notes to others he knew were interested. That’s how it started. The list grew as others heard he was sending out notices for meetings and other events. It was the beginning of the community that became involved in the new idea.

Alison used an e-mail distribution list to draw attention to the activities surrounding the new idea. The initial list came from people who attended a Hometown Story. Later, when training courses were offered, attendees were added. The distribution list was used to advertise upcoming events, like Big Jolt visits, and other news surrounding the new idea. The list made the recipients feel special because they heard about something before the general population.

Early Adopter

Geoffrey Moore explains,“Visionaries are those rare breed of people who have the insight to match a [new idea] to a strategic opportunity, the temperament to translate that insight into a high-visibility project, and the charisma to get the rest of the organization to buy into that project.” They are the ones who can give your new idea its first break. Even though it is hard to plan for them, it’s even harder to plan without them.
♦♦♦
Win the support of the people who can be opinion leaders for the new idea.

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization. You have a small group of Innovators who support your new idea.
To create more impact for the new idea in an organization, interest must extend beyond the initial group of Innovators.

Innovators are helpful as gatekeepers for the innovation, but they generally don’t make good opinion leaders because people are wary of their attitude toward risk. Innovators tend to be effective opinion leaders only in highly innovative organizations. In other organizations, you need the help of people who are more practical, who have a reputation for being open-minded, sensible decision-makes.  These Early Adopters follow the Innovators on the normal curve of adopter categories. They are just ahead of the Early Majority in their level of innovativeness and risk-taking.

Early Adopters are visionaries who care more about fundamental breakthroughs than simple improvements. Unlike the more enthusiastic Innovators who like an idea just because it’s new, Early Adopters consider the usefulness of the idea and attempt to match it to a business goal. As a result, they often have the respect of their peers and make good opinion leaders. This is the reason they are generally sought by change agents to help speed up the diffusion process. 

Therefore:
Look for the opinion leaders in your organization and Ask For Help from them.

You can find Early Adopters among people who have a reputation for discrete, successful use of new ideas.  These are people who don’t jump on a new idea, but instead react with an open mind and an interest to learn more.  Give them as much information and training as possible to convince them of your idea. They are attracted by the Smell of Success. 

Use Personal Touch and encourage them to look to Innovators for experiences with the innovation. To cultivate their interest, you must use a down-to-earth approach and show the usefulness of the innovation to the organization [Tailor Made]. Be flexible and willing to work with them as they try to realize the business value the idea offers. 

Once they are convinced of the new idea, Ask for Help. Encourage them to take on the role of Bridge-Builder – this will be easy for Early Adopters who are also Connectors. Ask them to lead a Study Group or do a Hometown Story after they get some experience using the innovation. They can also help land the support of a Local Sponsor or Corporate Angel. If you find an Early Adopter who is also a Guru on Your Side, he may be interested in being part of a Guru Review to help convince management. 

Stay in Touch and include him in a Royal Audience. Remember to Just Say Thanks.

= = = = = = = = =
This pattern establishes a group who can help serve as opinion leaders for your new idea in the organization. The support of these individuals will reduce the uncertainty that other people, such as the Early Majority and skeptics, have about the new idea. 

The support of this group does not come for free. Unlike the Innovators who usually become excited after attending one event, Early Adopters will ask for more information before they become convinced.  But this reaction to new ideas is what earns them a trusted reputation and, in turn, their role as opinion leaders.  So any time you take with them is likely to pay off later.

Soon after Kathy started talking about a new idea in her organization, she noticed that Carla took the initiative to read one of the well-known books on the topic. So Kathy took her for coffee one day to answer her questions about what the idea could offer the organization. Carla was hooked. Because her work and her opinions were respected in the organization, Kathy asked her to talk with others about the new idea. And when Kathy planned an event, she always asked Carla for her opinion on the details.

The knowledge management initiative at one company targeted the software developers that would be interested in the long-term goal of building a repository to capture best practices in the organization. Those who were involved in the knowledge mining for the repository were the respected, down-to-earth developers who were open to new ideas, not those who were wildly enthusiastic just because it was a new thing.

Early Majority

Marketers of a high-tech product tell this story. In the first year of selling their product, the technology enthusiasts [Innovators] and some visionaries [Early Adopters] quickly jumped on board. During the second year, the company won over more visionaries and a handful of truly major deals.  In the third year, the company expanded its sales force, increased its advertising budget, opened new district offices, and strengthened customer support. But the sales ended up being far less than expected and the growth in expenses was larger than the growth in revenue. What the company interpreted as a steadily emerging mainstream market was really an early market. The company failed to recognize that selling an idea to Innovators and Early Adopters is different from selling it to the Early Majority. 
To create commitment to the new idea in the organization, you must convince the majority.

♦♦♦

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization. You have the support of Innovators and Early Adopters. 

The support of Innovators and Early Adopters will spark the new idea in the organization, but you need much more to truly have impact.

You begin to build your grassroots effort with Innovators who are gatekeepers and Early Adopters who are the early opinion leaders. But at some point you must win the support of the majority to allow the idea to thrive. The Early Majority represents about one-third of the population. Once this group is convinced, they are loyal and will often enforce organizational standards to help the innovation succeed. 

The Early Majority are much more deliberate in their decision-making. Before they commit to a new idea, they want to know how others have succeeded with it. They want the innovation to work properly and integrate well with the way things are currently done. Risk is viewed as a waste of time and money rather than a chance for opportunity or excitement. Unlike Innovators, the Early Majority adopts too late to take on the role of gatekeeper for the new idea. Unlike Early Adopters, they are followers and generally do not hold positions of opinion leadership. Yet, they provide the link between people that adopt early and those who are relatively late. This link bridges the gap or “chasm” between early adopters and the majority. You must cross this chasm to get a new idea into the mainstream and achieve Sustained Momentum.

Therefore:

Expand the group that has adopted the new idea rapidly to include the more deliberate majority that will allow the new idea to establish a strong foothold in your organization.

Look for individuals who are practical and want incremental, measurable, predictable progress. Show them the visible improvements that can be obtained with the innovation [Tailor Made]. Demonstrate results with Just Do It. Point out the Small Successes and show External Validation. Connect them with Early Adopters and other peers who have already adopted the innovation. Encourage them to attend a Hometown Story. Use Personal Touch to show them that the risk is low while the value to their immediate needs is great. 

Once they are convinced, Ask for Help. Encourage them to talk with their peers about the innovation. Since they are the link to the “Late Majority,” ask them to take on the role of Bridge-Builder to connect with individuals who are more conservative than they are. Remember to Just Say Thanks.

= = = = = = = = =

This pattern establishes a grass roots majority for a new idea in the organization. Acceptance by the Early Majority defines the tipping point for the innovation. Gaining their support will accelerate the introduction of the new idea in the organization because the chasm has been crossed and the innovation is in the mainstream. In addition, unlike Innovators who usually move from one new idea to the next and Early Adopters who often see themselves on the fast track, the Early Majority can offer stability and long-term commitment.

But you can become frustrated with this group because they can be hard to reach by simply talking with them. Be patient. You must have successes before you can begin to convince them.

A faculty member in a neighboring department stopped by Karen’s office seeking advice on a proposal he submitted for a new undergraduate major. He explained that he had been encouraged by the initial enthusiasm from some members of his department. So he moved forward with the planning and thought that the other members would eventually become convinced that it was a good thing to do. But this did not happen. The majority of the department was not behind him. Karen suggested that these people needed more assurance that his idea was not risky. He talked with each individual about the advantages the new major would offer the department and provided evidence that it would not take large amounts of resources from other projects. It wasn’t an overnight process, but eventually the majority agreed that he should move forward with the planning.

How do you know when you have built a culture surrounding a new idea? Randy thinks he knew that he had passed a significant point when a high-level manager stopped by his office late one evening. He sat down heavily and began to talk about some problems he was having and then asked, "So, do you think <the new idea> can help me?" This was a manager of a large legacy system. The new idea had never been "pitched" to his department and although anyone could take the training, most of the interest came from the new projects. If this manager was asking to use the new idea, clearly the majority was being won over.

Evangelist

Barbara Waugh said, “How I thought it worked was, if you were great, like Martin Luther King Jr., you had a dream. Since I wasn't great, I figured I had no dream and the best I could do was follow someone else's. Now I believe it works like this: It's having the dream that makes you great. It's the dream that produces the greatness. It's the dream that draws others around us and attracts the resources it takes to accomplish the dream.”
To begin to introduce the new idea into your organization, do everything you can to share your passion for it. 

♦♦♦

You’re part of an organization that wants to stay abreast of innovation. You’re excited about a new idea. Maybe you went to a conference, read an article or book and, as a result, started learning more. You believe your idea will have value for your organization and you want to spread the word.

You want to get a new idea going in your organization but you don’t know where to start.
It’s hard to translate enthusiasm into action that has lasting impact. New ideas are always out there—more than we can handle. Even the best ideas still need to be sold. This depends on the enthusiasm of people who are the natural instigators of fresh ideas and practices. They are the ones who can grow an idea into real change for the organization.

Therefore:

To introduce a new idea into your organization, let your passion for this new idea drive you.

Invest yourself in your cause. In other words, the first person to convince is you. If you don’t believe in your cause, it will be difficult to sell it to anyone else. If you're not convinced then you're not convincing. You must be likeable, believable, and open, but not a fanatic. This is not a role for the fainthearted. Look for possibilities in every situation; take advantage of even small opportunities to get your idea across. 

Share your vision with others. Let them feel your enthusiasm. Tell your story—this is the driver for real change. Your story should convey your passion, excitement, and conviction and inspire others to feel the same way. It’s a good idea to have a two-minute “Elevator Speech” targeted for different audiences, so you’re ready when anyone asks you about your new idea. Show that there's value in your new idea. Don’t "preach"—any improvements should just radiate from you and from your work. Hopefully others will notice and inquire. 

Learn more about possibilities for the innovation in your organization with Just Do It. But realize that you are not the expert – don’t sell yourself that way or expect that you can play the expert role. A little humility goes a long way. Also, keep in mind that you are not the idea. You're a person who has a good idea but other people can share it. You don't lose anything if others become more knowledgeable, or if others also become Evangelists.
Don’t worry if you don’t have an all-encompassing strategy. Test the Waters with a simple plan of action. Then move Step by Step, letting each stage build on the previous one. Take Time for Reflection and learn as you go. Get beyond a quick-fix mindset. Progress can be slow, so celebrate Small Successes, be prepared for setbacks, and realize that real change takes time.

Give Brown Bags and Plant the Seeds. Set up an e-Forum. If there is interest, start a Study Group. If you have a well-known contact who will come in to your organization at no cost, bring in a Big Jolt. Do Food at events when you can. Begin to identify Innovators and Connectors. Use Personal Touch. Always remember to Just Say Thanks. 

If you are seen as an Innovator, people are less likely to trust what you have to say, since you probably get excited about new things just because they are new. If you seen as are an Early Adopter, you are likely to be more effective in reaching the rest of the organization because of your reputation for being more down-to-earth in your decision-making.

Research suggests that if you are naturally likeable and attractive, your job will be easier because people are unconsciously more open to people they like. If you are introverted or opinionated, people are not likely to trust you, even if you've got the best data in the world. You must be a strong communicator, someone who can build personal credibility. Joe Bergin’s Introvert - Extrovert pattern suggests that you can learn to play the role of an extrovert, so that an observer believes you are bold and outgoing. You must recognize when this role is appropriate, gather your resources, and play the part.

Ask For Help. It’s hard to be a Salesman and a Connector, and a Maven but all three roles are needed to lead a change initiative. Don’t try to do it all. For example, a Guru on Your Side is a good candidate for a Maven. Encourage others to be Evangelists in their own teams. 

Your goal is to earn credibility. Others may not always agree with you but they need to trust what you say. This is the most important part of being a change agent. Once you’ve earned credibility, you’re in a good position to become a Dedicated Champion. Be on the lookout for possible managerial support. Real impact will require a Local Sponsor and a Corporate Angel.
= = = = = = = = = =

This pattern establishes a role for an initial enthusiastic introduction of a new idea. It gets the new idea going in the organization and sparks some support from Innovators and possibly some interest among management.

The risk is that you can become too passionate about the new idea and turn some people off. Maintain the enthusiasm, but don’t get carried away. Don’t let your enthusiasm make you impatient. One of your most powerful qualities may be your ability to be patient and impatient at the same time. Keep in mind that most people need time before they will feel the same enthusiasm you do.

<<need Known Uses>>

External Validation

I’ve been trying to convince my dear friend, Linda, that my hometown of Asheville, N.C. would be a great place for her and her husband to retire.  She would just nod politely when I would tell her about all the things I thought the area has to offer.  Then I pointed out some national publications in which the Asheville area appears as “best city” and “best place to retire.”  She now tells me that they have put Asheville on their list of cities to seriously consider.

To increase the credibility of the new idea, bring in information from sources external to the organization.
♦♦♦

You’re an Evangelist or Dedicated Champion working to introduce a new idea into your organization. People are writing and publishing on topics related to the new idea.
Before being persuaded to accept a new idea, people want assurance that the idea has validity outside the organization.

The innovation-decision process begins with knowledge. When people become aware of an innovation, they want to understand how it works. This information can come from within the organization but, initially, external sources of information are more important. External publications have more credibility than internal technical reports that are often write-only documents, distributed widely but largely unread.
Most people want some evidence that the innovation is not just an impractical notion of a few individuals in the organization; therefore, endorsement from outside the organization will catch their eye. External sources of information are especially important for those who are first to adopt an innovation in the organization (Innovators and Early Adopters) because, at the time they are seeking knowledge, there are few in the organization who have experience with the new idea.

Therefore:

Give people in the organization external sources of useful information about the new idea.

Mass media sources are a good place to start—books, articles and web pages with no-nonsense information. Include success stories when you can for those who appreciate the Smell of Success. Make sure the publications are trusted by the people you are trying to reach. For example, managers read business journals, not technical ones. 

Look for opportunities to Plant the Seeds. Distribute the information one-on-one with Personal Touch or on a wider basis with e-Forum and In Your Space. In addition to the written word, bring in a Big Jolt speaker. 

Consider presenting your work externally in a venue that is recognized by your colleagues. Publish in journals read by the people you want to convince, especially Early Adopters and anyone who is a Guru on Your Side. You may even want to write a book and get it published by an external publisher.
Although external sources can and should be provided at any time, use this pattern especially in the early days of your efforts, when people need knowledge and few opinion leaders are in the organization. 

= = = = = = = = = =

This pattern generates some validation for a new idea in the organization. It shows that the innovation is not just a local phenomenon. Because this is what people need, it is effective in gaining awareness and raising credibility. Management might see this external validation as a sign that the competition is gaining ground in this area. This can spur decision makers to support the innovation.

But the distribution of external sources throughout your organization can be seen as intellectual browbeating.  Sending books or articles up and down the chain can make people feel inadequate because they can’t keep up with the pace of reading.  State ideas as simple, authentic statements [Just Enough], and then provide more background if anyone asks. External publishing also involves risks. Others across the organization might label your effort as ‘writing only and not working.’ Make your topics factual, relevant, and useful so your colleagues don’t dismiss them as academic. 

My manager never paid much attention to my research until one day I showed him a book that referenced one of my publications. He wasn’t familiar with the topic of the book, but was extremely impressed that my name appeared in it. I did not expect such an enthusiastic reaction from him, but it showed me the power of external validation!
When we moved from Level 1 to Level 2 CMM (Capability Maturity Model), we asked a few speakers from other companies at Level 2 and 3 to talk about the benefits they had realized in their organizations when they achieved these levels. This helped people to understand what could be achieved, and how these other organizations approached the changes.
Fear Less

I force myself to ask of every obstacle, “What if this is a gift? What is it that this obstacle or setback is telling me?” Someone who is initially the most skeptical may become my best partner, constantly detecting the hype and fluff and unnecessary complexity in my thinking about what we are doing and what the next steps are.
Turn resistance to the new idea to your advantage. 
♦♦♦

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization.

Any innovation is disruptive, so resistance is likely. 

Every change agent complains about it, but if you think resistance is bad, consider the alternative. It’s frightening to imagine a situation with no resistance at all.  If that were the case, you would be solely responsible to be 100% correct, 100% of the time.  Scary, isn’t it?  But nobody’s perfect.  We need resistance to test our ideas. So, the first step in dealing with resistance is to appreciate it. Fortunately, resistance is universal. It’s like fungus; it doesn’t thrive in daylight. Therefore, once you suspect that there is resistance, your first step is to get it out in the open, rather than let it fester in the dark.

Skeptics can teach us a lot about what we are doing wrong. No matter how determined we are, how “righteous” our cause, we’re going to run into obstacles. No course of action is perfect. Skeptics are a gift because they provide us with information about the route we’ve chosen and how to alter our approach and our goals.

You will eventually have to address fear, both the listener's and your own. Listeners may fear loss of position or status, loss of comfort, or being taken in by hype. Someone resists change because he is trying to avoid either the pain he believes will result or the loss of something positive and enjoyable. Fears typically manifest themselves as resistance. Your reaction is likely to advocate your views harder. That, too, is motivated by fear – the fear of looking bad when everyone's watching – the fear that your ideas may, in fact, be wrong. The collision of two fearful people leads to impasse. Resistance is not the primary reason why changes fail. It’s the reaction to resistance that creates problems. 

It's hard to listen to people when we don't agree with them. Usually we just elaborate our point of view or repeat what we've said. A better approach is to encourage the other person to say more about his point of view. Sometimes just hearing what another has to say will help each of you reach a better understanding.

Therefore:

Ask for Help from resistors.

Listen, really listen, to what a skeptic has to say and learn from him.  Try to appreciate the differences in opinion.  When people disagree with you, stop and think about the value in seeing things from their perspective.  Rather than hiding the potential problems, ask for input on ways to address them. When someone makes a critical comment, reply, “What would you recommend?”  You don’t have to agree with them; you can simply recognize them, and then seek to understand. Be sure the skeptic knows you are listening. Acknowledge and validate his expertise. Ask questions. Try to understand his arguments.  

Bring the skeptic’s concerns to light and address them before he has a chance to use them to stifle your efforts.  Include his objections as limitations and topics to consider when you do presentations or lead discussions on the new idea.

While listening to their objections, help resistors understand that learning a new idea does not mean throwing away their experience. Use Personal Touch to show how the innovation can improve things for them. Sometimes people who are resistant to an innovation can become quite enthusiastic if they are just given the opportunity to try it.

Don’t assume that a skeptics’ position is fixed. Just because he is initially opposed to your new idea, that doesn’t mean he can’t be open to what you have to say. It's a natural, human tendency to shy away from criticism, but it can be a sign of a healthy, vital culture, when people care enough to air their concerns. Don’t avoid it but engage it and assess its merits with the critic. If the person is an “Influential,” his ability to sift through information and see benefits as well as problems and his ability to revise his assessment when it is merited and to tell others makes him a valuable complainer. He will change his opinion when he sees cause for change.

Invite resistance so that all concerns are heard. Find something to appreciate in all those who aren’t on your wavelength. Appreciation asks for nothing and gives everything. Research shows that it is physiologically impossible to be in a state of appreciation and a state of fear at the same time. Thus, appreciation can be an antidote to fear.

Be humble in your efforts and compassionate toward imperfections, including your own. While you may like some people more than others, keep in mind that a range of personalities lives within each person. The way you operate toward them will elicit the personality you see—the resistor you fear or the best person someone is capable of being.

The skeptics must be willing to talk and to listen – if they are not, put your energy elsewhere. It’s sad, but there are also people who will never be happy no matter what – you probably don’t want to encourage them by spending a lot of time with them. Sometimes the resistance is due to a personality clash. If others who have adopted the new idea are willing to help, try Bridge-Builder. If some resistors become too difficult, find a Shoulder to Cry On – you might discover other ways to deal with them. 

If you know a resistor who is a strong opinion leader, consider giving him the role of Champion Skeptic. 

= = = = = = = = =

This pattern “builds” a relationship with a skeptic. It allows you to use resistance to your advantage, rather than allowing others to use it against you. Listening to skeptics will bring to light the limitations of the new idea so that issues can be addressed frankly and honestly. Resistors may not welcome the new idea with open arms but if you have done your best to calm their fears, some will come around, or try to be open minded. Other people who see you dealing respectfully with resistors, and even raising objections in advance, are likely to be impressed with you as the messenger of a new idea. 

The risk is that resistors can overwhelm you if you are not prepared to handle criticism. Encourage them to talk with you one-on-one to protect yourself from a verbal attack in public that can end up damaging your cause. 

You always know who “they” are—the people who don’t show up for your presentations, the people who don’t stop by to ask about a new idea, the people who just don’t care. So, you slip into denial and focus on the positive responders. You tell yourself that “they” will come around because your idea is so good. That was Roger’s strategy until another re-org and subsequent move put him next to one of “them”—one of those guys who had been with the company forever. Roger was polite and nodded, “Good morning! How’s it going, Bill?” One day he heard him over the cubicle wall, “OK, Roger, tell me about that new idea!” Roger was up like a shot. He spent nearly a half-hour with Bill and got to hear first hand what the skeptical co-worker thought the problems were.  It was amazing that the two men were almost always in agreement. Bill brought up some things Roger hadn’t considered and so he included these things in his next presentation about the new idea. Roger and Bill still have great discussions, even though they’ve both left the company. 

Lynn was giving a talk about a new idea and someone in the audience was angrily disagreeing with everything she said. After hearing a few negative comments, Lynn decided to ask the guy to have lunch--scheduled just after the talk. She sat down with him, pulled out her notebook and said, "I can't promise to do anything about your concerns but I want to hear all of them. Fire away!" He kept her busy for the entire meal and after it was over he said sincerely, "Thanks for listening. Everyone is usually too busy to care and they treat me like a crackpot. I appreciate that you took the time. Thanks." Lynn wasn’t sure she won him over but she was glad she took the time to hear his viewpoint. That's important—for new ideas or anything else.

Group Identity

A group of people involved in facilitating project retrospectives gathered in Oregon in 2002 to share their interest in retrospectives and brainstorm ways to increase their use across the software development industry. When the group created a list of action items, the first on the list was: Who are we? What are we trying to accomplish? Do we share a set of common goals? Once these fundamental questions were answered, the group was ready to move forward and make progress. The group is called Retroasis and convenes annually at different locations around the world.
Give the change effort an identity to help people recognize that it exists.

♦♦♦

You’re an Evangelist or Dedicated Champion. You’ve had a Brown Bag or perhaps just an informal meeting in the cafeteria or hallway.

It’s hard to introduce a new idea when people aren’t aware that the effort exists. 

It’s easier to recognize and talk about something if it has an identity. This is why organizations often assign a name to individual projects and sports groups give their teams a name. This is why patterns are given a name! When the name is mentioned, people will think about the new idea and know what you are talking about. If they don’t, they are likely to ask what it’s all about.  

Assigning an identity to a change initiative helps people become aware that it exists and what it is trying to do.  The more people hear and see the name, the more likely they are to become curious about it and get involved.

Therefore:

Give the change effort an identity.

A good way to begin is to give your group a name. It should be one that is created by the group itself – this builds camaraderie. Use the name often and everywhere you can. Keep it visible on e-Forum and In Your Space and when holding an event. 

There are other ways to give a group an identity. For example, a regular meeting signals an organized effort. The meetings can be for planning and other business or incorporated with another activity. Ask for Help from those who attend the meeting. The meetings may have few attendees, especially in the beginning, but even a small group begins to build a community. But use the meetings carefully. In some company cultures, holding meetings will give the initiative a negative identity. This is especially true if they are run badly.

A web page, a URL, or an email address help make the group look official.

If the group decides to write a mission statement and objectives, display them where everyone can see. Mission statements and/or group objectives help those involved in the effort focus on what they are trying to do. 

= = = = = = = = = =

This pattern forms an identity for your efforts with the new idea. An identity makes the initiative more visible in the organization, gives it more credibility, and creates something that others can ask about, talk about, and get involved in. It helps form a vocabulary for the group that supports the new idea—the beginning of a sub-culture.

But as soon as you label something, people can label you. If they see your group as exclusive, they will develop misconceptions. Be clear about the purpose of the group and Involve Everyone.

One organization identifies the internal faculty of practitioners as “University Faculty,” who contribute to the company’s internal training program. They have web pages that list their bios and pictures. Each person is given a new shirt every semester with the corporate logo and the title of the training program. This creates a sense of identity for the faculty so that there is pride in ownership and participation.

In the German-based xpedition courses (www.xpeditionstraining.de), the first assignment for the teams of participants is to create a name. During the break, one of the trainers arranges for t-shirts to be printed for each team with their name. Since the training only lasts two days, this speeds up the team jelling process.

Guru on Your Side

After I gave the first Brown Bag on the new idea, one of the attendees said, “This is good stuff but no one knows you. You should talk to Jeff or Randy. If they like it, then others will follow.” I immediately went to see these senior programmers and sure enough, at the next Brown Bag, attendance doubled and most of the newcomers said, “Jeff (or Randy) said I should hear about this.” I was grateful for the help!

Enlist the support of senior-level people who are esteemed by members of the organization. 

♦♦♦

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization.

People in an organization can be reluctant to show interest in a new idea unless it has the support of colleagues they respect.

Most people are continually bombarded with information and are too busy to keep up with the latest and greatest, so they depend on others to help evaluate new ideas. Usually these trusted advisors are senior-level people who are respected by everyone. When these people get behind an idea, it’s one of the strongest kinds of approval you can have.

If managers follow the patterns that Don Olson and Carol Stimmel have written, Shameless Ignoramus and Get a Guru, then they admit they can’t keep up with technical matters and have established a trusting relationship with a reliable technical expert. When such an expert is convinced of a new idea, he can help persuade the managers [Local Sponsor] and other people in the organization.

Therefore:

Enlist the support of experienced, senior-level gurus who are respected by both managers and non-managers alike.

Approach gurus with humility. You’re there to learn from them, not educate them about every nuance of the innovation. Instead of hitting them over the head with your new idea, use Just Enough to present it gradually, asking for the guru’s opinion about it. Instead of saying, “Wow! I was at this cool conference and I found this great new way of doing things. I’m so excited about it! I thought I’d have a meeting and tell the team,” try, “I’m sorry you didn’t get to go to the great conference last week. You would have enjoyed seeing all the new stuff. I heard about this great new way of doing things and I wanted to see what you thought of it before I run off at the mouth telling anyone.”

Another way to approach the guru is by saying something like, “I know you're the local <topic> guru but I also know that you're interested in new things, so I thought you'd like to hear about this symposium I attended last week.” Research has shown that engineers are fearful of being labeled an expert in an area if it keeps them from learning new things. They don’t want past knowledge to limit their potential for future growth.

Take the guru out for coffee. Give an appropriate two-minute “elevator speech” on the innovation and then be prepared to listen. Someone with a great deal of experience has a lot to share. Use Personal Touch to show how the innovation can address some of the problems he mentions, and use Tailor Made to suggest where the innovation would fit in the organization. 

If you’re new to the organization, ask Connectors who these gurus are. It helps if you know a high-level manager or another guru who can make an introduction.

Give gurus a chance to be involved if they find the innovation worthwhile; Ask for Help. Encourage them to talk with others or invite them to be part of a Guru Review.

= = = = = = = = = =

This pattern creates a community of people who can supply technical credibility for the new idea. If you can convince them that the innovation is a good idea, others will at least hear you out. Management, especially upper management, often depends on respected individuals to provide an assessment of potential solutions. So once they are on your side, your battles are half over.

But these veterans can make or break you. If the person thinks the idea sounds like a “pile of garbage,” he is likely to share his feelings with others. Encourage him to take on the role of Champion Skeptic so that his resistance can make a constructive contribution.

Alan was the Evangelist for the introduction of Java in our organization. The biggest worries among the skeptics were the fear of the new technology and worries about performance and scalability. The hardest person to convince was the head of the architecture group. He was a very active, vocal skeptic who had the ear of the VP. Alan knew that because this skeptic’s expertise was respected in the organization, he would be more open if his expertise was validated.  Therefore, Alan tried to understand his objections and help him feel less threatened.  The skeptic was ultimately convinced by: (1) the proof of concept and (2) subsequent discussion of how much more difficult it would be to implement the project in C++. After he said Java was OK, convincing the rest of the team was easy.

When presenting a proposal to the Faculty Senate, Pamela always glances now and then at the person who is the most respected member of the Senate.  If she sees anything that indicates approval by this guru, such as a nod or a smile, she winds down her speech because she is quite certain that the hard work is done.

Guru Review

The managers seemed to have that “oh no, not another silver bullet” look every time I mentioned the new idea.  But when one of them asked me what Garrison thought of the idea and another asked me what Carol thought of it, it hit me that that the managers looked to these two individuals for advice.  So I asked all the managers if they would help me create a review team for the idea.  Each of the managers who agreed appointed one member.  When the team met one afternoon, I was there to give a short presentation and to answer their questions. I took notes and wrote a report which the team approved before it was forwarded to management. Not only did this exercise help me convince management that the innovation had merit, but it also uncovered some issues I had not considered.  As I recall, there were even skeptics on that review team, who were eventually won over, to the benefit of all concerned. 
Gather anyone who is a Guru on Your Side and other interested colleagues to evaluate the new idea for managers and other developers.

♦♦♦
You’re an Evangelist or Dedicated Champion, working to introduce a new idea into your organization. 

Some managers and developers are supportive but others are reluctant to join in until they have some assurance, from one or more respected colleagues, that this is a worthwhile idea.

Managers and developers are overwhelmed by information. They can’t keep up with the latest and greatest. They have probably been disappointed by the promises of the never-ending stream of silver bullets and have become skeptical and reluctant to go along with even the most convincing arguments. 

However, they are always interested in something that will help make their jobs easier and improve the quality of their products. They just need solid evidence. Usually, managers and developers will trust the judgment of their local guru, especially if they have a long-term relationship. 

Because this guru usually keeps up with the latest trends, he can be referred to as a Maven—a reliable source of knowledge. This perception of reliability gives him the ability to influence a large audience, including managers. 

Therefore: 

Gather a review team of respected gurus in the organization to evaluate the new idea.

Start looking for potential team members among the individuals you have identified as a Guru on Your Side.  The team must be respected by management and other influential people and have the background that will allow them to be effective evaluators. Ask for Help to get names from managers or from Connectors. Include all the right people. Leaving someone out could hurt your cause. If one of the gurus is a vocal skeptic, you may want to include him as Champion Skeptic in this group. 

Personally invite these individuals to be part of an organized review. Do Food and Location, Location, Location if the budget allows. Hold a series of information sessions or a half-day or full-day workshop. Give the team a list of questions or issues to address. Encourage discussion to uncover any areas where there is doubt. Include some External Validation. Be present when you can to answer questions and address concerns. Ask their advice on the Next Steps. 

Prepare a report for management. Keep the results around to use whenever a manager wants to know “What’s this stuff all about?” Be ready to answer questions generated by the report and have a plan for the next step. If this sparks some management support, it may be a sign that it is The Right Time – take advantage of this.

This one-time task force may be willing to continue as an ongoing review committee for the innovation. This committee can include gurus who were appointed to the original task force and others who are interested enough to join in. Remember to Just Say Thanks for any support—invite the team to be part of any Royal Audience.

= = = = = = = =

This pattern produces data about the innovation through a first-hand evaluation from respected colleagues. The report, if positive, can be used to spark more support for the new idea, especially among management.

But use of this pattern can be risky. If the team’s report is not positive, or if a few members are vocal about their apprehensions, the efforts to introduce the new idea can be brought to a standstill. Head off this possibility by using Corridor Politics and by making yourself available [Stay in Touch] during the evaluation process. 

The vice-president and his staff requested a review after Brad’s initial presentation about the new idea. Each member of the vice-president’s staff named one person for the evaluation team. Innovators who had been involved from the beginning were also invited. After a positive evaluation, the management became active supporters of the innovation and the word spread throughout the organization. 

Before bringing Lotus Notes into one organization, a cross-functional Information Needs Committee was formed to gather information on the feasibility of the software. After conducting a thorough review, they made the recommendation to implement Notes.  Some of the members then created a project team to define what applications to attack first.
Hometown Story
My first two presentations about the new idea had generated some interest among the Innovators and the Early Adopters in the organization. But I knew that the Early Majority weren’t likely to accept a new idea until they’ve heard what their co-workers think.  So my next presentation included some time for people who had used the new idea to talk about their experiences.

To help people see the usefulness of the new idea, encourage those who have had success with it to share their stories. 

♦♦♦

You’re a Dedicated Champion trying to introduce a new idea into your organization.

People who haven’t used the new idea may not be aware that other people have used it successfully.

Hearing the experiences of respected colleagues is the next best thing to having the experience yourself. People are attracted by the Smell of Success – they want to know what successful individuals are doing. However, we tend to see the same people up front giving presentations. We know others could talk about their experiences, but they don’t want to take the time to prepare and deliver a formal presentation. Yet, informal, interactive presentations require little preparation and can be very effective. People are more likely to talk about experiences when they can do it in an informal way with little or no preparation. 

Therefore:

Encourage individuals to share their experiences with the new idea in an informal, highly interactive session. 
Do the legwork to prepare and promote the event. Advertise In Your Space and on e-Forum. Do Food or a Brown Bag. You do not need a large audience. Small group settings can create the atmosphere you want. Be there to help in any way you can, especially if the presenter is not good at leading a discussion.  

Although you may wish to ask anyone who has had a positive experience with the innovation to do a Hometown Story, any Guru on Your Side and Early Adopter is likely to have the biggest impact because they are generally seen as opinion leaders. 

Use this pattern as often as you can. Make sure a variety of experiences are heard, not just the ones from a few elite groups. Innovators are the only ones likely to get excited about the new idea after hearing only one success story. Others will need many experience reports from many different people before they become supporters. 

Hand out a Token to help people remember the new idea that was discussed during the session.

= = = = = = = =

This pattern creates an event in which individuals share their experiences. It is likely to increase the appeal of the new idea because most people are intrigued by success stories.

But if you choose the wrong person, this can run the risk of hurting your cause. For example, arrogant presenters who are likely to drone on about all the wonderful things they did could end up turning people off. Try to encourage individuals who are liked and respected. If someone with an unpleasant personality insists on doing a Hometown Story, you can ease his influence by combining his presentation with those from other, more likeable, speakers at the same event.
Sally was a little worried about the presentation she was asked to give about a new technology. But she got a lucky break when her co-worker, Steve, stopped by her cubicle while she was working on the slides.  He told her that he had played around with the technology a bit.  Sally reacted with such interest and excitement that Steve offered to give the second half of the presentation.  Even though his experience with the new idea was limited, his presentation ended up being so natural and believable – he just leaned on the desk in the front of the room and told his story.  Sally just sat there and smiled – she had put a lot of work into preparing the formal slide presentation, but the real hit of the event was Steve’s story.

At Ken's company, success stories were often on the agenda at regular team meetings. Their group prided itself on being innovative, so they were always excited and interested when someone on the team tried something new. They didn't even mind if an occasional failure was the topic instead of a success. It gave them the courage to keep learning.
In Your Space
<<opening story needed>>

Keep the new idea visible by placing reminders throughout the organization.
♦♦♦

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization.

Unless people are reminded, they may forget about the new idea.

People like to be in the know, but many don’t have the time to periodically read articles or information on the web. Yet, they’ll notice and are likely to discuss things that are posted in places they see often.  E.M. Rogers has shown that keeping a new idea visible throughout an organization has a positive impact on the rate at which people adopt it.  A gathering place, where a group can come together and talk amongst themselves, is one means for communicating a new idea and showing progress.  

Therefore:

Post information about the new idea around your organization—wherever people are likely to see it and discuss it. 

Display information so it will be noticed and not forgotten. Materials placed in high traffic areas may be easy for people to see but also easy to forget as they move on. Gladwell suggests:  Make your message “stick.” Use bright colors, an usual graphic, or a memorable quote. Provide ways for the viewers to interact in the space by asking for feedback or posing a question that will stimulate discussion. Ask for Help. Include announcements about upcoming events, such as a Big Jolt, Hometown Story, Brown Bag, or Study Group. Update the information regularly – otherwise, people will get used to it and not notice it any more.

Consider putting information in a place Taylor explains in the Team Space pattern, a physical space for casual, unplanned interaction, or in Christopher Alexander’s Work Community, a pattern that encourages the formation of small clusters in the workplace.  Alistair Cockburn describes an “Information Radiator,” a display of information in a place where passersby can see it. The passersby doesn’t need to ask questions; the information simply hits them as they pass. He suggests that the information should change over time—this makes it worthwhile to look at the display.

Be creative in finding the space. For example, you can simply post a sign near your office that says, “Ask me about <new idea>.”

= = = = = = = = =

This pattern establishes a space where people can see and discuss the latest information about the new idea. It will stay “in the space,” and in the mind of the organization. People who see the space may become intrigued enough to become involved in the change initiative.

But despite your best efforts to make the message noticeable, people can become oblivious to the space if they see it all the time. Try to make it something that people look forward to seeing or consider moving it to a new location once in awhile.

Joe has applied this pattern to a larger “space.”  He is one of the educators who formed the pedagogical patterns project (http://www.pedagogicalpatterns.org/).  The team is working on documenting successful teaching practices in the form of patterns.  To encourage contributions, Joe has created buttons with witty sayings about the pedagogical patterns project. Team members and other supporters wear these buttons and provoke interest at conferences and other gatherings. 

When Ralph  and Julie read Fowler's Refactoring book, they immediately identified "SpecGen" (the

speculative generality smell) as a major problem that their department faced. Hoping to spread the word, they made up little signs to hand out that had the letters "SG" within a red circle-slash and the slogan, "Thank you for not speculating."  The signs were a big hit and every other cubicle had one posted by the end of the day.  

Innovator
Roger lived next door to me.  So every time he bought the newest, coolest gadget, I would hear all about it. He would get so excited about his purchases even when the items were much too overpriced.  But, if he convinced me that something was really useful, I would wait and buy it months later when the cost came down to less than half of what Roger paid.

When you begin the change initiative, Ask for Help from colleagues who like new ideas.

♦♦♦
You’re a new Evangelist or Dedicated Champion just starting to introduce a new idea into your organization.
You need people to jumpstart the new idea in your organization. 

You can’t interest everyone in a new idea all at once. But you need to start somewhere. A community, of even a few people, who share your interest and want to work together, will make a world of difference in the confusion and inconsistencies that invariably arise. Virtually every significant change initiative starts with a small number of deeply committed individuals, often as few as two or three.

It’s easier to begin with those people who will be most receptive to the new idea. Innovators make up a small percentage of the population. They get intrigued and excited about something just because it is new. They don’t need much convincing, just a little information. They enjoy trying to figure out how the latest thing works. This puts them in a good position to help launch the new idea into the organization.

Therefore:

Find the people who are quick to adopt new ideas. Talk to them about the innovation and Ask for Help in sparking an interest for it in the organization.

Look for innovators among those who attend early Brown Bags and other meetings where new ideas are being introduced. Some of them will come to you once you start talking about the new idea.

Encourage these individuals to take on the role of gatekeepers. Invite them to Test the Waters by doing an early evaluation [Just Do It]. Ask for their feedback about the innovation and listen to their suggestions for appealing to the larger community. Because they are the first to come on board with a new idea, perhaps they could lead one of the first Study Groups for other people who are curious about learning more. Solicit their help in setting up In Your Space and an e-Forum. Those who are especially enthusiastic may become Evangelists in their own groups.

= = = = = = = = =

This pattern establishes support from a group who can help get a new idea going in the organization. It doesn’t take a lot of work to interest them and then you won’t feel so alone. Since they are willing to accept some of the uncertainty that comes with a new idea, they ease the risk for later adopters. 

However, you may not be able to depend on them in the long term. Their interest in new ideas makes them move from one thing to another. In addition, their willingness to quickly accept new ideas causes others to be suspicious of their claims. Therefore, they generally aren’t good opinion leaders. Count on their help as gatekeepers in the short term. If they offer more, consider it to be a bonus.

Bill’s eyebrows seem to rise to his hairline when he hears about something new. So he was one of the first people Julie talked with about the new idea. He tried it, reported the results, and helped Julie plan a few events to pass the word. His enthusiasm was just what she needed to keep her going in the early days of trying to convince other people whose eyebrows did not rise as quickly.

Some people know when you’ve returned from a conference and drop by to see what new books you’ve bought or new techniques you’ve seen. They wanted to be there but couldn’t take the time. So Sam always tries to bring something back for them. It is fun to watch how happy these people get about anything because their need to be in on the “latest and greatest” is almost physical.  Sam knows what his boss means, when he says, “Sure, you can go to the conference, but bring something back for the team!” He is thinking about these guys.

Involve Everyone
Great things are possible when we increase participation. I always want more people, from more diverse functions and places, to be there. I learn a great deal from other people. I expect them to see things differently from me and to surprise me.
For a new idea to be successful across an organization, everyone should have an opportunity to support the innovation and make his own unique contribution.

♦♦♦
You’re a Dedicated Champion working to introduce patterns into your organization. There are others in the community who might get involved with a little encouragement.

Even when you Ask for Help, there’s a tendency to take on too much. Others, especially those who don’t see the value in the new idea, may think of it as “your show.”

You’re the person dedicated to spending time on introducing the new idea. You want to do as much as you can to help your organization improve but you don’t want the organization to be too dependent on you. Moreover, the corporate picture of the new idea may tend to converge around your own. As a result, there’s less definitional discussion because you are setting the stage and the pace.

If you take on too much, you can become the single point of failure. Because people will tend to see the new idea as being about you, your personality and history can color their view. People who might contribute to a discussion of how best to make the innovation work will instead defer to you, seeing themselves as students learning “the right way.”

A small group interested in a new idea can become a clique, isolated from the needs of the organization. Those who aren’t part of the effort may become defensive and withdrawn, afraid of not being able to keep up with the change. Wide involvement is essential for the development of a good implementation strategy. Some things might be less stressful if everyone were homogeneous, but the long-term plan would not be robust enough to stand the test of time. You can never predict who will be the real enthusiasts for the new technique. Within organizations, as with prairies, you can’t get far with pristine and hermetically sealed experiments. This is one reason for reaching out to a broad cross-section of support. In addition to contributing skills and strengths, a diverse group of people will bring awareness of the limitations and organizational constraints that any successful change effort must transcend. 
Leading change is not a one-person job. Increasing the number of people involved means that the innovation belongs to the entire organization instead of just one person or a small group. Because of the extensive participation, it becomes everyone’s product. Shared experiences can keep others interested. When you share the opportunity to lead, you discover that the extent to which people “own” a project is the extent to which they invest their time and energy to make it succeed. 

“Ownership” is important. It is a term that describes not only literal owners, but more importantly, the emotional investment of employees in their work. It describes personal connections to the organization, the powerful emotions of belonging that inspire people to contribute. A tried and true maxim of organizational behavior is that "people support what they create." 

Therefore:

Make it known that everyone is welcome to be part of the change effort. Involve people from as many different groups as possible: management, administrative and technical support, marketing, and training. 

Do the best you can to involve a variety of people from the start. If the innovation is viewed early on as a clique, it may never be able to lose that image. Even when you’re not sure how it will work out, even when you’re not sure where things are going, involving everyone creates a stronger community. 

Give everyone “ownership” of some part of the change effort. For example, encourage the Innovators to help test the new idea and the Early Adopters to be responsible for some leadership roles. Find Connectors and a Guru on Your Side to help spread the word. Don’t restrict involvement because of any preconceived ideas. Even skeptics can contribute by becoming a Champion Skeptic.

Try to bring together a diverse group of people from different parts of the organization.  Seek out a variety of roles and ideas. Invite people that could hold the untapped wisdom – not the same voices, but new and different ones.  Alistair Cockburn’s pattern Holistic Diversity advises creating a team with multiple specialties and Neil Harrison’s pattern Diversity of Membership recommends including different kinds of members in determining requirements. Give everyone the freedom to express an individual perspective on the new idea. 

Create forums and processes that allow a variety of people to have their voices heard about the new idea.  Make sure it is not a passive system in which individuals merely say what’s on their mind.  Rather, create active discussions where people offer suggestions for any problems they raise.

Put the “spotlight on others.” Convince individuals to take on public leadership tasks by running an event or doing a Hometown Story. Help each individual become an effective leader. People have different abilities and interests. Some are not comfortable writing, while others don’t like public speaking. Sometimes you can just Ask for Help to hear what they would like to do.

If you’re appointing them as a leader, you have to be ready to follow. Prepare yourself mentally to cede ownership of the new idea to someone else.

= = = = = = = = =

This pattern builds a community of people committed to the new idea, ready to take on leadership roles in the change effort. Increasing the number of people involved in the process results in an innovation that belongs to the entire organization—not something produced by one person or a small group. Your attempt to involve everyone ensures that as many individuals as possible will see themselves as active participants in the change process. People who have this perception will view the success of the innovation as their responsibility. This means that they have accepted the change in some small measure, and you have that much less resistance to overcome. Those who become leaders of the change effort will soon become experts in others’ eyes, and they will probably do so as your close partners. Your effectiveness will be multiplied because you have people to talk with and fall back upon. They'll tell you which ideas worked out well and which didn't work out so well. They'll tell you which contacts were helpful and which weren't. They'll keep talking to you. And you'll keep learning from them. It's a loop.
But every time you involve another group, you run the risk of getting so many points of view that it becomes overwhelming.  Acknowledge the differences with Fear Less, but put your focus on the common ground.  This will allow you to move forward rather than using your energy on the countless issues that cannot be immediately resolved.  Everyone doesn’t need to agree on everything before you can start taking action.

Tim has been actively trying to convert others to be leaders of the change effort for the innovation. For example, he was asked to give a keynote on the innovation at a software testing conference. Instead of accepting, he said, "You should ask Elisabeth. She's up and coming, working with the innovation, and a good speaker." That's what happened. Similarly, Tim nudged someone else to be the host of the conference. Neither started out that enthusiastic about the innovation, but they gained enthusiasm at the workshops, and, Tim thinks they will get more caught up in it as they play a more public role. Tim has also noticed that encouraging others to become involved makes the innovation seem less like one of his weird ideas, which, he thinks, was initially the impression of some.
Julia was coaching a transition to Extreme Programming.  She was working with the programmers when the Sales and Customer Service managers asked if she would hold a session to explain what was going on. Over the next few weeks, these groups were exploring how they could use some of the same values, principles, and practices in Extreme Programming and improve their work areas. Some ideas worked and some did not, but it made them feel a part of the transition, even though most of the focus was on programmers and Product Management.
Just Do It

A letter in the “In My Humble Opinion” column of Fast Company magazine expressed frustration about a company filled with people who refused to try anything new. The writer claimed that she knew exactly how to save the company, but no one above her would let her do it. Seth Godin, Change Agent, responded: 

“What you're looking for is an insurance policy that will protect you against retribution if your plan goes awry. What you're waiting for is someone way up the ladder to tell you that you can launch a product or institute a cost-savings plan. You want their approval to free you from risk. That's not going to happen.

Just do it. If you wait for approval, it means that you want someone to cover your backside if you fail. People higher up on the corporate ladder are well aware of the risk that comes with trusting you. If you screw up after receiving their approval, then they’ll be the ones who get into hot water, not you.”

To prepare to spread the word about the new idea, work with the new idea on your own to discover what the benefits and limitations are.
♦♦♦

You’re an Evangelist wanna-be, motivated to adopt a new idea. You are interested in spreading the word to others in the organization, but you don’t have enough understanding of what the new idea can offer.  When you talk about the possibilities, people ask questions that you can’t answer.  

You haven't any experience with the innovation yourself, just good ideas that might work. You believe that the innovation can help the organization but you're not sure.
People will be wary if you only have a good idea but no experience to back it up.  They are likely to ask questions you can’t answer. Sometimes it’s better to labor in secret until demonstrable success is in hand.

If you wait until you’re comfortable, if you wait until you know what you’re doing, you will have wasted precious time. Many of us who could be doing something do nothing because we think we don’t know enough.  But when we aren’t willing to explore a new idea, we miss the opportunity to learn.

In changing times, it is important to do your research. Lack of experience is easy for opponents to attack while positive experience is more difficult to refute. In addition, an understanding of the innovation’s limitations helps you avoid overselling and provides insight into approaches that will work.

Therefore:

Gather first-hand information on the benefits and limitations of the innovation by integrating it into your current work.  

Learn as you go.  Record the strengths and pitfalls you encounter along the way. If possible, quantify the benefits (although this can be difficult). Gather enough information so that you can show others how the innovation will be useful for them. 

Be realistic about what you can and cannot do.  Make sure that your work with the innovation does not distract from your official duties. Rather, it should relate to and improve the quality or speed of your official work; otherwise, your story will not be credible.

Before you begin, you may want to check around for others in the organization that may also be working with the new idea.  It is more effective, and will avoid jealous feelings, to “just do it” together rather than in separate projects.

If you find a few Innovators who are also interested in exploring the new idea, Ask for Help.  But keep this group small in number.  Make sure they are willing to take it slow, set realistic goals, and follow your lead.

While you are experimenting with the innovation in your own work, search for every bit of information to help you.  Read articles and web sites and talk with anyone you can find outside the organization that has experience using the innovation.  This will provide some External Validation.

To spread the word about your findings, present a Hometown Story. Help your colleagues understand that the innovation is not beyond their grasp with Personal Touch. Take a low-key approach when you report your experiences. Don’t be overly optimistic or insistent that the new approach is a silver bullet. You may want to simply demonstrate it to a few people and tell them how you benefited from it. When you have enough information, try to convince the organization to Trial Run the innovation.

= = = = = = = = = =

This pattern generates the knowledge you need to take on the Evangelist role. You will increase your understanding of the innovation and, in turn, be more prepared to talk intelligently about it and address other people’s questions.  

But you are using this pattern because you know so little.  Therefore, others are likely to see you struggle and this can turn them off to the new idea. Don’t discount your struggles, but make sure others see an overall positive attitude in you.

***<<need known uses – look at the old Gold Mine pattern and look at Daniel Gackle’s story – and want to convince people in ped patterns project of a good teaching technique so use it first>>

Just Enough

Dick Gabriel wrote, “Alexander could have written a one-sentence definition of a pattern or an essay, but instead he wrote a 550-page book. Because the concept is hard.” Concepts such as QWAN, generativity, and pattern languages cannot be clearly understood in a short period of time. However, these concepts must be understood if quality patterns and pattern languages are to be written. Giving a thorough explanation of complicated concepts while you are covering the basics can put people on the right path to striving for better patterns and pattern languages, but it can also confuse them and possibly turn them off.
To ease learners into the more difficult concepts in a new idea, give a brief introduction and then make more information available when they are ready. 

♦♦♦

You’re an Evangelist or Dedicated Champion working to spread the word about a new idea in your organization.

Difficult, complex concepts can overwhelm novices.
All new ideas involve a learning curve. Some of the new things people will have to face are complex and cannot be understood in a short period of time. Although learners should understand the challenging concepts at some point to be able to use the innovation effectively, giving a thorough explanation of such concepts while you are covering the basics can be confusing. This may cause them to think the innovation is too complicated. It may discourage busy people from taking the time to learn more.

A slow but sure introduction to a new idea can be compared to Christopher Alexander’s Gradual Stiffening pattern.  He recommends that, when creating a complex building structure, one should “… build a building in such a way that it starts out loose and flimsy while final adaptations in plan are made, and then gets stiffened gradually during the process of construction, so that each additional act of construction makes the structure sounder.”   

Each new concept that is taught to learners should allow their comprehension to become sounder. If you introduce too much of a good thing too fast you may overwhelm your learners and, at the same time, reduce your flexibility and increase your costs.

Therefore:

When introducing the new idea, concentrate on the fundamentals and give learners a brief description of the more difficult concepts. Provide more information when they are ready.
If you are doing a presentation to introduce the new idea, include more advanced concepts in a slide or two. If you are having an informal discussion, give learners the information they can comfortably handle and let them know that there is more to learn. Provide enough information to start interested individuals on an investigation of their own. 

When giving a presentation to high-level management, give the conclusions first. Paint the big picture and save the details to present only if you’re asked. Stress the gains rather than the losses. Emphasize the wins without stretching the truth or ignoring the risks.

Even though you don’t overwhelm learners with too many details, you want to offer the encouragement and resources they need to consider advanced concepts when they have more experience. Give URLs or a list of references to help. Make yourself available to answer questions. Use Personal Touch to show how the innovation can be useful in their jobs. 

After learners have had time to understand the basics, find opportunities to revisit the advanced concepts for a more in-depth discussion. This will allow them to develop confidence about what they’ve learned, which is likely to spark their interest in learning more.

= = = = = = = = =
This pattern initiates a slow but sure understanding of complex topics. This approach also keeps change leaders from hyping the innovation as a perfect and complete solution from the beginning.

But what works for some people will not necessarily work for others. At one extreme, there may be people who won’t comprehend the basics and worry that there are even more difficult concepts to come. At the other extreme, there will be people who want to know more and may feel that you don’t think they’re smart enough to handle the advanced concepts. Keep open lines of communication with everyone so they are comfortable asking questions to get the amount of information they desire.

When patterns were introduced during workshops, QWAN and generativity were mentioned as important but were not covered in detail. Attendees were pointed to Christopher Alexander’s book,  The Timeless Way of Building if they wished to read more, and the workshop leader mentioned that she was available to answer questions for those who wished to learn more about these and other more advanced concepts.

When moving from CMM Level 1 to Level 2/3, the process introductions were synched with the development cycle. Rather than try to give the team all the process changes at the beginning, they introduced “just enough” of the process changes to get through the next stage.

Just Say Thanks
A friend of mine was laid off from a large company where he had worked nearly 30 years. I saw him after his last day and he said that the worst thing about the experience was that no one, not even his boss, had come by to say they would miss him or that they appreciated his work. I thought about my last day when I was laid off. I recall a constant stream of people coming by to share a brief story— how something I had done or said had influenced their lives for the better—how I had made a difference for them and the company. I don't remember sadness on that day but an overwhelming gladness at having had the chance to work in that company with those people— and all they did was just say “Thanks!”
To make people feel appreciated, say “thanks” in the most sincere way you can to everyone who helps you.

♦♦♦

You’re an Evangelist or a Dedicated Champion. Others are helping you introduce your new idea into the organization. 

People feel unappreciated when they work hard and no one notices or cares.

It’s easy to take for granted the work that people do—after all, they’re getting paid! But people are happier and feel their contribution is appreciated with a simple acknowledgement and encouragement. Even when you don’t have resources to reward supporters with anything tangible, an expression of your gratitude costs nothing and means so much to the receiver.

A recent survey of 1,400 chief financial officers showed that a simple thank you can go a long way in motivating employees. When asked what, other than monetary reward, is the most effective means of motivating employees, 38% chose frequent recognition of accomplishments as the best way to encourage staff members.

However, in today’s fast-paced business world, there often isn’t enough time or resources to acknowledge these efforts in large ways. There may not be enough money to buy gifts for everyone or time in busy schedules to celebrate accomplishments with a meal.

Usually, everyone on a team performs a heroic act during any project. We seem to have lost the ability to give someone a “high five” or say “great job,” so heroes often remain unappreciated. Yet, when many different company presidents and CEOs were asked the following question, “What do you know now that you wish you’d been told twenty-five years ago?” their advice was to occasionally stop for a few moments and think about the people to whom you owe thanks, and then take the time to express your gratitude to them.

Therefore:

Find everyone who has helped you and say thanks in the most sincere way you can.

Even an informal recognition will make an impression – a private discussion, a phone call, or even an e-mail message. Spending a small amount of money can generate a huge return: a card, a morning pastry, a piece of fruit, or a small gift.  Any of these shows that you took extra effort and time to think about what the receiver might like. When you can, give supporters something they will value. It does not have to be anything expensive – the recipient just has to attach value to it and associate it with their efforts in the change initiative. An invitation to a Royal Audience is another way to acknowledge people whose work made a difference.

Taking a few minutes to write a thank you note is a quick, responsive, cheap, and surprisingly effective way to win friends and influence people. It is “shoestring marketing … People remember thank-you notes (and the people who write them) because good ones are so rare.”

When appropriate, acknowledge achievements publicly. Recognize special effort and those who helped achieve Small Successes. 

Don’t thank only the individuals that have lent a hand. Also consider the people who attended an event you organized, such as a Brown Bag or Hometown Story. Let them know how much you appreciate their time and give them a Token. A follow-up gesture of thanks will go a long way to help people remember what you had to say.

Tailor the thanks to each individual. Let people know they are appreciated by interacting with them frequently. Be generous with the acknowledgement and always make people feel important. Even if a considerable amount of time has passed, don’t let this stop you from telling people you are still thankful for what they have done.
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This pattern builds stronger relationships with people who have contributed to the initiative. A sincere thank you is likely to make such an impression on people that it will be easier to Ask for Help and receive their assistance again in the future. The spirit that it creates is incredible. More importantly, it will remind you that you didn't do it all alone. It will keep you humble and be a real boon for those who've made a difference in your efforts.

But once you start thanking people, you run the risk of offending others who feel they were left out or did not receive the same level of appreciation as another person did. Try to reward equally. Thank everyone who helps you, not just the people who do the high profile tasks. Continually apologize in case you forget a contribution to anticipate a sin of omission.

The inspiration for this pattern came from a co-worker who expressed extreme frustration because her manager did not say thanks after a long, difficult project was completed. Although she didn’t mind working the long hours, she was upset that her manager didn’t show appreciation with even a simple thank you to the team.

I was a team leader at a large satellite telecom company. As each phase of the project was completed, I wrote personal, printed hardcopy letters to the supervisors of everyone who contributed (they were all contractors), expressing my appreciation for their effort. The trickle down benefit was amazing. The contractors were surprised and delighted to be treated well and even complimented, and consequently the barriers between the company I worked for and the contractors came down, at least in this area. Such expressions have a big pay off over the long term.
Local Sponsor 
I had three managers who were the backbone of all the patterns activity at my company. Yes, I did the legwork. Yes, I wrote the articles. Yes, I devoted my time. But it was the encouragement, the unflagging support of these managers and their belief in me that made it happen.

Ask for Help from first-line management. When your boss supports the tasks you are doing to introduce the new idea, you can be even more effective.

♦♦♦
You’re an Evangelist, trying to introduce a new idea into your organization.

You need attention and resources for the new idea.

Management support legitimizes things in the workplace. It’s hard to get some people involved in a new idea unless they think management is behind it.

One of the most important things is sponsorship. There must be a manager who believes that the change needs to happen, who understands the decisions that need to be made, and has the power to allocate the resources that will be needed during the transition. Site leadership is critical. Experience suggests that an innovation will have broad impact in those settings where local management takes responsibility for it.

We have seen no examples where significant progress has been made without first-line management and many examples where sincerely committed Corporate Angels alone have failed to generate any significant momentum. Managers have significant business responsibility and bottom-line focus. They head organizational units that are large enough to be meaningful microcosms of the larger organization, and yet they have enough autonomy to undertake meaningful change independent of the larger organization. 

Therefore:

Find a first-line manager to support your new idea, ideally, your boss.

Use Tailor Made to help managers understand how the new idea can help the organization. Offer to organize a Guru Review. Personally invite managers to attend events such as a Brown Bag or Hometown Story. If a Big Jolt visit is planned, offer the opportunity for a Royal Audience. Address any concerns with Whisper in the General’s Ear. Stay in Touch – keep interested managers informed on a periodic basis.

Keep any manager’s part in the change initiative one of support.  Similar to Jim Coplien’s Patron pattern, the manager should be encouraged to help find resources and remove barriers that hinder progress.

If you are able to enlist the support of your boss, begin to think how you can Ask For Help in becoming a Dedicated Champion. A first-line manager may be your best hope for capturing the attention of a Corporate Angel.

Sponsorship does not necessarily come from just one person. Try to build sponsorship among all the managers who have the power to kill projects.

= = = = = = = = = =

This pattern establishes first-line managerial support for your work in introducing a new idea. With this, you can get resources for the change initiative and capture the interest of those who look to management for guidance. You may even be able to become a Dedicated Champion.

But the wrong kind of sponsor can cause you to lose focus and direction. When you bring in management, you run the risk that they will push things in a direction that is different from yours. An overpowering one can even steal your ideas and take the credit. A manager that is overzealous can give the damaging impression that the new idea is being mandated. Look for respected sponsors that will help, not hurt, your good intentions. 

Two managers supported the patterns activities and the work of a Dedicated Champion in one organization. One manager was instrumental in opening the door to the Corporate Angel. <<Linda, beef up>>

In one organization, the patterns effort would not have been started without the budget from the Local Sponsor to support the Dedicated Champion.<<ML, beef up>>
In one small organization, the Corporate Angel was also the Local Sponsor and the Dedicated Champion and was even involved with project implementation.<<??, beef up>>

Location, Location, Location

On-site locations “may be seen by participants as cheap and therefore unimportant, the site is ‘the same old place,’ the [event] is easily interrupted, and participants may not prepare as well since they can duck out to look for whatever materials they need at the last minute.”
To avoid interruptions that disrupt the flow of an event, try to hold significant events off site.

♦♦♦

You are planning a half- or whole-day seminar or other event. You may be organizing a project retrospective [Time for Reflection], bringing in a Big Jolt speaker, or holding a training course for the new idea in your company.

On-site events suffer from interruptions and day-to-day distractions that disrupt the flow of the event.
As any real estate agent will tell you, the three most important qualities of any property are: location, location, location. The same can be said of special events in your company.

It is natural to assume that company events will be held on-site. This is normally seen as a good use of resources, and presents attendees with a comfortable and familiar environment. However, an event that is half-day or longer inevitably leads to breaks, and people will wander off to look at their email or may be grabbed by their managers or co-workers to just look at "a small problem."  People always seem to spend longer than planned, and "a small problem" is rarely that—so people are late, distracted, or even pulled out of the event for a few hours or the duration of the event.

Such disruptions reduce the impact of the event and, as a result, people tend to believe they must get back to some task that suddenly seems more important (to someone else, if not the attendee in question). Even without actual disruption, there is often the feeling that "real work" is just a knock-on-the-door away.

Training costs money, so don’t squander your investment. That means paying attention to things that may seem trivial but make a big difference. Location is one of these. The worst place to conduct workplace training is at work.

Therefore:

Hold significant events of half -day or longer off-site but nearby.

The best place to conduct training is your company's own offsite facility. If this is not available, try a nearby hotel, training center, or retreat facility. The alternative location should not be inconvenient. People still have children to pick up from school, car pools to organize, and so on. A nearby location means that the usual beginning and end of day rituals can continue and that if there is an interruption during the day, it is not a big effort to get back to the office. 

Make sure the event is a beneficial one. It will probably take extra effort for people to come to the off-site location, so this puts added responsibility on you to make it worthwhile. A unique, comfortable location can’t overcome a bad agenda. 

Remind attendees to turn off mobile phones and pagers. Nothing brings back the daily work pressure more urgently, even if you’re off-site.

= = = = = = = = =

This pattern creates a better environment for an event. It allows participants to be more focused because they are insulated from the worries of work minutiae, as the sources of work minutiae are from them. A new context often makes the event more special, creating a freer environment, less constrained by the expectations back at the office. It allows the opportunity for constructive discussion about the event during the breaks and for more personal contact and bonding. The sense of a company outing makes the event more fun. Some people behave more openly because the perception is that "this isn't work." 

Inevitably, off-site venues will cost more than on-site ones. But if you’re going to do it, do it right. However, despite your best efforts, some people will not be able to get their minds off what needs to be done back at the office. Assure them that the genuinely high-priority interrupts will get through. Minor queries and problems will resolve themselves or wait, as will email. Try a variation of the “I’m Too Busy” exercise, as suggested by Norm Kerth, to help people understand that the things they want to do back at the office are not as important as what will transpire during the event.  

My company is located in Campinas in Brazil. A partnering organization is located in Curitiba. Meetings were held in one city or the other, which provided an off-site experience for the visiting group. The on-site group suffered all the disadvantages mentioned in this pattern, while the off-site group gained all the benefits. The two organizations decided to have future meetings in a third city, to allow both groups to go off-site.

<<get a Known use from Kevlin>>

Mentor
We held a three-day pilot patterns training. Everyone in the class thought there was too much material. One suggestion in the evaluations was some help in actual use of the patterns, so we expanded the three days to a full week: Monday all-day training, Tuesday-Friday half-day training and half-day mentoring. The half-day mentoring was consulting on real projects. The new schedule made a tremendous difference in the effectiveness of the training.

When a project wants to get started with the new idea, have someone around who understands it and can help the team. 

♦♦♦
You’re a Dedicated Champion, trying to introduce a new idea into your organization. A project is interested the innovation but some/all of the team members are unfamiliar with it.

People want to use the new idea on their project but don’t know how to begin.

If team members are willing to introduce the new idea into their project, they can study it on their own to some extent. However, they probably need help to apply it effectively. The team is likely to make more progress if it has access to an expert who can guide them through their problems. Mentors can prevent small mistakes from growing into huge delays.

Beginners need to understand what experts do. Apprenticeship learning is ideal because it gives beginners access to an expert’s “cognitive library.” This is better than any help system or documentation.

Therefore:
Find an outside or internal consultant or trainer to provide mentoring and feedback while project members are getting started with the innovation.

Encourage the mentor to use a hands-on approach, work side-by-side with the team members, and let them know that he has struggled with the same problems. This will help open learners’ minds to the innovation. The mentor should use Just Enough to introduce complicated topics and use Personal Touch to help each team member understand how the innovation can be useful.

Carefully check the credentials of a potential mentor. Don’t simply trust what anyone claims to be able to do. Ideally, the mentor should have experience in using the innovation and should know something about the team’s problem domain. In addition, look for a mentor whose personality will mesh with the team culture, although it may be impossible to find one person that everyone will like and relate to. If the mentor alienates some team members and turns them off from using the innovation, you may need to bring in mentors with different personality types for these people.

Make certain you are clear about what the mentor should do. Clearly state why you are hiring him and define the deliverables. Ask the mentor to help outline specific goals for the educational experience the team members will have.

Don’t allow a team to become dependent on the mentor. Otherwise, they may not want to let him go or will call on him for every little thing. Ask the mentor when and how he plans to leave his role. The best mentors strive to work themselves out of a job. You may need to set a period of time when the mentor will be available and then, at some point, encourage team members to move forward on their own. 

The organization may wish to use a mentor to train an entire team to prepare for a project, as described in Don Olson’s pattern, Train Hard, Fight Easy. The benefit lies in the shared experience of training together, which not only enables the team to communicate effectively about the innovation but also serves as a team-building exercise.

= = = = = = = = = = 

This pattern forms a better understanding of the innovation while people are starting to use it. Users will have an easier time because they will have an experienced person to get them over the hurdles. This helps to create a good impression of the innovation and increases the likelihood that people will be willing to continue to use it.
A mentor is not always easy to find. The number of experts is usually small compared with the number of projects, especially in the early days of an innovation’s appearance. Look for mentors among the Innovators and help teams grow their own expertise so that this mentoring activity continues with internal support.

Jim Coplien says that "the use of pattern mentors in an organization can speed the acceptance of patterns and can help provide a balance between encouraging good design practices based on patterns and discouraging overly high expectations of designs based on patterns. Initially mentors can help developers recognize the patterns that they already use in their application domain and show how they could be reused in subsequent projects. Mentors should also ensure that the wrong patterns are not applied to a problem (i.e. people tend to reuse things that they know and the same temptation will apply to patterns, regardless of whether the pattern actually fits the problem)."
I worked for a large defense sub-contractor back in the early 80s. We were learning Ada and object-based design from a small consulting group. The owner of the consulting firm had hired people who used very different approaches. I thought it was just a curiosity at the time, but now I see that this consultant-owner was very wise. He knew that different people learn differently and that what would work with one person might not work with another. His team included: Gary the Nice (everyone liked Gary, but as I look back on it, I think if he had been the only mentor he wouldn't have been as effective, as it was he balanced out the others); Ed the Barbarian (Ed was the owner and knew a lot but he could be a little over the top for some); Johan the Master (he also knew a lot but he was more subtle and more laid back, a "slow reveal"); Brad (just Brad, plain spoken, good guy to work with). This way, we could all find someone we felt comfortable with and the mix provided the best way to learn the new approaches. They each brought their own take on the material to the table. Hearing different views is always good.

Next Steps

At the end of a training class, one of the attendees stopped by and said, “I enjoyed the class today. That’s one of the perks of working here—the chance to learn the latest and greatest but the problem is, I go back to my project and I don’t know what to do next. Any ideas?” I realized then that I was saturating students with knowledge but not helping them to apply it. 

Take time near the end of an event about the new idea to identify what participants can do next.

♦♦♦
You are giving a presentation or having a meeting to explain a new idea to an organization.

A presentation in a training class, or another event, can leave attendees uncertain about what to do next with what they have learned.

Hearing or learning about a new idea is different from applying it. Training classes are useful for sharing a variety of information in a short, intensive period of time. However, the experience is often compared to “drinking from a fire hose” because it can leave participants exhausted, overwhelmed, and unsure about being able to apply what they learned to their real work. A successful event can stimulate attendees to do more. Build on this excitement before the attendees leave the room.

Even when people are motivated with a clear vision of the desired future, if they don't know what to do next, little or no progress will be made.

Therefore:

Take time near the end of a presentation to brainstorm and discuss how the participants can apply the new information. 

Lead the participants in creating a loose plan. Topics for discussion include: How can participants use the information? Where can it be put to use in the organization? How can participants learn more? What can be done to spread the word? Should we begin an e-Forum? Start a Study Group? Invite a Big Jolt speaker?

If you’re an outsider and have experience in introducing the idea into other organizations, you may be tempted to tell the attendees what they should do next. Try to avoid this, since the participants know their needs better than you do and should create and own their own plan. Make suggestions only when appropriate; however, to maintain credibility, have some recommendations if you are asked to contribute.

Create a list of ideas and action items. Prioritize them. Decide what can be done now and what can wait until later. Add some time frames. Ask for Help. Encourage those who attended the event to be responsible for each action item. E-mail the list to everyone as a reminder.

= = = = = = = = = =

This pattern initiates the opportunity for people to expand their knowledge of the innovation and get involved in introducing it into their organization. It leaves attendees at a presentation or meeting with more than just a good idea; rather, they are left with things to do in order to begin applying the innovation.

The risk is that the brainstorming may be so enthusiastic that people become overwhelmed with all the things that need to be done. Help them to keep the action items realistic and centered on what the people in the organization can truly do. Encourage them to take things Step by Step.

<<move??>>In Norm Kerth’s “Make It A Mission” exercise, he shows how a project retrospective can launch a revolution because it can excite people so much that they want to carry their message throughout the organization.
<<what Linda and ML do>>

Personal Touch

Frustrated managers declare one of their people a lost cause because he doesn’t respond in exactly the same way as someone else did to a particular technique. When one manager wondered if I agreed that he should terminate a certain employee, I asked the manager to show me his key ring. I selected a key and queried, "What does this open?" "The door to my car." "Will it also unlock your wife's car?" "No. Of course not." "Well it's a perfectly good key. We know it works. Why don't you just junk her car and get another one that will open with this key?" We’re all different. We all need a slightly different approach to unlock our resistance to new ideas.
To convince people of the value in a new idea, show how it can be personally useful and valuable to them.

♦♦♦

You’re an Evangelist or Dedicated Champion who is introducing a new idea into an organization. 

Presentations and training will arouse curiosity and some interest in the new idea, but you must do more -- old habits of most individuals will not die without effort.

We tend to focus on the change we want to see in a team, a department, or an organization, when in reality, change happens one individual at a time.  Changing a paradigm in an organization means convincing the individuals in the organization.  People take change personally. They want to understand how the new idea can personally benefit them. 

Baum reminds us that your employees do not work for you, the department, the organization, the board of directors, or even the company’s clients.  They work for themselves.  This mean that, in a time of organizational change, what matters most is the individual benefit each employee sees for his own life.  It’s not that humans are inherently selfish, but rather that all change is essentially local.

One of the biggest mistakes change agents make is to just talk about the technical benefits. But people need to first see a personal need for an innovation before they will listen to a discussion of the benefits.  Successful change agents will determine what individuals need and ensure that the innovation addresses those needs. 

Therefore:
Talk with individuals about the ways in which the new idea can be personally useful and valuable to them. 

Take time to learn a person’s needs before you talk to him or her. Consider “eavesdropping” on problem discussions to discover how the innovation can solve an immediate problem.  Ask questions and do a lot of listening. Practice “active listening” by acknowledging, restating, and summarizing ideas and discussion points. 

Explain to the individual the ways in which the new idea will help with a work-related problem and how it is an improvement over what is already in place.  You may want to concentrate on the ways it can help the individual meet deadlines because this is usually more convincing than showing how it may improve the quality of work. Keep in mind that your goal is not to change people, but rather to help them become more of who they already are.  

Take advantage of the fact that people who learn about a promising innovation, and see Small Successes, will seek additional information. When you see that someone is interested, find a comfortable, informal environment for discussion. Use Just Enough to introduce them to the concepts. 

Don’t wear yourself out by trying to talk with everyone. Recognize that you do not have the power or the personality to convince everyone.  When an individual doesn’t want to listen, Ask for Help from a Bridge Builder. 

= = = = = = = = = =
This pattern builds relationship with individuals, enabling them to discuss their personal needs that the innovation might address. People who hear about something that is personally useful are more likely to move past curiosity and become more interested and enthusiastic.

But some people may see you as their personal guide to the innovation and will run to you with every problem. This can take time away from your primary responsibilities. Ask for Help from a Bridge Builder.  Create an e-Forum and use In Your Space to communicate general solutions and uses for the innovation. 

At one site in a global Fortune 500 company, the new technology group worked hard to become a part of each development team. They attended team meetings and listened for developers’ pain and tried to understand team dynamics. This helped formulate a strategy to use when negotiating changes later. They looked for opportunities to add value and provide impromptu explanations of the new technology.

<<trying to convince faculty at UNCA – they are deep thinkers, lots of questions, and want to know how much work the new idea will create for them and save them>>

Piggyback  <<WE ARE STILL WORKING ON THIS PATTERN>>

<< opening story – Linda sent me something>>

<< abstract >>

♦♦♦

You are an Evangelist or Dedicated Champion. You are surrounded by bureaucracy and mandatory procedures that are standing in the way of bringing the new idea into the organization.
How do you get a foothold for the new idea in the organization when institutional inertia is making it so hard to get things going?
All organizations have policies and procedures that are important for creating order and decreasing misunderstanding.  It’s often necessary to follow some degree of these procedures in order to create a place for a new idea.  This can take a lot of time and become frustrating because the idea can get caught in inertia.

But organizations also have established practices that, over time, become well accepted.  If you can market the new idea as an add-on to one of these practices, you are likely to bypass some of the rules and procedures that would otherwise need to be addressed.

The new idea is just another tool to help people do their work.  Promoting it as a completely new initiative can generate too much hoopla and apprehension.  It is likely to be introduced in a much calmer manner and be met with less resistance when it is viewed as a way to improve an established practice.

Therefore:

Piggyback on a well accepted practice in the organization.  

Establish the new idea as an improvement on this practice rather than as an entirely new initiative.  Take advantage of what is already in place.  Leverage the existing environment, resources, and opportunities.

<<add more to the solution??>>

= = = = = = = = = =

Using this pattern gets the new idea going in the organization with a minimal amount of red tape.  By being associated with something that is well established in your organization, you show that the new idea is not some hair-brained scheme. It can also ease some of the effects on the organization that will concern the people who are fearful of the new idea.

But your effort to help people see the new idea as an add-on to an existing practice can cause them to think it isn’t really anything special either.  This can limit the resources that are necessary for continuing and building it.  Stay in Touch with all your supporters and keep a Sustained Momentum even after the idea has been established.

Members of a university department wanted to introduce a new program – an MFA in software design, using fine-arts teaching methods for software design. Creating a degree program is a complicated committee approval process, so they started with a certificate program, which would require only department approval.  After a year of success with the certificate program, it will become an alternative for an MS in Computer Science, again requiring only department approval.  By that time, the plan for a

Master of Software Engineering (MSE) degree program would be underway. They would have enough success to propose the two-year MFA-style program as an alternative to the second year of the MSE degree work. Finally, they would propose that the two-year MFA-style program stand on its own, perhaps as a Master of Software Arts or Master of Software Engineering (Design).

Mary  had been talking about the new idea in the organization, but didn’t seem to sparking a great amount of interest.  She needed a place to talk about the idea.  The Local Sponsor suggested she do a presentation in the monthly Tech Talk series. All she had to do was sign up – the people responsible for the Tech Talk series did all the publicity and other work.  The presentation turned out to be her first big break.  It was well attended and allowed her to identify Innovators and a Guru on Your Side who were interested enough to help her spread the word about the new idea.

Plant the Seeds

One consultant takes patterns books to every object technology or UML training course he delivers. The books always generate a lot of interest. In fact he’s learned only to bring them out on the last day, or he loses the attention of the participants for the topic at hand. Most often, if consultancy follows, it’s on patterns, not object technology or UML.
To spark interest, carry materials (“seeds”) and display (“plant”) them around whenever the opportunity arises.

♦♦♦

You’re an Evangelist or Dedicated Champion working to introduce a new idea into your organization. You have some printed materials about the idea.

You want to spark some interest in the new idea.

People like to keep up on the latest buzzword and will be drawn to sources of information, especially if the sources are easily accessible. When they are in the early stages of making a decision about a new idea, they are persuaded by mass media materials, such articles and books. 

The rule of reciprocity holds across cultures. We feel an obligation to repay others when they have given us a gift. Charities rely on reciprocity to help them raise funds. For years, the Disabled American Veterans organization, using only a well-crafted fund-raising letter, reported an 18% response rate to its appeals, but when they started enclosing a small gift, the response rate doubled to 35%. The gift, personalized address labels, was modest, but it wasn’t what the donors received that made the difference. It was that they had received anything at all. The articles and books you bring to a meeting may not seem like much, but those who take a copy of an article or borrow a book will be influenced positively toward you and your idea.

Therefore:

Carry materials about the new idea to events where people gather. Put them in places where people are likely to pick them up and look at them.

When you give a presentation or attend a meeting, provide sources of External Validation, such as books, journal articles, and online articles. Make copies of online materials, rather than simply providing the URL, so that it is more likely people will see the information you think is important. If you want to point out some interesting things on the web, make the URLs available electronically to save the recipient the trouble of typing them. Prominently display anything that has your name as author, or acknowledged contributor, to increase your credibility.

If possible, don’t just place the materials on a table and walk away. Make yourself available to answer questions. This will also help to ensure that valuable things, like your books, won’t disappear!

If you are scheduled to give a presentation during the event, refer to the materials to spark even more interest. The books or articles will attract attention and get conversation going during breaks. 

When people ask to take or borrow the materials, stop by your office later, or send an e-mail asking for more information, use Personal Touch and Just Enough to show how the new idea may be useful to them. Don’t be discouraged if most people simply stack any handouts you provide in their office and never look at them. People like to pick up free material; however, only some will read them and become interested in the new idea. But don’t underestimate the power of this pattern. Although the “seeds” usually spark interest in only a few, they may be key individuals, such as Connectors, Early Adopters or a Guru on Your Side, who can help you spread the word to others.

= = = = = = = = = =

This pattern creates awareness of a new idea and sparks some interest in it. People will be drawn to the materials, pick them up, and ask about them. 

Carrying a lot of books or articles can be problem on a plane. Even in a car, you might have to make several trips to the parking lot or get help unloading material. If books are displayed, you run the risk that someone could borrow one and not return it. Make sure your name clearly appears on all your valuable materials.

I’ve had good experience bringing drafts of unpublished books. This shows my audience that the topic is still evolving and interesting and ensures that I am a source of information about what’s going on, so they are getting the latest information.

Whenever I give a presentation on patterns, I always have a stack of books available, both for reference during the talk and for perusing at breaks and after the presentation. People like looking at books. One participant said, “Some of my happiest times have been spent with books.”

Patterns books were brought to a project retrospective session. This generated curiosity and questions about patterns among the participants. Funny story: One of the participants picked up one of the “Pattern Languages of Program Design” books during a break. At the end of the break, he placed the book back on the table and told the others, “You should check out this book – it has a great ending.” (
<<remove one>>

The Right Time
It's good to request the last or second-to-last interview slot of the day, since these are the time slots that are the most memorable for the interviewer. If you want to be remembered, make your appointment as late in the day as possible.

Consider the timing when you schedule events or Ask for Help.

♦♦♦
You’re an Evangelist or Dedicated Champion trying to introduce a new idea into an organization.

When people face deadlines and have too much to do, they tend to focus on things that move them toward completing necessary tasks and making the deadlines.

People are busy. However, there are less busy times.

When you’re really excited about a new idea, you want to tell everyone immediately. But you should temper your enthusiasm with the realization that by springing your news at an inconvenient time, you risk irritating members of your target audience and losing converts to your cause.

Timing is also crucial when approaching someone to Ask for Help. If people are busy, they could react as if you’re trying to add one more thing to their busy schedules. But if your request comes when they’re less busy, they are likely to be more responsive.

Therefore:

Be aware of those times when people are likely to be the busiest. Schedule events and requests for help outside those times.

Some suggestions for less busy times: immediately after a project has been delivered, just before the Christmas holiday when people are winding down, or possibly during the summer. The best timing will vary from organization to organization, group to group, and person to person. What is good for one will not be good for another. Avoid planning events when almost everyone is too busy to attend.

If you’re able, personally ask as many individuals as you can about their time preferences for an upcoming event. This will make them feel that you would really like them to be present. 

Don’t worry about finding the perfect time. You can spend a lot of effort trying to find the best time when there really isn’t one. One approach is to schedule the event more than once—choose different days or times—so more people can attend. 

Announce dates as early as possible and send out reminders on e-Forum and In Your Space. Busy people need lead time and reminders. Personally remind individuals when you have the opportunity.

Elicit feedback. Ask attendees at any event what could have been done to improve the event—and this includes timing. You might learn that some people, for example, would like an early morning event, while others prefer a noontime Brown Bag or a late afternoon meeting at the end of the day.

You don’t have to consider the timing in planning every event. For example, Study Groups are usually held on a regular basis and it is expected that people will come when they can. Big Jolt presentations have to be held at the convenience of the speaker.

Be sensitive of timing during meetings or conversations. "When the student is ready, the teacher appears" is a big part of this pattern. Keep your ears open for a problem that the new idea can help to address. The receptiveness of your group will increase considerably at a time when they have an immediate application.

= = = = = = = = = =

This pattern creates more appropriate timing for introducing the new idea. If you can find a better time, you are likely to increase participation.
But, despite your efforts, some people will claim to be too busy to do or attend anything that doesn’t directly relate to their immediate job. Use Personal Touch to reach them. Encourage them to attend a one time Big Jolt.

I tried to be aware of many different kinds of patterns, waiting for the opportunity to help someone with a problem. It doesn't help a team to talk about testing patterns during design or to talk about configuration management patterns during analysis. When the solution fits the needs, the timing is right and people will be ready to listen.

Our first event about a new idea was held at the start of the semester. The second one was held at the end of the semester, just after grades were due. Both events were well attended. Attendees were excited about continuing the workshops. But when the third event was scheduled during the fourth week of the semester, just as the workload was heating up, it had to be cancelled due to lack of positive responses.
Royal Audience
The first time my company invited a Big Jolt, I tried to make sure the day was full of activities. I wanted as many people as possible to take advantage of the opportunity. When he said, “I’ll be here the night before, if anyone is interested, we could do dinner.” Aha! Dinner! Lunch! Good times for interaction! I learned from this experience to always invite people to meals with any Big Jolt visitor. Do Food makes the event special.

Arrange for management and members of the organization to spend time with a Big Jolt visitor.

♦♦♦
You’re an Evangelist or Dedicated Champion. A Big Jolt visitor has a few spare hours during the day or during the evening before and/or after the day of the visit. 

You want to get the most out of a Big Jolt visit.

It’s better if a Big Jolt visit is more than just a presentation to a large group. Famous people are usually charismatic and can give your cause a boost. If management and other influential people in the organization will take time for a short, one-on-one meeting, that can lead to more interest and support.

Therefore:

Use spare hours or lunchtime during the day or evenings, before and/or after the featured presentation, to make the Big Jolt visitor available for teams, individuals, or managers. 

Arrange lunch, dinner, or time for informal discussion with the speaker sometime during the day. Personally invite people to attend, especially those who have helped with the change effort. The visitor may also be willing to take some one-on-one time with managers who still need to be convinced of the value in new idea. This can lead to support from a Local Sponsor or Corporate Angel. It is also a good way to Stay in Touch.

If you can, try to schedule several audiences, enough opportunities so that no one minds not being invited to all of them. For example, dinner may need to be a small group, but lunch in the cafeteria could be open to everyone. You might also be able to schedule “consulting time” when the visitor could meet with teams to discuss particular problems.

Don’t wear out the visitor. Make certain he agrees to do more than a presentation. Give him a chance to turn down any opportunities that he wishes. Sometimes we assume that someone who comes in for a presentation will want to spend lunch and dinner with us, but we should be sensitive to that fact that everyone needs time to relax away from others. Remember to Just Say Thanks for any extra time he spends with the organization.

Don’t expect everyone to accept the invitation to meet with the speaker. It is important that you offer them the opportunity. For those who can’t come, it may be enough for them to know that they were invited.

= = = = = = = = = =

This pattern creates an opportunity for people to meet with a Big Jolt speaker. Participants will enjoy the time spent getting to know a famous person. This can be a reward for those who have helped with the effort, and can be a public relations opportunity for management who have not yet bought into your new idea. 

But be careful that this doesn’t backfire. If you need to keep the audience small, people can be upset at not being invited. But if you always Involve Everyone as much as you can and are a fair person, then people will accept that they weren't invited to a particular occasion but will be included in the next one or will be involved in some other way.

We sent invitations to everyone to join Big Jolt visitors for lunch or an open discussion forum. Free consulting time was also announced on the e-Forum. Even if people couldn’t attend, they always felt that the opportunity was open to them.

Everyone was invited to meet with each Big Jolt visitor for lunch or a coffee break after the presentation. Because the meeting was held in the cafeteria, there was room for everyone at the presentation to attend. Even those who weren’t able to talk one-on-one with the visitor still enjoyed listening to him chat with others in an informal setting.
Shoulder to Cry On

When I was trying to introduce a new idea into the organization, I would often make mistakes and become discouraged.  Then I would see one of my favorite movie lines displayed on my office bulletin board:  “One of the best things you have going for yourself is your willingness to humiliate yourself.” (Simon to Melvin in the movie, “As Good As It Gets”).  That was just like me, and because of this, I was willing to continue trying to introduce the new idea despite the embarrassing mistakes.  So instead of giving up, I’d usually find a shoulder to cry on – someone who would help me concentrate on the positive things I had done so far.

To avoid becoming too discouraged when the going gets tough, find opportunities to talk with others who are also struggling to introduce a new idea. 

♦♦♦
You’re an Evangelist or Dedicated Champion, working to introduce a new idea into your organization.

When you’re struggling to introduce a new idea, it’s easy to become discouraged. 

Misery loves company, but if it’s the right kind of company, commiserating can lead to rejuvenation. Getting together with others who share the same or similar problems can lead to surprising solutions. The group dynamic helps everyone become more creative in tackling tough situations. Research has shown that for certain issues, group support is very helpful. Even if you are enthusiastic about the new idea, you will need and deserve a boost now and then. You’ll want to feel like you're not the only one dealing with an issue. This by itself is useful.

Those that are first to adopt an innovation are often frustrated when they can’t understand complicated material. A common solution is to form a user group. Together they can “group think” and can solve problems that individuals in isolation can’t.

Therefore: 

Get together regularly with others who are also working to introduce the new idea or are interested in the process. 

Meet informally for lunch, dinner, or coffee. Try to find a place away from home or the office. Look for a “third place” -- a local, public establishment that is a friendly, neutral spot where people gather together to relax and talk and take a break from everyday life. 

If funding permits, attend a conference where you can learn more about the innovation and meet with others to talk about your mutual struggles.

There should be give and take among the participants. Give everyone a chance to “cry” and to “provide a shoulder to cry on.” Ask for Help and remember to Just Say Thanks for any support.

= = = = = = = = =
This pattern creates opportunities for you to discuss the challenges and successes you are having with your change effort. A community begins to form wherever people gather with a shared purpose and start talking among themselves. This community provides a confidence boost when you’re discouraged and a source of helpful suggestions and strategies. This is also a good way to meet Innovators and Connectors within your larger community. 

But if you are not careful, a meeting can degenerate into a whining session. This will only make people drown in the negative and feel sorry for themselves. While some complaining is appropriate, focus on solutions to the problems that people raise. Once people have the chance to unload, you can use the larger intelligence to move forward. 

When the Houston Independent School District made a major commitment to purchasing technology for the classrooms, teachers found that they had to confront the technology alone - using ideas from scattered sources with only modest results. The Electronic Community of Teachers was created to help teachers across the district learn from each other about computing in the classroom. This virtual community of practice allows teachers who find themselves isolated in their classrooms to build relationships with other teachers as they share experiences and document their best practices.

In the Greenville, South Carolina area, business people gather monthly at the Wall Street Capitol Breakfast Club America meeting. During a recent event, the speaker, Rich DeVos, the co-founder of Amway Corporation, reminded them, “You are never alone. There are people all around you at this meeting to help and support you.”

Small Successes

If you talk about what you want rather than what you don’t want, your subconscious can rarely tell the difference.  Focus on the positive and you will move towards it with deliberate speed. [Baum2000]

To avoid becoming overwhelmed by the challenges and all the things you have to do when you’re involved in an organizational change effort, celebrate even small successes. 

♦♦♦

You're an Evangelist. You've applied some patterns from this language. Some worked but some didn't.

Every organizational change effort has its ups and downs. It’s a difficult process. 

We are so often caught up in our destination that we forget to appreciate the journey.  After successfully completing a task, we often don't acknowledge our achievement and may even underestimate what we have done. Our memory can be so focused on the struggle it took to get the job done that we don’t take the time to appreciate what we have accomplished. We often concentrate on everything that still needs to be done instead of on the small successes that have come our way. Usually we’re too busy. Our “To Do” list is infinite, so when we finish any task, we’re already thinking about the next one. We can become discouraged and burned out.

All too often, our focus is on that “big win” – some dramatic event that defines success. We care more about some magic silver bullet than the continuous improvements that will eventually lead to our desired goal. As a result, most jobs provide few opportunities to be recognized as a winner. Celebrations are usually reserved for the big events—only a few are singled out. 

But Hohmann urges that, “achieving any goal should be an opportunity for enjoying the fruits of your labor. You’ve earned it! More importantly, achieving one goal gives you the confidence to do it again, producing a positive feedback loop of goal-setting and goal-achieving success!” 

Large-scale change can be a long, formidable undertaking, so it is important to create short-term wins. A number of early victories, even if they are small, create self-confidence and the belief that bigger successes are possible. This belief builds a psychological momentum that sustains the effort needed for large-scale, long-term change. 
Therefore:
As you carry on Step by Step, take the time to recognize and celebrate successes, especially the small ones.

These don’t have to be big celebrations. You can Do Food, such as a cake for everyone to share, or just give a “high five” all around. Involve Everyone who has helped to achieve the small success—remember to Just Say Thanks. Even when you can’t include others, it is still important to give yourself a pat on the back. 

Success can come in many forms.  Look for it.  For example, at the end of the week, ask yourself what you and your team have learned or done differently. This simple question can go a long way in promoting continual, but focused, change.  

Focus on the gains rather than the losses.  Even when you don’t get all the things you wanted, you can still celebrate the things you didn’t get that you didn’t want.

Take Time for Reflection and view each success as an opportunity to work toward larger undertakings. Your present success, no matter how small, is something to be proud of because it allows you to do bigger, and even more successful, things.  Build on what you have accomplished.

Use e-Forum and In Your Space to inform others about the progress. The Smell of Success will attract others.

= = = = = = = = = =

This pattern creates the realization that each small success puts you one step closer to the goal. Even though there is still work to be done, recognizing and celebrating small accomplishments encourages a focus on the positive. It makes you feel productive and energized to do even more.

But your success can turn off people who are jealous and resentful of what you are trying to do. Others may see the celebration as a sign that the effort is at an end. Stay in Touch with your supporters and nonsupporters alike to be sure that everyone is on the same page. Help them understand that the small successes are cornerstones for tacking the bigger problems and their support is still needed to reach the final goals.
Since 1961, Peace Corps volunteers have embarked on ambitious projects but are often overpowered by feelings of frustration. Successful change agents persist despite setbacks and celebrate even small successes. A small success is worth a lot because it empowers the volunteer and the community members to try another new project. After a small victory, a volunteer may be able to make more suggestions because the locals will no longer think that the outsider is quite so crazy. Some volunteers finish their stint with Peace Corps thinking they didn't accomplish much. Taking time to recognize the small successes is the key.
John was leading the development of a new Center in his organization.  There was a lot of work to be done.  The task could have become overwhelming if not for the “action items” that the team created during each weekly meeting.  At the following meeting, team members looked forward to going over that list and would often cheer “all right!” when one of the larger items was finally completed or all of the smaller items on the list could be removed.
Smell of Success

It is both invisible and intangible, and yet it invokes such powerful human reactions that people are swayed to affection or revulsion because of it. It is that most subtle and subjective of senses – the sense of smell.
When your efforts result in some visible positive result, people will come out of the woodwork to talk to you. Treat this opportunity as a teaching moment.

♦♦♦

You’re an Evangelist or Dedicated Champion, trying to Involve Everyone.

When you start to have some success, newcomers will ask you about the innovation.

Some people, especially the Early Majority and the skeptics, are drawn to a new idea when there is visible success. Unlike the Innovators who love the excitement of being part of the latest and greatest, most others wait until the early bugs are worked out and there is some evidence that a new idea is useful. This evidence can be provided by the successes others are having. When people who have not yet adopted a new idea smell success, they are likely to become interested enough to ask you about it.

Therefore:

When people comment on the success they see with the innovation, treat their inquiry as a teaching moment. 

Use Just Enough to spark some interest and Personal Touch to match the innovation to the inquirer’s needs. If you think it is appropriate, Ask for Help—identify a small task and ask the inquirer to complete it. This is the “Yes, that's a difficult problem, would you volunteer to tackle it” ploy! 

Manage the expectations of people who smell success and then look forward to a silver bullet.  Give them a realistic view of what has been accomplished and what still needs to be done.

Learn what you can from these inquiries. Even as you experience success and become convinced of the value in the new idea, remain open and listen to comments from everyone.

= = = = = = = = = =

This pattern creates the opportunity for you to use your success to create more successes. It draws people to the new idea, giving you the opportunity to answer their questions and encourage them to be active supporters.

But a smell of success can also draw people who have been negatively impacted by the new idea. If they are looking for a way to neutralize that effect, listen to their story and use Fear Less to find a win-win solution.

After an early project went in on schedule and received high acclaim from the users, someone from another team dropped by to talk about some issues that concerned her in our project's technology. She seemed interested in knowing how our techniques, which were quite different from the "standard" practices, allowed us to be productive and successful—despite our having an inexperienced team.

My work with patterns attracted the interest of someone who was well-known and well respected in the patterns community. When he offered to come to my organization to give a Big Jolt presentation, people were impressed. As a result, inquiries about patterns increased. I made sure I addressed each one, often by suggesting that we take a coffee break or have lunch to discuss their questions [Personal Touch].

Stay in Touch
Everyone is busy and overworked.  Yet, I’ve discovered that if I don’t take a moment to stop by the offices of my co-workers now and then and occasionally spend a lunch time with them, I lose touch with the most important part of my organization – the people.

Once you’ve enlisted the support of key persons, don’t forget about them and make sure they don’t forget about you.

♦♦♦
You’re an Evangelist or Dedicated Champion working to introduce a new idea into an organization. You’ve captured the interest of key persons throughout the organization.

Your key supporters have too many things to think about and can forget about the new idea.

Support for any new idea depends on the continuing awareness of management and other key people, but their support can lapse. Since there’s always something important going on and critical decisions to be made, your message will be lost if you don’t call attention to it. 

Finding proactive ways to keep the information flowing is essential.  You do not want your key supporters to feel embarrassed or frustrated because they lack information about the change initiative. Any effort to keep a communication link will pay off handsomely in the end.

Just because people decide to adopt an innovation doesn’t mean they can’t change their minds. They’re always seeking reinforcement for their decisions. They always have new questions about any innovation. If they don’t get answers, they may revert to their old ways.

Therefore:

Stay in touch with your key supporters.

Make an effort to regularly talk with people such as Early Adopters, Local Sponsors, a Guru on Your Side and the Corporate Angel.  You’re busy too, so put the “stay in touch” reminder on your calendar. It can be a short meeting, lunch or coffee break, or just an informal stop by an office. Present information in a helpful manner. Keep messages timely and interesting. Use External Validation to make them aware of what is happening outside the organization. If a Big Jolt visitor is of special interest to your supporters, offer them a Royal Audience. 

Strive to build a relationship with key individuals so you can casually but continually make them aware of progress in small ways. On the other hand, you don’t want to make a pest of yourself. Be sensitive to individual tolerances for new information. Don’t overwhelm supporters or they will become annoyed when they see you coming.  It can be hard to determine the happy medium for information, so you may want to ask how often each person would like to receive a formal report, and at the same, provide informal reports when you get a good opportunity.

Talk to management even when you don't need anything. A lot of people make the mistake of reporting to management only when they need support. As a result, managers will think that any time you come to talk, you must want something. 

If you need a more formal approach for staying close, submit a regular status report that contains a concise record of your activities. Record your accomplishments, even Small Successes, so people know you are making progress. Also note your concerns so that your manager, or your Local Sponsor, has the information he needs to help you.

= = = = = = = = = =

This pattern establishes more solid connections with key supporters. Over time, it turns support into an expanding community of relationships.

But this takes work. A personal interaction is best, but an e-Forum or In Your Space can help. If it is difficult to reach some upper-level managers, ask Connectors or your Local Sponsor to help. 

It was easy for me. The company brought in 8 by 8 cubicles and our vice president decided to be right there with us. OK, he had two cubicles, one with a little conference table and his secretary’s cubicle was also part of his area but still—he was just around the corner from my team. When I walked in each morning, he was often there, and if he looked up, I could sometimes catch his eye and say, “Good morning!” If he asked, and usually he did, I could tell him what about latest activity surrounding the introduction of the innovation. I wouldn’t let him forget about it!

I was leading the effort to develop a new general education curriculum at my university.  I knew that faculty get very nervous and rather suspicious when they don’t know what going on. So, throughout the2-year  process, my committee members kept in regular contact through periodic presentations at faculty meetings and written reports posted on the committee’s web page.

Step by Step
E.L. Doctorow once said that "writing a novel is like driving a car at night. You can see only as far as your headlights, but you can make the whole trip that way." You don't have to see your destination or everything you will pass along the away. You just have to see two or three feet ahead of you. This is right up there with the best advice about writing, or life, I have ever heard.
Relieve your frustration at the enormous task of changing an organization by taking one small step at a time toward your goal.

♦♦♦

You’re an Evangelist. After applying Test the Waters, you realize that there is interest in the new idea in your organization. 

You wonder what your plan should be for introducing the new idea into your organization. 

If we can see the path ahead laid out for us, there is a good chance it is not our path; it is probably someone else's we have substituted for our own.  Our own path must be deciphered every step of the way.  There are no shortcuts to anyplace worth going.

It is impossible to instantly convert everyone to your way of thinking. An attempt to create a master plan for the change initiative is probably setting yourself up for failure because there are too many unknowns in any organization. The very nature of a complex problem can bring you to your knees and cause you to make no progress at all. Yet, to climb a ladder, you don’t leap from the ground to the top. Rather, you climb, slowly, surely, one step at a time. Similarly, organizational change happens, not with a giant leap, but in small, sometimes hardly noticeable steps. People are less resistant to small changes than large ones but lots of small changes will ultimately create major shifts.

We all become discouraged and find it difficult to maintain enthusiasm for a single goal that is so far out it’s hard to imagine you can ever reach it. There’s an advantage to setting short-term goals and seeing clear progress. It’s definitely more exciting to identify small steps and celebrate when you reach each one than it is to outline an overpowering vision that will take months or years to achieve. 

The most common mistake change agents make is to take on too much, too soon. They are often like anxious gardeners standing over their plants, imploring them: “Grow! Try harder! You can do it!” But good gardeners don’t try to convince a plant to grow. Instead, they realize that significant change starts slowly and evolves steadily over time. In organizational change, as in nature, new developments should spread quietly at first, so that the leaders can learn from the failures and build on the successes. 

Therefore:

Use an incremental approach in the change initiative, with short-term goals, while keeping your long-term vision.

Focus on a few meaningful organizational problems.  Create a compelling vision, but keep it broad enough to increase your chance of success.  You may wish to list the things that need to happen in order to realize your vision, but you don’t an exact plan for how you will make these things happen.  Rather, set a few short-term goals and be prepared to adjust your expectations as you learn what works and what doesn’t.  

Identify gains that can be achieved quickly, then implement some small portion of the initiative. In any change, it is important to realize early wins. Build support for the system even in the face of the problems that are sure to follow. Use your initial successes as stepping-stones to increasingly ambitious gains. Remind yourself each time you achieve a short-term goal to celebrate the Small Successes. Take Time for Reflection to identify and analyze what is working well and what can be done differently.

Encourage people to Trial Run even a small part of the new idea.  Make small changes that don’t disrupt the system and trust that the collection of small changes will result in big change. Before you go tearing in to change something, step ‘way back, calm down, and think about the least perturbation you can introduce and still get the result you want. Over time, with enough little efforts, a new order emerges—one you could not have planned no matter how many flip charts you hauled out. Help what wants to happen, happen. Rather than attempting a complete system overhaul, remove just one little obstacle or add one little ingredient. Launch your first step then see what happens.’ 

As new Evangelists come on board, let them plan their own part of the journey. They’ll have more success by doing what’s appropriate for their part of the world and you won’t have to know everything there is to know about every part of the organizational change. The change is bigger than you and it’s not important that you travel each path to the goal. The important outcome is that the goal is reached and that will happen as a result of a coalition, not one person’s efforts.

Be wary of promising specific times in which goals can be achieved. Cultural change tends to be organic and hard to predict. Be suspicious of people who promise big changes on a cultural level in some specific time frame—they’re blowing smoke.

Remain optimistic even if you take one step forward and two steps backward.  Find a Shoulder to Cry On. As pointed out in Foote and Yoder’s Piecemeal Growth pattern, mistakes are inevitable and growth is a slow and continuous process that cannot be achieved in a single leap.  
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This pattern builds an incremental approach to your change initiative. Because you can’t possibly know everything that can and will happen, this approach gives you the chance to learn as you go. You can take advantage of what you learn along the way to adjust your plans accordingly.

But people might think you don’t know where you’re going. Help them understand that the goal and the path to get there are not the same thing. Even though you don’t know the exact path, devise a clear goal and continually communicate it with your current plans.  This pattern doesn’t suggest you shouldn’t plan ahead at all.  After all, Noah did not wait until it started raining to build the ark.

From 1992 to 2001, the University Hospital of North Norway gradually introduced a digitized radiology system. This was successful because the system "grew" into place. First it was a small, customer-built image managing system, then a patient flow handling system, and, finally, an upgraded common version in all eleven hospitals in northern Norway. The gradual approach let developers alter the system based on user feedback without spending large sums and involving too many users. A more robust and well-tested system could then be introduced to a wider user group.

After converting from Level 1 to Level 2 CMM in 12 months, we admitted that, despite the success, we could have done a few things differently to improve the results. We put too much effort into our initial planning and definition of procedures. Most of the procedures underwent major changes when we planned the actual process to be used for a specific project team. Project planning, estimating, scheduling, and tracking were process areas where a general procedure outline would have worked better initially than a specific description of the process.
Study Group

While attendees of a lecture may seek information, attendees of a study group seek transformation; they want to make what they study not only something they understand, but something they may use in their everyday lives or work. The study group thus acts as a bridge, helping people move from passive to active learning.
Form a small group of colleagues who are interested in exploring or continuing to learn about a specific topic. 

♦♦♦

You and others in the organization would like to learn more about a new idea. There are some resources on the topic, such as books or other written materials.

There may be little or no money for formal training on the specific topic.
Weinberg describes the lecture method as "getting material from the teacher's notes into the student's notes without passing through the brain of either one." The intense training experience can be compared to drinking from a fire hose. It isn't the best learning environment, especially for adults, who want to think about useful information and contemplate how it could be applied to their daily work. 

When you read a book by yourself, what you get out of it is limited by your own perspective and experience. When you read a book in a group setting, you can take advantage of a variety of backgrounds and expertise. More formal independent study has its own difficulties. The learner relies on a technical interface, videotapes or broadcast classes, and little social interaction. As a result, the learner goes through material in isolation with no chance for discussion or timely questions.

Research shows that simply explaining or lecturing to a group does little to change their way of thinking, while discussion groups, role-playing, or visualization techniques are powerful persuaders. In one study, two groups were introduced to a new approach. One group was given a presentation on the advantages of the approach. The other was led through a discussion and a group decision-making process. There was little or no change in behavior resulting from the training presentation, while the number of people adopting the new approach varied from over 60% to 100% in the group that had used facilitated decision-making.

Institutional learning depends on developing the ability to “flock.”—moving people around and fostering an effective mechanism of social transmission. Teams of disparate people must undergo some kind of training experience where they are all expected to both teach and learn. 

Therefore:

Form a group of no more than eight colleagues who are interested in exploring and studying an interesting topic. 

Cover a chapter in a book or a well-defined topic at each regularly scheduled meeting. Make certain participants understand that they must be prepared. Assign one participant as the facilitator who guides everyone through the material. Rotate the facilitation role to spread this responsibility throughout the group.

If resources are available, ask your company to buy the material you will study, such as books or copies of articles. Consider meeting over lunch if this is the time when most people are free. Do Food or use Brown Bag if no resources are available for food.

A project team may wish to form a study group to regularly evaluate their use of the innovation. This can be part of the overall project plan. For example, the team can take Time for Reflection to formally review one well-defined outcome each month. 

<<add here:  the URL of Josh’
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This pattern provides an opportunity for individuals to explore an interesting topic at a reasonable pace. The group members get a genuine educational experience, focusing on topics they have chosen.  It allows timely, convenient scheduling and a sense of ownership of the learning path. The result is maximum learning with minimal money invested. Even when companies buy lunch for eight participants and individual copies of a book, the cost per learner for a 12-week study group is less than $200. Other, more formal, training costs can run from $800 to $2000 per learner.

However, the discovery process in study groups isn’t appropriate for all types of learning. Technical topics, such as a programming language, may need an expert to be present when learners get stuck on problems. In addition, this type of exploration may not work for everyone, especially those who are not energized by interaction with others or are sponges rather than contributors. Study groups are only one way of learning; they should be considered as a part of the total teaching and learning strategy in the organization.
A couple years ago, we recognized a real gap in our company’s knowledge of XML. Since we are a systems integrator, this could have been a fatal hole. We didn’t have any homegrown experts, and so we formed a study group to make ourselves smart on the subject. That turned what we learned in the study groups into a course, which we originally described as ‘The Myopic Leading the Blind.’ We now have key work done with XML, and a broad-curriculum of XML classes we teach internally and one that we are teaching externally.

Josh, the founder of Industrial Logic, Inc. says, “We are rather aggressive about continuous learning -- we do regular lunch-n-learns and give people half-days off on Fridays to study  whatever the heck they want .  We only ask that they present what they learned to the team at a lunch-n-learn.  This gives folks some needed decompression.” 

Sustained Momentum

We can think of introducing ideas as planting a sapling. If this is an appropriate metaphor, then it’s clear that without water, sun, and a source of nourishment, the young tree will die. It will need attention to keep it alive and growing. Sometimes we forget how important this on-going support is—for all living things.
Take a pro-active approach to the on-going work of sustaining the interest in the innovation in your organization.
♦♦♦
You’re a Dedicated Champion. You have made some progress introducing the new idea into your organization.

The many other things that need to be done will tempt you to put the task of introducing the new idea on the back burner for a while.  But this can cause you and other people to lose interest in it.

It takes work to maintain interest. Even though it may be easy to start the change effort with a lot of enthusiasm, the never-ending list of things to do can make you feel tired of all the investment it takes to introduce the new idea.  But without continuing, pro-active efforts, any new idea can wither and die on the vine. If you don’t reinforce the benefits of your new idea, you run the risk that excitement and interest will fade, especially when everyone gets busy with other things. You can’t become complacent. You may have told your story countless times, but you have to keep on giving your sales pitch and providing support.  It never really ends.  There are always new people to bring in and new management to sell.  
There’s a danger that when success is evident in the change initiative, it’s easy to just rest on your laurels and not do anything for a while.  But even when the new idea has been accepted and is being used, people still require periodic confirmation that their decision to adopt it was a good one or they may discontinue their use.  They need continuous invitations to become involved and continuous reassurances that they will get their wins.

During any change initiative, you must keep yourself inspired.  Newton’s Third Law was never so true: An object at rest tends to stay at rest until acted upon by external forces.  You need to keep the new idea in a motion that it is difficult to stop because momentum is hard to get back once you lose it.

Therefore:

Take a pro-active approach in the organization to the on-going work of sustaining the interest in the new idea. Take some small action each day, no matter how insignificant it may seem, to move you closer to your goal.  

Suggestions for ongoing activities that will keep the information flowing:

· Keep an e-Forum and In Your Space alive and interesting.

· Talk with someone about the new idea [Personal Touch].

· Plan frequent events, such as a Brown Bag and Hometown Story. 

· Bring in a Big Jolt to stir up more curiosity and interest.

· Start a Study Group that keeps people learning.

· Piggyback on already scheduled events.

· Be aware of outside events and call them to the attention of the organization. 
· Attend conferences to learn new things and network with others. Share this information with others [External Validation, Stay in Touch].
· Keep your knowledge up to date. Your continuous learning is an important part of this effort. Read and make information available—Plant the Seeds.

· Take Time for Reflection to learn what is working well and what should be done differently. 

· Just Say Thanks to allow people to feel that their continuing support is appreciated.

Keep the momentum going even when you encounter a setback.  Those who get back on the horse and do something constructive will probably make it while others who have trouble weathering the storms are likely to fail.  Find a Shoulder to Cry On to get guidance on handling your difficult problems.
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This pattern builds a sustained change initiative. It keeps the idea alive in you and in others and helps to reinforce individuals’ decisions to adopt it. When the change effort is living and growing, members of the organization will see the new idea as an active and evolving initiative, even when they are too busy to take advantage of everything that is offered.
But keeping a steady momentum on any one project goes against the grain. Our natural tendency is to work in cycles. After completing a big task, we like to do something else for a while. But the longer we wait, the harder it is to return to the project because we lose some of our passion for it. In the long run, we usually find that periodic bursts are more stressful and less effective than simply doing something, even something small, on a regular basis.

I guess it never occurred to me that introducing patterns is like growing a garden. You can't just throw the seeds in the ground and say -- that's that! No, you have to water, feed, and weed. I discovered this after I had given a few Brown Bags. As more and more people came by to ask about one design pattern or another, I realized that I was now the official encourager of pattern use and that once the mantle had been placed on my shoulders, it was up to me to make sure I thought about it all the time. After a while it became second nature--I "do" patterns!

David Whyte writes, “I decided on two things: firstly I was going to do at least one thing every day toward my future life as a poet. I calculated that no matter how small a step I took each day, over a year that would come to a grand total of 365 actions toward the life I wanted. One thing a day
adds up to a great deal over time. One thing a day is a powerful multiplier. Sometimes that one thing was writing poetry itself or memorizing lines of a newly read poem that caught my eye, or just writing a letter to an organization to say I was available for readings or talks. Sometimes it was a phone call to someone in a position of influence, letting them know what I could do. Sometimes it was preparing the ground in my mind before the conversation. Soon I felt as if I was being prepared by the conversations themselves. Over the ensuing weeks it was beginning to add up. I began to overhear a background buzz in the ethers that added to my dedication.”

Tailor Made

One manager found it difficult to convince another manager of the value in her idea until she mentioned that it could be used as a tool in the organization’s knowledge management efforts. This was something the other manager could understand, and it was enough to convince him that the new idea could be of value in their organization.
To convince people in an organization of the value they can gain from the new idea, tailor your message to the needs of the organization.

♦♦♦
You are a Dedicated Champion using Personal Touch to show how your new idea can be personally useful.

Individuals can be intrigued by interesting ideas, but to have impact on an organization, the idea has to be more than just interesting.

An innovation is good not because it is cool or trendy; but because it is useful. The value a new idea can provide an organization is not always apparent because results do not appear overnight. Yet, when management and Early Adopters consider a new idea, they want to see the benefits to the organization. 

Organizational decision makers are more willing and able to adopt innovations that offer clear advantages, do not drastically interfere with existing practices, and are easy to understand. They want to see how a new idea can fit into and improve what the organization already does. When it comes to new ideas, packaging matters. Even the best ideas will have no impact if they are not sold in a way that gets through people’s filters. A commonly heard piece of advice is “Don’t sell the technology, sell the business solution.”

Therefore:

Tailor your message about the innovation to the needs of the organization. 

Study the organization’s processes and goals to identify a need or a problem that the innovation can solve.  You must first convince the organization that the problem is worth solving.  Then, rather than presenting the general benefits of the new idea, explain the specific advantages it can offer the organization. Use buzzwords and information from specific projects in the organization that people will relate to. Persuade them from their point of view. Focus on what people are trying to do and show how the innovation can create change for the better.

Frame your new idea in a way that speaks to the manager who will be funding the effort. Listen a lot when you meet with him and then include the needs that you have heard in the proposal you make. Describe the steps you can take to solve the problems.  In today's market when everybody is tightening belts the thing that will sell to upper managers are those things that can be executed fairly quickly and will lead to either faster time to market, reduction of cost, or a proven practice that leads quickly to higher quality.

Don’t hype the innovation as a perfect solution because no matter how beneficial it may be for the organization, implementation is usually riddled with glitches. If you can identity an opportunity to Just Do It, or have results that have been reported in a Hometown Story, this will give you hard data to include.

Be clear about the motivations for the change. While these can appear “obvious” to you, this understanding may not be shared by everyone.

If there is an organization similar to yours that is having success with the innovation, use External Validation. Management likes to hear what other companies are doing, especially if the organization is in the same business, a partner, or even a competitor. 

Make no mistake about it—this is a sales job—and you will need to give a different sales pitch to different groups, even though each pitch should contain the same basic facts and philosophy.
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This pattern produces an understanding of how the innovation can help the organization. It helps to spark confidence in the decision makers that the innovation is not simply a good idea but rather is something that can allow the organization to improve what it already does.

But it takes special effort to use this pattern. Instead of using a canned presentation, you have to do some research. You must take the time to examine the needs of the organization so that you can match the new idea to these needs.

Dale Dauten writes, “I remember reading that the one reason people say “no” to a salesperson is the fear of making a mistake. This changed the way I sold my ideas to the company. I realized that while I was going on about the wonderful things we might accomplish, executives were sitting there thinking only one thing: What can go wrong? I’ve learned to explain how we can minimize risk, especially the risk of management looking bad.”
<<Another Known Use:  see the Pat Sciacca story in Pieces of Clay in my PhD dissertation>>

 Test the Waters

The change process for most people is to slowly dip their toes into the water and ease into the shallow end, splashing a little water around and complaining about how cold it is.  [Baum2000]

When a new opportunity presents itself, see if there is any interest by using some of the patterns in this language and then evaluating the result. 

♦♦♦
You are excited about a new idea and you would like to be an Evangelist for it in your organization.

When you learn about something new, you wonder if the organization is ready for it. 

It isn’t always obvious where to start introducing a new idea into an organization. You don’t want to put much effort into introducing it if there really isn’t any interest. There’s a natural tendency for an enthusiastic change agent to try to make an impact much too quickly. Yet, you need to get your bearings. A “listen and learn” approach shows that you are willing to consider the opinions of others as you explain your new ideas.

You can't fix everything at once. The trick is to find the minimum number of leverage points that can make a dramatic impact. Once you find the hot buttons, you can get things going. 

Therefore:

Choose a pattern or two from this collection, use them, and then evaluate the result. If there appears to be a spark of interest, move slowly and gradually ahead Step by Step. 

Begin with a few things that don’t take much effort, such as:

· Use Personal Touch during a coffee break to informally talk with one of your colleagues [Innovator, Guru on Your Side] about the new approach.

· Just Do It and then give a simple demo or a Hometown Story to a few colleagues.

· Schedule a Brown Bag to present the idea to the rest of your team.

· Piggyback on a regularly scheduled event.

· Plant the Seeds around your organization.

· Talk with a possible Local Sponsor about how the idea can solve a current problem. 

 

These initial steps can help you decide what to do next. Evaluate what went well and what didn’t. Use Time for Reflection to determine if it is The Right Time for the new idea in your organization. If you encounter resistance, you may need to modify how you are presenting the proposed change. If you see some spark of interest, try some other patterns that will take more effort, such as Big Jolt and Study Group.

Don’t use this pattern only when you begin to introduce an innovation. Test the waters along the way. Use it every time you see a new opportunity.
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This pattern builds a foundation upon which you can use other patterns. It is the first step in trying to become an Evangelist. It allows you to see if you should proceed and, if so, what you should do next.

But be prepared for possible disappointment. Sometimes an idea is too new or radical for ready acceptance by an organization, or it may run counter to other constraints, such as a preference for a vendor or product. Rather than pushing harder, it may be better to wait a bit until the organization can support the change. Save your energy for when you can get payback. The time you took to investigate and learn about the innovation will still work to your own personal advantage. 
When Peace Corps volunteers arrive at their destination, they are brimming with energy and enthusiasm. But volunteers must fight the impulse to hit the ground running—a slow crawl works much better. "During your first two weeks on site, don't start calling meetings and making pronouncements,” volunteers are advised. "Spend time observing your village and listening to people talk about their lives. Slowly, you will identify some natural places where you can intervene and share some ideas. To earn trust, you must demonstrate a presence and show that you're genuinely interested in learning as well as teaching.” 

Time For Reflection

How noble and good everyone could be if, every evening before falling asleep, they were to recall to their minds the events of the whole day and consider exactly what has been good and bad. Then, without realizing it, you try to improve yourself at the start of each new day; of course, you achieve quite a lot in the course of time. Anyone can do this, it costs nothing and is certainly very helpful. Anne Frank in The Diary of a Young Girl, written on Thursday, July 6, 1944, a few weeks before the Gestapo found the Franks' hiding place. Anne was 15 when she wrote these words.

To learn from the past, take time at regular intervals to evaluate what is working well and what should be done differently. 

♦♦♦

You’re an Evangelist or Dedicated Champion trying to introduce a new idea into your organization. 

We make the same assumptions and the same mistakes based on those assumptions over and over again. 
It is much easier to keep doing what we’ve always done than it is to stop and think about whether it is the best thing to do.  In our attempts to make use of every moment, we rush to do this, to do that. Keeping this continual pace makes it difficult to step back and reflect, to take a broader view.  It can be uncomfortable to do this because we may discover that what we are doing is no longer working.  Yet, Flowers explains that most of us create the future by extrapolating from the past.

In the movie Dances with Wolves, a tribe of Native Americans takes time to examine the success of a buffalo hunt by telling and retelling the story of the hunt around a campfire. This is an important ritual because it provides lessons for all the hunts to come. It is the way wisdom is passed on. A retrospective works in much the same way—its purpose is to help review a recent project to understand what worked well and what can be done differently next time.

In 1988, Joseph M. Juran wrote about deriving lessons learned from retrospective analysis and named this process after philosopher George Santayana, who once observed, “Those who cannot remember the past are condemned to repeat it.” Many large organizations have some form of the Santayana review and call it a retrospective, postmortem, postpartum, or project review. The idea is simple—examine what happened on the last project and learn from it. 

Even failed projects can identify valuable accomplishments for which a team can be proud. At the same time, even in the most successful project, things can be improved. To create learning organizations, we must learn how to discuss what went on in our projects. Similarly, to learn as an individual, we must take the time to reflect. President Lincoln stated that we may learn more from what has not been done right that what has been done right.  But we must take time to learn.

Therefore:

Pause in any activity to reflect on what is working well and what should be done differently. 

Take time out at regular intervals. Reflection is more likely to occur if it is made part of the process rather than something that may happen “when we have time.” Pause in the beginning of your effort, when you Test the Waters, to determine if you should proceed. Build reflection time into the Step by Step process so that you can evaluate what adjustments should be made in your plan. When you celebrate your Small Successes, talk with others about what is going well and what should be done differently.  Even when things aren’t going as well, Juster explains that you don’t need to feel bad about making mistakes as long as you take the trouble to learn from them. For you often learn more by being wrong for the right reasons than you do by being right for the wrong reasons.

To reflect as a group, run a “project retrospective,” a series of fun and highly effective activities that help a team review the past so that the members can become more productive in the future. Use Location, Location, Location, if possible. For more information on leading a project retrospective, see Norm Kerth’s excellent book on the topic.

= = = = = = = = = =

This pattern helps you understand what happened in the past and what can be improved in the future. You’ll see things that hadn’t occurred to you. You’ll be able to plan your next step, make note of the things that are going well, and think about how you can improve. You can even document your successful practices so that they can be shared with others.

But you have to carve out time to reflect and this isn’t easy in our fast-paced world. Yet, it can be argued that failing to think about the past and plan your next step can cause you to lose even more time in the long run because of the mistakes you may be making over and over again.

Nathan, Chief Technology Officer of Microsoft Corporation says, "Every day, I have to make difficult decisions, and I base them primarily on what has happened in the past. History can lead you to see important abstractions, and it also offers great lessons....If you want to make good decisions about what's to come, look behind you."

Blockbuster Inc. wanted to increase the amount of time their employees spent with customers by decreasing some of their administrative duties.  They made observations and brainstormed suggestions from the people doing the work.  Their reflection created some improvement.  For example, employees changed their reshelving process by putting videos/DVDs on a cart so that customers taking movies off the cart would reduce the effort of putting them back.  As a result, employees have gone from spending 36% of their time with customers to 50% and climbing. They learned that a company can conceive new ideas for improvement when they stand back and reflect on what they already do.

Token

I collect name badges from the conferences I attend and hang them on the walls of my cubicle. They remind me of the conferences I have attended, the many friends I have met at the conferences, and the things I have learned..
To keep a new idea alive in a person’s memory, hand out tokens that can be identified with the topic being introduced.

♦♦♦
You’re a Dedicated Champion trying to get people interested in a new idea. You have limited resources.

People may be enthusiastic about a topic when they first hear about it, but the enthusiasm quickly wanes as they forget tomorrow what excited them today. 
Our brains can only hold so much; today’s information will be quickly replaced by tomorrow’s information. Individuals need reminders. A physical object associated with a particular topic can nudge their memories. It can help people reconnect with a new idea even after their thoughts have moved on to something else or with an event long after it has taken place.

Sociologists have observed that in all cultures, the receipt of even a small gift obligates the receiver, even if the gift was not highly valued. Free samples are given away in supermarkets and by salespeople in a variety of settings because the value of the return has been shown to be more than the cost. 
Therefore:

Hand out small tokens that will remind people of the new idea. 

Examples of tokens are magnets, buttons, coasters, cups, pencils, or a set of bound notes, a “quick reference” printed on special paper, or copies of articles. Be creative in finding or constructing items that will form a link with the event. The monetary value need not be high.
Don’t get carried away and distribute too many tokens – it reduces the effect.  There is no need to be disappointed if some people dispose of them – not everyone will appreciate them. Those who don’t “get” the topic will be less inclined to keep them around. We all know what it’s like to have another thing around that just takes up space. Most will get cleaned out over time, and this is OK.

= = = = = = = = =

This pattern creates a reminder of the new idea. People who identify with the topic will keep their token, often prominently displayed, as a memento. Initially, this identifies the group of people to each other, helping to create a critical mass and establish a Group Identity. Over time, the token serves as a reminder to the individual to revisit the topic.

But it might be difficult to convince your organization to fund tokens. In this case, think about spending some of your own money. It doesn’t have to take a lot of cash, but your colleagues and your management will be impressed that you believe in the new idea enough to support it. 

At our poster session at OOPSLA 2001, we gave “Good Job!” stickers for participants’ badges if they drew a picture of any pattern we had displayed on our poster. The sticker was just a token but it got their attention. Many who said they couldn’t draw were convinced by the ridiculously small sticker, even though it meant they had to read every pattern, looking for one that spoke to them.

Craig Tidal, president and CEO of Net Solve Inc. teaches customer interaction to all new employees, from receptionists to senior managers. He rewards correct answers with a crisp $2 bill. “It’s just a token, but if somebody puts one in their wallet, it will remind them of the event,” he says of the gimmick.

When two of my colleagues and I read Fowler's Refactoring book, we immediately identified "SpecGen" (the

speculative generality smell) as a major problem that our department faced. Hoping to spread the word, we made up little signs to hand out that had the letters "SG" within a red circle-slash and the slogan, "Thank you for not speculating."  They were a big hit and every other cubicle had one posted by the end of the day.  An added benefit was the curiosity factor.  Passersby would ask what SG stood for, and every time a new convert explained it to them it would reinforce the lesson for himself.

Trial Run 
To me a bicycle was balloon tires and baskets. You rode it to your friend's house or maybe to school. I loved my bicycle; it was blue, a three-speed from Wards.  When I met Karl, he had more than one bicycle and he raced. He wore funny clothes and a helmet. When I found out how much all the equipment cost, I was horrified. I bought my bike for about $100 and I thought that was a lot of money. "Just try it," he coaxed. "You can see for yourself what a racing bike is like. Even if you ride in jeans, you can tell the difference." I wasn't convinced, but I thought I would be nice and, what the heck, it was just a ride around the block. I hopped on. The seat needed some adjustment. The handlebar was down and it seemed a little strange, but then I began to pedal. The bike took off.  It almost had a life of it's own. It seemed to be pedaling for me. "Wow! I shouted!  This thing really goes!" I was hooked after that run!

When the organization is not willing to commit to the new idea, suggest that they experiment with it for a period of time and study the results.

♦♦♦
You are an Evangelist.  You are getting worn out as you attempt to address all the concerns people have about the new idea because it doesn’t look like the questions and objections are going to end anytime soon.

There are people in the organization who are expressing an endless supply of objections to the new idea.  It would be a daunting, or even impossible, task to try to ease everyone’s worries before the new idea is adopted.

Fear is often what stops us from doing something and keeps us stuck talking. However, even though people may be fearful of change, they usually love to experiment. A change is a risk. An experiment is something you can undo and walk away from all the wiser.

Ideas that can be tested on an installment plan are generally adopted more rapidly than those that are not.  If people are offered a trial period, they will have the opportunity to experiment with the innovation under their own conditions.  This is likely to ease their uncertainties and give meaning to something that was previously seen as only an abstract idea.

It’s more effective to let people convince themselves through sight and touch than to try to convince them with words and logic.  “For test purposes” is a convenient label for temporarily transferring “unacceptable” ideas into an “acceptable” category, until such time that the idea can gain the persuasive power to become part of the established way of doing things.

Therefore:

Suggest that the organization, or a segment of the organization, try the new idea for a limited period of time as an experiment.

Be specific about the period of time and what you, and others in the organization, will do during this period.  Suggest how you and the organization will evaluate the success of the new idea at the end of this period.  People must feel that there is limited risk and no obligation to go on after the trial period.  

Make certain people understand that their concerns will not be discounted during the trial period; keep a record of all points of view.  Use Fear Less and Champion Skeptic for people who are not willing to temporarily put their skepticism aside during the experiment.

Adopt the attitude that any failure during this “trial run” is not a mistake, but rather a lesson. If you take Time for Reflection, you will find that growth is a process of experimentation, a series of trials, errors, and occasional victories. Things that don’t work out as you had hoped are as much a part of the process as the things that do work.

If you see some Small Successes, determine what your next steps should be.  Spread the word with Hometown Story.  Start a Study Group to explore what the future possibilities are.  

Don’t expect to get everyone on board after this limited experiment. This is one way to Test the Waters.  It is likely to be most effective for reaching Innovators and Early Adopters, but even the die-hard skeptics may appreciate a new idea if you can show that it will make their jobs easier.

= = = = = = = = = =

This approach builds validation for the new idea as it moves through the test period.  The trial will help the organization understand how the innovation can be Tailor Made.  This puts you in a better position to capture the attention of a Local Sponsor and to justify continuing work with the new idea.  If it is truly a good idea, it will sell itself.  If it’s not, it remains a “test” and fades away.  

But this trial period can place a lot of extra work on your shoulders.  People will probably see you as the leader of the experiment even though you are still learning about the innovation yourself. Prepare for this task by first taking the time to Just Do It before you suggest a “trial run” in the organization.

<<Add Known Use: ML’s story about introducing the new faculty service selection process.>>
Whisper in the General’s Ear

I noticed that a particular manager was always absent from my presentations about the new idea. He had good excuses but I think he was avoiding the subject. His people never came to any of my training classes. I stopped by his office, "I know you're too busy to come to my presentations. I understand that, but I'm willing to get together one-on-one, any time, to answer any questions you have." He was caught. He fumbled with his calendar. "Hmm, not much time. I do have an open slot but it's at 7 a.m. next Friday. That's probably too early for you (he was hoping)." I jotted down the date and said, "Great! Thanks for your time!" I stopped by the day before our meeting and said, "See you tomorrow!" On Friday, we spent a good half hour and he seemed relieved that my idea wasn't just some new technology thing but really did apply to his area. He never became an enthusiastic supporter but he never spoke up against it and his people started coming to my training classes.
Managers are sometimes hard to convince in a group setting, so meet privately to address any concerns.

♦♦♦

You’re a Dedicated Champion working to get management support for your new idea. There are troublesome managers that have not been convinced by any presentations you have made.

Managers who are against your new idea have the power to block your progress.

Many managers aren’t that interested in technical details. In a group situation their attention span is much less than it is one-on-one. Managers are overwhelmed by new ideas and are reluctant to head blindly down new paths without some justification. You can’t publicly push a manager in a new direction but in private you can gently show the benefits of a new way of doing business that will reflect well on those who are successful with the new approach. Many managers need a little extra time to think about a new idea before they’re willing to support it publicly.

Because accountability is always centralized and flows to the top of organizations, executives feel an increasing need to know what is going on, while recognizing that it is harder to get reliable information. That need for information and control drives them to develop elaborate information systems alongside the control systems and to feel increasingly alone in their position atop the hierarchy.

Some high-level executives are “productive narcissists” and are extremely sensitive to criticism or slights. They cannot tolerate dissent. In fact, they can be extremely abrasive with employees who doubt them – with subordinates who are tough enough to fight back. Some are so defensive that they go so far as to make a virtue of the fact that they don’t listen. As one CEO bluntly put it, “I didn’t get here by listening to people!”
Therefore:

Set up a short one-on-one meeting with a manager to address any concerns with the innovation and the effort to introduce it.

Say exactly what you know and what you can do to help. Don't exaggerate what your new idea can do. Nothing can hurt you more than overselling something. Play the Evangelist role – let your natural enthusiasm show. Encourage the manager to ask questions in understanding technical details. This may be embarrassing for him to do in front of others. It's human nature to want to save face in front of a group.

Make sure the information is Tailor Made appropriately for the management audience. Be ready to address the costs and benefits of your idea but don’t overwhelm him with data. Tell him Just Enough, that is, educate, but don’t talk down or overburden him with too many technical details. When first hearing of a new idea, managers usually want to know the big picture and how it will impact them.

Give the manager ideas, but consider letting him take the credit for them. Find out what he thinks before presenting your views. If you believe he is wrong, show how a different approach would be in his best interest. Take his views seriously. Analyze them, don’t brush them aside – they often reveal sharp intuitions. Disagree only when you can demonstrate how he will benefit from a different point of view.

Always empathize with the manager’s feelings, but don’t expect any empathy back. Understand that behind any display of infallibility, there hides a deep vulnerability. Praise his achievements and reinforce his best impulses, but don’t be shamelessly sympathetic. An intelligent narcissist can see through flatterers and prefers independent people who truly appreciate him. Show that you will protect his image, inside and outside the company.

Persuade, don't alienate. Stay calm. Back off when he starts to glaze over or push back. Great salespeople will tell you the way to influence others is to understand their needs and communicate on their level, not on yours. The idea is that in the process of talking to him, he will have an "aha" moment – because he's come to this realization on his own, he'll own the idea and feel comfortable about asking for help with the next steps.

If you are persistent and patient but still have not succeeded in scheduling a meeting with the manager, there is one other tactic you can use in extreme cases. Next time you see the manager heading from his office to the cafeteria, walk along and causally mention some arresting piece of news. Keep a “2-minute pitch” or “elevator speech” in your head at all times. A good salesperson must take advantage of unscheduled opportunities as well as rehearsed and organized ones.

Remember that your goal is to build trust with the manager. This will take time. The manager who needs this kind of special attention may be insecure or may have been burned by false promises. It will take patience and great strength of character on your part to face these obstacles.

Once you have the manager’s support, Stay in Touch so he won’t forget about you.

= = = = = = = =

This pattern builds management support for the new idea. It maintains the manager’s dignity while giving you the chance to get your story heard and achieve your objectives.

But your private meetings with a manager can look like “back-room dealing” to outsiders. Be open and straightforward with others. Let them know you have talked with the manager, but don’t break any confidences by revealing details of the discussion, especially if they might show the manager in a bad light.

David Pottruck, the number-two executive for Charles Schwab Corp., frequently clashed with his boss, Larry Stupski, at top-management meetings. Pottruck made two big mistakes: He failed to recruit others to his cause [Corridor Politics], and he disagreed disagreeably. Then Pottruck met with his boss and proposed a solution: He would never publicly argue with him again. He might disagree, but he would do so only in private. By questioning his boss only behind closed doors, he got his ideas into the room and kept the power struggle out of it. 

I once had a boss who was hard to convince in a group meeting (darn near impossible!). He would move forward on an issue during a meeting only if he had all the information and all his doubts removed beforehand. When an upcoming meeting would have an issue that was important, I would meet with him before the meeting and address all his questions and concerns one-on-one.

External Pattern References

Cardboard Consultant. Explain the problem out loud to someone or something. http://www.argo.be/europlop/Papers/Final/Weir2.doc
Communal Eating. Give every institution and social group a place where people can eat together. [Alexander+77]

Diversity of Membership. Include different kinds of members in a team to create requirements. [Harrison96]
Get a Guru. Managers should establish a trusting relationship with a guru and defer to him on technical matters. [Olson+02]

Gradual Stiffening. A flimsy structure can gradually be made sturdier by building on prior work. [Alexander+77]

Holistic Diversity. Create teams from members with multiple specialties. [Cockburn98]
Introvert – Extrovert. Teach yourself to play a role so that observers believe you are extroverted, bold, and outgoing. Teach yourself to recognize the situations in which this role is appropriate and to gather your resources and play the role. [Bergin] 
No Surprises. Adjust schedule or feature commitments without losing the confidence of groups that depend on your components by announcing changes early and negotiating solutions. [Dikel+01]

Patron. Give the project access to a visible, high-level manager, who champions the cause of the project. [Coplien95]

Piecemeal Growth. Incrementally address forces that encourage change and growth and allow opportunities for growth to be exploited locally as they occur. [Foote+00]

Shameless Ignoramus. Managers should give up the attempt to know it all and become a shameless ignoramus when it comes to technical matters. [Olson+02]

Team Space. To maximize people’s productive time at work, allow team members to own their space for everything from decision-making to social events. [Taylor00]

Train Hard, Fight Easy.  To establish a team mentality and shared skills, train the team together in the innovation.  [Olson98]
Work Community. To create a feeling of community in the workplace, build small clusters of workplaces that have their own common area. [Alexander+77]

Appendix

History of the Patterns (move this section to the Preface or even the back matter.)
Our patterns originated out of the experience of introducing patterns into one particular company. In 1996, one of the authors (Linda) was working with a colleague, David DeLano, to introduce patterns into their organization. They were having considerable success so they began documenting their practices as a collection of patterns. Knowing that one instance of a successful solution to a problem is the beginning but not enough to define a pattern, the next step was to validate their experiences with those in other organizations. They led a workshop at the Object-Oriented Systems Languages and Programming (OOPSLA) conference in 1996 on Introducing Patterns into the Workplace. Workshop participants improved the collection by adding their experiences or Known Uses and by writing new patterns. The result was shepherded and workshopped at the Pattern Languages of Programs Conference (PLoP) in 1997. In both workshops, participants observed that the techniques could be used for introducing any new idea—not just patterns. 

In 1998, the other author of this book (Mary Lynn) was hired by a large telecommunications company to introduce patterns into that organization. She not only used the patterns David and Linda and others had written (and added Known Uses) but also wrote many new patterns. These were shepherded and workshopped at PLoP’99. Again, participants commented that the patterns had a broader application than simply introducing patterns.

At the ChiliPLoP conference in March 2000, Mary Lynn and Linda collaborated for the first time and sponsored a workshop on Introducing Patterns into the Workplace. Participants worked to combine the two collections of patterns into a fledging language. At this juncture, after a great deal of soul searching, we decided to follow the advice of many reviewers and expand the topic to include any innovation, not just patterns. The focus was narrowed to just introducing an innovation, that is, targeting Innovators, Early Adopters, and the Early Majority to “cross the chasm” [Moore99]. The resulting context would be that the innovation would have taken root in the mainstream of the organization.

The patterns were refined in workshops at other conferences (OOPSLA 2000 and OT 2001) and presented in a tutorial for the first time at OOPSLA 2001. At each of these conferences and workshops, participants improved the patterns by sharing their experiences and suggesting new patterns.

We began to apply these patterns in a variety of domains and to hear from others about similar experiences. It’s clear that the techniques can be used to introduce any new idea. The known uses in each pattern and the case studies describe some of these domains.
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