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Purpose: Define strategies and tactics to create or generate awareness, acceptance, conviction, and action in support of the change.
Process: 
1) Identify—Facilitate group discussion to identify specific ideas to create AWARENESS, generate ACCEPTANCE, help them gain CONVICTION and COMMITMENT for the change, and enable and reinforce ACTION. 
2) Select—Prioritize those strategies that are most actionable and likely to work (see examples matrix). 
3) Plan—Transfer those ideas into the Action Plan template.
Product: list of specific actions
What behaviors are required for success?

	Stakeholder Name
	How can we create AWARENESS?
	What will lead them to ACCEPTANCE?
	How can they gain CONVICTION?
	How can we enable and promote ACCEPTANCE?

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	





Stakeholder Engagement Ideas
Concept: Individuals invest of themselves in a change when they become aware of and understand what's changing, who, when, and why; when they are able to accept it enough to stop rejecting the change; when they gain a personal conviction about the change. This leads to individuals being willing to act and behave in a way consistent with the change. This resource is a bank of ideas of effective tactics and activities to create Awareness, Acceptance, Conviction, and Action. These ideas are intended to spark your thinking not to limit it.

	Type
	INFORM & EXPLAIN to create AWARENESS
	JUSTIFY the Change & ADDRESS FEARS to lead to ACCEPTANCE
	 PERSUADE & Build TRUST to allow CONVICTION to develop
	ENABLE and REINFORCE to encourage ACTION

	Executives
	-Show benchmark information
-Studies & articles from expert sources (CLC, Industry experts, etc.)
-Provide competitor information, if available (sense of urgency to change or become extinct)
	-Examples of peer companies who have done the same type of project and have succeeded
-Show financial business case
-Quantify loss/gain if project is undertaken
	-Show expertise
-Demonstrate solid plan & forecast
-Show how the project will be accomplished
-Engage them in defining the future state and key requirements (see FastStart tools)
	-Ask only simple but meaningful action
-Find and leverage key executives that can lead the way and exert positive peer pressure on others

	Mid-level management
	-Show benchmark information
-Studies & articles from expert sources (CLC, Industry experts, etc.)
-Show business trends relevant to them (internal studies or statistics, etc.)
-Provide competitor information, if available (sense of urgency to change or become extinct)
	-Show financial business case
-Quantify loss/gain if project is undertaken
-Engage in discussion of how they are affected
-Involve in translating the financial business case into an organizational business case they care about
	-Show expertise
-Demonstrate solid plan & forecast
-Show how the project will be accomplished
-Involve them in defining the change and/or how the change will be implemented
-Involve them in defining the future state for their area of responsibility and requirements for success
-Have executives demonstrate their commitment through their actions (attending key meetings, sending key messages, talking consistently in favor of the change, etc.)
	-Be specific about what you want them to do and communicate it clearly (e.g. speak less during staff meetings and ask more questions, say thank you more often, visit with one individual each day, etc.)
-Remove excuses not to act such as ineffective executives, unclear or conflicting messages, indecision, etc.
-Delegate responsibility to execute on certain aspects of the change and hold them accountable for specific outcomes
-Create forum for these managers to 'compare notes' and share ideas and support
-Provide them with a few specific and practical change management tools to help their teams assimilate the change.

	Front line management
	-Communicate clear and relevant problem to be solved, the goals, scope of the project, and what it means to them (mid-level managers should do this with them both individually and in groups)
-Use internal examples of the problem, statistics, testimonials, etc.- anything that will demonstrate there is pain and in a way they can relate to
-Use repetition during staff meetings
-Let executives (one level up) in collaboration with immediate manager do the explaining
	-Engage in discussion of how they are affected
-Involve in translating the financial business case into an organizational business case they care about (for their area of responsibility)
-Acknowledge risks and potential negative impact
-Let them ask direct questions to their managers and executives through open forums, social media, etc.
-Have executives blog and dialog around the change project and address specific questions and fears.
	-Demonstrate solid plan and how the project will be accomplished
-Involve them in defining the future state for their area of responsibility and requirements for success
-Have executives and mid-level managers demonstrate their commitment through their actions (attending key meetings, sending key messages, talking consistently in favor of the change, etc.)
-Show transparency through the process (create visibility about how decisions are made, the rollout plan, what's next, etc.)
-Open channel of communication for them to interact with upper level management (e.g. feedback, idea sharing, etc.)
	-Be specific about what you want them to do and communicate it clearly (e.g. use the "5 Why's" to problem solve, praise employees when they do X, etc.)
-Remove excuses not to act, such as ineffective executives, unclear or conflicting messages, indecision, etc.
-Delegate responsibility to execute on certain aspects of the change and hold them accountable for specific outcomes
-Offer specific feedback regularly and positively
-Celebrate and reinforce success (even small successes)
-Offer training, coaching, and  other development resources to upgrade skills if necessary
-Modify the 'measuring system' or process to be consistent with what they are expected to do differently.
-Provide dialog guide (cheat sheet) to help their employees deal with the transition

	Individual Contributors
	-Communicate clear and relevant problem to be solved, the goals, scope of the project, and what it means to them (mid-level managers should do this with them both individually and in groups)
-Involve employees in identifying examples of the problem
-Use repetition during staff meetings
-Let managers (one level up) in collaboration with front line managers do the explaining
-Use mass communication vehicles
	-Involve in translating the financial business case into an organizational business case they care about (for their department)
-Use pop up surveys to gauge understanding and acceptance of the change strategy
-Acknowledge risks and potential negative impact and engage them in discussion about what they can and cannot control. Focus activity on what they can control
-Have executives blog and dialog around the change project and address specific questions and fears.
-Equip managers with key information and tools to address employees' concerns and fears
-Provide an employee "help desk" where they can get information on key questions.
	-Involve them in defining the case for change and future state for their area and defining implementation plan
-Have mid-level and front-line managers demonstrate their commitment through their actions (attending key meetings, sending key messages, talking consistently in favor of the change, walking the areas, listening to employee ideas and concerns, etc.)
-Show transparency through the process (create visibility about how decisions are made, the rollout plan, what's next, etc.)
-Open channel of communication for them to interact with upper level management (e.g. feedback, idea sharing, etc.)
	-Be specific about what you want them to do and communicate it clearly 
-Remove excuses not to act, such as ineffective managers, unclear or conflicting messages, indecision, etc.
-Modify job descriptions if necessary
-Offer specific feedback regularly and positively
-Celebrate and reinforce success (even small successes)
-Offer training, coaching, and  other development resources to upgrade skills if necessary
-Modify the 'measuring system' or process to be consistent with what they are expected to do differently.
-Change hiring practices to support the new behaviors
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