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Preface

Stop congratulating yourself. Your best efforts have not been enough.

“Wait a minute,” you say, “I have a great management team, the Governor
has just recognized our agency as a Malcolm Baldrige award recipient. The
state legislature approved a five percent increase in our budget. We are serv-
ing more people this year than last. And I recently was acknowledged as hu-
manitarian of the year by the State Association of Chambers of Commerce.
How dare you say that what I am doing is not enough?”

It’s simple. Take a step outside of your agency. Forget about the “Voca-
tional Rehabilitation Program” for a minute. Look at the numbers. People
with disabilities continue to experience rates of poverty, un/underemploy-
ment, social isolation, and inadequate education at rates higher than nearly
any other group in this country. Past and current efforts have not made sig-
nificant changes. Just as the poor were left behind in the Gulf States when
Hurricane Katrina devastated the area, people with disabilities have been left
behind. This Nation’s population of people with disabilities has problems
that are not being solved through new placement strategies or the signing of
Memoranda of Understanding (MOUs) with sister state agencies. The nearly
100 years of VR strategies have not made the economic and social impact
that is needed. In short, we have not done enough.

Consider the following:

Human knowledge is expected to be doubling every year by the year 2012.
(Ambani, 2002) By 2010 technical information will be doubling every 72
hours. (McCain & Jukes, 2000)
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An average of 20,000 new, amended and changed laws, statutes and ordi-
nances are added to the books of our country’s Federal, State, County and
city legal systems each month their governing bodies are in session. (Quisen-
berry, 2002)

The internet is doubling in size every 120 days and more than 80% of
the sites that will exist a year from now don’t exist today. (McCain & Jukes,
2000)

Are you ready for this future?

This document is a challenge to you. This is a “Call to Action.” It is an
effort to assist you to examine who and what you are. It is an effort to move
you, the reader, the administrator, the advocate, the leader. This document
offers you tools to evaluate who you are; to encourage and excite you into
becoming an even greater leader so that you can tackle larger issues. This
reading will explore the concept of the “Three Dimensional Leader” as a
vehicle for building a defining legacy.

After reading this brief preface, you may feel that this challenge sounds
grandiose. You may even think it insulting and insensitive to your many
great achievements. In fact, you may not want to continue past this page.
The evidence shows that the people you serve are consistently one of the
poorest, most isolated and marginalized groups in the country. Clearly your
one-dimensional eftforts have resulted in mediocrity. Is mediocrity what you
want as your legacy?









Chapter One

Call to Action

Welcome. We are pleased that upon reading the Preface, you chose to
continue. This represents either curiosity or a commitment to change. In ei-
ther case, we hope that this “Call to Action” creates a renewed and expanded
energy in you for creating, managing and leading change.

As the Primary Study Group (PSG) on “Leading and Managing Change”
wrestled with how to approach this topic, all eyes turned to Steve Wooderson,
Director of the Iowa Division of Rehabilitation Services, as he formed an
“L” with both arms while pushing the palms of his hands toward the ceiling.
He told the PSG that he wanted to “push the discussion to a higher level.”
At this point in the process, Steve and the rest of the PSG were not certain
of exactly what was meant. Over the next several weeks, Steve’s challenge
resulted in our recognition that VR agencies must take an activist role that
reaches outside of their organizations in order to address the complex and
serious issues facing people with disabilities. The urgency felt by this IRI
group resulted in a “Call to Action” for addressing Change.

Change. Do you welcome it, or run from it? Does it fill you with uncer-
tainty and fear, or fuel your creative juices? Change alters, transforms, even
revolutionizes. It can happen gradually, with a well thought out plan and
goal, or suddenly and chaotically. Our reaction to change depends largely on
whether it is self-directed or externally created. Change has both emotional
and behavioral aspects. It can be exhilarating or frightening.

During the last several decades, changing systems, enacted laws and a shift
to increased consumer involvement and control have all positively impacted
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the lives of people with disabilities. Nevertheless, in the United States, having
a disability still means being socially isolated, un/underemployed and living
at a poverty rate higher than virtually any other categorical group. For many,
it means being unnecessarily institutionalized, unable to find safe accessible
housing, and unprepared to successfully transition from school to a career.
The 2004 National Organization on Disability/Harris Survey of Americans
with Disabilities confirms this reality.

For many, having a disability means struggling daily with a fragmented
system that is administered by multiple government and private agencies
with contradictory and competing rules. For millions of Americans, despite
the 1999 Supreme Court decision of Olmstead v. L.C. (527 U.S. $81) affirm-
ing the right to services in the most integrated setting, a public policy bias
toward segregated services and institutional care continues and translates into
social 1solation. For students with disabilities, it means having an increased
school dropout rate. As a result, virtually all social and economic indicators
measuring quality of life are lower for Americans with disabilities than their
non-disabled counterparts.

Other social and economic trends such as budget deficits, the growing
cost of the Medicaid program, and cultural changes in the workplace, impose
new challenges on the VR professional in planning programs and forming
partnerships. The VR system was not designed to address the interplay of all
of these complex issues. Successfully managing a VR system depends on ad-
dressing the many competing priorities.

Eftorts have been made to consolidate the VR program with other work-
tforce development programs. The Rehabilitation Act has been part of the
Workforce Investment Act (WIA) since 1998. WIA’s initial authorization
ended in 2003, and negotiations surrounding the reauthorization have in-
cluded proposals to further the integration of the VR program into the na-
tion’s workforce system, as well as increasing the amount of VR funds to be
used in paying for the one-stop infrastructure.

The one-stop system 1s intended to reduce duplication and provide servic-
es more efficiently and cost-eftectively. When the governing principles of the
WIA reauthorization center on cost-eftfectiveness and efticiency measures,
values such as assisting individuals with the most significant disabilities to ob-
tain employment that is “consistent with their strengths, resources, priorities,
concerns, abilities, capabilities, interests, and informed choice” are at risk.

As VR professionals, we must decide how we are going to respond to
these proposals. How can we maintain the values we hold and the funding
we’ve fought so hard to obtain for rehabilitation services for people with dis-
abilities while working in a larger context of collaboration, partnership and
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integration with our nation’s workforce system? How can we partner with
people with disabilities to overcome these threats to the viability of the VR
program? How can we use these changes to address more resources for the
issues of poverty and unemployment faced by many people with disabilities?
How can we improve the world we live in?

Our vision is a world in which people with disabilities live independently,
enjoy self-determination, make informed choices, contribute to society, pur-
sue meaningful careers and enjoy full inclusion and integration in the main-
stream of American society. As VR professionals we are change agents in the
lives of people with disabilities. We are also change agents within our com-
munities. It is our mission to change the way society views disability. How
can we make these changes happen?

The purpose of this document is to equip you as a rehabilitation leader
with a context for leading VR organizations through rapidly changing envi-
ronments. We must manage change in order to be a catalyst for advances in
inclusion, integration and full participation for people with disabilities. We
must create organizations that people with disabilities, partners and policy-
makers value and embrace. We must position our organizations to support
broader policy initiatives in the community that will address the systemic
barriers facing people we serve.

This document also provides a context for understanding the environ-
ment affecting people with disabilities and public vocational rehabilitation;
frameworks for action; tools that will assist you to assess your orientation to
change, identify what you care about, your core values, and provide you with
a framework for leading change on multiple levels.

We challenge you to look at yourself and how you are responding to the
changing world of VR. We ask you to respond to three central questions.

1. Do you see yourself and, more importantly, do you act as a person re-
sponsible for making your organization what it should be?

2. Are you positioning your agency to influence and create a better world
for people with disabilities, not just react to outside forces?

3. Do you use your position to create a different world for people with dis-
abilities?

The tools provided will help you to assess yourself on these three dimen-
sions and to move to a position of power where you can lead and create posi-
tive action. Models are included to help you move from the current state to
the desired state, moving through the chaos of denial, resistance and anger, to
commitment to organizational change which can impact cultural change.
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The document includes an opportunity to explore three dimensions of
leadership, including ways to position your organization so that you are par-
ticipating in other statewide efforts that lead to the full participation of peo-
ple with disabilities in the community.

There is a challenge for creating a “Legacy.” The document encourages
you to examine what is most important to you and how to position the
agency so that lasting and substantial changes will occur. Creating a legacy is
covered in the context of moving systems and transforming organizations.

Creating positive change is what leadership is all about. In order to im-
prove vocational rehabilitation services in our nation we must transform our
services, not just manage them. In order to increase the employment oppor-
tunities of people with disabilities we must make changes. Failure to change
leads to stagnation. People with disabilities will continue to have the highest
unemployment rate of any group if the status quo is not challenged. In order
to improve our outcomes, we must find new ways to do our work. Leaders
must generate urgency for making changes. Then a strategy for change can
be developed and implemented. In order to achieve organizational change,
individual change is required. Leo Tolstoy wrote “Everyone thinks about
changing the world, but no one thinks of changing himself.”

We must evolve. We must change. If we’re not growing, which also re-
quires change, we’re dying. “Equilibrium 1is death.” (Pascale, Millemann, &
Gioja, 2000, pg. 19)



Chapter Two

The Challenge to be a Three-
Dimensional Leader

Leaders. We need them now more than ever.

But what kind of leaders do we need? We believe that we need leaders
who can succeed in three dimensions. We invite you to challenge yourself to
act effectively as a three-dimensional leader who:

1. Makes the organization what it should be.

Take responsibility to see that your organization lives up to the principles
that guide and challenge all rehabilitation organizations:

*  Full inclusion and participation in the mainstream for people with
disabilities
* Right to pursue a meaningful career, not just work

*  Respect for self-determination and informed choice

The Dimension One leader is responsible for setting the strategic vision
for the organization and for helping others in the organization to develop
the goals and steps needed to achieve that vision. This dimension is about
individual performance and how the leader models behavior for others. The
leader has direct control and authority over the strategic direction and ac-
countability for outcomes achieved.

2. Positions your organization to influence and create positive
change, not just react.

Proactively define the issues and shape the debate on disability and reha-
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bilitation issues in the public policy arena and in the community.

A leader in Dimension Two initiates change through the power of posi-
tion and the power of the program. The knowledge, authority and even the
money that your program represents may create a seat for you at the table as
you interact with other organizations and programs to develop positions on
issues that impact the disability community, workforce programs, etc. But
you will not be considered a contributing member unless you make your
voice heard. It is not enough to sit back and wait to be invited to participate
with other programs. Dimension 2 leaders seek opportunities to develop
new relationships with other organizations and community programs in or-
der to expand resources and share ideas that will strengthen and broaden their
organizations’ goals.

3. Changes the world, not just the organization.

Our commitment to the principles that guide vocational rehabilitation
invites us to a third dimension of leadership; making a broader contribution
to the integration and full participation of people with disabilities using the
visibility and standing that our positions give us.

In Dimension Three, the leader acts as a follower and supporter of efforts
initiated by others to address serious issues that impact society. The role of the
leader may be to serve as a mentor, encouraging and facilitating the growth
of other leaders, or simply to contribute talents and resources to strengthen
the positions of allies.

This chapter will describe what we mean by a “Three-Dimensional (3-D)
Leader” and give you a chance to look at yourself in all three dimensions.
Our intent is to both challenge you to become that leader and to show you
that you already have experience with, or exposure to, 3-D leadership.

What is a Three-Dimensional Leader?
Dimension One: A leader who works tirelessly and effectively to make
the organization what it should be.

Are we doing enough? Are we doing it well enough? Where could we improve? Are
we acting in a way that is true to our principles and values?

These questions and others like them drive the leader in Dimension One
(D1). Dimension One leaders ask others to share their compulsion to learn,
change, improve, grow; to become something closer to the organization we’d
be if we could have it the way we want it.

Leaders are focused on continuous improvement, finding “the better way.”
This ranges from how we treat consumers and staft to whether our financial
resources are properly aligned with the organization’s strategic objectives.
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These leaders create a continuous learning environment where staft mem-
bers have the opportunity to increase their skills and knowledge and prepare
themselves for the changing demands of the world. These leaders encourage
and reward innovation in the workplace.

The D1 leader may impact the organization in a range of ways from spe-
cific initiatives to improve selected aspects of the organization’s business
process to transformational change that completely restructures the way the
organization operates. Our Spotlight Experiences in Chapter 7 provide an
example of implementation of a new case and financial management system
in a Midwest state agency. (See Strategies to Implement lowa General’s New
Case and Financial Management Technology, p. 82)

An example of a wholesale change in the organization’s culture creating an
ongoing process of improvement that engages all reaches of the organization
1s found in another of the Spotlight Experiences. (See Profile in Strategic
Change;Vermont’s Vision 2000, p. 77)

Whatever the approach, the process never stops. The leader continually
engages people in the organization in improving what the organization does,
how it does it and the results it gets. They also regularly engage people out-
side the organization to help assess how the organization is doing and where
it could do better.

And then they do it again. The people they serve deserve nothing less.

Now use the worksheet on page 18 to analyze your own Dimension One
change.
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Worksheet: Dimensions of Change Initiatives

Think of a time when you:

4 Led or made a change in your organization to make it more like it
1 should be.

Review the three Rehab Act principles:

...Full'inclusion and participation in the mainstream
...Right to pursue a meaningful career, not just work and
...Respect for self-determination and informed choice

How did your change relate to them?

What did you learn from making that change:

What did you do that helped you make the change? What
“worked"?

What would you do differently if you could do it over again?
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Lead Change Where You Are!

How do you become a local change agent? William Hendricks believes
you have to “find a way to meet your needs and the partner’s needs at the
same time.”

In the summer of 2000, Nancy Pate and William Hendricks, transi-
tion counselors for Oklahoma Department of Rehabilitation Services, began
working on a way to create work experiences for 44 students with devel-
opmental disabilities. The main problem was finding transportation to the
work sites.

They solved the problem by working with Bob Haddock, director of the
Tulsa Public Schools Transportation Department (TPS). Bob agreed to bus
the high school students to several worksites if Nancy and Bill would pro-
vide him with students to work at the TPS transportation department. The
Vocational Rehabilitation agency funds the student salaries.

Five years later, more than 300 students have received a variety of com-
munity work experiences and secured good jobs in personnel services, ac-
counting, laundry, maintenance and housekeeping. They have jobs in radio
communications, Geo map coding, data entry and more.

Bill said “It was a good marriage from the beginning. It met both our
needs.”

Dimension 2: A leader who positions the organization to influence
and create change, not just react.

The Dimension Two (D2) leader helps define the issues and shape the
debate on disability and rehabilitation issues in the public policy arena and
in the community. D2 Leaders don’t wait to deal with changes after they've
been defined and decided by others.

The fascinating secret of leadership at any level of an organization, even
the top, is how little you really control. You may have the ability to direct
things within your organization, but your success and the fate of your orga-
nization has much to do with the decisions made by a wide array of people
who don’t work for you. Some of them make decisions about how much
money your agency has to work with as well as the rules and results that will
define your work. Others have opinions and agendas about what your agency
should be doing and try to influence policy- and decision-makers. Others are
your partners or competitors, depending on the issue or situation.

Leadership in Dimension Two requires leaders to use skills that go beyond
wielding the power of position. They are engaged with others who, in many
cases, have more power than they do. Success grows out of an understanding
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of the interests, values and agendas of the key people involved in the issue.
The leader uses that insight to chart a course that works with the interests of
those key players. You succeed by defining success in a way others can, and
do, support.

In this leadership role it is key to build credibility with others. The D2
leader must be recognized for her knowledge and expertise. The leader’s pro-
gram or organization must be recognized for its contribution to the overall
benefit of the community or state. These characteristics will open the door
to participation in the discussion of issues. However, in order to retain this
“membership” and be taken seriously, D2 leaders must work hard to build
relationships with other members and to learn about their programs. In this
way they are able to develop persuasive and convincing positions that support
the needs of the group while preserving services for their own constituency.

The eftective D2 leader recognizes what is happening in the environment
and positions the organization to influence and create change, not just react.
Some of that work translates into changes to improve the organization’s pur-
poses and processes described in Dimension One leadership. But it doesn’t
stop there. The leader is also responsible to anticipate or predict what might
happen in the future and develop scenarios and contingency plans to prepare
for those eventualities. Sometimes a leader may have to take charge by shap-
ing a future as in the case study of one northwestern state’s strategy on One
Stop implementation. (See Alaska’s Strategy for One Stop Leadership, p. 72)

The second dimension of leadership could involve redefining relation-
ships and roles that reshape your organization in a fundamental way, like the
exciting process illustrated in a third Spotlight Experience from a center for
independent living in the Northeast. (See Civil Rights through Profits: Re-
source Center for Independent Living, New York, p. 68)

Effective leadership in Dimension Two requires the leader to think ahead
six months or more, recognize what is happening and what is likely to hap-
pen that could effect the organization and chart a course that shapes that
future rather than wait and react once the change has already blown the
organization oft course.

Once again use the worksheet on page 21. This time consider a change that you
led or observed.
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Worksheet: Dimensions of Change Initiatives

Think of a time when you:

Positioned your organization to influence and create, not just react to,
2 change

Review the three Rehab Act principles:

...Full'inclusion and participation in the mainstream
...Right to pursue a meaningful career, not just work and
...Respect for self-determination and informed choice

How did your change relate to them?

What did you learn from making that change:

What did you do that helped you make the change? What
“worked"?

What would you do differently if you could do it over again?
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Dimension 3: A leader who endeavors to change the world, not just
the organization.

Leadership in this dimension can very well be exercised through your ac-
tivities and strategies in the first two dimensions.

*  Are your efforts to improve your organization grounded and guided
by the principles of full inclusion, the right to pursue a meaningful
career and respect for self-determination and informed choice? Do
your solutions focus on moving your organization closer to living
them fully?

* Do you bring these principles to your efforts to influence and create
change in your work with others?

Just as the second dimension of leadership calls for a wider set of skills than
the first dimension, Dimension Three (D3) challenges us to assume an even
more challenging role: to help achieve goals defined by others, including the
very people we are committed to empowering.

We contribute, not by making a visionary call to action or taking respon-
sibility to develop strategies for others to follow—we contribute by working
with leaders in the disability community and leaders in the broader com-
munity to create the world people with disabilities deserve: full inclusion and
participation in the mainstream of society.

This may be the hardest leadership role to play for those privileged to
lead an organization. This role requires you to step back and let others lead.
However, the position you hold can bring attention and sometimes resources
to an issue that may not get the support it needs without your involvement.
In Dimension Three, the leader serves as a resource to a cause for which
they feel a deep commitment but which does not directly impact his or her
organization.

There are many challenges already defined by disability rights organiza-
tions, centers for independent living and others in your area. Some of those
challenges and the efforts to overcome them actually connect well with your
organization’s mission. For example, in many communities transportation is
a major barrier to the integration and full participation of people with dis-
abilities. Of course, it also limits their employment opportunities.

The challenge of leadership in the third dimension is to recognize these
struggles as opportunities to support people with disabilities in their decades-
long efforts to eliminate the barriers in society that hold them back. Find a
way to be part of or assist the coalitions or campaigns that emerge in your
community or state. Contribute by finding a way to use the advantages that



Chapter Two: The Challenge to be a Three-Dimensional Leader 23

your office brings—information, credibility, connections, etc—to further the
cause.

As a leader in a public rehabilitation program, you are placed in a position
of fiduciary responsibility. This responsibility comes at a cost and occasionally
creates conflict when your decisions are not in keeping with the desires of
others in the disability community. These conflicts create opportunities for
coalition building. Identify those individuals who also have strong convictions
and meet with them to help identify those areas where changes are needed
for broad and sweeping contributions to the lives of people with disabilities.
Find the areas in common based on the three foundational principles: full
inclusion and participation, pursuit of a meaningful career and self-deter-
mination. These individuals will become part of your powerful coalition for
leadership and change and you will become part of theirs.

There are opportunities in the broader community, as well.

What about the literacy program started in the immigrant community?
Does it include or address people with disabilities? How could you help
make sure it does?

Consider the campaign by the business community to revitalize down-
town. Does it include universal design so that people with disabilities truly
experience a welcoming environment?

Other potential areas include improving transportation, education and job
opportunities. How can you help make the great ideas being launched by
leaders in your community great ideas for people with disabilities?

Finally, please complete the worksheet on the next page for Dimension 3.

If you found it difficult to think of an example in one or more of these
dimensions that you personally initiated, think of one initiated by someone
else you've watched or worked with.

What did you observe about his or her experience? What lessons did you
learn from the experience?

The next chapter will share the legacy of leadership we inherit and are
responsible to continue.



Worksheet: Dimensions of Change Initiatives
Think of a time when you:

ment in your community or state that increased integration and full
participation of people with disabilities.
Review the three Rehab Act principles:

Took some action that contributed to efforts to create an environ-
M3 ’

...Full'inclusion and participation in the mainstream
...Right to pursue a meaningful career, not just work and
...Respect for self-determination and informed choice

How did your change relate to them?

What did you learn from making that change:

What did you do that helped you make the change? What
“worked"?

What would you do differently if you could do it over again?




Chapter Three

Legacy of Three-Di-
mensional Leaders

In the last chapter, you learned what it takes to be a three-dimensional
leader. Now, we would like to look at how the history of the vocational
rehabilitation (VR) program has been shaped by individuals who exempli-
fied three-dimensional leadership. Some of these leaders worked inside the
public VR program to make the organization eftective in achieving its mis-
sion. Other leaders worked outside of the public VR program to advocate
for change and innovation in service delivery to better meet the needs of
consumers. While we have selected persons of national stature who exem-
plify three-dimensional leadership, we are hopeful that you will apply these
characteristics to yourself to see how you measure up to the best in the field.
Also, while the process of choosing only a few leaders out of so many who
have excelled is subjective, we want to acknowledge the many other star per-
formers who could just as easily have been the subjects of this chapter.

Mary Switzer

Any discussion of the history of the public VR program, or the principles
embodied in it, would be incomplete without describing the individual who
1s recognized as its most powerful leader. Mary Switzer became the second
director of the Office of Vocational Rehabilitation (OVR) in 1950, and was
its charismatic leader until her retirement in 1970. She garnered presidential
and congressional support for the program that led to annual budget increases
and a growing national consciousness of the rehabilitation needs of individu-
als with disabilities. The following excerpt from the OVR 1951 Annual Re-
port gives a sense of Switzer’s vision for the VR program, and ultimately how



26 31°" INSTITUTE ON R EHABILITATION [SSUES

this vision affects the future for individuals with disabilities:

R ehabilitation means different things to different people. To
some it means the maximum possible restoration of impaired
physical functioning. To some it means vocational training
for a job. To still others it means placement in a job matched
to the physical capacity of the individual. But to the Office
of Vocational R ehabilitation, the term has a broader meaning.
In relation to the handicapped person who can be prepared
for gainful employment, it means restoring him to the fullest
physical, mental, social, vocational, and economic usefulness
for which he is capable (OVR/FSA Annual Report, 1951, p.

2).

Here, Switzer states a vision for the OVR that is consistent with the mis-
sion of the federal VR program and demonstrates the first characteristic of a
three-dimensional leader: making your organization what it should be. Her
vision is to restore individuals with disabilities to the full extent of their ca-
pabilities. It is a vision that has been consistent throughout the history of
the VR program, in spite of attempts to temper it by promoting short cuts to
entry-level jobs that often meet the needs of employers, rather than the goals
of individuals with disabilities receiving VR services.

Switzer’s administration of the VR program during the 1960s saw the
emergence of a number of U.S. Department of Labor funded initiatives, such
as the Manpower Development and Training Act (MDTA), to train unem-
ployed people. Gradually, the focus of the MDTA became poverty reduc-
tion, targeting welfare recipients and low-income youth. The MDTA was
later folded into the 1964 Economic Opportunity Act, which formed part
of President Johnson’s “Great Society” initiative. This legislation had little
impact on the VR program because of its unique system of providing com-
prehensive services and not just training (Friedlander, Greenberg, & Robins,
1997, p- 1833).

Mary Switzer observed this growing group of “hard core” unemployed
individuals whose needs were not being met by the standard procedures of
the generic employment program. She enlarged her vision of the program to
include these individuals, whom she believed could be prepared for jobs by
using the same method as practiced with individuals with disabilities. She
was convincing, and President Johnson urged the passage of legislation that
would broaden the eligibility criteria for the VR program and assist millions
of Americans to take advantage of the rehabilitation process. Because of her
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experience and successful track record in government, she had positioned
herself to influence and create change, not just react.

In carrying the message that the VR program could be helpful to in-
dividuals who were typically not considered eligible for services from the
public VR program, she focused on the following two important values that
still reverberate in contemporary American society: first, the emphasis the
VR program places on the positive worth of each individual; and second,
the cost-effectiveness of the program. While prejudice against persons with
disabilities still exists, the current situation is an improvement over the open
hostility, forced institutionalization, and overt discrimination that pervaded
America prior to the legal and social changes that occurred during the latter
part of the twentieth century. Switzer’s leadership in rehabilitation contrib-
uted to this sea change.

Switzer gained wide support for the values she espoused by meeting with
politicians, employers, persons with disabilities, and other stakeholders in the
public VR program. During her administration OVR continued to develop
cooperative agreements with other federal agencies with a mutual interest in
and a responsibility for improving the service delivery and employment of
individuals with disabilities.

She fostered interagency linkages, inter-state collaboration and sharing of
eftective practices. She broadened the scope of the rehabilitation legislation
to include international research in order to improve the plight of individuals
with disabilities from other countries. She communicated her vision to oth-
ers in a convincing manner that brought additional support. Finally, in rec-
ognition of her own personal strengths and limitations, she delegated author-
ity for many managerial concerns within the federal bureaucracy to skilled
subordinates so that she could continue to advocate eftectively on behalf of
individuals with disabilities.

Ed Roberts

Ed Roberts, considered a pioneer of the disability rights movement, began
his quest in the 1960s to reshape how America viewed individuals with dis-
abilities, particularly individuals with significant disabilities, and to improve
service delivery to enable them to live independently in their communities.
Severely disabled from polio, which he contracted as a teenager, he had vir-
tually no functional movement and was dependent on a respirator to breath.
Justin Dart, another disability rights activist who will be discussed later in this
chapter, described Roberts as follows:

He was a major prophet of the new revolution of indepen-
dence, not for nations or groups, but for people as individuals.
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Ed declared that people with disabilities are fully human; that
they have a right and a responsibility to throw off traditional
paternalism, to take control of their own lives, to help build a
new culture in which they and all people participate fully in
the leadership, the labor and the fruits of society (Dart, 1995).

His courage spurred others to join the disability rights movement and to
take a stand to ensure people with the most significant disabilities received
services and had a voice in what those services would be.

Roberts had a vision of how organizations should be run so they would
contribute to the integration and full participation of people with disabilities.
In 1972, he founded the Berkeley Center for Independent Living (CIL). He
challenged an entrenched system using the methods of the student activists
of the 1960s and early 1970s to accomplish his goals. He used his position as
an activist to influence and create change in organizations from the outside,
continually engaging the disability service community in the discussion of
how people with disabilities can be more fully in control of the services they
need and more completely integrated into the community.

Roberts became the director of the California Department of R ehabilita-
tion Services (DRS) in 1974. He demonstrated the third characteristic of a
three-dimensional leader by establishing nine CILs across the state, based on
the model of the original CIL that he founded in Berkeley. The success of
the centers demonstrated that the CIL model could be replicated. Using his
position of influence as the director of the California DRSS, Roberts promot-
ed the inclusion of people with disabilities throughout California DRS. He
encouraged the development of state-level policies and guidance to improve
consumer involvement in the decisions affecting their lives and in managing
the programs designed to provide services to them. Hundreds of CILs were
developed following the example of the Berkeley CIL. In addition, thou-
sands of individuals with significant disabilities became employed as a result
of the efforts and example of Ed Roberts.

Justin Dart

I won’t change history single-handedly, but maybe I can plant
a few seeds... I reach out to you with passion, with love, I cry
out to you. Lead! Lead!

Justin Dart Jr. (www.caringinstitute.org, 5/19/85)

Justin Dart was born into wealth and privilege. His grandfather founded
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the Walgreens Drugstore chain; his father was a successful business executive;
and his mother was a successful writer. Dart later described how he became
a “super loser” as a way of establishing his identity in a family of “super win-
ners.”” He said of his early years that people did not like him and that he did
not like himself. His troublesome youth was interrupted, however, when
at age 18 he contracted polio. Although he survived the disease, he was no
longer able to walk and had to use a wheelchair. What would have been an
insurmountable obstacle to many became a challenge which caused him to
become a staunch advocate for disability rights throughout his life. He at-
tended the University of Houston from 1951 to 1954, earning both a bach-
elor’s degree and master’s degree in political science and history. His goal
was to become a teacher, but the university withheld his teaching certificate
because he used a wheelchair (www.namiscc.org, Justin Dart, An Obituary,
pg. 2, 5/19/05).

In 1956, he went into business, later opening businesses in Japan and Mex-
ico. He founded Japan Tupperware in 1963 and made it a priority to hire
women and people with disabilities as his businesses expanded. In Japan, he
helped significantly disabled people move out of institutions and gave them
jobs within his company (www.namiscc.org, pg. 3, 5/19/05).

Dart established work environments and hiring practices in his businesses
that demonstrated the principles of human and disability rights that were so
important to him. He made his organization what he envisioned it should
be.

By the 19705 Dart and his wife, Yoshiko, had sold their business inter-
ests and dedicated their lives to the cause of human and disability rights
(www.namiscc.org, pg. 3). From this point until his death in June 2002, Dart
worked tirelessly as a disability activist. Starting in Texas in the 1980s, he be-
came Chair of the Texas Governor’s Committee for Persons with Disabilities.
In 1981, President Reagan appointed him to be vice-chair of the National
Council on Disability.  In 1986, Dart was appointed Commissioner of the
Rehabilitation Services Administration (RSA), located within the Oftice of
Special Education and Rehabilitative Services (OSERS) in the U.S. Depart-
ment of Education. Dart called for radical changes in the organization, rec-
ommending inclusion of people with disabilities in every aspect of planning
and oversight of the program. His feelings were so strong about these issues
that he was asked to resign after providing testimony before Congress that
was highly critical of the OSERS and RSA. He put his job on the line in an
attempt to influence and create change in the organization.

During the 1980s, the Darts engaged in a national tour, meeting with dis-
ability activists in every state in order to promote interest in the development
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of national disability rights legislation. This effort resulted in the Americans
with Disabilities Act (ADA) of 1990. He worked tirelessly to pass this leg-
islation and is aftectionately known as “the father of the Americans with
Disabilities Act.” In 1994 when there were significant attacks on the ADA,
he founded the nonprofit organization, Justice for All, to counter the attacks,
once again leading the charge and encouraging grassroots movements to
work together toward a single goal of disability rights. In 1998, President Bill
Clinton honored him with the Presidential Medal of Freedom, the highest
civilian honor awarded by the nation.

Dart devoted his life and much of his personal wealth to the cause of dis-
ability rights and empowerment. He remained dedicated to his vision of
a “revolution of empowerment.” This would be, he said, “a revolution that
confronts and eliminates obsolete thoughts and systems, that focuses the full
power of science and free-enterprise democracy on the systematic empower-
ment of every person to live his or her God-given potential” (www.namiscc.
org, pg. 3). He encouraged individuals to become leaders and thereby maxi-
mize their power and influence in making change occur.

Mary Switzer, Ed Roberts, and Justin Dart embody the characteristics of
the three-dimensional leader. Each took personal responsibility to make sure
that organizations lived up to the principles that guide all rehabilitation orga-
nizations. All took risks to position their organizations and businesses to cre-
ate the positive changes they envisioned rather than waiting for an external
stimulus. While it may be observed that Dart was more of an outsider than
the other two and spent less time within the confines of an organizational
entity, he equaled the other two in shaping the future of rehabilitation and
disability rights in this country. Those of us in the disability community or
working in the field of rehabilitation today have benefited from the legacies
of these three great leaders and can testify to the fact that these individuals
were not satisfied with effecting change within their own organizations but
did, indeed, change the world.

The exemplary leadership of Switzer, Roberts and Dart challenges us to
guard the principles of full inclusion, the right to pursue a meaningful career
and respect for self-determination and informed choice and to ensure the
continuation of the legacy they fought so hard to create. Are you up to the
challenge? Are you taking the first steps to lead from your position in the
organization, or are you ready to take on the world? Read on and find out.



Chapter Four

Prepare To Change

We inherit a legacy of three-dimensional leadership that has been guided
by commitment to the principles of full inclusion, the right to pursue a
meaningful career and self-determination and informed choice.

Now it’s your turn. This chapter gives you the chance to think about the
challenges and possibilities that call to you as a three-dimensional leader. It
will also give you some information to consider about personal readiness for
change in general, and specifically for leading change.

As you read through and respond to the suggestions that follow, consider
what is important to you and what you care about. Review your answers to
the worksheet questions from Chapter Two for your context for change.



Worksheet: Planning a Change

List the things you would change, if you could have it the
way you want it:

To make your organization what it should
be...if it lived up fully to the three principles

PMENsIoN that guide and challenge you and your organi-
zation:

e Full inclusion and participation in the mainstream

e Right to pursue a meaningful career, not just work
and

e Respect for self-determination and informed choice

To position your organization to influence and
create, not just react to, change.

DIMENS|I0

To use the visibility and standing of your posi-
tion to help make a more inclusive and inte-
PiMENsIoN grated world for people with disabilities.




Worksheet: Assessing Attitudes

PIMENSI0)

List people inside and outside your organi-
zation who have told you what they would
change, if they could have it the way they want
it. What have they said to you?

DIMENS|I0

How would they like your organization to posi-
tion itself on issues or challenges they see?

PIMENSIO)

What needs to happen to create a truly inclu-
sive and welcoming environment for people
with disabilities in your community and state?
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You’ve just done some thinking about the three dimensions of leadership
that are needed. The challenges and opportunities ahead can fill our careers.
In fact, they will.

You and others may have different views about changes that need to be
made. These changes can make up a pretty long list. Some may even conflict!
Three-dimensional leadership isn’t easy, but necessary. Even critical! We have
many miles to go before we sleep.

Are You Prepared?

Everyone can choose to make the organization what he or she would like it
to be. And this means you! You are a leader! Sometimes you may not feel like
one, or you may be saying to yourself, “No, that is someone else higher up in
my organization.” But the fact of the matter is that everyone is a leader.

You’ve now invested some time reading about change and about 3-D
leadership. Let’s look now at how to apply this to you, where you are at any
point in time or any position in your organization. The rest of this chapter
offers some guidance for self assessment. Your attitude is key to successtul
change in all three dimensions so it’s worth investing time and some resourc-
es in personal preparation.

There is a critical set of principles that determines your success in manag-
ing or embracing the change process. Let’s look at them.

* I cannot control others.
* [ can control myself.

e I accept responsibility for my actions, reactions, decisions and emo-
tions.

* [ share responsibility for the success of change leadership in my or-
ganization.

Now, think about the above statements and how you feel when you con-
sider them. Do they make you feel uneasy or confident? What does that
teeling tell you about your readiness for change and leadership opportuni-
ties?
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HFYOU DO what
Y OU have always DORNE
YOU will GET what

Y OU have always
GOTTEN

The most important word in the illustration above is you. In order to assist
you in determining where you are in your readiness to be a three dimen-
sional leader in an ever changing environment, the Study Group would like
to suggest a few assessments that may be useful to you. These can also be used
as coaching tools to help others identify and/or discuss their current state in
terms of readiness or impact of the organizational change being faced.

Let’s begin by looking at a model that places reaction to change on a
curve. (Bibler, 1989) Regardless of your role in making a change, - yes, even
if you’re leading it - you will experience reactions or responses to the events
that unfold. This grid helps us to map our own reactions and understand the
reactions of others.

Denial is that place on the change curve where we can still believe the
change has nothing to do with us, or, at least, that it won’t have that much
effect. This stage is sometimes referred to as “uninformed enthusiasm.” As
long as the change is affecting someone else, it’s just fine. During the denial
phase many of us will avoid the subject, pretend it isn’t happening or hide in
the minutia of daily tasks. If you find yourself saying, “I'll believe it when I
see it,” you might be in denial about an impending change.

Over time your reactions will adjust to your experience with the organi-
zation change effort.

Once the change becomes real, most of us will resist in some way or other.
Resistance comes in many forms and may be active or passive, but is usually
a response to information about the change effort and how it will affect each
of us. The resistance phase is important because we begin gathering infor-
mation about what the change involves. This phase is also called “informed
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Denial Commitment

Resistance Exploration

Anger
Checking Out

cynicism” and is a prerequisite for true commitment. Most of us will move
through resistance toward exploration and commitment, but others will opt
to “check out”

The critical point on the change curve is at the bottom of the graph,
where a choice between acceptance and rejection is made. This probably
doesn’t occur at a discrete moment in time, and very rarely is it accompanied
by a drum roll, but it is a turning point, with or without the drama.

You know a change is happening. You know that you are part of it. You've
gathered/received as much information as you could and evaluated it for
potential benefit and risk. Some of the information seems overwhelming,
even impossible, and it makes you mad that you have to change. If you were
the one who dreamed up this change, you question whether it will be worth
it. Everyone seems mad and you’re mad, too. But, given some time and lots
of communication, you and most of the critical partners will get over it and
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begin to look for the best new ways to make this change work.

Those who continue to resist the change will become angrier. They will
either leave for a new opportunity to be happy elsewhere or stay and com-
plain, withdraw, refuse to cooperate, and ultimately “quit on the job.” These
employees will attempt to undermine the success of a change project. Man-
agers will be wise to keep these employees close, to bring them into the fold,
or let them go.

The exploration phase on the change curve refers to the period after resis-
tance when we move into “hopeful adoption.” Here the curve gains upward
momentum and employees begin to see more positive than negative possi-
bilities associated with the change.

If change leaders are diligent, persistent and sensitive to the needs of fol-
lowers, the upward curve will lead to commitment. The change will be ac-
cepted, you will enjoy the benefits of it and wonder why you ever did what-
ever you did the old way. Using the information from the Change Curve
Model can help you get there.

Assess Your Reaction to Change

Based on Bibler’s change curve, The Diagonal Group, a consulting firm,
created the Change Reaction Survey© in working with organizations en-
gaged in change. They utilize the assessment as a tool because it gives in-
dividuals common points of reference and language. When used within a
work group or team, it enables individuals to compare progress in a standard
manner and understand the dynamics with which colleagues are struggling.
Following 1s the Change Reaction Survey.

Change Reaction Survey©

Think about a major change that you recently experienced or are cur-
rently experiencing. The following 24 statements are some examples of how
you might think and feel about the changes you are facing.

Your responses need to describe how you actually think and feel today, not
how you think you “should” think and feel.

Enter your rating (0-3) next to the number that corresponds to the state-
ment that best matches your reactions today.

Read each item and make your decision quickly.

When you’ve finished, transfer your numbers to the Reaction Grid located
in Appendix A on page 107.
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Responses:
o=Strongly disagree; 1=Somewhat disagree; 2=Somewhat agree; 3=Strongly agree

____ 1. 'm taking things one day at a time.

____ 2. I’'m not excited about these changes.

___ 3. I'm ready to begin... let’s go!

4. I can’t wait to get started; the possibilities are exciting.
___ 5. The reality of the change hasn’t really set in.

6. I'm not sure I can do what is expected.

_____7. This stuff looks good—Ilet’s get moving!

__ 8. Ifeel good about what has come out of this process.
_ 9. I don’t see what all the fuss is about.

10. Why are we doing this? I didn’t see anything broken in the first
place.

11. 've got some great ideas about how this could work for me.

12. This initiative makes so much sense; if only we had done this ear-
lier.

_13.This really doesn’t affect me.

__14.This is the same thing as before...just a few new labels.
___15.Let me know what I can do to help.

_16.1 like this a lot better than before.

___17.1don’t have any feelings about the change.

18. 'm having trouble staying focused and paying attention to my
work.

____19. There look like some good opportunities for me.

__20. I really feel good about myself and what I've accomplished.
_21. Tjust try to do what I have to.

__22. I'm upset about the way this whole thing has been carried out.
__23. I see some ways that I can contribute to the change.

24. I’'m confident of my ability to handle the next changes.
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Assess Your Pow-

er for Change

POWE RFUL In looking at this chart,

assess which of the eight de-

8. Lead and Make it happen Scripltiogs rﬁﬂ““ your cu-
7. Find Solutions rent leadership position wit
6. "0 It” regard to each of the Three
) wn . Dimensions of Leadership.
5. ACknOW|edge Reallty Support your self assess-
4. Wait and Hope ment with specifics in terms
3. "] can't” - Excuses of behaviors, comments, re-
2. Blame Others lationships, ch. If you fe§l
1. Unaware/Unconscious comfortable in sharing this

information in a group set-

@@W@Fﬂ@gg ting or Witl? a ?O—W?fker,

have another individual iden-

tifty where he/she thinks you

are on this scale, again having

them support that assessment with specifics in terms of behaviors, comments,

etc. Discuss what differences there might be in your self perception and the

perception of others. Where would you like to be on this 1-8 scale? Think

about or continue to discuss what behaviors may look like in a higher, more
powerful location on the chart.

Assess your Personal Power
A simple three-question test will help you to understand your control of
a situation. These questions are:

1. What and/or whom can I control?
2. What and/or whom can I influence?

3. What and/or who is out of my control?

The answers to these questions will give you some perspective in prepar-
ing to deal with change. It will also provide a “reality check” of sorts on the
fact that much of the change that happens is out of our control. Therefore, it
is the answer to Question #2 that creates your sphere of influence, which is
significant. It is the key guiding principle for change success and determines
your leadership role within the organization.
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Self-Assess Four Major Dynamics of Change

Another tool that is available on-line through a self-paced class from
Pritchett is the FIRS Survey© that measures four dynamics of change:

Flexibility, characterized by a ready capability to adapt to new, different or
changing conditions;

Innovativeness, characterized by, tending toward or introducing something
new;

Risk Tolerance, the capacity to endure potential loss or peril; and

Stress Tolerance, the capacity to endure strain or pressure.

Your responses on the FIRS Survey© create a personal profile consisting
of high and low scores on these four dynamics. There are implications of ev-
ery profile and strategies for increasing the characteristics that make change
more bearable. See Appendix B for information regarding registration and
tees for this online training and assessment tool.

Know Yourself

The self assessments that we have encouraged thus far in this chapter deal
with you and your capacity for change. As a leader and change agent you
create the climate for success of a change effort. Your leadership style, use of
leadership roles in various situations, your communication, negotiation and
behavioral tendencies all play a part in creating the culture of your organiza-
tion.

Too often a change initiative may be derailed simply because of the man-
ner in which the leader delivers the message or is perceived by others. If the
leader 1s oblivious to the impact that perception has on the receipt of the
message, attempts to move beyond the status quo are stifled.

For this reason, we strongly encourage you to have a real ‘sense of self” and
personal awareness of how your behavior is perceived by others. There are
many models and strategies available to gain that understanding, but one crit-
ical component we advocate is input from people surrounding you. Many
refer to this approach as a “360 degree” assessment; one in which you report
your own perception of whatever behavior is being assessed and your report
is then compared with input from supervisors, peers and subordinates.

For most individuals who have participated in these types of assessments, it
results in a much greater understanding of self. Persons skilled in interpreta-
tion and communication of the results are critical as often new revelations
about self could conflict with current thinking and even stir up unexpected
challenges to the process. Experience shows that with continued emphasis,
the long range benefit leads to improved interaction with peers and greater
eftectiveness in interpersonal communications.
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Some 360 degree leadership inventories that Study Group members have
used include:

e The Leadership Practices Inventory (LPI) based on “The Leadership
Challenge” by Kouzes and Posner

*  The Seven Habits Profile based on “The Seven Habits of Highly Ef-
tective People” by Steven Covey

* Situational Leadership Inventory based on the situational leadership
model by Hersey and Blanchard

* Insights Discovery by Insights ® Learning & Development Ltd.
(1992-200T, Lothian)

Contact information to order these assessments is included in Appendix
B.There are many other leadership inventories, communication style surveys
and personality preference scales or behavioral indices. For purposes of this
document, we recommend that you explore those that will work for you and
your organization. The more you understand about your leadership behav-
1or, the greater the possibility that you will launch your change initiative with
care and consideration.

This chapter is entitled “Prepare to Change” for a good reason. We want
you to embrace the notion that we are each responsible for the change we
want to see in the world, the organization, and ourselves. It’s not about pre-
paring to change them. It is about the power each of us has to lead, resist,
explore, opt out or commit to change.

In the chapters that follow you will be introduced to a framework for
change, an opportunity to assess your own readiness for change and a plan
to apply all of this knowledge to becoming an eftective Three-Dimensional
Leader in the face of all these challenges and all these possibilities.






Chapter Five

Defining the Change Framework

As a leader, you are often faced with change that is major in scope and
designates a fundamental reorientation in the way your organization oper-
ates. (McNamara, 1999) This radical, or transformational, change requires a
fast shift in mind set. Relationships change, both internally and externally,
and systems change as the transformation process moves forward. Quick,
significant outcomes are expected and implementation of the new order is
rapid, jolting and often fatiguing.

The bad news is that making your organization what it should be and
positioning it to create positive change in your community (not to men-
tion changing the world) will probably involve transformational change. The
good news is you already know where to start.

Transformational change begins with you. Renee Hanson, in Organiza-
tional Change: How to Survive and Thrive, states, “What organizational change
ultimately requires is that people develop not just new skills and knowledge
but a whole new way of looking at things.” In the preceding exercises, you
envisioned a better future for yourself, your organization, your community
and your world. You have a whole new way of looking at things. Now you
can take action to share that vision with others and work together toward
making it a reality. As a Three-Dimensional Leader, you can begin building a
framework for change.

Five basic elements are important to consider, regardless of the scope of
the change. Successful change is dependent on how well you:

*  Develop and communicate a powerful call to action
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*  Carefully assess the attitudes of those involved in the change
e Build strong and dependable coalitions of pro-change activists

*  Empower people at all levels of the process to begin implementing
the changes and,

*  Assure that the “new way” is mastered and normalized.

Step 1: Call to Action
Before you can even begin to deal with or lead major change, you must
stop to ask and answer some tough questions. For example:

*  What is the true essence of this change?

*  How does it relate to the underlying principles of Vocational Reha-
bilitation (VR)?

e IfI am initiating this change, is it worth the risk to me as the leader,
to the organization, the local community, the larger disability com-
munity?

* Is this a change that is coming whether I like it or not? How can I be
proactive, not just reactive?

*  How can I best deal with the implications personally and in all three
dimensions of my leadership responsibilities?

*  Why is this change important? Why now?

For the most part, life is not made easier for leaders by major change.
When radical, transformational change is looming on the horizon, has al-
ready begun as a result of outside forces, or both factors are at work, the
“why” questions are important ones to answer honestly and candidly.

Change occurs on multiple levels and is driven by multiple perspectives.
The answers to the “why” questions are different based on perspective. The
Call to Action must be designed to take into consideration as many perspec-
tives as possible. It is important for you to understand your own perspective
before you can effectively influence others to act.

As a leader at the top you must view change from a wide variety of per-
spectives, including its impact on the organization you lead. You may need
to consider issues related to rapidly changing technology, national and state
politics, funding, disability advocates, changing local, state, and national regu-
lations, just to name a few. You must always be cognizant of how to position
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your organization, and use your influence, to develop and sustain a positive,
powerful vision for the future.

As a middle management leader your issues relate to the internal operating
systems of the organization, the partnership needed with your service com-
munity, and the impact you can have on the rights of people with disabilities.
Your concerns may relate more directly to the quality of consumer services,
meeting performance goals, communication challenges and collaboration
with internal customers and local external resources.

As a non management leader, your questions may relate to yourself and
your colleagues. How will the changes impact your ability to do your job and
serve your consumers? How will the changes impact your status and influ-
ence? How will you work together with others in new relationships?

Regardless of the organizational level from which you lead, or which of
the three dimensions you seek to influence, the Call to Action is a critical
element in any framework for change.You must:

*  Have a clear picture of what you want to accomplish and communi-
cate your vision strongly, passionately, and repeatedly.

*  Create a sense of urgency related to the change in order for people
to take the difticult actions required for the process to begin. Change
for its own sake is seldom a good idea.

e  Build trust and credibility among all those involved if people are to be
willing to move outside their comfort zone and support any change.

Step 2: Assess Attitudes

As the vision for change emerges, it is important to assess just where indi-
viduals are in their willingness to embrace the new ways of thinking, com-
municating and behaving.

In order to move forward and proactively deal with the challenges of
radical, transformational change, you must facilitate a confrontation with the
“undiscussables.” These are issues that are critical to opening communica-
tions and building trust but have been too threatening to discuss in open
dialogue. These issues become the proverbial elephant in the living room.
Failure to deal with the “undiscussables” can make change, at both the col-
lective and personal level, impossible. (Quinn, 1996)

How are the people impacted by the change reacting to the Call to
Action? As a leader, it is up to you to accurately determine who supports
the change, and at what level. In order to do that, you need to determine
whether those impacted by the change are True Believers, Forced Believers, or
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Non-Believers.

True Believers who are enrolled (fully behind the change) or committed
(willing to actively enroll others) truly want the “new” reality promised by
the vision. The committed person brings energy, passion and excitement to
the process. The committed person doesn’t play by the rules of the game.
She 1s responsible for the game. If the rules of the game stand in the way of
achieving the vision, she will find ways to change the rules. (National Execu-
tive Leadership Institute, 1999)

Forced Believers make up the majority of individuals impacted when radi-
cal, transformational changes begin to occur. These are folks who are riding
the fence. They are not sure that the changes are positive on any level, but
they are willing to reserve judgment, at least temporarily.

Some forced believers exercise grudging compliance. They tend to dislike
the changes, and mistrust the true believers, but they are minimally coop-
erative in implementing changes, generally out of fear of retribution or job
loss.

Another category of forced believers are the formally compliant group.
They remain reasonably neutral about the new vision and changes, but are
always careful to obey the letter of the transformations, if not the spirit. They
want to be perceived to be on board. They generally have a surface level
understanding of what is happening, but their heart is not yet in the new
game.

Finally, the forced believer category includes those who are doing their
best to genuinely comply. They have some level of understanding, and even
agreement with the new state, and are struggling to add passion and excite-
ment to their belief. They are the best candidates to become true believers
early in the process.

Non-Believers are an inevitable part of all change processes. Individuals
who take a stand in this category are either apathetic or noncompliant. Those
who are apathetic were probably not very productive in the “old” order of
things, and will likely present similar problems in the new order. Their issue
1s less about change than job performance. Noncompliant members of the
organization are those who have strongly held disagreements with the new
direction of things. They may have been satistied with the way things were
done and remain firmly unconvinced that changes need to be made.

Every participant in the change process requires your support and encour-
agement. As a change leader it is critical to “manage the white space.” The
white space is the gap between what people do and say and what they think
and feel. The larger the gap between action and belief, the more dysfunc-
tion the individual, and ultimately the process, are likely to experience. The
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goal at this juncture in the change process must be to provide forced and
non believers with as much information, support and guidance regarding
non-negotiable aspects as needed to transition them to the ranks of the true
believers. Ultimately, individuals who are unable to embrace at least forced
believer status will leave the organization, voluntarily or otherwise.

True believers require significant amounts of encouragement and support
as well, especially from the leader whose vision they embrace and whose
call to action they support. As the new environment emerges they are in
the minority, and outside the mainstream of standard systems. These are the
transformational leaders who are willing to “die for the cause” and provide
the energy and persistence all change processes require to be successful.

You are not alone!

Change is a process that relies heavily on overcoming inertia. As a change
leader, once you have successfully negotiated steps 1 and 2 above, the good
news is that you are well on your way to facilitating radical, transformational
change. The other part of the good news is that you are not alone!

Step 3: Form a Powerful Coalition

As the change process gets underway, you need to identify the true believ-
ers. This is called “diagonal slicing.” Those who strongly support the changes
embodied in the vision will be found at all levels impacted by the change
process. They will have diverse work responsibilities, levels of power and re-
sponsibility, informal authority and motivations.

They will communicate within their work groups their thoughts and sup-
port for the new ideas and changes. At some point, they will become a
“critical mass.” There will be enough true believers to begin implementation
of significant changes, provide training to other participants and explain the
changes to external constituents. Experimentation will occur and insight will
be gained which will continue to improve services and create success. Noth-
ing breeds success like success.

While true believers become a driving force for change, very powerful
coalitions may be formed with others who share commitment to similar
long-term outcomes. There may be dissenting voices among coalition mem-
bers and a healthy diversity of perspectives. There may be opposition to some
of the strategies planned to reach the change goal. However, if the coalition
1s aligned toward the long-term change, differences create opportunities for
problem solving and alternatives that may be greater than those devised by
true believers alone.
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Step 4: Expand Commitment & Empower Others to Act

The change process is well under way. The entire dynamic of change is
feeling and acting a bit chaotic. Transitions are occurring at different rates
and levels. Overall productivity may be temporarily lower. Realignments are
taking place, resulting in significant communication and management chal-
lenges.

You may very well feel regretful for having taken on the challenge of
change at all. The prevailing insight tends to be “if I had known it would be
this difficult, I never would have started.” Transformational leadership is risky
business, and clearly not for the faint-hearted! This is the time to remind
yourself that change in all three dimensions is necessary to the survival of
organizations, community services and opportunities for people with dis-
abilities.

This is a time to expand the numbers of those who are true believers and
expect others to move from grudging compliance to at least formal compli-
ance and so on up the scale. You should expect true believers to spend a sig-
nificant amount of their time teaching others about the new “state.”” Experi-
mentation continues and useful insights lead to confirmation of valid ways
of thinking, improved practices, new relationships and value added outcomes
for people with disabilities.

Empowering others to act is a key element in any successful change strat-
egy. Participants in the change who have the authority to make choices and
the support to take risks will provide the innovative and creative ideas needed
to move through the chaotic transition phase and into the new emerging
state. Empowered true believers develop and create new systems and models
that will provide small, successful “wins” which can become the foundational
building blocks for new structures within the organization.

Encouragement and avenues for sharing success stories must become a
priority. Even small successes reinforce new ideas and behaviors and promote
the learning and professional growth needed. Overall confidence increases,
and the number of people willing to give the new way a try grows. Par-
ticipants have new experiences and develop new ideas and concepts which
result in new perspectives. Roles are redefined to match the “new, emergent
order of things.” New roles encourage new patterns of action, and the cycle
of empowerment begins anew. (Quinn, 1996)

Step 5: Consolidation, Mastery and Normalization
Eventually, chaos subsides and life returns to a more manageable level of

activity. The new reality is better able to meet the emerging needs of the

internal and external environments. Values have shifted to encompass the
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current state. New technologies and systems have been mastered, informal
organizational structures have reformed and consolidated, and all is back to a
somewhat different “normal.”

Normalization, which is a necessary part of the cycle, can become a dead
end. For transformational change to continue, the transformational cycle
must be complete. The change process will continue when there is ongoing
evaluation, reinvention, and realignment by 3-D leaders.

As a change leader in any of the three dimensions, it 1s important for you
to be aware of pitfalls that often doom the best intentioned changes: stagna-
tion, illusion, panic and exhaustion.

Stagnation: Sometimes the desire for change is stymied by an overpowering
tear of failure, and the process never even begins.

Illusion: As organizations, systems, and even cultures struggle to define their
vision, enthusiasm sometimes moves the discussions beyond the practical into
the world of illusions. Transformational change cannot occur if the vision is
not possible to achieve, even with hard work and dedication.

Panic: Experimentation is required to determine the best course of action
in the early stages of the change process. By definition, not all experiments
are successful. The process can get side-tracked during this phase and those
involved may retreat, panic-stricken, from the change initiative because of
one or more high profile failures.

Exhaustion: Sometimes change fails because the leader simply runs out of
steam. Change is a very high maintenance, high energy activity. Exhaustion
may prevent a leader from continuing to improve and challenge the organi-
zation once the initial change is completed.

Today, and very likely in the future, radical, transformational change is
the norm. Now you have a general five step framework for implementing
change. How ready are you to be a leader of change in all three dimensions?
Chapter 6 will assist you in answering that question, and provide guidelines
for developing a plan of action.






Chapter Six

Develop Your Plan of Action

Next Steps in Becoming a 3-D Change Leader: Your Plan

We hope that you have begun to see your role as a leader in your organi-
zation, at every level of the organization. Armed with self awareness and an
understanding of change processes, it’s time to develop your plan. Starting
exactly where you are, the grid on the next page is the basis of a plan to be-
come a Three-Dimensional Leader of change. What course will you set for
your personal journey of discovery and how ready are you to begin? As you
answer the questions in this chapter, you may wish to return to this grid to
see your change initiative in relation to other steps and dimensions. Always
keep in mind the values that matter most, which inspire the Vocational Re-
habilitation (VR) legacy:

*  Full inclusion, participation in the mainstream of society;

* Right to pursue a meaningful career, not just work; and

*  Respect for self-determination and informed choice.

What legacy will you create? Who will you inspire? Where would your
organization be without you?
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STEPS

DIMENSIONS

D1

D2

D3

Call to Action

Identify organizational barri-
ers to fulfilling mission

Identify opportunities in the
environment to promote key
principles

Identity far-reaching ini-
tiatives with potential for
socio/cultural/political
change

Assessing Attitudes

Check out multiple perspec-
tives of colleagues

Conduct environmental scan

Evaluate actions and posi-
tions of initiative leaders

Building Coalitions

Identify those who can influ-
ence improvement

Plan strategically with allies

Use “The Force” of already
established coalitions

Engage others in the call to

Provide mechanisms for in-

Use personal or positional

Empowering action volving others power to support actions of
Others others
C lidati Integrate new behaviors and | Maintain and improve sys- [ Maintain the new world
onsolidation . : .

’ processes for continuous im- | tems change order until the next revolu-

Mastery, and :
. provement tion!

Normalization
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You’re Ready To Act!

By using the grid as a guide, you should be ready to answer your “Call to
Action.” The following pages provide a series of questions and suggestions
that will help you clarity your focus on one, two, or all three dimensions of
leadership.

Following the Framework for Change presented in Chapter s, these ques-
tions and suggestions guide you to:

» assess and decide what you want to commit to as a change leader;

* consider the environment you need to work within to make those
changes;

* identify steps you can take to pursue your call to action.

The guidance provided in this chapter challenges you to consider the steps
you can take to act in each of the three leadership dimensions. What and how
much you choose to take on at any particular time is up to you, of course.
Practice makes perfect, or at least better. We encourage you to commit to
what you care about deeply and see it through to fruition. Then try, try again.
Remember, leaders are never done.

Leadership Dimension

DIMENns .
) One: Make your organiza-

1 tion what it should be

Your Call To Action

Let’s start by revisiting the Chapter 4 lists of changes you and others want
made.

On page 33, you listed a number of things that you would change to make
your organization what it should be if it lived up fully to the three principles
that guide and challenge you and your organization.

On page 34, you listed changes that people inside and outside your orga-
nization would change if they could have it like they want it.

Let’s think about what’s on those lists.

What can you control? What can you influence?
Go back to those two lists and circle the items that you can control or in-
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fluence in any significant way.

What’s really important?

Think about the items you’ve circled. Which of these would make a sig-
nificant difference in helping your organization truly live up to the three VR
principles?

e Full inclusion and participation in the mainstream
* Right to pursue a meaningful career, not just work and
*  Respect for self-determination and informed choice

Write the ones you think would make the biggest difference here:

What do you care about most?

Consider the list you just made above. What on that list motivates you?
Challenges you? Inspires you?

Imagine yourself addressing a group of staft members. Can you see your-
self passionately answering their questions, “Why is this change important?”
and “Why now?”” about anything on your list?

Assessing Attitudes

Now that you’ve identified some changes you care about and that you
think would make a significant difference, consider that your window on the
world may not allow you to see all that’s really there. Who can help you see
the whole picture? Be careful not to turn to people who see things the same
way you do.

For example, what is the perspective and what are the suggestions of peo-
ple with difterent cultural, ethnic and racial backgrounds? Don’t assume it’s
the same as yours, the majority of your clients and staft or, for that matter, as
each other.

Another great source to help you see the rest of the picture is those inside
and outside the organization who don’t always agree with you.What are they
seeing that youre not? Listen to learn--not defend or explain--and see what
realities have eluded you.

How do the perceptions and suggestions of these people relate to the items
on your list? Are there some things you want to modity or add to your list?
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Assessing your Call to Action
You may have more than one item on the list that motivates, challenges and
inspires you. There may be a whole handful-—or more.

Are there a few key issues or challenges that need to be tackled? Or do
you need to challenge yourself and others to commit to more fundamental,
transformational change?

What do you want to commit to now? What can you see through to frui-
tion?

What is your Call To Action?

Forming a Powerful Coalition

Who else cares about and will want the changes involved in your Call To Ac-
tion? Why?

Take stock of the attitudes and readiness of the people who will be in-
volved in responding to your Call To Action.

Who are your True Believers...and what are their reasons for seeing this
kind of change as a positive thing? Don’t make the mistake of assuming that
your reasons and motivations are what move others...or that they share the
same reasons with each other.

Understand who are the natural allies, supporters and champions of your
Call To Action and why they are prepared to play those roles.

Who would support these changes, IF....

Most people react to change with reservations because they fear something
they value could be lost or they aren’t sure they (or you) are up to making it
work. What can you do to identify and address those concerns?

Who will come along if they see a key person or two getting on board?
Who are those key people in your organization who have that kind of influ-
ence? Don’t assume it’s only the ones with titles!

Who likes it just the way it is?

Are there people dedicated to the way things are done now? Why? Is it
because they fear the impact that these changes will have on them? Perhaps
there are some who are committed to a professional or philosophical model
that they believe is in conflict with the direction you want to take the orga-
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nization.

What do you know...and how much don’t you know?

Were you able to answer these questions completely and with confidence?
Or did you find yourself not sure you knew enough to answer at all?
Perhaps it was somewhere in between.

What steps could you take to find out more about the interests, values,
hopes and fears of the people you want to involve in your Call To Action?

Forming A Powerful Coalition

Who needs to be on board?

Identify the people who need to be involved and on board in order to
move this forward. Think about the people who influence the attitudes of
others as well as people who hold key positions in your organization.

For each person, think about why they would want to move forward with
your Call to Action now—what are their interests, values, hopes, agendas that
do or could line up with the changes you want to make? Why wouldn’t they
want to line up with your Call to Action. Why not now?

Who needs to be on board to move your call to action forward? Use the
worksheet on the following page to assist in assessing attitudes and forming
a powerful coalition.



Worksheet: Dimensions of Change Initiatives

Key Person

Why would they
want to move this
call to action
forward?

Why wouldn’t they?
Why not now?
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What do you need to do to line up your powerful coalition?

What steps can you take to line up a critical mass of these people before
you issue your Call To Action?

How can you make your Call To Action theirs, as well? What roles can you
offer to them to help shape the work that it will take to get it done? Working
with their interests and involving them in how to move the initiative forward
enlists them as partners.

How many is enough? The more of these key people who share a com-
mitment to the Call To Action with you, the fewer things rely on your energy,
authority and persistence alone.

Expand Commitment and Empower Others to Act

You and your powerful coalition have some work to do! How can you
communicate the Call To Action and provide a meaningful process that in-
vites and supports people throughout your organization to play a part in
making it happen?

The following questions can help you and your coalition think through
how you want to move forward:

How should the Call to Action be communicated?

You may have already shared your Call To Action with some or all in your
organization. Regardless, it needs to be communicated early, often and per-
suasively. Who can play a role in communicating the Call To Action? What
methods and vehicles do you want to use?

How can you involve people in figuring out the “how to’s”’?

Your Call To Action defined where you want things to go, but not how
to get there. Invite people throughout the organization to help figure that
out. Provide them with opportunities to talk with you and with each other
about the paths and options that could move toward the future you want. The
greater role they have in developing the answers, the more ownership in the
process and the implementation they will have.

What do people need to succeed?

What information do they need to be an eftective part in the change pro-
cess? What else do they want or need to be able to play a constructive role
in helping move the organization forward as you have asked? What skills do
they need to develop to enable them to succeed in the new world you are
creating together?

What is your message about risk?
People need to know what happens if they make a mistake. Things are
changing. New approaches don’t always work out the way you thought. In
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fact, if you're too careful you won’t change very much. Be clear about your
expectations about people taking risks and back up your words with ac-
tions. If there are parameters or bedrock principles you don’t want violated
as people experiment with new ways of doing business, communicate them
loudly and clearly.

What structures do you need?

The process of change itself needs structures to support it. How do you
want to identify and organize the leadership of this change initiative? Are
there temporary groups that need to be charged with certain tasks?

As the change process begins to bear fruit, you will need to change or
drop some structures that are a part of the past...and create new ones to sup-
port the future. What can you do to identify those structures as part of your
change initiative?

How can you learn as you go?

What processes can you build in to capture the lessons that you and others
are learning as you take on this initiative? What works...and how can it be
replicated? What lessons did you learn the hard way...and how can others be
told so they can avoid them?

Consolidation, Mastery and Normalization

How do you make it happen over time?

Your experimentation and learning needs to be converted into the struc-
tures, processes and policies that ensure ongoing success. Involving the peo-
ple responsible for key organization roles like budget, operations, policy and
personnel will help identify the changes needed to translate the upheaval of
change into the routine of tomorrow.

How can you monitor and evaluate your new way of doing business?

Your Call To Action had a reason...you wanted things to be better. How
so? Are you measuring your activities and your results to see if that is, in fact,
happening? What are you doing with the information you get from your
assessments? Do you use it to help identify where things can be improved
further?

Don’t get comfortable

Are we doing enough? Are we doing it well enough? Are we acting in
a way that is true to our principles and values? Remember...leaders never
settle. What’s next!?
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Leadership Dimension Two:
Position your organiza-

tion to influence and create
change...not just react

A leader helps define the issues and shapes the debate on disability and re-
habilitation issues in the public policy arena and in the community. How?
Let’s use the same Framework for Change, with a little adaptation, to think
it through.

Your Call To Action

Is your periscope up?

First, recognize that your day-to-day work of running the organization
can take you away from the job everyone in the agency is counting on you to
do...scan the environment and guide them on a path that gets you all safely
to where you trying to go. Are you keeping track of what’s going on around
your organization? Are you actively considering what could happen over the
next six months and beyond that could affect your organization? Are you at
the right tables talking to the people you who can give you the early signals
of what’s brewing?

What’s happening and about to happen that could affect your organization?

What issues, policy initiatives or agendas are being discussed by people
who can make decisions that aftect you? How could each of those play out in
ways that help or hurt where you are trying to take the agency? Which line
up well with the VR principles ...and which would make it more difticult
for your organization to live up to them fully? Which ones have real energy
behind them? Why?

What is your strategic opportunity?

Where can you have an influence on the discussion? Which issue or po-
tential initiative presents an opportunity for you to bring fresh ideas and mo-
mentum to something that you see as potentially making a positive difference
for people with disabilities, if done the right way?

On the issues and agendas that could be harmful, size up the ones that
fall within your sphere of influence. Which ones can you shape in a way that
neutralizes the harm they might otherwise do?
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Your Call To Action

In this case, your Call To Action is initially aimed at yourself. Identify one
(or more, if you choose) unfolding opportunity or threat and commit to de-
veloping a strategy to influence how it plays out.

Assessing the Attitudes

What do you want?

First assess your own attitude and interests. What do you want to have hap-
pen? Why? Be clear on what you are trying to accomplish with your strategy.
Understand what are the most important things ..and what would be nice if
you can get them.

Who decides? What’s important to them?

Start with the end-game in mind. In the end, who will make the decision
on this? When it comes to this issue, what is important to them? Why? How
does that relate to what’s important to you and your organization?

Who influences them? Why?

Who influences the ultimate decision-maker/s the most? Why? What is
important to those people? How do their interests relate to yours? Whose
interests are closely allied enough with yours to invite forming an alliance or
other working relationship?

Forming a Powerful Coalition

You’ve identified an issue you want to influence and you’ve assessed the
interests of the key players involved. Now, where’s the game? And how do
you play?

What table? Whose table?

Has someone already created the discussion by calling together some of
the interested parties? Is that still in the formation stage? How can you put
yourself at that table? If things aren’t that far along, what can you do to help
bring the discussion together? Are you in a position where you can bring
some key players to the table? If not, who is? How can you work with them
to support things getting started in the way you think best launches the ef-
fort?

Who should be at the table?

If youre involved in pulling the discussion together, you have two basic
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strategy choices in forming that powerful coalition: Our side and All sides.

Our side: Collect your allies and strategize together on how you want to
intervene in the policy discussion or initiative that is underway by the ulti-
mate decision-makers.

All sides: Invite all parties with a stake in the outcome together and ham-
mer out a consensus agreement. That agreement will likely be very attractive
to the ultimate decision-maker/s, if they see all affected parties supporting
it.

Which strategy would best serve your purposes in this case?

Expand Commitment and Empower Others To Act

What role can you play to succeed...not to shine?

Be strategic about the role you play publicly in this effort. Your real success
lies in your ability to influence the work of the coalition and in its ultimate
success. When you are communicating to others about this effort, present it
as a team effort and recognize the leadership of others.

There may be times when someone needs to step forward and take the risk
of articulating the need for change publicly. Should that be you? Make that
choice and others based on what will help the Coalition succeed.

How can you get others involved in figuring out the “how to’s’’?

This is a coalition of volunteers. If you're going to step out together, you
will all need to do it willingly. The steps you take will have to make sense to
everyone involved. The best way to insure that is for everyone to have a hand
in figuring out those steps.

Focus on what is really important to you, particularly the successful out-
come, and invite others to help figure out the way to get there.

What do people need to succeed?

What’s in it for your partners? How can they get what they need to make
the initiative work for them?

Listen and understand what’s bringing each of them to the table and what
they want to happen...then help craft a solution that gets them and you what
you each need.

How do you handle risk?

One clear way to understand each partner’s interests is to listen to what
they don’t want to have happen and why. There is risk involved for everyone
at the table in doing anything as well as in taking action. Find a path that
respects and addresses each partners’ fears and you build trust and confidence
that translates into forceful action.
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How can you learn as you go?

Develop an understanding in your powerful coalition that you can learn
as you go. It is important to take steps together to build momentum toward
your goal. Those steps will bring new information and new possibilities...and
perhaps new challenges. Commit to learning together as you move forward
so that you strengthen your coalition as you go, even when dealing with a
bump.

Consolidation, Mastery and Normalization

Win, lose or draw...what did you learn?

Mastery comes from doing and learning from your experience. What hap-
pened... and why? What affected the outcome the most? Why?

Learn about your own practices and behavior, both as a participant and
together as a coalition. What did you do that helped or worked? What would
you do differently next time?

Where do we go from here?
Your powerful coalition may not need or want to exist over time.

If it has accomplished its goal, it may not make sense to continue as it is, but
the goal you accomplished together will live on. Be clear on who is respon-
sible for doing what in the implementation of your success.

What if you lost the battle? Does it make sense to regroup and select a new
target? What do you want to do differently to increase your chance of suc-
cess?

What’s next?

Up periscope! What’s looming on the horizon that presents your next
strategic opportunity or threat? Your work on the last one should bring you
added clout and connections that will pay off as you tackle the one ahead.

Dimension Three: Use your
position to contribute to the
integration and full participa-
tion of people with disabilities

Our commitment to the principles that guide vocational rehabilitation
invites us to a third level... making a broader contribution using the visibility
and standing that our positions give us.
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We contribute not by making a visionary call to action or taking respon-
sibility to develop strategies for others to follow. We contribute by working
with leaders in the disability community and leaders in the broader com-
munity to help them create the world people with disabilities deserve...full
inclusion and participation in the mainstream of society.

In order to achieve this desired state, you need to be involved in “the
community” as most broadly defined. In thinking about your approach in
this dimension, consider the issues previously discussed, including poverty,
segregation, economic development, to name a few.

Your involvement in these “non-disability” specific areas will afford you
the opportunity to make new partners where there will be a two way street
of support. Remember the old saw that “to have a friend, you need to be
a friend.” Participating in and supporting other groups’ issues will, in turn,
expand the number of interest groups that become knowledgeable and will-
ing to act on issues faced in the first two dimensions.

In addition, as you know, all change is political. Examine the extent to
which you are able and willing to participate in the political process. At this
level, as part of broader coalitions, public policy initiatives may be developed
that impact favorably on many segments of the community, including people
with disabilities. Use your position to make the necessary political linkages
leading to large scale changes.

The Call To Action

Whose Call To Action?

What initiatives are underway in the disability community? What other
initiatives are being pursued in your community that could and should ad-
vance opportunities for people with disabilities? Who can you talk with
to learn about the plans underway for increased community awareness or
greater opportunities in transportation, housing, employment
or other important areas of life?

What is your choice?

Which initiatives can you commit to... that stir your passion? Which ones
can make a real difference in the lives and opportunities for people with dis-
abilities? Where could your help make the most difference?
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Assessing the Attitudes

What contribution do they want you to make?

‘What contribution do the leaders involved with this initiative want you to
make? Are there particular challenges they are facing that you can help over-
come? What value do they see you bringing to their coalition?

What can you do?

Be honest with yourself and with them. If you can not make a contribution
that’s been suggested, let them know. But tell them what you can say “yes”
to, including giving them options for how you could be helpful in ways they
might not have imagined.

Joining their Powerful Coalition

Avre you a silent partner or are you on the letterhead?

How visible can and should your participation be? That’s a strategic deci-
sion you and the disability leaders should discuss. Would your name on the
letterhead and a visible role bring needed clout and attention or would it
bring controversy and distract from the effort? Are there reasons why you
need or would you prefer to work behind the scenes? Is that okay with the
leaders of the initiative?

Expanding Commitment and Empowering Others to Act

How can you help get it done and not get in the way?

You're used to running things, developing strategy and making decisions.
Be careful not to slip into behaviors that may be welcome in other settings
but could be viewed as “taking over” here. Or worse, others start to let you
take the lead. Remember, you are helping implement someone else’s Call
To Action. Even if your role includes advising on strategy or mentoring on
leadership skills, respect the leadership role of the disability community or
other leaders involved in how you participate.

Consolidation, Mastery and Normalization

Have you learned any lessons?

As previously noted in Dimensions 1 and 2, integration of change involves
the application of lessons learned in the change process. How have you
contributed to making the new practices and processes workable for those
affected by them? Have the lessons learned contributed to a viable change?
Are structures in place to sustain the change?

What did you learn about yourself in the vole of D3 leader?
Leading in Dimension 3 means keeping “hands oft” the steering wheel
and learning how to make significant contributions from the back seat. This
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may be a new experience to those in positions of power. How did you han-
dle it? Were you able to make a difference even though you weren’t making
all the decisions? Mastery of D3 leadership expands the skills and influence
of leaders. Are you there yet?
How can you contribute to the continuous development of the new “‘status
quo”’?

Even if the process led to a desired change, D3 leaders will need to stay
alert to opportunities for continuous improvement or development. Today’s
success will not always look or feel successful. As conditions and attitudes to-

ward people with disabilities evolve, new supports will be needed to sustain
or advance the progress made by the community.



Chapter Seven

Experiences in Change

The Study Group asked leaders who had recently participated in or di-
rected a change management process to share their experiences and efforts.
We have titled these examples “Spotlights.” They are presented as examples—
not necessarily good or bad examples, nor as prescriptive or recommended
changes that you should make in your organization. The examples we've
chosen contain elements of both success and lessons learned for the leader.

It will be tempting to view the Spotlights as examples to follow. Remem-
ber that it is your Call to Action that needs implementation. All organiza-
tions are unique with distinctive cultures, environments, and leaders. Our
described framework may not be perfect for you as you try to implement
your call to action. Each of the Spotlights represents extensive efforts on the
part of leaders to implement their own unique Call to Action

We hope you will see in these real life examples that individuals pursued
their goals, chose a course of action grounded in principles, assessed their en-
vironment and the challenges they faced and adjusted their strategies as they
progressed. These Spotlights are offered as our experiences. Take a glimpse
into the real life world of change in large and small organizations, rural and
urban.
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SPCTLIGHT
EXPERIENCE

Civil Rights through Profits
Resource Center for Independent Living, New York

Poverty, unemployment and social isolation are the norm for people with
disabilities. As is the nature of civil rights organizations in general and inde-
pendent living centers specifically, multiple strategies are developed to initi-
ate changes which result in improving this status. To this end, the Resource
Center for Independent Living, Inc. (RCIL), located in Central New York,
regularly evaluates it strategies to determine whether the mission and core
values are properly supported.

In two major areas, employment and systems change, RCIL has both suc-
cessfully led and participated. Federal demonstration grants supported RCIL
collaborating with various government and private agencies as a way of in-
creasing competitive employment outcomes for individuals with traumatic
brain injuries, as well as individuals in long-term sheltered workshops. At
the systems level, the organization either led or actively participated in vari-
ous public policy/legislative initiatives to increase accessible transportation,
implement a Medicaid Buy-In program, and increase, on a state-wide basis,
access to a consumer directed personal attendant program, to name a few.
Despite a number of successes, the organizational culture of “using learning
in order to do better” mandated that new opportunities and models be ex-
plored. This is especially critical given the organization’s constant reminder
that the vast majority of individuals are unemployed and living below the
poverty level.

Assessment of the Attitudes and Environment

RCIL has a culture where self-examination and change are not only em-
braced but required. Nevertheless, recognition of the difficulty of change
is clearly identified. Inertia easily sets in, especially when an organization
thinks that it is successful. Growing budgets, positive balance sheets, previ-
ous successes with individuals as well as respect in the public policy arena,
although flattering, can keep the organization stagnant.

Aftecting the external environment required new thinking and bold ini-
tiatives. A dwindling population, large company closures and an aging work-
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force meant that past practices, albeit previously successful, were not suited
for the future.

Building a Powerful Coalition

For years, the disability rights/service model employed by RCIL was to
develop strong relationships and partnerships. When the Workforce Invest-
ment Board was created, RCIL was represented on the Board of Directors
and became a paying partner in the One-Stop. RCIL regularly worked with
the district oftice of the State VR program on a number of demonstration
projects as well as delivering core services. As a member of the Chamber of
Commerce, RCIL maintained strong ties with the business community. All
staft were expected to contribute to the community either through volunteer
work or community board membership. As a result, strong relationships and
coalitions existed.

Empowering Others to Act

In order to have not only the buy-in of all related parties, but to create an
environment where people wanted change to take place, a multi-step process
was constructed.

At the annual staff planning retreat, issues related to increasing systems
change effectiveness and employment outcomes were discussed in detail.
The results of these planning meetings served as the basis for planning ses-
sions with the Board of Directors. Simultaneously, conversations, including
focus groups, were taking place with the business community and consum-
ers. What emerged was consensus that a major change in the organizational
structure as well as its activities needed to take place. This occurred over a
number of months. The time and discussions gave people an opportunity
to explore ideas, debate with one another, maintain a dedication to the core
values and to create a very specific proposal, including a business plan. This
characterizes a process that builds synergy, fosters creativity, and encourages
openness to self-examination and new ideas, all of which lead to a comfort
with risk-taking. Certainly, these are the traits needed to lead an organiza-
tional transformation that addresses the complex and serious social, political
and economic issues facing people with disabilities.

Consolidation, Mastery and Normalization

As a result of this process, the Board approved and the Center implemented
the creation of three new corporations. To increase consumer employment
opportunities, a staff leasing company, Columbia Place Associates (CPA), a
for-profit subsidiary, was created. Not only would CPA provide staffing ser-
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vices for people with disabilities, it would also serve the general population.
CPA would not depend upon support from the VR system or any other gov-
ernmental unit; instead, it would receive payment from employers purchasing
CPA services. As a separate corporation, any existing stigma associated with
the RCIL employment program would be eliminated.

In addition to providing greater employment opportunities, a business
model was created to generate profit. The purpose for the profits was to sup-
port the systems advocacy work of the Center. Although RCIL had been
very successful in building budgets to support the provision of services to
literally thousands of persons with disabilities in Central New York, the sys-
tems work was always difticult to finance. Profits generated would be placed
into a newly formed Foundation. This supporting organization was charged
with raising dollars for both venture capital and systems advocacy, much of
which centered on RCILs Disability Institute, the public policy, research and
education branch of the organization.

To tie all of this together, a third corporation, The Parent, was formed.
This corporation had responsibility for planning, governance and auditing
functions similar to publicly traded companies meeting the requirements of
Sarbanes/Oxley.

Benchmarks and Evaluation

Many of the goals established are either being met or have been met. CPA
is profitable. People with disabilities now have an additional option available
to them. RCIL’s Disability Institute continues to grow and make its presence
known in the public policy arena. However, there have been some unantici-
pated outcomes that impact positively on the organization.

The organization now has a greater entrepreneurial spirit. There is a feel-
ing amongst board and staft that we are living our mission. Promoting in-
dependent living and simultaneously becoming more independent and self-
supporting as an organization has had a very positive eftect on the culture of
the organization. Additionally, providing a service where government funds
are not involved has allowed many people with disabilities to obtain em-
ployment without any stigma. The business community has an expanded
view of the organization. Rather than being viewed as another “charitable”
group, RCIL is clearly seen as an important and contributing member of the
business community. The ripple effect from this alone will be very positive,
especially in the public policy area.
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Lessons Learned

A few of the most important lessons include:

No matter how good you think your approach is, it can be im-
proved.

Create an organizational structure where individuals inside and out-
side can challenge what is taking place.

Obtain input from individuals who operate in very different environ-
ments.

Communicate, communicate, communicate. Recognize that people
need extensive opportunities to not only learn about new directions,
but to have input into them.

Assume and plan for unanticipated consequences.

Never assume that the organization is complete or done. While mas-
tery and normalization are taking place, new ideas should be perco-
lating.

Be prepared to fail and/or change directions. Feel comfortable iden-
tifying the “worse case scenarios.”
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SPCTLIGHT
EXPERIENCE

Alaska’s Strategy for One Stop Leadership

The Workforce Investment Act of 1998 (WIA) required agencies to offer
services within newly established One Stop Centers. As a mandatory part-
ner, the VR agency in Alaska was concerned with co-locating and partnering
more closely with large agencies like the Employment Security Division,
WIA Job Training and the Division of Public Assistance. The VR agency
teared that the principles highly valued by VR could be diminished:

*  Respect for self determination and informed choice
* Right to pursue meaningful careers

* Full inclusion in the mainstream of American society

Also of concern were the principles of autonomy of the VR agency:

*  Sole state agency to administer the State Plan for VR.

* An agency with the primary purpose of VR that has a full time VR
director and whose staft is employed full time on VR work.

*  Decisions affecting individuals such as eligibility, IPE decisions and
the allocation and expenditure of resources.

Outside influences were pressing the VR agency to be more closely
aligned with the Workforce system. The agency needed a strategy — a course
of action - that brought it closer to the Workforce system, yet assured that
its resources were utilized for people with disabilities and assuring they had
greater access to the universal system.

That strategy was to step into the One Stop leadership, identify areas of
commonality and good customer service throughout the system and help
mold an accessible network of One Stop Centers.

Assessment of the Attitudes and Environment
With the passage of WIA, the VR agency had been relocated to the De-
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partment of Labor and Workforce Development along with the divisions of
Employment Security, Business Partnership (WIA job training), Unemploy-
ment Insurance, Workers Compensation, Occupational Safety and others.

A new Governor selected a cabinet of business leaders with limited gov-
ernment experience. Management decisions were highly scrutinized. The
political environment was one of downsizing, reducing a state budget deficit
and seeing government as the problem, not the solution. A top down envi-
ronment was created, where the VR director was being asked to be a “team
player” with DOL management.

Although critical of the Workforce system, the Governor’s leadership had
yet to clarify a vision of the One Stop Centers other than make them more
meaningful to customers and employers. There was limited awareness of the
needs of people with disabilities and the purpose of the VR agency. This
lack of information and vision created an opportunity for the VR director to
utilize principles from the Rehab Act as a platform for change that would not
only lead the VR agency, but the developing One Stop Center network.

Building a Powerful Coalition

Strategies for positioning the organization needed to take into consider-
ation the leadership of other agencies, their resources, attitudes, needs and
desire to participate in a re-design of the State’s Job Centers.

The VR agency had adopted a culture of continuous improvements to-
wards empowering individuals with disabilities, improving internal processes
and training of VR staft in the principles and practices of informed choice.
Maintaining a sole focus on this strategy was felt to continue the isolation of
the organization, avoiding the challenges and opportunities the creation of
the One Stop Centers realized and ensuring a segregated One Stop environ-
ment for people with disabilities.

An Operations Council was created and directors of the partner agen-
cies were invited to meet regularly to discuss service delivery and operations
management of the state’s One Stop Centers. These directors became the
foundation for a partnership with common purposes. The Council and
their immediate staft ranged broadly from “true believers” to “non believ-
ers.”  Significant cultural difterences, volume of clients, conflicting laws and
performance standards caused many challenges. From these initial planning
efforts came new strategic alliances, where trust was built that fertilized op-
portunities for growth and change.

Within this environment, when the DOL chose to put out an RFP for
planning and service grants, the VR agency submitted an application to con-
duct a broad environmental scan, assessing the existing practices of informed
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choice and customer satisfaction with all customers of the One Stop net-
work.

With WIA requiring that all mandatory partners ofter meaningful choices
for customers of One Stop Centers, the agency chose to survey the existing
practices of “informed choice” with all customers and partners of One Stop
Centers. The goal was to develop a baseline of current satisfaction with One
Stop Center practices and to develop strategies to make improvements that
would benefit all people served in the State’s One Stop Centers, including
people with disabilities.

A consultant (former VR director) was contracted initially to survey cus-
tomers of all mandatory partner agencies, contractors, employers and all job
seekers served in One Stop Centers. The contractor held a series of forums,
asking key questions, tabulating responses and gathering anecdotal informa-
tion.

Initial survey debriefings were presented by the State VR director to the
Commissioner of Labor, offering insight to the findings and creating strate-
gies for improvement in employer and business relations. These initial brief-
ings were key strategies to the success of the project, as the Commissioner
had been very public about the sense of poor performance in the Depart-
ment, with State services not meeting the needs of the business community.

Subsequent briefings were presented to key stakeholders, including the
appointed commissioners of Departments of Labor and Health and Human
Services and the appointed directors of the respective mandatory partner
agencies. These briefings proved critical to a shared understanding of the
problems and laid groundwork for common vision. A more clearly defined
plan of improvement emerged, with buy in achieved by these key managing
stakeholders that allowed the flow of results to local managers.

This initial survey led to a One Stop network redesign effort, molded
grant applications, and continues to shape the formation of customer-focused
service delivery methods for multiple agencies.

Empowering Others to Act

Cultural differences in the organizations were and continue to be sub-
stantial barriers. A redesign of the One Stops utilizing new principles of
customer service is emerging. Areas of service delivery where value is clearly
added are targeted for replication throughout the State.

One Stop Center management team leaders have been tasked with devel-
oping individual business plans to make needed customer service improve-
ments in their centers.

Some former managers have left after seeing redesign as a loss of turf and
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power. Other former managers have emerged as leaders. One particular
leader at the Division of Employment Security was empowered by the Op-
erations Council to develop a model One Stop Center, utilizing the practices
and principles identified in the assessment and resulting management team
meetings. His local management team developed a written plan and redesign
tunded by the Council. This leader has brought forth significant changes
to a local One Stop Center which were not possible prior to the redesign
effort: good customer service practices, no wrong door approaches, a more
seamless service delivery system and changes that are positive for people with
disabilities.

Consolidation, Mastery and Normalization

The One Stop Centers in Alaska continue on a journey of redesign to-
wards providing a value added service for all customers. Grant applications
endorsed by the Operations Council and WIB have proved successtul as an
effective means of continuing the customer service improvement model.

New, more holistic “wrap around” methods of service delivery for people
with disabilities are being tried. These initiatives are driven by partnering
agencies, utilizing the foundation empowerment principles from the Reha-
bilitation Act.

These change processes continue today. There are still pockets where per-
sonalities continue to generate chaos, where turf is still not shared and lead-
ers have yet to emerge. The culture of managing a network of One Stops,
however, has become one of expecting change, not expecting that “things
will return to normal.”

Benchmarks and Evaluation

A formal evaluation of the effort needs design. Cultural change is hard to
measure. True benchmarks will be:

* A decrease in the number of people with disabilities unemployed,

*  Anincrease in the number of people with disabilities served on Indi-
vidual Training Accounts,

* An increase in the amount of training all One Stop Center staff re-
ceives in disability awareness,

* New methods of service delivery developed in One Stops for those
individuals who haven’t been successful with traditional service
methods.
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Lessons Learned

Buy-in by High Level Stakeholders is Critical

Having Governor appointed commissioners on board ensured a strong
desire for continued cooperation among the agencies. With these key stake-
holders’ involvement, agency infighting and turf wars were avoided. Where
a vacuum was identified, leadership evolved.

Information About Customer Service is Sensitive

[t was not fully recognized how sensitive the information collected was
to the respective organizations. The practice of empowering customers and
job seekers had not yet been fully integrated into the cultures of all partner
organizations.

Employer feedback was not always complimentary, somewhat contrary
to the public messages of the organizations. It was a challenge to facilitate
consensus on how to address the difterences of opinion.

Risk was highly evident. As employers reported dissatisfaction with ele-
ments of the One Stop service delivery, certain commissioners wanted to tear
down the system entirely, starting from scratch with a contractor as operator,
developing a new generic service delivery system. Other managers denied
the findings, choosing to challenge the contractor’s information.

Agency Cultural Differences are Dominant

Agency cultural and operational differences were startling. VR assumes
the person with a disability is the customer. Other organizations have the
employer as the customer. Delegated authority for local decisions isn’t com-
parable across agencies.

Federal performance measurement practices dominated many decisions.
No solution has yet emerged to this barrier.

Best Practices were Identified

The individualized system that VR brings to the Workforce system is high-
ly desired by all customers, those with disabilities, employers and job seekers.
The “single point of contact” language of the Workforce system is the VR
model of service delivery. This individualization has become the focal point
of the design of Alaska’s One Stop system.

Approaches to employer relations were extensively analyzed. Joint activi-
ties were begun to collaborate and share employer relation methods, capital-
izing on best practices identified by employers, including the DOL Employ-
ment Security Division’s award winning Business Connection model and
the VR agency’s Employer Partnership Account Management eftorts. An
Integrated Employer Services process was developed, where designated em-
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ployer representatives of all agencies work collaboratively within the business
community.

All managing stakeholders learned that improvements to the One Stop
system that allowed better access for people with disabilities also yielded im-
provements for the universal Workforce system. The network of services that
exist in the VR system — community rehabilitation programs, Independent
Living Centers, Tribal VR and SSA contractors — are being brought to the
One Stops, ensuring a full array of services for people with disabilities.

The Workforce system in Alaska is co-managed by the VR agency. A
stronger VR agency is better positioned to lead and help manage change
within the larger arena of the Workforce system. The individualization that
1s inherent in the VR program is being modeled as best practice. The niche
of serving people with disabilities and providing accessibility knowledge was
clearly carved out for the VR program.

SPCTLIGHT
EXPERIENCE

Profile in Strategic Change
Vermont’s Vision 2000

Call to Action

Beginning in the early 1990%, the Vermont Division of Vocational Reha-
bilitation (VT VR) was soliciting input from advocacy and consumer groups
on the quality of VR services. From this feedback, VT VR knew that the
organization needed to change its relationship with consumers. In 1994,VT
VR hired an outside consultant to meet with a group of managers to ad-
dress this need for change. The outside consultant asked the group how VR
measures its success. “Employment outcomes” was the response. The con-
sultant asked how many successful closures didVR get last year. “About 500”
came the answer. How many do you think you will get this year? “About
500.” How many do you think you will get next year. “About so0.” The
group then recognized the long-standing status quo. The VT VR Director
indicated that the organization needed to be a consumer-driven organiza-
tion and more streamlined in its approach to increase successtul employment
outcomes. This began the management commitment to a five-year change
initiative that dramatically changed the way VT VR does business.
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Assessment of the Attitudes and Environment

The Rehabilitation Amendments of 1992 called for a greater consumer
role in rehabilitation policy and process. In 1993,VT VR was awarded one of
seven national demonstration grants to explore ways to empower consumers
in the public vocational rehabilitation system. This became Vermont’s “learn-
ing laboratory” to experiment with strategies to increase consumer control of
their rehabilitation and to provide an environment that encouraged personal
responsibility and informed choice. Management made clear the expectation
that change would occur, transforming VT VR into a consumer-directed or-
ganization. That was not up for debate. What staft could and should do is
decide how VR would change. With this,“Vision 2000,”VR’s change initia-

tive, began.

Expand Commitment and Empower Others to Act

The change initiative, Vision 2000, was values and mission driven. The
driving principle for this change was that individuals with disabilities and
employers were the customers of VT VR, and that providing these customers
with “world class service” was the overall goal. The organization began with
the idea that there was value in having the customers directing the organiza-
tion.

The VT VR Director knew Vision 2000 would take time and resources
to effect real change. VR contracted with a consultant to organize and lead
the change initiative. This began with drafting a new mission and vision
statement and developing goals, objectives, and strategies by which the orga-
nization would move forward. The national demonstration grant, the “Con-
sumer Choice Project,” also provided staft and funding to experiment with
processes to put the individual with a disability in control of the rehabilita-
tion process.

The staft was asked to guide the change. The consultant brought staft and
consumer representatives together to look at how VR operates in the present
and to develop a vision of how VR should operate in the future. Staff was
asked to act out skits for these two views of VR. These skits resulted in VR
staft viscerally connecting with the need for change. Staft was able to poke
fun at themselves, graphically demonstrate problems in the system, and “feel”
the initiative rather than remotely read it on paper. That’s where the buy-in
began for a majority of the staft.

Management empowered staff to be creative, take risks, and have owner-
ship in the process of change. Each district office began to examine the
long-standing bureaucratic policies and procedures with the question, “Is this
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of value to our customers?” New procedures and forms were developed. The
Director was able to tolerate a certain amount of chaos during this process as
district offices moved in difterent directions. Best practices were shared, and
eventually VR settled on a common set of policies and procedures. Staff was
able to concretely see how their input was used as a basis for change. The
process allowed creative experimenting and buy-in by staff since it was totally
staft directed. Reviewing all the change efforts was the consumer-employer
State Rehabilitation Council. Representatives from the Council went out to
district offices to observe and evaluate the changes.

The creative process occurred at all levels of the organization. VR flat-
tened its hierarchy to emphasize a team process in which everyone in the
organization supported the consumer in their eftorts to secure employment.
Clerical staft was upgraded to human services case aids, provided with train-
ing, and began providing basic services when counselors were unavailable.
Consumers knew that when they walked into a VR office, they would be
warmly welcomed, and that if their counselor was not available, other staff
would be able to help. In this way, every member of the team celebrated in
the consumers’ successes and felt good about their own jobs.

Oftices began to take pride in their services. Waiting rooms were redeco-
rated. Clerical reception desks were lowered to accommodate individuals
using wheelchairs. Receptionists learned basic sign language to communi-
cate with deaf consumers coming to VR. The “world class service” theme
and “respect for consumers” became the guiding principles for staff. Upon
leaving a VR office, one consumer stated that it was hard to believe this was
a State agency.

Powerful Coalitions

Vermont VR decided early on that collaboration with other organizations
would benefit consumers since most people have multiple needs. VR forged
partnerships with the Social Security Administration, the employment and
training One-Stop Centers, mental health facilities, corrections departments,
and other private and public organizations. These partnerships provided a
way to stretch limited dollars and find creative ways to apply programmatic
initiatives that fit the unique needs of common clientele.

VR also reached out to public and private employers, not only to establish
more employment opportunities for its customers but also to develop peer
support among employers to hire individuals with disabilities. VR helped to
establish the Business Leadership Network in Vermont and was successful in
bringing together key business executives who are committed to supporting
other businesses in this effort. This effort has helped to spread the word that
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there is a large labor pool of individuals who want to work and that VR is
ready and able to provide technical assistance and on-going support.

VR found that by increasing partnerships, the staft established a reputa-
tion for being helpful, creative, and customer focused. VR began to be used
as a model for other state departments for its collaborative style. As a result,
public education about people with disabilities and their value as employees
increased.

Consolidation, Mastery and Normalization

As a result of the Vision 2000 initiatives, the numbers of people served and
the number of successtul employments have increased steadily each year to
over 1300 currently. Collaborative partnerships, also a priority, became a way
to increase resources, increase job options, and develop good will in the com-
munity. Individuals with disabilities noticed the change and applauded our
success in making VR a welcoming and respectful place to receive services.
VR became the model for other departments in State government.

The major focus of the change process was always on the customers of
VR. By framing all change with the major value of enhancing the customer
experience, the change was less about staff and more about how to make our
services welcoming and eftective. Clearly, staft buy-in to the process was crit-
ical. This was not token buy-in but involved a long period of experimenting
with ideas and procedures initiated in local oftices before deciding on a final
product. The emphasis was on respect for staft, their ideas, their judgment
and their decision-making capabilities. The goal of VR services was clearly
delineated as employment. When these three values—respect for our custom-
er, respect for staff and the commitment to employment outcomes—became
the elements by which change was evaluated, resistance died. The change
created excitement about increased value for the individual with a disability
and streamlined efticiency for staff. Everyone benefited.

Benchmarks and Evaluation

After the initial success of Vision 2000,VR recognized the need for con-
tinuous improvement. An organization must continually review initiatives,
policies and procedures to avoid becoming stagnant. A new strategic plan
was developed with the same process of staff input. This time, the strategic
plan was developed in the format of a “balanced scorecard” that outlines in
a simple, visual format the goals, objectives, measures and targets of the or-
ganization based on key themes. This has allowed VR to focus all its eftorts
according to the values it has set forth in the balanced scorecard, thereby en-
suring that VR keeps its vision and principles at the center of its activities. It
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also allows VR to continually evaluate its progress according to the measures
and targets set for each initiative. By committing to continuous improve-
ment,VR has methods to ensure that its customers remain at the focal center
of VRs programs.

Lessons Learned

Share the vision and make the message clear to staff

Staff were more likely to buy in to the changes when they understood the
overall purpose of the change, which is to enhance consumer direction and
satisfaction. The wording of the vision was developed with input from all
staft, and they understood that their Director was committed to improving
the organization. She made it clear that she would tolerate a certain degree
of chaos and uncertainty. But she was also stalwart in her belief that change
was necessary and would result in a more responsive and higher function-
ing organization. This message was communicated often and in a variety of
ways.

Use data for decision making

Quite often, decisions were made based on anecdotal evidence or the
exception to the rule. For example, management wanted to regulate the
number of training days based on the perception that staff’ were attending
too many workshops. A long discussion ensued in management meetings
and finally the decision to “run the numbers” was made. It turned out that
only one or two staft were abusing the privilege and the vast majority of
staft were able to set appropriate training schedules. Had managers not used
data in their decision making process, an unnecessary rule would have been
enforced, possibly lowering staff morale.

Communication was one of the most important factors in this organiza-
tional change. Ensure that communication is both horizontal and vertical

A Malcolm Baldrige survey revealed that communication methods were
not at an optimum level in the organization. Although feedback was attempt-
ed, it was not consistent and there was little peer to peer sharing throughout
the regions. An Implementation team, which has oversight of the strategic
plan, and a Pulse Team, which shares input from the field with the Director,
were two methods to address this issue. In addition, staff started sharing best
practices through interoffice meetings and peer group meetings. Commu-
nication vastly improved, as did the opportunities for better service delivery
and statewide consistency.

Have input from all levels of staff and external partners
Input from staft is assured through various measures such as oversight
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committees, retreats and staff surveys. External partners are surveyed through
360° performance evaluations and through collaborative partnerships. These
methods of gathering input assure staft participation in the continuous im-
provement process and that VT VR is also addressing the needs and concerns
of its partners.

Give staff time to get used to significant changes before moving on

When too many changes occur at one time, staft may feel overloaded.
We learned that checking in with staft every few months would provide an
opportunity for them to express their feelings and to make adjustments if
necessary. The Pulse Team is an especially effective mechanism for this. The
Pulse Team meets quarterly with the Director and shares information from
all twelve districts in the Division.

Make sure that the infrastructure can support the changes

This lesson may be the most challenging one we have encountered. How
can we assess the impact of a new initiative or project on the human and
organizational resources in the Division? Assuring that grant applications
include the necessary infrastructure and that staft have an opportunity to
comment on the proposed initiatives are two ways to address this issue

SPCTLIGHT
EXPERIENCE

Strategies To Implement Iowa’s New Case

And Financial Management Technology

Call to Action

[owa Vocational Rehabilitation Services (IVRS) realized over s years ago
that the technology being used to support case and business functions had
become antiquated. Vendors and business partners had higher expectations
for access to electronic payments, quicker turnaround on retrieval of docu-
ments, and easier management of paper case record materials and data. The
old system was limiting IVRS’ ability to improve both processes and out-
comes in the financial and case management activities.

* Rechabilitation counselors found themselves buried in bureaucracy



Chapter Seven: Case Studies 83

and reacting to requirements.

* Rehabilitation counselors and other field staff were limited in the
number of clients served due to slow and burdensome processes.

*  Vendors were not receiving payments in a manner that was in keep-
ing with new industry standards.

*  As monies became tight, fiscal and case management projections be-
came increasingly important; the antiquated system had tremendous
limitations in assimilating various factors required to make accurate
decisions.

Two matters of great strategic concern were evaluated prior to the initial
launch of the development of IVRS’ new case and fiscal management sys-
tem.

IVRS first reviewed and assessed the option of using the framework of
a model in another public vocational rehabilitation agency, as opposed to
custom building their own. The strategic decision was based not so much
on time or money, but rather on the incorporation of the system into the
culture of the agency. To take an existing framework and make adjustments
to fit the lowa culture would limit options and increase the frustration for
staff. IVRS made the decision to custom build with the intent to include as
many staff as possible in the development of the concept and functionality of
the new system.

The second most significant strategic decision was how and when to use
the skills and input of the field staft in the process, and how to communicate
and develop a feedback loop which kept the project management team and
administration in the middle of the fears, concerns and ideas of all staff.

Assess Attitudes

IVRS was in the midst of the most critical period of change of the gen-
eration. In the months and years immediately prior to the development of
the new case and financial management technology, IVRS had a significant
period of transition. Ten of the fourteen field supervisors retired or transi-
tioned in a 4 year period. The agency experienced three different state di-
rectors in a matter of 4 years. Due to ‘aging out’ and ‘early out’ retirements,
the counseling staff had a transition of approximately 30% during the same
period. IVRS experienced the closing of the residential program, on site
and itinerant vocational assessments and the laying off of all staft related to
those functions. Additionally, new expectations were placed upon the staft
for quality as well as accountability for quantity.
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Two relatively persistent themes remained through the early phases of the
development of the new system. Support staft expressed concerns that the
new technology would put them out of work, or place expectations on them
that required skills beyond their abilities. The counseling staff communicated
consistent concerns about turning Master’s level counselors into data entry
staft.

IVRS field staft did not embrace fully the concept of the new technology
when first presented. Funding and contractual constraints created interrup-
tions in the planning and development phases which extended the frustration
and increased the uncertainty. Internal and external influences beyond the
immediate control of IVRS management created a tremendous challenge in
leading the staft through this significant change.

Powerful Coalitions

[t was important to the success of implementing the new technology that
IVRS field staft be permitted to continue to use their creativity and individu-
alized approaches to services delivery and case management. For that reason,
IVRS invested heavily in identifying how the new system should function
and look.

As a precursor to identifying members of the team involved in designing
the function and look of the system, the IVRS administrator and manage-
ment staft worked with a contractor to develop a leadership program for
supervisory staff. Over the course of several months, supervisors and man-
agers were engaged in hands-on application of principles of change, change
management, assessment of leadership skills and a 360 evaluation of their
interaction with staff.

Expand Commitment — Empower Others to Act

Parallel to the leadership development training with supervisors and man-
agers, other change management eftforts were begun. It was imperative to in-
volve others in the project and begin to communicate that the development
of an effective system was based upon the benchmarks jointly established.
With that, widespread buy-in was critical and staft input was the key to insur-
ing the eftectiveness of the new technology.

* A project management team of seven senior staff was formed. The
IVRS administrator was defined as the project sponsor and all criti-
cal decisions had to be routed through the sponsor for approval. This
allowed for fostering change from the top to all levels of the organi-
zation.
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* A steering team of approximately forty staff members was established.
They represented every oftice, organization and level of responsibility.
In addition to assigning responsibilities and identifying “what” they
were responsible for, considerable time was spent on “why” decisions
were being made. The principles were constantly held up as the test
questions for the tough decisions.

*  The project management team emphasized communications. Alter-
nate methods of communication were used, such as newsletters, in-
formation on the intranet, along with frequent updates to supervisors
in face-to-face meetings and through oftice visits by different mem-
bers of the management staff. It became clear early that the most ef-
fective communications came as a result of direct personal contact.

*  Asthe development reached midpoint, and close to the point of neg-
ative return on the investment when changes were made, the project
management team visited all field offices and met with all staff. The
meetings typically lasted three hours, and the focus of each meeting
was to share the process models and identification of any obvious or
critical errors. This supported the work and communications of the
forty members of the steering team that had been the conduit of
information for many months, plus showed by example the commit-
ment of [IVRS to stand on the principles stated since the inception
of the development.

Consolidation, Mastery and Normalization

At the time of this writing, the IVRS technology project is in its final
stage of development. As for a final word on the eftectiveness of the strategies
employed, the jury is still out. However, there is much that has been learned
about the process, what has been modestly successful and those things that
could have been improved.

Benchmarks and Evaluation

The key to the success of any public VR agency is the effectiveness and
efticiency of client services. Therefore, this principle was and is constantly
used as the measuring tool for the development and implementation of the
technology. It was said and practiced that if the new technology did not im-
prove the quality of service delivery to clients, its value was nominal and the
investment was a loss to the taxpayers of the State of lowa. Most specifically,
as plans were developed and decisions were made, the project management
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team frequently framed their decisions with these questions:

e Will this enable the counselor and support staff to work more ef-
ficiently?

*  Will this result in at least the same percentage of successful outcomes
and enhance the potential for higher percentage of outcomes?

*  Will this improve the quality of time spent with clients?

¢ Will this enable IVRS to serve the maximum number of clients with
the most efficient use of resources available?

The question that haunted the project management team the most was,
“Will this enable the counselor and support staft to work more efficiently?”
Field staff expected that a new “computer system” would inadvertently re-
quire them to focus on the system rather than on the client. If the new sys-
tem needed more information than the old system, would that lead to more
work for the staff? The way the risk was mitigated was to provide more than
one option for staff with different approaches to use the system effectively.
One of the most significant options was to allow the counselors to delegate
some activities to support staft. This also drove the reassessment of some of
the support roles and led to the development of new classification of work-
ers.

The other most challenging question was defining what was meant by
“will this improve the quality of time spent with clients?” At one point, man-
agement stated that the new technology would permit counselors to spend
more time with their clients. However, as the requirements were developed
and the system was built, it became clear that it was not a matter of time that
dictated the quality of the services being delivered. As additional resources
became available through the use of technology, the shift in thinking required
a new approach; thus, quality time was emphasized over the issue of one-on-
one time with the client.

Lessons Learned

Management has to be Sold on the Change

There is a fine line between being “sold” on the change, and being inflex-
ible in making changes based upon the input of the field. That is the reason
the administration sets the vision, and the field establishes the parameters and
functionality. Once management, with input, establishes the guiding prin-
ciples, their daily operational involvement is limited to the high end matters.
IVRS had more than one occasion where management become involved in
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the functionality of the system, only to learn that it made little practical sense
or created additional frustration for the users.

Whether it’s Technology or Different Color Paper, Change is Tough

IVRS learned that as hard as management tried, not everyone will em-
brace change. The nay-sayers add value, however, and can not be stifled or
ignored.

More Input Equates to More Work. But it Makes for Better Outcomes

IVRS made the decision to involve a wide range of individuals in the de-
velopment of the functionality and look of the new system. Not only were
persons from each level and section of the organization involved, but also staff
with varying ranges of exposure to technology. The more people involved,
the greater work for the developer. But, it meant greater buy-in from staft
and also a better product.

New Leaders will Surface when Least Expected

Because of the wide scope of involvement of staft, new leaders began to
emerge. Opportunities for application of those skills were reinforced, and
several participated in formal leadership development training. Their leader-
ship i1s now evident in other areas of the organization beyond the develop-
ment of the new technology.

SPCTLIGHT
EXPERIENCE

Roadmap for Organizational Change:
Texas Confidence Builders

Criss Cole Rehabilitation Center, Division for Blind Services, Texas
Department of Assistive and Rehabilitative Services

Call to Action

In the mid 1990s, the Executive Director of the Texas Commission for
the Blind (now the Division for Blind Services—DBS) asked agency staff to
begin benchmarking programs nationwide to determine if the services of
the agency were world class in empowering citizens of Texas who were blind.
His call to action, known as Texas Confidence Builders, included a mandate
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to review the program and services of the Criss Cole Rehabilitation Cen-
ter (CCRC), a comprehensive basic blindness skills training center for blind
adults.

Assessment of the Attitudes and Environment

Initial Assessment and Input

Consumer groups were asked to participate in an onsite review of the
CCRC training program and provide feedback to the Center Director and
staft. Their summary reports concluded that CCRC was focusing rehabilita-
tion center resources and training time in meeting the needs of people who
were blind and had significant secondary disabilities, with the emphasis on
consumer issues related to secondary disabilities. The Center, they conclud-
ed, was failing to provide the basic blindness skills needed to empower con-
sumers to gain employment and independence. As a result of this emphasis,
they noted the following:

*  Daily training time had decreased significantly in order to provide
time for consumers to receive psychotherapy, meet medical needs,
and attend to issues not directly related to blindness.

*  Consumers were participating in the program for shorter periods of
time than in the 1970s and 1980s, and expectations of their level of
functioning with regard to basic blindness skills had been significantly
decreased.

*  Recidivism had increased dramatically, with some consumers return-
ing for the same program several times in one year.

¢ CCRC had lost its focus on employment and had directed resources
toward improved quality of life at the expense of overall empower-
ment, independence and positive vocational outcomes.

*  Processes and procedures had been implemented which limited the
opportunities for the adult population served to develop the level of
independence and self sufticiency required for successful rehabilita-
tion.

The Center director instructed staft to begin exploring the programs of
other centers, collecting data related to recidivism, employment rates and
hourly wages of graduates. In addition, Center programs with a track re-
cord of successful training techniques and curricula, and staff development
programs designed to educate staff in implementing a more empowerment
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focused consumer training program were contacted. Center staff, primarily
managers, began to focus staff energies on outcome-based curricula, struc-
tured discovery learning techniques, and professional development activities
related to implementing the empowerment model of Center services deliv-

ery.
Internal and External Reaction

Information was provided from executive level management about Texas
Confidence Builders and the philosophy of empowerment to staft at CCRC
and across the state. Most staft responded to the new information with
guarded enthusiasm and at least an open mind. Many staft expressed seri-
ous concerns about strategies that might be involved in implementing Texas
Confidence Builders. At CCRC, the Center Management Team began to
work with staff to assist them in better understanding the philosophy and
what it was likely to mean within the context of the CCRC training pro-
gram. All CCRC staft met on numerous occasions to discuss specific Center
processes and procedures that needed to be eliminated or changed because
they failed to allow consumers the opportunity to be empowered, or sent a
message of low expectations. Management made it clear that the CCRC
program and service delivery system had to change fundamentally. Some
staft were overtly opposed to the changes, while others resisted more covertly.
There were, however, a small number of “true believers.” These staff began
implementing a number of new strategies in working with consumers. They
began to see very positive results. Their commitment grew, and they began
to encourage others to develop a more positive attitude toward the new ways
of providing services.

The challenges to change also included the external environment. Word
of the changes being implemented at CCRC reached groups nationally who
expressed strongly worded grave concerns about the direction the program
was taking. They objected to the Texas Confidence Builders philosophy and
were willing to make their concerns known. Those objecting included at
least one consumer group and groups representing rehabilitation profession-
als. In addition, agency staff working in field offices also expressed their con-
cerns, particularly related to training strategies being implemented at CCRC.
These very vocal and public negative reactions to the implementation strat-
egies of the Texas Confidence Builders philosophy had a chilling effect on
efforts to move the change agenda forward at CCRC. Even staft who previ-
ously had maintained an open mind were concerned about the changes.
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Expand Commitment and Empower Others to Act

Agency management realized the need to expand understanding and
commitment to the changes resulting from implementation of the new phi-
losophy of service delivery. A Texas Confidence Builders workgroup was
created. Staff at all levels and programs from across the state were invited to
participate. This was, indeed, a “diagonal slice” which cut up and down the
organization. The focus of this group was to develop processes and build
tools that would promote the implementation of Texas Confidence Builders
in the field as well as at the Center. Workgroup members took information
back to staft in the offices where they worked. A format was developed to
allow each field region and CCRC to build their own implementation plan
based on fundamental components of the philosophy. A common language
began to develop so that staff could more easily discuss the philosophy among
themselves and with the stakeholders outside the organization. Members of
the Workgroup took advantage of every opportunity to discuss the philoso-
phy and implementation strategies with staff, including required staft devel-
opment training sessions, regional meetings, program meetings, meetings of
managers, supervisors and support staff. Brochures and computer presenta-
tions were developed to assist workgroup members in sharing the informa-
tion. Staff were encouraged to enlist the assistance of subject matter experts
from across the country in person, via email and in conference calls.

As limited new strategies began to be implemented and small, tentative
steps were taken in exploring new techniques for service delivery, staft were
encouraged to share successes via the agency InfoNet. Staff began to include
whether or not a program or proposed activity was consistent with the Texas
Confidence Builders philosophy. CCRC staft began implementing the new
philosophy earlier than field staft, and the positive impact on consumers was
apparent first in our interactions with Center graduates. CCRC staft were
encouraged to take risks, explore new structured discovery learning options,
and continue to involve consumers more directly in the teaching/learning
process.

Forming Powerful Coalitions

Initially, our coalition-forming eftorts focused on the internal organiza-
tion. We had much to do to convince staff that changes were, in fact, needed,
appropriate, and positive. Clearly, old habits die hard, and this change struck
at the heart of how each staff person felt about people who are blind and their
abilities to be independent, self-actualized citizens in all aspects of their lives.
Those staft who, by this point, were “true believers” began to seek out others
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who shared their enthusiasm for the changes. Coalitions began to develop at
all levels within the organization. The power of these coalitions seemed to
reside in having a basic understanding of what empowerment really meant.
We realized that in some cases we had moved the process of change forward
too fast, and had left some key staff behind. The coalitions were given the
opportunity to develop not only new and creative ideas about how to bet-
ter serve consumers, but were encouraged to find ways to be inclusive of all
those “forced believers.”

Numerous examples of coalition building began to blossom. CCRC de-
veloped an outreach program to take the basic blindness skills services of the
Center out to the field. Center Staft began to partner with field staff to offer
one week skills training programs which included consumers from across the
region, and required staft to work closely together. The program grew from
a pilot of 3 programs anticipated in the first year to over 8 full week programs
and numerous shorter, spin oft trainings within that year alone. The “Mini-
Training,” as we call it, has the advantage of providing consumers with at
least the beginnings of a positive attitude toward their blindness, which is the
key to successful rehabilitation. In addition, this program provided a great
opportunity for “true believer” CCRC volunteers to model the new service
delivery system as they partnered with field staft. This program also began to
forge a very powerful working relationship between the Center and field staff
that had failed to develop in the 30 plus years of the Center’s existence.

Another example of coalition building has occurred with our most nega-
tive external audience. The initial reaction of orientation & mobility (O&M)
vendors (some 70 strong in Texas) who contract with the organization to
provide critical basic travel skills to consumers was almost overwhelmingly
and very loudly negative. Many discussions were held with representatives
of this group of professionals by management of the organization as well as
Center and field staff. A small group of O&M vendors were eventually in-
vited to take part in a training program at CCRC which provides informa-
tion and experiences related to the new philosophy as it pertains specifically
to O&M instruction and travel training. We requested that the vendors who
participated give us feedback related to the effectiveness and appropriateness
of the training. This pilot group completed the O&M vendor training with a
much more positive attitude about the changes. They provided us with very
valuable feedback on how to improve the program. Subsequently, the major-
ity of O&M vendors in Texas have participated in this training program. The
door has been opened not only for better understanding between a critical
professional group and organizational staft, but for improved services to con-
sumers. Through this process, many critics have become colleagues. We still
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have areas of less than total agreement, but the dialogue has clearly been a
positive one with professional growth and development on both sides.

Consolidation, Mastery and Normaliza-
tion: Benchmarking and Evaluation

To say that we have come full circle in our process of change, the imple-
mentation of the Texas Confidence Builders philosophy, would be overstat-
ing our success. Around every corner we find new opportunities and chal-
lenges.

*  We have consolidated some areas such as staff training to incorporate
the new philosophy.

*  We have mastered some of the concepts and are implementing them
consistently and in a quality manner.

e  We have created an environment at CCRC, and in some programs
across the state, where what was “new” 5-6 years ago is now almost
“old hat™!

e There are folks within the organization already exploring the next
evolution of improvements.

*  Many aspects of our service delivery system continue to improve.

¢ We continue to measure our success by the level of empowerment,
independence, emotional adjustment, quality of life and career suc-
cess of our consumers.

e Initial and preliminary data are encouraging.
*  We have expanded what has worked best in creative ways.

*  We have left behind those experiments that took us down unproduc-
tive bunny trails.

*  We continue to take risks and explore new options.

The good news is there are more of us doing all these things with greater
enthusiasm and focus than ever before. The Division for Blind Services in
Texas 1s a world class provider of rehabilitation services to people who are
blind, and major cultural and organizational changes have made us better
than ever.

We have come to realize that for over 70 years we have been an extraor-
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dinary partner with Texans who are blind in delivering on the promise and
legacy of VR.
We have a responsibility to keep getting better!

Lessons Learned

* Don’t initiate major cultural change unless you are prepared to ex-
pend the time, energy and resources to see it through. None of us
anticipated the effort needed to create the new and improved Divi-
sion for Blind Services

*  Bring your patience and fortitude to the table every day. When faced
with change, folks often get really emotional, and almost everyone
takes sides. Chaos and turmoil are the status quo for at least some
period of time. In our case at CCRC, a conservative estimate would
be two years. It seemed like a lifetime.

*  Have a very specific and well thought out plan of how to include and
educate your external partners before you embark on any major or-
ganizational change. It is likely that, even if we had done everything
right, we still would have faced massive resistance to the changes we
made. Had we been more proactive, perhaps our external stakehold-
ers would not have been so surprised at our actions, and a more civi-
lized dialogue could have transpired from the beginning.

* Don’t be discouraged by the fact that some organizational members
(usually non believers) will choose to leave rather than change, and
that some external partners may never fully agree with the new orga-
nizational culture, strategies and priorities.

*  Allow plenty of space and permission for internal and external stake-
holders to challenge the new ideas and offer suggestions for improve-
ment. Nothing is perfect. If folks have a chance to tweak, the overall
outcome is achieved and you have better buy-in...don’t get stuck in
the “my way is the only way” mode. Communicate, communicate
and then do it another hundred times in as many different ways as
you can think of.

* Don’t be surprised by the unexpected, unusual, unanticipated and
down right unforgivable. If it can go wrong, it probably will. De-
velop a high tolerance for failure and rejection and be prepared to
learn from both positive and negative experiences and continue to
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move forward. Never quit allowing others to take risks. All our
successes to date have been accomplished because someone said yes

rather than no to a new approach, idea, strategy, or concept ...in spite
of the risks.

SPCTLIGHT
EXPERIENCE

The Re-engineering of the South Carolina
Vocational Rehabilitation Program

Call to Action

In the mid-1990s, the South Carolina Vocational Rehabilitation Depart-
ment (SCVRD) was in a position of strength in several ways.The department
had built outstanding facilities throughout the state and had established a
highly productive network of work training centers for clients. The numbers
of clients served and rehabilitated were among the best in the nation.

However, the agency was entrenched in a process-driven service delivery
system that had been in place for decades. Success was measured by the num-
ber of “26” closures (resulting in employment). More than 100 counselors
striving to rehabilitate South Carolinians with disabilities were assigned goals
ranging from 75 to 125 successful closures each. This productivity was driven
by a need to be “number one,” even at the risk of a high turnover rate among
counselors.

In 1994, the newly appointed agency director decided that it was time to
evaluate the “total” program. A longtime staft member, he appreciated the
high level of achievement and national recognition the department had built
but sensed that changing times pointed to a need to move away from the
status quo. Although it had state of the art facilities, the department needed
a more client-focused organization. This new director brought in a “futur-
1st” consultant who looked at the way SCVRD was serving clients and was
charged with helping the department “make the best better.” It was impera-
tive that the focus be shifted to customer service if the department was to
continue to succeed in the rapidly changing environment that the next cen-
tury would bring.

With the help of this outside consultant, the agency’s Key Result Areas
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(KRA) evolved. These seven KR As were Customer Service; Government
Relations; Human Resources; Partnerships; Public Relations; Technology;
and Missions, Values and Vision. Each of the KR As was expanded into com-
mittees that were made up of staft from all over the state.

The diversity of staff in each KRA was of critical importance, and full
staft participation was encouraged. Openness to change was sought and sup-
ported, and the involvement of every participant was valued. A strategic plan
was developed for each KRA, setting forth assumptions, short-range visions,
long-range visions, and strategic recommendations.

[t quickly became apparent that the major institutional changes would be
overwhelming for the agency’s administrative, supervisory, and support staft.

Assessment of Attitude and Environment

Attitudes

The strategy for making the change was going to be a monumental chal-
lenge, and this change needed to be piloted before going statewide for many
reasons. The traditional staffing pattern in service delivery had consisted of
the counselor and counselor assistant for many years, and now there was talk
about the importance of teams in an integrated service delivery system. The
supervisor chosen for this demonstration pilot was confident that the staff
could change but knew the process would not be an easy one.

The supervisor in this pilot had to convince himself of the need for this
change in order to promote it. His belief and support in moving away from a
team of two (counselor and counselor assistant) to a team that re-assigned the
duties of the counselor assistant to eligibility support, planned services support
(active cases), and procurement was put to the test. The demonstration pilot
revealed that with the team concept, the agency no longer needed an equal
number of casework assistants to VR counselors. A client no longer needed to
meet with his/her VR counselor for a non-professional coordinated service;
he would meet with the counselor for those services that only a professional
VR counselor could perform.The make-up of the new team consisted of an
eligibility support specialist, planned services support specialist, procurement
specialist (shared), career planning and employment specialist, a representative
from the work training center and four or more VR counselors. This team
could serve a minimum of 400 active clients.

As this concept expanded throughout the entire oftice and ultimately the
state, management soon found that the merging of several counselors into a
team/unit tended to result in a struggle when some counselors were stron-
ger/harder working than others. Team monitoring became a new concept as
each case would be reviewed on a monthly basis. This process ensured that all
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clients were served with regularity. Support and professional team members
were required to have great organizational skills and the ability to multi-
task. Frequency of client contact reduced the failure rate as team members
became more engaged with the clients, monitored the cases more frequently,
incorporated advanced planning in every case and documented the provision
of services. Some staff had never worked in a group environment with roles
being specific to core duties; consequently, personality conflicts became more
apparent. Information about who was working and who was not doing their
part was known by everyone on the team, whereas in the past a counselor’s
weakness could and in some cases would be concealed by an aggressive and
high producing assistant. The new team concept held everyone accountable
in performing his or her assigned duties.

Environment

An assessment by the Technology KR A quickly revealed that SCVRD was
operating under a very dated system. Staff members were handwriting IPEs,
using typewriters with carbon paper, and using transcribing machines as an
alternate. The department’s technology was perceived as a hindrance to qual-
ity services rather than an asset to the process. Soon after the evolution of the
Technology KRA, the staft started hearing rumblings that everyone would
be required to use computers in completing their work. This information
was received with mixed reactions. The older, more seasoned staff found this
to be unimaginable since some could not type and perceived computers as
intimidating machines that would result in a slower process. Also, clients did
not all come into SCVRD oftices to access the department’s services. Clients
were seen at various itinerant sites, most of which did not have the capability
to support the new technology. However, the younger/newer staff appeared
excited and could not wait to utilize computers in performing their core
duties.

Getting up to speed with technology was a driving force, and it was ap-
parent that significant change was necessary. The staft selected to pilot these
changes had to be reminded that their recommendations would be the stan-
dard for the entire state to emulate. This brought a lot of credibility to what
the team was going to be doing.To prevent the disruption of the entire oftice,
only one team was created and selected to participate in the pilot. There was
an immediate sense of pride among the individuals assigned to the pilot. In
fact, some of their peers thought they were “the chosen,” while others felt
excluded because a great deal of attention was being focused on this dem-
onstration pilot.

The staft in the pilot initially struggled with meeting productivity goals
and had to be reminded and reassured that staft from other offices would
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make up the shortfall in the attainment of “26” closures. Therefore, the focus
was soon placed on every staff position working effectively and efticiently
in providing quality services to clients. The team was assured of State Office
support in making resources readily available for system modifications.

Powerful Coalitions

Input from everyone on staff was solicited in order to obtain buy-in.There
was no model to follow, so the outcome was unknown, and a lot of discretion
was given to the area team and supervisor in making this demonstration pilot
successful. The number of staff participating on the team and the selection of
team members was left to the discretion of the supervisor. Recommendations
to strengthen the team were made by the supervisor. Teambuilding training
evolved to include an off-site ropes course and customer service training.
This created an atmosphere of respect among the individuals involved and an
understanding of the importance of everyone on the team working together.
The supervisor also acted as a consultant to provide training, request training,
and provide feedback to the team and to the State Office.

Expand Commitment and Empowering Others to Act

In addition to participation in KR As and focus/work groups, all staff par-
ticipated in extensive training in customer service and team building. Fun-
damental to these activities were the department’s mission, values and vision.
An environment of openness to change was fostered. Pilot initiatives were
undertaken regarding casework, rehabilitation process, staft roles and service
provision. Central to all activities and efforts during this period were the
elements of a client-centered process in the achievement of competitive em-
ployment. As a result, the department moved from goals emphasizing quan-
tity (number of 26 closures) to goals that also tied into provision of quality
VR services to all clients. These activities and the atmosphere engendered
by management had the effect of bringing forth many additional ideas and
recommendations. For instance, the agency established the department-wide
“Celebration of Success” program, which brought quarterly recognition of
staft nominated by their peers or superiors for achievements in the areas of
individual accomplishment, program excellence and customer service.

The introduction of technology was probably easier to implement once
everyone had computers on their desks and by the gradual process de-
ployed—little by little the choices to do things the old way were eliminated.
It was “either change or be left behind.” Several staft members were resistant
to change and opted to find other employment, while others assimilated to
the team concept. Those who stayed took advantage of a customized menu
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system and database that was geared to maximize the use of staft time in
provision and documentation of services. These technology upgrades were
the result of widely sought user input and testing. Laptop computers enabled
service provision to clients at remote locations.

Working in teams continues to be a challenge in SCVRD’s program, but
improvement is constant as the department continues to operate in this mode.
The agency has invested funding and much staff time in team building train-
ing and customer service training, which is now highly valued and is required
for every new employee.

Benchmarks and Evaluation

The key management philosophy that has evolved from the re-engineer-
ing effort is Program Integrity, which is the balance among compliance, pro-
ductivity and customer service in the implementation of the integrated ser-
vice delivery system. Teams are driven by the individualized, client-centered
approach to service delivery rather than a process driven one. This concept
continues to evolve and improve with use. The full application of technol-
ogy for casework documentation and case/caseload management has enabled
the department to measure all aspects of Program Integrity using a balanced
scorecard. Area operations are evaluated according to the “Commissioner’s
Nine Expectations”: (1) implementation of Program Integrity (productiv-
ity, customer service and compliance); (2) implementation of the Integrated
Service Delivery System; (3) achieving balance in work training centers; (4)
professional appearance of staft, buildings and grounds; () relationships with
local agency directors; (6) relationships with local legislators; (7) reaching di-
rect placement goals for clients; (8) achieving annual “26” closure goals; and
(9) making sure all staff understand the expectations.

The success of the demonstration pilot resulted in a significant reduction
in the number of support staff providing coordinated services with greater
focus on the provision of professional VR services in a client-centered pro-
gram. Future threats to the stability of SCVRD several years later due to sub-
stantial state budget cuts did not result in the termination of any employee,
nor have services to individuals with disabilities in South Carolina declined.
This is clearly attributable to the re-engineering initiatives prior to the bud-
get cuts.

The end result has not fully developed because improvements continue.
But now clients do not have to wait for a counselor to return from a vacation
for services to be provided. The team is held accountable for serving clients
and the clients are very pleased (based on customer service surveys) with not
having to wait on their counselor. If it is a coordinated service like schedul-
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ing an appointment, the counselor never has to get involved. The support
staft 1s required to perform this task so that the counselor can focus on those
specific duties that impact the client such as counseling and guidance and job
placement assistance.

Once the staft realized the benefits and efficiency of this system, it has be-
come a part of their belief system. The quality of services and the frequency
with which services are provided have improved greatly.

Lessons Learned

*  With a pilot, the outcome is not always predictable, and changes are
ongoing throughout the process.

* Adequate and appropriate training of the staft in the integrated ser-
vice delivery system could have eliminated some challenges that con-
tinue to face the organization in the long term.

*  Perfection is a moving target—services can always improve no matter
how successful they seem.

* An organizational culture change is very difticult but very possible.
Some people can and will handle change better than others, and the
value and importance of different opinions must be realized. There
are many talents that will emerge from people when they are put in
an environment that welcomes input.

*  One person doesn’t know everything, and one never knows where
the next great idea will come from.






Chapter Eight

Ready, Set...Go!

Ready?

What can you take from the Spotlights to help you improve your thinking
on the change/s you've identified in Chapter 62 Can you benefit from any of
the lessons learned described at the end of each Spotlight? Were there things
that struck you as you read one or more of the Spotlights that you could use
to improve your preparations for your change?

Ready, set...then Go!

You’ve thought through your Call to Action, the steps you can take to as-
sess your environment and prepared a strategy to build your powerful coali-
tion. Move on it!

If you wait until you have it all planned perfectly, you’ll be finalizing your
plan at your retirement party. Do it!

Do together...

Communicate what you think needs to happen and listen to what people
have to say.

Adjust and incorporate theirs views and bring them on board. Let others
create the change with you.

You're leading a jazz jam session, not conducting an orchestra. Keep the
principles and your goal in mind, but encourage and invite others to create
the path, overcome the obstacles and celebrate the success together.
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... and learn together

Set up periodic mileposts to step back and review how things are going
so you can adjust based on the things you learn. Do it often with others in-
volved like your powerful coalition. Build in times to involve others beyond
that inner circle, as well.

How can you do that review? Here are questions that can help prompt
your discussion:

1. What have we done that really worked or helped? Why did it make a dif-
terence? How can we take this lesson and apply it to our work ahead?

2. What would we do differently if we could do it over again? What steps
do we need to take to deal with the fallout from this lesson learned the
hard way?

3. When and how can we celebrate a success and recognize contributions?
Mark the progress youre making along the way. Celebrate successes and
recognize the contributions that individuals and groups made to those
successes.

4. What’s needed next? What are the mot significant questions or concerns
facing us at this stage? Do we need to change anything about how we’re
organized, communicating or acting to make sure we address these ques-
tions and concerns?
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Appendix A

Interpreting Your Change
Reaction Survey Results

Transfer your numbers to the following Reaction Grid. Once you have
transferred all numbers, add each column and put those values in the Total

cells.

7. 8.
9. 10. 1I. 12.
13. 14. 15. 16.
17. 18. 19. 20.
2T. 22. 23. 24.
A B C D

Denial Resistance Exploration Commitment



Denial Commitment

Resistance Exploration

Anger
Checking Out



Appendix B

Ordering Information
for Assessment Tools

A computer-scored version of The Leadership Practices Inventory (LPI) based
on “The Leadership Challenge” by Kouzes and Posner can be ordered from
www.lpionline.com.

A free .pdf download of The Seven Habits Profile based on “The Seven
Habits of Highly Effective People” by Steven Covey can be found at www.
franklincovey.com, with a direct link at this printing at www.franklincovey.
com/downloads/7_Habits_Profile.pdf.

The Situational Leadership Inventory based on the situational leadership
model by Hersey and Blanchard can ordered from wwwsituational.com or
by writing to:

Center for Leadership Studies

230 West Third Avenue

Escondido, CA 92025

The Insights Discovery Personal Profile by Insights ® Learning & Develop-
ment Ltd. (1992-2001, Lothian) can be ordered from www.insights.com.

The FIRS Survey© is available online as part of the Business as Unusual
program from Pritchett Rummler Brache and can be found at www.asia-
pritchett.com






Self-Study Questions

1. A three-dimensional leader makes the organization what it should be;
positions the organization to influence and create positive change, not
just react; and

a) Respects self-determination.

b) Supports the right to pursue a meaningful career.
¢) Works for full inclusion.

d) Changes the world, not just the organization.

2. According to Mary Switzer, the definition of “rehabilitation” used by the
Oftice of Vocational Rehabilitation was

a) Maximum possible restoration of impaired physical functioning.

b) Vocational training for a job.

¢) Restoring the individual with a disability to the fullest physical,
mental, social, vocational, and economic usefulness for which he
is capable.

d) Placement in a job matched to the physical capacity of the indi-
vidual.

3. (1\F)  Ed Roberts used his position as an activist to influence and create
change in organizations from the outside.

4. (T\F)  Justin Dart was asked to resign from his position as Commis-
sioner of the Rehabilitation Services Administration after calling



for radical changes and presenting testimony before Congress that
was highly critical of OSERS and RSA.

s. (T\F)  Everyone is a leader.
6. The Bibler Change Curve model shows the following phases in reacting
to change:
a) Denial, Resistance, Exploration, Commitment

b) Denial, Resistance, Commitment, Cooperation

<)

Denial, Acceptance, Exploration, Normalization

d) Denial, Anger, Exploration, Commitment

7. To successfully communicate a Call Action, a leader must

a)

Have a clear picture of what he wants to accomplish and com-
municate it strongly, passionately and repeatedly

b) Create a sense of urgency related to the change.

<)

Build trust and credibility among all involved.

d) All of the above.

8. In Assessing Attitudes, a leader must

b)
<)
d)
9. (T\F)
10. (T\F)
11. (T\F)

I2.

Accurately determine who supports the change, and at what
level.

Manage the white space.

Facilitate a discussion of “undiscussables.”

All of the above.

Forming a Powerful Coalition primarily involves enlisting the
support of those at the top level of the organization.

In Expanding Commitment and Empowering Others to Act, ways
of sharing success stories must become a priority.

In Expanding Commitment and Empowering Others to Act, true
believers spend a large amount of their time teaching others.

may prevent a leader from continuing to improve and challenge

the organization once the initial change is completed.

a)

Non-Believers

b) Upper management

¢) Exhaustion



13.

4.

1s.

10.

17.

d) Panic

The experience of the Resource Center for Independent Living in Cen-
tral New York demonstrates that even when an organization has devel-
oped a culture that embraces self-examination and encourages challenges
from within and without,

a) Federal grants and other resources are still the driving forces.

b) Inertia can set in and keep the organization stagnant.

c) Positive balance sheets, successes with individuals and respect in
the public policy arena indicate that the status quo is working.

d) Annual staft planning retreats are still necessary.

In Alaska’s experience, state leaders’ lack of vision for the One Stop Cen-
ters and lack of information on the needs of people with disabilities cre-
ated

a) A political environment of downsizing and reducing a state bud-
get deficit.

b) A cabinet of business leaders.

c) An opportunity for the VR director to use principles from the
Rehab Act as a platform for change in developing the One Stop
Network.

d) An autonomous state VR agency.

(T\F) The AlaskaVR agency found a definitive solution to the cultural
differences between the agencies in their coalition.

One of the keys to the success of Vermont’s Vision 2000 change initiative
was the fact that

a) Vermont has a smaller population than many other states.

b) Management empowered staff to be creative, take risks, and have
ownership in the process of change.

¢) VR measured its success by employment outcomes.

d) Waiting rooms were redecorated.

Vermont VR learned that

a) Better decisions were made using data rather than anecdotal
evidence.

b) Communication needed to flow both horizontally and vertically.

¢) Organizations should ensure that their infrastructure can support
the changes.



d) All of the above.

18. Iowa Vocational Rehabilitation Services (IVRS) addressed staft fears
about new technology by

a) Providing staft with options and different approaches to using
the new technology.

b) Forming a steering committee of staft members representing
every oftice, organization and level of responsibility.

¢) Stifling and ignoring nay-sayers.

d) Both A and B.

19. (T\F) IVRS learned that the change process provided the opportunity
for new leaders to emerge.

20. The experience of the Criss Cole Rehabilitation Center in Texas taught
them that
a) Some members of the organization will choose to leave rather
than change.
b) People can get very emotional when faced with change.
c) Allow others to take risks.
d) All of the above.
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