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A Note on The Contents

ODEN is pleased to offer the following resource to support your journey through the change
mMmanagement process. This worklbook was prepared using information from leaders in the
field of change management, current research, case studies, and observations of promising
practices in the developmental services sector. We believe it is a strong and practical
resource to support the change management process. However, use of this workbook is

not to be construed as a guarantee of specific outcomes. The change management process
is, ultimately, the responsibility of the user of this workbook.
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Defining the Workbook: The ontario Disability Employment Network (ODEN), with
support from the Ministry of Children, Community, and Social Services (MCCSS), is pleased to
offer Re-Imagining Change: A Workbook for Creating, Embracing, and Harnessing Organizational
Change. This workbook has been designed to guide developmental services (DS) organizations as
they move through various change processes.

Re-Imagining Change is a resource to help organizations work through and with change. The only
certain thing about change is that it is constant. For an organization to run successfully,
its leaders and staff must know how to navigate change meaningfully.

In 2018, ODEN published Roadmap to Inclusion: A Guide to Change Management for Service
Organizations.” At the time, many DS organizations were undergoing significant transformation in
services in response to the Ministry’s directive to end segregated employment programs (Sheltered
Workshops), and to focus on achieving community-based employment for people who have a
disability. Knowing how challenging this would be, ODEN developed a change management
resource to support member organizations in that process.

Now, however, DS organizations are confronting new and different changes. Whatever precisely
those changes may be, this workbook is intended to support organizations through their change
processes. Though no two change journeys are exactly alike, change in the DS sector seems to fall
within one of three categories: change that is desired; change that is required; and change that

is compelled. This workbook has been designed to prepare organizations to meaningfully and
capably engage with the change process, no matter what type of change they are dealing with.

Vision for the Workbook: Thought leaders in change management have noted, “In

the face of growing demand for evidence-based practice and policy that translates research into
practice, human-services organizations encounter a number of obstacles that compromise efficient
and effective change.”” For most human-service organizations, the nature of work is often responsive
to “immediate needs”, leaving organizations with insufficient time to prepare for future organizational
needs and prepare for change. That's why ODEN has done the research, and taken the guesswork
out of incorporating effective, evidence-based change management into your practice.

Inspiration for this resource arose when ODEN was researching the program plans and outcomes
from the MCCSS Employment and Modernization Fund (EMF) projects. It was through this process
that ODEN began to understand what it took for an organization to successfully carry out change
initiatives. During this research phase, ODEN also identified areas in which organizations needed
support to meaningfully engage with change processes. An opportunity was identified to use
these learnings to inform stakeholders about promising practices in change management.

In addition to reviewing several case studies on change management through the EMF, ODEN
also carried out academic research on change and social services. Although there are similarities
among most change cycles, there are key differences that distinguish change management in
social and human-service organizations as compared to for-profit organizations. This workbook
has been designed with the DS sector in mind.

ODEN also engaged with high-performing organizations that recently went through significant
changes and asked them to share their journeys through the process, to be documented in this
workbook. These case studies can be found following Part Three of this resource, “Communicating
and Processing Change”.
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We have combined what we have learned through these case studies and the real-world examples
of the EMF projects, with academic theory and expert advice on change management, and
created an applicable resource that takes the guesswork out of change. It is our hope that this
interactive workbook will support you in change processes in ways that are informative, inspiring,
and relevant for your organization.

How to Use the Workbook: Re-Imagining Change is meant to walk you through
making a specific change, or changes. This workbook is meant to be used by those in your
organization who have the vision, capacity, and authority to make change. More than a how-to
guide, this workbook is a template for creating and carrying-out specific change plans. It is a
reusable resource which can and should be used every time a significant change needs to take
place within your organization.

The purpose of this workbook is to harness the potential of changemakers within your organization,
while supporting them through the areas they may find difficult. It is also meant to provide your
organization with a record of the change process. Careful planning and recording are essential
to successful change plans, as they help with clarity, continuity, accountability, and measurability
while change is occurring. They also provide an opportunity for reflection and learning after the
change process is complete.

For these reasons, no matter how confident you feel about pursuing change after completing this
workbook, we recommend that you turn to the resources in this workbook every time you encounter
a need for change. We advise against skipping steps in the process. Using the activities and templates
provided in this workbook fully will ensure that the necessary resources, planning, and methods of
change-tracking are in place every time change needs to take place.

This workbook is divided into three parts that will guide you through the change process.

* Part One: /ntroduction to Change describes change generally, and it helps you to determine
if your organization is ready for change, and what type, once you have identified where
you are in your change journey.

* Part Two: Understanding, Planning, and Executing Different Types of Change provides
you with the education and tools necessary to carry out your change.

* Part Three: Communicating and Processing Change helps you to communicate your
change plan to stakeholders, and to understand and reflect on the change cycle you've
just completed.

This resource is called a workbook for a reason — change requires work! With this in mind, we
look forward to guiding you on your change journeys, and we are excited to hear about your
positive outcomes.
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F

Introduction to Change

With limited resources and staff, and countless people to serve, sometimes it feels
easier to simply stick with what we know when delivering services, rather than
trying to change. At the same time, we are all committed to better outcomes for
the people we serve. We often experience frustrations with and limits to how
effective we can be when providing services. Organizations need to continually
problem solve and innovate to best serve their communities. Change is inevitable.
But change, when approached logically and methodically, doesn’t have to be
overwhelming. In fact, it can be a highly positive experience if handled effectively!

When approaching change, it can be tempting to dive in with both feet. Change
can be an exciting and hope-filled prospect! But the cliché that “change doesn’t
happen overnight” is true. To create effective and lasting change, you must
develop a plan of action to see you through the process.

You may be asking yourself where you ought to start changing your organization.
If you've had conversations about change with even just one other person in your
organization, then the change has begun’

Change vs. Change Management. What’s The Difference?

Change is not a one-time event, but a series of events leading to new outcomes.
The more mindful you are about those events, the better your chance of a positive
outcome. Keep in mind that this series of events may differ, depending on the type
of change you are trying to achieve.

Generally speaking, the change process starts with a vision of how to make things
better. It is followed by an action plan to execute that vision, with an expected set
of results or outcomes from making that change. “Change is not simply removing
problems or issues in the existing status quo. It is about creating an environment
of new opportunities.”* Conscientious change, then, is not simply making things
different. Rather, it is taking thoughtful steps to achieve positive outcomes. Change
intended simply to “shake things up”, or get out of a rut, is not meaningful change.

Change is not a one-time event, but a series
of events leading to new outcomes.”

Change and change management are two related but different things:
* Change is both the process and the outcome of taking new steps.

* Change management is a system for shaping those processes and
outcomes.

Experts describe it as, “the systematic approach and application of knowledge,
tools and resources to deal with change. It involves defining and adopting...
strategies, structures, procedures and technologies to handle changes in external
conditions and the business environment.” They state that, “The primary goal of
change management is to successfully implement new processes, products and
business strategies while minimizing negative outcomes.”®
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Even the most well-thought-out changes require some maintenance. So don’t be discouraged
if there are some hiccups in your change plan, or if you find yourself needing to make additional
changes down the road. "Remember: Change is a constant series of readjustments... All Change
is temporary.”®

Types of Change

Change affects every aspect of our lives. It is no surprise, then, that we experience different types
of change, depending on circumstances. Research on the nature of change in developmental
services reveals that change in the sector generally falls into one of three categories:

1. Change That Is Desired:

* Change that your organization is inspired to make based on internal motivating factors.
It generally comes from a place of inspiration, and a desire to improve outcomes.

2. Change That Is Required:

* Change that your organization must make based on external factors. This type of change
is premeditated, and has a purpose and rationale. But is determined by an outside force.
The process of making that change, however, is driven within the organization.

3. Change That Is Compelled:

* Change that your organization must make based on external factors that are NOT
premeditated. This type of change is in response to emergent situations, often driven
by non-human forces, such as a pandemic, or an extreme weather event.

Change is complex, so to help you better understand these types of change, here they are
explained in detail.

CHANGE THAT IS DESIRED — CREATING CHANGE

The first category of change — Change That Is Desired — is a type of change with which we are all
familiar. It’'s a drive for change that is rooted in inspiration, and often strikes us when we are feeling
stuck in a rut. Things might be going fine in our lives, but we feel they could be better. We don’t
feel we have to make a change. We want to make a change.

On a personal level, that can mean upgrading to an electric car, or reorganizing the living room. At
an organizational level, it can mean designing a new employment services program, or introducing
new technology. Whatever the specific change, it is generally felt to be positive and exciting. Rather
than reacting to a problem, this type of change involves being proactive. Often the focus of change
that is desired is on better practices, rather than problem-solving. For example, in the case of the
new employment services program, it wasn’'t that your employment services program was failing,

it was that you wanted it to perform better.

This type of change typically begins from a positive place because it is intrinsically motivated.

In other words, the change starts with you. You feel ownership over the change. As a result, you
feel competent and eager to tackle it. At the outset of this type of change, you may feel inspired,
excited, and passionate. That’s terrific! Try to harness that energy, because even change that is
desired is hard work.
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CHANGE THAT IS REQUIRED — EMBRACING CHANGE

The second category of change — Change That is Required — is another category of change
you have likely encountered. This type of change is typically rooted in someone else’s idea of
inspiration, and it is imposed upon us. We don’t necessarily feel like we need to make a change.
We are told to make a change.

On a personal level, that can mean a municipality telling you to get rid of a tree in your front yard
because its root system is overgrown, or your doctor telling you to reduce your intake of cholesterol. At
an organizational level, this type of change can mean being told by the person you rent your office
space from that they aren’t renewing your lease, and you must move to a new location. This type
of change usually involves reacting to a problem that you yourself didn’'t identify or perceive, but
one with which you must deal nonetheless. It might seem confusing, frustrating, or disruptive in
the short-term, but it is usually requested to promote positive outcomes in the long-term. In the
case of the overgrown tree, you might resent the pain of removing and losing the tree, but in the
long run you will protect your pipes and your foundation by doing so. In the case of not having
your office space lease renewed, you might begrudge having to give up the comfort of your
location, and do the work of moving your programs, but this could lead to creating better
services for your clients. Change that is required is, ideally, change worth making. It just

might take some getting used to.

CHANGE THAT IS COMPELLED — HARNESSING CHANGE

The third and final type of change — Change That is Compelled — is a type of change that is less
common, but which has become all too familiar because of COVID-19. It is rooted in immediate
need, and often strikes us when we least expect it. Things might be going fine in our lives, but
then they are suddenly disrupted. We don’t expect to make a change, but we are forced to.

On a personal level, this type of change can mean an unexpected job loss, or a diagnosis with

a serious illness. At an organizational level, it can be a global pandemic that disrupts service
delivery, or an extreme weather event that destroys the building we work in. Whatever the specific
type of change, it is generally felt to be negative, and even frightening. The focus of change here
is rising to a difficult occasion, as well as dealing with the immediate consequences of a change
that has already occurred. Another hallmark of this type of change is that there is little time for
implementation. The change must take place effective immediately.

This type of change almost always begins from an external place. It is externally motivated, but
often beyond our control. In the case of a serious illness like cancer, there is no human agent who
caused the change, though it is up to the people impacted by the diagnosis to reorient their lives
around it. The same is true of a pandemic, as we now know. Nobody wanted or asked for this, and
yet we have been forced to change nearly every aspect of our lives because of it. There is a sense
of disbelief, and maybe even denial around these types of changes.

Interestingly, “Non-profit organizations are frequently called upon and play vital roles during times
of crisis.” Many non-profits are key players in disaster relief. DS organizations are no strangers to
dealing with critical issues such a poverty, housing issues, and mental illness. However, “What is
different during the COVID-19 pandemic is that many non-profit organizations ‘are struggling with
how to help their communities while also trying to endure the crisis themselves.”” As such, “Even
though the non-profit sector reacts to social, political, organizational, and personal forces on a
regular basis, the pandemic is unprecedented in the breadth and magnitude of these forces
happening simultaneously.”” This is what makes change that is compelled so challenging. It often
requires people and organizations to make changes when they aren’t in an ideal place to do so.
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We learn to adapt quickly when dealing with this kind of change. For Change That is Desired and
Change That Is Required, we have time to implement the change. This can mean losing focus,
delaying the work, or becoming disenchanted with the change process. By contrast, “The more
imminent the Change, the more people can relate and respond to it...Distant Change is less ‘real’
than imminent Change.”® Imminent change can inspire people to rise the occasion. We should
celebrate and honour those who are able to do so in the face of overwhelming circumstances.

Why Embrace Change?

You will confront change whether you want to or not,
so you should be prepared to tackle it with confidence
and purpose.”

Since all change is temporary, and so much of change seems beyond our control, it can feel
overwhelming or even pointless to embrace change. You can choose to see the inevitability of
change as a never-ending obstacle to work around, or a series of opportunities that you can
prepare for. Your mindset will be one of the first things that steers your course through change.

Consider this advice fromm ODEN'’s original change management guide, Roadmap to Inclusion:
“The secret, of course, is creating a mindset where the act of learning is seen as an opportunity
and not as a threat. There’s no easy solution to creating this shift in perspective..In many ways,
it is a personal decision to see everything as an opportunity rather than as the act of a malicious
universe.”®

When you embrace the prospect of change, and you welcome the opportunity to learn and grow
through change, you are on your way to becoming a part of what experts call a ‘learning
organization’.

Characteristics of a learning organization include, the capacity of the organization to adapt and
maintain itself in the face of internal and external changes; continuous learning; participation and
accountability by a large percentage of staff; a culture and structure that allows for rapid
communication; and knowledge-generation and sharing throughout the organization.”™

So much of whether a change represents something positive or negative depends on the mindset
of the person responding. The more you understand and are prepared, the better the outcomes.
The truth is, “there is no easy path for change management. The change strategy depends on
the present situation, the history, the future you are trying to create and how difficult you make
the journey from here to there.”"

Change and the DS Sector

Not only is change inevitable, but it is also sometimes necessary. Change affects all of society, but
the need for change can be particularly strong in the social services sector. After all, “An effective
public social service..agency must be adaptable, creative, and responsive as it is subject to...
ever-changing political, economic, fiscal, and knowledge environments.”"”

It goes without saying that organizations want to support the best quality of life for the people
they serve. However, the desire for positive outcomes goes beyond good intentions. “Agencies are
faced with increasing demands and an ever-present emphasis on performance, accountability, and
the avoidance of negative or unacceptable outcomes.” As a result, “public agencies, particularly
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those that provide...social services, are increasingly aware of the benefits of becoming a learning
organization.”” A key part of becoming a learning organization is embracing change.”

There are aspects of this work that challenge us to
rethink our roles and our commitments to the people
we care about. Building connections is intentional,
strategic and purpose driven. Pursuing change in the
sector should follow suit.”

It is important to note that resistance to change is a healthy part of the change process. People
and organizations who are willing to abandon everything they’'ve worked toward without questioning
what comes next are as detrimental to an organization as people who stubbornly cling to the
status quo. Your experience, insights, and feelings should be taken into consideration. In fact,
healthy organizations “don’t want to rely on those who easily discard their competencies because
something new is available. We need and want people to fight to retain their hard-earned levels
of care and support until they’re convinced that the change is a positive one.”” Resistance is a
form of engagement. It shows you care about what is happening in your organization. Strong
organizations, “need and want people to resist change that doesn’t provide a reasonable
expectation of a solid payback. They require people to resist innovative ideas that are simply
cool and trendy, but which offer no significant benefit and significant risk.”®

Like change itself, the status quo isn’'t inherently good or bad. “Status quo” simply means “current
situation.” If the current situation is serving all stakeholder interests and producing the desired
outcomes, by all means! Stick with the status quo.

But the fact is that the sector has changed, and it is continuing to change before our eyes.

For example, organizations are working hard to eliminate barriers through innovative programming.
This type of change falls under the category of Change That Is Desired.

MCCSS’s directive to close sheltered workshops and end segregated employment represents
another type of change in the sector. This falls under the category of Change That Is Required.

Finally, the effects of COVID-19 on service delivery in the sector have introduced changes to the
sector in the short-term, changes which may continue to be relevant longer term. This type of
change can be described as Change That Is Compelled.

With all this change happening around us, it is up to you whether you want to be a change agent,
or a change recipient. But what does this mean for your organization? And how do you know if
you're ready to make a change? Consider:

* |s your organization currently in the midst of change?
* Has your organization been resistant to a change that is inevitable?
* |s your organization eager to make a big change, but unsure of where to begin?
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The Step Before the First Step

The next few activities will help you to determine where you are in the change process, and what
type of change is relevant to your organization’s current needs.

The first step of the change-making process isn’t one of action, but one of consideration. Ask
yourself if you are ready to make a change. While it is important for us in the developmental
services sector to stay current with our practices, and to innovate where we can, it is also
important to not bite off more than we can chew. We know all too well the strain on time and
resources in our sector, and we can’'t afford to spend time and energy on projects that may not
be of benefit.

There is nothing wrong with accepting that now might not be the right time to make significant
changes to your organization. On the other hand, you might be in better shape to embrace change
than you think. To determine if your organization is in a good position to make a change, complete
the following Change Readiness Checklists.

ACTIVITY: Change Readiness Checklist

E} Use the Change Readiness Checklist in Appendix A, on page 63.

ACTIVITY: Categorizing Change Checklist

E} Use the Categorizing Change Checklist in Appendix A, on page 65.
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Knowledge Check

By this point in the workbook, you should:

/

v/ Understand what change is

v/ Understand why it is important to embrace change

v/ Know the difference between “change” and “change management”
v/ Understand the three categories of change defined in the workbook
v/ Have determined if you are ready to make a change

v/ Have determined which category of change yours fall into (if you already
have a specific change in mind)
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PART 2

Understanding, Planning,
and Executing Different
Types of Change

Becoming a Change Leader

Now that you understand more about change, change management, and reasons
to embrace change, it is time learn how to become a change leader. But where to
start? “Before implementing a change, we must understand all the reasons for it.
We must become experts in the change being proposed, or reacted to, because
people will look to us for answers. They might even look to us for guidance. At the
very least — Is the change necessary? — will be asked by everyone impacted by it.
It would be nice to have an answer.”"”

It is one thing to have a vision for change.
It is another thing to be able to explain that
vision, and to see it through.”

How you manage change is as important as the change being made. Experts in
human resources note, “The ability to manage change is more critical than ever, as
the upheaval caused by the pandemic has shown.” And while not every change is
as high stakes as those brought on by the pandemic, experts agree that change
management is “a skill more HR professionals should cultivate.”™®

The fact is, studies show that, “even before the challenges of a world health crisis
complicated matters, most change initiatives failed.”” A common reason for the
failure is that business leaders often don’t take the necessary steps, or don’t involve
the right people in the change process until it is too late. According to one senior
manager for people development, “leaders belatedly ask HR to help ‘fix people.’”*°
When their vision for change is going badly, and when people within the organization
are resistant to the change, some leaders “treat the end user as the root cause of
the problem for not embracing change, when the real problem was the lack of
consideration for the people who would be impacted.”” Stakeholder involvement
is essential, and should be prioritized from the get-go. Communication is key.

There isn’'t a one-size-fits-all approach to change management, as you will see
from the case studies following Part Three of the workbook. But there are basic
steps to change management you can adopt:*

f7‘ 1. Analyze what needs to change ( I ’ 3. Execute the plan
and who is impacted
QQO 2. Develop a plan to change it @\ 4. Measure the results
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Note that the first steps involve understanding the change at hand and involving the right stakeholders.
Prioritize this in your change plan, and you’ll be ahead of the curve. Neglect this step, and you'll
struggle to create meaningful change. This may seem obvious, but research shows that “people
often do only the second and third steps — they just develop and execute a plan.” They dive headfirst
into change, and “They don’t analyze all potential impacts first, and they don’t have a metric by
which to measure whether it's successful and sustainable.””® Change leaders understand that laying
the groundwork is key.

When we talk about becoming a change leader, that doesn’'t mean becoming a change perfectionist.
Nobody is perfect, and some parts of the change process will be out of your control. For example,
no matter how thorough your change plan is, realistically you can only deal with likely events and
outcomes. There may be things you can’'t account for in your change plan, but the more experienced
you are with managing change, the better you will be at dealing with those things as they come.
And the more you involve the right people in your change plan, the more support you will have in
managing your plan.

Becoming a change leader doesn’t require
becoming a change perfectionist.”

Just remmember that being an effective changemaker takes time. That is why we designed this
workbook to be a resource you can revisit and reuse whenever you need it. After all, “Doing
something new means you'll do it wrong at first. You'll do it wrong until you learn how to do it
right.” The first time you attempt to make a change using this workbook as a guide, you will be
more effective at change management than before you had this resource. But you will be far from
perfect. “Even learning what doesn’t work is an important form of progress.”* It is important to
remind yourself, and your team of this fact. It will keep you motivated as you work to become
change leaders.

Theory of Change

In Part One of this workbook, you completed a Change Readiness Checklist to determine your
ability to tackle change. Next you completed a Categorizing Change Checklist to figure out what
type of change you are preparing to make. Now that you have determined your organization’s
change abilities and needs, it is time to develop your “Theory of Change”. A theory of change

is a method for brainstorming, creating, recording, and executing your change plan.

Your theory of change is your specific vision of the kind of change you hope to make. Engaging
with the theory of change process should take you from an abstract idea such as, “I want to
improve guality of life and outcomes for people who have a disability,” to a concrete set of ideas
about exactly what kind of outcomes you want to achieve, for whom, and how.

Included in this workbook are six activities to help you develop your theory of change. Each
activity is labelled as a distinct step in the change process and can be found throughout this
workbook in its relevant section. When completed, taken together these six activities will form
your theory of change.

As you complete this workbook, we ask you to consider your present organizational needs
in concrete terms. We all are invested in improving the lives of people who have a disability,
and in making the world a more inclusive and accessible place. But what exactly does that

mean to your organization? What does that look like in practice?
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CONSIDER THESE QUESTIONS:
* What problems am | trying to solve within my organization?
* What is the mission of my organization?
* What are some of its short and long-term goals?
* What kind of change am | trying to enact within my organization?
* What outcomes am | trying to facilitate through change?

We cannot solve problems we have not identified; and we cannot properly choose and apply
solutions to problems we don’t understand. Take some time to take stock of what it is that you
hope to get out of the change-making process.

ACTIVITY: Step 1 — Preparing for Change

As the saying goes, “preparation is the key to success.” Devote ample time to this phase of
change, and you will find yourself with a well-oriented plan. Skip it, and you'll find yourself
lost. When beginning your theory of change, you should consider your organization’s
mission and values, its goals, and its present needs. Change should be rooted in purpose.
The following prompts will help you to take stock of where your organization stands, what
its needs are, and where it is going.

Why am | considering making a change?

What is the organization’s mission? What are its core values?

Who are the organization’s key stakeholders?

What are the organization’s needs and goals? Short-term? Medium-term? Long-term?
Brainstorm some changes that could be made to address these needs/goals.

Once you have determined your organization’s overall mission, its specific needs, and its
short and long-term goals, you must consider the people you are serving, and the resources
you have available to serve them.

Who am | trying to serve through these change-making activities?

What demographic am | planning for?

What resources do | currently have to affect change (human resources, funding,
community connections)?

What foundation do | need to have or to establish to affect the change | am seeking?
What do | know about the type of change | am trying to make?

What evidence do | have that this is an effective change/the right change for my
organization?

After you have determined the answers to these questions, consider what kind of change
you can realistically and effectively achieve.

E} Use the Step 1— Preparing for Change Worksheet in Appendix A, on page 67.
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While it is important to strive for ideals, it is also
necessary to be mindful of what is necessary to
achieve those ideals. When attempting to affect
change in your organization, it is important to be
optimistic as well as realistic.”

ACTIVITY: Step 2 — Analyzing Change

Now that you've determined your organization’s foremost needs and goals, and you’ve
identified some potential changes you can make to support those needs and goals, it’s good
to survey the information and resources available to help you make informed decisions about
change. Another term for “analysis” in this case is “survey.” You are responsible for surveying
where your organization is, where the sector is, and where your proposed change fits within
them. You'll want to ensure that the inspiration that struck during the planning phase is well
considered, and is examined from all angles, before proceeding with implementation. The
following prompts will help you vet changes you are considering.

What evidence do | have that the change | am considering is necessary?
e.g,, Internal data, stakeholder feedback

What evidence do | have that the change | am considering is effective?
e.g., External research, promising examples from partners in the sector
How are other organizations addressing similar issues?

Where can | find the evidence to make an informed decision? If not available,
how can | gather data to inform the decision to make a change?
e.g., External research, conducting surveys

Is there a precedent of promising practices that | can apply to the problem
I am trying to solve? Or am | starting from square one?

What is the timeframe for completing this change?

What is the budget for carrying out this change?

Who should be involved in making this change?

[} Use the Step 2 — Analyzing Change Worksheet in Appendix A, on page 68.
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ACTIVITY: Step 3 — Establishing Consensus

Once you have assessed the need for change, analyzed different ways of approaching that
change, and vetted processes for making the change, it is time for the appropriate stakeholders
(typically senior leadership and management) to reach a consensus on making that change.
Consensus does not mean that everyone agrees on exactly how to implement change.
Inevitably, people will bring different views to the table. It is good to consider alternative
suggestions and feedback. Consensus means getting stakeholders to buy in and sign off
on a chosen change plan. When you consider everything from the preparing and analyzing
stage, which plan makes the most sense, and has the most stakeholder support? That is the
plan you should pursue. To achieve consensus, consider:

Who gets a say in determining the change plan?
e.g., Just senior leadership? Management too? What about stakeholders in the community?

How will we evaluate our change plan options?

e.g., Based on feasibility? Popularity? Using what metrics? If within budget, an external
evaluator may be useful at this stage of planning.

How will we resolve disagreements about the change plan?

Who gets final say on the change plan?

How will we address the concerns of those who aren’t on board with the change plan?
How will we encourage buy-in of the change plan once it has been determined?

E} Use the Step 3 — Establishing Consensus Worksheet in Appendix A, on page 70.
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Communicating Change

Once you have achieved consensus among the appropriate stakeholders on the nature of the
change plan, it is time to communicate to your wider group of stakeholders that change is coming.
Do not underestimate the importance of this step. Stakeholders want to feel included and
respected in the change process, to know their role in it, and to understand how they will be
affected by the change. A Stakeholder Identification Chart is a good to place to start when
considering who will be affected by change, and how. Consider using this example template from
MCCSS when working through the stakeholder identification process.

IMPACT ANALYSIS

COMMUNICATION
# Stakeholder Key TOOLS &

Group Interests
STRATEGIES

Process
Structures
Comments

Internal

1 Organization

People and
families

External

Wider
Community

Analyzing Impact

A stakeholder impact analysis chart can help you organize your thinking around these questions.
This will also help you anticipate stakeholder reactions, help you develop communication strategies
and tools in anticipation of those reactions, and capture actual stakeholder reactions to improve
how you communicate and manage your change moving forward.

We cannot overstate the importance of continuous stakeholder engagement throughout the
change-management process. Who you engage is just as important as how you engage them.
The more time you spend thinking critically about and thoughtfully engaging with stakeholders,
the better your change plan will be. You will be prepared to make meaningful, impactful change
that will resonate positively with your stakeholders. Stakeholder buy-in makes the process of
enacting change that much smoother.
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ACTIVITY: Step 4 — Communicating Change

Once you have identified who needs to be informed of and included in impending changes,
consider the specifics of how they should be included, and how you can communicate their
inclusion most effectively. In addition to the questions posed during the stakeholder
identification process, ask:

What is the best way for stakeholders to receive this information?

This will vary by stakeholder. In the DS sector it is particularly important to match your
communication style to your audience, to ensure your message is accessible.

How much do they need/want to know about the change?

Who else will be involved in the change, and what will their roles be?

Will there be an opportunity for feedback on the change?

If so, how will this feedback be handled?

Who can stakeholders come to with questions about the change?

E} Use the Step 4 — Communicating Change Worksheet in Appendix A, on page 71.

ACTIVITY: Step 5 — Activating Change

Once you have committed to a change plan, it is time to see it through. Now is the time to
execute the plan you have worked so hard to develop. To effectively carry out your plan, you
must determine:

What specific activities need to be carried out to fulfill this change plan?

What are the deliverables/outcomes that need to be achieved?

Who will be responsible for these activities, and who will they report to?

How will progress be tracked?

How will you know when the change process is complete?

E} Use the Step 5 — Activating Change Worksheet in Appendix A, on page 72.
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RACI Matrix

An effective method of organizing the answers to these questions is a RACI matrix. This is a chart
that outlines key responsibilities, roles, milestones, and timeframes for a given project within an
organization. What you include in your RACI matrix will depend on the exact nature of the project.

THE RACI ACRONYM STANDS FOR:

Responsible (R): The person who does the work to actually complete the task. As a rule, this is one
person. Examples might be a program manager, a project manager, or an employment specialist.

Accountable (A): The person who is ultimately answerable for the completion of the task. This
includes decision-making authority and veto power. Only one accountable person can be assigned
to a task. Examples might be an executive director, or chief executive officer.

Consulted (C): The people who provide information for the change plan and with whom there is
two-way communication. This is usually several people, often subject-matter experts. Examples
might be a stakeholder who has a disability, a consultant, or a program manager.

Informed (l): The people kept informed of progress and with whom there is one-way communication.
These people are affected by the outcome of the task, so they need to be kept up-to-date.
Examples might be community members, funders, or employment services staff.

Here is an example of a RACI matrix that you might use when introducing a major change to your
organization. The size and complexity of your matrix will depend on the change you are attempting
to make, and who is involved. This is just one, simple example, but it gives you an idea of what the
process looks like in practice.

Employment
Consultant Service
Provider

Executive Project

Director Manager

Apply for
fgﬁd)gng R A C I
Research New
Employment C A R [
Programs
Draft Change
Man':lgeme?\tgplan A R C I
Trial New
Employment I A C R
Program
Measure
Impact of | A R C

Trialed Program
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ACTIVITY: How to Create a RACI Matrix

1. Identify all the tasks involved in the change-management process, and list them on the
left-hand side of the chart in completion order, from first to last. For example: Applying
for funding, hiring a consultant, drafting a theory of change.

2. ldentify all the roles and list them along the top of the chart. For instance: project
manager, consultant, impact measurement expert.

3. Complete the chart by identifying who has responsibility (R) and accountability (A)
for each task, as well as who will be consulted (C) and informed (I).

4. Ensure every task has a role responsible (R) and a role accountable (A) for it.

5. No tasks should have more than one role accountable (A). Resolve any conflicts where
there is more than one role accountable for a particular task.

6. Share, discuss and agree on your RACI matrix with those identified in the roles, as well
as others actively involved in the change management process, prior to beginning your
hands-on work together.

[‘t} Create your own RACI Matrix in Appendix A, on page 73.
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Logic Model

Another resource you will want to develop during this phase of change management is a logic
model. This is a graphical representation of the relationships among inputs, change activities, and
desired outcomes. Like the RACI matrix, the way you design your logic model will depend on what
change you are trying to accomplish. Generally speaking, a logic model should resemble a flow
chart where the cause and effect among variables is clear, ie., What effect will this input have on
this activity? What should be the outcome of this activity? What is the next step following this
outcome? And so on. We have included a generic logic model template to help you envision what

your logic model might look like.”

Inputs Outputs Outcomes - Impact

RS TEE Short-Term Medium-Term Long-Term

Who we will Results Results Results
reach

What we Activities —
will invest What we will do

Learning Behavioural Action Ultimate Impact

Assumptions External Factors

Evaluation

SN 7

Keeping a Record of Change

Incremental and effective change is more beneficial
than radical and ineffective change.”

It is important to keep a record of your change process at all stages. Your theory of change, RACI
Matrix, and logic model all will help you keep a record of your work as it unfolds. Change takes
time, and the further along you are in your journey, the easier it is to lose track of your original
goals. Keeping a record of all steps in your change plan will keep you focused and accountable.

This doesn’t mean you can’t change course from your original plan.
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Change is a learning process, not a linear one.”

If you learn something on your change journey that suggests taking a detour will create better
outcomes, then changing course is the smart thing to do. Looking back over the record of your
change journey will tell you whether you simply got lost on your journey and need a course
correction; or whether your destination changed and you need to find a new route.

Reflecting on your change work is an important but often neglected part of change management.
The world of work these days is fast paced, and the drive to finish on time doesn’t encourage
reflection. But if you want to become a change leader, you must make time for reflection.
Otherwise, you will miss out on key learning opportunities. These learnings can be applied to
change in progress, or they can be used to create a better and more informed change plan

the next time around. Careful record keeping will help you better reflect on, and learn from,

your change journey.

As important as it is to record your change while it in progress, it is equally important to document
the outcomes and impacts of your change once it is completed.

What you learn from change is, arguably, as important
as what you achieve through change.”

ACTIVITY: Step 6 — Measuring Impact

The entire point of change is to create an outcome that has a desirable impact on stakeholders.
Once you have completed your change plan, you need to evaluate the outcomes of your
plan to determine if the change was successful, or if further change is necessary. You will
also need to communicate the completion and impact of your change to stakeholders.
Consider:

How will you track and record outcomes throughout your change plan?
How will you protect the data collected during your change plan?
How will you use the information collected from your change plan?

If outcomes are not matching expectations, how will you navigate your change plan
moving forward?

What contingencies will you build into your change plan to maximize your outcomes
and impact?

How will you measure impact on stakeholders? Describe your methods of tracking and
recording impact.

[; Use the Step 6 — Measuring Impact Worksheet in Appendix A, on page 74.
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By this point in the workbook, you should:

v/ Know what it takes to be a “change leader”
v/ Understand what a “theory of change” is
v/ Know how to create and document your own theory of change

v/ Know how to execute and track your change plan using a RACI matrix
and a logic model
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Communicating &
Processing Change

Acknowledging Change

You are nearing the end of your change journey now. Congratulations! You’ve
come a long way. We hope you are excited about the changes ahead. As excited
as you are to move forward, keep in mind that everyone reacts to, and processes
change, in different ways. Those who were resistant to the change may feel left
behind, and they may require some time to catch up. Those who were excited
about the change may be feeling underwhelmed by the outcomes. Still others
may be happy about the change overall, but feeling nostalgia for the old way of
doing things.

It is important to acknowledge that a change has taken place; that change impacts
everybody differently; and that some time may be needed to adjust. As we advised
in Roadmap to Inclusion, “Celebrating a new achievement in a way that also
includes respect for the past is the goal. We do not want to disrespect any part

of the journey that contributed to the New Status Quo, including the old Status
Quo starting point. The objective is to recognize that we’ve grown and moved
forward.””® Allow people sufficient time to process, grieve, reboot, adapt, and learn
from the change that has been made. Not everyone started on the change journey
from the same place. Space must be granted until everyone catches up.

Communicating and Involving

By this point in the journey, several things should be apparent: Change is inevitable;
change is complex and varied; change management is both an art and a science;
and communicating through change is paramount.

At every stage and every level of change, communication is essential. Whether it’s:
e Senior leadership communicating with managers that change is coming;

e Consultants communicating with project managers about how best to
execute change;

e Directors communicating with funders about how a particular change
initiative is going;

e Support services staff coommunicating with people being served about
impending changes;

e Communications teams informing their communities about changes
happening within an organization.

At every stage and every level of change, communication is essential.

How you frame change will influence buy-in from stakeholders. In Roadmap to
Inclusion, we emphasized this point: “Remember, people resist being changed
without their consent and with no control over the process. This will become a
central theme when you begin to consider how to start your transition to a New
Status Quo.”” Because of its inevitability, people are used to change. It is not so
much change itself that people resist, but change that they don’t understand, or
change which they believe will negatively impact them.
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If you are using this resource, chances are you have the authority to be a change leader within your
organization. But being a change leader is different than being a change authoritarian. You may
have the power to initiate change, but you won'’t be the only one carrying out the change. Nor

the only one impacted by it. Change requires involvement by all stakeholders, and it should be

an inclusive process. “The more deeply people are involved with decisions surrounding change,

the more likely change will occur smoothly.”* Consistent, transparent communication keeps
stakeholders feeling involved and respected.

Communicating with and involving stakeholders is not just for their benefit. It’s for the good of the
changemakers as well. “Regardless of the change we’re facing, it is a mistake to assume we must
embark on the transition alone, using only the resources immediately available to us. Regardless of
the change we are facing, others have faced it in the past, are facing it currently and will face it in
the future.””” Changemakers need to rely on the perspectives, experiences, and wisdom of those
around them to make well-informed, inclusive change. “It’s far easier to succeed if we take the time
to learn from others, from both their failures and their successes. We must move away from the
idea that to be a success we must succeed alone. There is absolutely no reason to attempt major
change on our own. Especially change that can and will affect the lives of those we support.”*

According to change-management experts, plans for making change that actually hinder change,
have these characteristics. They are too:

e Top down. Executives relate their vision of what the end result of the change initiative
should be, but do not give direction or communication on how the managers should
make the change happen.

e Big picture. The organization’s leaders have a vision of the change but no idea of how
that change will affect the individuals who work there.

e Linear. Managers work the project plan from start to finish without making necessary
adjustments.

e Insular. Most organizations do not seek outside help with change initiatives, but
businesses may need objective external input or assistance to accomplish major
changes.””

At every turn, you should consider who will be impacted by the change you are making, and how
they should be involved in the change process.

When you developed your Theory of Change, Activity Step 3 — Establishing Consensus asked
you to consider how you would communicate and collaborate with stakeholders at higher levels
to develop a change plan that your organization could get behind. At this stage you were
establishing buy-in among those who would ultimately help you carry out your change plan.

Activity Step 4 — Communicating Change asked you to consider how you would inform
stakeholders at lower levels of impending changes. At this stage you were being accountable to
the people likely to be impacted by your change plan, and giving them the opportunity to provide
feedback.

Once your change plan has been executed, you must inform stakeholders of its outcomes.
This next activity will help you determine what and how to communicate with stakeholders.
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ACTIVITY: Reporting Change

After the change plan is complete, consider:

How will you report on and communicate outcomes to stakeholders?
e.g., Newsletter, roundtable, local media

How will you use what you have learned from the change process/data collected during
the process to improve service delivery?

How might data collected and impact measured inform future change initiatives within
the organization?

[} Use the Reporting Change Worksheet in Appendix A, on page 75.

Methods for Communicating Post-Change

It is important as you commmunicate the change that took place that you provide context in all your
communications. Even if the reasons for the change were communicated initially, it's crucial to
reiterate them post-implementation. Remind stakeholders of the goals, the rationale behind the
change, and the anticipated benefits. For example:

e Frame the change as part of the organization’s broader vision (e.g., “This change allows us
to remain competitive in an evolving market of transformation™).

e Emphasize how the change benefits individual stakeholders (e.g., "With this new process,
your workload will be streamlined, giving you more time to focus on high-value tasks”).

In addition, when you consider the communication methods, remember that different stakeholders
have varying communication preferences and needs. A mix of commmunication methods ensures that
the message is understood across your own organization and with external stakeholders. For example,
consider some of these examples to communicate post-change:

e Town halls: Enable leadership to address the organization broadly and take questions in real-
time. Consider reviewing the Civic Interaction: a handguide for hosting exceptional public
meetings — a guide provided by the Government of British Columbia to facilitate productive
interactions between citizens and public leaders.

e Emails: Provide detailed follow-ups or policy updates. Khadim Batti from “what fix” presents
some tips in their blog titled How to Communicate Change. 10 Best Practices.

e Team meetings: Offer smaller, more interactive discussions where teams can explore their
specific concerns. Check Batti’s blog for more information.

e One-on-one check-ins: Tailored conversations for individuals who may need extra support.
As a Change Leader (read Part 2) you should also go beyond communicating the change results.
You should celebrate the change! Highlighting successes can shift the focus from challenges to

achievements, helping stakeholders see the tangible value of the change. Examples of early wins
could include:

e Metrics showing improved efficiency or cost savings.
e Stories of teams who have adapted successfully.

e Positive feedback from customers or external partners.
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And lastly, preparing for post-change communication also requires you to anticipate and respond
to concerns stakeholders may have. Create opportunities for open dialogue, such as Q&A sessions
or anonymous surveys, where people can voice their concerns without fear of judgment. Show a
willingness to adjust when valid feedback arises.

Supporting Stakeholders After Change

Change fatigue is a common reaction to major organizational shifts. You and your teams may be
experiencing and exhibiting some of this fatigue as you reflect on the changes your organization has
just gone through. Supporting stakeholders emotionally means acknowledging their feelings and
providing resources to help them adapt:

e Create safe spaces for employees to share their experiences, such as feedback forums or
peer support groups. Consider viewing the Creating and Facilitating Peer Support Groups
from the Community Tool Box.

e Encourage managers to check in with their teams regularly, offering empathy and practical
support where needed. Not sure how to do this? Check the Employee Engagement:
A manager’s essential guide to holding regular check-ins playbook for some tips.

Even after a change is implemented, stakeholders often need time and guidance to fully integrate new
tools, processes, or responsibilities. To increase buy-in and reduce resistance, consider providing your
teams with the following:

e Training sessions tailored to address gaps in knowledge or skKills.
e On-demand resources, such as online modules, FAQs, or video tutorials.

e Opportunities for cross-training or mentorship to build confidence in the new environment.

And lastly, make feedback an ongoing process, not a one-time event. Regularly collect input to gauge
how stakeholders are adjusting to the change. Methods for gathering feedback include:

e Anonymous surveys to understand sentiments across the organization.

e Informal check-ins between team members and managers.

e Suggestion boxes or forums for continuous improvement ideas.
Act on the feedback to demonstrate that people’s input matters. For example, if a new system is
causing bottlenecks, work with teams to resolve the issues and update stakeholders on the progress.

It's easy for stakeholders to lose sight of the larger purpose of the change, especially if day-to-day
challenges dominate. Leaders must consistently reinforce the connection between the change and
the organization’s overarching goals, values, or mission. Share metrics that demonstrate progress
(e.g., increased customer satisfaction or faster project delivery times) and use storytelling to remind
stakeholders of the “why"” behind the change, such as customer success stories or positive outcomes
for employees.

ACTIVITY: Storytelling with Metrics

This exercise can help stakeholders understand and appreciate the impact of the change
experienced by combining data-driven insights with compelling real-world stories.

E} Use the Storytelling with Metrics Group Activity in Appendix A, on page 76.
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Common Pitfalls to Avoid

Change management is crucial for guiding organizations through transitions, but as you may have
already noticed, and experienced, change can often be riddled with challenges. While every change
initiative is unique, several common pitfalls can hinder success. By recognizing and addressing these
issues early on, you can improve the likelihood of a smooth, effective transition.

Consider information overload! Dumping too much information post-change can overwhelm
stakeholders, especially if it's overly technical or presented in jargon. Strive for clear, concise, and
actionable communication.

lgnoring Resistance or Skepticism. Not everyone will be on board with the change, even
after implementation. Dismissing skepticism can backfire, leading to resentment or disengagement.
Instead, actively engage with critics, listen to their concerns, and address them constructively.

Assuming Full Adoption. Just because the change has been implemented doesn't mean it's
been fully embraced. Adoption takes time, and organizations must monitor progress and adjust
where necessary. For instance, if a new system isn't being used to its full potential, further training
or incentives may be required.

Failing to Acknowledge Missteps. No change process is perfect. When challenges or missteps
occur, acknowledge them openly and outline how they will be addressed. Transparency builds trust
and reassures stakeholders that the organization is committed to continuous improvement.

ACTIVITY: Avoiding Common Pitfalls in Post-Change
Communication and Support Checklist

This checklist is designed to help you avoid common pitfalls when communicating and
supporting stakeholders after a change has been implemented. By ensuring each itemis
addressed, you can foster understanding, trust, and buy-in during the post-change period.

Use the Checklist for Avoiding Common Pitfalls in Post-Change Communication
and Support in Appendix A, on page 78.
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Sustaining Change

Throughout this workbook, we have tried to get you comfortable with the idea that change is
inevitable. There is no denying this. While it is inevitable, that doesn’t mean that change should be
rapid and constant. Ideally, a change will be well communicated and planned in a way that makes it
sustainable. Smart change plans will have contingencies built into them so that they can be adapted
to a variety of needs and circumstances. Assuming your change vyielded positive outcomes, you
should follow through with it for as long as it serves its purpose.

When new knowledge, changes in stakeholder needs or other driving facts necessitate change,
back to the drawing board you’ll go. For example, when there’s a change in material or human
resources, or a change in leadership. And when you do, be sure to consult this workbook to help
create new and meaningful change! But unless and until those things happen, you should strive
to make the most of whatever changes you have made. As you have now learned, change is an
involved process, and not one that should be entered into or abandoned lightly.

One academic research publication found, “Millions of dollars are spent in our communities each
year with little impact on the social conditions that continue to create problems for individuals and
families. Needs assessments are conducted, programs and services are envisioned, proposals are
funded, and interventions are delivered. Yet, the problems endure. In our view, the trouble is that
most human-service practice is designed to be ameliorative rather than transformative.”*

In other words, most changes within the human-services attempt to put band-aids on wounds
rather than to eliminate the conditions causing the wounds in the first place. Sustainable change
in the DS sector ought to prioritize eliminating barriers, and promoting social and cultural change
that creates new conditions for people who have a disability to live, work, and play. Changes that
promote the full inclusion of people who have a disability into their communities as the status quo
are changes worth investing in.

We thank you for taking this journey through change management with us. Congratulations! You
are now change leaders. We look forward to seeing the work you do as change leaders in your
communities.

We now invite to read about some changes happening in DS organizations across Ontario. We
hope these case studies demonstrate change in action, and that they help you to envision what
change management looks like in the real-world. Enjoy!
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By this point in the workbook, you should:

v/ Understand the importance of maintaining communication with
stakeholders throughout the change process

v/ Know how to communicate outcomes and impacts to stakeholders
at the conclusion of your change plan

v/ Understand how to support stakeholders as they adjust to the new
status quo

v/ Understand the importance of change that is well thought out,
informed and sustainable
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Case Study 1

/‘\ Innovative
% Community
Support Services

Change That Is DESIRED

Innovative Community Support Services (ICSS) is a non-profit
charitable organization located in Orleans, Ontario. ICSS is
committed to creating and providing families & individuals with
innovative, high-quality, and cost-effective community-based
programs and services that promote a strong sense of well-being
while positively contributing to their culturally diversified
community.

ICSS’s vision includes providing quality services and support to people with developmental
disabilities and their networks. ICSS works to achieve their mission is based on 10 Service Principles
as described in their website About ICSS. In general, the principles speak to the organization’s
commitment to upholding individuals’ rights, respecting their dignity and independence, and
focusing on individuals’ abilities, personal growth, and full community participation.

In April 2018, ICSS successfully secured a two-year Employment Modernization Fund (EMF) grant
to increase the focus on competitive employment within their existing programs for people who
have a developmental disability and move towards community-based supportive employment.

This case study examines the pathway ICSS mapped to develop and deliver an employment service
program for existing and new clients with complex support requirements.

Preparing for Change

ICCS prepared to embark on what this workbook classifies as desired change to reimagine
and improve current employment opportunities programs delivered under the Community
Participation Supports umbrella of Ministry of Children, Community and Social Services (MCCSS).
They contracted external consultants (ODEN) to work on engagement sessions that included staff,
leadership, clients, families, and other external contacts, to identify real and perceived strengths,
opportunities, capacity, and areas to develop in the process of modernization for the organization’s
employment support offerings.

The engagement process followed an established but flexible procedure: the organization (ICSS)
indicated a desire to transition from traditional day program activities of training and skill development
to practical community-based employment supports. Several stakeholder engagement sessions
were conducted to determine ICSS’s capacity and requirements as they shift to full commmunity
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participation. The process concludes with ODEN providing recommendations for next steps that
speak to their specific organization’s needs and help sustain employment service delivery.

f /A Analyzing Change

In April 2018, ICSS successfully secured a two-year Employment Modernization Fund (EMF) grant
to increase the focus on competitive employment within their existing programs for people who
have a developmental disability and move towards community-based supportive employment.
This new initiative was called Opportunities: Employment Support Program.

Through the process of applying for funding, ICSS determine the areas of work that would be
impacted by this funding. This evaluation became the basis and goals for the change they were
seeking to achieve through the EMF project. These included:

* Improving knowledge and training of ICSS staff on developing and determining an
individuals’ potential for competitive employment. This staff development would support
the transition from training and skills development programs to supported employment
within ICSS’s current Community Participation programs.

e Develop a program model that would address the range of employment supports needed
* To ensure employment inclusion for all people who have a disability.
* Create a framework for employment supports that considers:

* Zero exclusion and an individual person-centered approach,

* Understanding that everyone can be employed with the right job match and the
right support,

* Ensuring employers get the right employee and the job seekers gets the right job,

* Sharing resources and working collaboratively to enhance services based in the
community.

The new initiative, Opportunities: Employment Support Program, had three key objectives
to meet:

* Transition ICSS traditional day program supports to community-based supports with
competitive employment opportunities,

* Support 10-20 job seekers in this program,

* Provide competitive employment opportunities for people who have a developmental
disability in a workplace-based in the community.

/"\ Establishing Consensus

Intensive stakeholder consultations were conducted to better understand the steps
required to operationalize the transformational shift that ICSS was undertaking, from traditional
day programs to practical community-based employment services.

These engagement sessions had two areas of focus: (1) to identify the current state of readiness

to pursue a competitive employment program model and (2) the capacity of staff to transition into
full commmunity participation programming and service delivery for the job seekers they support.
To gather insight into the population served and their needs, a tour of the ICSS program facility
was conducted.
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The engagement sessions revealed that a uniform vision exists among ICSS’s staff, management,
and leadership with respect to the definition of community participation. This uniform vision meant
that ICSS was well-positioned to embark on this transformation of services, supported by clients
and families who already were asking for employment type service from the organization.

ICSS identified potential concerns and barriers including staffing shortages, funding streams,
waiting lists, and the large number of programs and services the organization currently offers,
which may impede the ability to deliver quality service in the realm of supported employment.
These concerns are also coupled with the potential barriers around revenue generation, attracting
new participants, and delivering quality services for businesses, a new area that has the potential
to sustain and grow the reputation of ICSS in their community.

Communicating Change

E A discovery process by ICSS identified strengths and potential opportunities and
examined exiting program structures. This work allowed future thinking on reallocation
of resources to sustaining programs well beyond the ending of EMF grants.

In all engagement sessions with stakeholders, the participants identified strengths within the
organization, including management and staff high degree of positive morale, and a desire to

grow the organization. Engagement sessions with external stakeholders also revealed that many
job seekers, the clients that ICSS works with, are currently employed, or have already had part-time
positions and experience working. This was information that not all ICSS staff were aware of and
was only discovered because of the stakeholder engagement sessions.

When asked, families confirmed that they were supportive of the goal for modernization for ICSS’s
Employment Supports Program. Job seekers were already asking for support from ICSS staff to
obtain paid job opportunities.

The process of building awareness for what ICSS wanted to achieve from the modernization of
employment services also uncovered some potential challenges. Challenges such inconsistent
scheduling due to staffing shortage, high turnover rate with part-time employees, lack of capacity
due to diverse programming and supports offered, and lack of program alignment with what
participants requested.

These strengths and potential challenges were analyzed in-depth during discussions with ODEN
staff and ICSS team members. Collaboratively these illustrated opportunities and potential threats
to this project.

[ Activating Change

As noted previously, ICSS and their stakeholders collectively confirmed a series of
opportunities to enhance community engagement and program delivery. These practices included
enhanced fee-for-service offerings, community programming resources, implementing person-
centered planning for new participants, individualized outcome measures, and support from the
Ontario Disability Employment Network (ODEN) via staff capacity and development through
training.

To kickstart ICSS’s commitment to enhance staff capacity and development, ICSS received JobPath
training facilitated by Diversity and Inclusion specialists fromm ODEN. JobPath is an award-winning
and internationally recognized curriculum used to help students who have a disability successfully
transition from school to work. JobPath is delivered in a series of workshops and provides youth
the opportunity to learn about themselves and interact in a group setting while preparing for
employment.
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The second step that ICSS undertook to promote learning, knowledge expansion, professional
development was to register 32 ICSS staff in the ODEN’s Employment Service Provider Training
administered by ODEN'’s Diversity & Inclusion Specialist in 2019.

The Employment Service Provider Training is designed specifically for organizations offering
employment services for people who have a disability. Each day has a critical focus to enhance
knowledge and learning. Day 1 focuses on building a foundation of understanding of employability.
Day 2 focuses on in-depth marketing and job development and Day 3 involves discussions about
the importance of job coaching, quality assurance, and customer satisfaction.

Findings from the post-survey administered following the ODEN Employment Service Provider
Training showed that 94% of ICSS members stated they could apply what they learned from the
training in their work. Participants also expressed that their top two takeaways were job coaching
skills and learning how to best support & engage job seekers and employers.

| really enjoyed the
training and learned a

lot and would like to
receive more training

| loved the training.
It was very interesting.
| would love to become
a job coach one day.

in the future. Thank you so much!

- ICSS Staff Member - ICSS Staff Member

Following the training received, ICSS regrouped and reflected on some of their core principles
which strive towards individual focus and personal growth. These principles align with
individualized pre-employment skills-building training for job seekers who do not have an
employment history and have served well as the foundation for that “pre-employment” program.

Pre-employment skills are soft skills needed for work transition, and these skills may include
“oathways” to manage stress and anxiety and increase self-confidence within oneself. ICSS staff
also provided tools and resources to job seekers to help alleviate stress and anxiety while
enhancing self-confidence at job interviews.

Another step that ICSS undertook to serve clients better as they enter the workplace was to
adopt the MentorAbility initiative. In October 2019, ICSS became a Service Provider Partner
for MentorAbility Ontario to amplify and raise awareness about meaningful employment and
disability-inclusive hiring.

MentorAbility is a nationally supported employment initiative that facilitates unigque, short-term
mentoring opportunities between employers and people who have a disability. It was agreed that
MentorAbility is a way to help job seekers and ICSS support staff with development during a period
of pre-employment activities known as career discovery and exploration. ICSS matched job seekers
to mentors from MentorAbility Ontario, and these matches helped with career guidance as job
seekers became protégés of the program.

Through MentorAbility, job seekers supported by ICSS have participated in events that included
businesspeople with experience in sales, owner-operators, early childhood educators, and animal
groomers. These opportunities instilled self-confidence in job seekers and provided a channel to
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discuss their passion and interests. Mentors talked about their roles and importance. ICSS tracked
opportunities for skills building for the job seekers they support.

@ Measuring Impact

Following the training and professional development that ICSS staff took, it was time to
engage more intentionally with a new stakeholder — the business community.

ICSS needed to reach out to the business community with a new message — focusing on raising
awareness and addressing the impact of disability-inclusive hiring. To this end, ICSS introduced
new branding: ICSS Employment Solutions, complete with a new logo — see figure 1.

To promote the message that inclusive hiring is a good business proposition, ICSS Employment
Solutions reached out to employers who actively hire job seekers who have a disability to provide
testimonials — business speaking to business is an impactful practice.

These businesses included Russell Foodland, Cross Fit Fortis, and Home Hardware. They all spoke
to how inclusive hiring drives success, innovation within their businesses while increasing retention.

ICSS has implemented several recommmendations addressed during the training sessions facilitated
by ODEN: they have created a social media presence to connect with employers (LinkedIn) and
job seekers (Facebook). Through these communication channels, ICSS is directly connecting all
stakeholders and creating opportunities to showcase inclusive businesses.

This type of digital engagement has also helped promote ICSS Employment Solutions’” work with
both jobPath and MentorAbility. Throughout their Facebook page, job seekers’ success stories are
showcased, building confidence for job seekers, mentors, and the community at large.

ICSS and their Employment Solutions staff continue to work towards putting into practice the
lessons obtained from their original project to transition traditional day program supports to
community-based supports with competitive employment opportunities.

Steps and initiatives that ICSS took in 2019-2020 have resulted in significant engagement with all
stakeholders as they create or refine programs to support more people who have a disability to
enter the workforce. A clear example of this level of engagement includes the number of participants
accessing MentorAbility in their first year of involvement. ICSS had 10 protégés accessing mentorship
relationships, a great number considering that ICSS were looking to have 10 to 20 job seekers
accessing their initiatives under the new Employment Support Program.

ICSS Employment Supports continues to move forward with initiatives that drive the business case
message that disability-inclusive hiring is a great business proposition.

Figure 1. ICSS Employment Solutions Logo

ICSS

Y EMPLOYMENT
SOLUTIONS
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Case Study 2

Care_er
Services

Change That Is DESIRED

When Cynthia Sparring took over the role of Executive Director
(ED) for Career Services of Brockville in 2018, she was a person
on a mission. With over 35 years of experience as an employment
services co-ordinator, Sparring was equipped with both wisdom
and insight about where employment services had been, where
it was, and where it needed to go.

The previous ED, from whom Sparring had learned so much, had a keen business mind. His
cost-consciousness ensured that Career Services of Brockville enjoyed longevity through a
successful business model. The former ED had built a reputation of consistency and reliability
for the organization. When Sparring assumed the ED role in 2018, she knew Career Services of
Brockville needed to evolve and embrace the transformation of the sector to be more reflective
of an inclusive community.

Over the past three years, Sparring has introduced a variety of cultural and programming changes
to the organization, the latest of which is a virtual reality-based initiative called VjobReady.

Virtual reality (VR) is mostly known as the realm of gamers. But now — in Ontario, at least — it’s
about to burst on the scene in the disability employment sector.*

From September 2021 through to March 2022, VR technology is going to be used to help 160
Ontario job seekers who have a disability get a feel for what it’s like to work in the food and
hospitality sector.

Sparring believes that VR will be a game-changer in the sector, literally and figuratively. She notes
that it is the gamification aspect of the VR technology that Careers Services of Brockville is using
that makes it so appealing. It incentivizes users to master skills, achieve milestones, and push
themselves beyond their comfort zones. Over time, that kind of engagement brings users up to

a competitive level of employability.

Launching VjobReady represented a big change for Career Services of Brockville. The story of
how that change was managed, and how VjobReady came to be, is detailed in this case study.
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Preparing for Change

When Cynthia Sparring assumed the role of executive director in 2018, that in and of itself
represented a big change for Career Services of Brockville. The former ED had been in the role
for over 40 years. Sparring was prepared to face that challenge head-on, and she came in with
a mission to motivate her staff to embrace change. Career Services saw the need for strategic
foresight to re-imagine its relationship with its participants, and the surrounding community.

Sparring challenged her staff to consider: What are we doing? Why are we doing it? What can or
should be changed so we can do better? Sparring admits that she came into the role of ED with
“guns blazing,” and that her staff didn’t always agree with her ideas. However, they trusted her
change-management style, and that made the process of introducing change easier.

As Career Services had been working hard for nearly a decade to facilitate community
employment for people who have a disability, Sparring’s foremost goal was to introduce changes
that would enhance pre-employment training, and job readiness.

Sparring says that she prepared to introduce change to Career Services of Brockville by looking for
opportunities within the organization. She desired to bring meaningful change to the organization,
and developing a meaningful change plan meant considering: What is the mission of our organization?
What resources are at our disposal to fulfill that mission? What are the constraints on our
organization that influence service delivery? At the nexus of those things, she found inspiration

and opportunity in the form of VR technology.

f /0 Analyzing Change

If there is a phrase to describe Sparring’s change-management style, it is “Spend the money, and
spend the time.” When you identify an opportunity for change, you must invest in it, for it to be
meaningful, and lasting. Sparring was aware of some VR technology on the market that showed
potential to be used in employment services. Career Services had experimented with Avail®, for
example. Though it wasn’t the right fit for the organization, it showed promise.

But promise is not perfection, and before buying into the idea of using VR in employment services
wholesale, Career Services needed to analyze its potential. One of the benefits of taking on
Change That Is Desired is that time is on your side. There is no external force demanding the
change be made swiftly.

On the tech side of things, to prepare for VjobReady, the organization invested $60,000 to trial
different VR technologies, and do research on VR. They needed empirical evidence to see whether
VR technology was a good fit for employment services. When trialing the technology and taking
into account risk mitigation, Career Services found that lots of groups of people who have a
disability benefited from the safe, and adaptable nature of the technology. Career Services also
partnered with a Queen’s University brain scientist to do a feasibility study on using VR technology
to support people who have a developmental disability.

On the change management side of things, Career Services hired external consultants to work with
their board, and all the staff. With the support of the consultants, the organization developed an
ambitious strategic plan that had three pillars, and eighteen specific goals, among which was the
development and launch of VjobReady. In Sparring’s words, their strategic plan was first a matter
of catching up to the times, and then getting ahead.

On the stakeholder side of things, Career Services engaged with local businesses and employees
to determine the areas in which people who have a disability need the most employment support.
When they discovered that customer service and point-of-sale skills needed a boost, Career
Services knew where their initial VR training should focus.
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AN\ Establishing Consensus
e 0

Some people are more comfortable with change than others. That is a fact. And some
people respond better to one change-management style over another. Sparring acknowledges
that her change-management style is ambitious; and that she expects her staff to come along for
the ride. However, that doesn’t mean she is insensitive to their needs and perspectives.

She suggests that change leaders learn to identify lenses. They should ask themselves: Where are
the people on my team coming from? Do they have a financial perspective? An ethical
perspective? An administrative/practical perspective? A creative perspective? These perspectives
need to be taken into account when creating a change plan, and when establishing consensus and
buy-in among your team.

Sparring realized it was important to build change slowly; to remain consistent; and to check-in so
that the team could trust the process and feel included. Her approach was that she didn’t want to
overwhelm her staff and stakeholders with change; but she also knew she had to be strict enough
to break people out of their comfort zones, and to reinforce the changes taking place.

One of the ways she worked to establish consensus among her team was by identifying the
innovators, early adopters, and those slower to change within the organization. It was a matter of
figuring out who falls where, and how to make everyone comfortable with and able to tackle the
changes taking place. Sparring made a point of checking in with her team throughout the change
process, and asking, “What do you need me to know? What am | missing? Tell me what | can do.”

In cases where she found her team still struggling to embrace change, she encouraged them to
always go back to the strategic plan. In fact, she asks that everyone keeps a copy of the plan in
their office. This, she says, means everyone has a guiding document to always keep Career Services
moving forward as an organization. Career Service’s motto is “We’re in business for the community.”
With this motto in mind, Sparring asks her staff, “Where in your job are you living out our mission?”
This, she believes, helps drive change within the organization.

Sparring recognized that initially, coommunication among teams within Career Services

happened more organically. She saw the need for more structure in communication and
information-sharing, especially between teams. There was the business side to consider, the
administrative side, the client side, and the employment side; and it seemed everyone was working
in silos. A communication network was what the team needed.

[; Communicating Change

Rather than management communicating change from the top down, Sparring recognized that
communication and information-sharing had to be a shared responsibility among the team. The
work of one team cross-pollinates with another; because of this, everyone needs to be respected
and kept in the loop.

Each team within the organization had a role in making VjobReady a reality. Open communication
among staff was integral to ensuring that everyone understood their role, and that they understood
the changes taking place.

[ Activating Change

Staff at Career Services are fans of SMART goals (Specific, Measurable, Attainable, Relevant,
and Timely). They appreciated structured plans laid out in a way that feels doable. This works
well with Sparring’s “just do it” attitude when it comes to change. Do it smart, yes, but get it done.
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Career Services’ approach to activating change is:

* Get inspired

® Present your idea to relevant stakeholders

* Find the time, money, and other resources you need to make your idea a reality
* Do your homework, consult research, and collect data and feedback

* Hire an external consultant who can help you see things at a high level, and engage
with them to develop a robust and realistic strategic plan

* Communicate with stakeholders throughout the process
* Give the change plan and the team helming it room to breathe, but keep on top it.

* Stay the course, and don’t abandon the plan if there are speed bumps. Have faith
in the plan, and in your team.

@ Measuring Impact

S Because Career Services invested in research early on in the change plan for VjobReady,
they knew that collecting data and measuring the impact of the technology once it was launched
was important. Not enough research and data exist on outcomes in human services. Therefore,
data collection and impact measurement are important not only to stakeholders within the
organization, but to everyone in the sector who can benefit from what a specific organization
learned through their experiences.

Before launching VjobReady, Career Services spent a year developing a database to track data
from the initiative. Human-Services are an art and a science. They require good instincts, people
skills, and experience; but they also require data to validate those human processes within an
organization. The beauty of collecting data from an initiative that relies heavily on technology is
that the technology itself is capable of tracking some of the data.

At the time of writing, VjobReady is just now poised to launch. Career Services can’t yet report
on the impact of this program on stakeholders. But one thing Sparring can say as her team
approaches the end of this change process is that she doesn’t like the phrase “continuous
improvement.” She says that makes it seem like things are never good enough. She suggests
taking what’s good and celebrating it. And once you’'ve had time to appreciate your
accomplishments, then take what needs work and turn it into a learning opportunity.
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Case Study 3

OCAPDD / AOCPDI
Open Hands

Change That Is REQUIRED

When the Ontario government announced in 2015 the gradual
closure of sheltered workshops and an end to segregated
employment for people who have a disability — effective in
2019 — the Ottawa-Carleton Association for Persons with
Developmental Disabilities (OCAPDD) knew this was a long
time coming.*

The process of transitioning the people they support out of segregated employment and into

full community employment was already under way at OCAPDD when the Ministry of Children,
Community and Social Services (MCCSS) announced its intention to mandate the closure of
sheltered workshops. In fact, OCAPDD had already transitioned most of its clients who have a
disability out of sheltered workshops, and into recreation and leisure programs. But a community-
based employment program remained elusive.

Following the announcement in 2015 that effective immediately, no new persons could be placed
into segregated employment, and that effective in 2019 all existing sheltered workshops must be
closed, the Ontario government introduced Bill 148. Among other things, Bill 148 required equal
pay for equal work for all Ontarians, including those who have a disability. This bill became the
Fair Wages, Better Workplaces Act, and came into effect in November 2017.* This meant that the
transition away from sheltered workshops to community employment was now a required change
for OCAPDD, and other developmental services (DS) organizations across Ontario.

Around the same time, MCCSS launched its Employment and Modernization Fund (EMF) to help
DS organizations throughout the province improve their employment services to Ontarians who
have a disability. OCAPDD was successful in obtaining funding from this initiative. This made it
feasible to make the required changes within the organization to end all employment that did not
pay at least minimum wage. It also made it possible to fulfill OCAPDD’s goal of further developing
their existing employment services program into something more robust.
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5: Preparing for Change

Judy Bernstein, Director of Supports and Services for OCAPDD, wanted to make one thing
clear when discussing the changes OCAPDD underwent in response to the Ministry’s requirement
to close sheltered workshops. “You have to take your time and engage all stakeholders. If
somebody is left behind, it hinders the progress.” She also emphasized how important it is to
consider the demographics of stakeholders. A one-size-fits-all approach to change wouldn’t suit
the people OCAPDD serves.

Having already transitioned most people who have a disability from sheltered workshops to
recreation and leisure programs, OCAPDD was well on its way to fulfilling a long-desired goal of
community employment for the people it serves. But it was the Ministry’s announcement that
sheltered workshops were to officially close, and the passage of Bill 148 that gave OCAPDD the
external pressure it needed to complete the process.

Rather than resist the impending required changes, Bernstein felt, “External pressure made things
easier.” Rather than thinking of these changes as an imposition, Bernstein and OCAPDD decided
to look at them as an opportunity. When preparing to tackle this change, Bernstein identified three
ingredients needed to complete the transition from segregated work to a community-based
employment program: motivation from the Ministry, buy-in from staff within the organization,

and funding to facilitate the change.

The motivation from the Ministry was there. Soon after, OCAPPD secured funding to transition
their services. Now it was just a matter of getting stakeholders of the organization onside with
the changes.

f /\ Analyzing Change

Change worth doing is worth doing right. Before she could convince her staff of the validity
of undergoing a major change to services, Bernstein needed to ensure that she and OCAPDD
understood the best way to approach their change journey.

She explained that when you’re going to start a big change, it’s nice to have some outsiders with
fresh perspectives to advise on the change process. Not only do you need specific expertise to
validate the process, but you need to reassure your stakeholders that the changes coming are
not just the whims of management being “a pain in the butt.” Change needs to be a carefully
considered journey, with people invested in its outcomes. You need a community of people
helping you to understand the need for change, and how best to approach it.

In the early stages of the change process, OCAPDD engaged with Helen Sanderson Associates
(HSA) Canada. HSA Canada is a training and consultancy firm dedicated to working with
organizations, to develop person-centred supports. OCAPDD also worked with ODEN and
received feedback, support and training on what is needed to develop and run a successful
employment program for people who have a disability. Using funding from the EMF, OCAPDD was
also able to hire two full time staff members to help with the transition to community employment.

AN\ Establishing Consensus

Bernstein knew that establishing consensus among OCAPDD stakeholders about the
impending changes would be challenging. From staff who had worked in developmental services
for years; to people being supported, to their families, to employers; OCAPPD had a lot of people
to convince about the changes that were underway.

Communication throughout the change process was key, and Bernstein approached this several
ways. First, communication with stakeholders through OCAPDD’s newsletters kept everyone in the
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loop and regularly updated about the changes taking place at OCAPPD. Bernstein noticed that
people being supported by OCAPDD were earlier to embrace the changes underway than were
some of their family members, and the staff at OCAPPD. The shift to community employment was
going to have the biggest effect on their lives, but still others were more resistant to the changes.

Bernstein used an existing presentation, developed by a colleague for staff titled The Purpose of
our Work, which outlined the history of social services organizations, and highlighted the evolution
of services over time. She felt it was important to remind her staff what their purpose was as a
developmental services organization, and to highlight for them the value of continuous
improvement and modernization.

Bernstein also relied on support from outside of the organization, such as that received from HSA
Canada and ODEN, to educate stakeholders on the purpose and value of the changes taking place;
and to prepare them for the new status quo.

Finally, Bernstein also engaged in one-on-one conversations with each supported person affected
by these changes. This information was then presented to her staff. At the same time staff were
given the opportunity to express their concerns. She says she was sensitive to the feelings of her
staff, and mindful of the impact of change on stakeholders, but that she did not cater to the fear.
She chose to embrace the changes at hand and forged ahead, encouraging staff and stakeholders
to trust the process, and come along for the ride.

Communicating Change

C Communicating change, and establishing consensus among staff and with certain

stakeholders, was challenging enough. But when it came to communicating change to
the most important stakeholders in the equation, people who have a disability, Bernstein
recognized that OCAPDD needed to be especially mindful of this part of the process. As she
explained, the people OCAPDD serves have an unfortunate history of being under the control of
others. Many people who have a disability are used to their lives being dictated by the institutions
that serve them. Bernstein needed to find a way to communicate the impending changes to these
stakeholders in a way that they felt comfortable to speak their truth, and to stand up for their
needs.

When it came to communicating changes to stakeholders who have a disability, OCAPDD included
self-advocacy in its message. Bernstein ensured that the consultants she hired took the time to
liaise with people being served and their families. This was so OCAPPD could understand and
incorporate their needs and wants into the new employment services plan. As important as it

was for OCAPPD to communicate and be transparent about the changes taking place within

the organization, it was equally important that people being served felt able to share their true
thoughts and feelings on the changes at hand. This meant an education in self-advocacy, and
support in learning how to communicate their needs independently, and free from fear of
recrimination.

Throughout the process of transitioning to community employment, OCAPDD sent regular emails
to stakeholders; held information sessions; and provided updates to its employees, the people it
serves and their families, the board of directors, and the Ministry. Bernstein also highlighted that
one of the best ways to communicate change is not through words, but through demonstration.
OCAPDD held an official opening of their new employment services centre, and Bernstein feels
that showing off the physical metamorphosis of the former day-program-site-turned-employment-
centre had a positive effect on the mindset of stakeholders. The shift from a drab, institutional-
looking space to a modern, inclusive environment visually communicated to stakeholders the
significance of the changes taking place.
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I\ Activating Change

The challenge of carrying out change that is required is that you must do it, but the path
forward to accomplishing it is sometimes unclear. The Ministry gave the directive that informed the
changes taking place at OCAPDD, the EMF provided the financial resources and the structure to
carrying out the change process. The process of applying for EMF funding pushed OCAPDD to
establish specific objectives and outcomes. The application process gave clear purpose and
structure to the changes being made at OCAPDD, and earning the funding furnished the
framework and resources to carry out the mission.

Still, carrying out the change was not always easy. Bernstein admits that there was a lot of trial and
error going through the process of change. She explains that she and her team used their
experience and instincts to develop their change plan, but thinks a change-management process
template or guidebook such as this one would have been helpful. There were times when aspects
of the EMF project had to be dismantled; however, OCAPDD didn’'t have a lot of time for reflection.
They needed to capitalize on their momentum. As important as communication was to OCAPDD
at the beginning of their change process, Bernstein notes that at a certain point you have stop
talking about doing the work, and actually just do the work.

Recruiting two staff members to devote themselves exclusively to the EMF project and establishing
OCAPDD’s employment services program, helped in this regard. As for how she chose who to
move into these roles, Bernstein chose people from within the organization who were well-liked,
but “not political”. They were person-directed in their thinking, and they embraced the concept of
change. OCAPDD helped these people grow in their roles through coaching and teaching. With
their newly acquired expertise, they were able to complete many individual, person-directed plans
for the new employment services program.

When it comes to carrying out major change initiatives, Bernstein notes that it’s all about creativity,
and capitalizing on resources. She says that it’s important for an organization to consider what
resources it has, and for the organization to ask “How can | use what | already have (e.g., Can
anything be repurposed)?” and “What additional resources do | need?”. From there, Bernstein says,
it’s about finding opportunities and efficiencies.

Measuring Impact

S When it came to measuring the impact of the changes taking place, Bernstein credits the
EMF for guiding a lot of this. Having to be accountable to funders was a motivating factor for
staying on top of impact measurement. OCAPDD tracked outcomes and impact through monthly
reports on the EMF project itself, individual employment plans, and reporting on employment
outcomes. Bernstein explains that “When | looked back on the reported outcomes, | saw the
progress. It was a good feeling, and a helpful indicator of how to forge ahead.”

Since completing its EMF project, OCAPDD has continued to monitor things like who is employed;
who is making minimum wage; who has achieved higher wages; and what types of jobs people are
securing. Monitoring these outcomes ensures that OCAPDD is keeping its finger on the pulse of
the sector, and that it can continue to refine services to continually generate better outcomes.

Though the transition from a segregated to a community employment program is complete, and
the EMF funding has ended, when asked how OCAPPD concluded its change process Bernstein
replied, “There isn’t an end.” She explains that you wrap up certain processes, and hit certain
benchmarks. But if you are committed to providing the best services you can, then change never
ends. It is a cycle of continuous improvement. OCAPDD'’s current focus is on building and
strengthening relationships within the organization, and throughout the community to achieve
better outcomes for all.
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Case Study 4

Change That Is COMPELLED

When Life Directions Employment Supports first understood
the long-term impact that the COVID-19 pandemic would have
on all of us, they foresaw an inevitable change coming — a
digital transformation they would need to undertake to serve
their clients better. This proved to be a change that was not
only compelled but also desired.

Digital transformation has been defined as the “process of adopting and implementing digita/
technology to create new or modify existing services and operations by the means of translating
business processes into a digital format.”*® For small organizations, the idea of undergoing a digital
transformation can be a challenging proposition as their capacities (organizational, HR, technical)
are often limited. Often, these organizations focus on day-to-day operations such as administrative
duties and direct service delivery. For some, a digital transformation would mean significantly
changing how they have been operating, which might seem too overwhelming. Life Directions, a
small, rural employment service provider located in South-East Grey County, has managed their
digital transformation well thanks to their understanding that the right mindset, tools, and skills
were all critical elements to success.

Life Directions has a long history in the community and has been through several significant
changes in the last decade; a journey to operating as a high-performing agency providing
comprehensive employment services to their rural community. While the team has implemented
different initiatives and strategies for the number of transformations they have experienced, they
have maintained one fundamental soft skill throughout the process-resiliency. Resiliency has
proven to be a positive driver for change for this employment service provider because it has
helped the team embrace and be ready for change.

~] Preparing for Change

Like many employment service providers operating in rural communities, Life Directions
started as a small agency with limited resources and capacity. Over the last decade, Life Directions
has significantly grown from one staff person to a team of six. The COVID-19 pandemic made it
clear to the team that they needed to embrace delivering services online, and this was the catalyst
to start a digital transformation for all aspects of their operation.

v
v
v
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While a digital transformation is a change in itself, it can also be seen as a way to process and adapt
to larger organizational change. For Life Directions, the digital transformation was a tool to navigate
the many changes due to the pandemic. The digital transformation was a “Change That Is
Compelled”. But as they were implementing more digital technology, this transformation also
became “Change That Is Desired” as Life Directions recognized the need for a digital format for
their business to improve their organizational efficiency—the digital transformation allowed them

to diversify their service delivery models, enhance their intake procedures, and streamline their
documentation and reporting processes.

Employment Coordinator, Cristin O’Sullivan, has been a key person through all the changes and
transformations in Life Directions; during the interviews to create this case study, she shared with
ODEN the hardships as well as the excitement that going through the process of transformation
brought to her and her team. As someone who never received formal project management and
administration training, Cristin experienced imposter syndrome as these organizational changes
took place. However, she acknowledged that one key soft skill has helped her to navigate these
transformations—resiliency.

Resiliency has proven to be a positive driver for change for this employment service provider
because it has helped the team embrace and be ready for change. For Ms. O’Sullivan, resiliency
keeps her spirit of “learning and doing” well as the change takes place. When she had to manage
the first steps of organizational transformation, Ms. O’Sullivan was worried about whether and how
she would do the job. However, she did not give up despite all the worries and uncertainty. Ms.
O’Sullivan embraced her entrepreneurial spirit and learned a lot by navigating the changes through
calculated “trial and error” ways.

f /7 Analyzing Change

Organizational change and the process of managing the change require a change in mindset—Life
Directions was open to that. Ms. O’Sullivan established a solid foundation for digital transformation
by first welcoming the change despite the uncertainty. She analyzed what this digital transformation
would mean by envisioning the potential impacts and outcomes of the transformation. By asking
questions like “What advantages would this digital transformation bring to the clients we serve?
How would this change impact the team? and, how would the change benefit the community at
large?” by evaluating these questions, Ms. O’Sullivan envisioned what would be the main priorities
of the transformation.

Like many smaller organizations, Life Directions used Excel spreadsheets and paper documentation
to operate their services before the pandemic. As the COVID-19 pandemic progressed, Life
Directions realized the need for changes in its model of service delivery and documentation to
continue serving the community and fulfill the physical distance requirements. They decided to
develop an online portal on their website, which could be used for intake, documentation, and
service delivery.

Although Ms. O’Sullivan took the lead for this digital transformation and envisioned how the
transformation could benefit the organization and the people it serves, she acknowledged that she
did not have the technical skills to build and maintain the online portal. This realization resulted in
hiring a Digital Operation Specialist to streamline and manage the transformation.

AN\ Establishing Consensus

In smaller organizations, the process of establishing consensus can be more responsive
and flexible as fewer stakeholders are involved in the process. Obtaining buy-in from everyone on
the team is essential for the successful outcome of the change process.
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For Life Directions, establishing consensus involved fostering a positive environment for the team
and the community they serve. To the team, the process of establishing consensus for this digital
transformation was tied to the process of building resiliency and nurturing an entrepreneurship
spirit for everyone—that is, people were growing and developing their skills using a rationalized and
measured “trial and error” process and supporting each other in the process. No team member or
client was left behind.

Communicating Change

Part 2 of Re-Imagining Change mentions that being an effective changemaker takes

time.* During the digital transformation, the team at Life Directions was patient and
dedicated the time to planning and communicating the changes within the communities they
worked in and their stakeholders. These stakeholders included staff, clients and their families,
and the businesses Life Directions worked with when placing jobseekers.

As they were changing to more digital communications, Life Directions realized that their website
needed changes to make the content, and their services, more accessible. Rather than shy away
from the challenge, they leaned on their local network and social media platforms to continue
outreach and engagement activities while working on their website. They acknowledged that the
digital transformation would take time and that skills missing in the team needed to be brought
in-house. They willingly communicated with all stakeholders about these challenges to confirm that
their services would still be available despite the transformation. They communicated step-by-step
through the transformation and continued to support their communities while working through

the change.

Through and because of this digital transformation, Life Directions developed a strong online
presence within local business networks, enhancing their business engagement skills. They were
proactive and communicated fully to the business community; they wanted the process to be
smooth for the employers they worked with, making sure that they could still reach jobseekers
when in-person businesses were “restricted”. This open communication enhanced the relationships
with these businesses—Life Directions remained responsive to their needs.

| Activating Change

Hiring a Digital Operation Specialist for the digital transformation was critical for the work
that Life Directions was embarking. The Digital Operation Specialist successfully built an online
portal that clients were able to access easily. This online portal has become an integral part of Life
Directions’ operation. Clients can log into the portal and register to access services; the online
portal has given them a level of autonomy. The online portal has also enhanced the intake process
and reduced administrative work as most information is stored online rather than on “someone’s
desk”. Instead of duplicating files and reports for different funding sources, every piece of
information can be easily accessed online. Such digital transformation enhanced Life Directions’
organizational efficiency, especially its administrative operation.

With a digital presence, they could accommodate program participants during the COVID-19
pandemic; for example, they offered programs such as the award-winning jobPath workshop,

a curriculum-based employment services module, in a virtual setting. With this virtual change in
the service delivery model, Life Directions accessed clients who experience physical or mobility
barriers—a population that has not been reached in the past. The change increased the
accessibility of their services to many in the community.

# ODEN PAGE 48



RE-IMAGINING CHANGE

Measuring Change

N The successful digital transformation continues to serve the organization more so during
Ontario’s Employment Service Transformation. The online portal provides Life Direction with a
better storage and filing system to prevent duplication and confusion. Life Directions can focus on
addressing all the additional changes expected as a result of the Employment Service
Transformation.

To date, Life Directions staff have served more than 100 clients from the community with over
90% of the jobseekers reporting enhanced employability skills and over 70% successfully obtaining
employment. In addition, they have also connected to more than 72 businesses as part of their
enhanced social media business engagement. Although there is no way to determine a direct
relationship between the digital transformation and Life Directions’ program outcomes, the digital
transformation has certainly enhanced their organizational capacity, positively impacting their
program and service delivery and employment outcomes.

The case study for Life Directions Employment Supports shows that positive results happen
when change is managed and planned well along the way. Even when an organization has limited
resources because of funding, location (rural vs urban), or minimal human capital, taking your
time to prepare, analyze, and communicate the change could result in effective and sustainable
organizational outcomes.

This case study has captured Life Directions’ digital transformation as a result of the COVID-19
pandemic. Review other aspects of the organizational change that Life Directions Employment
Supports has experienced in the last decade. Visit “ODEN Case Studies Compilation” at
odenetwork.com for a longer version of the case studly.
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Case Study 5

Yoo
KWhabilitation

Change That Is COMPELLED

KW Habilitation is a developmental services (DS) organization
serving Kitchener-Waterloo, and surrounding communities.
Their portfolio of services includes Community and Employment
Supports, Inclusive Housing and Affordable Housing, and Early
Learning Child and Family Resources for children who have a
disability in licensed childcare programs. When the COVID-19
pandemic arrived in Ontario in March 2020, DS organizations
across the province were forced to quickly adapt their methods
of service delivery to ensure minimal disruption to the lives of
the people they support.

Like most organizations during the earliest days of the pandemic, KW Habilitation was initially
focused on how best to manage “for now”. However, soon it became clear that the pandemic was
going to be longer and harder to manage than originally thought. It was then that KW Habilitation
began developing a multifaceted approach to service delivery, one that prioritized continuation of
services, service guality, mental health, and physical safety. After nearly two years of providing
services during the pandemic, Ontario Disability Employment Network (ODEN) spoke to KW
Habilitation about how they developed their COVID-19 service strategy, and about how that
strategy evolved as circumstances and needs dictated

Preparing for Change

When COVID-19 first impacted Ontario, outcomes were uncertain, but directives were clear:
Where and however possible, limit physical contact among people. With no precedent or provincial
plan yet in place, individuals, employers, institutions, and organizations had to determine for
themselves what that looked like. KW Habilitation was determined to embrace a positive mindset
and maintain connections with their community, while promoting safety and reducing fear around
the pandemic.

e
111

People living in inclusive housing through KW Habilitation remained houses, but were required

to follow strict COVID-19 safety protocols, as mandated by MCCSS and Public Health. Protocols
included but were not limited to the use of personal protective equipment (PPE), limiting visitors
to the residences, and being strategic about which staff and residents were out in the community
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to do practical business such as grocery shopping. Like all people being supported by KW
Habilitation, those in inclusive housing were educated about additional safety measures such as
frequent hand washing and physical distancing, so that they could work to protect themselves.

f /7 Analyzing Change

In terms of some of KW Habilitation’s offerings, programs such as community inclusion activities,
independent living, cooking and baking, and tutoring were temporarily suspended to reduce
physical contact between members of their community. In the short-term, KW Habilitation knew
that protecting the safety of staff and people supported was more important than gathering
in-person. They could not offer these programs traditionally, and they had not yet developed
ways of delivering them alternatively. That would come later.

While people being supported could do temporarily without the specific curriculum and activities
included in KW Habilitation’s day programs, they could not do without the connection and sense
of community that attending these programs provides. Following the mandated suspension of
traditional day programs, the agency needed to figure out how to keep people connected to

KW Habilitation. The purpose of this was two-fold. First, KW Habilitation knew their day programs
were important to the lives of the people they support. Should they become disengaged with the
organization, they may not resume attending programming when it was feasible to do so. Second
and more importantly, KW Habilitation knew that maintaining mental health would be key to
enduring the pandemic. KW Habilitation worked to ensure that people receiving services remained
connected to the community, even if they were not being supported in traditional ways. This was
accomplished through regular engagement via phone calls and wellness checks to people being
supported and their families.

People receiving services were offered opportunities to meet online for social connection, and for
things like mindfulness exercises and wellness check-ins. Initially a stopgap measure, these online
gatherings were a precursor of what was to become a cornerstone of pandemic programs—
resuming services by delivering them virtually. But in the earliest days of the pandemic, KW
Habilitation was just beginning to explore the possibilities technology held for the organization.
Even then, they recognized that virtual connection can only accomplish so much.

Things like virtual affirmations and mindfulness apps were important, but so were food deliveries,
and physically distanced visits from KW Habilitation staff with treats and words of encouragement.
KW Habilitation saw these various forms of checking in as ways of reassuring the community that,
“We're still here. We've got your back.” Their outlook was that they were working as a community
to protect and support each other, even if things looked different than they once were. People
being supported and KW Habilitation staff alike needed to feel appreciated. They needed to have
some routine and purpose, and to not be left behind

AN\ Establishing Consensus

Planning around a pandemic was not easy. With provincial guidelines changing
seemingly from week to week, it was difficult to know what could be done, and how it should be
done. Physical safety and mental health remained priorities for KW Habilitation throughout the
pandemic. However, as the pandemic dragged on continuation of services and service quality
needed to be prioritized as well. No one could predict how long the pandemic would continue,
and KW Habilitation community memlbers could no longer be left in limbo. They needed to
resume typical activities, even if that meant resuming them in non-traditional ways.

It soon became clear that technology was going to play a large role in services delivered during
the pandemic. Therefore, it was essential that people receiving services had access to the required
technology. Some people receiving services had tablets and smartphones of their own which they
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could use to access services. Others needed assistance acquiring such devices. KW Habilitation
received a small stock of tablets through Autism Speaks’ Samsung Tablet Program, which they
were able to lend to people who needed them. Some people receiving services had Passport
Funding, which they could apply to purchasing technology. Those in inclusive housing were able to
share technology when it was in short supply, as they lived in a pandemic “bubble” which allowed
them to safely share resources. The sharing of resources among those in inclusive housing
encouraged socialization and shared learning, a positive outcome from a difficult situation.

In addition to reducing barriers to acquiring technology, KW Habilitation worked to reduce barriers
to using technology. In cases where internet was unreliable or unaffordable, staff made sure that
their clients’ devices had data built in, so internet access was not a barrier. Sessions in tech use and
digital literacy were developed to support people using technology. Operating devices, navigating
video conferencing platforms, and learning cyber safety and virtual etiguette were among the most
essential skills practiced.

Some anxiety and intimidation existed initially about using technology to provide services. Staff
wondered if they had the knowledge and capacity to use it properly. They worried over whether
tech was accessible and safe for people receiving services. KW Habilitation struggled to imagine
what predominantly tech-based programs would look like, and they wondered whether it could
reasonably facilitate the types of services they offer.

Communicating Change

[; Before long, KW Habilitation staff observed that some programs were well-suited to

virtual learning and learning fromm home. For example, aspects of their independent living
programs such as their cooking and baking programs ran more smoothly when people receiving
services were learning and practicing these skills in their home environments. The added step of
transferring skills learned on-site at KW Habilitation to their home environment was eliminated.
Without the benefit of in-person support, participants had to troubleshoot on their own, thus
increasing their capacity for independence and problem-solving.

Although there was a learning curve navigating virtual platforms to access services, even this was
as much a boon as a barrier. Receiving services virtually required participants to increase their
digital literacy. KW Habilitation had been working to increase the organization’s tech capacity prior
to the pandemic. They were valued partners on a tech-focused pilot project leading up to the
pandemic. The pandemic reinforced the learnings from that project, and further motivated staff

to increase their tech skills to provide the most relevant, accessible services.

I\ Activating Change

Employment services were among the most challenging to navigate throughout the
pandemic. The changing world of work due to the pandemic meant that both the service delivery
method and the content of employment services needed to evolve. During this time, employment
and related services meant different things to different people. For some people receiving services,
they needed support to continue doing their jobs safely with respect to emerging COVID safety
protocols. For others, they needed support securing employment insurance (El) to have a financial
safety net when it did not feel safe, or it was not possible for them to continue working under
COVID. For those preparing to enter the workforce, they accessed employment programs such
as LEG Up!, an employment and skill-building program for people who have a developmental
disability, and KW Career Compass, a portfolio of employment services for people who experience
barriers to employment, including LEG Up! To Work—virtually.

As the pandemic wore on, how these services were offered evolved. For example, LEG Up! started
out as a binder-based curriculum from which KW Habilitation staff would develop their lessons.
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Prior to COVID, LEG Up! was run as an in-class workshop, with a facilitator and 6-10 people. It was
a two-hour class. When switched to online, the class was offered in one-hour virtual sessions with
one facilitator and up to 15 people.

The journey from in-person to classes to virtually facilitated sessions began with translating the
curriculum into PowerPoint slides that could be shared over a virtual meeting platform. Over time,
instructors saw an opportunity to create a more professional, engaging set of resources to deliver
their employment programs. They began using the graphic design platform Canva to support
their training.

Using technology to support virtual offerings also meant that KW Habilitation could open the
program to participants outside the Waterloo Region, with hundreds of people registering to
access them. For example, when LEG Up! ran in July 2020, KW Habilitation had 141 registrations.
In the same month in 2021, the agency had 358 registrations. Comparing the registrations overall
for the years 2020 and 2021, in 2020 there were 926 registrations for LEG Up! programs. By
contrast, there were 1362 registrations in 2021. This shift has meant a need to build capacity,
resulting in KW Habilitation hiring one additional full-time member to their thriving LEG Up!
program. The LEG Up! team is now three people strong.

Measuring Impact

N As their virtual programs evolved, service providers noticed some additional benefits to
virtual service delivery. People receiving services had different levels of experience and comfort
with technology, and those who were more comfortable with the technology would offer peer
support to others navigating the platforms. In this way, their employment programs became about
more than just employment. They became spaces fostering digital literacy, peer mentorship, and
increased independence.

Depending on the needs and goals of the person receiving services, sometimes 1.1 coaching and
support was more appropriate. The loss of an in-person classroom setting for some was challenging,
and the virtual platform was not always able to replicate the value they found when receiving
services in-person. That said, this was a good reminder that the best services are person-centered.
The social value of learning with one’s peers is important, but so are services tailored to the
individual interests, goals, and needs of a person. 1:1 phone or web meetings easily facilitated

such person-centered services.

Overall, not only did technology allow KW Habilitation to maintain services for people who
depended on them; it also allowed them to reach people outside the region. Technology provided
an opportunity to build capacity to deliver quality services, such as onboarding additional staff to
serve their growing list of participants.

One of the main takeaways from this challenging journey providing employments services is that
constant and continuous employment is not the only goal. The value of work includes having an
income, using one’s skills and talents, experiencing independence, developing social relationships,
and being a part of the community. KW Habilitation learned they could foster these experiences
outside of traditional employment, and traditional employment programs. Specific, extenuating
circumstances dictate whether preparing for work, securing employment, remaining employed,
or temporarily opting out of employment are the best fits for the person receiving services. The
unigue situation created by COVID changed the way the world thinks of work, in many ways to
the benefit of all current and prospective workers, regardless of ability.
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The COVID-19 pandemic disrupted nearly every aspect of individual and community life. That said,
these disruptions presented an opportunity for learning and evolving. Below is a list of some of the
key learnings and takeaways from KW Habilitation’s experience modifying services due to
COVID-19:

e Consistent communication with people receiving services and staff is first and foremost.
People need to know that they are being supported, and how they are being supported,
no matter what.

* Honesty and transparency about processes are key. Navigating the pandemic was
challenging for everyone. It was a learning process, and it involved trial and error.
A “how can we...” attitude was instrumental for persevering and succeeding. Being
open about the realities and challenges was important for community-building.

* Flexibility, patience, and grace are essential to quality service delivery. Even in non-pandemic
times, providing and receiving social services can be challenging. Staff and people receiving
services alike benefit from flexibility and compassion.

* Further, flexibility can foster creativity. Thinking outside of the box when providing services
can create accessibility and opportunity.

* For example, the need to pivot to virtual services increased access and engagement
for some people receiving services, such as those living in rural communities, or those
experiencing transportation barriers.

Feelings of uncertainty, instability, or overwhelm do not just apply to COVID. Learning to deal with
adversity, and to problem solve are essential skills for everyone involved in developmental services.
These skills should be reinforced in the sector.
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Case Study 6

2%
COMMUNITY LIVING =

Essex County \‘

Inspiring Possibilities

Change That Is COMPELLED

When the COVID-19 pandemic hit in March 2020, the staff of
Community Living Essex County (CLEC) first reacted the way
you might expect: with fear and uncertainty. Fear about the
dangers of the pandemic itself, and uncertainty about the
changes inevitably wrought on developmental services
because of the pandemic. Change that is compelled has this
effect on people, particularly when the thing compelling
change is unprecedented and potentially dangerous.

But in the spirit of making lemonade out of lemons, CLEC realized that as hard as it was for the
organization and the people its serves to weather the service disruptions of the pandemic, it also
presented an opportunity to rethink the way CLEC delivers its services. The pace in developmental
services is fast. There is little downtime to devote to innovation, or contemplate next steps. But
when COVID-19 necessitated modification of some services, and a temporary cessation of others,
Executive Director Karen Bolger and Director of Community Living Operations Corey Dalgleish
identified an opportunity.

CLEC had been working on a plan to restructure the organization around this question: How can
we create a service model that is more responsive to the individual needs of people who have a

disability? Before such a major reorganization of services might have been too time-consuming,
and too disruptive to services already underway. But the unique circumstances of the pandemic
provided a window of time and opportunity to drive change.

CLEC first had to figure out how it was going to modify the services it could still deliver in
ways that were safe and respecting of COVID-19 guidelines. Next, it had to determine what
the remainder of its services would look like when full operations could resume.

In discussing CLEC’s approach to change management during the pandemic, Corey Dalgleish
realized that CLEC’s two major strengths as an organization are that they are not afraid of change,
and that they are good at putting ego aside. As Dalgleish sees it, CLEC is skilled at providing the
structure and finding the resources to create change. But CLEC knows that they must use their
capacity for change to serve the interests of a whole range of stakeholders, partners, and
perspectives. This attitude has made it possible for CLEC to turn a compelled change into

a learning and growing opportunity.
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v—| Preparing for Change

The thing about Change that is Compelled is that you can’t prepare for it, not really. CLEC
had a pandemic planning policy already in place. But the likelihood of ever relying on that policy
seemed so remote that no one really considered what that might look like in practice. Compared
to Change that is Desired and Change that is Required, the preparation stage for Change that is
Compelled looks very different.

When the first COVID-19 related lockdown began in March of 2020, Dalgleish says that CLEC
immediately went into crisis-management mode. Senior leadership banded together with union
representatives to create an emergency response that best protected employee safety and the
safety of people supported, while considering what it would take for the organization to survive
the crisis. Within a week or so of its initial closure, CLEC put together a Pandemic Planning
Response Team; established a Support Continuity Working Group; and developed a strong
relationship with their local health unit to advise them on best practices for health and safety.

With neither a precedent nor a manual for how to deal with this challenging new reality, CLEC
decided they needed to develop some guiding principles to navigate the ever-changing tides of
the pandemic. They prioritized the safety of staff and people receiving services first and foremost,
followed by the continuity of residential services. Clear and open communication with stakeholders
about the realities and effects of the pandemic on services was also paramount. Realistically,
employment services were a low priority in the early days of the pandemic. Many workplaces were
closed; and mass temporary unemployment was the reality for many Ontarians, not just those who
have a disability.

Dalgleish has half a decade of change-management experience under his belt, and he did his best
to apply the principles he knew that work well, to CLEC’s pandemic response. He admits, however,
that due to the unpredictable and ever-changing nature of the pandemic, there was a lot of
responding and adapting on the fly in the early days of COVID-19.

f /\ Analyzing Change

Since COVID-19 demanded that traditional services halt and changes be made, CLEC used this as
an opportunity to reflect on and analyze what kinds of changes would best serve the organization
in the long-run. CLEC began considering: What is our current capacity? How can we expand our
capacity? What do we need as an organization to survive now, and thrive later? What do the
people we support need from us to get through this, and how can we make up for lost time when
all of this is over? What resources do we currently have to serve our stakeholders? How do we
equitably distribute the base budget to give people the services they need and want? What other
revenue streams are available to support us in retailoring our services to be more individualized
and responsive to stakeholder needs in the future?

CLEC has been on a trajectory of change for years. Identifying the organization’s vulnerabilities;
and figuring out how to make it and the services it provides stronger, more adaptable and more
responsive to people’s needs, in some ways felt like a natural next step. Undoubtedly, the stoppage
of some services has been hard for the people CLEC supports. That is why CLEC has been
particularly keen to brainstorm ways to develop new and better services. Whatever losses have
been incurred due to the temporary of closure of services, CLEC is determined will be made up

in gains made by developing a better model of service delivery post-pandemic.™
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AN\ Establishing Consensus

If there is a silver lining to something like COVID-19, it is that it teaches you how resilient
you are, and it prepares you to face challenges head on. Change can be overwhelming. But the
pandemic has forced change on such a large scale that the prospect of change is becoming, if not
more comfortable, at least more natural.

Next to “social distancing,” “the new normal” has got to be one of the most-uttered phrases of
the pandemic. In its early days, people were desperate for the pandemic to end, and to return to
“normal.” But as the pandemic has dragged on, it has highlighted how much of what we took to
be “normal” as being outdated and ineffective. COVID-19 has underscored that the status quo is
simply the ways things have traditionally been done; not necessarily the best way of doing things.

Dalgleish understands that after nearly two years of life in upheaval, some people are craving the
familiar, the comfortable. He understands there will be people who will resist the new model of
service delivery CLEC is developing. But come what may post-pandemic, CLEC is committed to
evolving. And they are doing their utmost to invite staff and stakeholders on their journey of change.

In anticipation of the changes in store for the organization, CLEC has established relevant working
groups. These have been engaged in discussions, training and consulting to prepare for the “new
normal” ahead.

Communicating Change

E Communicating to stakeholders throughout a major change is key. Never has this been
more evident than when communicating changes that occur practically on a weekly

basis. New information, changing statistics, access to vaccines and political persuasions have

made responses to COVID unpredictable, and everchanging. What is deemed best or necessary

to address the pandemic one day may be different another day. In some ways, this is why CLEC

is heavily invested in providing the best possible services post-pandemic, rather than trying

to continually reinvent the wheel and hobble along during the pandemic.

Of course, there is still work to be done and people to serve. So it is important to CLEC that they
communicate both the immediate external changes wrought by COVID, and dictated by local
health units and the provincial government. As well, CLC is communicating the longer-term internal
changes inspired by the opportunities the pandemic has created.

CLEC’s pandemic planning response team, its senior leadership, and its management staff
meet weekly — separately, but with concerted goals. The Pandemic Planning Response Team
determines best practices for delivering services during that moment in the course of the
pandemic, and the team makes recommendations to senior leadership. Senior leadership
communicates with management, who then communicates with and guides staff to deploy
whatever protocols are deemed best. The communications team is in constant contact with
stakeholders and the public to keep them abreast of an ever-evolving pandemic response.
It’s a continuous loop of communication, accountability, and feedback.

[ Activating Change

The way Dalgleish sees it, CLEC’s response to the pandemic has been two-tiered. First, it
has been about making immediate changes to ensure that whatever services are able to continue
do so, and with minimal disruption and maximum safety. For example, early on CLEC was able to
shift its delivery of jobPath training to a virtual platform for the safety of participants. Second, it
has been preparing for changes to service delivery post-pandemic. Interestingly, Dalgleish has
noted that these two approaches to change have been complementary in many cases. For
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example, some people who have a disability have found virtual services to be more accessible and/
or beneficial. The shift to virtual services for reasons of immediate safety, then, has given rise to
new ideas about improving service delivery in the longer term.

Since the outset of the pandemic, CLEC has been focused on creating an emergency plan that is
responsive to the immediate requirements of the pandemic, but which is also sustainable post-
pandemic. They have been keen to examine how the changes they have made during the
pandemic might help them to innovate and build capacity moving forward.

As for how CLEC has gone about implementing the changes it has thought so carefully about,
Dalgleish has this advice: “If you want to do something innovative, you've got to actually do
something different.” And doing something different means moving beyond your limited vision and
comfort zone. The pandemic has forced CLEC and other organizations to do this. CLEC has
continued to push themselves to innovate, and to think beyond the pandemic by looking for ideas
outside of the DS sector. They've established working groups and steering committees — and
they’ve hired consultants to help guide and execute their vision of offering, essentially, an a-la-carte
menu of services for people who have a disability. Dalgleish advises adopting an attitude of “How
might we...” when attempting to solve problems and facilitate change.

During the Summer of 2020, CLEC started developing reopening plans. These plans have been
revisited multiple times as the pandemic situation continues to be acute and fluid. But that hasn’t
stopped the organization from pursuing their post-pandemic reopening goals. Recently they were
awarded funding from the Ontario Trillium Foundation’s Resilient Communities Fund to help their
organization shift from a congregate Community Participations Support setting, to an individualized,
community inclusion approach. The shift has been made with an informed approach, using both
tiers of CLEC’s pandemic change plan. Individualized services mean improved health and safety
protocols for people being served, as services shift from having people crowded in congregate
settings, to be integrated safely into their communities. It also means more relevant and person-
centered services for people who have a disability.

Measuring Impact

N With COVID still being an acute threat to our communities, it is impossible to measure the
impact of COVID itself, and organizational responses to it. Organizations are still in the thick of their
emergency response plans, and it will be years before experts can tease out and analyze the
impacts of COVID-19 on the DS sector. CLEC is no exception. Specific to their longer-term goal of
cultivating a menu of person-centered services for people who have a disability to choose from,
the impacts of that remain to be seen. Until CLEC can reopen fully and engage people in these
services, all the organization can do is have faith in their change plan, and hope that the work
they’ve put in to developing it will yield positive outcomes. To date CLEC leadership has shared its
vision with staff in the organization; hired an external consultant to evaluate and guide their change
plan; engaged with families and people receiving services to shape their plan; and worked with a
steering committee to keep themselves accountable.
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[‘t} ACTIVITY: Change Readiness Checklist

Think about a potential upcoming change within your organization and complete this Change
Readiness Checklist.

If you answered mostly “yves” when filling out this checklist, you are ready to begin creating your plan
for change, starting with a Theory of Change. See Section 2 to learn about what a Theory of
Change is, and how to create one.

If you answered mostly “somewhat’ when filling out this checklist, you need to do some more
reflecting on the change you hope to make. Observe what is going on in your organization; chat
with other members; and do some brainstorming about the direction the organization is heading.
Then revisit this checklist.

If you answered mostly “no” when filling out this checklist, you are not ready to make a change.
That’s okay! Change takes a great deal of time, energy, and resources. You shouldn’t attempt
change until you are ready. Revisit this checklist when you’ve had more time to think about what
kind of change might be in store for your organization.

See next page for full activity checklist Q

NOTES:
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[‘} Change Readiness Checklist

Yes | Somewhat | No

Are you currently thinking about, or preparing to make a change to
your organization?

.
.

Do you have a specific change in mind?

Have you identified which category of change (Desired, Required,
Compelled) your change initiative belongs to?

Does the proposed change serve a specific purpose/set of outcomes?

Does the proposed change have buy-in from (at the very least) senior
leadership?

Have you identified the key resources necessary
to make the proposed change?

Does your organization have access to these resources?

If you don’t have sufficient resources currently, does your
organization have a plan to acquire them?

Does your organization have the human resources/talent necessary
to carry out the proposed change?

Does your organization have the time/bandwidth to devote to
making the proposed change?

Does your organization have a change-management system in place?

Does your organization have a system for tracking change and
recording outcomes?

OO 0O 00O oOo]o|O d|d
O0/0 0000 0,0, 8 |0
OO 0 0 00 0,00 0,00
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[‘t} ACTIVITY: Categorizing Change Checklist

Consider the change you are about to make and answer the questions in the checklists.

The checklist with the greatest number of “yes” responses determines the category of change you
are making. Your change may not perfectly align with one of these categories, but it should favour
one category.

Determining which category your change falls into will help you to better understand the change
you are about to make, and it will help you to determine the best steps to take to plan for and
execute the change.

See next page for full activity checklist 9

NOTES:
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E} Categorizing Change Checklist

z

Change That Is Desired | Yes | o

The initial motivation for change is coming from within the organization []

The proposed change stems from an intrinsic desire to improve operations, and not
from a requirement, or immediate need

The organization feels mostly enthusiastic about the proposed change

The organization feels a sense of ownership and control over the proposed change

The change can made incrementally, or postponed until the timing is right for the
organization

O O OO O
O O OO OO

If the proposed change does not occur, there will not be significant consequences
for the organization

Z
(o}

Change That Is Required

The initial motivation for change is coming from outside the organization

The proposed change stems from an external requirement,
and not from an internal desire, or immediate need.

The organization feels mostly neutral/resigned to the proposed change

The organization feels the proposed change is somewhat out
of their control/feels hesitant about it

The change must be made in a timely fashion, per the instructions of whomever
is requiring the change

If the change does not occur, there will potentially be consequences for the
organization

sii=RE=Nislislis]
olololololo

Z
(o]

Change That Is Compelled

This initial motivation for change is coming from outside the organization

The proposed change stems from an immediate need, not from an intrinsic desire,
or external requirement

The organization feels mostly surprised by and unprepared for the proposed change

The organization feels a loss of control over the proposed change

The proposed change must be made immediately

noon o oE
o ololol oo

If the proposed change does not occur, there will be significant consequences for
the organization
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[‘t} ACTIVITY: Step 1 — Preparing for Change

As the saying goes, “preparation is the key to success.” Devote ample time to this phase of change,
and you will find yourself with a well-oriented plan. Skip it, and you’'ll find yourself lost. When
beginning your theory of change, you should consider your organization’s mission and values, its
goals, and its present needs. Change should be rooted in purpose. The following prompts will help
you to take stock of where your organization stands, what its needs are, and where it is going.

Why am | considering making a change?

What is the organization’s mission? What are its core values?

Who are the organization’s key stakeholders?

What are the organization’s needs and goals?
Short-term?

Medium-term?

Long-term?

Brainstorm some changes that could be made to address these needs/goals.
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[‘t} ACTIVITY: Step 2 — Analyzing Change

Now that you’ve determined your organization’s foremost needs and goals, and you’ve identified
some potential changes you can make to support those needs and goals, it’s good to survey the
information and resources available to help you make informed decisions about change. Another
term for “analysis” in this case is “survey.” You are responsible for surveying where your organization
is, where the sector is, and where your proposed change fits within them. You'll want to ensure that
the inspiration that struck during the planning phase is well considered, and is examined from all
angles, before proceeding with implementation. The following prompts will help you vet changes
you are considering.

What evidence do | have that the change | am considering is necessary?
e.g., Internal data, stakeholder feedback

What evidence do | have that the change | am considering is effective?
e.g., External research, promising examples from partners in the sector

How are other organizations addressing similar issues?

Where can | find the evidence to make an informed decision? If not available, how can | gather
data to inform the decision to make a change?
e.g., External research, conducting surveys
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[‘} Step 2 — Analyzing Change (continued)

Is there a precedent of promising practices that | can apply to the problem | am trying to solve?
Or am | starting from square one?

What is the timeframe for completing this change?

What is the budget for carrying out this change?

Who should be involved in making this change?
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[‘t} ACTIVITY: Step 3 — Establishing Consensus

Once you have assessed the need for change, analyzed different ways of approaching that change,
and vetted processes for making the change, it is time for the appropriate stakeholders (typically
senior leadership and management) to reach a consensus on making that change. Consensus does
not mean that everyone agrees on exactly how to implement change. Inevitably, people will bring
different views to the table. It is good to consider alternative suggestions and feedback. Consensus
means getting stakeholders to buy in and sign off on a chosen change plan. When you consider
everything from the planning and analyzing stage, which plan makes the most sense, and has the
most stakeholder support? That is the plan you should pursue. To achieve consensus, consider:

Who gets a say in determining the change plan?
e.g., Just senior leadership? Management too? What about stakeholders in the community?

How will we evaluate our change plan options?
e.g., Based on feasibility? Popularity? Using what metrics? If within budget, an external evaluator
may be useful at this stage of planning.

How will we resolve disagreements about the change plan?

Who gets final say on the change plan?

How will we address the concerns of those who aren’t on board with the change plan?

How will we encourage buy-in of the change plan once it has been determined?

7’ ODEN' PAGE 70




RE-IMAGINING CHANGE - APPENDIX A

[“} ACTIVITY:

Step 4 — Communicating Change

Once you have identified who needs to be informed of and included in impending changes,
consider the specifics of how they should be included, and how you can communicate their
inclusion most effectively. In addition to the questions posed during the stakeholder identification
process, ask:

What is the best way for stakeholders to receive this information?
This will vary by stakeholder. In the DS sector it is particularly important to match your commmunication
style to your audience, to ensure your message is accessible.

How much do they need/want to know about the change?

Who else will be involved in the change, and what will their roles be?

Will there be an opportunity for feedback on the change?

If so, how will this feedback be handled?

Who can stakeholders come to with questions about the change?
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[‘t} ACTIVITY: Step 5 — Activating Change

Once you have committed to a change plan, it is time to see it through. Now is the time to execute
the plan you have worked so hard to develop. To effectively carry out your plan, you must determine:

What specific activities need to be carried out to fulfill this change plan?

What are the deliverables/outcomes that need to be achieved?

Who will be responsible for these activities, and who will they report to?

How will progress be tracked?

How will you know when the change process is complete?
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[‘t} ACTIVITY: How to Create a RACI Matrix

1. Identify all the tasks involved in the change-management process, and list them on the
left-hand side of the chart in completion order, from first to last. For example: Applying
for funding, hiring a consultant, drafting a theory of change.

2. ldentify all the roles and list them along the top of the chart. For instance: project
manager, consultant, impact measurement expert.

3. Complete the chart by identifying who has responsibility (R) and accountability (A)
for each task, as well as who will be consulted (C) and informed (I).

4. Ensure every task has a role responsible (R) and a role accountable (A) for it.

5. No tasks should have more than one role accountable (A). Resolve any conflicts where
there is more than one role accountable for a particular task.

6. Share, discuss and agree on your RACI matrix with those identified in the roles, as well as
others actively involved in the change management process, prior to beginning your
hands-on work together.

A Role 1 Role 2 Role 3 Role 4
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[‘t} ACTIVITY: Step 6 — Measuring Impact

The entire point of change is to create an outcome that has a desirable impact on stakeholders.
Once you have completed your change plan, you need to evaluate the outcomes of your plan to
determine if the change was successful, or if further change is necessary. You will also need to
communicate the completion and impact of your change to stakeholders. Consider:

How will you track and record outcomes throughout your change plan?

How will you protect the data collected during your change plan?

How will you use the information collected from your change plan?

If outcomes are not matching expectations, how will you navigate your change plan
moving forward?

What contingencies will you build into your change plan to maximize your outcomes
and impact?

How will you measure impact on stakeholders? Describe your methods of tracking and
recording impact.
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[‘t} ACTIVITY: Reporting Change

After the change plan is complete, consider:

How will you report on and communicate outcomes to stakeholders?
e.g., Newsletter, roundtable, local media

How will you use what you have learned from the change process/data collected during the
process to improve service delivery?

How might data collected and impact measured inform future change initiatives within the
organization?
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[‘t} ACTIVITY: Storytelling with Metrics

This exercise can help stakeholders understand and appreciate the impact of the change
experienced by combining data-driven insights with compelling real-world stories.

Duration: 45-60 minutes

Prepare ahead of time a presentation or handout with key metrics you have accumulated over
the last few months. For example: customer satisfaction scores, productivity improvements,
clients served and who secured employment, etc.

Materials:
* Index cards or sticky notes
» Markers or pens
* A whiteboard or flipchart

Step 1: Framing the Impact (10 minutes)

A) Begin with a short presentation or discussion highlighting key performance metrics that
demonstrate progress due to the change (e.g., a 20% increase in customer satisfaction,
a 15% reduction in project completion time).

B) Display these figures visually (charts, graphs, or infographics) to make them more engaging.
C) Ask participants: What stands out to you? How do these numbers connect to your experience?

Facilitator Tip: Relate the data to the everyday experiences of the stakeholders to make it more
meaningful.

Step 2: Bringing the Numbers to Life (15 minutes)

A) Share a customer or employee success story that illustrates the positive impact of the change.
This could be a testimonial, a before-and-after scenario, or a short video clip.

B) Break participants into small groups and ask them to identify moments in the story where the
change made a tangible difference.

C) Each group shares one insight with the larger group.

Facilitator Tip: Choose stories that reflect diverse perspectives to ensure broader engagement.

Step 3: Personalizing the Impact (20 minutes)

A) Hand out index cards or sticky notes and ask participants to write a brief story or personal
reflection on how the change has positively affected them, their team, or customers.

B) Encourage participants to include both numbers (metrics) and a personal anecdote.

C) Volunteers share their stories with the group.
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Step 4: Looking Forward (10 minutes)

A) Discuss how the organization can continue building on this success.

B) Ask: What additional metrics would you like to see tracked? How can we continue sharing
success stories?

C) Record responses on a whiteboard or flipchart for follow-up.

Facilitator Tip: Reinforce that ongoing communication and feedback loops are essential for
sustained engagement.

Wrap-Up & Takeaways

e Summarize key insights from the session.
e Encourage stakeholders to share positive outcomes with their peers.
e Follow up with a digital summary of the metrics and stories shared.

This activity balances hard data with human stories, making the change feel real,
relevant, and meaningful.
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[‘t} Avoiding Common Pitfalls in Post-Change
Communication and Support Checklist

1. Clear, Transparent Communication
Have | clearly communicated the why and how of the change?
Have | provided regular updates on the progress and impact of the change?
Have | avoided jargon and used language that’s accessible to all stakeholders?

Are the messages tailored to different stakeholder groups?

2. Addressing Emotional Impact and Concerns
Have | acknowledged the emotional impact of the change on stakeholders?
Have | created channels for employees to express concerns and ask questions?
Have | provided support, such as training or mentorship, to ease the transition?

Am | empathetic to individual or group concerns, showing that | understand their
challenges?

3. Leadership Support and Visibility
Has leadership been visibly supportive and engaged in post-change efforts?
Are leaders accessible for questions, feedback, and encouragement?

Have leaders communicated their personal commitment to the change?

4. Structured and Measurable Support Plans
Do | have a clear, structured post-change support plan in place?

Have | established measurable goals for the post-change period (e.g., improved
performance, stakeholder satisfaction)?

Is there a timeline for checking in with stakeholders and assessing the progress
of the change?

Have | defined roles and responsibilities to ensure ongoing support?

5. Ongoing Feedback and Adaptation
Am | actively gathering feedback from stakeholders about the change’s impact?
Have | created a feedback loop to adjust based on stakeholder insights?

Am | monitoring metrics (e.g., customer satisfaction, employee engagement) to
evaluate the success of the change?

Am | open to revising plans or strategies based on real-time feedback?
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[} Avoiding Common Pitfalls in Post-Change
Communication and Support Checklist

(continued)

6. Stakeholder Involvement and Empowerment

Have | involved key stakeholders in the post-change process (e.g., in feedback
sessions, brainstorming improvements)?

Have | empowered change champions to support others in the transition?

Am | providing opportunities for stakeholders to take ownership in the change
process?

7. Providing Adequate Resources and Support

Have | ensured that adequate resources (e.g., training, mentorship, tools) are available
to support stakeholders?

Have | communicated how stakeholders can access these resources easily?

Have | addressed potential resource gaps or obstacles that may hinder stakeholder
success?

8. Continuous Reinforcement and Acknowledgment
Am | consistently reinforcing the positive aspects and benefits of the change?
Have | celebrated small wins or milestones to keep morale high?

Am | recognizing and acknowledging the efforts of stakeholders who are embracing
the change?
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