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PART 1 
PREPARING THE GROUND 

Why do we need these enabling 
tools? 

Change – coming ready or not! 
Continuous change on multiple fronts is the norm. 
Whether you call it evolution, agility, adaptability 
or continuous improvement, nothing stands still.  

Smart organisations know it pays to be primed 
and ready.  

The trouble is that many people continue to feel 
overwhelmed, overstretched and vulnerable in 
change1. And, yes, that includes people who are 
generally change positive. 

However, there is good news…  

 
Some teams more ready than others 
Phase 1 of this research1 found that some teams 
see themselves as more ready for change than 
others in the same organisation. So, we looked 
more closely to discover what was going on.  

 
What teams do for themselves is a powerful 
enabler 
One important thing we discovered was that what 
teams do for themselves is a powerful enabler. 
Change-ready teams are proactive in co-creating 
the conditions for change locally.  

They actively develop: 

• a clear sense of ‘communityship’2  
• self-confidence in managing themselves 
• learning from the experience of change 

 

 

 
1 Changing Together 2019: A research project conducted jointly by The Henley Forum and IES (Institute for Employment Studies) HR Research Network. 
2 We borrowed the term from management guru, Henry Mintzberg (2018) Communityship beyond leadership. [Accessed 23 January 2019] 

www.mintzberg.org/blog/communityship-beyond-leadership 
3 Adapted from Kübler-Ross, E (1997) On Death and Dying. Scribner 

 

Changing together: brand new tools for 
teams 

We used our Phase 1 research to develop four 
brand new enabling tools. The tools are designed 
to help teams to understand and develop their 
readiness for change. We added one more – the 
Change Curve3 – which is already widely used in 
organisations, to help team members reflect 
together on their experience of change.  

 

Help yourselves 
 

 

Five enabling tools  
for you and your team 

 

Why these tools are different 
Feeling like a passive recipient of change can  
leave you feeling very vulnerable. We wanted  
to change that.  

Our five enabling tools are designed to help teams 
to help themselves. They help to co-create the 
conditions that more change-ready teams said 
were helping them to be more ready than others. 

Using our Phase 1 research about what makes this 
difference, the tools are designed to stimulate: 

• open, honest conversations that help to build 
a sense of communityship  

• reflection on past experiences of change to 
draw out the positives 

• understanding of what the team can do to 
proactively help themselves 

Change 
vulnerable 

Change 
ready 

http://www.mintzberg.org/blog/communityship-beyond-leadership
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How do these enabling tools work for 
real? 

Putting the tools through their paces 
We wanted to learn how the tools work in real-life 
situations, and what helps them to work well.   

In Phase 2 of this Action Research, project team 
members applied the tools in their organisations, 
with different teams and in different countries.  

We then distilled their learning – why, how, when, 
where the tools work, and for whom – and used it 
to hone the tools and to develop this User Guide.   

 

Three key messages 

The tools are useful, usable and universal4  
They worked in different countries, with different 
teams and in different kinds of organisations.  

The tools help teams take back control  
The tools provide structure that help teams to 
recalibrate their experience of change and take 
back some kind of control. Project team members 
liked how they empowered teams in change.  

The tools work because people make them work 
Like any tools, these enabling tools for teams are 
not magic bullets. They work because people 
make them work. This guide explains how. 

 

 

 

 

 

 

 

 

 

 

 
4 Project team members suggested that the tools can be used universally in different countries and in different organisational cultures. In this study, we 

applied them with knowledge workers.  

What our project participants said 

Useful, usable and universal 

• ‘Having the tools is a huge help.’ 

• ‘The tools have provided the ability to go 
deeper and get meaningful actionable 
insights.’ 

• ‘I found the tools really easy to use.’ 

•  ‘Tool could be used both at the unit and 
directorate level.’  

• ‘Tools can be used universally – useful in a 
cross-cultural context.’ 

Helping teams take back control 

• ‘[O]ne of the big things that came out of it 
was, we’re having quite a lot of change done 
to us, and we can’t control that. But we’re 
trying to take back some kind of control; that 
makes you feel better about it, so you’re not 
the victim.’ 

• ‘Discussions around the individual responses, 
particularly about how we work as a team, led 
to sharing of best practices, and how we can 
as a team help each other out.’ 

• ‘We had rich and meaningful conversations 
which led to the realisation that there was a 
lot that the team could do for themselves to 
improve their readiness, capability and 
experience of change.’ 

People make the tools work 

• ‘Timing is so important – introduce as part of  
the change.’ 

• ‘[We] positioned this as a wellbeing issue... 
let’s help each other cope with it, because if 
we’re a strong team, we can support each 
other and make life easier for each other.’ 

• ‘[W]e put a lot of thought into [preparation 
and venue].’ 
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Making the tools work  
for you 

Preparing the ground5 
We delved deeply to discover how our project 
team members made the tools work in practice. 
Below is a summary of what we learnt. 

How you set it up matters 

• Initiators were thinking about how to 
match tools to audience: how to use the tools 
(e.g. what visuals might help), which order to 
use them in, where to use them, what kind of 
language would resonate with participants.  

• They were also preparing the ground for 
them to land well: investing time in building 
relationships with stakeholders; involving 
team members in preparing for and leading 
parts of the session; supporting and 
encouraging participation and follow-up. 

• Allow enough time for real discussion; 
schedule it to maximise participation; avoid 
using language and tools that participants 
don’t like. 

For whom, with whom and by whom matters 

• Initiator has credibility with the team, e.g. 
they are a team member, a trusted manager 
or have a good reputation with the team.  

• Team manager participation is helpful, 
particularly listening, encouraging 
participation, supporting follow-up action.  

• Good facilitation skills ensure quiet people 
are heard and bigger voices do not dominate. 
Having an independent facilitator enables 
everyone to participate.  

• Participants having a ‘can do’ attitude, 
involvement in change or an interest in 
continuous performance improvement is 
helpful. 

• Careful judgement is needed around 
management involvement; involve managers 
to support not stifle participation.  

 
5 Source: qualitative interviews with our project team members 
6 Source: reflection sheets completed by project team members and others who used the tools; comments from project meeting 25/11/19  

Recognising the context and linking to it 
matters  

• Take steps to land the tools in your own 
context by choosing the timing well, e.g. 
when teams are newly formed/recombined, 
linking to a transformation programme, as 
input into strategy-making etc.  

• Link to other initiatives, e.g. wellbeing and 
mental health, transformation programme. 

• Co-create an environment that encourages 
openness, e.g. a team away day. 

 

Benefits and likely outcomes6 

Here is what teams who used the tools had to say 
about their benefits and likely outcomes: 

Building the team 
 A valuable experience and a good way to 

learn about the team 
 We used it to create a safe space for the team 

to raise issues and share concerns and fears 
 We had rich and meaningful conversations 
 It prompted a deeper, more detailed 

conversation about how we honestly feel 
about the team 

 We felt: ‘We’re all in this together’. It means 
something to us. 

New insights 
 A powerful eye-opener about how we are 

communicating during change 
 Use the tools to get over the negative 

perception of change and think about it as 
upskilling or evolving 

 It led to the realisation that there was a lot 
that the team could do for themselves 

 It led to the insight that action can be  
region-wide/global 
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Team actions to help themselves 
 We got new suggestions for things we can 

implement as a team to help us be better 
prepared for changes coming in or those 
we will roll out 

 All participants had the opportunity to input 
and then, as a team, we were able to agree 
three actions to take away and follow up 

 The team identified actions within their 
control which they could begin to act on 

From change to changing 7 

An unexpected insight from Phase 2 was how 
strongly the project team felt that the word 
‘change’ is outdated and no longer fit for purpose:  

We don’t call it change anymore. 

The word ‘change’ fails to capture both the 
fluidity and the permanence of ‘changing’.   

Connotations of a move from A to B wrongly 
position change as a deliverable, as something 
that can be delegated by those at senior levels. 
Change implies an altered state, when ongoing 
change, on multiple fronts, is now the norm. 
Worst of all is that the word ‘change’ often has 
negative associations and can instil fear. 

Instead, our project team advocated using 
positive language that invites us all to make a 
mindset shift in how we think about change. Their 
key messages included: 

• Change is a process, not a deliverable 
• Change can bring everyone together 
• Change can be thought of as upskilling 

or evolving 

The title of this User Guide reflects this: it focuses 
on ‘changing together’ and ‘enabling tools’.  

 

 
7 Source: qualitative interviews with our project team members and discussions at project meetings on 26/06/19 and 25/11/19 
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PART 2  
ENABLING TOOLS FOR TEAMS 

 

WHAT IS IN THIS SECTION 

Part 2 of this User Guide introduces our five 
enabling tools for teams in change. 

It begins with a tool selection guide. 

Then it presents each tool, along with guidance 
from project team members to help you with tool 
selection, preparation and usage. 

 

NOTE: These enabling tools are available to 
Henley Forum Organisational & Research Partners 
via the project page of your Members website 
(login details required): 

https://hcweb.henley.ac.uk/km/kmforum18.nsf/0
/A643EBD2C784CA47802582D60040A325?open  

https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/A643EBD2C784CA47802582D60040A325?open
https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/A643EBD2C784CA47802582D60040A325?open
https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/A643EBD2C784CA47802582D60040A325?open
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Tool selection guide 

This table will help you to select which tools to use and when.  

 TOOL 1 TOOL 2 TOOL 3 TOOL 4 TOOL 5 

 TEAM SELF-
ASSESSMENT SURVEY  

TEAM DISCUSSION 
QUESTIONS 

TEAM MATURITY 
MATRIX 

PREPARING FOR CHANGE 
MATRIX 

THE CHANGE CURVE 

What it is Survey of change-
readiness, followed by 
discussion 

Short workshop session 
to identify specific 
enablers and barriers to 
change readiness  

Framework for 
continuous improvement 
in developing change-
readiness  

Workshop tool to surface learning 
about what makes change work in 
your context 

Visual showing how 
people experience 
change 

Why use it To start a conversation 
about your team’s 
readiness for change  

To open up discussion 
about what’s helping/not 
helping the team’s 
change-readiness  

To take a strategic focus 
on developing change-
readiness and capability 
in your team 

To capture learning from previous 
change (good/bad) 

To understand the 
emotional journey in 
change 

Who it is for Newly formed teams 
Mature teams 

Teams in change 
Team of change 
champions 

More established teams 
More senior teams 

Teams in change 
Change champions/sponsors 

Anyone 

When to use it Any time 
Repeat as a pulse check 

Any time 
Review actions 

Ideal before a change 
project 
Revisit regularly 

Early in a change project 
Before project closure 

Any time 
Review from time to 
time 

Time needed 5–10 mins to complete 
60–90 mins discussion 

75–90 mins (small teams) 
90–120 mins (larger 
groups) 

45 mins for an overview 
90 mins to go into detail 

40 mins (review learning) 
90 mins (review and planning) 

30 mins 

Skill needed Medium High Medium Medium Low 

Prep required Medium High Low Medium Low 
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Tool 1: Team self-assessment survey 

What it is 
A short, self-assessment survey (23 questions)8 
followed by a team discussion. 

Why use it 
This tool is best used to start a conversation about 
your team’s readiness for change. Send out the 
questionnaire in advance of the discussion, before 
you get together (allow time for completion). 

Who it is for 
It works with newly formed and mature teams. 

When to use it 
Any time. You can do a pulse check to keep it live. 

Time needed 
• Time to complete – 5 minutes 
• Time to review and discuss – 1 hour (or more) 

Skill needed 
Facilitation skills – helping the group keep to time 
and ensuring that everyone contributes. 

Preparation required 
Decide whether to use paper/spreadsheet/online 
survey. (We used Qualtrics, but you can use other 
software). 

You will need time: to set up the survey, to invite 
people to take it, to let them complete it, and to 
summarise the results. 

Convene a meeting. You want to encourage 
discussion, so make sure the room is set up for 
that and think about who will facilitate. 

 

 

 
8 The survey was tested and validated in Phase 1 of this research. We drew on academic literature on change, team climate and ethical leadership to 

develop an online survey with 52 questions to assess different aspects of change-readiness and change capability. We received 228 responses from 9 
teams across 5 organisations, in 4 countries. We conducted exploratory factor analysis to reduce the questionnaire to the most relevant 23 items. 
These 23 questions are grouped under 3 themes: 

• Team climate [8] 
• Experience of previous change [4] 
• Organisational climate [11] 
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Tool 1: Team self-assessment survey 

Introduction 

This survey is designed to help you to consider 
your team’s readiness for change. 

The questions ask you to rate how strongly you 
agree or disagree with each of the 23 statements 
below. When a statement asks about your team, 
think about your team's typical attitudes or 
actions. It can help to focus on the last 3–6 
months and to bring to mind specific examples.  

Your participation is completely voluntary, and 
your responses are anonymous and confidential. 

This survey was designed and validated in 2018 in a joint 
research project between The Henley Forum and the 
Institute for Employment Studies (IES). 
 

Please indicate how much you agree or disagree 
with each statement below as a representation of 
the way you and your team members typically 
think or behave. 
 
 
 
 

 

Team climate 

1. We have a 'we are together' attitude 

2. We feel understood and accepted by  
each other 

3. We share information across the team rather 
than keeping it to ourselves 

4. We openly discuss issues in the team 

5. There is a lot of give and take within  
the team 

6. Everyone's view is listened to, even if it  
is different 

7. We interact frequently 

8. We all influence each other 

Experience of previous change 

9. My team members and I think that previous 
change initiatives have been successful 

10. My team members and I think that previous 
change initiatives have been realistic and 
achievable 

11. My team members and I think that previous 
change initiatives have positively impacted 
the team 

12. When changes occur in our organisation,  
we believe we are ready to cope with them 

Organisational climate  

13. Leaders are approachable and willing to listen 
to problems 

14. Leaders are willing to accept and learn from 
their mistakes  

15. Alternative choices of action are perceived  
as available 

16. Leaders are seen as fair and principled 
decision-makers 

17. Leaders make efforts to help teams deal  
with change 

18. Leaders ensure teams work in a way that is 
considerate of others 

19. Appropriate time is taken to resolve  
problems or conflicts 

20. Data and facts are available and analysed 
when making a decision 

21. There is a willingness to use resources to 
resolve an issue 

22. Generally, the purpose and goals of change 
are made clear 

23. The potential consequences resulting from 
decisions are anticipated 

 

Next steps 

Please download a copy of your responses and take it to your team discussion.

Strongly 
disagree 

 
Disagree 

Somewhat 
disagree 

Neither 
 agree nor 
disagree 

Somewhat  
agree 

 
Agree 

Strongly  
agree 
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How you can use it 
• Invite team members to complete the survey 

before the discussion and bring a copy of their 
responses with them. 
 

• Arrange a team discussion around the three 
themes. (An away-day provides a good 
environment for this kind of conversation). 
 

• Take each of the three sections in turn: 

o Team climate  
o Experience of previous change 
o Organisational climate 

For each section ask: 

o How are we doing? 
o What are we already doing to help 

ourselves here? 
o What can we do to make it even 

better? 

• Agree, record and review actions to ensure 
they happen. 

 

Tool 1: What our project team said  

• ‘It was straightforward and easy to use.’ 

• ‘The discussion was useful to highlight 
similarities as well as differences.’ 

• ‘Going through the individual questions 
sparked good conversations about how we 
interact as a team.’ 

• ‘Discussion in small groups, then the large 
group, enabled everyone to input.’ 

• ‘It allowed the team to review and start 
pulling together a plan going forward.’ 

• ‘It was easy to combine Tool 1 with Tool 2 
(workshop) to enable richer conversations.’ 

• ‘We have identified three actions which will 
help the team to become resilient when 
change is taking place.’ 

• ‘It was good to mix people up across the small 
groups.’ 

 

Top tips  

• Having an open discussion and listening to 
everyone’s views will help you to develop a 
positive climate in your team. 

• Remember, the discussion is more important 
than the survey results. 

• Focus on what you can do to help yourselves.  
Identify next steps in the change process and 
where to channel efforts.  

• With the organisational items, think about 
what you can do – are there any areas where 
you could begin to influence this for 
yourselves?  

• Try a pulse check on team climate every few 
months to keep it alive. Agree, record and 
review actions in the change process. 

• You may want to invite a dedicated facilitator, 
someone who is independent of the team, so 
that everyone in the team can join in the 
discussion. 

• If you have a large team, consider breaking 
into smaller groups for the discussion, then 
share back with the larger group before you 
go into actions. 
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Tool 2: Change-readiness workshop 
for teams 

What it is 
Short workshop session. The questions were 
devised and used in Phase 1 of this research9. 

Why use it 
To open up discussion about the team’s readiness 
to deal with all the change they are experiencing. 
Importantly it will help them to identify what is 
helping them (enablers) as well as challenges.  

Who it is for 
Teams in change. You can also use it with a team 
of change champions. 

When to use it 
Any time.  

Time needed 
75–90 minutes for small teams. 

90–120 minutes for larger groups. 

Skill needed 
Good facilitation will encourage honest, open 
discussion and encourage everyone to contribute.  

Agreeing ground rules at the start of the 
workshop will help to create a safe space for 
conversation. 

Preparation required 
Make sure that people understand that this 
workshop is designed to help them in change.  

Organise a venue that encourages and enables 
small and large group discussions.  

Identify and clearly brief a facilitator. 

 

 
9 In Phase 1, we developed an interview guide that invited team members to reflect on their team’s readiness and ability for change. 

We held fourteen 30-minute phone interviews with volunteers drawn from across the nine participating teams. 
We pulled out the enablers and disablers and reviewed these with project team members to sense-check them. 
These team discussion questions are drawn from that interview guide. 

 

 
Photos courtesy of British Council team in Zimbabwe 
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Tool 2: Change readiness workshop  

 
 
 

Workshop questions How you can use it (and indicative timings) 
INTRO 
 

Explain why (this is designed to help you 
support one another in change).  
Agree ground rules (e.g. open discussion, 
listen well, confidentiality, time). 

 
(5–10 mins) 

Q1 
 

Thinking about your whole team, how 
ready and able are you to deal with all the 
change you’re experiencing at work? 
 

Invite people to discuss in pairs or trios. 
 
(10–15 mins) 
 

Q2 
 

How would you rate that on a scale of  
1–10? (1 = ‘not at all ready’; 10 = ‘fully 
ready’).  
Probe: What makes you say that? 
 

Put a big 1–10 scale on a flipchart or whiteboard.  
Invite people to come up and put a dot on their 
rating, and then to explain why they put it there. 
(This gives everyone a chance to express their views 
and be listened to, so it’s very important). 
Invite everyone to identify any patterns they notice 
and explore what might be going on. 
Make sure that you create a safe space for people to 
be honest. 
 
(20 mins, depending on group size) 
 

Q3 
 

What is helping your team to feel ready 
and able for change? 
Probe: What is it about your team, and 
the way you work together, that is helping 
here? 
 

Invite team members to consider what is helping 
your team feel more ready and able for change.  
Be specific: What is it about your team and the way 
you work together that is helping? 
Capture these items on a flip chart. 
 
(20 mins, depending on group size) 
 

Q4 
 

What is preventing your team from 
feeling more ready and able for change? 
Probe: What is it about your team, and 
the way you work together, that is getting 
in the way here? 
 

Repeat process from Question 3 (Q3) but allow less 
time. 
 
(10 mins) 
 

Q5  
 

Thinking about the rating you gave earlier, 
what are two or three things that could 
help you to push it up by two points? 
 

Capture real, specific actions from everyone.  
You might want to get people to write their actions 
on post-its.  
 
(10–15 mins) 
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Tool 2: What our project team said  

• ‘The simplicity of the questions worked well.’ 

• ‘Thought provoking questions on actions led 
to very meaningful conversations and 
takeaways which the team felt they could act 
on themselves (very empowering).’ 

• ‘It was easy to combine it with TOOL 1 to 
enable richer conversations.’ 

• ‘Senior management have been 
communicating and involving the team all the 
way... however they were surprised from the 
disablers that there was still a need for more, 
clearer and timely communication.’ 

• ‘Do justice to the guide and ask all the 
questions.’ 

• ‘This is a very useful tool, but make sure you 
create time to do it well.’ 

• ‘Allow sufficient time for discussion as the 
questions provoke a lot of discussion.’ 

• ‘Spend sufficient time with the facilitator 
explaining the tool and outcomes you want to 
achieve prior to the session.’ 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Top tips  

• Begin with self-assessment (TOOL 1) and/or 
the change curve (TOOL 5) to warm up and 
initiate discussion.  

• Using a facilitator who is independent from 
the group, who is helpful and who contributes 
to creating a safe space. 

• Allow at least twice as much time for Q3 than 
Q4. Positive psychology suggests that focusing 
on what’s working can raise performance. 

• We’ve suggested focusing on the positives 
before the negatives (Q3, then Q4).  
 
As an alternative, you could swap them 
around and start with a very short discussion 
of the negatives: a negative brainstorm, e.g. 
what’s really getting in the way? Set a timer 
for 10 minutes and then move onto positives. 

• Agree actions – who does what and when? – 
to ensure that change keeps on going.  

• Don’t try and solve everything in one go. 
Think about small, do-able actions that will 
help you to nudge your self-assessment up. 

• For large teams, consider working in smaller 
groups for Q1–4, then sharing back before 
working on Q5 (actions) together.  

• Think about how you split the group to mix 
people with different personalities and 
perspectives. 
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Tool 3: Team maturity matrix  

What it is 
A framework for continuous improvement.  

The content in this tool came from the insights 
developed in Phase 1 of this research.10 

Why use it 
To take a strategic focus on developing change-
readiness and capability in teams. 

Who it is for 
Better for more established teams. 

Works well with more senior teams. 

When to use it 
Ideal to use before a change project. 

Revisit every few months.   

Time needed 
45 mins allows an overview. 

90 mins or longer to go into detail. 

Skill needed 
Facilitation skills will help to foster group 
discussion.  

Preparation required 
You will need copies of the matrix for everyone.  

 

 

 

 

 

 

 

 

 
10 In Phase 1 we developed a team maturity matrix using qualitative data collected from our phone interviews with volunteers from the nine teams 

surveyed. We analysed that data to identify enablers at four levels: 
- Organisational 
- Team 
- Immediate leadership 
- Individual  
The team maturity matrix uses ‘Team enablers’ to describe the characteristics of a change-ready, change-capable team.  

11 Rafferty, A E, Jimmieson, N L & Armenakis, A A (2013) Change readiness: a multilevel review. Journal of Management, 39 (1), 110–35 

More about the tool 

Teams can use the matrix to identify where they 
currently fall on the spectrum for each 
characteristic, with the aim to mature to the 
highest level of the matrix.  

The maturity matrix considers both change 
readiness and capability in change. 

Change-readiness11 

Attitudes, beliefs and emotions underlying a 
team’s perception of their readiness for change. 

Rows 1–3 on the Maturity Matrix broadly relate to 
a team’s change-readiness: 

• Building trusting relationships 

• Developing team spirit 

• Peer learning 

Change-capability 

Behaviours and skills underlying a team’s 
perception of their capability for change 

Rows 4–6 broadly relate to a team’s change 
capability: 

• Active change-positivity 

• Change-capability 

• Local autonomy 

Our research considers both change-readiness 
and change-capability because we believe it is 
possible for a team to be ready for change, but  
to lack the skills and behavioural capability to 
make change happen for themselves.  
Conversely, we also believe that teams may  
have the change skills yet lack the conviction  
or emotional resources to make change happen 
for themselves.  
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How you can use it 
• Get together as a team with a copy of the 

team maturity matrix. 
• Look at each characteristic one by one,  

and read the descriptors of emerging and 
maturing teams. 

• As a team, drawing on examples of previous 
team behaviour, assess where you fall on  
the matrix. 

• Identify actions you will take as a team  
to ‘grow’ and develop maturity for each 
characteristic.  

• Review progress against those actions to keep 
it alive.  

 

Tool 3: What our project team said  

• ‘The tool works better in established teams 
that have been together longer.’ 

• ‘It is useful to conduct the assessment as 
individuals, as well as with the whole team. 
This will allow comparison between individual 
results and team results.’ 

• ‘It may be useful to split teams into smaller 
groups of 5–6.’ 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Top tips  

• Make sure that everyone in the team is heard. 
A good way to invite quieter people to 
contribute is to print out a large version of the 
matrix and stick it up on the wall. For each of 
the six characteristics, ask each person to 
place a red dot on the level that best 
describes the team on a typical day. (You can 
use sticky dots or a red pen).  

• Use different colour post-its during the 
exercise to highlight ‘where we are’ versus 
‘our aspirations’. 

• Rows 1–3 on the maturity matrix broadly 
relate to the team’s change readiness. Rows 
4–6 broadly relate to the team’s change 
capability. If time is short, you might want to 
deal with the two aspects at separate 
meetings.  

• Focus on what you can do to help yourselves. 
Our research found that teams who help 
themselves feel more ready and able to deal 
with change. 

• Build the results into team objectives to 
enable continuous improvement. 
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Tool 3: Team maturity matrix 

  LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 
  Emerging                                                                                              Maturing    

CH
AN

G
E 

RE
AD

IN
ES

S 

BUILDING TRUSTING 
RELATIONSHIPS 

Team members are in-
tune with their own 
emotions 

Team members are willing 
to share their thoughts and 
feelings with each other 

There is give and take, 
support and challenge. 
People experience very 
open and honest 
conversations 

Team members feel safe to 
take risks and be vulnerable 
with each other 

DEVELOPING TEAM SPIRIT Opportunities to offload in 
a supportive environment 

A common sense of 
purpose. There’s a sense of 
all being in it together 

Team members 
fundamentally believe that 
the work they’re doing 
matters 

Team members create a 
team environment which 
enables them to do their 
best   

PEER LEARNING Team members 
understand the value of 
learning from one another  

Team members champion 
new ways of working and 
support colleagues 

Team members are willing 
to share their ‘failures’ to 
help others learn 

Team members create 
opportunities  
to share learning, even 
when under pressure 

CH
AN

G
E 

CA
PA

BI
LI

TY
 

ACTIVE CHANGE-POSITIVITY Team members feel that 
they are the targets of 
change 

Team members ask 
questions about the change 
and offer feedback 

Team members identify 
and support the need for 
change and can see the 
benefit to the team 

Team members support one 
another to realise the 
benefits of change 

CHANGE-CAPABILITY Team suggests things that 
could be done better 

Able to make 
improvements within their 
own reference framework 

Seen as effective change 
practitioners by other 
teams 

Team co-creates the 
environment, resources and 
processes required  
for change   

LOCAL AUTONOMY Team expects team leader 
to make change decisions 
for the team 

Team actively offers ideas 
and opinions to team 
leader to support decision-
making 

Team members rely on 
each other to do high 
quality work in change 

Team seeks out 
opportunities for expanding 
service beyond existing 
responsibilities 
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Tool 4: Preparing for change matrix 

What it is 
A tool to surface learning about what makes 
change work in your context.12 

Why use it 
Use it for capturing lessons and insights from 
previous change, especially what worked well.  

Who it is for 
Use it with teams in change. You can also use it 
with a team of change champions or sponsors.  

When to use it 
Use it early in a change project to inform a 
project, or before a project closure.  

Time needed 
30–40 minutes will allow you to review learning. 

Allow up to 90 minutes for review and planning. 

Skill needed 
Facilitation skills – helping the group keep to time 
and ensuring that everyone contributes. 

Preparation required 
Convene a meeting. 

Draw the matrix up on a large whiteboard or 
prepare some flip charts. 

Have plenty of sticky-notes to hand.  

 

 

 
 
 
 
 
 
 
 
 
 
 

 
12 We developed this tool in Phase 1 for use at the first project team workshop. 

More about the tool 

When thinking about readiness for change, it is 
often easy to identify the organisational barriers 
and blockers.  

However, usually little thought is given to what 
makes change possible or to the role that the 
individual, the situation and the team play in 
successful change.  

This tool is designed to encourage people to 
reflect on the barriers and enablers for change 
from multiple perspectives.   
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Tool 4: Preparing for change matrix   

 
                    

Think of a time when you felt most ready and able 
for change 

                      
Think of a time when you felt least ready and able for 
change 

What was it about you that 
made that possible?  
(Be specific) 
e.g. qualities, attitudes, behaviours, 
knowledge, skills, experience, 
emotional energy etc 

  

What was it about your team 
that made that possible?  
(Be specific) 
e.g. relationships, communication, 
ways of working, team energy, trust, 
team knowledge, skills, experience 
etc 

  

What was it about your 
organisation that made that 
possible? (Be specific) 
e.g. culture, organisational energy, 
infrastructure, HR processes etc 

  

What was it about the 
situation that made that 
possible? (Be specific) 
e.g. timing or pace of change, the 
nature of the change, resources 
available, information etc 
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How you can use it 
• Get together as a team and draw the matrix 

on a whiteboard or flip chart. 
 
• Individually, write your thoughts for each 

segment on separate sticky notes. 
 

• After about 5–10 minutes, everyone should 
stick their sticky notes to the corresponding 
segment.  
 

• Firstly, spend no more than 10 minutes as a 
team discussing the ‘least ready’ segments, 
identifying any possible action or learning 
points.  
 

• Next, spend at least double the time 
discussing the ‘most ready’ segments, 
identifying any action and learning points that 
would enhance your team’s change readiness.  

 

Tool 4: What our project team said  

• ‘We used it in “lessons identified” workshops 
as part of a strategy day.’ 

• ‘It gave people permission to engage and 
share their experiences.’ 

• ‘It highlights the positives, as well as the 
negatives, and helped us to think about how 
we can do more of the good stuff.’ 

• ‘[Previously we haven’t done] a good job of 
capturing lessons learnt from previous change 
and using that to build into our plans for new 
initiatives – especially capturing what worked 
well so that it can be replicated by new 
programmes.’ 

• ‘I can see how it can be very useful as a tool 
for reflection on previous change to inform 
how a new initiative should be landed.’ 

• ‘Even programme managers at the global level 
might find it useful.’  

 

 

Top tips  

• Use it at a level where there is potential to 
influence how the next change programme(s) 
are implemented. 

• You might want to use Tool 5 (change curve) 
first, to warm up thinking. 

• Use it to provide input to change programme 
closure reports when the lessons are still fresh 
and then use it to inform planning for new 
programmes.   
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Tool 5: The change curve 

What it is 
An easy-to-understand visual that promotes 
understanding of how individuals experience 
change and that normalises emotions.  

Why use it 
Use this tool to recognise that change is an 
emotional experience, even for people who like 
change. It can bring a sense of unity to the team 
and invites team members to support and 
challenge one another during change. 

Who it is for 
It works with any team. 

When to use it 
Any time. It is never too early or too late. 

You can combine it with other tools. Use the 
change curve to kick off the discussion and create 
a sense of unity in the team. 

Time needed 
20–30 minutes. 

Skill needed 
This tool is easy to use. It works well when people 
talk about their experiences in twos and threes.  

If you plan to invite people to share their 
experiences in a larger group discussion, 
facilitation skills will be useful.  

Preparation required 
You may want to share the change curve ahead of 
the discussion so people can reflect on it. 

 

 

 

 

 

 

 

 

 
13 Adapted from Kübler-Ross, E (1997) On Death and Dying. Scribner 

More about the tool 

It is based on a model originally developed in the 
1960s by Elisabeth Kübler-Ross13 to explain the 
grieving process. Since then it has been widely 
utilised as a method for helping people 
understand their reactions to significant change 
or upheaval.  

The change curve maps the potential individual 
reactions to change along axes describing time 
and commitment to change.  

Starting with satisfaction with the current 
situation, an individual’s commitment to the 
change typically begins to decrease when the 
change is introduced. This decline continues over 
time, during a ‘reaction’ phase, until the reality of 
the change is accepted. Acceptance initiates an 
‘action’ phase, where there is a move towards 
increasing commitment until there is full 
engagement with the new behaviour or state. 

• The process often starts with a denial of the 
change: ‘This isn’t going to happen to me.  
I won’t be affected.’ 

• And then resistance to the change, when the 
reality can no longer be denied: ‘I’m not 
having this. I’ll find a way around it.’ 

• The bottom of the curve represents the 
milestone moment of acceptance, where a 
new attitude of curiosity creates positive 
momentum and a willingness to explore the 
change: ‘Could this work for me? What are 
the benefits?’ 

• Lastly, there is a future focus and engagement 
in the new behaviours: ‘I think I can make this 
work! It can be better than before!’  
At this stage, there is often a willingness to 
advocate the change to others who are still in 
the acceptance process.  
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How you can use it 
• For yourself: You can think about yourself and 

your own progress through the change curve. 
‘Where am I?’  
 

• With your team: Then perhaps reflect with 
your teammates. Where do you think you 
are? The curve can be a topic of conversation. 
While the majority of people go through some 
form of this curve during a transition process, 
some may take longer than others. You may 
find that team members, subject to the same 
change as you, may be at different points on 
the curve. This is quite common: everyone 
goes through the change curve as individuals, 
each at a different pace, and not as a group.  
 

• Support and challenge one another:  
Team members need to be patient with each 
other. Thinking about change in the same way 
and using this shared language means you can 
reassure and support each other.  

 
Sometimes individuals experience setbacks to 
prior stages in the curve; progress through it is 
not a linear process. Some colleagues (or you) 
may need more support to help with moving 
forward.  

 
People impacted by change move back and forth 
on the curve, often taking more time on one step 
than another – and perhaps even moving back to 
an earlier stage from time to time. As each 
individual learns more about the change and 
starts to see ways to embrace the new situation, 
teams can help one another adapt. 
 

Tool 5: What our project team said  

• ‘Easy to use if you have recent, relatable 
examples to draw from.’ 

• ‘It was useful to illustrate how change affects 
individuals and that change is a journey.’ 

• ‘It validates how you are feeling and that you 
are not alone.’ 

• ‘There was a discussion around how the team 
can support each other.’ 

 

Top tips  

• The change curve is a good opener and can be 
used before other tools. 

• It can be particularly useful to have a recent 
change you have all experienced as a team to 
link to the change curve. 

• Alternatively, use a personal example. 

• Think about giving the change curve to the 
team before the discussion so they can reflect 
on it. 

• Use the change curve to understand that 
different reactions to change are normal and 
can change over time. 

• The change curve helps to establish a sense of 
unity across the group and can bring the team 
together. 

• Identify what support mechanisms are 
available in your organisation to support 
mental health and wellbeing. 

• Revisit the change curve regularly so that 
team members can evaluate where they are 
and what they need from one another. 
 

 

 
 



Part 2 – Enabling tools for teams 

© The Henley Forum 2020        23 

Tool 5: Change curve (example 1) 14 

 
 

  

 
14 Adapted from Kübler-Ross, E (1997) On Death and Dying. Scribner 
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Tool 5: Change curve (example 2)15 

 

 
15 This version of the change curve comes from British Council and is reproduced here with their kind permission. 
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PART 3  
FURTHER RESOURCES  

What is in this section 
Part 3 of this User Guide offers links to useful 
tools and resources on change that have been 
developed or curated by The Henley Forum.  

How to access this material 
These useful resources are available to Henley 
Forum Organisational and Research Partners via 
your Members website. They can be used and 
shared widely across your organisation. 

Simply visit www.henley.ac.uk/henleyforum and 
click on the ‘Members Sign In’ button.  

 

If you have forgotten your login details, please 
contact henleyforum@henley.ac.uk  

Note: These resources are reserved for Henley 
Forum partner organisations. Join us to access  
the full range of reports, user guides, tools,  
slide packs and webinars developed over  
the past 20 years. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  

http://www.henley.ac.uk/henleyforum
mailto:henleyforum@henley.ac.uk
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PRACTITIONER GUIDE 

 
Changing together: change tools for teams 
A report from Phase 1 of this project, which was 
jointly conducted by The Henley Forum and IES, 
provides more detail on team-level enablers.  

Our ‘Phase 1 Report Summary’ 
also outlines the team-level 
enablers for change-readiness 
and change-capability. 

 

PROJECT REPORT 

Embedding change  
A report from an action research 
project that set out to better 
understand what is involved in 
embedding change.  

 

You can also download the 
Report Summary.  

 

 

 

 

A very handy prompt card is 
also available, which folds 
down to the size of a credit 
card. 

PRACTITIONER GUIDANCE   

 
Developing successful internal partnerships 
for change 
This practitioner guide offers top tips for finding 
the right partners; forming productive working 
relationships; and performing to meet goals. 

You can also download the  
Report Summary.  

 

A summary is 
available to everyone in our 
Knowledge in Action #34. 

 

 

BOARD GAME   

The Collaboration Maze 
Collaborating across internal boundaries is a vital 
change skill, and it’s much harder to do than it 
sounds! 

https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/a643ebd2c784ca47802582d60040a325/$FILE/Change%20ready%20teams%20report%20Phase%201-%20Final.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/1462dbb1b864f025802582d6004075e8/$FILE/Internal%20partnerships_project%20report.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/96f288e4b74550e3802582c9006b97ed/a643ebd2c784ca47802582d60040a325/$FILE/ATT5F80Q.pdf/Change-ready%20Change-Capable%20Teams%20Phase%201.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/96f288e4b74550e3802582c9006b97ed/7ce8dd080d8cc28c802582d6004075ed/$FILE/Embedding%20Change_Final%20Report.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/96f288e4b74550e3802582c9006b97ed/7ce8dd080d8cc28c802582d6004075ed/$FILE/Embedding%20change.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/96f288e4b74550e3802582c9006b97ed/7ce8dd080d8cc28c802582d6004075ed/$FILE/Embedding%20Change%20Zcard%20-%20FINAL.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/1462dbb1b864f025802582d6004075e8/$FILE/Developing%20partnerships%20for%20change.pdf
https://www.henley.ac.uk/research/research-centres/the-henley-forum-for-organisational-learning-and-knowledge-strategies/folks-knowledge-in-action
https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/3D1CB2BF718C2DE4802582D6004075EB?open
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We used our findings on developing successful 
internal partnerships to develop our very popular 
board game: The Collaboration Maze.  

Forum members can download the PDF and print 
out the whole game and facilitator’s guide.   

For more information, visit: 
http://collaborationmaze.com/ 

 

A ‘Navigating the Collaboration Maze’ report is 
available on the members’ website, explaining 
how we developed the game. 

 

PRACTITIONER GUIDANCE   

Energising the squeezed middle manager  
in change 

Energetic middle managers are the heart of 
successful change. On a day-to-day basis, their 
communications and actions have a direct 

influence on levels of engagement as they work to 
make change meaningful to their teams. 

This full report gives step-by-step instructions to 
diagnose the energy and engagement at the heart 
of your organisation.  

The Project Summary 
describes the six 
middle manager 
orientations in 
change and the 
energy profiles of 
their teams.  

There’s also a 
Knowledge in Action 
summary, available  
to all. 

 

MEMBERS’ WEBSITE   

Enabling change 
There is much more on the theme of Enabling 
Change on The Henley Forum members’ website.  

PAST PRESENTATIONS ON CHANGE 

Why not try the following presentations (all 
available on the members’ website): 

• The 10 commandments of leading change 
without authority by Liz Cotgreave 

• The wiggly world of organisation by Chris 
Rodgers 

• Audio files are available alongside the slides. 
• Leading change: A contact sport by Justin 

Hughes 
• Developing your leadership qualities in times 

of change by Mike Green and Esther Cameron 

http://collaborationmaze.com/
https://hcweb.henley.ac.uk/km/kmforum18.nsf/160fc0c47d06e400802582d80036edf6/69ba4a00357b7f4a802582d000462383/$FILE/Liz%20Cotgreave.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/160fc0c47d06e400802582d80036edf6/69ba4a00357b7f4a802582d000462383/$FILE/Liz%20Cotgreave.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/160fc0c47d06e400802582d80036edf6/69ba4a00357b7f4a802582d000462383/$FILE/Chris%20Rodgers.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/searchview/69BA4A00357B7F4A802582D000462383
https://hcweb.henley.ac.uk/km/kmforum18.nsf/searchview/3E31A3266C867094802582D000462396
https://hcweb.henley.ac.uk/km/kmforum18.nsf/searchview/B62B18553647D9F7802582D00046239F
https://hcweb.henley.ac.uk/km/kmforum18.nsf/searchview/B62B18553647D9F7802582D00046239F
https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/3d1cb2bf718c2de4802582d6004075eb/$FILE/Navigating%20Maze%20report.pdf
https://hcweb.henley.ac.uk/km/kmforum18.nsf/0/21d509ac22be6ecc802582d6004075e9/$FILE/Energising%20the%20squeezed%20middle%20-%20project%20report.pdf
https://www.henley.ac.uk/research/research-centres/the-henley-forum-for-organisational-learning-and-knowledge-strategies/folks-knowledge-in-action
https://hcweb.henley.ac.uk/km/kmforum18.nsf/ProjectsL3EnablingL3Change
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INFOGRAPHIC   

Change-capable teams 
Summary of Henley Forum and IES joint research: 
Building change-ready, change-capable teams. 

 

 

THOUGHT LEADERSHIP PAPER   

Change capability in the agile organisation 
Carter, A & Varney, S (2018) HR Network Paper 
139. Institute for Employment Studies, July 
 

 

This paper is available to all from the IES website: 
www.employment-studies.co.uk/resource/ 
change-capability-agile-organisation 

 

http://www.employment-studies.co.uk/resource/change-capability-agile-organisation
http://www.employment-studies.co.uk/resource/change-capability-agile-organisation
https://hcweb.henley.ac.uk/km/kmforum18.nsf/96f288e4b74550e3802582c9006b97ed/a643ebd2c784ca47802582d60040a325/$FILE/ATTJWRIQ.pdf/Change%20infographic.pdf
https://www.employment-studies.co.uk/system/files/resources/files/mp139_Change_capability_in_the_agile_organisation_IES_Perspectives_HR_2018_Alison_Carter_1.pdf
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The Phase one research referred 
to in this guide was created as 
part of a joint research project 
between The Henley Forum at 
Henley Business School and the 
IES (Institute for Employment 
Studies) HR Research Network.

The Henley Forum
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