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INTRODUCTION

PURPOSE

APPLICATION

WHAT HAPPENS

QO

TIME

ACTIVITY 18

THE FIVE STAGES OF

CHANGE

When helping people cope with radical changesgn
their work situation it is important that manA
and trainers fully understand the process these
people are going through.
To enable participants to identify th es of
change and the behaviours whic rise them,
r@lp people at
each stage of the change process.

and to adopt appropriate actio

This activity is central gramme of change

management and it i ppropriate in a
counselling contex ‘preparation for
retirement’ cou also be used in conjunction

with Activity 1 ngeyand Self-esteem to form the
opening m a managing change course.

Ipants identify how they felt at

s during and after a period of radical
heir own lives. They discuss these with
another before bringing the results of their
ssions to a plenary session during which the

trainer places their experience into the context of
e five stages of change.

Further group work enables the participants to
identify effective behaviours for managers in helping
people through the five stages.

Total time: 55 minutes.

« Introductory discussion: 10 minutes
 Debrief: 10 minutes

« The Five Stages of Change: 10 minutes

« Managing the Growth Process: 15 minutes
 Debrief: 10 minutes.
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MATERIALS &
RESOURCES

IN
PREPARATION

O

DO
DO IT?

H
I

&

1 Flipchart master:

18.1 Managing the Growth Process
e 1 OHT master:

18.2 The Five Stages of Change
« 1 Handout master:

18.3 The Five Stages of Change

« Overhead projector and screen
« 2 prepared flipcharts

« Flipchart and stand

« Marker pens

« Paper and pens for the participants b

 Separate rooms for group working
Read carefully through this brief an@nk of a
big change in your own life and j e stages

you went through. Examine youQence
hat helped

carefully and identify what

you move through the st y particular
attention to how you
change and what th

re sure to be asked to

ce of a participant who is as yet
gh the change process and being
ur own experience will help you to

During the actiyi

' e introductory discussion you will need a
Qart divided in three columns headed: ‘At the
Time’, ‘Later’ and ‘Lasting Effect’. You will find it
seful to prepare this in advance.

repare also Flipchart 18.1 Managing the Growth
Process.

INTRODUCTORY DISCUSSION

Instead of the more usual trainer introduction,
begin the activity by dividing the participants into
groups of three and asking them to find a private
space where they won't be overheard.

Ask them to each think of a big change that
happened to them — something like a new job or
moving to a new area. Marriage, birth, and divorce




are always good subjects too. Ask them then to
discuss these questions:

1. How did it feel immediately you knew it was to
happen?

2. How did it feel later, when some time had passed?

3. What has been the lasting effect?

Tell them they should observe two ground rule
during their discussions:

1. People should not be pressed for detal t
what happened only about how t%
2. Group members should note@ r plenary

discussion, any common resp

While they are in discussi up your
prepared flipchart wit e columns headed:
‘At the Time’, ‘Later ing Effect’.

When you've
each group
are conce
rather

IS*put in a brief appearance at
icipants to ensure that discussions
the process people went through

detail of what happened. If necessary
to bring things back on track — ‘“That

ask a
m een a difficult time, how did you feel
Q t the time?' is always a good ‘process

sing’ question.

After 10 minutes, bring all the participants together
n a plenary session.

DEBRIEF

Start the debriefing session by asking one of the
groups for their responses to question 1, ‘What did
it feel like immediately you knew it was going to
happen?’ Their responses are likely to fall into two
categories, those which are angry, and those in
which, ‘I couldn’t believe this was happening to me!

The first category indicates that the participant has
moved too swiftly, inadvertently, to the second
guestion and you will need to help them to look
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QO

back to their immediate reaction to the event. Do
this by asking if there were any earlier feelings. If
they say that there were not, accept it and write
the response in the first column.

Write all their responses to this question under the
Question 1 heading on the flipchart. Here are some
examples of responses you may receive:

‘| was gutted
‘I couldn’t believe I'd won!
‘| felt he was going to walk right back in

the door’

‘| got up at the same time and was y for
work before | realised ...

‘It's hard to realise that we wone again’
Let each respondent develoatheir answer but make
it plain that they need n e actual happening
that gave rise to their . Some will be keen to
share this experieng€’ i h case you should
allow them to brj e story but tactfully
restrain them *lving it". The way to do this is
to ask the tion about the process they

underwe must have been a very happy
time, h look to you then?

W@move on to Question 2, ‘How did it
ater? say that this term, ‘later’, can mean

ing from a day or two to six months or a

rough

year, as people move through the change process
@ different rates and each happening has its own

impact on the time process. Say that you'll be
coming back to this time aspect at a later stage in
the activity.

Write the participants’ responses to Question 2 on
the flipchart. Their responses may include:

‘Worse!

‘| was so angry at him.

‘I was damned if | was going to let them get away
with it’

‘When it dawned on me that ... | could have killed
her!




‘They hadn’t given me a fair crack of the whip, | was
doing a good job ..’

‘If I could meet my old boss now I'd tell him a thing
or two.

Sometimes a participant will still be in either this or
an earlier stage so far as their change process is

concerned. This will be indicated by their saying that
their experience ‘later’ is the same as the earlier one.
When this happens don't tell them that they hagen’t
progressed, let them realise this for themselA
during the later parts of the activity. For now, jus

write their response under ‘later’ on th

Move on to the last question, ‘Wha n the
lasting effect? This is probably t stion so
far as looking at other people’s nce IS

concerned. The participants avill dértve much

confidence about handlin
experience of people
integrated it within

the responses to
you don’t hold

e by hearing the
successfully

lives. However, during
ion it's important that
ossible model for them to
If a participant were to say
that follo isaster of his redundancy he

ntegrating change it might appear

' to someone recently faced with the
Qbility of redundancy. It is worth making the

p that once a change has been successfully
integrated into a person’s life the process that was

gone through gets pushed into the background and
may seem, in retrospect, to have been easy.

The responses you get here will be of a different
nature from the others — except that some people
will still be going through the earlier stages of the
change process and give answers accordingly. Here
are some of the responses given by people who have
successfully integrated a big change into their lives:

‘When | look back it seems like another life’

‘| seemed to be on the wrong road and now I'm
going in a completely different direction.

‘Oh yes, it’s great now!
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THE FIVE STAGES OF CHANGE

Show OHT 18.2

—t
- /‘ (4 ;\\
“==% | The Five Stages of Change

Explain to the participants that there is a pattern to
the acceptance and integration of change into a
person’s life and that you are going to outline it.

Point to the vertical axis on the graph and s t
the difficult thing about the way change affects us
is the way it affects our feelings of self-

self-esteem as it is called. e“
five

Tell the participants that there s

stages people go through, some h they have
identified already in their w@rk as Shown on the
flipchart.

Go through the fiv s ‘making the points below

and using the respo
on the flipchar

You shouldbte that there is no need to take
copious they will be given Handout 18.3

The Fi of Change at the end of the activity.

the participants that are
propriate.

ing"then at each stage in turn make these
ts:
z « The very first reaction to a change is a rise in

tage 1: Denial

self-esteem — although this may be only
momentary it is always there. In the case of news
seen as very bad this rise in self-esteem may pass
unnoticed, but it is there.

« The stage is characterised by a denial of what has
happened, ‘I just couldn’t believe it’. The first
reactions to the death of Diana, Princess of
Wales as shown on the TV programmes that day
were ones of denial. A number of commentators
and public figures used expressions like, ‘It’s hard
to believe ..., "We thought it must be a mistake




at first ..., "We thought the first reports were
exaggerated’.

« It is the same with good news: lottery winners
say, ‘| couldn’t believe my luck’. Sometimes people
moving to a new house arrive only to find the
old tenant has scarcely started to pack —‘Is it
today?’ one such is reported to have exclaimed.

 People suffering bereavement say, ‘| keep thinking
she’ll just walk through the door’.

Stage 2: Anger
« The next stage, anger, usually follows uickly
and is characterised by a sharp a uing fall

in self-esteem. 9
« This stage happens whenghe readlities of the

change become cleare itness the numbers
of lottery winners at their family has
started to dissolv ends disappear.

« People get d %ut their existing position
be it a job, a ' arrtage, a geographical location, a
house.

%en leads to instability in people —
jable to fly off the handle, blame

dy (including themselves) for what they
as their desperate plight.

e Thj

! e
» The search for a scapegoat for the death of the
Princess of Wales was a particularly strong
example of this stage.

Ask the group if anyone has been through, or seen
someone else go through, this stage.

Stage 3: Rationalisation
« The rationalisation stage continues the fall in
self-esteem as people ask, ‘Why, why, why?’

« People try to make sense out of what is
happening, search for meaning. This is very
common in bereavement circumstances and when
public figures die prematurely. Church and other

18-7
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leaders are commonly heard using phrases like,
‘Why was he taken? and ‘We need to try to see
what good can come of it’. Continuing the example
of the Princess of Wales this is seen in the need
people felt to establish the anti-land-mine treaty.

» People search for time and space to reconcile
themselves to the ‘new world'.

« The individual finally does fit the happenings, the
change, into their view of the world — the &
accept ‘God’s will’, the incompetent see that so

and so didn’t provide the help necess I

success, the failed student believes t
questions were more difficult tha

« The important point for help@ple through
change is that the rationalisa makes
sense to that perso to an outside
observer. It is imp their continued
growth that their nalisation is fostered.
Later, when the are fully integrated into
their lives th e the time and space to
reassess this

significant point in growing through
change, ‘The Dividing Line’. Draw
ention to this on OHT 18.2 The Five

and i
par.
q Change, saying that it is at this point that

Now ¢

ndividual has to choose between accepting the
neWy changed, circumstances or reverting to an
earlier stage of growth. Emphasise that if this
appens they just arrive at the dividing line again
after renewed and more convoluted rationalisations.
Some go round and round the loop from
rationalisation to denial or anger for years.

Now go on to ‘Acceptance’.

Stage 4: Acceptance
« The decline in self-esteem levels out as the
situation is accepted.

« The individual ‘experiments’ with new things,
almost like starting life again.




« A lot of energy makes itself apparent, the apathy
of the rationalisation stage disappears (it may
return).

« A new, different, constructive, frustrated anger
appears as the individual tries to make the
change work.

« At this time in a work context the individual also
has to contend with the negativity of fellow
workgroup members who are still in an easli
stage of the growth path.

Stage 5: Growth V
« Now self-esteem starts to pick u d
Vi

provided growth continues, re el higher
than that attained before the began as the
individual gains confidencg,from-their

experiences.

« Now the world h d and the individual is
completely cut d life on the other side
of the dividi \

ns about what can now be

. lonships are forged and old ones cast
Q often to the chagrin of their nearest and

arest.

Take questions from the participants but don’t
answer ones about how to deal with all this because

that’s what you want them to consider next.

MANAGING THE GROWTH PROCESS

Divide the participants into five groups and allocate
one of the five stages of growth to each group.

Flipchart 18.1
Managing the Growth Process

Flipchart 18.1 Managing the Growth Process, shows
this question:

18-9
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‘If you were a manager implementing a radical
change in the manner and style of working, one that
demanded new attitudes, skills, and knowledge from
your people, how would you deal with an individual
who was in this particular stage of the growth
process?

Ask the participants to provide three key points for
discussion about how this question would be
answered so far as their allocated stage in the
growth cycle is concerned. Say that this is a *
exercise and that what you want is actual things

do. Remind them of their own experienc '

might like to consider in searching for
points. Tell them they have 15 minut

O

ary session and
Ir points. These are
ught out:

ey

cussion.

DEBRIEF

Spend 10 minutes leadin
asking each group to
the essential points

Denial:
Deal with thjs elping the individual to confront
the issue. " appened, Pat, and somehow you

have to ay of recognising that’, or ‘I don’t
think e of thought is going to be very

hel ou.

er:
% the anger to come out by asking for words

of feeling about the issue. Encourage tears, anger,
euphoria, excitement.

Rationalisation:

Refuse to talk about the past but listen to what the
individual has to say about it. \Whatever you do
don’t contradict their version of events but don’t
agree with it either. Instead, help the individual to
get a vision of what it could be like in the future.
Let this vision be as idealistic as they want it to be
without focusing on practicalities. However, do ask
guestions to help the individual put as much detail
as possible on their vision.




Acceptance:
Help the individual to set long-term measurable
and specific objectives with clear timescales.

Growth:
Focus on short-term objectives.

@ Distribute Handout 18.3
X222 | The Five Stages of Change
Without summarising the whole session, leave

the participants with the following adage 4hichgyou
should write on a flipchart so that it ae t by

bit. Emphasise that it contains wort ioms to
bear in mind throughout any helpi SS:

Never sympathise: ‘Oh pgor y
down’.

— it's a ‘put

Never advise: If yo
despised, if you're

you're a know-all and
u’ll get the blame.

Never say wh would do: You are not them.

Q‘ GROWTH
RATIONALISATION
ACCEPTANCE

18-11
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MANAGING THE GROWTH
PROCESS

one that demanded new atti

knowledge from your peo ould you
deal with an individual n this
particular stage of the process?”’

1L OK to copy
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THE FIVE STAGES OF CHANGE

18.3

People going through change generally pass through five
recognisable stages:

DENIAL
In this stage the change is approaching without the true impact b&ing
realised. A bereaved person often believes that their loved on t
walk through the door at any moment’. People moving house often leave
packing to the very last moment. Retirement often comeg prise
even though it can be seen from many years away. A pa IS
process that can shock is the change that comes abgut aspects of
life both good and bad. Thus a long looked for prg prings with it
unsought difficulties and responsibilities; marriage t@Jag@reatly loved
partner has unexpected downsides.

ANGER
When the full impact of the change eCt the predominant feeling
that arises is one of anger; anger he new partner, at the lost

opportunity of the ‘old state’. Th eeling of loss of control over
events, blame is laid on a par an employer, on God. This anger
can spill over into otherwi affeeted areas of life and onto friends
and acquaintances who ¢ en aback by sudden outbursts. If this
anger is ‘bottled up’ it have’ far-reaching consequences over many
years, leading to une ehavioural, and even physical symptoms.
But when handle ctively it leads naturally to the next stage of

growth.

RATION
People

ION

e able to make sense of the world, particularly when a
Is thrust upon them for whatever reason. Once the initial
de ger is past the individual seeks a reason for what has

h ed and tries to make the events fit with their own particular view
of themselves and with their view of the world. To an outsider, the
rationalisation can frequently seem absurd but so long as it makes sense
to the individual concerned it allows a passage to the next and most
important step, that of acceptance of the new state. Without this
rationalisation the individual can revert back to the initial stage of denial

and start the whole process again. Commonly, people revert back to the

e
4@/ Continued
.~ OK to copy

(]



THE FIVE STAGES OF CHANGE

... continued 183

anger stage a number of times and this can be a signal that although
rationalisation is taking place barriers are still to be overcome.

Once they are overcome the ‘Dividing Line’ is crossed; the line between
looking back and looking forward.

Now cross the diwding,line ...

... to Acceptance and Growth

ACCEPTANCE
The transition to this stage can come quite sudde characterised by

a shift in thinking towards an as yet uncertain@future. The individual is

prone to leaps of the imagination: ‘Now | ome of those things

I've always wanted’ — go around the w ite a novel.Visions of quite

improbable futures spring to mind a Is idea of a possible future
' e next stage — growth.

in the ‘new world’ that fuels the d‘

GROWTH
Now that the changed stat accepted, the new rules understood,
the new relationships est realistic plans can be laid — the
fantastic visions of th ce stage being either laid on one side or
planned for in a har fashion. Now the future is not just
accepted but loo rward to with excitement and anticipation.
ot be"avoided but they can be suppressed. Suppression
anxiety leads to stress and its associated symptoms.

ear you to work through the changes thrust on them
one of the greatest services you can do for someone.

The stages
leads to a
Helpin

g
e OK to copy

I
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ABOUT THIS RESOURCE

Managing People through Change is a Trainer’s Activity Pack that provides
you with 19 training activities that have all been tried and tested on
numerous occasions in programmes of change in both public and private
sectors. Each activity is a stand-alone module which can easily be linked
to others to form complete change management courses.

Each activity contains everything you need to run it, with clear
concise instructions and background information where needed.

The activities contain analytical and descriptive tools as
learning modules. Nearly all of them are interactive b

provided for individuals to work alone with the matesi
their observations back to a plenary discussion @
The trainer’s role in all these activities is t
facilitator. Where explanations are need re provided for the
trainer but nowhere in these activitie material for a lecture. The

approach of the trainer is crucial to of learning experience
offered and the trainer often has ‘ o learn as the participants.

included: group discussions within a
with a partner or in groups observed by
activities can be displaced from the

ager with people in the workplace.

periential
unity is also
fore bringing
er participants.

a guide, a mentor, a

So a variety of learning met
framework, questionnaire
another participant. So
workshop and run b

The activities ¢ inked together in many different ways to form
change manageme urses extending from one, two, three, or even
four days. in this manner, the support and inclusion of managers can
be a key * promoting change throughout an organisation.

3 activities require the participants to reveal something of
nd what they think about changes that may already be
g throughout the organisation. Because of this you will need to
to give an assurance to participants that the things they say will

be treated in the strictest confidence. It would be as well for you to gain
support for this at the highest possible level.

These activities have been used on a number of programmes including:

« Managing Change Effectively
« Merging the Culture
« Preparing for Change

Managing People through Change © Fenman Limited 1998
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« Carrying Forward the New Culture
« Managing People during Change.

Most of the activities have also been used on courses where the issue of
change was not the primary one, for example:

« Introduction to Management
« The Effective Manager

« Introduction to Internal Consultancy.

But it isn’t only in the workshop that you'll be able to use thes*ities.
Some of them make excellent devices for promoting pers

development in one-to-one coaching situations; some ca e
delivered to a workgroup by people with only an ele ackground

in training. However you use them, you will find t activities can
contribute to the effective management of peopl

changes of
whatever nature, both in the workplace and iE pe

personal lives.

&
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