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Background to the project

In 2010 Shropshire Council, like many other local government authorities and services, FOI’ We ndy M arston ;
was confronted with the challenge of reducing spending by some £80 million over the
Corporate Head of

next 3 years. The implications of this for delivery of essential services meant that it

was not enough for the Council to make cost savings. Shropshire Council recognised it B . I

needed to reshape the organisation and transform the way services were delivered to usIiness iIm prove'

the local community. In response the senior management team at Shropshire embarked O r Joi

on a three year transformation project that would impact across the organisation. Y S y -uhE d ems on
vel r own

Staff engagement would be critical to the success of this transformation process and tO d Evelo p ou _O

Jackie Kelly, Corporate Head of Organisational Development knew that W¥ I OA y 3 I v IS E i oA o]a &' Vi[a!

unparalleled chapter of change at the council, we needed to be proactive and innovative .

Ay Sl dA LILA Y3 2 dzNINGtKhR diCaunciFempldyedsiiedd tbeziblezNS o BLA[I[@olo]|[EF=To [BIEISNT0)

to cope with the constantly changing environment but they needed to be engaged in
driving the organisational changes required.

support them
through substantial

Windmills capacity building approach and flexible portfolio of creative but practical
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range of Windmills activities encourages individuals to think creatively and adopt a new Lhdl ]ge n]add

mindset, empowering them to be passionate about taking steps to make a difference for absolute business

themselves and others. Building internal capacity within the organisation ensures . A . A

flexibility and responsiveness in the use of the Windmills materials and creates sustain- a S y a S CD Q

ability and return on investment over the long term.

Working with Windmills guarantees collaboration and a partnership approach and that
strong relationship between Windmills and Shropshire Council would prove important as
the transformation journey progressed and the needs of individuals and organisational
priorities changed with it. It has been mutually beneficial for both Windmills and the
Council in ensuring the work carried out and investment made at the start of the project
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What was involved in the project?
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programme. The opportunity to get involved as a Change Champion was promoted
across the Council and over 100 employees expressed an interest. 45 individuals who
demonstrated that they were keen to meet the challenge of helping themselves and
others through the transformation process were then selected to become Windmills
Champions.

Starting in October 2010, three cohorts of 15 participants attended a 3 stage Windmills
Champions training programme. At stage 1 of the programme the Change Champions
attended a 3 day personal development programme based on the innovative and most
recent Windmills publication No Regrets on Sunday. The intention was to allow the
Change Champions to experience the Windmills approach and resources on a personal
level and to familiarise the group with the Windmills principles and tool kit of resources.
In this way the benefits to be gained from engaging with the Windmills materials would
be real for the Change Champions and would help build up their own personal resil-
ience and confidence in responding to the changes ahead. Central to the Windmills
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Fobister, People Development Manager for Shropshire council confirmed the value of
this approach.
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Regrets programme
was extremely
empowering for our
Change Champions as
It provided them with
the time to think
about themselves and
to develop their own
personal resilience. As
a result Champions felt
much more confident
In their ability to
support colleagues
particularly with their
new Windmills toolkit
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The Change Champions then attended a further 2 days capacity building training to
develop the skills and confidence to use the Windmills tool kit to support others in the
organisation. During the 2 days everyone was given the opportunity to practice using
the tools in the safe and supportive environment of the Change Champion group.
Individual feedback and plenary discussions identified practical strategies for dealing
with the potential challenges of supporting colleagues and teams in the organisation.

Three months down the line Change Champions were brought together again for a one
day review session. This gave the group an opportunity to look at the progress they had
made on their personal goals and what they had achieved in the organisation in their
role as a Change Champion.

At the end of the
additional two days
one Champion com-
mented,

WL FTSSf O2
the tools really do help
people going through
change. | can now talk
with knowledge and

confidence about the
Change Curve and can
identify where other
exercises can be of
dza S ©Q




Over 18 months later. What impact have the Change Champions had?

Change Champion role October 2010

At the start of the project in October 2010 the role of the Change Champion was intentionally an evolving one. The objective was to support the
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initially but Wendy Marston, Corporate Head of Business Improvement was clear that the Change Champions needed to be flexible and responsive.

The behaviour, approach and mind-set this would encourage was exactly what was needed to transform the Council. In describing the Change

Champion role and what they would be doing Wendy used the diagram below to identify 4 key areas .

The forth area where Change Champions would provide Diagram 1
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organisational priorities and the Change Champions taking
the initiative themselves to drive change and provide support
in an intuitive way..

supporting
change

l1to1l
At June 2012 the Change Champion role has developed and
grown steadily with individuals involved in a variety of groups
activities supporting the organisational transformation
process. Interventions have ranged from formal
presentations to 100+managers, group sessions and one-to-
one coaching, through to more informal and intuitive chats

with colleagues. improvement

business
needs of the

organisation

projects




Change Champion role June 2012

Change Champions have also been offering skills
identification support to colleagues in the redeployment
pool; preparing these individuals for the next steps in the
redeployment process. An analysis of the Change
Champions activity log shows that 27% of support provided
was due to redundancy and/ or restructure. A further 18%
provided support using Windmills tools for individuals or
groups facing restructuring or changes in their role often at
the request of managers.

Diagram 2

Redeployment Initially the Change Champions were heavily involved in

facilitating table top conversations at the launch of Change

Road Shows across the organisation and this is set to

continue into 2012/13. Similarly the Change Champions

KIS 0SSy OSYdNXt G2 GKS [/ 2dzy(
agenda. Involved in the staff consultation process during

the review of employees terms and conditions and

encouraging and supporting staff to complete the recent

survey to achieve the target 63% return.

Change

Champions

More recently Change Champions supported Windmills in

the delivery of Windmills workshops for Shared Services

managers and teams. In addition, venturing into that

Wdzy {y26yQ I NBI Ay RAFINIY ™M &3
the delivery of core skills training; facilitating sessions and

W OGAY3IQ FT2NJ GKS NBIFf LJX & &aSs:
Performance Culture programme.

N E i Associate
Engagement Trainer



Shropshire Council now has a committed team of Change Champions confident and skilled in providing varied and flexible support when and where
YSSRSR a (GKS 2NBHFYAalrGA2YyQa (NI yaF2N¥IFGA2Yy 22d2NYy Se ethéhgedsdidthe 2 O3S NI |
Champions Training in 2010 but the flexibility of the Windmills tool kit means that the resources and approach are still relevant and beneficial in

supporting the transformation programme.

The breadth of work the Change Champions are in- .
volved in has had a significant organisational impact. returnon investment
A recent internal review of Change Champion activity
to date has shown a return on the original
investment in the Windmills Champions training and

license. 200 return on investment
180 M costs

Year one cost included the upfront fee for training all

45 Change Champions and purchase of the Windmills 160 ——

toolkit.. Additional to this is the license fee of £9 000

allowing use of Windmills intellectual property and 140 —

unlimited reproduction of Windmills pdfs. 120 - |

In addition the Change Champions team can access © 100 A A —

ongoing telephone and email support and advice = 84 168

from the Windmills team. As part of a Community of 80 ] 126 - -

Champions from a whole range of organisations, the
Shropshire Council Change Champions are invited to
attend the annual Windmills Event..

year 1 year 2 year 3




What has been the impact of the Chang
Champion role?

The Windmills Change Champion programme for Shropshire Council has had an impact at both
an organisational and individual level.

Impact for individuals

Working with the Windmills tools and resources An analysis of the Change Champion activity log
Champions have been supporting individuals shows that 34% of the support provided by the
and groups dealing with the personal and pro-  Change Champions made use of the Windmills
fessional consequences of the organisational skills cards activity. The majority of employees
change programme. The Champions reported  who had taken part in the skills cards activity
that time spent with individuals had been had found it really beneficial and it had proved
welcomed and valued by colleagues. Feedback particularly helpful when looking at job roles
had been very positive with one staff member  for the future both in and out of Shropshire
RSAONAOAY I BKSE ABTRIM S Y Kafiil A rebedled & the Change Champion
Individuals had enjoyed the activities and found activity log the largest percentage of the peo-
they helped them to think more positively and  ple supported were facing redundancy and
proactively about their work and personal redeployment and feeling confident about
circumstances. One Champion commented that promoting their skills would be priority. Equally
0 KSANJ O2 ffourfsl Ehatams to talk &hd $ome employees in this situation recognised
reflect and that someone had shown a genuinéhe opportunity develop new skills and to do
interest in how she was feeling was very something different..

S Y LJ2 ¢ Sadding tHat thé process had left

her feeling more confident about managing

change and that her anxieties perhaps W NBy QG | &
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The skills cards
activity had

WKSf LISR
LJ- NI A OA LI
on her core skills and
LINB LJ- N5 |
plaining what she is
good at ¢ participant
now considering
volunteering at a
local care home to
gain more
SELISNA Sy O




Another Champion worked with a staff member who realised _Analysis of the Change Champions activity log shows

she neeged to make some changves. The employee WK I a X 5} Si az2vys that the vast majority of sessions have been on a one to

422R d2Fta FyR Kba SytNavewtsR Ay I F§.2 Nha BNEe F&y'\bg in 8articular going

setting up her own business. In the meantime she has been ' . i .

W221Ay3 Fi KSNILINRYS alAifta skSy s@pughsryepchtheWingmalsagtyifes proved so
beneficial that a more formal long term coaching

Champions reported that their support was encouraging staff relationship with the same Change Champion has been

members to be more proactive and take control of their established.

response to the changes they were experiencing. One staff
YSYOSN) T¥2dzy R UKS [ KFy3sclifiKl YLA 2y KCuRenlysworkdndgin Busiress Support this employee

goals and form a definite plan where things had been very has around 10 years service in the Council across
YV S0 dzf 2 dzind io difig2halEhEY believed that W& N G A y 3

Lo S 2 ! 2o Y 2 o, several departments. Feel - dzZa3KG dzLd Ay i
R2oy allSOAFAO bourzya vShyu aks o 2\?94 %ngyégmﬂs%re%b%%t o%w is role would be

affected and was keen to secure a different more

fulfilling role going forward. Six months after exploring

the Change Curve and completing the Personal EATing

habits questionnaire from Windmills No Regrets on

Sunday publication the coachee commented

WgAOK GKS LI OfRres®ifig atikhey 3S S O
consequent threat to maintaining a healthy work life

balance | have found the coaching sessions
GNBYSYyR2dzat e KSfLFdAZ a LQO
out from the hustle and bustle of the day job to talk to

a trusted confidante in a safe/secure

environment. The coaching sessions have enabled me

G2 NBFESOO 2y 6KSNB LQ@S 02
to get to, both in terms of my work and my nework
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Impact on teams Manager feedback

Presentations to line managers explaining the role of the Change Champion on WI nd mi I IS Session
and the support they could provide were successful in raising awareness for the te am:

throughout the organisation and prompted  several requests from team :
managers for the Champions to deliver Windmills sessions for department = & ~
teams.. One manager felt that following the consultation process and having LIJ ¢ K S N\B 7\ a
NEOSyiufte t2aG n YSYOSNR 2F GKS GSIFY KSN ¥ - -1

benefit from an opportunity to share and understand how they were feeling in IneVItabI I Ity abOUt
I a0 NHzOUdzNBRZ LJzN1J2 aSFdzA 41 & o I FGSNI GKS§

packwas that ithad WK S { LISR 8 dnf RONEGHYR sKSNE dKS TALARSRUEIE Ul
ones would need to be given extra support, and which ones were feeling posi- Wh|Ch iS cu rrent'y

tive about the future, even if that still remained unknowvhen asked how i .
she would describe the Windmills session to others she replied Wi KS aSaairz2ya tak|ng place and this
enabled the team to consider the next steps for the service and the next steps .
T2NJ GKSYasSt 0Sa Ay akS Okhy3as Lneosaao w WIS alo]oR 1| Nalo]e
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Another team manager felt he would be able to support his team Change that but it
through the changes they were facing more effectively if he kneyv will he|p you cope
more about the personal feelings of the team members. Following . i

the Windmills session delivered by one of the Change Champions better with it and
he was asked what he had gained and commented WL {1y 2¢ I 21

more about how my colleagues feel, what bothers them and, h,elp yOl_',_Ir team to,\
interestingly, what they are not too bothered about. | feel that we O2 y u 7\ )f dZS

can much better support one another as a result of going through
0KS LINPOSaa G23SUKSNQO



Ongoing impact for the Change Champions

{AYATIINI & my Y2yiaKa FFAOAGSNI FGGSYRAYy3 GKS 2AYRYA
selves feel they continue to benefit from applying the Windmills tools and approach to their own circumstances
at work and personally. This demonstrates the long term sustainability of the impact of the 3 day Windmills pro-
gramme. Many of the Champions were facing restructure and changes to their job role soon after completing the
Windmills training programme. Reminding themselves of the Windmills principles and revisiting some of the
Windmills activities has ensured that the Change Champions have been able to respond positively to organisa-
tional change and bring about beneficial personal change. This personal resilience and proactive attitude and
approach means the Change Champions can be more effective in supporting others in the Council.

2y

For one Champion back in October 2011 it WK+ R 6SSy | (G2dAK FS¢ Y2yidiKa |
Oy &aS8S I tA3IKG Fd GKS SyR 2F (GKS {ddzyySt o LQ@S

good things coming from this. | may even get to start on that degree that | want to do. | do think that a |
that is due to Windmills, as before, | would get totally stressed out and not know how to cope with so |
OKIy3aSoQ |

Another Champion described work asan Wdzy OSNIi F Ay 22 dzNy S@& R 2 gayd admitteli $ebl® Tazy 02 Y’ +:§“N\u I 5t S NEBI
ing apprehensive and concerned about changing expectations and challenges as her work role and team contin- e

ued to alter. However that said she quickly realised Wi KI 1 Q& Sy 2dAK 2F GKS yS3at RSalL
actually feeling quite goodd RRAY 3 W Y& 2y 3INBIG LIASOS 2F ySga ar18S
GKEG L K2l sAft S@Syddatte 68 | ste (G2 FOKASOAY g C¢AO1S
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start a 12 month full time maternity cover position seconded to the Economic Development team, a role that will
make full use of her previous business experience. Excited at the new challenge this presents, the Champion
describesitasi KS 2206 L KI @S & yriySRR oFSH hit SoeSHdmilg thisiwowld ndt SdveN
KFELILISY $SR®E2dzAK | Osing theaBityides, halaMdus,yioolsP& techniques learned throug -

2 AYRYAT t a Ghasbdcdne mdre YdSitiye addiprdactive in her approach contributing to this success.



Organisational Impact
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opportunity to use the Windmills tools and materials in other aspects of their job role. The flexibility of the Windmills tool kit has meant the

Change Champions have been able to extend the application of the Windmills resources beyond supporting the transformation process. In this

way Shropshire Council is continuing to get more value from the portfolio of Windmills materials as organisational needs and demands change

through the license period. Equally this suggests that the tool kit and team of Change Champions can continue to have a positive impact at both

an organisational and individual level beyond the transformation programme.

Several Champions have delivered workshops including
2 AYyRYAfta FTOGAGAGASAE & LINI 2F GKS / OA Q& .DNIF Rdzl 0 S
Programme Induction. This different focus meant that 2\!\9|Z|¥dmﬁls l&:ﬁwues

the Champions made use of activities that previously 1%_19%

had not featured a great deal on the activity log. Analy-
sis of the Change Champions activity log shows that
34% of the interventions had included the skills cards
activity and only 1% using the Career Motivations ques-
tionnaire. This may in part be due to the needs of the 34%
redeployment pool however encouraging Champions to
make use of all aspects of the tool kit will ensure that
the organisation and its staff gets value from the whole
of the Windmills portfolio available to the Champions. 1%

M action planning cards
M career motivations
golden ticket

W walls and windmills

manimal cards
STAR template
WLPG

change curve

Feedback from the Champions involved in this work
adz33Sa0SR GKI G 4SSt aNBBS RYRA
that the activities had created W32 2 R 3INR dzLJ| RA
about confidence, networking with people who have
complimentary skills, goal setting and reviewing goal
NBEIdzf NI & (G2 SyadaNBE &82dz dale 2y (NI O1OQ

other

P

skills cards
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19%
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One Champion quickly identified an opportunity to extend the use of the Windmills
materials to Council service users in the community. Recognising that the principles
behind exploring current and desired blends of working, learning, playing and giving
(WLPG) would be equally beneficial for people not in a work situation the Champion
included drawing a WLPG diagram in workshops they were running for parent groups.

Similarly a lunch time conversation during the training explored the need to offer
young people similar messages behind the Windmills approach - in particular o
encouraging and inspiring young people to take control and create a positive plan for ves |t IS nOt un Usual tO
the future. The Windmills STAR programme designed specifically for young people is

soon to be piloted in two Secondary schools in the Shropshire Council area. Following hear refe rence from
a similar capacity building model 15 Champions selected from various areas of the Staff tO the Change
council will be trained to deliver the STAR programme for schools.

) curve or WLPG In )
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and increasingly for others in the organisation. Usage of the Windmills resources con- Wh |Ch I fee' IS

tinues to grow with more people in the organisation benefiting from the activities and -

the Windmills principles and approach being used more regularly in a variety of testi mony to the

circumstances. Attending two meetings recently Jackie Kelly, Corporate Head of Strength Of the

Organisational DeveIcA)pmentAwgs gelighted to hear an a'Etendee duriyg discussions ~

suggestingthat W6 Sy SSR 12 0 dzA f. BimilarofieChahge t & y'2id 41 LONR A NJ YVY S

I KFEYLAZ2Y KI a OzewWndnfills ®éts, tackniques and thoughts that
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to hear reference from staff to the change curve or WLPG in our conversations which |
FSSt Aa dSadavyzzye (2 GKS aGNBy3adk 2F (KS

This intuitive use of the Windmills approach is what Wendy Marston, Corporate Head
of Business Improvement .a Change Champions herself ,hoped for at the start of the
project and could only have been achieve through the Champions capacity building
model provided by Windmills.




Recommendations for the future

A number of points have emerged from compiling this report
which highlights four key areas for the team to consider. These
recommendations we believe will ensure greater value is gained
from the original investment and ongoing license fee.

Location

Analysis of the Change Champion activity log reveals that only
10% of the Change Champion interventions took place outside of
{KNBEgaod2NEQ ¢gAGK no> Gl 1Ay3
be the result of two factors. The majority of the Champions are
based in and around Shrewsbury and the numbers of staff and
demand for support in the Shrewsbury area will be high. How-
ever it might be worth reviewing the activity levels of the Cham-
pions based outside of Shrewsbury and the challenges they are
facing. The Change Champion group might want to consider
how to give employees across the whole of the region access to
the support they can provide with the Windmills tool kit. The
application of the Windmills materials and resources for differ-
ent purposes might in fact achieve that over time however this
could be accelerated if wider access across the region and en-
gagement from the Champions based there was seen as desir-
able.

Tool kit

To date it would appear from the Change Champion activity log
that there is scope to use a wider range of the Windmills tool kit
and thereby gain more value from the resources available under

LX I OS

license. This may in part be due to the availability of resources.
At the end of the training each champion was given a set of skills
cards to practice with and use with colleagues. Individuals from
the redeployment pool clearly benefited from completing the
skills cards activity but other tools such as the career motivations
guestionnaire and action planning cards would be very relevant
for this target audience. Change Champions should be encour-
aged to review what tools they are using and consider the
potential benefits of including different tools on a more regular
basis.

Embedding

AY {KANBKFtfft® ¢KAa Aa
¢tKS RS@USt2LIYSYyu 2F U0UKS Wdzy|
created opportunities for Windmills to continue to support
Shropshire Council further as the transformation journey pro-
gresses and different needs emerge. At the heart of the
Windmills approach to working with clients is collaboration and
building long term relationships. Now in year 2 of a 3 year
license agreement Windmills is keen to ensure that Shropshire
Council gets real value from the investment made in the Wind-
mills portfolio and in establishing a strong, capable Champions
group.

In response to the reorganisation that incorporated IT, HR and
Finance departments into a Shared Services team Windmills
designed and delivered a series of workshops for managers from
the departments involved and then for their team members.
Change Champions co facilitated the large workshops for staff.
Not only did this provide a further development opportunity for
the Change Champions but it established the group as a point of
contact should the individuals need additional support.
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Wider application

Similarly at the moment Windmills is working with Jackie Kelly, Corporate Head of Organisational Development and Maggie Fobister, People De-

velopment Manager to discuss and develop several proposals where Windmills can provide support to different project in the future. Those include

workshops to support the Talent and Graduate initiatives as well as young people through the apprenticeship and LAC agenda. As part of

{ KNRPLIAKANBQa 902y2YAO DNRgUGK {GNIFGS3e SELX 2NIF (G2NE Rshipribdehtdath 2 ya | NB
delivers results across the local economy in Shropshire. It is anticipated that this will include the authority itself, wider public sector employers and

local private sector employers. With its experience in developing the STAR programme and resources for young people Windmills believes it can

support the Council in developing the apprenticeship model and establishing effective delivery mechanisms. The second opportunity under consid-

SNI A2y YR adGAftf Ay GKS @SNEB SIFENIe adl3aISa 27 RMUE GUzEHOSARZ vy SAa&E FA3yS NAI:
2F (GKS 2AYyRYAffa | LIINRBFEOK FftAdya ¢Sttt G2 GKS [/ 2dzy OA imfifachaNdsanlLJ2 y & A 0 A
relation to health, education and employment.

Conclusion Windmills 3 thinking

At the start of the project in 2010 Keith Barrow, Leader of Shropshire

| 2dzy OAf YIRS AG Of SFNJ GKIFIdG W{KNRLAKANB /
0KS gFe& Al 2LISNIGSE 020K AYGSNyrtte Iy
The impact of the work carried out by the Change Champions has
contributed to progress made in achieving the first of those two
priorities and going forward the pilot STAR programme for schools
and other projects under consideration has the potential to extend
the impact to the wider community outside the Council.
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The value of this project is increasing and Windmills is delighted that

A Aa SP2ft Ay Ayid2 I WIKNBS GKAY]
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empowering individuals, building capacity in organisations and

supporting communities.
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In a public sector environment that is facing unprecedented
change introducing a new skill set has built our capacity,
OF LI oAfAGE YR O2yFTARSYOS

Collaborating with Windmills, which has a widely-
acknowledged track record and credible body of work in this
fleld, has enabled us to meet our key transformation
objectives. The Windmills team of professionals Is passionate

about what it does and its key individuals are always flexible in
their approach; offering a high degree of adaptability that
meets our specific needs. This partnership project is reaping
huge rewards.

Jackie Kelly
Corporate Head of Organisational Development




