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For Wendy Marston,           
Corporate Head of 
Business Improve-
ƳŜƴǘΣ ΨThe decision 
to develop our own 
staff to work with 
their colleagues to 
support them 
through substantial 
change made        
absolute business 
ǎŜƴǎŜΦΩ  

Background to the project 
 

In 2010 Shropshire Council, like many other local government authorities and services, 
was confronted with the challenge of reducing spending by some £80 million over the 
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 
needed to reshape the organisation and transform the way services were delivered to 
the local community.   In response the senior management team at Shropshire embarked 
on a three year transformation project that would impact across the organisation.   
 
Staff engagement would be critical to the success of this transformation process and 
Jackie Kelly, Corporate Head of Organisational Development knew that ΨŦŀŎƛƴƎ ŀƴ         
unparalleled chapter of change at the council, we needed to be proactive and innovative 
ƛƴ ŜǉǳƛǇǇƛƴƎ ƻǳǊ ǇŜƻǇƭŜ ŦƻǊ ǘƘŜ ŦǳǘǳǊŜΦΩ  Not only did Council employees need to be able 
to cope with the constantly changing environment but they needed to be engaged in 
driving the organisational changes required.   
 

Windmills capacity building approach and flexible portfolio of creative but practical  
ǊŜǎƻǳǊŎŜǎ ǿƻǳƭŘ ǎǳǇǇƻǊǘ ǘƘŜ /ƻǳƴŎƛƭΩǎ ŜŦŦƻǊǘǎ ƛƴ ŀŎƘƛŜǾƛƴƎ ǘƘŀǘ ŎǳƭǘǳǊŀƭ ŎƘŀƴƎŜΦ  ¢ƘŜ 
range of Windmills activities encourages individuals to think creatively and adopt a new 
mindset, empowering them to be passionate about taking steps to make a difference for 
themselves and others.  Building internal capacity within the organisation ensures  
flexibility and responsiveness in the use of the Windmills materials and creates sustain-
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 
ŎƻƴǘƛƴǳŜǎ ǘƻ ŀŘŘ ǾŀƭǳŜ ǘƻ ǘƘŜ /ƻǳƴŎƛƭΩǎ ǘǊŀƴǎŦƻǊƳŀǘƛƻƴ ǇǊƻƎǊŀƳƳŜΦ 



What was involved in the project? 
 

¢ƘŜ /ƘŀƴƎŜ /ƘŀƳǇƛƻƴ ǊƻƭŜ ǿŀǎ ǎŜŜƴ ŀǎ ƪŜȅ ǘƻ {ƘǊƻǇǎƘƛǊŜ /ƻǳƴŎƛƭΩǎ ǘǊŀƴǎŦƻǊƳŀǘƛƻƴ   

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   

ŀǇǇǊƻŀŎƘ ƛǎ ǘƘŜ ōŜƭƛŜŦ ǘƘŀǘ ǘƘƛǎ ǇŜǊǎƻƴŀƭ ǊŜǎƻǳǊŎŜŦǳƭƴŜǎǎ ŀƴŘ ΨǇǊŀŎǘƛǎƛƴƎ ǿƘŀǘ ȅƻǳ 

ǇǊŜŀŎƘΩ ƛǎ ŎǊƛǘƛŎŀƭ ƛŦ /ƘŀƴƎŜ /ƘŀƳǇƛƻƴǎ ŀǊŜ ǘƻ ōŜ ŜŦŦŜŎǘƛǾŜ ƛƴ ǎǳǇǇƻǊǘƛƴƎ  ƻǘƘŜǊǎΦ aŀƎƎƛŜ 

Fobister, People Development Manager for Shropshire council confirmed the value of 

this approach. 

Maggie Fobister, People Development Manager 

for Shropshire council confirmed the value of 

this approach 

Ψ¢ƘŜ ²ƛƴŘƳƛƭƭǎ bƻ   
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 
ǘƻ ǎǳǇǇƻǊǘ ǘƘŜƳΩΦ 

Maggie Fobister 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

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, 

ΨL ŦŜŜƭ ŎƻƴŦƛŘŜƴǘ ǘƘŀǘ 
the tools really do help 
people going through 
change. I can now talk 
with knowledge and 
confidence about the 
Change Curve and can 
identify where other 
exercises can be of 
ǳǎŜΦΩ 



Diagram 1 

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 
¢ǊŀƴǎŦƻǊƳŀǘƛƻƴ tǊƻƎǊŀƳƳŜ ōǳǘ ΨƘƻǿΩ ǿŀǎ ŦƻǊ ǘƘŜ /ƘŀƴƎŜ /ƘŀƳǇƛƻƴǎ ǘƘŜƳǎŜƭǾŜǎ ǘƻ ŘŜŎƛŘŜΦ  ¢Ƙƛǎ ǿŀǎ ǉǳƛǘŜ ŎƘŀƭƭŜƴƎƛƴƎ ŦƻǊ Ƴŀƴȅ /Ƙange Champions 
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    
ǎǳǇǇƻǊǘ ǿŀǎ ΨǳƴƪƴƻǿƴΩ ŀƴŘ ǿƻǳƭŘ ŘŜǇŜƴŘ ƻƴ ŜƳŜǊƎƛƴƎ    
organisational priorities and the Change Champions taking 
the initiative themselves to drive change and provide support 
in an intuitive way.. 
 
 
At June 2012 the Change Champion role has developed and 
grown steadily with individuals involved in a variety of       
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.  



Diagram 2 

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.   
 
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 
ƘŀǾŜ ōŜŜƴ ŎŜƴǘǊŀƭ ǘƻ ǘƘŜ /ƻǳƴŎƛƭΩǎ ǎǘŀŦŦ ŜƴƎŀƎŜƳŜƴǘ 
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.   
 
More recently Change Champions supported Windmills in 
the delivery of Windmills workshops for Shared Services 
managers and teams.  In addition, venturing into that 
ΨǳƴƪƴƻǿƴΩ ŀǊŜŀ ƛƴ ŘƛŀƎǊŀƳ м ǎƻƳŜ ƘŀǾŜ ōŜŜƴ ƛƴǾƻƭǾŜŘ ƛƴ 
the delivery of core skills training; facilitating sessions and 
ΨŀŎǘƛƴƎΩ ŦƻǊ ǘƘŜ ǊŜŀƭ Ǉƭŀȅ ǎŜǎǎƛƻƴǎ ŘǳǊƛƴƎ ǘƘŜ IƛƎƘ              
Performance Culture programme. 
 



Shropshire Council now has a committed team of Change Champions confident and skilled in providing varied and flexible support when and where 
ƴŜŜŘŜŘ ŀǎ ǘƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ ǘǊŀƴǎŦƻǊƳŀǘƛƻƴ ƧƻǳǊƴŜȅ ŜǾƻƭǾŜǎ ƻǾŜǊ ǘƛƳŜΦ  ¢ƘŜ ƴŜŜŘǎ ƻŦ ǘƘŜ ƛƴŘƛǾƛŘǳŀƭǎ ŀƴŘ ǘƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴ ƘŀǾe changed since the 
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. 
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. 
 
Year one cost included the upfront fee for training all 
45 Change Champions and purchase of the Windmills 
toolkit.. Additional to this is the license fee of £9 000 
allowing use of Windmills intellectual property and 
unlimited reproduction of Windmills pdfs. 
 
In addition the Change Champions team can access 
ongoing telephone and email support and advice 
from the Windmills team. As part of a Community of 
Champions from a whole range of organisations, the 
Shropshire Council Change Champions are invited to 
attend the annual Windmills Event.. 



Impact for individuals 
 

Working with the Windmills tools and resources 
Champions have been supporting individuals 
and groups dealing with the personal and pro-
fessional consequences of the organisational 
change programme.  The Champions reported 
that time spent with individuals had been     
welcomed and valued by colleagues.  Feedback 
had been very positive with one staff member 
ŘŜǎŎǊƛōƛƴƎ ǘƘŜ ŀŎǘƛǾƛǘƛŜǎ ŀǎ ΨŜƴƭƛƎƘǘŜƴƛƴƎΩΦ       
Individuals had enjoyed the activities and found 
they helped them to think more positively and 
proactively about their work and personal       
circumstances.  One Champion commented that 
ǘƘŜƛǊ ŎƻƭƭŜŀƎǳŜ ƘŀŘ Ψfound the time to talk and 
reflect and that someone had shown a genuine 
interest in how she was feeling was very         
ŜƳǇƻǿŜǊƛƴƎ Ψ adding that the process had left 
her feeling more confident about managing 
change and that her anxieties perhaps ΨŀǊŜƴΩǘ ŀǎ 
ōƛƎ ŀǎ ǎƘŜ ƘŀŘ ǘƘƻǳƎƘǘ ǘƘŜȅ ǿŜǊŜΩΦ 
 

 
 
 
An analysis of the Change Champion activity log 
shows that 34% of the support provided by the 
Change Champions made use of the Windmills 
skills cards activity.  The majority of employees 
who had taken part in the skills cards activity 
had found it really beneficial and it had proved 
particularly helpful when looking at job roles 
for the future both in and out of Shropshire      
Council.  As revealed on the Change Champion 
activity log the largest percentage of the peo-
ple supported were facing redundancy and           
redeployment and feeling confident about     
promoting their skills would be priority. Equally 
some employees in this situation recognised 
the opportunity develop new skills and to do 
something different.. 
 

 

What has been the impact of the Change        

Champion role? 
 

The Windmills Change Champion programme for Shropshire Council has had an impact at both 

an organisational and individual level.   

The skills cards      
activity had 

ΨƘŜƭǇŜŘ ǘƻ ŦƻŎǳǎ ǘƘŜ 
ǇŀǊǘƛŎƛǇŀƴǘΩǎ ƳƛƴŘ 
on her core skills and 
ǇǊŜǇŀǊŜ ŀ ΨǇƛǘŎƘΩ ŜȄπ
plaining what she is 
good at ς participant 
now considering  
volunteering at a   
local care home to 
gain more                
ŜȄǇŜǊƛŜƴŎŜΩ  



Another Champion worked with a staff member who realised 
she needed to make some changes.  The employee ΨƘŀǎ ǎŜǘ ǎƻƳŜ 
ƎƻƻŘ Ǝƻŀƭǎ ŀƴŘ Ƙŀǎ ŜƴǊƻƭƭŜŘ ƛƴ ŀ ŦƭƻǊƛǎǘǊȅ ŎƻǳǊǎŜΩ with a view to 
setting up her own business.  In the meantime she has been 
ΨƭƻƻƪƛƴƎ ŀǘ ƘŜǊ ǇǊƛƳŜ ǎƪƛƭƭǎ ǿƘŜƴ ǎŜŀǊŎƘƛƴƎ ŦƻǊ ƧƻōǎΩΦ 
 

Champions reported that their support was encouraging staff 
members to be more proactive and take control of their          
response to the changes they were experiencing.  One staff 
ƳŜƳōŜǊ ŦƻǳƴŘ ǘƘŜ /ƘŀƴƎŜ /ƘŀƳǇƛƻƴ ƘŀŘ ƘŜƭǇŜŘ ǘƘŜƳ Ψclarify 
goals and form a definite plan where things had been very    
ƴŜōǳƭƻǳǎ ōŜŦƻǊŜΩ and in doing that they believed that ΨǿǊƛǘƛƴƎ 
Řƻǿƴ ǎǇŜŎƛŦƛŎ ŀŎǘƛƻƴǎ ƳŜŀƴǘ ǎƘŜ ǿƻǳƭŘ ǘŀŎƪƭŜ ǘƘŜƳΦΩ 

Analysis of the Change Champions activity log shows 
that the vast majority of sessions have been on a one to 
one basis.  For one employee in particular going 
through some of the Windmills activities proved so 
beneficial that a more formal long term coaching       
relationship with the same Change Champion has been 
established.   
 

Currently working in Business Support this employee 
has around 10 years service in the Council across       
several departments. Feeling ΨŎŀǳƎƘǘ ǳǇ ƛƴ ǘƘŜ ǘǊŀƴǎŦƻǊπ
ƳŀǘƛƻƴΩ he was  unsure about how his 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  
 

ΨǿƛǘƘ ǘƘŜ ǇŀŎŜ ƻŦ ŎƘŀƴƎŜ ŜǾŜǊ-increasing and the    
consequent threat to maintaining a healthy work life 
balance, I have found the coaching sessions               
ǘǊŜƳŜƴŘƻǳǎƭȅ ƘŜƭǇŦǳƭ ŀǎ LΩǾŜ ōŜŜƴ ŀōƭŜ ǘƻ ǘŀƪŜ ǘƛƳŜ 
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 
ǘƻ ǊŜŦƭŜŎǘ ƻƴ ǿƘŜǊŜ LΩǾŜ ŎƻƳŜ ŦǊƻƳ ŀƴŘ ǿƘŜǊŜ LΩŘ ƭƛƪŜ 
to get to, both in terms of my work and my non-work 
ƭƛŦŜΦΩ 



Impact on teams 
 
Presentations to line managers explaining the role of the Change Champion 
and the support they could provide were successful in raising awareness 
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 
ǊŜŎŜƴǘƭȅ ƭƻǎǘ п ƳŜƳōŜǊǎ ƻŦ ǘƘŜ ǘŜŀƳ ƘŜǊ ǎǘŀŦŦ ǿŜǊŜ ŦŜŜƭƛƴƎ ΨŦǊŀƎƛƭŜΩ ŀƴŘ ǿƻǳƭŘ 
benefit from an opportunity to share and understand how they were feeling in 
ŀ ǎǘǊǳŎǘǳǊŜŘΣ ǇǳǊǇƻǎŜŦǳƭ ǿŀȅΦ  !ŦǘŜǊ ǘƘŜ ²ƛƴŘƳƛƭƭǎ ǎŜǎǎƛƻƴ ǘƘŜ ƳŀƴŀƎŜǊΩǎ ŦŜŜŘπ
back was that it had ΨƘŜƭǇŜŘ ƳŜ ǳƴŘŜǊǎǘŀƴŘ ǿƘŜǊŜ ǘƘŜ ǘŜŀƳ ǿŜǊŜ ŀǘΣ ǿƘƛŎƘ 
ones would need to be given extra support, and which ones were feeling posi-
tive about the future, even if that still remained unknown. When asked how 
she would describe the Windmills session to others she replied ΨǘƘŜ ǎŜǎǎƛƻƴǎ 
enabled the team to consider the next steps for the service and the next steps 
ŦƻǊ ǘƘŜƳǎŜƭǾŜǎ ƛƴ ǘƘŜ ŎƘŀƴƎŜ ǇǊƻŎŜǎǎΦ Ψ 
 

Another team manager felt he would be able to support his team 
through the changes they were facing more effectively if he knew 
more about the personal feelings of the team members.  Following 
the Windmills session delivered by one of the Change Champions 
he was asked what he had gained and  commented ΨL ƪƴƻǿ ŀ ƭƻǘ 
more about how my colleagues feel, what bothers them and,     
interestingly, what they are not too bothered about. I feel that we 
can much better support one another as a result of going through 
ǘƘŜ ǇǊƻŎŜǎǎ ǘƻƎŜǘƘŜǊΩΦ   

 

Manager feedback 
on Windmills session 
for the team: 

Ψ¢ƘŜǊŜ ƛǎ ŀ ŎŜǊǘŀƛƴ   
inevitability about 
much of the change 
which is currently 
taking place and this 
workshop will not 
change that but it 
will help you cope 
better with it and 
help your team to 
ŎƻƴǘƛƴǳŜ ǘƻ ŀŎƘƛŜǾŜΦΩ 

 

 



Ongoing impact for the Change Champions 
 

{ƛƳƛƭŀǊƭȅ му ƳƻƴǘƘǎ ŀŦǘŜǊ ŀǘǘŜƴŘƛƴƎ ǘƘŜ ²ƛƴŘƳƛƭƭǎ Ψbƻ wŜƎǊŜǘǎ ƻƴ {ǳƴŘŀȅΩ ǇǊƻƎǊŀƳƳŜ ǘƘŜ /ƘŀƳǇƛƻƴǎ ǘƘŜƳπ
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.  
 

For one Champion back in October 2011 it ΨƘŀŘ ōŜŜƴ ŀ ǘƻǳƎƘ ŦŜǿ ƳƻƴǘƘǎ ŦƻǊ ƳŜ όǇŜǊǎƻƴŀƭ ŀƴŘ ǿƻǊƪ ƭƛŦŜύΣ ōǳǘ L 
Ŏŀƴ ǎŜŜ ŀ ƭƛƎƘǘ ŀǘ ǘƘŜ ŜƴŘ ƻŦ ǘƘŜ ǘǳƴƴŜƭΦ  LΩǾŜ ōŜŜƴ ǊŜŘŜǇƭƻȅŜŘ ǘƻ ŀ ƴŜǿ Ƨƻō ǿƘƛŎƘ L ǊŜŀƭƭȅ ƭƻǾŜ ŀƴŘ Ŏŀƴ ǎŜŜ ŀ ƭƻǘ ƻŦ 
good things coming from this.  I may even get to start on that degree that I want to do.  I do think that a lot of 
that is due to Windmills, as before, I would get totally stressed out and not know how to cope with so much 
ŎƘŀƴƎŜΦΩ 
 

Another Champion described work as an ΨǳƴŎŜǊǘŀƛƴ ƧƻǳǊƴŜȅ Řƻǿƴ ŀ ǾŜǊȅ ǳƴŎƻƳŦƻǊǘŀōƭŜ ǊƻŀŘΩ and admitted feel-
ing apprehensive and concerned about changing expectations and challenges as her work role and team contin-
ued to alter.  However that said she quickly realised ΨǘƘŀǘΩǎ ŜƴƻǳƎƘ ƻŦ ǘƘŜ ƴŜƎŀǘƛǾŜ ōŜŎŀǳǎŜ ŘŜǎǇƛǘŜ ŀƭƭ ǘƘƛǎΣ LΩƳ 
actually feeling quite good! ŀŘŘƛƴƎ Ψ Ƴȅ ƻǿƴ ƎǊŜŀǘ ǇƛŜŎŜ ƻŦ ƴŜǿǎ ƛǎ ǘƘŀǘ LΩǾŜ ǘŀƪŜƴ ǎƻƳŜ ǇƻǎƛǘƛǾŜ ŀŎǘƛƻƴ ǘƻǿŀǊŘǎ 
ǿƘŀǘ L ƘƻǇŜ ǿƛƭƭ ŜǾŜƴǘǳŀƭƭȅ ōŜ ŀ ǿŀȅ ǘƻ ŀŎƘƛŜǾƛƴƎ Ƴȅ DƻƭŘŜƴ ¢ƛŎƪŜǘΗΩ  {ƘŜ ƛǎ ƴƻǿ ŀǘǘŜƴŘƛƴƎ ŀ ǘǊŀƛƴƛƴƎ ǇǊƻƎǊŀƳƳŜ 
ΨǎƻƳŜǘƘƛƴƎ LΩǾŜ ŀƭǿŀȅǎ ǿŀƴǘŜŘ ǘƻ Řƻ ōǳǘ ŘƛŘƴΩǘ ǘƘƛƴƪ LΩŘ ŜǾŜǊ ƘŀǾŜ ǘƘŜ ŎƘŀƴŎŜΦ  L ŀǎƪŜŘΣ L Ǝƻǘ ŀƴŘ ƛǘΩǎ ƎǊŜŀǘΩΦ 
 

!ƴƻǘƘŜǊ ŜȄŎŜƭƭŜƴǘ ŜȄŀƳǇƭŜ ƻŦ ΨǇǊŀŎǘƛǎƛƴƎ ǿƘŀǘ ȅƻǳ ǇǊŜŀŎƘΩΣ ƻƴŜ /ƘŀƳǇƛƻƴ ŎǳǊǊŜƴǘƭȅ ƛƴ ŀ ǇŀǊǘ ǘƛƳŜ ǊƻƭŜ ƛǎ ǎƻƻƴ ǘƻ 

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   

describes it as ǘƘŜ Ƨƻō L ƘŀǾŜ ǿŀƴǘŜŘ ŦƻǊ ǘƘŜ ƭŀǎǘ н ȅŜŀǊǎΩ ŀƴŘ ōŜƭƛŜǾŜǎ Ψif not for Windmills this would not have 

ƘŀǇǇŜƴŜŘΩ.  !ƭǘƘƻǳƎƘ ŀ ŎƻƴŦƛŘŜƴǘ ǇŜǊǎƻƴ Ψusing the attitudes, behaviours, tools & techniques learned through 

²ƛƴŘƳƛƭƭǎ ǘƻ ƘŜƭǇ ƳŜΩ ǎƘŜ has become more positive and proactive in her approach contributing to this success. 



Organisational Impact 
 

aŀƴȅ ƻŦ ǘƘŜ /ƘŀƳǇƛƻƴǎ ƘŀǾŜ ǘŀƪŜƴ ƻƴ ǘƘŜ ŎƘŀƭƭŜƴƎŜ ƻŦ ǘƘŜ ΨǳƴƪƴƻǿƴΩ ŀǊŜŀ ƻŦ ǘƘŜ /ƘŀƴƎŜ /ƘŀƳǇƛƻƴǎ ǊƻƭŜ ƛƴ ŘƛŀƎǊŀƳ м ŀƴŘ ƘŀǾŜ ŎǊeated the     

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         
²ƛƴŘƳƛƭƭǎ ŀŎǘƛǾƛǘƛŜǎ ŀǎ ǇŀǊǘ ƻŦ ǘƘŜ /ƻǳƴŎƛƭΩǎ DǊŀŘǳŀǘŜ 
Programme Induction.  This different focus meant that 
the Champions made use of activities that previously 
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 
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. 
 
Feedback from the Champions involved in this work 

ǎǳƎƎŜǎǘŜŘ ǘƘŀǘ ǘƘŜ ǎŜǎǎƛƻƴǎ ǿŜǊŜ ΨǿŜƭƭ ǊŜŎŜƛǾŜŘΩ and 

that the activities had created ΨƎƻƻŘ ƎǊƻǳǇ ŘƛǎŎǳǎǎƛƻƴǎ 

about confidence, networking with people who have 

complimentary skills, goal setting and    reviewing goals 

ǊŜƎǳƭŀǊƭȅ ǘƻ ŜƴǎǳǊŜ ȅƻǳ ǎǘŀȅ ƻƴ ǘǊŀŎƪΩ 



 

 

 

...it is not unusual to 
hear reference from 
staff to the change 
curve or WLPG in 
our conversations 
which I feel is       
testimony to the 
strength of the     
ǇǊƻƎǊŀƳƳŜΩΦ 

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            
encouraging and inspiring young people to take control and create a positive plan for 
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 
a similar capacity building model 15 Champions selected from various areas of the 
council will be trained to deliver the STAR programme for schools. 
 

¢Ƙƛǎ ŘŜǾŜƭƻǇƳŜƴǘ ƻŦ ǘƘŜ ΨǳƴƪƴƻǿƴΩ ŀǊŜŀ ŦƛǊǎǘ ƳŜƴǘƛƻƴŜŘ ƛƴ ŘƛŀƎǊŀƳ мƘŀǎ ƳŜŀƴǘ ǘƘŀǘ 
ǘƘŜ ²ƛƴŘƳƛƭƭǎ ǘǊŀƛƴƛƴƎ Ƙŀǎ ōŜŎƻƳŜ ƭŜǎǎ ƻŦ ŀ ΨƻƴŜ- ƻŦŦ ƛƴƛǘƛŀǘƛǾŜΩ ǘƻ ƳŜŜǘ ŀ ǎǇŜŎƛŦƛŎ ƴŜŜŘ 
ōǳǘ ǊŀǘƘŜǊ Ƙŀǎ ƻǾŜǊ ǘƛƳŜ ōŜŜƴ ŀōǎƻǊōŜŘ  ƛƴǘƻ ǘƘŜ ΨŘŀȅ ƧƻōΩ ŎŜǊǘŀƛƴƭȅ ŦƻǊ ǘƘŜ /ƘŀƳǇƛƻƴǎ 
and increasingly for others in the organisation.  Usage of the Windmills resources con-
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       
circumstances.  Attending two meetings recently Jackie Kelly, Corporate Head of          
Organisational Development was delighted to hear an attendee during discussions 
suggesting that ΨǿŜ ƴŜŜŘ ǘƻ ōǳƛƭŘ ²ƛƴŘƳƛƭƭǎ ƴƻǘ ǿŀƭƭǎΩ.  Similarly one Change       
/ƘŀƳǇƛƻƴ Ƙŀǎ ŎƻƳƳŜƴǘŜŘ ǘƘŀǘ άThe Windmills tools, techniques and thoughts that 
ǿŜǊŜ ǎƘŀǊŜŘ ǎŜŜƳŜŘ ǘƻ ƘŀǾŜ ōŜŎƻƳŜ ǇŀǊǘ ƻŦ ǘƘŜ ŎƻƳƳƻƴ ƭŀƴƎǳŀƎŜΧ ƛǘ ƛǎ ƴƻǘ ǳƴǳǎǳŀƭ 
to hear reference from staff to the change curve or WLPG in our conversations which I 
ŦŜŜƭ ƛǎ ǘŜǎǘƛƳƻƴȅ ǘƻ ǘƘŜ ǎǘǊŜƴƎǘƘ ƻŦ ǘƘŜ ǇǊƻƎǊŀƳƳŜΩΦ 
 

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 
{ƘǊŜǿǎōǳǊȅΩ ǿƛǘƘ по҈ ǘŀƪƛƴƎ ǇƭŀŎŜ ƛƴ {ƘƛǊŜƘŀƭƭΦ  ¢Ƙƛǎ ƛǎ ƭƛƪŜƭȅ ǘƻ 
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  

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 
questionnaire 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 
 
¢ƘŜ ŘŜǾŜƭƻǇƳŜƴǘ ƻŦ ǘƘŜ ΨǳƴƪƴƻǿƴΩ ŀǊŜŀ ǎƘƻǿƴ ƛƴ ŘƛŀƎǊŀƳ м Ƙŀǎ 
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. 



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          

{ƘǊƻǇǎƘƛǊŜΩǎ 9ŎƻƴƻƳƛŎ DǊƻǿǘƘ {ǘǊŀǘŜƎȅ ŜȄǇƭƻǊŀǘƻǊȅ ŘƛǎŎǳǎǎƛƻƴǎ ŀǊŜ ǘŀƪƛƴƎ ǇƭŀŎŜ ǘƻ ƛŘŜƴǘƛŦȅ ŀ ǊƻōǳǎǘΣ ŀƴŘ ǇǊŀŎǘƛŎŀƭ ŀǇǇǊŜƴǘƛŎŜship model that       

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-

ŜǊŀǘƛƻƴ ŀƴŘ ǎǘƛƭƭ ƛƴ ǘƘŜ ǾŜǊȅ ŜŀǊƭȅ ǎǘŀƎŜǎ ƻŦ ŘƛǎŎǳǎǎƛƻƴ ƛǎ ƛƴ ǊŜƎŀǊŘ ǘƻ ǎǳǇǇƻǊǘ ŦƻǊ ƭƻƻƪŜŘ ŀŦǘŜǊ ŎƘƛƭŘǊŜƴΦ    ¢ƘŜ ΨōŜ ŀƭƭ ȅƻu cŀƴ ōŜΩ ƳŜǎǎŀƎŜ ŀǘ ǘƘŜ ƘŜŀǊǘ 

ƻŦ ǘƘŜ ²ƛƴŘƳƛƭƭǎ ŀǇǇǊƻŀŎƘ ŀƭƛƎƴǎ ǿŜƭƭ ǘƻ ǘƘŜ /ƻǳƴŎƛƭΩǎ ǊŜǎǇƻƴǎƛōƛƭƛǘȅ ǘƻ ŜƴǎǳǊŜ ǘƘŀǘ ƭƻƻƪŜŘ ŀŦǘŜǊ ȅƻǳƴƎ ǇŜƻǇƭŜ ŀŎƘƛŜǾŜ ƳŀȄƛƳǳm life chances in    

relation to health, education and employment. 

Conclusion 
 
At the start of the project in 2010 Keith Barrow, Leader of Shropshire 
/ƻǳƴŎƛƭ ƳŀŘŜ ƛǘ ŎƭŜŀǊ ǘƘŀǘ Ψ{ƘǊƻǇǎƘƛǊŜ /ƻǳƴŎƛƭ ǿƛƭƭ ƴŜŜŘ ǘƻ ǘǊŀƴǎŦƻǊƳ 
ǘƘŜ ǿŀȅ ƛǘ ƻǇŜǊŀǘŜǎ ōƻǘƘ ƛƴǘŜǊƴŀƭƭȅ ŀƴŘ ƛƴ ǘƘŜ ŘŜƭƛǾŜǊȅ ƻŦ ƛǘǎ ǎŜǊǾƛŎŜǎΩΦ  
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.    
 
The value of this project is increasing and Windmills is delighted that 
ƛǘ  ƛǎ  ŜǾƻƭǾƛƴƎ ƛƴǘƻ ŀ ΨǘƘǊŜŜ ǘƘƛƴƪƛƴƎΩ ǇǊƻƧŜŎǘΦ  !ǎ ǘƘŜ ƳƻŘŜƭ ǎƘƻǿǎ ǘƘŜ 
ΨǘƘǊŜŜ ǘƘƛƴƪƛƴƎΩ ŀǇǇǊƻŀŎƘ ƘƛƎƘƭƛƎƘǘǎ ǘƘŜ ŎƻƴƴŜŎǘƛǾƛǘȅ ōŜǘǿŜŜƴ        
empowering individuals, building capacity in organisations and       
supporting communities.   

Windmills 3 thinking 



In a public sector environment that is facing unprecedented 
change introducing a new skill set has built our capacity,        
ŎŀǇŀōƛƭƛǘȅ ŀƴŘ ŎƻƴŦƛŘŜƴŎŜ ǘƻ ƳŜŜǘ ǘƘŜ ŎƘŀƭƭŜƴƎŜǎ ƘŜŀŘ ƻƴέΦ 

Collaborating with Windmills, which has a widely-
acknowledged track record and credible body of work in this 
field, 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 


