Role of a Facilitator in Change Process

Internal vs. External

Why

Higher Education institutions need many internal change agents to champion quality improvement projects in an organization and at the same time need external facilitators to help assist in changing key values or entrenched historical practices, processes, or systems. When internal facilitators/change agents try to address significant changes they get blackballed, fired, or extremely beat up. Effective internal change agents need to know the risks and pitfalls of trying to facilitate change such as the changes expected with the Title III projects. 

Learning Objectives

1. Explore the roles and responsibilities of an internal change agents/facilitators of change 

2. Justify the roles and responsibilities of external facilitators of change

3. Clarify the relationship between the external and internal facilitators

Performance Criteria

1. Provide the top five performance criteria for a change agent for any current or future Brevard change process 
a. Factor 1 – comprehensive.

b. Factor 2 – explicit.

c. Factor 3 – clear.

2. For any change process, identify the key ways of using an external facilitator.

a. Factor 1 – productive.

b. Factor 2 – feasible.

c. Factor 3 – efficient.

Information

The role of the internal facilitator or change agent is to mentor, coordinate, and provide support to those who have volunteered to lead the change process. This includes recruiting a team, bringing them up to speed, developing a consensus plan, getting the appropriate faculty development, coordinating activities, incorporating assessment, keeping people active, documenting progress, and being positive about the change.

The role of the external facilitator is to help the institution to clarify the targeted outcomes aligning with their mission. This would include identifying the key projects, inventorying the current resources and leaders, through quality faculty development grow these individuals skill sets so that they become the internal change agents. Mentor these individuals on a monthly basis growing their knowledge, skills, and identities so that the institution becomes empowered to take on the change them. The external facilitator must challenge quality consistently and provides assessment of the key performances so everyone is clear about quality and how to improve it. Finally, the external facilitator must bring closure of a change process by helping the institution freeze again so a new foundation of institutional effectiveness has been achieved.

Models

Profile:   Quality External Facilitator of Change

A Quality External Facilitator:

· Is appropriately credentialed and has a credibility and respect shared campus-wide 

· Is very knowledgeable with research-based information
· Provides vision appropriate for the strategic initiatives by bringing in experiences

· Is dynamic is presence by the inspiration, personal performance, and dedication
· Motivates teams and individuals through hard work and optimism 

· Will not give up on any work team or individual but persists till change occurs

· Is patience to give time for individuals to respond but constantly is challenging quality

· Is a transformative assessor who inspires others to advance assessment practices

· Mentors key internal leaders resulting in stronger empowerment

· Can facilitate multiple activities and provide key synergy between activities

· Is flexible and adapts quickly to new challenges and changing conditions

· Is trustworthy in keep information confidential when appropriately 
· Calculates risks and models timely risk taking
· Comes across as non-threatening, personable, approachable, and a listener
· Provides frameworks that can be adapted and owned by the campus
· Is perceptive of internal processes and procedures of that institution

· Is resourceful in locating what is needed and solving key problems

· Is a quality communicator who is to the point, clear, and understandable 

Profile of a Quality Internal Facilitator or Change Agent
A quality internal change agent:

· Is consistently non-judgmental even when others are judgmental

· Is sensitive to others through being a good listener
· Is a good communicator and recognizes informational needs of others
· Is flexible and adaptable to meeting needs of others

· Is trustworthy with information

· Is credible in the current change process

· Is well informed and resourceful in getting things accomplished

· Is enthusiastic on a daily basis

· Is empathetic when things struggle and energy is down

· Is efficient in using key resources to accomplish change

The Benefits of External Facilitators/Change Agents working with Internal Change Agents
1. External facilitators can introduce fresh ideas and concepts with less resistance

2. External change agents think outside of the box and the institutional culture 

3. External change agents are neutral and have no stakes in the institution

4.  External change agents can make the process evolve quicker

5.  External change agents increase engagement between external entities and internal departments

6.  External change agents bring information and experience from other institutions experiences and best practices

7.  External change agents can manage disputes and provide leadership expertise

8. External change agents can aligned with strategic goals of top management

9.  External change agents can promote of communities of practice

10. External change agents provide a better chance of unbiased accountability--external facilitators may be able to provide more sound accountability.
Risks of using an External Facilitator

1. If the college spends a lot of money, it may feel obligated to use the ideas provided whether or not these ideas are the best.

2. An internal change agent runs the risk of being ostracized if he or she aligns with an external change agent (ECA).

3. An ECA does not know the history or culture of the institution.

4. The person who was responsible for bringing in the ECA could lose credibility.

5. Use of a poor ECA can result in a bad experience that prevents one being used in the future.

6. The administration may feel that the changes need to be made without the faculty and staff buying into the ideas.

7. The ECA may not fulfill his or her obligations.

8. An ECA does not usually have administrative authority.

9. An ECA may not be trustworthy.

10. An ECA might not know the structure of power at the institution and may step on someone's toes without knowing it.

Risks of external Change Agent or Facilitator

1. distant--not personally acquainted with members of organization

2. authoritative--elected or appointed to govern the organization

3. direct--have ability to change organization without mediation

4. credible--recognized by other entities as being properly engaged in transforming the organization

5. reputable--respected by other entities which have an interest in the transformation of the organization

6. accountable--held responsible by other entities for the role of facilitating change within the organization

Critical Thinking Questions

1. What are the top three roles of an internal change agent versus the top three roles of an external facilitator of change?

2. What are the top five skills for an internal change agent versus the top five skills for an external facilitator of change?

3. What are the top five qualities of an internal change agent?

4. How can an external change agent help an internal change agent?

5. How can an external change agent hurt an internal change agent?

6. What three strategies can you use to increase the benefits and decrease the risks of the use of an external facilitator?

7. Why does trust play such a critical role in the teaming between the internal and external facilitators of change?

8. Why does an organization discount an internal change agent when, in fact, other institutions would rain accommodations on that person?

Skill Exercises

1. Describe the three important roles for the change agent in modifying/upgrading the religion curriculum?

2. Given the existence of an external facilitator, clarify the three ways in which the external facilitator can validate our local faculty development efforts in assessment?

