	Discussion Guide: Overcoming Resistance to Your Innovation
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Your primary role as the discussion leader is to get your team talking about why and how the concepts can be leveraged in the context of their situations. Please consider the following when using this guide:

· Use the questions in the Guiding the Discussion column, as well as any of your own design, to encourage your team members to share their challenges, experiences, and points of view. 

· It will also be helpful to introduce your own perspective and experiences to highlight a key point, lesson learned, or best practice.

· The Points to Highlight column provides examples of question responses you may want to add to the discussion.

· Please note that the accompanying slides can be leveraged during the discussion, but are not necessary for an effective discussion. The slides can be helpful when leading a distributed group discussion via teleconference.

· Working through this guide can take up to 45 minutes. If you prefer a shorter 15- or 30-minute session, you may want to focus only on those concepts and activities most relevant to your situation.

	Guiding the Discussion
	Points to Highlight

	Introduction
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	· Today, we’re going to talk about how to overcome resistance to innovations you’re pursuing — ideas for new products or services, or for new ways of carrying out work.

· [Optional: As a focus for our discussion, we’ll identify a new idea some of you are working on.] 

· We’ll first discuss the types of resistance to your idea that you are experiencing, or resistance you anticipate you might experience going forward.

· Then we’ll talk about strategies you can use to overcome resistance — so your idea can be put into action and start generating the benefits you have in mind!

· [Optional: Let’s begin by selecting an innovation to use as an example throughout our discussion today. Who’d like to propose an innovation we could work with?]


	· Note: You may use this discussion to help team members learn to manage resistance to innovative ideas that they are working on individually, in groups, or as part of your whole team. Prior to the discussion, you may pre-select an innovative idea the group can use as a focus for the discussion. Alternately, at the beginning of the discussion, you may ask team members for ideas about what innovation to focus on during the discussion. For illustrative purposes, the example responses in this guide are drawn from the Harvard ManageMentor topic Innovation Implementation, and feature employees in a fictional company that makes products used in home -improvement projects.

· Example response:

· We have an idea for an innovative exterior house paint. 

· If this new paint worked out as we imagine it could, it would be applied in a very thin coat and still hold its color, so it would generate less waste. 

· The paint would dry really fast, so people can finish their home-improvement projects faster. 

· We think the paint would cost less to make than our company’s current formula, so we could sell it at a lower price, which would make customers happy.



	Identifying Types and Sources of Resistance (20 minutes)
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	· We’ve selected an innovative idea to work on during our discussion. 

· What resistance to this idea are you currently experiencing? Also what resistance do you think you may encounter if the project moves toward implementation?

· Remember, resistance can be explicit, such as open complaints about your idea’s cost or risk. Or it can be hidden; for example, someone might drag their feet in helping you implement your idea or not show up for meetings where you need their insights.

· Also, resistance can come from anywhere in our group or organization.

Document ideas on a whiteboard or easel chart.
	· Note: Consider sharing examples of resistance you’ve experienced when you’ve proposed new ideas in the past, to help stimulate discussion.
· Example responses:

· Rodine, in the R&D department, was pretty explicit about why she doesn’t like the idea. She told me, “I don’t think your new paint could be manufactured to our quality standards. It won’t hold up under extreme weather.” I’m worried that when we ask her later to investigate possible formulas, she’s going to avoid us or just not do the work.

· When I talked with Sam in Sales, he said, “Our current paint already sells well. Why do we need a new formula? Besides, what if the new paint isn’t as good as our current one? We could lose customers.” I’m afraid that if we don’t deal with his concerns, he’ll refuse to talk up the new paint with the sales force once the product is developed.

· Frieda in Finance isn’t happy about the investment needed to develop the new paint formula. She told me, “We’re already strapped for cash. We don’t have money to pour into a new product like this.” I don’t think she’s going to give us the green light to develop the product.



	Combating Resistance (20 minutes)
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	· We’ve explored the types and sources of resistance to your idea that you’re experiencing or anticipate. 

· Now let’s talk about what you could do to overcome it.

· A good place to start is to think through what may be causing the resistance you’re experiencing or may experience.

· Who’d like to offer thoughts on this?

Document ideas on a whiteboard or easel chart.
	· Note: To help stimulate discussion, share insights you’ve had in the past about what was causing resistance you experienced to a new idea.
· Example responses:

· Rodine in R&D might resent the fact that this new idea is coming from outside her group. She could be uncooperative because she might feel it threatens her credibility.

· From what I’ve heard about Sam in Sales, he’s just not all that comfortable with risk and change. So I guess it’s not surprising that he’s skeptical about the new product. 

· Frieda’s job in Finance is to protect the company’s cash flow, so she’s always got her eye on available resources. And she doesn’t want to use them up unless she feels we absolutely have to.



	· Given your thoughts about what may be causing resistance to your idea, what strategies could you use to try to overcome that resistance?

Document ideas on a whiteboard or easel chart.
	· Note: Share stories about how you combated specific types of resistance you met with while promoting an innovative idea in the past.

· Example responses:

· The best way to win Rodine over might be to involve her more. If she really is worried about her credibility, maybe we could acknowledge how much we value her expertise and ask her for her advice on how we can improve on our idea. 

· With Sam, we could reassure him that our idea isn’t as risky as it might seem to him. What if we pointed out to him that, since the new paint would generate less waste, it could actually open up a whole new segment of customers who are environmentally conscious? 

· Frieda probably won’t warm up to the idea until we can show her how the new paint would pay for itself quickly, because it would cost less to manufacture. And if we can show how sales would increase because we could offer the product at a lower price, she’ll appreciate the boost to our top line.



	Next Steps


[image: image4]


	· Take a moment to consider some of the things you might do as a result of our discussion today.
	· For example:

· Decide which of you will meet with the individual sources of resistance you’ve discussed today. Prepare your “pitch,” and then meet with them to try overcoming their resistance, using the strategies you’ve proposed.

· Consider using the Worksheet for Overcoming Resistance to develop strategies for gaining acceptance of current and future innovative ideas.
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