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Troubleshoot: Pre-mortem
After you have decided upon which intervention you will implement first, and designed it with your team – you should engage in a Pre-Mortem Activity. The concept of a Pre – Mortem is that you learn from your team their concerns and insight into possible failure points, BEFORE you start, such that you can address them and prevent the future failure of your intervention. 
· Step 1: Gather a group that includes your frontline people who will be impacted by the change. 




· Step 2: Introduce and explain the intervention in detail. 




· Step 3: Then, offer the prompt - “This change has been implemented for 3 months, and it is a failure. Tell me why.” 
· Ask your team to brainstorm quietly and write down all their thoughts (Brainwriting), and then put their paper in middle of table. 
· Each team member then takes someone else’s paper and adds additional ideas.




· Step 4: Thank your team, gather the feedback, and identify:
· Are there barriers you can remove or fix? Do it!
· Are there any deal breakers that may delay your implementation? If so, consider if this is not the right time to start your intervention. 
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