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WELCOME

Hi there,

Welcome toEMBED ChangdROADMAP We are so excited for ypand really
looking forward to sharing our experiences, tips, and ideas about business change
We hope the ROADMABuUpports you and gives you head start with your change.
We want you to be confident as you lead your team!

TheEMBED ChangeOADMAFMasbeen developed because there is a global need
to leadand manage business change better. We need to lead our people through
change more smoothly and deliver the betseplanned- in full.

| love business change but respect it is not easy as | still actively work in business
change. Please know that you will make a difference if you use some of the advice
in this guide.

The great thing is that with theOAD/APYyou have a process/plan oftatk—and

if you have a plan hopefully this will reduce your stress levels and make the process
more fun!

We would love to hear any feedback on @ ADMAFs0 we can make it better

for others, so please send us an email to let us know how yagoarg with
your change to mary.martin@embedchanget

Kind regards

Mary
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OVERVIEW

The ROADMAP is separated into 5 Stages that link 3 Processes. We will comment on the first two
processes briefly and then focus on the People side of a Business Change which is the topic of
the ROADMAP.

PROCESS ONE — YOUR BUSINESS PROCESS CHANGE

This first process shown in the diagram below is your actual business process. This may be a
change to a business process, system, service or product. It is the ‘thing’ that is changing in the
business. This stream of work is normally undertaken by the business ‘subject matter expert’ or
a project manager. That may also be youl!

PROCESS TWO - YOUR TEAMS CHANGE JOURNEY (GRIEF CURVE)

Underneath the first process is a process that aligns to what is sometimes called the grief curve.
When people go through a change, they often follow these steps (or grief curve) and this is no
different when teams or people go through a business change. Initially there is denial and then
anger. As realisation hits fear can emerge as people are not sure how they will fit into the new
way of working. As they get more confident, they can begin to accept the change and finally
transition out of the curve or in the business sense the change is integrated into business as usual.

PROCESS THREE — YOUR PEOPLE GOAL

The final process outlines your PEOPLE goal. What you want to achieve from the engagement
with your people at each stage of the business change. Initially it is very important to engage and
communicate why the change is required. The second stage is where you focus on motivating
your team to get onboard with the change. The third stage is where you will develop important
engagement activities and plans to implement. The fourth stage is when you go live with your
business change and the final and fifth stage is when you embed the change. In the diagram
following these are mapped out for you.

In the detailed discussion on the ROADMAP we will follow these five stages and we outline the
activities you need to take at each stage to help make your change a success. While we provide
the ROADMAP you still need to do the work —sorry 4  however, if you do feel you would like

additional support to implement your change by growing your capability check out our EMBED
CHANGE TOOLKIT. https://marymartin7d8742-

app.clickfunnels.com/pages/45443270/editor v2?optin=true&sales=true
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The 5 Stages of a Business Change and the 3 Processes (Your Business Process Change, Your Teams Change Journay, and the Your Business Change Goal)
must align to deliver EFFECTIVE BUSINESS CHANGE. You undertake the BUSINESS CHANGE ACTIVITIES in a timely manner to align processes.

S5TAGE 1 STAGE 2 STAGE 3 STAGE 4 STAGE 5
YOUR BUSINESS PROCESS YOUR BUSINESS PROCESS YOUR BUSINESS PROCESS YOUR BUSINESS PROCESS YOUR BUSINESS PROCESS
CHANGE CHANGE CHANGE CHANGE CHANGE
PLAN YOUR CHANGE DESI j DEVELOP YOUR CHANGE DELIVER YOUR CHANGE DRIVE YOUR CHANGE
T T L T T T T T T T T T T
YOUR TEAMS CHANGE YOUR TEAMS CHANGE YOUR TEAMS CHANGE YOUR TEAMS CHANGE YOUR TEAMS CHANGE
JOURMNEY JOURNEY JOURNEY JOURNEY JOURNEY

JTEAM IN DENIAL i - TEAM 15 FEARFUL TEAM ACCEPTS CHANGE TEAM EMBEDS CHANGE
Illlllllll.'l‘l.Il.ll‘lllllllllllllll.'ll.II.l'l'.llllllilllllll.-ll.II.l'l‘.llllll‘illlllll.Il.ll.l'lllllll'l‘illl*
YOUR PEOPLE GOAL YOUR PEOPLE GOAL YOUR PEOPLE YOUR PEOPLE GOAL ¥OUR PEOPLE GOAL
ENGAGE TEAMS MOTIVAT - BUILD TEAMS ENABLE TEAMS DRIVE TEAMS

IIII'IIIIIIIIIIIIIII‘IIIIIIIIIIIIIIII‘IIIIIIIIIIIIIIIII‘IIIIIIIII‘IIIIIIII'IIIIII.IIIIIII‘IIIIIIIII'IIIIII.IIII*

YOUR BUSINESS CHANGE YOUR BUSINESS CHANGE ¥YOUR BUSINESS CHANGE YOUR BUSINESS CHANGE ¥OUR BUSINESS CHANGE
ACTIVITES ACTIVITES ACTIVITES ACTIVITES ACTIVITES
H Impact Assessment # Engagement # Engagement #t Engagement i Engagement
H Case for Change # Resistance # Training design/delivery # Transition activities # Early Life Support
H Engagement # Current and Future state # Transition planning # Go live ready check H Monitoring /Governance
H Resistance # Stakeholder Analysis # Resistance # Implemantation # Lessons learnt

# Resistance # Resistance
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CHAPTER ONE
DEFINE THE BUSINESS CHANGE
STAGE 1 DEFINE AND ENGAGE

The Define Change stage lays the foundation for you to lead your team/business unit through
change. When you begin you may not have a lot of detail/certainty about the change and this is
quite normal —that’s the reality of a fast-changing world. However, you can start to prepare your
team/business unit change management plan with what is available and move into the next
phase.

When more information or detail comes available you can go back and expand your plan. There
is some key information you must have at this stage such as an understanding of the scope of the
change plus the benefits and outcomes desired. All other activities flow from this information.

For clarity this ROADMAP focused on the people side of a business change — not on the
installation of new processes, equipment, technology, or service that may be being change. The
focus is on how to get the people who are impacted or who can influence the success of the

change on-board so they help deliver the benefits.

Key Sections in Define and Engage Stage are:

Understand the scope of the change and its benefits

Understand the outputs required of you, what do you need to deliver

Complete an Impact Analysis so you understand what is change for them in detail
Create a Case for Change so you have good messaging

Being to create a Business Change Management Plan

Deliver some early Engagement Activities

Ny ks wNe

Monitor for early Resistance to the change
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COMMUNICATION AND ENGAGEMENT DURING DEFINE AND ENGAGE

Just in case it needs to be saitb lead business change effectively you need to ENGAGE with
thosewho areimpacted andor influential.

In the Define and Engage stage your communication and engagement activities should focus
mainly on communicating the reason for the change and what it means for the team and
business. It is important ensure the scope of the change is well defined so you know what you
are expected to deliver and when. Engagement with the senior management may be important
depending on your change, to ensure you are delivering what is expected.

Communication and engagement at the first stage of any change process is all about painting the
vision of the future. The vision of the change and its messaging should ideally come from an
Executive or senior manager, however if the change is something you are leading then this
message will come from you. At this stage of the change curve those impacted by the change will
want to understand why the change is happening, how it links to the business goals, what the
future will look like for them, and when the change will occur.

ENGAGEMENT ACTIVITIES DEFINE AND ENGAGE

Below are tables of potential engagement activities that you can use during the business change
process. What changes at each stage of the business change process is the message you are
sending, so you will see this table a number of times.

There are all face-to-face activities. Direct contact with stakeholders is important in the early
stage of the change because this is where the reason the change is required and the vision of the
future is communicated. This is where you invite those members impacted by the change to come
on the journey with you.

Indirect engagement activities are good for support or if it is not possible to meet with impacted
or influential individuals or team face to face.
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Use a range of engagement activities to get your initial message across to those impacted or influential.

FACE TO FACE ENGAGEMENT ACTIVITIES
CELEBRATION
EVENTS

BUSINESS UNIT
AND TEAM
MEETINGS

Business unit
meetings are a

great way to launch
a change.

the
beginning of a new

Celebrating

journey is a positive
way to begin the
change process

TOWN
MEETINGS

HALL

These
meetings and due

are large

to their size can be
quite formal.

ROADSHOWS

If you have multiple
with
team’s road shows

sites large
are a great way to
launch of a change
initiative.

ONE ON
MEETINGS
One on one
meetings are an

excellent way for
the
engage with senior

sponsor to

key stakeholders.

NON-FACE TO FACT COMMUNICATION ACTIVITIES

MAGAZINES
ARTICLES

Use references to
articles in industry
magazines to
reinforce that the
sector or industry is
changing.

EXECUTIVE

COMMUNICATION

LEGISLATIVE
CHANGE

Use a change of
legislation or
directive from a
business sector to
highlight the need
for change.

CALENDAR

EVENTS

BULLETINE BOARDS
AND STORY
BOARDS

Use  boards to
present a static view

of the future vision.

WRITTEN MATERIAL
SUCH AS
NEWSLETTERS

PROGRESS CHARTS

Charts/graphs
showing starting
point help the team
understand where
we are now relative
to future state

SUCCESS STORIES

POSTERS BANNERS

Posters/banners
electronic displays

are great for

creating initial

awareness

EMPLOYEE SURVEYS

Executive messages,

are a great way to
set the scene IF the
executive  cannot
meet face to face
with the team.

TECHNOLOGY

ENABLING ACTIVIES

A calendar of events

is a great tool to use
in the engage phase
as it let the team
know what to
expect -

SOCIAL MEDIA

Use written material

to reiterate the
vision, why the
change needs to
happen.

WEBS TXT
MAIL

VOICE

Success stories at

launch show the
team how the
change vyou are
embarking on

worked for others.
REWARD AND
RECOGNITION

Pulse checks are a

great way to create
a base line that
informs future
activities

line

On
presentations

Podcasts Webcasts
or Videos are a great
way to get a
message across to
wide geographical

areas.

The use of social
media will depend
on the change and
environment in
which you work.

Websites
sites/popups are a
great

Intranet

of
the
message delivered

way
reiterating

at the start of a
change initiative

Reward and
recognition, in the
acknowledgement
of anticipation of
be

work to

completed

https://www.embedchange.net/copy-of-women-leading-business-change-1-toolkitsygew2i4
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DEFINE THE SCOPE

The first step in any change process is to define the scope of the change. Having a clear scope
will allow you to plan change management activities in detail. If the scope changes it can derail
the initiative, muddy benefits and confuse those involved in the initiative. Try to avoid scope

changing.

Your DEFINE SCOPE ROADMAP action points are noted below.

KEY POINTS
The definition of the
scope should include what

ENGAGEMENT ACTIVITIES
This activity is highly recommended as it will ensure clarity of

scope for your planning purposes and avoid any unpleasant

is changing, how and misunderstanding between you or others involved in the
when. business change for example your manager or the project
sponsor.

Review the scope and
note what is out of scope
to help avoid assumptions
being made.

Consider the questions in
the next column to help
define the scope of the
change, and create your
scope statement. This is a
short statement that sums
up the change.

KEY ACTIONS
9 Clearly define the
scope including
what is out of
scope.

9 Confirm scope
with your
manager/business
to ensure your
understanding of
the scope is
correct.

https://www.embedchange.net/copy-of-women-leading-business-change-1-toolkitsygew2i4

U Confirm the scope

Areas to consider for inclusion in your scope statement:

i

cC: C

Is the change a restructure?

Are role design or responsibility changes in scope?

Is this a technology change?

Is this a process change?

Is this a change to how you do business with customers?
Are new products or services being launched, if so which
products or services? Who will sell service and provide
support for them and how? How are they being
integrated into BaU? Is this in scope or not?

Is the change a change in legislation or policy?

Is the scope bounded by a specific location or business
group?

Will this change impact multiple teams, internal units or
external parties, if so, is integration or transition in scope?
Does the scope include the full delivery of an initiative or
just one part of a journey?

Is the scope limited to a pilot or prototype or does the
scope extent to benefit realisation?

Is the initiative part of a wider change program, if so, note
dependencies?

©2021 EMBED Change NZ Ltd
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DEFINE BENEFITS

What is the purpose of the change? Clearly define the expected benefits of the change.

Your DEFINE BENEFITS ROADMAP action points are noted below.

KEY POINT ENGAGEMENT ACTIVITIES
Clearly define the benefits These activities are highly recommended as they will manage the
to be gained from the expectations of the benefits the change initiative will deliver for

initiative. the business.
Identifying the link to the U Prepare a benefit statement, meet with your manager or
organisation’s objective the business and agree these.

puts the busines change

into context with a wider Areas to consider for inclusion in your benefit statement:

plan for the organisation. U a financial savings benefit, if so by how much and when

It helps to give context for will savings be realised?

the change. The reason we U arevenue benefit, if so, how much do you wish to gain?

I NBE R2Ay3 (¢ U a social outcome benefit, if so, how will this benefit
customers, what are you trying to do?

KEY ACTION U a productivity benefit, what are you trying to improve?
9 Clearly define the U a wellbeing, health and safety benefit, what issue are you
benefit of the trying to resolve?
change initiative U a benefit to customers, the organisation, or the team?
and why this is U Or, a mix of the above?

important to the
business or team.

9 Ensure the

benefits are
agreed.
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What are you going to deliver from this change process? What change activities will be delivered?

Your DEFINE OUTPUTS ROADMAP action points are noted below.

KEY POINT

Are you delivering a new
service, product, process
change or structure?

What change activities
will you deliver to help the
people impacted move
through their change
journey quickly?

KEY ACTION
1. Clearly define the
what will be

delivered by the
change initiative.

2. Ensure the change
management
activities are
endorsed by your
manager or the
business.

ENGAGEMENT ACTIVITIES
These activities are highly recommended as they will manage
the expectations of the outputs the change will deliver.

U Meet with your manager/ business owner and confirm

what you need to deliver for this change initiative.

Areas to consider for inclusion in your change management

deliverables statement:

U A clear outline of what you need to deliver for the

business change.

U Alist of the change management activities to be delivered

so the change is embedded well by your team

0]

o O O O

Business Change management plan
Communication and engagement plan
Training/coaching outline

Resistance management planning

Plus, the delivery of each of these plans’ activities

https://www.embedchange.net/copy-of-women-leading-business-change-1-toolkitsygew2i4 ~ ©2021 EMBED Change NZ Ltd
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MANAGER AND SENIOR LEADER ENGAGEMENT

It is important to understand your managers (or the businesses) level of interest in the change
you are involved with. It will be difficult to get their support for resources if they are not onboard.
If they are not on board you need to understand why and if there is anything you can do to
improve the situation. How can this change initiative deliver the business units or organisation
objectives?

Your SECURE SUPPORT ROADMAP action points are noted below.

KEY POINT ENGAGEMENT ACTIVITIES
Check your managers or
the business support for The senior managers need to be on board with the change or it

the change. will be difficult to have resources or funding approved for
element such as training etc. Engage with your managers:

KEY ACTION U focus on benefits and have the outcomes clearly defined;
1. Talk with your manager U clearly articulate the benefits of the change for the
to ensure they and the organisation;

business support this U identify how will this change will support individual
change initiative. If they business unit objectives;

do not you may have U identify how this change will support them and your team

trouble getting the

support required to make These activities are highly recommended as they will ensure the

it a success. management and the business is engaged in the initiative
through the duration of its lifecycle:

U Meet with your manager or the business owner to ensure
they agree the scope and benefits of the change initiative.

https://www.embedchange.net/copy-of-women-leading-business-change-1-toolkitsygew2i4 ~ ©2021 EMBED Change NZ Ltd
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IMPACT ASSESSMENT

The impact assessment provides a quick overview of the extent of the change impact on the
team or business. The impact assessment considers the number of the team impacted, if the
change involves a high degree of technology or process change. Combined they determine
whether the change has a low medium or high impact on the team or business. This in turn
determines the degree of change management support required to ensure the change is
successful.

Your IMPACT ASSESSMENT ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

Typical assessment of an Impact These activities are highly recommended as they will
Assessment includes: ensure the sponsor is engaged in the initiative over the
1 Number of the team impacted duration of its lifecycle:

9 Number of different locations

impacted U Undertake a change impact assessment
1 Number of processes or U Test the impact assessment with any trusted
services impacted advisors you have in the team.

1 Degree of technology change

9 Degree of change fatigue
(Environment)

9 Add any additional impact that
is relevant to your team

1 How will this impact BaU?

KEY ACTION
9 Talk with those impacted
by the change initiative to
make sure you understand
the change

9 Complete an impact
assessment

9 Share the results with the
project manager or senior
business owner to test
they are correct and
nothing is missed.
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DEFINE A CASE FOR CHANGE

The purpose of creating a Case for Change is to capture the main benefits and risks of the change
initiative for your team. It helps to gather the key points of the change to be used in
communication and engagement activities and note them in the case for change.

The case for change focuses on why the change needs to occur (and why now), what strategic,
operational or team benefits will be achieved and what are the risks of not changing are. It also
acknowledges the risk of implementing change as there may be some and these need to be
identified and mitigated. Ignoring issues will only make the team distrust the change. This change
may be part of a larger change so linking to other initiatives helps to show how it fits into the
wider scheme or plan. The most important thing is to bring the discussion down to the team
level so you address WIIFM. If the change is part of a wider change and they have a project or
programme case for change, use that as your foundation and build in detail for your team.

The key questions to answer when developing a Case for Change are below. Don’t be limited to
these though. If there is a specific question that is relevant to your change initiative include it in
the discussion.

MAKING A CASE FOR CHANGE

Why does the change need to happen? (Why @ Failing to meet customer needs/obligation

now?) Sector or market requirement
Aligned to and delivers strategic goal/intent
Other...

What are the benefits? Team Benefits

Customer benefit

Financial benefit

Process, Productivity benefit
Reputation benefit
Manager benefit

Risk mitigation

What are the risks? What are the risks of implementing the change?
How can the team mitigate them?

What are the impacts of not changing? If the organisation does nothing what will happen to:
Customers
Financial

Processes/Productivity
Reputation
The team/ Managers

Risks
Other...
Is the effort worth the outcome Will the effort be worth it?
What is the strategic alignment Find and state the strategic alignment
Are there any dependencies? Is this initiative linked to any other program

https://www.embedchange.net/copy-of-women-leading-business-change-1-toolkitsygew2i4 ~ ©2021 EMBED Change NZ Ltd
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CREATE YOUR BUSINESS CHANGE MANAGEMENT PLAN

The Business Change Management Plan is a simple document that you use to capture all the
information and planning requirements for your change in one place. The content will provide
direction, analysis and assumptions that will guide you with timelines and milestones identified.

It is your working document, and where your lessons learned can be captured so you can refer
to them in future. While the list below has been split into Stages, activities can morph between
the stages especially communication and engagement and resistance. Please accept the list
below as a guide as some information may come available earlier (bonus) or later than expected.

Typical content would include:
Stage One

' Scope statement

Benefits statement

Outputs and timeline of key milestones
Roles and Responsibilities

= =4 -4 A

Impact assessment summary
9 Case for change

Stage Two

9 Current future state analysis
I Stakeholder matrix
9 Engagement Plan

Stage Three

9 Training Plan
I Coaching
 Transition Plan

Stage Four

Y Go- live readiness check
1 Implementation Plan

Stage Five

9 Early life support activities
9 Governance and Monitoring for benefits delivery
1 Lessons Learned and Risk Registers
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RESISTANCE IN DEFINE AND ENGAGE

Resistance to change is normal, so please anticipate resistance to the change and plan for it.
Resistance can occur at any time during a change initiative lifecycle, not just at the beginning or
end so monitor for resistance across the lifecycle of the change initiative. The real trick is to
identify why people are resisting the change. If you have communicated the reason for the
change in a convincing way; identified WIIFM’s (what is in it for me) for impacted people;
provided training to build capability; provided holistic support from the wider organisation; and
then managed the change with good governance, then embedding the change and achieving
desired outcomes will much easier to achieve. However, that doesn’t mean some individuals or
teams won’t resist the change along the way. As we work through the change process, we will
discuss why resistance occurs, what it might look like, plus suggest engagement activities to
overcome resistance.

In the Define and Engage stage, resistance from people can occur because those impacted by
the change have not fully understood or embraced the vision of the future. They can often be
in denial that the change will occur and use words such as ‘I don’t understand why...” in
conversations and feedback sessions. This is a clear indication that they have not embraced or
understood the need for change and this needs to be addressed.

It is a well acknowledged fact that you need to communicate a key message a number of times
before it is fully understood, some say up to 5 time. So, in the Define and Engage stage,
communicate the vision and why the change is required to your team multiple time and via
various different mediums.

Please note, you cannot put a message on your lunchroom wall or send out an email and expect
a ‘visionary’ message to get through. At this stage in the change process face to face engagement
is the most effective way to begin the conversation. Then once this is complete, you can support
this with non-face to face activities. Put the effort in early and you will reap the reward.

Resistance can also occur from business areas not impacted by the change but from whom
support is required. For example, you may need assistance from finance, human resources or a
data team. This is where the ‘business’ needs to provide assistance and communicate the
strategic advantage of the change initiative organisation wide. Linking the outcome and benefit
to a strategic goal make the change initiative a ‘win’ for everyone. Just as you would focus on
WIIFM for your people, define the WIIFM for any business group from which you need support.
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CHAPTER TWO
DESIGN THE BUSINESS CHANGE

STAGE 2 DESIGN AND

We started creating the change management plan in the Define Stage and in the Design Stage
we further expand on it. This includes developing our stakeholder analysis and the influence and
impact matrix so we understand who is impacted and who can influence the change initiatives
success. We complete the current and future state so we understand the gap, and finally we
outline our engagement and training plans. So, the focus for this stage of this process is all about
the people, who they are, how they are impacted and how to engage with them and help them
on their change journey.

ENGAGEMENT DURING DESIGN AND

In the Design and Motivate Stage of the Business Change process, communication and
engagement activities focus on developing effective communication, engagement, and
potentially begin the training plans. This is a period of high engagement with the business owner,
and communication and training subject matter experts. Once draft plans or activities are
prepared, they should be socialised with the business to ensure they are hitting the mark. Is
what is planned going to engage the employees? Will it motivate them to be involved, how will
capability and confidence be built, is it holistic taking into account the environment in which
different groups operate. Involve all levels of management and employees where possible to
build ownership of the change.

Key Sections in Design and are:

Stakeholder Analysis

Current and Future State analysis

Impact and influence matrix

Design stakeholder communication and engagement plan
Design training plan

Update change management plan

NoukrwnNe

Resistance management
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STAKEHOLDERS ANALYSIS

Who are they: How are they impacted: What influence do they have on the success of the change
initiative?

A stakeholder is any person, team, business unit or entity who is; impacted by a change initiative;
has an interest in its outcome; or can influence its outcome. They may be internal and external.

A stakeholder analysis will ensure you identify all interested parties and understand their impact
or influence on the change initiative. This will help guide your engagement activities and plans.

Your STAKEHOLDER ANALYSIS ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES
It is very important to These activities are highly recommended as they will ensure
understand the impact clarity of scope for all involved in the change.
and influence a
stakeholder or group has U Identify key stakeholders
on the outcome of the 0 Regquest the business owner nominate someone
proposed change. This from their team to help inform the stakeholder
will inform the level of analysis
engagement each group U Meet with the senior manager, is relevant, and seek their
of stakeholders requires. endorsement that the information contained in the
stakeholder analysis is correct.

KEY ACTION U Add this information to your change management plan
9 Identify key

stakeholders It is recommended that you include all the above activities in

your change management plan.
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CURRENT VERSUS FUTURE STATE

The Current and Future State analysis is very important as this determines the ‘gap’ of where you are
now and where you want to be in the future. It becomes the basis of your transition plan so time should
be given to complete this well.

Itis a good idea to involve those impacted by the change in this development. The reason is because they
will likely know the intricacies of the operation in detail and this also helps to build ownership of the future
state — which makes implementation easier.

What happens today? What will happen in the future?
What do senior managers do today? What will senior managers do in future?
What do front line managers do today? What will frontline managers do in future?
What do employees do today? What will employees do in future?
Current behaviours are... In future the desired behaviour is ...

The current process is ... The future process will ...

The current procedure is ... The future procedure will ...

The current policy/legislation is ... The future policy/legislation will ...

The current location is ... The future location will be ...

The current equipment is ... In future the equipment will ...

The organisatoinal structure is ... The proposed organisational structure will be ...
Customers currently ... In future customers will ...

Other ... Other ...

Your CURRENT v FUTURE STATE ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

It is very important to These activities are highly recommended as they will ensure
understand what is clarity of scope for all involved in the change.

changing between the

current and future state. U Design a high-level overview of the future state

This determines the U Add this information to your change management plan

degree of change and the
impact on individuals. It is recommended that you include the above activities in your
change management plan.
KEY ACTION
9 Ascertain the gap
between current and
future state.
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INFLUENCE AND IMPACT MATRIX

The influence and impact matrix will guide you in how you interact with stakeholders. The matrix
allows you to cluster stakeholders into groups dependant on their influence or impact of the
change. This guides the degree of engagement required for each cluster of stakeholders. Use the
information gained during the stakeholder analysis to populate this matrix.

High Influence

4 | High Influence High Impact
Low Impact High Influence

Keep Confident Keep Engaged

Low Influence High Impact
Low Impact Low Influence

Keep Informed Keep Supported

Low > High Impact

Senior Executives often fall into the \Keep Confident Quadrant‘. They need a high-level

understanding of the process and outcomes and need to know where the change might interact
with other part of the organisation. They need to be kept in a confident frame of mind that the
change is tracking well.

The should contain stakeholders who are both impacted by the change
and who can influence its outcome. This is often the management of a group or team where a
change is taking place. They can influence the success of the change and whether it is embeded
well for the future. However other stakeholders may also fall into this group. This is an important
group, think holistically when determining who is impacted and how, be aware of cross functional
links and potential impacts.

The [T oJelela =L HONELIEI normally includes employees or teams impacted by the change.
While they may have little influence over the decisions often this group need to help embed the

change and make them work in business as usual. Therefore, they are very important and need
change support.
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Non-impacted groups or interested parties often fall into the [Keep Informed Quadrant\. They may

be other units of a business, industry groups or customers. They are not impacted by the change
but the individuals they interact with may be. They need to be aware of the change and
expectations set in case there is an unintended dip in service standards.

Your INFLUENCE AND IMPACT ANALYSIS ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

It is very important to These activities are highly recommended as they will ensure to
understand who is are engaging with the right stakeholders in the right way.
influential and who can
impact the outcome of Identify key stakeholders
your business change. Complete a stakeholder matrix analysis

Check that your have all key stakeholders accounted for

cC: C . C

If you miss stakeholders Add this information to your change management plan
off our matrix when you

get further down the track It is recommended that you include the above activities in your
and they have not been change management plan.

brought on the ‘change

journey’ you could hit

resistance that could

make your change fail.

Don’t fail PLEASE 4

KEY ACTION

9 Ascertain the key
stakeholder for your
business change and
cluster them into like
minded groups.
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STAKEHOLDER COMMUNICATION AND ENGAGEMENT PLAN

The purpose of the Stakeholder communication and engagement section of the change
management plan is to outline the communication and engagement approach that you intend to
undertake at each step of the change process. It sets the foundation for the detailed
engagement plan and is guided by the output from the stakeholder analysis, and impact and
influence matrix discussed earlier. You will have undertaken a few engagement activities in Stage
One but they are generally ‘generic’ in nature. In the Communication and Engagement plan you
finetune your messages to meet the needs of the individual groups in your matrix.

The communication and engagement activities take employees and stakeholders on the change
journey. The activities help them transition from the current state to the future state in such a
way that they feel excited, empowered and confident to be able to embed the change you are
planning. This is important because if they do this the organisation will more likely to not just
realise the desired benefits but realise them faster and with less negative impact on employees,
it’s customers and the wider organisation.

Each stakeholder group will require different communication and engagement activities at
different stages of the change process. Their needs will also depend on their transition along the
change curve. Are they moving through the curve at an acceptable rate, or are the stuck in one
position? Is there resistance that needs to be investigated, does the case for change and the
future start need to be re communicated so employees can really understand the future state
and WIIFM. Communication and engagement activities should be target to meet the groups need
at a specific time during the change process, and also depend on where they are on the change
curve.

It is important to gain insight of each stakeholder group impacted by the change. The reason
this is important is because each group is different in their makeup and change environment, and
within each group, individuals will adopt change at different rates. Early adopters may have ‘got
it’ the first time the message was communicated, however the majority of employees may need
more time to think and therefore may need another round of communication or engagement to
fully understand why the change is required and how it impacts them. Laggards take longer to
move from the current to future state and can hold the team back if they are not brought on
board.

In addition to the early, majority and laggard natural groups within each stakeholder group it is
important to note the environment into which a change is landing, as this may vary by group as
well. One group impacted by the change may have had very little change recently so may not
suffer from change fatigue, however due to this fact they may be very set in their ways. Another
group may have undergone a large amount of change, so while used to change and nimble, may
be suffering from change fatigue. This is why it’s important to deliver key messages 3-5 times
using different methods and deliver them in a timely manner that suits the need of each group —
in short when the group is ready do ‘hear’ the message.
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As well as varying the number, timing and method of a communication you can also vary the
sender. Varying the same message, slightly tailoring it to a specific group need and sending it
from a variety of senior or reliable sources helps to lay a solid foundation in the employee’s mind
that this change is going to happen. It has become the new norm.

You started your engagement in Stage One now it is time to take it to the next level.

Your ENGAGEMENT PLAN ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES
Design your full These activities are highly recommended as they will ensure
communication and clarity of scope for all involved in the change.
engagement plan to
ensure those impacted by U Develop an engagement plan that includes:
the change are well 0 A high-level timeline of key activities
informed, engaged and 0 Key messages key milestones
have confidence the 0 Outline current engagement and communication
change initiative is well channels and their potential use
run. Collaborate and 0 Adjust communication and engagement activities
involve managers and to meet the needs of different groups
employees as much as 0 Specific engagement activities for Stage Two
possible to build U Meet with senior managers and agree the plan.
ownership U Book time in diaries early for large engagements
Deliver Stage Two Engagement and Communication

KEY ACTIONS Activities
 Understand current

communication and It is recommended that you include the above activities in your

engagement channels; change management plan.
who they reach,
frequency and format,
to see where these
can be utilised to
engage with impacted
employees
9 Plan specific
engagement activities
for STAGE Two
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BUSINESS UNIT AND | CELEBRATION TOWN HALL | ROADSHOWS ONE ON ONE
TEAM MEETINGS EVENTS MEETINGS MEETINGS

Business unit | N/A N/A unless you have | An option if you | One on one
meetings are a great a really big group | need to travel to get | meetings are an

way to focus on the
WIIFM the
business unit

for

that has identical

needs

the WIIFM to local
groups

excellent way for the
sponsor to engage
with
influence

individuals of
with
specific needs.

Impacted personal

especially.
NON-FACE TO FACT COMMUNICATION ACTIVITIES
MAGAZINES LEGISLATIVE BULLETINE BOARDS | PROGRESS CHARTS | POSTERS BANNERS
ARTICLES CHANGE AND STORY
BOARDS
N/A N/A Can be wused for | Charts/graphs N/A
team specific | showing starting
messages point help the team
understand  where
we are now relative
to future state
EXECUTIVE CALENDAR OF | WRITTEN MATERIAL | SUCCESS STORIES EMPLOYEE SURVEYS
COMMUNICATION | EVENTS SUCH AS
NEWSLETTERS
Executive messages, | Use in Stage one- Use written material | N/Z Pulse checks are a
are a great way to to reiterate the great way to keep
follow up with team WIIFM for the team any eye on
specific WIIFM or group specific resistance and
messages messages wellbeing
TECHNOLOGY SOCIAL MEDIA WEBS TXT VOICE | REWARD AND
ENABLING ACTIVIES MAIL RECOGNITION
On line | As with Technology | Websites Intranet | N/A

presentations
Webcasts
or Videos are a great

Podcasts

way to keeps teams
updated

use as needed

sites/popups are a
great way of keeping
information flowing
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TRAINING AND CAPABILITY DEVELOPMENT

Training is a vital element of a change management program. The reason for this is that it can

often be the turning point for those resisting change. Once the person understands their new

role and after training feels confident to be able to deliver what is required of them, then the

barrier to adoption is reduced.

Your TRAINING AND CAPABILITY ROADMAP action points are noted below.

KEY POINTS

Training requirements will become
evident from analysis of the impact
assessment and the current and future
state analysis. If there is a large amount
of procedural change, then a high level
of training and potentially change
support will be required.

The level of training required to enable
a change can sometimes be an
indicator of the complexity of the
change. If the change required minimal
training, perhaps an hour or two, then
the change is potentially minimal. If the
training will take a few days then the
change is medium in complexity. If the
change requires more than a few days
training then the change is complex
and a high degree of change support
may be required. Obviously, this is a
guide only and is change specific.

KEY ACTION
i Complete a training
9 Identify training requirements
1 Determine who will design and
deliver training
9 Confirm training budget
1 Plan training delivery

ENGAGEMENT ACTIVITIES

These activities are highly recommended as they will
ensure employees and managers have the capability
to deliver the change and embed it successfully into
the business.

U Review the impact assessment and the
current and future state analysis and
determine if training or coaching is required.
Agree training budget with business owner.
Meet with the internal teams that develop
training for the organisation and discuss
requirements.

U Agree roles and responsibilities with regard to
training development and delivery with the
internal team and the business owner.

U Work with the business owner to plan training
delivery to minimise impact on the operation.

U Plan training and coaching

It is recommended that you include the above
activities in your change management plan.
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RESISTANCE MANAGEMENT

Resistance during the design and motivate stage can occur because those impacted haven’t yet
bought into the change and what it means for THEM. This is where communicating the benefits
to the individual or team multiple times is vital for success.

Your RESISTANCE MANAGEMENT ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES
Ensure communication These activities are highly recommended as they will ensure
and engagement has a clarity of scope for all involved in the change.

focus of WIIFM
U If employees or team are resisting the change make sure

KEY ACTION they understand the benefits for them and other in the
1 Plan multiple organisation. Will the change make their role easier? Will
engagement activities the change improve processes?
that promote the U Refer to your case for change and seek out the benefits
benefits for the teams for those impacted and communicate the benefits a
or individuals. number of times using different engagement modes.

It is recommended that you include all the above activities in
your change management plan.
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CHAPTER THREE
DEVELOP THE BUSINESS CHANGE

STAGE 3 DEVELOP CHANGE AND BUILD

In the Develop and Build stage of the change process we focus on developing capability and
confidence and planning transition.

As capability is developed, either through training or greater understanding of the impact of the
change confidence in the individual’s ability to survive the change grows and resistance reduces.

Building capability and creating a greater understanding of how individuals can deliver the future
helps reduces the fear teams or individuals can have during change and empowers them to take
more control of the process going forward.

This phase can be a major turning point so spend time getting this right and enjoy watching teams
and individual’s grow their confidence and become even more motivated to succeed.

Key Sections in Develop and Build Stage are:

Finalise training develop and coaching resources
Deliver Training

Transition planning and activities

Engagement activities

vk N e

Resistance at the Develop Stage
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DEVELOP AND DELIVER TRAINING BUILD

Development and delivery of the training is completed in this phase. Managers involved in a
change play a vital part in its success through both the successful implementation of the change
and also the leading of their team throughout the process. They may need additional coaching
support so ensure their needs are viewed holistically and all needs are met.

Training creates knowledge and confidence in the individual that they can ‘do the job’. It is a
major element in reducing anxiety and resistance. Therefore, after training is completed, test
with employees that the desired learning has been achieved. Moving blindly on when those
impacted by the change are not confident will not deliver the change envisioned. It is important
to note that resistance can occur throughout the change journey not only at implementation.
Check for resistance at this stage as it may easily be resolved with additional training or support.
Some individuals take more time to learn and become confident than others, so provide training
to a level that meets the needs of those who might need that extra support.

Your TRAINING DEVELOPMENT AND DELIVER ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES
This is a great stage of the These activities are highly recommended as they will ensure
process as it is where confidence and capability are developed.
people grow in confidence
through training and U Using the Training Needs Analysis finalise the design and
capability development. develop training for the change

U Respect business as usual requirement when planning

training. Avoid peak activity times of the day, week or

KEY ACTION month if possible when delivering training
1 Develop and deliver U Work with the business owner to ensure training is
training delivered in full and on time

U Undertake a pulse check with managers and employees
to gain an understanding of their confidence and
capability levels

U If their confidence level is low, discuss this with the
business owner to see what else can be done to improve
this — additional activities might include, additional
training, setting up a buddy system, a phased roll out or
on job coaching.

It is recommended that you include all the above activities in
your change management plan.
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COMMUNICATION AND ENGAGEMENT DURING DEVELOP BUILD

At this stage the employees understand the strategy, and how they are impacted so in this stage
of the process communication and engagement focuses on collaboration and building the future
together.

This is the opportunity to begin to transfer ownership of the future state to the people in the
business unit who will own the new process or initiative and make it a success. It is the phase
where trust is built.

Training or involvement in creating the future is an important change activity as it demystifies
the future activities and builds capability and confidence. It can also be a time where teams come
together as they are all working together towards a common goal including a smooth transition
from the old way of working to the new.

Increase engagement with the business owner and frontline managers to ensure communication,
training, coaching and engagement activities are landing well.
Your BUILD ENGAGEMENT ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES
This is generally a high anxiety time These activities are highly recommended as they will
for those involved in the change ensure confidence and capability are developed.
initiative.

U Monitor their level of stress and if raised

Take time to ensure emotional consider support activities —have they got the

support is provided to the front-line
managers so they can in turn support
their people.

Celebration is important to keeping
morale high for both frontline
managers and their people.

KEY ACTION

 Monitor business owner and
front-line manager behaviour

 Communicate early, test for
effectiveness

right resources, are buddies required, are
they getting information in a timely manner.
Provide as much information as early as
possible.

Test that engagement channels are working
effectively and reaching all impacted people.
Celebrate success linking it to the capability
development the team has achieved. This
makes the change real and the celebration
genuine.

It is recommended that you include all the above
activities in your change management plan.
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BUSINESS UNIT AND

CELEBRATION

TOWN HALL

ROADSHOWS
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TEAM MEETINGS
Business

unit
meetings are a great
to get feedback on
progress

EVENTS
Celebrating the
training completion

could be an option

MEETINGS
N/A

N/A

(0]1]3 ON
MEETINGS
One on one
meetings are an

excellent way for
checking for
resistance and or
confidence of key

players at this stage.

NON-FACE TO FACT COMMUNICATION ACTIVITIES

MAGAZINES
ARTICLES

N/A

EXECUTIVE
COMMUNICATION

LEGISLATIVE
CHANGE

N/A

CALENDAR
EVENTS

BULLETINE BOARDS
JA\\'[») STORY
BOARDS

Use
update on
if this
works for the team.

boards to

information

WRITTEN MATERIAL
SUCH AS
NEWSLETTERS

PROGRESS CHARTS

Charts/graphs
showing  progress
are a great way of
showing how the
journey is
progressing
SUCCESS STORIES

POSTERS BANNERS

N/A

EMPLOYEE SURVEYS —

Executive messages,
are a great way to

acknowledge the
completion of
training or other

milestone.
TECHNOLOGY
ENABLING ACTIVIES

A calendar of events
is a great tool to use
to keep people
updated with what is

coming next-

SOCIAL MEDIA

Use written material
as required or as you
see fit at this stage.

WEBS TXT
MAIL

VOICE

Success stories
about the training

can be good here.

REWARD
RECOGNITION

AND

checks
important at
this stage to test
in the
training delivery and

Pulse are

very

confidence

skill uptake

N/A

N /A

Websites
sites/popups are a

Intranet

great way of keeping
the
updated on

business
what
has been completed
to date.

N/A
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TRANSITION PLANNING DEVELOP BUILD

A well thought through transition plan is ‘gold’. A smooth transition will breed confidence in the team
and also the business and it will keep everyone ‘calm’. Use the gap analysis you identified in your current
and future state to develop your transition plan.

It is a good idea to involve as many people in the transition plan development as possible. This builds
ownership of the plan outcomes — something that is very important to have.

Your TRANSITION PLANNING ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

One key to a successful These activities are highly recommended to assist with the
implementation is as development and delivery of a transition plan

smooth as possible a

transition from the old U Meet with the business owner and the frontline managers
way of working to the to plan the transition
new. U Use the gap analysis from the current and future state as

the basis of your plan
U Ensure the team has the opportunity to input to how

KEY ACTION activities are delivered in their area if possible.

1 Develop a transition U Provide as much information about the transition plan as
plan early as possible to all involved.

9 Deliver the transition U Test ideas to see if they work before transition
plan activities U Deliver transition plan activities

It is recommended that you include all the above activities in
your change management plan.
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RESISTANCE DURING DEVELOP BUILD

Resistance during the develop and build stage can occur because employees do not feel confident
they can operate in the new world. This is why training is so important, it gives them the
confidence ‘they’ve got this’. Take time to ensure you involve those impacted by the change in
the design of the training and in how it is delivered. This helps to create ownership early and
training will likely be more effective in the long term.

If training is not relevant to your change ensure that you involve those impacted in the future
design or in the transition planning so they feel that they have had input into the future and can
see how they can deliver what is required.

The provision of a key point checklist or procedure diagram also helps reduce anxiety. Sometime
there is a delay between training and go live, so having a ready reminder of key steps or codes
during a change make life much easier and the change more successful.

Ensure that you test for confidence post training and cycle back for another round of training if
you receive feedback that this might be required.

On job coaching can also help with resistance during this phase.

Celebrate where you can but make it appropriate for the team and the reason for the celebration.
A share lunch or BYO team morning tea are inexpensive and heart-warming. They offer a slight
diversion from the change and are uplifting. When teams return to the work they are normally
in a lighter mood.

There will likely be a group who have embraced the change (innovators and early adopters).
Work with this groups and use them as buddies for those who are still working through the
change.

If you have a rolling implementation a buddy system works well as those further down the
implementation roll out plan, they will benefit from the lessons learned in the earlier
implementation.
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CHAPTER FOUR
DELVER THE BUSINESS CHANGE

STAGE 4 DELIVER CHANGE AND ENABLE

This is where ownership of the change transfers to the business unit who will own the new way
of working and make it a success. It is the phase where the plan is now in action, and on-job
mentoring, coaching and holistic support from the business is required to make change a success.

Key Sections in Deliver and Enable Stage are:

Engagement

Deliver transition activities

Go live ready check

Implementation of the business change

vk wnN e

Management of Resistance at go-live
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ENGAGEMENT AND COMMUNICATION DURING DELIVER AND ENABLE

Key engagement at this stage is with the business unit and frontline managers to ensure the
change is being implemented effectively. Depending on the type of change, engagement could
range from well structure fast paced 5-minute stand up meetings at the start and/or end of the
day, through to less formal engagement for a simple change that it is embedding well.

The majority of communication in this stage should be two way — with more listening than
talking. Monitoring go live effectiveness to identify risks or issues that may emerge so they can
be mitigated.

Please also keep communicating with employees impacted by the change. Provide them with
progress updates, acknowledge issues that arise and their mitigation (or timing for when they
will be fixed). Let them know where they are doing well and where additional focus is required
to make them a success. Enable them to succeed with positive reinforcement that we are through
the hardest part and now it’s up to the team to embed the change so it works well for them.

Check in with other business units that need to support the unit undergoing a change. Ensure
they know their role in enabling the success of the change and the support required of them.

The deliver phase often runs at pace therefore, any engagement or communication needs to
keep up with the implementation process and deliver helpful, enabling support to those
undergoing change.

It is important to note that while resistance can occur throughout the change journey, resistance
at delivery can have serious consequences to the success of the business change. Monitor closely
for resistance, especially passive resistance at this phase.
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Your DELIVER ENGAGEMENT ROADMAP action points are noted below.

KEY POINTS

ENGAGEMENT ACTIVITIES

Congratulations on go live These activities are highly recommended as they will ensure

— at this stage the key confidence and capability are developed.

focus of communication
and engagement is on
enabling the change
through holistic support.

KEY ACTION

9 Check previously
planned activities are
still required and
retest planned
messages to ensure
they are still correct

9 Ensure the frontline
managers are briefed
before their people.

9 Check the
environment into
which engagement
will land to make sure
it has not changed

9 Deliver all key
engagement and
communication
activities aligned to
the implementation
stage on time

Respect the environment into which the engagement will
land — how is it? Are they ready for the engagement?
Check this with the business owner and frontline
manager.

Review all planned activities to ensure they are still
needed and will hit the mark with what you want to
achieve. Are they still relevant — do you need to add more
engagementin?

Test messages with frontline managers or key
stakeholders to make sure the language is right for the
audience.

Avoid peak activity times of the day, week or month when
engaging or communicating if possible, the message may
get lost in the noise.

Make sure the frontline manager is well briefed on any
communication or engagement before their people, so
they can answer any questions they may have, and
confidently lead their team. (This is important across the
lifecycle of the change initiative).

Complete pulse checks with employees to test that
messages are giving them what they need, and if not fill
any gaps with more engagement.

Deliver all  implementation  engagement and
communication delivery activities planned

It is recommended that you include all the above activities in
your change management plan.
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FACE TO FACE ENGAGEMENT ACTIVITIES

BUSINESS UNIT AND

CELEBRATION

TOWN HALL

ROADSHOWS

Page |35

(0])1]3 ON

TEAM MEETINGS
Business unit 5 min
stand up are a great
way to start each
day
implementation

at

EVENTS
Celebrating the go-
live

MEETINGS
These
meetings that can be

are large
useful if there is a
need for a big group
discussion at

implementation.

N/A

MEETINGS

One on one
meetings are used to
check in on key
individual’s

imperative to the

change success

NON-FACE TO FACT COMMUNICATION ACTIVITIES

MAGAZINES
ARTICLES
N/A

EXECUTIVE
COMMUNICATION

LEGISLATIVE
CHANGE
N/A

CALENDAR
EVENTS

BULLETINE
AND STORY BOARDS
Use boards to

present an updated
information on the
implementation

OF | WRITTEN MATERIAL

SUCH
NEWSLETTERS

BOARDS PROGRESS CHARTS

Charts/graphs
showing where you
are up to with the
change
implementation.
SUCCESS STORIES

POSTERS BANNERS

N/A

EMPLOYEE SURVEYS

Executive messages,

are a great way to

provide additional
support to the
frontline at

implementation

TECHNOLOGY

A calendar of events

is ongoing

SOCIAL MEDIA

People are normally
too busy at this stage
written

of long

material so avoid this

WEBS TXT VOICE

Success stories are

great for building
confidence — update
daily service stats is

relevant

REWARD AND

Pulse checks are a
good way to test
wellbeing at
implementation—

for

also checking

resistance or staff

confidence

ENABLING ACTIVIES
N/A

This depends on the
business — if it works
for your business
then use if — if not

don’t.

MAIL
Websites
keeps the
business update on

Intranet
wider

progress

RECOGNITION
Reward and
recognition can be a
double-edged sword
at implementation
so be careful of this.

At other times it’s ok
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DELIVER IMPLEMENTATION SUPPORT

As with many new ventures a change initiative may need support in the early stage of
implementation to ensure all parts of the whole are operating in sync. Implementation support
is designed to provide this. Do employees need buddies at go-live? Does the technology need
additional monitoring to ensure it is operating correctly? Do procedures need to be monitored
to ensure productivity is maintained. Do customer service levels need to be monitored and
feedback loops in place to rectify any reduction in service. Implementation support should be in
place for key elements that have a high impact on the outcome of the implementation.

Your IMPLEMENTATION ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

At implementation, it is These activities are highly recommended as they will ensure a
important that additional smooth transition from implementation to business as usual.
support is provided to key

areas that have a major U Work with the manager or business owner and identify
impact on the success of critical elements that will impact the success of the
the project. project.

U Deliver support to ensure these go smoothly at

KEY ACTION implementation.
9 Identify key elements

that will have a major It is recommended that you include all the above activities in

impact on the success your change management plan.

of the change.
9 Develop

implementation

support for these key

elements.
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GO LIVE READINESS ASSESSMENT

A go live readiness assessment is a formal check with the business that they will accept the change and
are ready to implement it as business as usual. The check should be with any stakeholder who can impact
or influence a successful outcome. PLEASE PLEASE PLEASE DO THIS ACTIVITY!

Go live readiness check test that; training is complete; employees are confident in their ability to work in
the new way; processes are designed; procedures are written; technology is installed if appropriate; and
risk are mitigated or minimised to a level that they are acceptable. A simple form such as below can
suffice, however if the organisation already has a formal sign off process and form please use that.

An example of a go live readiness assessment is on the next page.

Your GO-LIVE READINESS ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

Undertaking a go live These activities are highly recommended as they will ensure
readiness assessment is a confidence the project can go live and any risks are identified.
great confidence boost as

it ensures all key activities U Meet with the business unit manager and talk through the
have been completed and go live readiness assessment check.
everyone is confident that U Ensure all key elements have been identified
this will be a successful U Ensure implementation support has been developed and
implementation. in place for go-live.

Develop mitigation for any risks identified.
It is also a great check in U Do not proceed until the business unit manager has
case something is not approved go-live.
complete and mitigation U Use the form on the next page as a guide to develop your
can be put in place to own go-live readiness assessment.

minimise risks.

KEY ACTION It is recommended that you include all the above activities in
1 Complete go-live your change management plan.
readiness assessment
with business owner
i Obtain formal sign off
to proceed
9 Identify any risks and
prepare mitigation
activities.
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GO LIVE READINESS ASSESSMENT FORMAL SIGN OFF

Business Change Name:

Business Manager or Owner:

Date:
Area for Review Completed Person Comment
Y N  Responsible
1 Training

1.1 All training complete

1.2 All supportiocumentation complete

1.3 Help desk document and training complete

2 Communication

2.1 All impact employees understand their role

2.2 All noAimpacted business units advised of chang
2.3. All other key stakeholders briefed

3 Implementation

3.1 Adequate resources in place for implementation
3.2 Escalation process in place for issues and risks
3.3 Implementation plan designed and signed off
3.4. Contingency plan/business continuity plan in plg
3.5 Transition plans developed and signed off

417

4.1 All IT hardware in place

4.2 All IT software tested and signed off

5 Property

5.1 All property or location requirements complete
6 Human Resources

6.1 All humamesource requirement complete

7 Finance

7.1 All financial requirements approved

Expand or add areas that are relevant to the change
Go Live Readiness Review and Approval

Signature  Approved Y N Comment

Sponsor

Business Owner
Support Managers
Other

NOTEThis is a formal sign off process
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RESISTANCE DURING THE DELIVER AND ENABLE

Resistance during this phase can occur when those going through change don’t feel supported
by their senior manager or the wider organisation. No matter how good the communication,
motivation, or training is, if teams are not supported and enabled to deliver the change
effectively outcomes will not be maximised.

Review the potential engagement activities that are effective during the deliver and enable stage.
Use as many as you feel necessary to ensure those impacted are informed and supported through
delivery. This is the time when the ‘rubber hits the road’ and teams need the maximum support
if the change is to succeed.

Celebrate success in a form that is works for the team. Frontline employees, may enjoy a BBQ.
Smaller teams may prefer an afternoon tea or coffee and muffin. If you have a young team,
something like Ten Pin bowling may be appropriate. If you want something less formal maybe
hold a pot luck morning team or shared lunch. If you don’t have time to let teams stop work, or
all the team cannot break at once — have a rolling celebration or take the celebration to them at
their work area. A little acknowledgement goes a long way.

On a healthy note, something as simple as providing a bowl of fresh fruit can go a long way to
showing a team is respected and cared for.
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CHAPTER FIVE

THE BUSINESS CHANGE

The final step of the Business Change process is DRIVE. This is where strong governance for
benefit realisation, monitoring, coaching, resistance management and lessons learned help to
embed change into the organisation.

Establishing a change lens in the current governance structure of an organisation makes good
business sense. As most organisations already have a governance structure, business change
management should operate within this as part of BaU. It is important that the sponsor for
change sits on the governance committee, actively monitors change and the quality of change
initiatives delivered.

Reinforcing good change management practice to ensure change is embedded and managed
well, is also the responsibility of the wider executive.

Good governance is required throughout the lifecycle of the change initiative but is especially
important when embedding the change in BaU and benefit realisation.

Key Sections in Stage are:
1. Engagement

Early Life Support

Governance

Lessons Learned

Management of Resistance

S e

Celebrating Success
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COMMUNICATION AND ENGAGEMENT DRIVE

Communication and engagement during the Drive phase focuses on embedding the change in
BAU.

The business owner should be reporting back to the senior business managers on the progress
of outcomes achieved as planned in the business change initiative design phase. They should
confirm planned activities have been delivered and benefits are on track to be achieved.

On-going engagement with the impacted managers and teams is also a key activity during the
Drive phase. Checking for risks or issues that may arise during implementation and helping to
overcome these is a key engagement activity of the business owner or business change sponsor.

When appropriate celebrating success with all those who have assisted in the delivery of the
change is a major milestone for the team. Recognition for a job well done goes a long way.
Consider the type of celebration and make sure it reflects the culture of the team. Some teams
like big celebrations while other prefer more personal recognition.

Capturing lessons learned is the final communication and engagement activities before the
change project closes. Take time to talk with those who have been on the change journey. What
worked well, what could be improve next time. Listen objectively to the feedback you receive
and ensure it is recorded in a location where others can benefit.
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FACE TO FACE ENGAGEMENT ACTIVITIES

BUSINESS UNIT AND

TEAM MEETINGS
Business

unit
meetings are a great

time to provide
updates on the
success of  the

change

CELEBRATION
EVENTS

Celebrating the end
of a business change
is a great idea to
recognise a job well
done.

TOWN HALL
MEETINGS

These are large
meetings are great
for closing a
business change if it
is a large one

ROADSHOWS

If you have multiple
with
team’s road shows

sites large
are a great way to
close out a business
change.
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ONE (o])] (o]\']3
MEETINGS

One on one
meetings are an

excellent way for the
sponsor to
acknowledge a job
well done or help an
individual who is still
struggling post go
live.

NON-FACE TO FACT COMMUNICATION ACTIVITIES

MAGAZINES
ARTICLES

You might like to
write and article on
your business
change for an

industry magazine.

EXECUTIVE
COMMUNICATION

LEGISLATIVE
CHANGE

N/A

CALENDAR
EVENTS

BULLETINE BOARDS
AND STORY
BOARDS

Use to acknowledge
and celebrate

success

SUCH AS

PROGRESS CHARTS

Charts/graphs
showing completion
of the change are a

good way to
reinforce the end of
the change.

OF WRITTEN MATERIAL | SUCCESS STORIES

POSTERS BANNERS

Celebratory WE DID
IT posters can be fun

EMPLOYEE SURVEYS —

Executive messages,
are a great way to
acknowledge

formally the close of
the business change

and
acknowledgement
of a job well done
TECHNOLOGY

ENABLING ACTIVIES

Use to advertise

closing events-

SOCIAL MEDIA

NEWSLETTERS
You can write up

lessons learned for
future business
changes in
newsletters as a
positive way  of

helping others

WEBS TXT
MAIL

VOICE

Success stories
should be
celebrated

Pulse checks are a
great way to check
the confidence at
close out of a

business change

You can use
technology if you
have a

geographically
spread team

Use this if it works
your
and teams

for business

Websites
are useful for letting
the wider business

Intranet

know the business
change is complete

REWARD AND
RECOGNITION

You can reward and
recognise/

acknowledge work
completed well
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STRONG GOVERNANCE

In this section we have decided to spend a little more time on Governance because this is a key
role for the senior business manager or sponsor for the business change. The change governance
lens should be across the entire change process and should focus on the key elements in the
change process.

For example, is the team delivering on their responsibilities? Are people leaders actively involved
in leading change? Are methodologies being used to an appropriate quality standard? Are key
milestone and deliverables on target for delivery? Are benefits on track to be realised? Are
dependencies recognised and integrated? Is the initiative appropriately resourced?

Your GOVERNANCE ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

Strong senior manager These activities are highly recommended as they will ensure the
leadership/governance is change is embedding into business as usual.

required to embed

change. U Senior managers or business change sponsors must
attend meetings and provide support to their

Managers need to stay manager or business owner who is delivering the

engaged right throughout change for them.

the lifecycle of the U Meet with the frontline managers or people leaders

business change. and check that the change is working as intended. If

yes, all good, if not what actions can be taken to bring

KEY ACTION it back on track.
9 Monitor activities to

ensure the change is

well embedded. It is recommended that you include all the above activities in
{ Test that the changeis Your change management plan.

working effectively.
9 Ensure oversight of

the business change

continues until it is

embedded into

business as usual and

benefits are realised.
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RESISTANCE MANAGEMENT - IN DETAIL

We have briefly touched on resistance in the earlier modules. In this section we will dive into this
subject in more detail because this is an area we have been asked for more support in the past.

Resistance to change is perfectly normal and should be expected. It could occur for a variety of
reasons that could have nothing to do with the change itself. Putting the change aside for a
moment let’s consider what external factors may cause resistance to a change.

Resistance may be being displayed by an individual because something is happening in their
personal life and they simply cannot cope with any more complexity in their life. There could
maybe be another change initiative that is impacting the team, such as a restructure that is
diverting their attention. They may have been exposed to numerous change initiative in a short
period of time and while positive about the change are resistant because they are suffering from
change fatigue. They may not be used to change and are fearful of it. Or finally, they may not
agree with the change.

The ROADMAP phases are designed to encourage an individual through their change journey,
however if one element is not delivered successfully, it can lead to employee resisting the
change. If a change is not well communicated then employees may not engage. If they don’t
understand what it means for them, and that there are some positives then they may not see
any value in the change for them. If they are not provided with training to grow their capability
so they feel confident they can deliver the change they will be fearful and resist the change. If
enabling support is not provided, they may feel out on a limb, not integrated with the
organisation and become resistant. Finally, if there is no governance post implementation to
ensure the change is sustained, they could easily revert to old practices if resistant to the change.

If employees resist change then there are two real risks. Firstly, there is the business risk where
the benefits are not realised and secondly there is the personal risk for the employee. Resistant
employees suffer from job dissatisfaction, may be estranged from other members of the team
who have embraced the change, and may not behave in a way that creates a positive team
environment. This can have a negative impact their friendships at work. Sadly, some employees
are unaware they are behaving out of character and a guiding sensitive hand may be required to
bring them back on track.

If employees or team are resisting the change make sure they understand why the change is
required. There may be a lack of clarity that needs to be addressed. Identifying how the change
can benefit the team is another way of engaging and motivating behaviour.

Encourage teams to raise issues they are concerned about. Avoid sending them underground as
this will not solve the issue at hand. This is especially important if an employee or team feels
strongly about a particular issue. It may be valid and need resolution. Understanding why the
resistance is occurring is the key to overcoming the barriers to the change being adopted.
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RECAP ON RESISTANCE
REASONS FOR RESISTANCE AT DIFFERENT STAGES OF THE EMBED CHANGE PROCESS AND CHANGE CURVE

The diagram below indicates the typical resistance that can occur at the different change phases. Design change management activities to mitigate any change
resistance. Following the diagram on the next page are a range of behaviours that indicate resistance or acceptance of change.

EMBED Change RESISTANCE MANAGEMENT

ENABLE
Successful Change
Benefits Realised

Holistic Support/
Integration

Good Governance

Reward Reinforce

‘Why’ Vison Goal Capability
Future State Train/Coach

Resistance can occur due
to a lack of acceptance
of the need for change

ENABLE

Resistance can occur due
to a lack of
understanding WIIFM

ENABLE

Resistance can occur due
to a lack of capability or
training

ENABLE

Resistance can occur due
to a lack of enabling
support

Resistance can occur due
to a lack of good
governance

ENABLE
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RESISTANCE

Your RESISTANCE ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

Expect resistance its These activities are highly recommended as they will help
normal. Look at it as an manage resistance to change.

opportunity to strengthen

your case for change. U Work with the frontline manager and business owner to
assess resistance
KEY ACTION U Identify the root cause for the resistance by talking with
1 Monitor for resistance people impacted by the change. Listen to the works they
to change. use. Is it ‘l don’t understand’, or is it, ‘Il don’t know how’
9 Deliver resistance or | don’t agree with the change. Each of these require
mitigation different resistance management activities.
engagement activities U Deliver resistance engagement activities

It is recommended that you include all the above activities in
your change management plan.
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BEHAVIOUR THAT INDICATES AN EMPLOYEE OR TEAM IS ENGAGED WITH
A BUSINESS CHANGE INCLUDE:

Learning about the change and how they can help it be a success
Positive conversations and constructive feedback

Enquiring about how the change will impact day to day operations
Asking what skill they need to succeed in the new world

General support for the change process

[ enta e e S ot S e N e

Helping solve problems that arise

BEHAVIOUR THAT INDICATES AN EMPLOYEE OR TEAM IS IN NEED OF HELP:

Act in denial that the change will happen

Talk negatively about the organisation internally or externally
Block or sabotage the change process

Prevent others from participating

Perform their role carelessly

[enti et ant B N et BN et

Revert to the old ways of working when a problem arises

GENERAL CHANGE ENABLES TO OVERCOME RESISTANCE INCLUDE:

Listen to their concerns, they may have a point that will make the change even better
Reward those who have embraced the change but also focus on the strong dissenters.
They may have mana in the team and delay adoption if not brought on the change
journey.

U Remove any barriers that are raised as potential issue for the change, they may well be
real

U Focus back on the benefits and WIIFM- link this to individual work areas
Focus on the facts today — not conjecture that something that might happen in future
Provide employees with choices in how they can contribute to making the change a
success

U Eventually if the resistance continues despite efforts to bring the employee or team on
the journey then consequences of poor behaviour may need to be communicated.
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LESSONS LEARNED REGISTER

48

The lesson leaned register should be created as early as possible in the business change journey to minimise the opportunity of repeat errors

occurring. The register is where the effectiveness of any engagement other business activity is captured after its effectiveness has been assessed

so it can guide future change activity. Please don’t wait until the end of the project to do this as it is possible the gold nuggets or the detail of

the learning may be lost. What worked well or didn’t is important to capture but more importantly the reason why and possible mitigations will

guide future activity so capture this detail as well.

LESSON LEARNED REGISTER

Business
Change Name

Business
Owner

Sponsor

Business Unit

What Worked
Well/Why?

Improvement
Opportunity/
Why?

Future
Mitigation

Date lesson
learned shared
at Governance
Forum
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Your LESSONS LEARNED ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

Learn from other projects These activities are highly recommended as they will minimise
and support them to learn repeat errors, risks or issues occurring in the project

from lessons learned from

your project U Identify similar projects that may have run into issues that
you can learn from. If there is no register for it, talk with
KEY ACTION them involved and see if they can provide guidance
U Create your own lesson learned register and provide this
I Review lesson learned to governance
registers from other U Update the register and review it regularly
projects
M Create alesson It is recommended that you include all the above activities in
learned register for your change management plan.

your projects

9 Capture lessons
learned throughout
the project and refer
to them often
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CELEBRATE SUCCESS

There is a plethora of information highlighting the importance of celebrating success, and it is very
important to do this when managing change. It is easy with the pressure of business operations to
overlook the importance of celebrating the success of a change well done. However, this recognition is an
important element in supporting good change management in an organisation, as it reinforces that the
behaviour displayed and the outcomes achieved are valued.

Celebrating success, especially a team success, build employee confidence and trust in one another. If an
individual or team know they are valued, makes coming to work more pleasurable.

Celebrate success at a time and at a level that is appropriate for the outcome being celebrated. A key
consideration when deciding how to celebrate is the ‘personality’ of the person or team being recognised.
Some individuals enjoy public recognition, with team morning teas or awards, while others might prefer
a quiet word or less public show.

Your ROADMAP action points are noted below.

KEY POINTS ENGAGEMENT ACTIVITIES

Celebrating success during These activities are highly recommended as they will ensure those
change is vital for keeping involved inthe change feel their effort has been recognised and proud
morale up and for people to that they have achieved the change required.

feel valued.
U Work with the business manager and frontline manager to
KEY ACTION identify key milestones to celebrate
 Planto celebrate U Determine the type of celebration that would suit both the
change. milestone and the team’s personality.

It is recommended that you include all the above activities in your
change management plan.
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SUMMARY

We hope that you have enjoyed working through the action points in the ROADMAP as much
as we enjoyed bringing it to you.

The ROADMAP is part of the EMBED Change for People Leaders suite of products.

If you would like more support or information check out the information and link below.
Thanks again Mary
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