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[bookmark: _Toc63949126][bookmark: _Toc141163729][bookmark: _Toc141163913][bookmark: _Toc141164106]Course Information
For participants to become change practitioners and be able to plan and implement a small to medium sized change project using  Change Management Framework.

Give you an understanding of individual’s progression through change.
Become familiar with Change Management processes, tools, and tactics.
Help you to be effective on your ‘real life’ project.
Introduce you to the change community.


[bookmark: _Toc63949129][bookmark: _Toc63950571][bookmark: _Toc63955988]The  Change Management Framework Overview
The  Change Management Framework is a collection of recommended tools and templates. It should complement your project management activities by engaging leaders, influencers, and stakeholders –and preparing them to help you make your project more effective.
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[bookmark: _Toc63949130]The  Change Management Framework Steps
	Step
	Description

	Step 1
	Plan and Manage Organizational Change – Change Management strategy and workplans enable alignment with key sponsors and project team members about the scope of the initiative, resources needed, sequencing of key activities, and metrics to measure effectiveness.

	Step 2
	Engagement Sponsors and Key Influencers – Sponsor and influencer engagement guide relationships with stakeholders from the start of the project. When done intentionally (and well) this engagement has a significant, positive impact on change readiness and adoption.

	Step 3
	Communicate with Stakeholders – Communications provide targeted, timely information that helps affected individuals and groups within the business to understand what changes will occur and to participate, as appropriate, in the implementation of the changes.

	Step 4
	Manage Change Risk and Readiness – Change impacts document, categorize, and manage the transition for impacted people and teams. Additional areas of readiness are measured, and resources are allocated to mitigate the risk.

	Step 5
	Align Organization – Transition is focused on taking the steps required to prepare people and teams for the new ways of working as a result of the project. 

	Step 6
	Train Stakeholders – Training ensures competency in new skills, processes and tools require a well-designed curriculum that builds skills to satisfy job needs and to increase user adoption.

	Step 7
	Sustain the Change – Sustaining activities ensure we have empowered and enabled key users/change agents within the business to help lead and sustain the change at a local level.


[bookmark: _Toc63949132][bookmark: _Toc63950572][bookmark: _Toc63955989]Step 1: Plan & Manage Organizational Change
[image: ]

Topics covered in this section: 
· Change Scope – details the items to consider when approaching your change management project.
· Change Strategy – identifies the high level “people strategy” for a specific project. Serves as a roadmap for project leaders to guide stakeholders through needed transitions.
· Workplan, Roles & Metrics – defines the tasks, deliverables, and resources needed to carry out the change management strategy.
· Project Health Snapshot – identifies main roles needed for a change program, as well as the metrics that will be useful to measure the project milestones and progress.


[bookmark: _Toc63955990]Change Scope
Description
Details the items to consider when approaching your change management project.

Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63955991]Change Strategy
Description
Identifies the high level “people strategy” for a specific project. Serves as a roadmap for project leaders to guide stakeholders through needed transitions.

Timing

Tips

Links
· Instructions
· Template
· Example


[bookmark: _Toc63955992]Workplan, Roles & Metrics
Description
Defines the tasks, deliverables, and resources needed to carry out the change management strategy.

Timing

Tips

Links
· Instructions
· Template
· Example


[bookmark: _Toc63955993]Project Health Snapshot
Description
Identifies main roles needed for a change program, as well as the metrics that will be useful to measure the project milestones and progress.

Timing

Tips

Links
· Instructions
· Template
· Example


[bookmark: _Toc63949133][bookmark: _Toc63950573][bookmark: _Toc63955994]Step 2: Engage Sponsors and Influencers
[image: ]


Topics covered in this section: 
· [bookmark: _Hlk63953893]Sponsor Influencer Plan - identifies authorizing and reinforcing sponsors. Defines engagement points with sponsors and key influencers to ensure the project will be successful.
· Engage Sponsors - spells out the role of a good change program sponsor so that s/he knows what will be expected during the project and beyond. Serves as a tool to assess the change program sponsor’s effectiveness.
· Engage Key Influencers - guide each group toward a commitment for the change; the secondary objective is to ensure consistency of messages across the project and business.


[bookmark: _Toc63955995]Sponsor Influence Plan
Description
Identifies authorizing and reinforcing sponsors. Defines engagement points with sponsors and key influencers to ensure the project will be successful.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63955996]Engage Sponsors
Description
Spells out the role of a good change program sponsor so that s/he knows what will be expected during the project and beyond. Serves as a tool to assess the change program sponsor’s effectiveness.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63955997]Engage Key Influencers
Description
Guide each group toward a commitment for the change; the secondary objective is to ensure consistency of messages across the project and business.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63949134][bookmark: _Toc63950574]

[bookmark: _Toc63955998]Step 3: Communication with Stakeholders
[image: ]


Topics covered in this section: 
· Stakeholder Analysis - to understand who our target audiences are and how they are impacted by the learning program.
· Communication Plan - organizes a set of communications around key messages, timelines and audiences, and builds a detailed plan timeline.
· Communication Standards - recommends standardized procedures and practices for communication work.
· Implement Communications - engages two-way communication with stakeholders.


[bookmark: _Toc63955999]Stakeholder Analysis
Description
To understand who our target audiences are and how they are impacted by the learning program.

Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956000]Communication Plan
Description
Organizes a set of communications around key messages, timelines and audiences, and builds a detailed plan timeline.

Timing

Tips

Links
· Instructions
· Template
· Example


[bookmark: _Toc63956001]Communication Standards
Description
Recommends standardized procedures and practices for communication work.

Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956002]Implement Communications
Description
Engages two-way communication with stakeholders.

Timing

Tips

Links
· Instructions
· Template
· Example




[bookmark: _Toc63949135][bookmark: _Toc63950575][bookmark: _Toc63956003]Step 4: Manage Change Risk and Readiness
[image: ]


Topics covered in this section: 
· Change Impacts - use to assess the degree of difference in people (skills, knowledge, and organization design), process (business course of action), and/or technology (systems/tools) from the current state to future state.
· Change Readiness - provides a snapshot of where the team is at with respect to the change project.
· Readiness Activities - act on the information you collected by identifying themes, similarities, differences, areas of opportunities, and pain points.


[bookmark: _Toc63956004]Change Impacts
Description
Use to assess the degree of difference in people (skills, knowledge, and organization design), process (business course of action), and/or technology (systems/tools) from the current state to future state.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956005]Change Readiness
Description
Provides a snapshot of where the team is at with respect to the change project.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956006]Readiness Activities
Description
Act on the information you collected by identifying themes, similarities, differences, areas of opportunities, and pain points.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63949136][bookmark: _Toc63950576][bookmark: _Toc63956007]Step 5: Align Organization
[image: ]


Topics covered in this section: 
· Business Process Changes - outlines the business processes of your organization from the top down to identify areas that will be affected by the change project.
· Change Impact Summary - summarizes change impact assessment. Details how much change will occur, in each process area/organization because of the project.
· Change Plan – breaks down the change plan into succinct groups by their operating function. (i.e. Finance, Supply Chain Logistics, Sales, etc.).
· Transition Guide/Plan - helps management understand how the project changes affect their departments or plants. Included in this guide are summaries of the changes, the roles impacted, and end-user support items.


[bookmark: _Toc63956008]Business Process Changes
Description
Outlines the business processes of your organization from the top down to identify areas that will be affected by the change project.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956009]Change Impact Summary
Description
Summarizes change impact assessment. Details how much change will occur, in each process area/organization because of the project.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956010]Change Plan
Description
Breaks down the change plan into succinct groups by their operating function. (i.e. Finance, Supply Chain Logistics, Sales, etc.).
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956011]Transition Plan/Guide
Description
Helps management understand how the project changes affect their departments or plants. Included in this guide are summaries of the changes, the roles impacted, and end-user support items.
Timing

Tips

Links
· Instructions
· Template
· Example
[bookmark: _Toc63949137][bookmark: _Toc63950577]

[bookmark: _Toc63956012]Step 6: Train Stakeholders
[image: ]


Topics covered in this section: 
· Training Plan - outline the plan and tools to properly conduct train end-users how to do their jobs as a result of the change.
· Training Development - describes tracking of training development effort to ensure training is tested and ready for delivery as needed.
· Training Delivery - accounts for comprehensive tracking of training sessions, participants, and feedback to adjust where appropriate.
· Evaluate Training - identifies which areas were successful in implementing the training and which areas could be improved for future training projects.



[bookmark: _Toc63956013]Training Plan
Description
Outline the plan and tools to properly conduct train end-users how to do their jobs as a result of the change.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956014]Training Development
Description
Describes tracking of training development effort to ensure training is tested and ready for delivery as needed.
Timing

Tips

Links
· Instructions
· Template
· Example


[bookmark: _Toc63956015]Training Delivery
Description
Accounts for comprehensive tracking of training sessions, participants, and feedback to adjust where appropriate.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956016]Evaluate Training
Description
Identifies which areas were successful in implementing the training and which areas could be improved for future training projects.
Timing

Tips

Links
· Instructions
· Template
· Example



[bookmark: _Toc63949138][bookmark: _Toc63950578][bookmark: _Toc63956017]Step 7: Sustain the Change
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Topics covered in this section: 
· Change Agent Network - to ensure that the project and organizational stakeholders are aware, knowledgeable, and prepared for the change coming as part of the project.
· Rewards & Recognition - aligns individual and team incentives to support project outcomes.
· After Action Review - reviews the project’s “lessons learned” to capture what worked well as well as areas for development. Also serves as a continuous improvement loop for future projects.


[bookmark: _Toc63956018]Change Agent Network
Description
To ensure that the project and organizational stakeholders are aware, knowledgeable, and prepared for the change coming as part of the project.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956019]Reward and Recognition
Description
Aligns individual and team incentives to support project outcomes.
Timing

Tips

Links
· Instructions
· Template
· Example

[bookmark: _Toc63956020]After Action Review
Description
Reviews the project’s “lessons learned” to capture what worked well as well as areas for development. Also serves as a continuous improvement loop for future projects.
Timing

Tips

Links
· Instructions
· Template
· Example



[bookmark: _Toc63949139][bookmark: _Toc63950579][bookmark: _Toc63956021]APPENDIX
[bookmark: _Toc63949140][bookmark: _Toc63950580][bookmark: _Toc63956022]Change
[bookmark: _Toc63949141][bookmark: _Toc63950581]Purpose of Change
	

	

	

	

	



[bookmark: _Toc63949142][bookmark: _Toc63950582]Nature of Change
	

	

	

	

	



[bookmark: _Toc63949143][bookmark: _Toc63950583]Adoption of Change
Innovator

Change Promoter

Pragmatist

Skeptic

Traditionalist

[bookmark: _Toc63949144][bookmark: _Toc63950584]
Activity: Adoption of Change
Factors in Change Adoption
	

	

	

	

	

	

	

	

	

	

	

	


[bookmark: _Toc63949145][bookmark: _Toc63950585][bookmark: _Toc63956023]Change Management
[bookmark: _Toc63949146][bookmark: _Toc63950586]Definition of Change Management
Engaged executive sponsorship.
Clear understanding of the current and future state.
Understanding of required skills and knowledge to support the change. 
Targeted and ongoing communications.
Defined roles and responsibilities for all involved in the change. 
Defined plans to implement change strategies.

[bookmark: _Toc63949147][bookmark: _Toc63950587]
Benefits of Using Change Management
	

	

	

	

	

	

	

	

	

	



[bookmark: _Toc63949148][bookmark: _Toc63950588]The Role of Change Practitioners
Work with the Sponsor to create and deploy and change plan
Coach Sponsor(s), designated Change Agents and those effected by the change on Change Management
Measure the change for adoption and effectiveness

	

	

	



[bookmark: _Toc63949149][bookmark: _Toc63950589][bookmark: _Toc63956024]Step 1:
[bookmark: _Toc63949150][bookmark: _Toc63950590][bookmark: _Toc63956025]Change Navigation
[bookmark: _Toc63949151][bookmark: _Toc63950591]Business Case
Sets the foundation for the project
Justifies in terms of costs and benefits
Addresses the business need that the project seeks to resolve


[bookmark: _Toc63949152][bookmark: _Toc63950592]Change Definition
Defines the high-level gap 
Change Definition Questions:
Who is changing?
Who must change?
When will the change take place?
Where will the change take place?
Why are the changes necessary?
[bookmark: _Toc63949153][bookmark: _Toc63950593]
Change Definition for Case Study
What work process(s) will change?







What is the current level of performance?




What is the desired level of performance?







Why must these processes change?





How will these processes change?









When will the change take place?

Where will the change take place?

[bookmark: _Toc63949154][bookmark: _Toc63950594]
 The Commitment Curve
[image: ]

Awareness – Individual are aware of the basic scope and concepts of the initiative.
General Understanding – Individual understand the impacts to the organization & their functional area
Personal Understanding – Individuals understand the impact and benefits to them personally
Acceptance – Individuals are willing to work with and implement the change and are ready to acquire the skill they’ll need
Adoption – Individuals are actively participating in the initiative and are acquiring the skill necessary for the change
Ownership – Individuals make the change their own. The change becomes the way work is done now – the new status quo
[bookmark: _Toc63949155][bookmark: _Toc63950595][bookmark: _Toc63956026]
Sponsorship
[bookmark: _Toc63949156][bookmark: _Toc63950596]Sponsors
· Decide which changes will happen
· Commit the resources required to execute the change
· Communicate the new priorities to the organization
· Provide the reinforcement required to ensure success

[bookmark: _Toc63949157][bookmark: _Toc63950597]Authorizing Sponsor
· Legitimize the change project
· Crucial to any change project as they ‘get the ball rolling’
· Have the organization power to sanction subsequent action
[bookmark: _Toc63949158][bookmark: _Toc63950598]
Activity: Prepare for a Sponsor Meeting 
Purpose: Practice planning a initial meeting with an Authorizing Sponsor (AS).

[bookmark: OLE_LINK1][bookmark: OLE_LINK2]Directions:
You are meeting with Fritz.  Develop a list of questions you will you to:
· Determine his point of view
· Identify his needs
· Assess his commitment
· Assess his understanding of the magnitude of the change on the organization


Ignite Consulting	Change Management Framework	Participant Guide Template
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[bookmark: _Toc63949159][bookmark: _Toc63950599]Conducting a Sponsor Meeting
What happened?
· What were the most challenging parts of this activity, and what strategies were used to overcome these challenges?

· What tactics worked well?

· What tactics did not work well?

· What might you have done differently?

What did you learn about the sponsor?
· How committed is the sponsor to the change?

· Does Fritz know what personal behaviors he needs to demonstrate in order to make sure the organization adopts this change?

· What would be the repercussions if you identified the wrong person to interview?

· Does Fritz have a clear vision of the desired state?

· What does success look like to Fritz?

· What concerns does Fritz have with this change?

· Are people ready for a change? Is the willingness to change different at different levels?

What issues did you identify?

What do we do with the information we just obtained?

[bookmark: _Toc63949160][bookmark: _Toc63950600]
Your Project – Sponsor’s Commitment Level
Where is your sponsor on the Commitment Curve?





What challenges are you going to have with the sponsor?
[bookmark: _Toc63949161][bookmark: _Toc63950601]
Reinforcing Sponsors
Reinforcing Sponsors actively support and help sustain the change effort al lower levels of the organization.   Other key responsibilities include:
Make sure communication surrounding the change is continuous and accurate.
Help move people through the change intervention and gage their commitment level.
Demonstrate commitment to outcomes
Allocate resources and support and provide project guidance
Publicly support and validate the change effort
Support and coach Change Agents



[bookmark: _Toc63949162][bookmark: _Toc63950602]Northern Oil’s Reinforcing Sponsors
	

	

	

	

	

	

	

	

	

	



[bookmark: _Toc63949163][bookmark: _Toc63950603]
Sponsor Development

The Communication Plan - will give sponsors communication- related action items.

The Leadership Action Plan – outlines upcoming events and actions the sponsor must complete in order to address and barrier to the change program.


Sponsor Development - Fritz’s 
Where is Fritz on the Commitment Curve?
What kinds of issues do you see with Fritz? 
How is he doing with Sponsorship?

What can we do with Fritz to bring him along the curve?
[bookmark: _Toc63949164][bookmark: _Toc63950604]
Activity: Develop Reinforcing Sponsor
Identify the sponsor’s current and desired commitment levels on the commitment curve
Identify areas of resistance for the assigned reinforcing sponsor 
Determine the sponsor’s motivation
Determine what might happen if the issues are not addressed
Determine how the authorizing sponsor can bring up the reinforcing sponsor’s level of commitment






[bookmark: _Toc63949165][bookmark: _Toc63950605]
Maintaining Your Sponsor Relationship
During initial meetings:
Reiterate the Sponsor’s role and responsibilities
Decide on the frequency of ongoing status meetings with the Sponsor
Decide what documents will be reviewed and discussed at your regular status meetings.
Ongoing status meetings:
Review documents


[bookmark: _Toc63949166][bookmark: _Toc63950606]Dealing Effectively with Sponsors
	

	

	

	

	

	

	



[bookmark: _Toc63949167][bookmark: _Toc63950607]Your Project: Reinforcing Sponsors
	

	

	

	

	

	


[bookmark: _Toc63949168][bookmark: _Toc63950608][bookmark: _Toc63956027]
Step 2 Analyze Impacts
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Topics covered in this section:
[image: ][image: ]
[bookmark: _Toc63949169][bookmark: _Toc63950609][bookmark: _Toc63956028]
Change Navigation
[bookmark: _Toc63949170][bookmark: _Toc63950610]Current State Analysis and Desired State Planning Teach Back
Directions: Using the materials provided on the following pages, create a 5 minute presentation on your assigned topic.

Current State Analysis instructions
Project Phase:
· Planning
Purpose:
· Identifies “where are we now?”
· Documents the qualitative case and reasons for making change.
· Determines the people, processes and technologies that exist in the Current State.
Potential Inputs:
· Existing process or procedural documentation
· Current job descriptions and training plans for roles involved
· Current organizational charts
· Current reports
· Current Job Aids
· Current training manuals and operating procedures
· Summarized results from annual company-wide surveys, if applicable (employee surveys, customer surveys, etc.)
· Interviews with key stakeholders
Directions:
1. To begin this discovery process, review the “Potential Inputs” above to complete the listed questions.  
2. As problems and weaknesses are discovered, gather thoughts and ideas on what might be the root causes for these issues.
3. Complete the people, process and technology description for the Current State as best as possible.
4. Include a variety of key stakeholders to gather information, including project manager and process members of project team.
5. For larger projects, a planning meeting should also be held with representatives from across the organization to confirm that your findings accurately describe the Current State. 
6. Later, use the information collected for the Current State to help create the Master Change Plan.
Helpful Hints:
Whenever possible, collect both qualitative (comments), and quantitative (data and statistics) information.  Often, data is readily available from reports (sales, processing/lead time, turnover, etc.).  It may also be useful to show how these statistics have changed over time. 
Make observations on where there may be quick-win items that could be easily implemented to start to build positive momentum.
Use the tool to determine what people are actually doing and how that may differ to what is currently documented for their role.  This will help you when it comes time to analyze the gaps between actual current state and desired state.  
Neglecting to recognize the involvement of certain groups in the discovery process is a common pitfall. Failure to gain a comprehensive understanding of the issues will make it more difficult to identify true root causes and possible solutions. When meeting with stakeholders, ask who would be impacted most by possible changes to the Current State.  This help to surface additional information. If an organization chart is available, that will help you think through all possible departments that should be approached.  If a current org chart is unavailable, you can review a list of each and every department in the company directory on the intranet.
Another means to analyze and summarize your findings of the Current State into an Executive Summary format is to create a “SWOT Analysis.”  SWOT stands for “Strengths”, “Weaknesses”, “Opportunities”, and “Threats.”  This is often a one to four page document that gives a big-picture view of the Current State.  Here are some questions to consider for each of the four components:

Strengths
What advantages does our company have? 
What do we do better than anyone else? 
What unique or low-cost resources do we have access to? 
What do customers/suppliers/employees see as our strengths?

Weaknesses
Where could we improve? 
What should we avoid? 
What are customers/suppliers/employees likely to see as weaknesses?
What are we criticized for or receive complaints about? 
Where are we especially vulnerable? 

Opportunities
Where are some favorable opportunities facing us? 
What are emerging trends that we may be able to take advantage of?

Threats
What obstacles do we face? 
What is our competition doing? 
Is changing technology threatening our position? 
Do we have exposure due to debt or cash-flow problems? 
Could any of our weaknesses seriously threaten our business?

Desired State Planning Instructions
Project Phase:
· Planning
Purpose:
· Helps clearly articulate “where we want to be” 
· Identifies: 
· a “picture” of what the Desired State looks like;
· an estimate of the amount of time it will take to get there; and 
· indicators to show how the organization will know it has reached the Desired State
· Describes the people, processes and technologies that will be necessary in the Desired State
Potential Inputs:
· Current State Analysis (what is the current situation?)
· Mission Statement (who are we? what do we do? for whom do we do it? why do we do it?)
· Vision Statement (the conceptual image of the desired future)
· Guiding Principles (the core values and philosophies that describe how we conduct ourselves in carrying out our mission)
· Business Strategy (objectives and plans developed to carry out the Strategic Plan of the company)
Directions:
7. Complete probing questions to determine key elements of the Desired State.
8. Describe the people, processes and technologies that will be necessary to achieve the Desired State.
9. Evaluate the Desired State to determine if it is in alignment with the Mission, Vision, and Guiding Principles.  Refine as necessary.
10. Determine the impact on Business Strategies.  Will new Business Strategies need to be developed, or can existing Business Strategies be revised?
11. Later, use the information collected for the Desired State to help create the Master Change Plan.
Helpful Hints:
· Reflect on whether the Desired State would mean incremental or radical change.  Does it go far enough in addressing the issues uncovered in the Current State?
· It is extremely important to obtain alignment among the sponsors when completing this tool.  All sponsors must be aware of what the Desired State will look like and how their people, processes and technology will change.
· Encourage sponsors to illustrate their vision of the Desired State using stories or pictures instead of just using words.  This will help them articulate the true Desired State and help you and others clearly understand their vision.
· Successful transformation rests on "a picture of the future” that is relatively easy to communicate and appeals to customers, stockholders, and employees.


[bookmark: _Toc63949171][bookmark: _Toc63950611]Activity: Northern Oil Gap Analysis
Directions: Complete the Current State and Desired State Analysis on the following pages then answer the following questions: 

Where is the population right now, in relation to the change?
What will be different in the desired state in terms of process, people, and technology?
What are the gaps that need to be filled?




Current State Assessment

What is not work well today?



What are the indicators in the Current State that tell us change is necessary?









Who knows there is a need to change?



Why didn’t we do this earlier?


What if our attempt at change fails?






How much longer can we stay in the Current State?

Current State Assessment – Description of Elements

	Strategy and Vision: 
	Reinventing the way we work

	Structure
(Authority, Relationships, and Roles)
	People
(Talent Selection, Development & Retention)
	Process & Technology
(Flow of Decisions, Information & Work)
	Culture
(Values, behaviors and beliefs)
	Metrics and Rewards
(Measurement, Scorecards, & Incentives)

	























	
	
	
	



Desired State Planning

What will the Desired State look like?






How does the change fill into the overall Business Strategy?



What elements of the Desired State (if any) are/are not negotiable during the implementation?







How stable will the Desired State Be?




How will the organization know when it has reached the Desired State?




How long will it take to reach the Desired State?

Desired State Planning – Description of Elements

	Strategy and Vision: 
	Reinventing the way we work

	Structure
(Authority, Relationships, and Roles)
	People
(Talent Selection, Development & Retention)
	Process & Technology
(Flow of Decisions, Information & Work)
	Culture
(Values, behaviors and beliefs)
	Metrics and Rewards
(Measurement, Scorecards, & Incentives)

	























	
	
	
	





[bookmark: _Toc63949172][bookmark: _Toc63950612]Your Project – Gap Analysis
Where is the population right now, in relation to the change?
What will be different in the desired state in terms of process, people, and technology?
What are the gaps that need to be filled?
[bookmark: _Toc63949173][bookmark: _Toc63950613][bookmark: _Toc63956029]
Sponsorship
[bookmark: _Toc63949174][bookmark: _Toc63950614]Assess Sponsor Commitment
Informal collection of information of sponsors to evaluate if they are where they need to be in order for the change to succeed.


What do you do if……

Your AS has not communicated his/her vision?
Your AS is not managing the RSs?
The AS is not communicating enough?
The AS is not visible and out in front of the change?
[bookmark: _Toc63949175][bookmark: _Toc63950615][bookmark: _Toc63956030]
Stakeholder Management
· Identifies all groups involved or impacted
· Objective is to guide each group to commitment
· Assess current mindset
· Information will contribute to the Communication Plan
· Stakeholder management occurs during:
· Analyze Impacts (initial creation)
· Develop Solutions (revisit and revise)
· Implement and Transition (revisit and revise)
· Accelerate and Sustain 
(review and use input in 
After Action Review)


[bookmark: _Toc63949176][bookmark: _Toc63950616]Stakeholder Assessment
Determining where each group affected by the change is on the commitment curve.

What do you want to know about each group?
	

	

	

	

	

	

	

	

	



[bookmark: _Toc63949177][bookmark: _Toc63950617]
Activity: Northern Oil Stakeholder Assessment
For your stakeholder group, complete the stakeholder assessment tool. (Handout)
How they feel about the change?
What concerns they have?
What is their motivation to make the change?
Where are they on the Commitment Curve?
Provide a rationale for your answers.
[bookmark: _Toc63949178][bookmark: _Toc63950618]
Your Project: Identifying Stakeholders
	Stakeholder
	Rationale for selection

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	



[bookmark: _Toc63949179][bookmark: _Toc63950619]
Impact Analysis
Purpose: Provides more detail….(than Gap Analysis)…
· Who is affected by the change 
· To what degree they are impacted 
· What they have to gain or lose

Information is captured in workshops, focus groups, interviews, etc.

Information is used in: 
· Communication planning 
· Training 
· Rewards and recognition 
· Job design
· Change Readiness

[bookmark: _Toc63949180][bookmark: _Toc63950620]
Activity: Impact Analysis for Northern Oil
Work in your groups to prepare for an Impact Analysis Workshop for your functional area:
Read through the material we have given you, also use your business case, gap analysis etc. 
Think about the changes in terms of work processes, technology used and people
Complete the worksheet
Compile a list of changes your group will need to make
If you need additional information, compile some questions to get the information you need

[bookmark: _Toc63949181][bookmark: _Toc63950621][bookmark: _Toc63956031]
Project Management
[bookmark: _Toc63949182][bookmark: _Toc63950622]Issue and Risk Management

Risk – 



Issue – 




[bookmark: _Toc63949183][bookmark: _Toc63950623]
Best Practices in Risk and Issue Management
Actively monitor each risk and issue status
Call attention to risks and issues during status reporting
Review risks and issues on a weekly basis 
Communicate with appropriate stakeholders on changes to risk and issue status and new risks and issues
[bookmark: _Toc63949184][bookmark: _Toc63950624][bookmark: _Toc63956032]
Communication in Change Management

[bookmark: _Toc63949185][bookmark: _Toc63950625]Communication: Purpose
· Ensures that stakeholders understand the desired vision, values, and strategy of the project
· Moves people through the stages of change
· Focuses on building a widespread acceptance and responsibility for change in the organization
[bookmark: _Toc63949186][bookmark: _Toc63950626]Communication Keys
· Communication is critical in reducing resistance and accelerating change.
· Must be clear, concise, honest, ongoing, and relevant to your audience
· Most leaders and managers do not communicate enough
· Can bring valuable perspective to the change effort and points out potential risks and pitfalls

[bookmark: _Toc63949187][bookmark: _Toc63950627]Communication Strategy:
Key messages 
Target audiences 
Vehicles for communicating

Delineates:
· What messages do you want to communicate?
· When will you communicate your messages?
· How will you establish two-way communication?
· How will you measure the effectiveness of your communication? At what intervals?

[bookmark: _Toc63949188][bookmark: _Toc63950628]
Activity: Communication strategy 
Directions:
Create a Communication Strategy for your functional group in the Northern Oil case study. Be sure to cover: 
· What messages do you want to communicate?
· When will you communicate your messages?
· How will you establish two-way communication?
· How will you measure the effectiveness of your communication? At what intervals?


[bookmark: _Toc63949189][bookmark: _Toc63950629]
Your Project: Communication Strategy
What messages do you want to communicate?
When will you communicate your messages?
How will you establish two-way communication?
How will you measure the effectiveness of your communication? At what intervals?

[bookmark: _Toc63949190][bookmark: _Toc63950630][bookmark: _Toc63956033]
Training
[bookmark: _Toc63949191][bookmark: _Toc63950631]Training Strategy

Engage the <CLIENT> Learning Center (GLC) during the Analyze Impacts step.
Contact the HRG of the affected area
Contact the GLC representative of the affected area

Training Possibilities
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Step 3: Develop Solutions
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[bookmark: _Toc63949192][bookmark: _Toc63950632][bookmark: _Toc63956034]
Communication
[bookmark: _Toc63949193][bookmark: _Toc63950633]Communication Plan
· Outlines the communications sent throughout the project
· Tracks the details of the communication
· Audience
· Message
· Timing
· Frequency
· Medium
· Sender

[bookmark: _Toc63949194][bookmark: _Toc63950634]
Activity: Case Study: Corporate-wide Communication for Northern Oil
Directions:
Build an outline for the presentation Fritz will make at the All Employee Meeting introducing the change.
Determine the points you want to make
Sequence the points
Construct the outline 
· Be sure to include the main topics and the key messages in each topic
[bookmark: _Toc63949195][bookmark: _Toc63950635]
Activity: Communication Plan – Functional Area Northern Oil
Communication from the Change Team to your Audience:
What do you wish to communicate?
Who will deliver the message?
What medium will be used to deliver the message? 
Who will craft the communication?
How will the communication be delivered?
When will the communication be delivered?
Communication from your Audience to the Change Team:
What have you included to get feedback from your audience?
[bookmark: _Toc63949196][bookmark: _Toc63950636][bookmark: _Toc63956035]
Training 
Continue your relationship with the GLC and work to:
Identify detailed training needs per audience
Develop Training courses
Deliver Training courses

[bookmark: _Toc63949197][bookmark: _Toc63950637][bookmark: _Toc63956036]
Change Navigation
[bookmark: _Toc63949198][bookmark: _Toc63950638]Master Change Plan
It is a culmination of all work performed in the Defining the Change, Analyzing Impacts and part of the Developing Solutions steps.
It identifies audiences impacted and how they are impacted 
It is used to educate sponsors and key stakeholders about the change and to solicit their assistance.
It drives rapid adoption of change.
[bookmark: _Toc63949199][bookmark: _Toc63950639]Master Change Plan Contents
· Burning Platform - Why this change is urgent and important?
· Context for Change
· Current State Analysis - What is the current situation?
· Desired State Planning - What the new situation will be like?
· Impact Analysis - Who will be affected by the change? How will they be impacted by the change?
· Organizational Change Components
· Sponsor Alignment - What actions will sponsors need to take?
· Stakeholder management - 
· Training - How will targets be reskilled?
· Communication - Who will need to be communicated to and the key messages
· Process Design
· Organization Design & Staffing
· Rewards & Recognition
· Project Assessment
· Timeline
· Risks




[bookmark: _Toc63949200][bookmark: _Toc63950640]Activity Master Change Plan
Part1: Ideas and Questions for the panel
	

	

	

	

	

	

	

	

	

	



Part 2: Panel Discussion Notes:
	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	



Part 3: Your Change Plan for Northern Oil
Complete the following sections:
Burning Platform
Context for the Change (Current State, Desired State, Impact)
Communications

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	



[bookmark: _Toc63949201][bookmark: _Toc63950641]
Change Readiness
Purpose
· Shows if change agents & targets are assimilating the change
· Offers key questions to ask for assessing readiness
· Outlines areas of the change framework that will be impacted
· Provides valuable information to Sponsors on problems and corrective action needed.  
Done with Surveys, direct observation, focus groups, interviews (telephone or face-to-face)
Used as information to update any plans.

[bookmark: _Toc63949202][bookmark: _Toc63950642]Change Readiness Assessment
Shows if change agents & targets are assimilating the change
Offers key questions to ask for assessing readiness
Outlines areas of the change framework that will be impacted
Provides valuable information to Sponsors on problems and corrective action needed
	

	

	

	

	

	

	

	

	

	

	



Change Readiness Assessment Questions

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	



[bookmark: _Toc63949203][bookmark: _Toc63950643][bookmark: _Toc63956037]
Sponsorship
What do you do if…..
[bookmark: _Toc63949204][bookmark: _Toc63950644][bookmark: _Toc63956038]
Project Management
[bookmark: _Toc63949205][bookmark: _Toc63950645]Work Plans


[bookmark: _Toc63949206][bookmark: _Toc63950646][bookmark: _Toc63956039]
Stakeholder Management
[bookmark: _Toc63949207][bookmark: _Toc63950647]Change Network:
A “critical mass” of employees who work with the projects to support the implementation of change

[bookmark: _Toc63949208][bookmark: _Toc63950648]Benefits of a network
Creates ownership among impacted employees 
Increases effectiveness and trustworthiness of communications
Reduces change resistance 
Supplements communications coming directly from Business Unit management
Provides feedback back to the project team
Builds change leadership for the future

[bookmark: _Toc63949209][bookmark: _Toc63950649]Roles in a Change Network
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[bookmark: _Toc63949210][bookmark: _Toc63950650]Structure of the Change Network
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Change Agents: 
Change Agent Competencies and Characteristics
	Like to see
	Don’t want to see

	














	




[bookmark: _Toc63949212][bookmark: _Toc63950652]
Activity: Selecting Change Agents
Purpose: To select change agents and to create an onboarding agenda to educate the change agents on their role.

Directions:
Select a change agent (CA) for each department in the profiles document.
Create an agenda for a presentation educating the CA to their role.

Change Agents
	Department
	Change Agent
	Rationale for selection

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	




Presentation Topics
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Step 4: Implement and Transition
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Topics in the section

The Benefits of Change Management 

The Framework

Positively Received Change

Negatively Received Change

Managing Change
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Benefits of Change Management
[image: ]
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What is happening now in each part of the Framework?

Change Navigation
	

	

	



Sponsorship
	

	

	



Stakeholder Management
	

	

	



Project management
	

	

	



Communications
	

	

	



Training
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Activity: Positively and Negatively Perceived Change
Positively Perceived Change
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Negatively Perceived Change
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Activity: Negatively Perceived Change
	Stage
	Behaviors you will notice
	Suggestions of what to do

	Immobilization





	
	

	Denial





	
	

	Anger





	
	

	Bargaining





	
	

	Depression





	
	

	Testing





	
	

	Acceptance
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Managing Change
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Step 5: Accelerate and Sustain
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Topics in this section:
Guest Speaker
The Framework  
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Guest Speaker
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The Framework
What is happening now in each part of the Framework?
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What’s next? 
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Reflections 
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SPONSORS & INFLUENCERS PLAN

Identifies authorizing and reinforcing sponsors.

Defines engagement points with sponsors and key
influencers to ensure the project will be
successful.

Use during project initiation.

+ Clarify to project team the ifference between
sponsors, key influencers and audiences.

« Explain the importance of each role and
engaging them consistently

‘Sponsor Influencer Plan Instructions
‘Sponsor Influencer Plan Template

‘Sponsor Influencer Plan Example.

£

ENGAGE SPONSORS

Spells out the role of a good change program
‘sponsor so that s/he knows what wil be expected
Guring the project and beyond. Serves as a tool to
assess the change program sponsor's
effectiveness.

Engage sponsors throughout the lifecycle of the
project

+ Align on the activities and timing by sponsor to
demonstrate active participation in project.

Engage Sponsors Instructions

Engage Sponsors Template

Engage Sponsors Example

RECOMMENDED ACTIVITY NICETO HAVE ACTIVITY

Sponsor and influencer engagement guide relationships with stakeholders from the start of the project. When done intentionally (and well) this
engagement has a significant, positive impact on change readiness and adoption.

oy

ENGAGE INFLUENCERS

Guide each group toward a commitment for the
change; the secondary objective is to ensure
consistency of messages across the project and
business.

Engage influencers throughout the lifecycle of the
project

« Ensure frequent/consistent 2-way
communication with key influencers.

+ Coordinate your outreach to key influencers so
they don't receive multiple requests from
different team members on your project.

Engage Key Influencer Instructions

Engage Key Influencer Template

Engage Key Influencer Example
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the change management strategy.
o Project Health Snapshot — identifies main roles needed for a change program, as well as the
metrics that will be useful to measure the project milestones and progress.

WORKPLAN, RoLES & METRICS
DESCRIPTION

Defines the tasks, deliverables, and resources needed to carry out the change management strategy.

NG

es

Links
« Instructions

o Template
o Bxample

PROJECT HEALTH SNAPSHOT
DESCRIPTION
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STEP 2: ENGAGE SPONSORS AND INFLUENCERS
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Topics covered in this section:

« Sponsor Influencer Plan - identifies authorizing and reinforcing sponsors. Defines engagement
points with sponsors and key influencers to ensure the project will be successful.

o Engage Sponsors - spells out the role of a good change program sponsor so that s/he knows
what will be expected during the project and beyond. Serves as a tool to assess the change
program sponsor’s effectiveness.

o Engage Key Influencers - guide each group toward a commitment for the change; the secondary
objective is to ensure consistency of messages across the project and business.
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STAKEHOLDER ANALYSIS

To understand who our target
audiences are and how they are
impacted by the leaming program.

Use during project initiation; update
as needed through go-ive.

« Consider this an iterative process.
Start with a general understanding
and refine over time.

‘Stakeholder Analysis Instruotions

Stakeholder Analysis Template

‘Stakeholder Analysis Example

Eo
COMMUNICATION PLAN

Organizes a set of communications
around key messages, timelines or
audiences, and builds a detailed plan
timeline.

Define during project initiation;
update on a weekly & monthly basis
through go-live.

« Consider the communications your
stakeholders might receive from
other initiates; be flexible with
timing and distribution channels
for your messages to avoid
message fatigue

Communications Plan Instructions
Communications Plan Template

Communications Plan Example

RECOMMENDED ACTIVITY NICETO HAVE ACTIVITY

Communications provide targeted, timely information that helps affected individuals and groups within the business to understand what changes
will oceur and to participate, as appropriate, in the implementation of the changes.

COMMS STANDARDS

Recommends standardized
procedures and practices for
communication work

Use during project initiation

« Capture “little things” that are
important to project sponsors and
leaders.

« Invest time at initiation to review
standards and templates.

Communication Standards Instructions

Communication Standards Template

IMPLEMENT COMMS

Engages two-way communication
with stakeholders.

Define during project initiation;
update on a weekly & monthly basis
through go-live.

« Mest users where they are (use
their preferred communication
vehicles)

« Ask leaders closest to the work to
deliver the communications

Communication Messages Instructions

Communication Messages Template

Communication Messages Example
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STEP 3: COMMUNICATION WITH STAKEHOLDERS

Topics covered in this section:

o Stakeholder Analysis - to understand who our target audiences are and how they are impacted
by the learning program.

«  Communication Plan - organizes a set of communications around key messages,
audiences, and builds a detailed plan timeline.

«  Communication Standards - recommends standardized procedures and practices for
communication work.

«  Implement Communications - engages two-way communication with stakeholders.

and
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Heading6 Normal Strong subtitle

TITLE
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STAKEHOLDER ANALYSIS
DESCRIPTION

To understand who our target audiences are and how they are impacted by the learning program,
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« Instructions
o Template
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COMMUNICATION PLAN
DESCRIPTION

Organizes a set of communications around key messages,
plan timeline.

5 and audiences, and builds 3 detailed
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and resources are allocated to mitigate the risk
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CHANGE IMPACTS

Use to assess the degree of difference in people
(skills, knowledge, and organization design|
process (business course of action), and/or
technology (systems/tools) from the current state

tofuture state.

Use during project initiation; update on a monthly
basis through go-live.

Capture detailed change impacts including,
current/future state and examples by audience.
‘The specific examples will help with your
communications and training

Change Impacts Instructions

Change Impacts Template

Change Impact Assessment Example

Change impacts document, categorize, and manage the transition for impacted people and teams. Additional areas of readiness are measured,

CHANGE READINESS

Provides a snapshot of where the team s at with
respect to the change project.

Define during project initiation; consult as needed
through go-ive.

« If possible, drive accountabilty for team
readiness to team supervisors and leaders by
equipping them to evaluate their team’s
readiness for the change.

Change Readiness Instructions
Change Readiness Questions Template

Change Readiness Example

RECOMMENDED ACTIVITY NICETO HAVE ACTIVITY

CHANGE MANAGEMENT
FRAMEWORK

1. PLAN & MANAGE
ORGANIZATIONAL
CHANGE

R[AI]IN[ ACTIVITIES

2. ENGAGE SPONSORS
& INFLUENCERS

Act on the information you collected by identifying

themes, similarities, differences, areas of

opportunities, and pain points. 3. COMMUNICATE

WITH
STAKEHOLDERS

Define during project initiation; update on a weekly

basis through go-five. MANAGE CHANGE

RISK & READINESS

. ALIGN

+ Be flexible in addressing team readiness. Avoid ORGANIZATION
“one-size-fits-all” approach to team readiness.
6. TRAIN
STAKEHOLDERS

Change Readiness Activities Instructions

Change Readiness Activities Template
7. SUSTAINTHE

Change Readiness Activities Example CHANGE
/ADDITIONAL
RESOURCES
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COMMUNICATION STANDARDS
DESCRIPTION

Recommends standardized procedures and practices for communication work.
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IMPLEMENT COMMUNICATIONS
DESCRIPTION

Engages two-way communication with stakeholders
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« Instructions
o Template
o Bxample

STEP 4: MANAGE CHANGE RISK AND READINESS
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Topics covered in this section:

o Change Impacts - use to assess the degree of difference in people (skills, knowledge, and
organization design), process (business course of action), and/or technology (systems/tools)
from the current state to future state.

o Change Readiness - provides a snapshot of where the team is at with respect to the change
project.

« Readiness Activities - act on the information you collected by identifying themes, similarities,
differences, areas of opportunities, and pain points.
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Transition s focused on taking the steps required to prepare people and teams for the new ways of working as a result of the project.

©-0
C
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CHANGE MANAGEMENT
FRAMEWORK

1. PLAN & MANAGE

STEP 5: ALIGN ORGANIZATION

BuSINESS PROCESS CHANGES
DESCRIPTION

Outlines the business processes of your organization from the top down to identify areas that will be

ORGANIZATIONAL affected by the change project.
ot cHanGE s
°g e
BUS PROCESS CHANGES CHANGE SUMMARY CHANGE PLANS TRANSITION PLANS 5 P0ESS TIMING
Helps management understand how 2. ENGAGE SPONSORS R
Outlines the business processes of your Summarizes change impact Breaks down the change plan into the project changes affect their &INFLUENCERS 3. commumeATe
assessment. Detalls how much changs o
organization from the (0p down 0 succinct groups by their operating  departments of plants Included in this fr— es
identify areas that will be affected by 1! 0CCUr. In each process function. (Le. Finance, Supply Chain  guide are summaries of the changes, st
area/organization because of the Le, ¥ 3. COMMUNICATE e P—
the change project areare Logstics,Sales, tc) the roles Impacted, and enc-user o : g,
support tems B EHOLDERS I T s s
Develop as you understand gaps o . . s -
Use during project intiaton between current and future state. 0121 e Yo e AlEnEdonthe - Brat ned youve algned on the 4. MANAGE CHANGE P Py — - . + Instructions
Update as needed through go-ive. RISK & READINESS PR . g e . o Template
- " mae . Bample

Align on a business process list to
use across your project. This wil help
with solution design, change impacts,
and training. It also might be used in
technical areas like user security.

Business Process Change Instructions

Business Process Change Template

+ Use the summary to align on the
areas of highest impact, what is most
important for mitigating risk, and the
actions will achieve the project's
goals

Change Impact Summary Instructions

Change Impact Summary Template

+ Make sure leaders agree on the
impacts to their areas and the
actions to mitigate risk.

Change Plan Instructions

Change Plan Template

« Tailor transition guides to a level of
detail that is useful by role.

+ Once implemented, monitor
managers and team members to
ensure the plans are clear and
instructions are followed

Transition Guide Instructions

Transition Guide Template

ALIGN ORGANIZATION

. TRAIN
STAKEHOLDERS

[ T

Topics covered in this section:

o Business Process Changes - outlines the business processes of your organization from the top
down toidentify areas that will be affected by the change project.

CHANGE IMPACT SUMMARY
DESCRIPTION

Summarizes change impact assessment. Details how much change will occur, in each process
area/organization because of the project.

7. SUSTAINTHE «  Change Impact Summary - summarizes change impact assessment. Details how much change TminG
Business Process Gaps Example Change Impact Summary Example Change Plan Example Transition Guide Example CHANGE will occur, in each process area/organization because of the project.
+ Change Plan — breaks down the change plan into succinct groups by their operating function.

(L. Finance, Supply Chain Logistics, Sales, etc.. Trs

ADDITIONAL « Transition Guide/Plan - helps management understand how the project changes affect their
s RECOMMENDED ACTIVITY NICE TO HAVE ACTIVITY RESOURCES departments or plants. Included in this guide are summaries of the changes, the roles impacted,
and end-user support items.
Lk
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Describes tracking of training,
development effort to ensure training
is tested and ready for delivery as

Outline the plan and tools to properly
conduct train end-users how to do
their jobs s a result of the change.

nesded.
Develop as you understand gaps Begin once you've defined the training,
between current and future state. plan

+ Help end users learn “how to do my
job" using all the slements that may
+ Discuss the need for a training PIan  haye changed -including process,

early in the project lifecycle to tools, and team membre
ensure the team understands the
+ Develop a detaled training,

need for this work -and you have
development plan that allows

sufficient time to complete it.
sufficient time for reviews and
rework

Training Plan Instructions Training Development Instructions

Training Plan Template Training Development Template

Training Plan Example Training Development Example

RECOMMENDED ACTIVITY NICETO HAVE ACTIVITY

Accounts for comprehensive tracking
of training sessions, participants, and
feedback to adjust where appropriate.

in implementing the training and which
areas could be improved for future
training projects.

Define once the training plan is

apprOved: update on 3 weakly & Define once the training plan is

monthly basis through go-ive. approved

« If project scope permits, centralize
the logistics (schedule, register, « Align with project leaders the
delivery, post-raining support) to objectives of the training evaluation

ensure a consistent user experience.  and the method to collect feedback.

Don't forget post-training reminders  + Discuss how training feedback will
to reinforce key activities with end be used once the data is collected
users.

Training Delivery Instructions Evaluate Training Instructions

Training Delivery Template Evaluate Training Template

Training Delivery Example Evaluate Training Example

3. COMMUNICATE
WITH
STAKEHOLDERS

4. MANAGE CHANGE
RISK & READINESS

5. ALIGN
ORGANIZATION

TRAIN
STAKEHOLDERS

. SUSTAIN THE
CHANGE

ADDITIONAL
RESOURCES
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Breaks down the change plan into succinct groups by their operating function. (L. Finance, Supply
Chain Logistics, Sales, etc.).
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TRANSITION PLAN/GUIDE
DescrieTion

Helps management understand how the project changes affect their departments or plants. Included in
this guide are summaries of the changes, the roles impacted, and end-user support items
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« Instructions
o Template
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Topics covered in this section:

o Training Plan - outline the plan and tools to properly conduct train end-users how to do their
jobs as a result of the change.

o Training Development - describes tracking of training development effort to ensure training is
tested and ready for delivery as needed

o Training Delivery - accounts for comprehensive tracking of training sessions, participants, and
feedback to adjust where appropriate.

o Evaluate Training - identifies which areas were successful in implementing the training and
which areas could be improved for future training projects.
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CHANGE AGENT NETWORK

To ensure that the project and organizational
stakeholders are aware, knowledgeable, and prepared
for the change coming as part of the project

Use during project initiation.

Engage your change network early in the project to
ensure your change management activities will be
effective with your stakeholders.

Use the change network members as a sounding

board
Change Agent Network Instructions
9
Change Agent Network Template

10 RECOMMENDED ACTIVITY

NICETO HAVE ACTIVITY

REWARDS & RECOGNITION

Aligns individual and team incentives to support
project outcomes.

Define during project initiation; consult as needed
through go-live.

+ Work with HR leadership to fit the project's rewards
and recognition activities into the company's
performance management practices.

Sustaining activities ensure we have empowered and enabled key users/change agents within the business to help lead and sustain the change

ggj

Lae]

AFTER ACTION REVIEW

Reviews the project's “lessons learned” to
capture what worked well as well as areas for
development. Also serves as a continuous
improvement loop for future projects

Conduct review four to six weeks after the
project go-live.

+ Engage all stakeholders including project
leadership and project team members.

+ Share/publish findings with all stakeholders
Agree on what actions will be used in future
programs.
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STEP 7: SUSTAIN THE CHANGE CHANGE AGENT NETWORK
M DescrieTion

To ensure that the project and organizational stakeholders are aware, knowledgeable, and prepared for
] the change coming as part of the project.

N Topics covered in this section: TIMING

o Change Agent Network - to ensure that the project and organizational stakeholders are aware,
| knowledgeable, and prepared for the change coming as part of the project.

o Rewards & Recognition - aligns individual and team incentives to support project outcomes. Ties

o After Action Review - reviews the project’s “lessons leared” to capture what worked well as
n well as areas for development. Also serves as a continuous improvement loop for future

rojects.
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o Template
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DESCRIPTION
N Aligns individual and team incentives to support project outcomes.
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« Provide resources and support
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« Publicly support and validate the change effort
« Support and coach Change Agents

« Suppart change and communication efforts within departments, and
partner with managers to deliver key messages

« Surface issues and concerns to project team, and wark with project
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Targets «Provide input into change

+ Understand / adopt change
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« Inspire cthers by painting a clear picture of
change

« Relate by explaining how you will change as
a leader

« Creating a sense of urgency for change

Mind
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personally understand how they wil need to
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