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Got Change? Now What?



Change Management Methodology & Lessons Learned Andreas Pinterits UC Berkeley - Cal Assessment Network (CAN) 11/6/15



Case: Organizational Initiative without Change Management (CM) The Paperless Office



Taking Stock:



Your experience compared to others …



QUESTION:



When did CM activities start on your last project? 1. 2. 3. 4. 5.



Initiation Planning Design Implementation Closure



Starting CM: Did vs. should have



Potential consequences of starting CM late • More time spent on reacting and putting out fires • People side of project success is underestimated • People do not feel engaged early enough • Project benefits are not fully realized



QUESTION:



What are the greatest contributors to CM success? 1. 2. 3. 4. 5. 6. 7.



Active and visible executive sponsorship Structured CM approach Dedicated CM resources and funding Frequent and open conversation about the change and need for change Employee engagement and participation Integration with project management Engagement with and support from middle management



Benefit of effective sponsorship



Key roles for sponsors • Actively and visibly participate throughout the project • Build a coalition of sponsorship with peers and managers • Communicate directly with stakeholders



QUESTION:



Who is the most effective sender of change messages?



Lessons Learned 1. Start early – CM should not be an afterthought 2. Assure active engagement of sponsors in the CM effort 3. Provide CM coaching for managers & supervisors



WHY CHANGE MANAGEMENT?



Correlation: Effective CM and project success



Example: Desired Benefits of a Change



Example: Poorly Managed Change



Example: Exceptionally Managed Change



ROI of good Change Management



An attempt to define CM purpose • Identify those project benefits that depend on people’s knowledge, actions and behavior • Maximize the rate and speed of people adapting and committing to those changes • Help UCB leverage new capabilities through improving processes, realigning roles, and adjusting organizational structures to serve students and faculty more effectively



What Change Management is not? • Simply cheerleading • Popularity contest • Manipulation • Intangible



Lessons Learned 1. 2. 3. 4.



Start early – CM should not be an afterthought Assure active engagement of sponsors in the CM effort Provide CM coaching for managers & supervisors Create clarity about the benefits of the change for the organization, and the need to support the CM process to fully realize it



WHAT NEEDS TO HAPPEN?



Make CM and integrated part of the project



Identify key building blocks of the change WHY are we changing?



HOW much depends on individual transitions?



WHO has to do their work differently?



WHAT can we do to drive and support those individual transitions?



Prosci ADKAR Model ®



®



AWARENESS



• of the need for change



DESIRE



• to participate and support the change



KNOWLEDGE



• on how to change



ABILITY



• required skills and behaviors



REINFORCEMENT



• to sustain the change



Organizations do not change, Individuals within them do.



Lessons Learned 1. 2. 3. 4.



Start early – CM should not be an afterthought Assure active engagement of sponsors in the CM effort Provide CM coaching for managers & supervisors Create clarity about the benefits of the change for the organization, and the need to support the CM process to fully realize it 5. Change is everyone’s business, coach the whole team on CM 6. It helps to have a shared framework 7. Change happens with the individual, and the pace differs



HOW DO WE DO THAT?



Planning challenges for CM • CM involves listening and meeting people where they are at • Element of discovery and exploration • Change is about innovation • Agile iterative aspects of CM



How ADKAR framework can help with the basics ADKAR Item



Phase



Most Typical Activities



AWARENESS



Phase 1



Communication Outreach & Engagement Sponsor Activities



DESIRE



Phase 1 & 2



CM Coaching Stakeholder Engagement



KNOWLEDGE



Phase 2



CM Coaching



ABILITY



Prior to roll-outs



Training



REINFORCEMENT



Phase 2 & 3



Communication CM Coaching Sponsors’ Activities



BASIC CHANGE MANAGEMENT PLAN / CHECKLIST • Phase 1: Prepare for Change



• Define general CM strategy / framework • Prepare CM team (assess skills and needs) • Develop relationships with sponsor (and set expectations)



• Phase 2: Managing Change • Develop (and refine) plans • • • • •



Communications Training CM Coaching Sponsor roadmap (e.g. meeting and events) Change impact analysis



• • • •



Communicate via website, e-mails and other channels Hold face-to-face meetings with various stakeholder groups Hold CM coaching sessions with managers Implement training



• Take action and implement plans



• Phase 3: Sustaining Change



• Listen to employees and their feedback • Diagnose gaps and identify root causes to address remaining needs • Celebrate early successes



A D K A R



What do you mean ‘change’? What will change?



Identify Change Impact Categories Systems Culture / Behavior



Policies



Categories of Change Org Structure



Processes Roles



Sample Template – Change Impact Inventory



Focus on early adopters



Ideas for supporting effective sponsorship • Regular meetings – not just the traditional project oversight meetings • Behind the scenes assistance via talking points, briefings, presentations • Create strong partnership • Clarify roles, needs and expectations



Managers & supervisors as change agents Dual role of managers: • Preparing themselves for change • Leading staff through change



Primary reasons managers resist change 1. 2. 3. 4. 5.



Lack of awareness about and involvement in the change Loss of control or negative impact on job role Increased workload and lack of time Culture of change resistance and past failures Impact on their team



CM Coaching • Help managers understand their dual role • Enable CM competency • Form a partnership to help them lead their staff through change



A useful tool to start CM Coaching sessions



Top 8 tips for managing resistance 1. 2. 3. 4. 5. 6. 7. 8.



Listen and understand objections Focus on the what and let go of the how Remove barriers Provide simple, clear choices and consequences Create hope Show benefits in real and tangible way Make a personal appeal Convert the strongest dissenters



Lessons Learned 1. 2. 3. 4. 5. 6. 7. 8. 9.



Start early – CM should not be an afterthought Assure active engagement of sponsors in the CM effort Provide CM coaching for managers & supervisors Create clarity about the benefits of the change for the organization, and the need to support the CM process to fully realize it Change is everyone’s business, coach the whole team on CM Change happens with the individual, and the pace differs Focus on understanding the change impact (and opportunities) CM is a partnership with the stakeholders Be curious about the stakeholder
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