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Introduction
This document is intended to provide an outline change method that can be referred to during any significant business change.  It describes in a sequential way, the activities that should be undertaken to plan effective change programmes.

The aim is to provide ‘checklists’ of activities to ensure that all necessary actions to effect change are undertaken. It may be used in situations such as Mergers and Acquisitions, significant changes to working practices within the existing organisation, organisational realignment, etc.
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	Activity
	Description

	1. Analysis of Business Drivers


	This activity is designed to clarify and state the reasons why the business has to change – to identify the ‘burning platforms’ that make change a ‘must do’.  The drivers for change provide an authority and momentum by helping people to understand that things cannot continue as they are currently.  They also provide a general direction that serves to align the various stakeholders to a common purpose and direction.  This stage is usually iterative with adjustment taking place as information becomes available.



	1.1. External Assessment


	Looks at the external factors that are influencing the need to change.  Takes into account the changes to the overall environment that the business works in (Markets, Customers, Suppliers) and the Social, Technological, Economic and Political (e.g. regulatory) factors that are applying pressure on the organisation to change.



	1.2. Internal Environment
	Looks at a high level at the internal factors that are influencing the need to change.  Takes into account areas such as the impact of the current culture, information flow and communications processes, work practices, management style, employee behaviour and attitudes, etc.



	1.3. Strategic Vision
	Where the organisation has a strategic vision, a check is made to ensure that the vision is coherent and effective when viewed against the internal and external factors now influencing the need to change.  Where there is no existing coherent strategy or vision (or where the vision requires adjustment) the aim during this stage is to help the organisation to develop and state their vision.  N.B. Without a strategic vision, agreed and adopted by the board and senior management, it is unlikely that any significant organisational change will be effective.



	2. Future State Definition
	The aim of this activity is to provide a consensus and clear understanding among the key stakeholders for the way the organisation will operate in the future.  The Future State Definition should define the factors that will be used to assess whether or not the change has been successful and a ‘roadmap’ of how to get to the future state from the present state.

The activity draws upon the information obtained during the analysis of business drivers and is usually conducted through workshops, interviews and surveys.




	2.1. Standing In The Future
	This activity may be done in a number of ways, from one to one interviews through to large-scale organisational workshops.  It is important that the participants be encouraged to put aside how things work today and look at how things could be.  Looking at the ‘ideal’ future state allows people to visualise possibilities that they may be inhibited from considering in the current way of doing things.   It is important to highlight the outputs of the analysis of business drivers so that the participants understand the reasons driving the need to change. 



	2.2. Change Readiness Assessment
	At this stage it is valuable to assess the readiness of the organisation to change in order that the roadmap for getting to the future state can be defined accurately.  The pace of the intended change can be adjusted to take account of the ability of the participants to manage and cope with it. (This is particularly important where organisations are already undergoing a good deal of change or where change is likely to be disorienting foe the participants.)

Readiness for change is usually assessed through interviews and surveys. Surveys can also be used at this stage to assess the current ‘culture’ and management styles so that these can be taken into account when the pace towards the future state is being identified.



	3. Change Objectives Definition


	The outputs from the Future State Definition provide a picture of where the organisation is trying to get to.  In this stage the measurable objectives for change are defined, out of which the Change Programme can be created in detail.  Objectives, once formulated should be ratified with senior management from the organisation.

	3.1. Current State Analysis


	Through the previous activities, the organisation defined the desired end point of the change.  In this phase, stock is taken of where the organisation is today (the start point).  By recognising and analysing the current state, a clear idea can be obtained about the work that needs to be done to move the organisation from the current state to the future state.

In this phase, the following areas are normally examined: current working practices, processes and procedures, the structure and style / culture of the organisation, current HRM and HRD practices (including training and recruitment), roles and responsibilities, performance management strategies and practices, training, etc. Externally, the analysis may involve Customers and Suppliers, marketing and sales strategy and practice, etc.




	4. Change Programme Design


	The aim of this phase is to plan the activities that will be necessary to effect the change and to integrate and plan the change effort with the technology and process changes that enable it.  The plans that are the output of this activity can be integrated with the overall programme or project plans where these exist.  NB in some engagements, this design work is initiated at the time of the sale, in others it follows as the result of the work undertaken on the project.



	4.1. Organisation Design


	Design of the overall structure of the organisation for the future state (reporting lines, team structures, process or workflow organisation, policies and procedures, availability and use of technology and processes, governance and compliance, customer and supplier interfaces, etc.)



	4.2. Culture Definition


	Some of the Change Objectives from stage 3 should relate to the desired cultural factors for the Future State Organisation.  In this stage, the activities that will help people to understand the desired factors and to nurture them are defined. Behavioural and attitudinal competencies will also be defined in this phase, along with plans for integrating the competencies into selection and recruitment processes.



	4.3. Capability Requirements


	The needs of the future state organisation, in terms of skills (technical and non-technical), competencies and knowledge are described in detail in this phase.  These are closely related to, and dependent on, the organisational design activity (4.1. above). In a later stage, a Training Needs Analysis will assess any gaps between what will be required and what exists currently within the organisation.



	4.4. Business Process Design


	Worthy of a whole document to itself, essentially this is the stage where the integration of process, technology and the people aspects of change converge.  It is an iterative process whereby ideas about how the organisation will be structured are aligned to the possibilities that new processes and technology afford, and vice-versa.  Unfortunately, in many projects, the process and technology take precedence over the people change topics when generally, there should be a balance..



	4.5. Communications Plan


	A formal document that describes the stakeholders (people or groups that can affect, or are affected by, the proposed changes), the formal and informal channels of communication and how change programme communications are organised.




	5. Success Criteria / KPI’s : 

Balanced Business Scorecard


	This phase defines the desired outcomes of the change programme elements in terms of measurable activities, and aligns the organisation through development of a balanced business scorecard (BBS).  The BBS focuses on financial measures, measures of employee growth, measures of organisational growth and customer relationship measures.  Key performance indicators are put in place to measure firstly the outcome of the change activities but, beyond this, the overall success of the change in business terms.

The actual Business measures for success will also be defined at a high level at this stage and refined as new processes and working practices are introduced.



	6. Business Change Implementation Plan


	The Business Change Implementation Plan shows the activities, duration, effort and milestones for the change effort.  Tied to the overall programme plan, it describes what has to be done to ensure the change is effected.  More details relating to the activities undertaken during change implementation are described in an accompanying document.
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	Activity
	Purpose
	Method
	Inputs
	Outputs

	Validate business vision and objectives


	To ensure that the change activities (including the design of the ‘future state’ organisation) are aligned to the business strategy and vision

To identify potential obstacles to effective implementation of the new team / organisation


	· Document reviews, Leadership statements, ‘Visioning’ Workshops,

· Business Analysis (where statements not already agreed)

· Re-statement of objectives to management for validation


	· Policy documents, 

· Strategy statements, Conversations / interviews with leaders / board, etc.

· Workshop output, 

· Validated Assumptions (where objectives not explicitly stated or finalised)
	· Vision statement 

· SMART high-level business objectives for the work of the team / organisation.

· Scope statement for the work of the team / organisation

	Task Definition


	To describe the tasks and activities that the team / organisation will be responsible for

To inform the work design and organisation design phases


	· Business Analysis

· Investigation of existing and proposed processes and technology drivers

· Identify the tasks that need to be done to enable the team to meet the business objectives

· Identify high level performance targets for the tasks

· Identify the sequence for introduction of tasks (e.g. a phased introduction of new processes / technology)


	· Current processes, procedures, tasks and technology enablers

· Specification of future Process, Procedures and Technology 

· Business vision and objectives


	· Description of the key tasks that the team / organisation will undertake

· High-level task objectives and KPI’s

· ‘Roadmap’ for sequence of introduction of tasks (i.e. what tasks will be implemented and when)


	Activity
	Purpose
	Method
	Inputs
	Outputs

	Work Design


	To design in detail the workflow and processes required to support the future state operation

To identify the Skills, Knowledge and Competencies required to successfully manage and implement the workflow and processes identified


	· Group, sequence consolidate and optimise the tasks (using existing or newly defined processes where these exist : creating new processes where this is necessary)

· Workflow analysis: define throughput, capacity performance and quality standards; optimise processes and use of technology

· Draw up outline job specifications and a preliminary resource requirement

· Identify the Skills, Knowledge and Competencies needed to undertake the tasks

· Identify implementation sequence if tasks to be phased in
	· Task Definitions and any defined future state process documentation

· Project / Programme plans

· Business objectives and KPI’s

· Quality plans


	· Outline job / role specifications

· Outline definition of team roles

· Workflow descriptions 

· Process definition documents (for any new processes)

· Performance indicators

· Skills, Knowledge and Competence requirements

· Policies and procedures relating to the team / organisation’s work

· (Work Design Framework)



	Activity
	Purpose
	Method
	Inputs
	Outputs

	Organisation Design


	To describe the structure of the team / new organisation and how the team / organisation will work in practice (reporting lines, task and activity responsibilities and accountabilities, team and leadership behaviours, etc.)

To create a Balanced Business Scorecard for the organisation / team.

To produce an agreed resource plan for the team / organisation tied to the implementation plan.

To inform the change plan (implementation)

To inform the training needs analysis and training design activities

To inform the Performance Management System
	· Leadership discussions / workshops

· Team discussions / workshops

· Validation of the change plan with senior leaders, teams, etc.

· Training activities

· Model office


	· Strategic Vision

· Business Objectives

· Work Design Framework

· Team and leadership discussions and workshops
	· Organisational / team structure definition

· Final job and role descriptions

· Performance management system (performance standards, final key measures and linkage to rewards)

· Final Resource Plan

· Organisational / team cultural and behavioural objectives

· Balanced Business Scorecard for the team / organisation

· Change plan




	Activity
	Purpose
	Method
	Inputs
	Outputs

	Training Needs Analysis


	To identify the gaps in skills, knowledge and competence for the team / organisation

To inform the training design activity


	Map existing skills, knowledge and competence against the future state organisation design
	· Details of current skills, knowledge and competencies for existing leaders and team members likely to be a part of the new team / organisation

· Work Design activity outputs

· Organisation Design outputs

· Process and technology design documents

· Business objectives and strategic vision


	Training and development requirements:

 - Process / Business 

 - Technical

 - Knowledge

 - Cultural / Attitudinal



	Course definition, design and delivery


	To provide all necessary skills, knowledge and competencies to individuals in the new team / organisation


	Design and deliver appropriate training interventions (classroom / coaching / other)
	· Training Needs Analysis requirements output
	· Training courses

· Team development events

· Coaching plans




	Activity
	Purpose
	Method
	Inputs
	Outputs

	Communications Strategy and Plans


	To provide appropriate communications to support and enhance the change activities

To facilitate co-ordination of the change activities 

To maintain relationships with all stakeholders


	Creation of a communications strategy

Management of the communications plan throughout the project
	Leadership / team discussions or workshops

Sign off by key stakeholders in the project
	Use of communications vehicles to manage the two way flow of information about the project.

	Change Activities


	To describe the activities that have to be undertaken in order to implement the future state organisation / team


	· Describes in detail the activities that need to be undertaken in order to manage the change implementation

· Provide milestones and metrics for measuring the change plan activities

· Devise success criteria and measurement process
	· Organisation Design outputs

· Training Design outputs

· Performance Management plan (including rewards management)

· Project plans and dependencies


	· Detailed Design of change activities

· Change activity performance measures
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