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Introductions

Name

Agency

Last change you experienced
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How do you handle change?
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The Awkwardness of Change

ShortExercise

Followed by Debrief

* How did that feel?

*  What happened to productivity?

*  What happened to quality?

*  What happened to self-confidence?

» How can we tie this exercise back to the change curve?

Agenda

1) Change Management (CM)

2) Alignment with Sponsors and Project Managers
3) Individual Change

4) ADKAR

5) Wrap-up & Q&A

A Few Definitions

Change Management (CM)

is the process, tools and techniques to manage the people side of
change to achieve the required business results.

Prosci

is a global research firm best known for its data and insights into
successful projects and effective change management practices.

Sponsorship

is the active and visible engagement of a senior leader in the role
of chief champion of change.
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Adoption

occurs when individuals embrace the new ways of doing things.
Sustainment of Change

is when new habits are so well-established that the change has
become “the way we do things here.”

Culture

Is the set of shared beliefs, values and norms that influence the
way employees think, feel and behave.
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Common Myths about CM and Change

0

» Myth #1: CM focuses only on Communications and Training.
* Truth: CM also includes Sponsorship, Coaching and Reinforcement

» Myth #2: CM focuses solely on end-users.

* Truth: CM also focuses on Sponsors and Leaders at all levels. There are roles
everyone must play for CM to be successful.

* Myth #3: You need to be an CM specialist to practice CM.
* Truth: Any person who interacts with people and change can practice CM.

« Myth #4: You must be a “touchy-feely” type to practice CM effectively.
« Truth: Any personality or behavioral style can practice CM effectively.
Ohio 2z
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“"Common M

yths about OCM and Change
* Myth #5: People don’t like change.

* Truth: What people don’t like is poorly planned (uninformed) and poorly
managed change.

* Myth #6: CM work is primarily “soft stuff’ which can’t be measured.
* Truth: “Soft stuff” can in fact be measured via interviews and surveys.

« Myth #7: Adding CM activities into the project schedule will slow us down.

* Truth: When CM activities are aligned with the pro;‘ect’s critical path, there is
increased likelihood that the project will stay on schedule.

« Myth #8: You cannot practice CM with Lean.

+ Truth: Yes, CM focuses on the people while Lean focuses on the process.
However, Lean and CM tools overlap. i
Ohio 2
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Change Management
at the State

CM Brings Real Value to the State

* Sustainment of change allows agencies to fully retire legacy systems & drop the associated costs

Earlier adoption, leads to earlier utilization, which leads to earlier realization of cost savings

Fewer project failures saves the cost of lost productivity, multiple re-starts, and rework
Project Success

Projects are 6X more likely to meet or exceed project objectives if they have excellent CM practices in place

2/11/2020
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Prosci Research Finding
Projects are 6X more likely to meet or exceed project objectives if they have
excellent CM practices in place

Projects that Met or Exceeded Objectives

100%. * Excellent Change Management

includes application of best practices
80% in 5 key areas of CM:

94%

7 B
= * Sponsorship
60% * Leader coaching
* Resistance Management
40% 2% + Communications
+ Training
20%
15%
0%
Poorchange  Fairchange  Goodchange  Excellent
change
management

15




A Repeatable Process for delivering
Excellent CM is available at the State

OCM Phase 1:
Prosdi Impact Readiness. ocm Sponsor
Prepare Index. Assessment ts strategy i
for Change.

A comprehensive
set of tools to

support this
process is available

for agencies to use.

OCM Phase 3:

Reinforce

Change

Ohio
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Change Management
What is CM?

Organizational change can be represented
as three states of change

States of change

Current Transition
state state
How things How to move How things will
are done today from current be done
to future tomorrow

Ohio 2
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Examples of changes organizations

are currently taking on

Current
state

Transition
state

Ad hoc processes
Multiple, legacy systems
Generalists in the call center
No web interface for suppliers

Two different companies

Supplier website integrated into supply chain

and managed processes

One integrated database

Specialists in the call center

Merged organization

Ohio 3=
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In reality, there are both organizatio

and individual future states

Organization Clrent
state

Transition
state

How I do my job

Individual

Current
state

Transition
state

n

How | will do my job after the
change is implemented

E Ohio 2=
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Organization

Documented and managedprocesses

he organization’s future state is actu
the collection of many individual future
states

Individuals

alry'“

21




The focus of change management is
helping individuals make their transition

Individuals
" m
e
transitions required by organizational

. L L curee [JRTOO (..o
projects and initiatives. Individuals » . ate

move at different rates through

change, which can increase the levels
of resistance.

Change management drives project
success by supporting individual

Transition
state

Ohio
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Alignment wihh Sponsors
an
Project Managers

A Look at Prosci’s “PCT Triangle”

Leadersip! Sponsorship provides vision, guidance,
ponsorship leadership, and governance

Project Management gives structure to the
technical side of the change
Projects
/ fetobjectivas Change Management supports the people side
enthrannd oabism of the change

et o The CM practice includes a regular evaluation
i A of the 3 points of the triangle, with a goal for
: each discipline to become “Green.”
Project Change

Management Management
Prosci® PCT™ Model £ 3 A

Ohio
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Timing of PM, CM & Sponsorship Alignmént

Project Management moves through several phases from initiation to projectclosure

Project Performance

Initiation Planning Execution & Monitoring

Prepare for Change Manage Change Reinforce Change

The CM parallel path starts and ends sometime after the project starts and ends.

Sponsorship spans the full length of Project Management and Change Managementtimelines

L A A & A
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Using CM with Lean

'™ sui of the change.

Create to Change
amongst those affected

Tirain - for the change.
*l Ensure to change.
*l of the chahge.

Figure 1: ADKAR and DMAIC ) | S seeees

Improve
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Using CM with Lean — Action Registers
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Communication Drafting Template

Thes toeniata s Te.
i, et s o a3 Mave he 1aba Up. The “Rot a0 “Cammuncatan Sibjet aler

Ret Communication Subject:
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Recipieats (To}

| sendor 6 rom)

Planned Seod Date
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TithiSubject Lina

Messago Body:
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Individual Change
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The Main Objective of CM:

« Toassist people as they
transition from the current
state to a new future state
by reducing the effects of
the Change Curve

Change is
announced

Current
State

when change is
introduced

Risk of extreme dipin
productivity & morale

Stakehold ften h: fi d . .
The Change Curve opimism about he ourney and mpact .

of the change initiative.

Effective CM
practices reduce
the magnitude of
change impacts
for stakeholders.

Ohiio | 2t ciees
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2 Realisation

.. N
A \
.'/ 3 Resistance/Anger
\

1 Denial X
Jw il

7
4 Letting go

asuewwopad/uoRAlION

Understanding
The meaning of
changes

"5 Searching

Time

Human
Nature is
predictable.

People will
experience a
variety of
emotions all
along the
change curve.

Ohiio | 2t ciees
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Organizational Change is dependent upon -

Individual Change

Organizational
Change

Benefits

P | Transiton )

T Y H EEn People are easily left behind if we
Individual Change Tlr LA - | don’t address their individual
>E = : : : > EEB needs and points of resistance as
T T oA they move through change

Adoption and usage impacts ‘

Ohio | it suvees
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There are consequences of not
managing the people side of change

Lower productivity
Passive resistance
Active resistance

Turnover of valued employees
Disinterest in the current or future state
Arguing about the need for change
More people taking sick days or not showing up ¥
Changes not fully implemented

People finding work-arounds

People revert to the old way of doing things
The change being totally scrapped

Divides are created between ‘us’ and ‘them’

35

Resistance & Resistance Management

Common Reasons for Resistance

Lack of awareness about the business reasons for the change.
People do not see anything positive in it for them.

Mixed messages from managers.

Fear about something — decreased job role, increased workload, loss of
position or power, not knowing how to change, etc.

Belief (or hope) that “this too shall pass”
Lack of inclusion in planning for the change

Assumption that upcoming retirement exempts them from making the
change

Ohio &
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Resistance & Resistance Management

What Does Resistance Look Like?

Disruptive behavior, or the opposite...
Silence and withdrawal
Opting out by refusing to participate, or the opposite...
Pretending to go along
Negative story telling
Smokescreens and other stalling behaviors
* ‘I need more information...
“I wasn'table to attend training...
“Our department (or my role) is unique...
“I have other priorities right now...
“I'm a quick learner and won't need training; I'll catch up

later... Ohio

Department of
Administrative
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Resistance & Resistance Management '

Managers need to address individual concerns
A single initiative may involve
many types of change, such as:
. process changes

. new technical tools

-

. new location

. new performance
expectations

6. different reporting

structure

AW

Individuals will have personal
concerns that cause them to resist
the change.

Managers need to understand

this. Ohio

Whoknows whor'l

i 3 eportaster
. new job roles bl evenphngenangs:

Oepariment of
Administrativs Servisas
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“Individuals Transition to the Future
State at different rates

Project Start Project End Reinforcement

Use &
Person2

39
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Effective Listening — An Invaluable Skill

Tips for effective listening:
. Stop talking... so you can listen

-

2. Allow people time to absorb the message, and then discuss their questions

3. Provide opportunities to talk outside of formal meetings — arrange informal
gatherings, one-on-ones, and brown-bag lunches

IS

. Seek to understand; listen for meaning (remember that smokescreens are common)
. Actively seek more information — ask for clarification or elaboration

«

*  Learn to say “Tell me more about that...”

* Research and Practice the art of the “5-whys”

o

Listen to hallway conversation, and join in

~

. Give your full attention to the person talking — Put your phone & laptop aside

2/11/2020
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Managing individual change with ADKAR®

ADKAR® describes the key

building blocks for Prosci® ADKAR® Model
successful change

— Personal or professional , ‘
X T t '
[ o,

Success with change
requires all elements of
the ADKAR® Model to be
present

Prosci s
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ADKAR® forms the foundation of
successful organizational change

« Ultimately, for a project or initiative to be
successful, individuals in the organization have to
do their jobs differently

. ADKAR®provides a framework for understanding
how individuals change

« Managers and project teams can use ADKAR®to:
« Guide organizational change management plans

- Diagnose gaps and root causes of resistance
« Develop corrective actions

(= >|~[o]>]
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The five building blocks of successful
change

Prosci® ADKAR® Model

Awareness Awareness of the need for change

Desire é- o Desire to participate and support the change
R A
Knowledge D) Knowledge on how to change
Ability to implement required skills and
behaviors

A

Ability

Reinforcement”

=

Reinforcement to sustain the change

AOKARand "

Prosci ‘
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Awareness of the Need for Change

*Why is this change necessary?
* What will happen if we don’t make this change?

« If this change is not implemented effectively, what is the impact?

An employee should be able to talk through the answers to these questions. If they cannot, they
have an Awareness barrier, meaning they have not received enough information (communication)
about what the change is and why it is needed.

45
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Do they have the Desire to Participate and Support
Change

*What’s in it for me (WIIFM)?
*What are the benefits for the organization?
*Why should | get onboard?

People are generally motivated by benefits. If they cannot understand, or haven’t been told, how
a change will benefit them, what they do, or something they care about (work success), they have
a Desire barrier and will not change.

2/11/2020
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Knowledge about How to Change

* What skills are needed for me to implement this change?
*How do | obtain these skills?

If the employee doesn’t know how to perform the new tasks or get training on the new skills
required to be successful, there is a Knowledge barrier and further information must be shared.

47

Ability to Change

*Once | have the knowledge, will | feel confident enough to act on that
knowledge?

*Who do | contact for help?

The employee might understand how to change, but might have an Ability barrier if they need
training, additional assistance, or might not be capable of learning a new skill set. This is a
sensitive area and must be handled respectfully.

48
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Reinforcement to Keep the Change in Place

* What happens if we are successful?
* What are the ramifications if we are not successful?

If there is no follow-up, accountability, i of success, or for not
maintaining the change, there is a Reinforcement barrier.

EEEEE
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Managing individual change with ADKAR®

« The only way to find out why a person is resisting
change is to talk to them and listen.

Using the ADKAR Model, consider what a person
says about why they are resisting the change and
develop a plan to address their barriers.

« Empathy is one of the best ways to get someone to
share...

Prosci [
50
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A Review of Definitions
1.

Wrap-up & Q&A

Ohio | Serememet

CM is the process, tools and techniques to manage the people side of
change to achieve the required business results.

. Sponsorship is the active and visible engagement of a senior leader in the

role of chief champion of change.

. Communication is your most valuable tool for building awareness and

creating buy-in.

. Sustained Change is when new habits are so well-established that the

change has become “the way we do things here.”

2/11/2020
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What Questions Do You Have?

LeanOhio can answer your questions about the State’s methodology for delivering excellent Change
Management on your change initiatives. We are happy to help!

You can reach us at: LeanOhio@das.ohio.gov
More resources can be found on OBM'’s Value Management Website:

https://obm.ohio.gov/wps/portal/gov/obm/areas-of-interest/value-
management/resources/organizational-change-management
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