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CHANGE CHECKLIST
Whether large or small it’s important that changes in any organisation are managed effectively.  This Change Checklist covers the key points for managing change effectively.  You can either:

· use the checklist on its own as a quick reminder of what you need to take into account when managing change; or 
· click on each of the headings/read on to get some additional tips.
So, in managing any change ask yourself: 

	What is the change
	· Can you clearly articulate what the change is

· What will success look like
· How will you know when you’ve achieved it

	Why is it being implemented
	· Can you clearly articulate why the change is being implemented

· What’s the vision

· What’s the rationale

· Who’s the sponsor 

	How will it be implemented
	· What’s the implementation plan

· What’s the approach - big bang or step by step 

· What are the timescales

· What are the milestones

	What are the risks
	· What are the implications of the change

· What will happen if things don’t change

· What are the risks of failure

	Who’s affected
	· Who benefits

· Are there any losers

	How are you going to manage the impact of the change
	· How will you manage the impact on people
· What support are you putting in place for those affected 

· What will the impact be on processes, practices and procedures

	How are you communicating with those affected 
	· What are you communicating
· How
· When
· Who to

· Who’s doing the communicating

	How are you going to involve those affected  
	· Who needs to be involved

· What degree of involvement is possible

· What feedback loops are you putting in place

	What’s your role in the change
	· How are you leading the change 

· What might people need from you 

· What support are you getting/ do you need 

· Who else do you need to involve in helping you

	What happens after the change is implemented
	· What support will be in place throughout the transition period 
· How are you planning to monitor the effectiveness of the change


What is the change
Before you can take any practical steps towards implementing change, you have to be really clear yourself what the change actually is.  The one thing most likely to hinder change or sap motivation is uncertainty.

Can you clearly envisage what the change will look like once it’s successfully implemented?   Think about the ‘see’, ‘hear’ and ‘feel’ elements.  How will you measure success?

You might find it helpful to write down how you want people to behave as a result of the change and how this differs from the way they behave now.  

If you can’t define the change clearly and specifically in one sentence you’ll need to go back to whoever’s sponsoring it and ask for clarity.
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Why is it being implemented
When given any instruction people’s first instinct is to ask why?  Depending who gave the instruction they may not verbalise this but nevertheless it’s in their minds.
As a manager you need to consciously take this into account.  It’s not enough just to tell people what’s going to happen.  People need to know why there’s a need for change.  If they can see the purpose and benefits of a proposed course of action, they’re far more likely to be motivated to get involved.
Of course, before you communicate this to other people you’ll need to be really clear yourself why the change is being made.  Can you articulate the why in one sentence?   Are you clear what the vision is – what the outcomes you’re looking for are?  Could you explain the rationale behind the change?   If not you’ll need to go back to whoever’s sponsoring the change for clarity.
And that’s another point – if it’s not you who’s initiating the change, are you clear who the sponsor is?  In major change it’s likely to be a senior manager.  If so they could be an important source of support for you so it’s useful to develop good communication channels with them as the change is being implemented.    

Overall your job is to turn the change into something that people understand the need for in terms of the benefits to them, their customers and the organisation in general.  They also need to believe that the change is possible – otherwise they’re unlikely to try very hard to bring it about.  That belief must come from you.  
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How will it be implemented 

How is all about the practicalities of implementing the change.  For example:
· What are the steps involved in the implementation
· Who can get involved and how 
· When will updates be given on how things are progressing

· What training and development will be put in place to support people.
Covering how successfully means people know what actions need to be taken, the level of involvement they can expect and how to give their opinions 
You’ll also need to be clear about when the change is happening - what the timescales and milestones are – and what your approach to when is going to be.   For example are you going for a Big Bang or step by step approach.

Big Bang tends to be used when:

· Everyone is on board - there are no dissenters so there’s enough energy to bring about the change in a short space of time 
· There’s no choice - the change has to happen – and quickly!

· The change involves a large degree of pain.  In this case you might decide the best thing to do is to reduce the change period as much as possible and deal with the fallout later, always bearing in mind the importance of complying with policies and procedures to minimise the risk of dispute or appeal at a later stage.
Step by step focuses on small steps but with a substantial momentum so that change gradually becomes the culture or the accepted behaviour of the individuals concerned. 

Whichever approach you choose you’ll need to ensure that the timescales are not just realistic but are seen to be realistic.  You’ll also need to communicate the important milestones to keep people focused on where they are in the process and to highlight what progress has been made and what still needs to be done.
You’ll need to use your judgment on how much when information people need depending on their level of interest and involvement.   
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What are the risks
You’ll also have to take into account the risks and opportunities associated with the change – the what ifs.

What if…

· We don’t do it

· We do it well

· We do it badly

There are a range of tried and tested tools you could use to help you identify the what ifs – for example SWOT and  PESTLE or force field analysis.  

Exploring the what if’s sufficiently not only helps you plan for contingencies it can also help uncover vital motivators for change.  If you can articulate what failure or mis-implementation will look like, people will start to understand more clearly why the change is necessary. Be careful though.  Getting bogged down in the what if’s may mean you go round in circles and never get anything done!

Back to home
Who’s affected 
Listing who is likely to be affected by the change will help you identify who needs to be communicated with and to what degree.  It also makes sure you don’t inadvertently miss anyone out of the communication loop.
One simple technique to identify all the people who could potentially be affected is to conduct a stakeholder analysis.  This will help you assess how to communicate and involve the various groups.

Those affected will need clarity on how the change will impact on them, for example:
· Will they have a job?

· Will it involve doing different things?

· Will it involve doing things differently?

· Will it involve a change of location?

· Will it require training/ development?

· What will happen to their colleagues?
Be honest about what you know and sensitive about how you communicate it.  
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How are you managing the impact of change

… on People

‘Change is the only constant’.  It’s a phrase we often hear bandied around.  Yet as human beings we seem to be spectacularly ill equipped for change.  It causes anxiety, nervousness and upset, which can lead people to resist and oppose the change. 
People can be uncomfortable with change because of what change brings in its wake.  Even the most positive and welcome change involves loss, energy and insecurity – loss of familiar ways of doing things, energy required to adapt to the new ways and a degree of insecurity as to whether we’ll be able to successfully adapt.  And of course these feelings are magnified where the change is negative or unwelcome.

As an added complication, people react to change differently depending on the personal implications for them.  To get people to accept change you need to first see things from their perspective – what are they losing by the proposed course of action?  How can you address – or at the very least empathise with – this loss?  What could you do to increase their motivation to make the effort to adapt to the change?  What support can you put in place to more quickly increase their confidence and reduce levels of insecurity?
Change may be planned at a higher level but it happens on the front line.  Managing change effectively is as much about managing the emotional reaction to change as it is about the practical aspects of the change itself.  

Understanding the stages in the change curve can be helpful here as can picking up clues from the kind of language you hear people using.  For example are they talking about the past and areas of concern or the future and areas they could influence or have control over?  Understanding how people are feeling is important to you can guide them through it and so that – in the end – they can accept and support it.  Bridges’ Transition Model is one model you might try in guiding staff members through a period of change.  
Even those who on the surface appear to be gaining from a change will still be affected if that change is having a negative impact on colleagues.  Many sound changes fail where people feel they – or others – are not being treated fairly.

You need to recognise this.  Don’t try to put a ‘spin’ on change.  Of course you need to emphasise the benefits but don’t gloss over the negatives or the risks.  Be direct, honest, empathetic.  Acknowledge:

· how change works
· the impact it will have on people; and 
· that how people are feeling is quite normal.  
Let them know what support is in place to help.


…on processes and procedures

You’ll also need to assess: 
· What changes are likely to be required to processes, practices and procedures

· What needs to be done to make these changes

· By whom

· By when

· How the changes are going to be communicated 

· Etc etc

In other words, each mini change within a bigger change benefits from running  through all the elements in this Change Checklist to make sure you’re covering all the bases.

Get the team involved in mapping out what practices, processes or procedures are likely to be affected by change.  They’re the ones best placed to know what works and what doesn’t – and involvement at this level gives them a stake in the change.
You may find that people are very open to changing processes that either don’t work, or are slow or seem to duplicate what gets done elsewhere.  On the other hand, people find comfort in routine, and if “that’s the way it’s always been done” you’re going to have to be willing to provide enough whys to motivate them to consider the change positively.

If you get people’s initial interest in changing the way things are done yet the old processes and practices remain people’s motivation will soon disappear.  If the talk is good but there is little action, the change may be perceived as no more than a box-ticking exercise.
What support will be provided for those affected
Whatever scale it’s on, change usually requires some degree of adjustment in tasks, processes and behaviours.  People are more likely to adapt when they feel they have the skills, knowledge and abilities to succeed.  The faster you can help them through the learning curve the faster they will accept the change.  
But imposing new skills on people tends not to be effective. Working out what people need to equip them for change is best done with those people.  
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How are you communicating with those affected

People sometimes resist change – not because they don’t want to change – but because no-one’s taken the time to communicate the change, its impact and its implications to them. If you want people to accept change you need to invest time in planning your communication.  Don’t make assumptions about how your team might feel or how they might react – or even what they might want to know.  Making assumptions colours what and how you communicate.
People treated with respect for their intelligence and commitment to the job often surprise their leaders by their ability to help the change process be successful.

Much of this relies on good communication and it’s worth a quick reminder that this  is a two-way process.  Yes it’s about explaining the change and creating understanding.  But it’s equally about listening to concerns, ideas and suggestions – some of which you may not have thought of already.

Ask yourself:

· What should I communicate…
Plan your communication using the McCarthy model.  Be open and honest - tell people as much as you can about what’s happening.  Remember to communicate not only what is changing but also what isn’t – this gives people at least some stability to hold on to.

· Who should I communicate with…
Whoever’s directly affected by the change – both employees and customers.  People indirectly affected will also have an interest.  Refer to your stakeholder analysis.  It’s better to over-communicate than to leave people out.

· Who should do the communicating…
Take responsibility for communicating.  Employees prefer to hear things face to face from their own line manager.  

· When should I communicate…
Before, during and after the change.  Start as early as possible – the longer you wait the more the rumour machine will kick in with potentially harmful results.   Keep repeating the communication to ensure the message is understood by all and not perceived as a one-day wonder.  Constant reinforcement helps demonstrate your belief in the change and encourages buy-in from others.

· How should I communicate…
Should you communicate to groups or to individuals?  In writing or face to face?  You have choices.  There’s benefits and drawbacks in each.  

Communicating to groups gets the message across faster and in a consistent way but individual concerns are unlikely to be raised and the more vocal in the group may dominate. Individual discussions demonstrate you value each person but they take time and there’s the danger you might convey slightly different messages to different people.  A mixture is probably best.  But, as a general guide, the more personal the impact the more individual the communication should be.  

Written messages work well when you need a record or your team need to keep referring to the detail of the change.  But hiding behind memos and emails will only lead to discontent and distrust.  Verbal messages are more effective in raising trust particularly where you need feedback or where emotions are high or some convincing needs to be done.  Again a mixture is probably best.
Remember that anxiety can affect people’s ability to listen properly – so you may need to be patient in repeating your key messages to ensure they’re heard.
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How are you going to involve those affected

It should be clear by now that imposing change has inherent difficulties.  People are far more likely to adapt if they have had some say in how change will be implemented.

Organisations pay for their employees’ time and expertise – employees throw into the mix the extra ingredient of enthusiasm, energy and commitment when they’re motivated to participate in a common cause which they perceive has benefits.

As a manager, you need to create a plan for involving as many people as possible as early as possible in the change process.  This means you being very clear at the outset what degree of involvement is possible – and at what stages.  
For example people may not have any say in the change itself – it’s just going to happen – but where can they have a say?  Are there any areas where they can have a degree of control or choice?

The more control people have the more likely it is that the energy being routed into complaining can be diverted into action.  Involvement also benefits you.  It forces you to see things from both sides and avoids you acting on assumptions.  It can also throw up things which you may not have thought of yourself but which could improve the change process.

Refer to the ladder of engagement – identify which elements of the change are simply instruction and where there is possibility for consultation, involvement and, even, delegation.  

And where you’ve consulted and involved people – they’ll need to know how they are going to be fed back to, when and on what.  Consider what feedback loops you’ll need to put in place.  For example, are you going to email everyone involved or brief them at the next team meeting.
It is important for people to recognise that, whatever the level of involvement, not all ideas can be taken forward.  However, if you are not progressing certain ideas or suggestions, people will need to know why.
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What’s your role in the change
Change isn’t a management issue –– it’s a leadership issue.  Your role is not to manage change but to lead it.  Change can be unsettling – you need to be a settling influence.  To be that influence you need to understand what people will be looking for from you.  

Instead of doing this some managers practise avoidance – they do the minimum to convey the change then ‘hide’ from it.  Others deny the change is happening – they go through the motions of dealing with the change while failing to acknowledge the impact it’s having on people.

If you do either of these you’re effectively abdicating your leadership role just when your staff need you most.  The result is likely to be low morale, low productivity, loss of trust and loyalty.  

Leadership integrity is one of the most important elements of successful change.  It’s demonstrated through being consistent, congruent, genuine, ethical, empathetic, visible and walking the talk.  

You need to convey your personal commitment to the change and to seeing it through (even in cases where you may not be wholly on board with the change yourself) by demonstrating that you:


· Recognise that change negatively impacts on some people

· Are open to discussing these negative feelings

· Are confident that the team can make it successfully through the change

· Want – and need – their ongoing input to make it work.

You’ll also need to manage resistance to the change.  Initially this simply means recognising that resistance is neither good nor bad and not being defensive.  A badly thought through process or implementation plan will always result in resistance so it can in fact serve as a useful signal that there are ways the change could be modified or improved.  

However, as the change progresses you may see a split developing in those affected:

	20% anti
	60% on the fence
	20% in favour


While you’ll need to spend some time with the 20% who are anti there may well be some in this category who will never see benefit in the change.  Eventually there will come a time when you have to draw the line and make it clear to this group that enough is enough.  Meantime your energy may be better spent with the 60% who can be moved into the ‘in favour’ bracket.  

You’ll also need to think about yourself - the impact of leading change can be hard on you; you’re subject to the same feelings of resistance, stress and strain as your staff.  Make sure you’re getting sufficient support from your line manager or colleagues.
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What happens after the change has been implemented
One of the main impacts of change is its effect on people’s feelings of competence – will they be able to adjust to the new ways?  You’ll need to ensure that development is in place on an ongoing basis to give people the skills, knowledge and abilities they need to succeed.

As part of your implementation plan you’ll have put in place measures of success.  You’ll need to keep monitoring these and feeding back to people what successes there have been and any adjustments that still need to be made.  You will need to carry out an evaluation of the change so you can; learn as many lessons as possible to inform the implementation plan of similar projects in the future, to ensure that the desired benefits of the change have been recognised and to understand what additional benefits can be achieved.  
Change isn’t over when the plan is finally implemented.  Change that’s not reinforced can quickly unravel and people revert to their old ways.  Eventually you’ll be able to stop leading the change but only when the ‘new’ ways have effectively become the ‘old’ ways – and that could take some time!
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APPENDIX

Stakeholder Analysis

First draw up a list of anyone affected by or who has an interest in or has influence over the change.  Next:

· Draw a box as below  

· Plot all the stakeholders you’ve identified on the grid according to their importance and influence

· Once you’ve finished you should have a graph of who has the most power and interest (upper left quadrant) and who has the least (lower right quadrant) This will help you assess how to communicate and involve the various groups
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McCarthy Model
The McCarthy Model of communication has been developed to:

· Give you a clearer and more logical way to plan your message to achieve the result you want; 

· Provide a clearer way to communicate this message so that you improve the results you get; and

· Ensure your listeners are motivated, clear on the content, know what actions they need to take, and have considered any barriers and how to get past them.

McCarthy suggests that any communication, whether it’s about a new scheme, a task or project, should cover 4 key elements: Why, What, How and What If. 

	WHAT IF

Improve plan/

Contingencies
	WHY

Motivation

	HOW

Action
	WHAT

Clarity


	‘Why’
	‘Why’ is about the purpose, reasons and benefits behind the task or project. Covering this successfully means people can see the rationale behind your proposal and are more likely to be motivated to carry it out. The more you can paint a picture and link this to a bigger picture the better so that it becomes real for the person.

 

	‘What’
	‘What’ is all about ensuring people are clear on the goal, what the task involves and have the relevant information they need. Covering this ensures people have clarity about the task/project – it reduces uncertainty. 



	‘How’
	‘How’ is all about the practicalities … how you’re going to carry out the task, things to bear in mind, the first steps and methods.  Covering ‘how’ leads to action.  



	‘What if’
	And finally covering ‘what if’ successfully means people see the potential in the task and the opportunities it may lead to.  Looking at ‘what if’ scenarios also helps them understand potential risks and how to overcome these – this, in turn, leads to improvements in the plan or to contingency plans being made.    


Mini what….

Although the model starts with ‘why’, launching straight into ‘why’ may cause confusion.  So it’s handy to start with a ‘mini what’ which puts the project into context.  

For example:

	Mini-what
	‘I’ve asked you all here today to tell you about the new software system’

	Why
	‘The reason we’re introducing this system is that it’s going to take all the drudgery out of your work ...’ 


The examples below demonstrate how to use the McCarthy model to successfully plan and communicate a project.  

Example – Bank robbery 
Steve is going to rob a bank.  In order to do so he must encourage his friends Bill and Janine to help.  

	Mini what
	What I wanted to discuss with you is an idea I’ve got for us to get rich quick.



	Why
	The reason I’ve been thinking about this is – we’re broke. We want to be rich. We want to not have to work.  We want to be able to just lie on a beach all day.



	What
	So what my plan is ... We’re going to rob a bank.  The one at the corner of High Street.  It’s going to be next Tuesday afternoon around 3.00 pm when the security deposit men come.  By my reckoning we should get away with at least £5million.  



	How
	In practical terms how we’re going to do this is ... Bill’s going to drive the car.  Janine’s going to distract the guards.  I’ll do all the talking then snatch the money bags.



	What if 
	So let’s look at what could go wrong ... 

 - What if someone recognises my voice?   We’ll overcome that by using a scrambler to distort the sound 

 - What if the car won’t start?  Bill’s going to have the car serviced before the robbery to make sure it is running well.

And what if we succeed? ...  this time next week we’ll all be in the Bahamas lying on that beach!




When using the McCarthy model, it’s important to ensure your communication uses a balance of each of the quadrants.  Otherwise:

	
	If you focus too much on this ...
	If you don’t focus enough on this ...

	Why
	It might come across as a ‘hard sell’ or ‘management speak’.
	Your listeners might not fully understand the reasons behind the message so – while they may carry out the task mechanically – they won’t be bought into it or motivated enough to achieve it.



	What
	It might lead to information overload - especially at the early stages of communication. 


	It may lead to lack of understanding and therefore mistakes.

	How
	It may lead to a feeling of being micro-managed or carrying out a tick box exercise, rather than your listeners bringing their own enthusiasm and ideas to the task.


	It could lead to inaction because no-one knows what to do …

	What if
	It may lead to paralysis or fear of progressing in the face of so many risks.  Alternatively it could lead to a blasé approach in feeling that any contingency can be overcome.
	It could lead to lack of forward planning and therefore disappointment and disengagement when problems do arise. 
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The ‘Ladder’ of Engagement
The ladder describes different levels of possible participation and engagement:
	Information
	Providing information (eg about the outcome of a decision). Tends to be one-way communication
‘The service is going to be restructured’


	Education
	Explaining or raising awareness of something – perhaps to change attitudes/ action. Again this tends to be one-way communication
‘The service is going to be restructured.  The reasons behind this are x and the benefits we’ll get from it will be y’



	Consultation
	Asking for opinions – while making it clear that the ultimate decision remains with the person doing the consulting.  Usually two way communication with a feedback loop.
‘The service is going to be restructured.  I’d like your views on how this will impact on your section so that I can take these into account when I write my final report.  Once I’ve had a chance to look at your feedback I’ll let you know what I’ll be including and why’



	Involvement
	Seeking more than opinions – participants may be part of the solution through taking action, endorsing something etc.  Two way communication with a feedback loop.
‘The service is going to be restructured.  I’ll be producing the overall shape but I’d like each section to come up with options for their own team.  We’ll discuss all the options and reach agreement in a week’s time.’


	Delegation
	Giving away decision making, resources and control.  Two way communication with clear lines of accountability
‘The service is going to be restructured.  I’ll set out the parameters but within these each section will be responsible come up with their own shape.’
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The Change Curve
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The diagram above is generally used to help understand the impact of organisational change on people.  The left hand axis can either be ‘emotional intensity’ or ‘motivation and performance’ depending on the nature of the change.  

How will you know where on the curve your members of staff are?  You might see some of the following signs:

	Stage
	Emotion
	See
	Hear
	Body Language

	Denial 


	· Shocked
· Block feelings – don’t let the thoughts in
	· No change in behaviour

· Actively avoiding the subject
	· That’s not going to happen”

· Nothing – don’t acknowledge fact it’s happening
	· Distant

· Not interested

· Rolling of eyes

· Not looking directly at you

· Laughing – perhaps more in a mocking way

	Resistance 


	· Anger

· Stubborn

· Vindictive

· Fearful


	· Sabbatours

· Gossiping in corners – private meetings

· Undermining/ trying to influence with higher up’s

· Passive aggressive

· Really not interested
	· Openly saying “that’s not going to do it”

· Gossiping in corners

· “Can’t make me do it”
	· Crossed arms

· Sighing

· Huffing

· Shaking head

· Muttering under breath – perhaps to another colleague

· Staring

· Frowning



	Exploration
	· Trepidation

· Apprehension

· Hopeful


	· Asking questions

· Taking an interest

· Looking at options
	· Asking questions

· Discussion about future

· More positive comments
	· Thoughtful looking

· Pondering

· Interested

· Asking positive questions

	Commitment 


	· Relief

· Acceptance

· Excitement

· At peace, rationalised
· Clear headed

· Understanding
	· See change happening

· Involvement

· Championing of change

· New energy – energised people
	· “Why did we not do this earlier”

· “This is exciting”

· No grumblings or dissent
	· Nodding along with what you are saying

· Open body language

· Good eye contact
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Bridges Transition Model
The Transition Model was created by change consultant, William Bridges, and was published in his 1991 book "Managing Transitions".
The main strength of the model is that it focuses on transition, not change.  The difference between these is subtle but important. Change is something that happens to people, even if they don't agree with it. Transition, on the other hand, is internal: it's what happens in people's minds as they go through change. Change can happen very quickly, while transition usually occurs more slowly.

The model highlights three stages of transition that people go through when they experience change. These are:

1. Ending, Losing, and Letting Go.

2. The Neutral Zone.

3. The New Beginning.

Bridges says that people will go through each stage at their own pace. For example, those who are comfortable with the change will likely move ahead to stage three quickly, while others will linger at stages one or two. Don't get impatient or try to push people through to stage three; instead, do what you can to guide them positively and sensitively through the change process.
Let's examine each stage in greater detail.

Stage 1: Ending, Losing, and Letting Go

People enter this initial stage of transition when you first present them with change. This stage is often marked with resistance and emotional upheaval, because people are being forced to let go of something that they are comfortable with. 

At this stage, people may experience these emotions:

· Fear
· Denial
· Anger
· Sadness
· Disorientation
· Frustration
· Uncertainty
· A sense of loss
People have to accept that something is ending before they can begin to accept the new idea. If you don't acknowledge the emotions that people are going through, you'll likely encounter resistance throughout the entire change process.

Guiding People through Stage One

It's important to accept people's resistance, and understand their emotions. Allow them time to accept the change and let go, and try to get everyone to talk about what they're feeling. In these conversations, make sure that you listen empathically and communicate openly about what's going to happen. 

Emphasise how people will be able to apply their skills, experience, and knowledge once you've implemented the change. Explain how you'll give them what they need (for instance, training and resources) to work effectively in the new environment.

People often fear what they don't understand, so the more you can educate them about a positive future, and communicate how their knowledge and skills are an essential part of getting there, the likelier they are to move on to the next stage. 

Stage 2: The Neutral Zone

In this stage, people affected by the change are often confused, uncertain, and impatient. Depending on how well you're managing the change, they may also experience a higher workload as they get used to new systems and new ways of working.

Think of this phase as the bridge between the old and the new; in some ways, people will still be attached to the old, while they are also trying to adapt to the new. 

Here, people might experience:

· Resentment towards the change initiative.

· Low morale and low productivity.

· Anxiety about their role, status or identity.

· Scepticism about the change initiative. 

Despite these, this stage can also be one of great creativity, innovation, and renewal. This is a great time to encourage people to try new ways of thinking or working.

Guiding People through Stage Two

Your guidance is incredibly important as people go through this neutral period. This can be an uncomfortable time, because it can seem unproductive, and it can seem that little progress is being made. 

Because people might feel a bit lost, provide them with a solid sense of direction. Remind them of team goals, and encourage them to talk about what they're feeling. 

Meet with your people frequently to give feedback on how they're performing, especially with regard to change. It's also important to set short-term goals during this stage, so that people can experience some quick wins; this will help to improve motivation as well as giving everyone a positive perception of the change effort. 

Also, do what you can to boost morale and continue to remind people of how they can contribute to the success of the change. If required, you may also want to help people manage their workloads, either by deprioritising some types of work, or by bringing in extra resources.

Stage 3: The New Beginning

The last transition stage is a time of acceptance and energy. People have begun to embrace the change initiative. They're building the skills they need to work successfully in the new way, and they're starting to see early wins from their efforts.

At this stage, people are likely to experience:

· High energy
· Openness to learning
· Renewed commitment to the group or their role
Guiding People through Stage Three

As people begin to adopt the change, it's essential that you help them sustain it. Use techniques like Management by Objectives to link people's personal goals to the long-term objectives of the organisation, and regularly highlight stories of success brought about by the change.

Take time to celebrate the change you've all gone through, and reward your team for all their hard work. However, don't become too complacent – remember that not everyone will reach this stage at the same time, and also remember that people can slip back to previous stages if they think that the change isn't working. 

Back to home


SWOT Analysis – Internal Risks
SWOT is a strategic planning method for evaluating the Strengths, Weaknesses, Opportunities, and Threats involved in a project.  It’s good for understanding the internal factors which can impact on any change, for instance:
· Strengths: characteristics of the organisation/team that are helpful to achieving the objective 

· Weaknesses: characteristics of the organisation/team that are harmful to achieving the objective 

· Opportunities: elements (usually external to the organisation/team) that might be helpful to achieving the objective things that might be helpful to achieving the objective 

· Threats: elements in the environment (usually external to the organisation/team) that might cause trouble in achieving the objective  
Working through these issues can help highlight areas that need to be focused on to make sure the change is as effective as possible.  For instance if the key risk to a project is identified as perceived impact on jobs, then open and honest explanations of what is likely to happen, to whom and by when will remove uncertainty.  It will also prompt you to look at ways to mitigate the impact on jobs.
PESTLE Analysis – External Risks
PESTLE is an acronym for the various external factors which might impact on the change you’re trying to implement.  The following factors may help as a starting point for brainstorming (though clearly you’ll need to adapt this to factors appropriate to your own situation):
· Political: what is happening politically in the environment in which you operate, eg employment laws, environmental regulations, trade restrictions and reform, tariffs and political stability. 


· Economic: what is happening within the economy, eg economic growth/ decline, interest rates, exchange rates, inflation rate, wage rates, minimum wage, working hours, unemployment (local and national), credit availability, cost of living etc. 

· Sociological: what is happening socially in the area in which you operate, eg cultural norms and expectations, health consciousness, population growth, age distribution, career attitudes, emphasis on safety, global warming. 

· Technological: what is happening technology-wise which can impact what you do, how will this impact your products or services; new technologies are continually being developed; things that were not possible five years ago are now mainstream, eg mobile phone technology, web 2.0, blogs, social networking. 

· Legal: what is happening with changes to legislation; this may impact employment, quotas, resources, imports/ exports, taxation etc. 

· Environmental: what is happening with respect to ecological and environmental aspects; many of these factors will be economic or social in nature. 
Force Field Analysis (adapted from www.mindtools.com)
Force Field Analysis is a useful technique for examining the forces for and against a decision. In effect, it is a specialised method of weighing pros and cons.

By carrying out a force field analysis you can plan to strengthen the forces supporting a decision, and reduce the impact of those opposing it.

A worked example is given below based on the introduction of a new IT system.

Weight and score the various pros and cons where 1 is weak and 5 is strong.  





Carrying out this type of analysis before you embark on a project, can help you reach a decision as to whether to go ahead or not.  In this example it looks as if the forces for the project outweigh the forces against.  

Carrying out an analysis during implementation, will give you an idea of where to focus your efforts.  In this example, it looks like a focus on reassuring people about the impact on their jobs will make the biggest difference to the success of the project.
Conducting a Post-Implementation Review

Evaluation 

There are many different ways to evaluate a change initiative.  One such way would be to carry out a Post Implementation Review (PIR).  
When to Review 
A good time to start thinking about the PIR is when members of the project team remember the most – shortly after the project has been delivered, and when most of the problems have been ironed-out. Start to list ideas and observations while they are still fresh in people's minds.  However, to adequately assess the quality of the implementation and complete this process, you'll need to wait long enough for the change to truly take effect.  You should therefore typically allow a few weeks, or even a few months, before doing the full PIR. Where possible, allow for at least one, full, successful cycle of business before reviewing lessons learned. 
What to Review 

Here are some tips for conducting the PIR:
· Ask for openness – Emphasise the importance of being open and honest in your assessment, and make sure that people aren't in any way punished for being open. 
· Be objective – Describe what has happened in objective terms, and then focus on improvements.
· Document success – Document practices and procedures that led to project successes, and make recommendations for applying them to similar future projects.
· Look with hindsight – Pay attention to the "unknowns" that may have increased implementation risks. Develop a way of looking out for these in future projects.
· Be future-focused – Remember; the purpose is to focus on the future, not to assign blame for what happened in the past. This is not the time to focus on any one person or team.
· Look at both positives and negatives – Identify positive as well as negative lessons.

When conducting the review, include the following activities: 

· Conduct a gap analysis. 
· Review what you first identified as the measures of success to evaluate how closely the project results match the original objectives. 
· Review the expected deliverables (including documentation) and ensure either that these have been delivered to an acceptable level of quality, or that an acceptable substitute is in place. 
· If there are gaps, how will these be closed?
· Determine whether the project goals were achieved. 
· Is the deliverable functioning as expected? 
· Are error rates low enough, and is it fit for purpose? 
· Is it functioning well, and in a way that will adjust smoothly to future operating demands?
· Are users adequately trained and supported? And are there sufficiently enough confident, skilled people in place?
· Are the necessary controls and systems in place, and are they working properly? 
· What routine activities are needed to support the project's success?
· If there are problems here, how will these be addressed?
· How does the end result compare with the original project plan, in terms of quality, schedule and budget?
· Determine the satisfaction of stakeholders. 
· Is the project sponsor satisfied?
· What are the effects on the client or end user?
· If key individuals aren't satisfied, how should this be addressed?
· Determine the project's costs and benefits. 
· What were the final costs?
· What will it cost to operate the solution? 
· What will it cost to support the solution in the future?
· How do the costs compare with the benefits achieved?
· If the project hasn't delivered a sufficiently large return, how can this be improved?
· Identify areas of further development. 
· Have all of the expected benefits been achieved? If not, what is needed to achieve them?
· Are there opportunities for further training and coaching that will maximise results?
· Could you make further changes, which would deliver even more value?
· Are there any other additional benefits that can be achieved? 
· Identify lessons learned. 
· How well were the measures of success assessed, and how well were timescales and costs assessed? 
· What went wrong, why did these things go wrong, and how could these problems be avoided next time? 
· What went well, and needs to be learned from? 
· Report findings and recommendations.
· What have you learned from this review? 
· Do you need corrective activity to get the benefits you want? 
· What lessons have you learned that need to be carried forward to future projects?
· Does this project naturally lead on to future projects, which will build on the success and benefits already achieved? 

How to Review
As you perform the PIR, certain methods and practices will help you obtain the best possible information:
· Define the scope of the review beforehand -The last thing you want to do is to create a political problem. Given the number of people often involved in a change initiative, it's easy to hurt someone's feelings when reviewing the project's success. Clarify your objectives for the review, and make your intentions clear – this will better ensure that people share their experiences openly and honestly. Then make absolutely sure that you stick to these intentions, and that people's egos aren't unnecessarily bruised by the process!
· Review key documents – Gather together the key change documents. This will help you assess the planning process, as well as the actual benefits achieved. 
· Consider using independent reviewers – Where possible, use outside people in your review process to get an objective, unclouded view of the change. Some people recommend using only independent people in the review, however, you can learn a lot from the perspectives of those who were directly involved in the project – this is why the best strategy is probably to have a balance. 
· Use appropriate data collection – Collect information in the most appropriate way, for example, by using interviews and surveys. Also, test the measures of success yourself; to make sure you get firsthand information. 
· Deliver appropriate reports – Report your findings, and publicise the results. Remember that the PIR is designed to help project managers conduct more effective projects in the future, as well as to measure and optimise the benefits of the specific project being reviewed.
· Present recommendations – Present the detailed recommendations to the organisation and the project leaders, as well as to customers and other stakeholders. Include as many people as necessary so that you keep – and apply – the best-practice information in the future.

As you plan your PIR, be aware of the costs and benefits of the review process itself. Interviewing stakeholders and customers, testing the solution, and documenting the results are time-consuming activities. Make sure the time and resources dedicated to the review are consistent with the project scope and its output, and that the potential benefits of conducting the review are worth the effort put in. 
Back to home
Forces for change +                               Forces against change - 





Staff worried about the impact on jobs 





Improve the speed of administration
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Plan:


Implement a new IT system for invoice processing





Cost of implementation and training 





Control administration costs





Disruption in the workplace and ‘downtime’ 





Invest more time in front line delivery
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