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Lloyd Williams

Owner and Managing Director, P5 Associates
 The “Art of Accomplishment”?

* Non-technical barriers to project and service delivery
success

* Over 30 years experience managing
IT projects and managing the impact of change

* Developed several company-specific
project methodologies as well as
applied commonly used approaches

 Uncovered a way to blend the soft factors that are
often unquantified into actionable data

. © 2015 P5 Associates, LLC All rights reserved.

>
i3
i
i
i
i



Ag

.©2015P5A

enda

Practical/Pragmatic View of Change Management
The Value (and Challenge) of Individual Perspectives
Information Gathering Techniques

Information Consolidation and Modeling

Creating a Baseline

Action Planning

Integration with the Project Planning Process
Conclusion
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Change Management is a Hard Sell

* |t is often considered Immeasurable,
therefore Unmanageable

* Hindsight is ALWAYS 20/20

* Most projects do not address the “soft” issues effectively but
are commonly blamed for project struggles — after the project
suffers or is over
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Simplified View of Change Management

* Organizational Change Management
— Organizations are composed of people

— Behaviors of people make up, or directly impact the
outputs of an organization

— Each of these individuals has a unique perspective
* Types of Organizational Change

— Strategic

— Technological

— Structural
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Change’s Constants
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My 5 Fundamental Truths of Change

1. Change is disruptive
2. No one likes it

3. No one likes to look lost, ineffective, or incapable of
performing in their new role

4. You will rarely encounter overt opposition to change

5. Political capital takes exponentially longer to create
than it does to spend (or lose)
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Individual Bias and Perspective

 From your position in the organization your view is
uniqgue and makes it difficult at times to see other
perspectives

a Snake!
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Readiness and Engagement

 Readiness is the level of acceptance experienced by
those impacted by the change

* Also a function of level of engagement

Employee Engagement Hierarchy

HOW
Opportunities to learn and grow CAM
Progress in the last six months WE
GROW?
Best friend
Coworkers committed to quality DO | BELONG?

Mission/Purpose of company
My opinions count

Encourages development
Supervisor/Someone at work cares
Recognition last seven days
Do what | do best every day

Materials and equipment
| know what is expected of me WHAT DO | GET?
at work '

Source: The Gallup Organization
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Attention Span Challenges

White-Collar Salt Mine

A 2013 survey of 12,115 workers worldwide found that many lacked a fulfilling workplace.

DO NOT HAVE THIS ATWORK  70%  Regular time for creative or strategic thinking 18% DO HAVE THIS

66 (Abil'rty to focus on one thing at a timD 21
50 Opportunities to do what is most enjoyed 33
50 Level of meaning and significance 36
50 Connection to your company’s mission 25
49 Z A sense of community ; 35
43 Opportunities for learning and growth 38
47 Opportunities to do what you do best 36
46 Ability to prioritize vour tasks 36
45 Overall positive energy 36
43 nderstanding of how to be successful 40
40 Z Ability to balance work and home life ; 37
40 Ability to disengage from work 42
40 45

Comfort in truly being yourself

g nercent of those surveyved are

P UL | ¥ o L L] L) L I8

Published in the New York Times Online: “Why you hate work” 2/15
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Passive/Aggressive Behaviors

* My favorite challenge and risk for projects....

Highest Occurrence of Passive Top 5 passive-aggressive divisions
Aggressive Tendencies within an organization:

Insurance 40%
Utilities 38%

Media 37% Legal 40%
Healthcare 36% R&D/engineering 36%
Banks 35% Finance 33%
Marketing 33%
Lowest Occurrence of Passive Information technology 33%

Aggressive Tendencies

Durables, apparel 17%
Financial 24%

Packaged goods 24%

Auto 27%

Food, beverage, tobacco 27%

(Source: Booz Allen Hamilton survey; 4,007 completed responses from 23 industries, Dec. 2003)
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Where Does Change Management Fit In?

Change management provides the
means to tailor communications to
fit the appropriate audience and

Change management is often motivate them to move forward.

understood as solely concerned
with training.

Communications

Change management provides
the basis for focusing training for Change Management
maximum effect by understanding
motivators, learning styles and
objections.

. © 2015 P5 Associates, LLC All rights reserved. 13



Where is the Payback?

k%
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Change Management costs should provide return like
any other business investment

Gartner says that if implementing an ERP system you
should budget between 14 and 17% of your total
budget for change management™*

Change management can either be insurance, or an
accelerator of return on your project investment

Toolkit Tutorial: How to Avoid the Top Three ERP Implementation Mistakes”, Pat Phelan
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Change Management as Insurance

Top 10 Reasons for Project Failure

9.

© N O Uk Wb E

Inadequately trained and/or inexperienced project managers
Failure to set and manage expectations

Poor leadership at any and all levels

Failure to adequately identify, document and track requirements
Poor plans and planning processes

Poor effort estimation

Cultural and ethical misalignment

Misalignment between the project team and the business or other
organization it serves

Inadequate or misused methods

10. Inadequate communication, including progress tracking and reporting

From: “The Top Ten Reasons Projects Fai

|)I

Gantthead.com, Frank Winters
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Change Management as Insurance
Top 10 Reasons for Project Failure

2. Failure to set and manage expectations
3. Poor leadership at any and all levels

6. Poor effort estimation
7. Cultural and ethical misalignment

8. Misalignment between the project team and the business or other
organization it serves

10. Inadequate communication, including progress tracking and reporting

|H

From: “The Top Ten Reasons Projects Fail” Gantthead.com, Frank Winters
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Change Management as an Accelerator

 Change Management provides acceleration to
acceptance

e Faster acceptance means faster adoption of the new
environment

e Faster adoption = faster payback
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Change Management as an Accelerator

Productivity

18
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Accelerating Acceptance

Without acceptance AND familiarity
expected productivity gains cannot be
realized.

Application of change management
processes raise the rate of acceptance
leading to earlier adoption by those
effected.

\ Productivity
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Making it a Manageable Problem

* |Immeasurable = Unmanageable

 To manage change we must first convert the immeasurable
factors into tangible outcomes (i.e. measurable)

* Projects are directly impacted by two main categories of

“soft” factors:
— Management Alignment and properly set expectations
— Readiness of the users to accept and embrace what is coming

. © 2015 P5 Associates, LLC All rights reserved. 20
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Change Management — Step 0

* Even before starting implementation of a change it
must be understood why the change is being made

— Without a clear understanding of the business impact and
value, communications will be difficult and largely
ineffective

— Ineffective communications will lead to confusion,
interfere with training initiatives, spawn rumors and
generally create more work to fix unexpected problems

. © 2015 P5 Associates, LLC All rights reserved. 21
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Leadership Alighment

e Alignment results from agreement

about the value, timing, methods of
implementation and effectively

communicating from all levels of

management.

* Measuring alignment is the first step in .
) Operations
preparing for change

— If there are alignment issues

implementation is at risk (perhaps even
doomed already)

. © 2015 P5 Associates, LLC All rights reserved. 22
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The Process

* 30 to 60 minute interviews with key stakeholders

— Often can be included as part of an extended stakeholder analysis
process

* Target a sample of key stakeholders and representative users

* Allresponses kept confidential and not widely distributed

* The nature of each response is evaluated and compared to
create an objective alignment score

. © 2015 P5 Associates, LLC All rights reserved. 23
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Alignment Evaluation

What is the
business value of
this project?

Who will benefit
the most from it?

How long do you
expect the project
to take?

Is the defined
timeline realistic?

Do you think the
organization can
handle the
change?

Overall Alignment Score = Average of Percentages = 44

* = Project Sponsor
** = Next CFO (approximately 2 months later)

. © 2015 P5 Associates, LLC All rights reserved. 24
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Alignment Evaluation

v VP HR IT Director Controller Finan

What is the It’ll be really
business value of T whgn
i PR, we acquire
this project? another
company!

Who will benefit Everyone
the most fromit?

How long do you 12 Months
expect the project

to take?

Is the defined Yes
timeline realistic?

Do you think the Yes
organization can

handle the

change?

ce

Director **

Visibility to our Will Monthly

backlog will maintenance  significantly  close times

drive increased costs will be reduce close will be cut

stock prices. cut times from 25 to 5
significantly days.

Shareholders IT Finance Finance Staff

Department

18 Months 24 Months 36 Months 6 Months

No No No No

No No Yes No

Alignment Continuum

A4

100

. © 2015 P5 Associates, LLC All rights reserved.
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Checking the Company Pulse

Individual Readiness Surveys
generate perspectives that are
seldom accessed through public
forums.

Surveys administered either
electronically or in paper form,
generally take less than 30
minutes to complete.

Overall scores are calculated and
can be averaged and divided up
by respondent groups.

. © 2015 P5 Associates, LLC All rights reserved.



Creating Tangible Outcomes (Readiness)

Individual Readiness Surveys
generate perspectives that are
seldom accessed through public
forums.

Surveys administered either
electronically or in paper form,
generally take less than 30
minutes to complete.

Overall scores are calculated and
can be averaged and divided up
by respondent groups.
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Creating a Common Perspective

e Gathering perspectives is the most critical step

* Pulling those perspectives together into an
understandable holistic viewpoint provides the basis
for forward movement

« A common model for discussion and planning
provides the basis for action planning and risk
mitigation

. © 2015 P5 Associates, LLC All rights reserved. 28
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The P5 Readiness Model

Creating a baseline map
of the organization’s two
key characteristics allows
for measurement,
response planning and
performance monitoring.

. © 2015 P5 Associates, LLC All rights reserved.

Highly
Aligned

Not

Ready

Not
Aligned

29

Ready
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Baselining Alignment

Step 1. Plot Alignment
Percentage Score to
the vertical axis (44%
in our example).

Highly
Aligned
Not Ready
Ready For Change
y
N )‘u
Not
Aligned

A
E
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o
H
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Baselining Readiness

Step 2: Plot Readiness
Score to the horizontal
axis (70 from our
example).

. © 2015 P5 Associates, LLC All rights reserved.

Highly
Aligned
Not
Ready
)/
\
Not
Aligned

31

Ready
For Change
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The Completed Baseline

Creating a baseline map

of the organization’s two

key characteristics allows

for measurement,

response planning and Highly

. . Aligned
performance monitoring.
Not
Ready
X
Step 3: Plot the intersection.
Not
Aligned

. © 2015 P5 Associates, LLC All rights reserved. 32
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Baseline Interpretation

 Maximum of 4 possible outcomes:
— Aligned/Ready
e Leadership has a consistent message, models the behaviors
e Population is accepting of the changes coming and are ready

— Aligned/Not Ready
* Leadership has a consistent message, models the behaviors
e Population is not accepting or fearful of pending changes, not ready

— Not Aligned/Ready

* Leadership does not have a consistent message or share common goals
for the change that is pending causing confusion within the organization

e Despite alignment, population realizes need for change and welcomes the
change and feels positive about what is coming

— Not Alighed/Not Ready

* Leadership does not have a consistent message or share common goals
for the change that is pending causing confusion within the organization

e Population is not accepting or fearful of pending changes, not ready

ASSOCIATES
T o v
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Aligned/Ready

Alignment is above 50% and
readiness score is higher than 50.

Highly
Aligned

Store the baseline and revisit at key
milestones in the project.

Not Ready
Ready For Change

Risk Level: Low

Risks: Complacency with “good
score”, potential for slipping due to
reduced communications

Mitigation: Not
Aligned

* Managed communications
» Monitoring of changes from baseline
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Aligned/Not Ready

Highly
Aligned

Not

Ready

Not
Aligned

. © 2015 P5 Associates, LLC All rights reserved.

Indicates that leadership is mostly aligned
and the general population surveyed is not
ready to accept the pending changes or
are likely to be highly resistant.

Ready
For Change

Risk Level: Medium/High
Risks: Lack of Acceptance, delayed adoption
Mitigation:

» Work closely with user representatives
 Create strong messaging

» Identify reinforcement strategies to prompt
acceptance

« Identify/fortify project champions

ASSOCIATES
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Not Aligned/Not Ready

Indicates severe contention
and inconsistent leadership
messaging. Likelihood of
success in this situation is low
and risk of turnover is very
high.

Highly
Aligned

Not Ready
Ready For Change

Not
Aligned

. © 2015 P5 Associates, LLC All rights reserved.

Risk Level: High

Risks: Lack of Acceptance, delayed adoption,
confusion, key employee turnover

Mitigation:

» Conduct alignment workshops with
leadership to create common goals and
standard value messaging

» Work closely with user representatives
 Create aggressive communication campaign
« Identify reinforcement strategies to prompt
acceptance

« Identify/fortify project champions
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Not Aligned/Ready

Risk Level: High

Risks: Confusion, Lack of Expected
Value

Mitigation:

» Conduct alignment workshops with
leadership to create common goals and
standard value messaging

« Create common value proposition and
set expectations with leadership with
regard to expected outcomes.

. © 2015 P5 Associates, LLC All rights reserved.

Not
Ready

37

Indicates that the general
population sampled is mostly
ready and willing to move
forward. Without proper
leadership alignment this will
decline over time.

Highly
Aligned

Ready

For Change

Not
Aligned
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Integration with Project Management

e Risks identified from the assessment should be
added to the project risk/issue log

* Mitigation plans should be managed like any other
project plan element

e Schedule follow-ups synchronized with key
milestones to track progress

* Work closely with the training team and make sure
they have access to the engagement/readiness data
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Goal Setting

* Where should you be on
the map?

e Alignment is the most

critical aspect

— With alignment issues
general readiness will be
pulled down

e Target should be over 75%

Not

alignment and at least 60%

acceptance

. © 2015 P5 Associates, LLC All rights reserved.
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Specific Plan of Action

Highly
Aligned

 Two phase plan:

1. Align via executive and
stakeholder analysis
workshops and drive sty
communications with
agreed-upon value
proposition.

For Change

2. Leverage alignment and s
work with focused groups
to continue to drive
acceptance forward,
ramping up as “go live”
date approaches.
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Outcomes

Using feedback from the surveys and interviews:
e Created a common set of expectations with sponsors

e (Crafted focused communications and created an “elevator
speech” for change initiative

e Started regularly scheduled general updates for those
effected to increase their involvement and awareness

* Addressed concerns about interference with personal
relationships through communications of the value
proposition and industry data as comparisons

* |dentified regional support “champions” and prepared them
with advanced training to carry the message to end users

* Created focused training plans and live communication events
to bring the population together and share the new
technologies with them

ASSOCIATES
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Recap

.©2015P5A

Defined Change Management

Discussed Individual Perspective
Information Gathering Techniques
Information Consolidation and Modeling
Created a Baseline

Integrated with the Project Planning Process

Action Planning

ssociates, LLC All rights reserved. 42
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Change Management as Insurance
Top 10 Reasons for Project Failure

2. Failure to set and manage expectations
3. Poor leadership at any and all levels

6. Poor effort estimation
7. Cultural and ethical misalignment

8. Misalignment between the project team and the business or other
organization it serves

10. Inadequate communication, including progress tracking and reporting

|H

From: “The Top Ten Reasons Projects Fail” Gantthead.com, Frank Winters
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Project Success Criteria

On Time + On Budget

—+

Successful Project

. © 2015 P5 Associates, LLC All rights reserved.
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Conclusion

.©2015P5A

The days of “we’ll tell them to change” are over

Active change management is key to ensure project
success and accelerate return on project investment

— Understand your organization by gathering multiple
perspectives

— Use objective measures to monitor and shape project
communications and influence behavior

Change Management can be applied proactively and
managed as effectively as any other project task if
you have the right tools in place

ssociates, LLC All rights reserved. 45
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How Long Does it Take?

e Typical P5 Change Management Assessment

— 2 —3 Week On-Site Engagement
— Create an organizational baseline

— Develop recommendation for action plans for going
forward

Repetitive assessments (if needed)

. © 2015 P5 Associates, LLC All rights reserved. 46
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Questions?

. © 2015 P5 Associates, LLC All rights reserved. 47



Thank You!

Partnering, Assessment Scheduling or General
Inquiries:

Email: lloyd.williams@p5assoc.com

Telephone: +1 (202) 815-2656
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