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Organization Change 

and 

Individual Transitions
Section 7
Templates and References
Access and Use Agreement:

I acknowledge that I am an employee of the Association of Public Health Laboratories (APHL) or that I am an employee of an APHL member laboratory.  As such, I am permitted to access and use these tools inside my organization for the purpose of setting strategic direction, aligning organization choices, and managing change.  I understand that by accepting this agreement I may use these tools as long as I am a member of APHL or am an active employee of a member lab.  These tools may not be used outside of APHL or member laboratories without the express written consent of AlignOrg Solutions.  

When I use these tools/materials, I will ensure the following information appears in the footer of the document:  “All rights reserved. AlignOrg Solutions 2009 ©  www.alignorg.com”

When hard copies are printed or distributed, the following additional information must appear on each printed page.  “Copyrighted materials – For internal APHL or APHL Member use only.”

In cases, where I choose to adapt a tool for a specific internal use, I will use the following footer.  “Adapted with permission from AlignOrg Solutions  www.alignorg.com”

I understand that these are copyrighted materials and may not be shared with non-APHL members, contractors/vendors, or others outside of APHL or member laboratories.
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SAMPLE

Organizational Design & Change “Game Plan”
Key Milestones & Action Steps

NOTE:  Though we believe that if you follow our Intervention Framework you can make decisions about what to do, when to do it and how to it, we are often asked questions like, “How long will it take?,” “What will we do when we meet?,” “How will we engage people at other levels of the organization?,” etc.  This document is a SAMPLE of a “game plan” that one client created with our help to enable them to get a “big picture” of their endeavor.
CAUTION:  Since every intervention is unique in many ways (e.g., points of intervention, nature of the interventions), this document should not be viewed as something that can be copied and used “as is.”  Rather, it is intended only to give you an idea about how you could approach meeting the same need if your organization is struggling with questions such as those in the note above.
· Requirements Understood & Case for Change Clearly Defined
· Identify best in class examples (external and internal)

· Identify / clarify key stakeholder expectations and priorities 

· Create compelling reason for change by determining gap between current & desired results (quantitative & qualitative measures)

· Strategy & Value Offering Clearly Articulated
· Develop a value offering responsive to customer and business requirements

· Ensure that strategy and key drivers are aligned with and enable the value offering
· Create a clear picture of the organizational capabilities and changes that are required to deliver on the strategy & value offering
· Current State High-Level Design Assessed
· Review all design components against strategy & value offering and identify strengths to leverage & gaps to design for

· Future State High-Level Design Defined
· Identify design criteria & principles

· Generate & evaluate structural options 

· Select preferred design & conduct test cases to verify design

· Define major work units / components and identify unique responsibilities

· Identify connections / linkages for interdependent parts 
· Operational Design Defined
· Analyze current state (management processes, structure & job content, people capability, performance metrics and rewards)

· Structure work units, identify roles & accountabilities, determine reporting relationships and linking mechanisms 

· Design jobs - identify required job roles, responsibilities and required skills, knowledge and behaviors 
· Work Processes & Support Systems Aligned
· Map critical work processes and procedures to new operational design

· Design (as necessary) employee reward system

· Develop interim or new management operating system

· Create scorecard around key performance metrics

· Establish goal alignment and deployment process

· Communication & Stakeholder Engagement Plan in place throughout Design / Change Process
· Develop and deploy detailed communication plan

· Create stakeholder engagement plan and activities

· Conduct job impact analysis develop an action plan to ensure execution of required changes

· Transition Plan Developed & Executed

· Conduct work transfer and customer impact analysis  & create work transition plans

· Provide training on new work processes, procedures, technology, etc.

· Identify risk and develop plan / actions to mitigate risk

· Staffing Plan Developed & Implemented
· Communicate with key talent and talent at risk to prevent undesirable turnover 

· Determine employees without roles & determine redeployment and/or RIF implications

· Staff open positions

· Employee Commitment Post-Implementation
· Onboarding and assimilation of new managers
· Build & establish teams: clarify charter, roles, responsibilities, goal alignment, scorecards

· Map work group interdependencies and build effective partnerships / connections
DEVELOPING A VISION

1.  Capture themes and ideas on flipcharts

What will it be like to work in our organization five years from now?

What will it be like for our customers five years from now?

What will it be like for our investors five years from now?

How will our work (processes) be done five years from now?

What do we want to become in the next five years?

2.  Ask participants to prioritize or rank the top ideas.  Use multi-voting or some other prioritization method (such as ranking) to identify the best ideas.
3.  Craft a vision statement








CRITICAL SUCCESS FACTORS

1.  Identify Needed Behaviors, Capabilities, Systems or Processes.  For each theme or statement in the vision, use the following sentence pattern to distill the critical success factors:

“If _______(Insert vision theme or statement)_________, then _____(brainstorm the critical behaviors, capabilities, systems, or processes needed)_____.”

If __________________________________________________________, then

________________________________________________________________

________________________________________________________________.

If __________________________________________________________, then

________________________________________________________________

________________________________________________________________.

If __________________________________________________________, then

________________________________________________________________

________________________________________________________________.
If __________________________________________________________, then
________________________________________________________________

________________________________________________________________.

2.  Prioritize Success Factors.  Using any means of prioritization such as multi-voting or ranking, identify the top critical success factors.  

CHANGE MAGNITUDE ASSESSMENT

1.  Determine the assessment method
2.  Assess the magnitude of change

	How different is the future state from the current state?
	Somewhat Different
	Different
	Very Different

	How many people will be affected by this change?
	Few
	Several
	Many

	How large is the financial investment for this initiative?
	Small
	Moderate
	Large

	How many sites/locations are affected by the change?
	One
	Few
	Many

	How many systems (IT) are impacted?
	None
	Some
	Many

	What categories of the organization’s work are primarily impacted?
	Necessary/ Compliance
	Competitive Enabling
	Competitive

	How different are the leadership behaviors expected?
	Similar
	Somewhat Different
	Very Different

	How different are the employee behaviors expected?
	Similar
	Somewhat Different
	Very Different

	To what extent will customers feel the change in their interactions with the organization?
	Minimally
	Moderately
	Significantly

	To what extent will business partners (suppliers) feel the change in their interactions with the organization?
	Minimally
	Moderately
	Significantly

	Overall Change Magnitude Assessment
	Minimal
	Moderate
	Significant


3.  Make an overall determination of change magnitude

4.  Highlight the top areas of expected change

ORGANIZATION CHANGE READINESS ASSESSMENT

	The following statements suggest how ready an organization and its people are for change.  Rate the extent to which the following statements are true.   “I don’t know” should be an action signal to find out; it should never be your final answer to the question.
	Not True
	Somewhat True
	True
	Clarification

List the specific issues or reasons why an item is “Not True” or only “Somewhat True.”

	Compelling Business Case
	The desired future state is clearly necessary.
	1
	2
	3
	

	
	Relevant information exists which supports the need for change.
	1
	2
	3
	

	
	An accurate picture of the organ-zation’s current condition (financial, competition, labor, etc.) is available.
	1
	2
	3
	

	
	The need for change is greater than the resistance to the change.
	1
	2
	3
	

	
	
	Category 

Average = 
	

	Understanding
	The gap between current state and desired future state is clear.
	1
	2
	3
	

	
	People believe that the change is good, reasonable, and appropriate.
	1
	2
	3
	

	
	People have sufficient access to external market information showing the organization’s competitive weaknesses or performance deficiencies.
	1
	2
	3
	

	
	The objectives of the change have been widely and clearly communicated.
	1
	2
	3
	

	
	
	Category 

Average = 
	

	Leadership Commitment
	Leaders are committed (words and actions) to making this change happen.
	1
	2
	3
	

	
	Behavioral and performance expectations have been articulated.
	1
	2
	3
	

	
	The priorities that will guide decision making during implementation have been communicated.
	1
	2
	3
	

	
	
	Category 

Average =
	

	Individual Capabilities (Tools/Skills)
	People feel prepared to address the disruption (personal and professional) caused by this change.
	1
	2
	3
	

	
	People have the resources, knowledge, information, and skills to support and participate in the change.
	1
	2
	3
	

	
	New roles and responsibilities (if applicable) have been established?
	1
	2
	3
	

	
	People understand and accept the new roles they are being asked to play.
	1
	2
	3
	

	
	
	Category 

Average =
	

	Orgn. Capabilities (Processes/ Systems/ Structures)
	Information and feedback is available to inform the organization about how well the change is going.  
	1
	2
	3
	

	
	The organization has the capabilities and processes to implement/ execute the change(s).
	1
	2
	3
	

	
	Processes, systems, and structures exist or are being developed, which are needed to support the change.
	1
	2
	3
	

	
	
	Category 

Average =
	

	Stakeholder Response
(continued on next page)
	Feedback from key stakeholders (customers, employees, share-holders, suppliers, etc.) has been incorporated into the change plan.
	1
	2
	3
	

	
	Key stakeholders who must support and be involved with the change have been identified.
	1
	2
	3
	

	
	There is no significant resistance to the change.
	1
	2
	3
	

	
	Individuals are being given the support and time needed to learn about and accept the change.
	1
	2
	3
	

	
	The readiness for change has been regularly measured and monitored throughout the change process.
	1
	2
	3
	

	
	
	Category 

Average =
	

	Resources & Competing Events
	The action items and responsibilities required to implement the change have been defined.
	1
	2
	3
	

	
	There are no other events or projects competing for resources and attention.
	1
	2
	3
	

	
	This change is congruent/consistent with other initiatives in the organization.
	1
	2
	3
	

	
	
	Category 

Average =
	


Action Matrix:

	Category Average
	Action

	1.0 – 1.8


	Develop Action Plans and Mitigate Risks 

(See Action Planning Grid)

	1.9 – 2.3


	Monitor Readiness; Take Mitigating Actions as Needed

	2.3 – 3.0


	Ready; No Mitigation Needed at This Time


change readiness action plan

	Readiness Category
	Rating
	Clarification

(Issues or risks that are lowering readiness)
	Action Plans

	
	
	
	Intervention
	Person(s) Responsible
	Due Date

	Compelling Business Case
	
	
	1. 
	
	

	Understanding
	
	
	1. 
	
	

	Leadership Commitment
	
	
	1. 
	
	

	Individual Capabilities
	
	
	1. 
	
	

	Organizational Capabilities
	
	
	1. 
	
	

	Stakeholder Response
	
	
	1. 
	
	

	Resources & Competing Initiatives
	
	
	1. 
	
	


stakeholder evaluation/action plan
1. Identify stakeholders.

2. Rate each stakeholder on impact and support.  Place a dot for each stakeholder identified.  Label each dot with the stakeholder’s name. 
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3. Use the template on the next page to formulate your action plan based on this assessment.  For those stakeholders that fall in the High Impact/Low Support quadrant, an action plan should be created to identify tactics for either converting the stakeholder or for neutralizing the negative effect they have on the intervention.  The action plan should include actions, person(s) responsible, and due dates.  To make sure that a stakeholder doesn’t become a problem later, the Stakeholder Evaluation Plan should be revisited regularly throughout the intervention.
stakeholder evaluation/action plan
(continued)

	Audience (Stakeholder)
	Support Rating
	Impact Rating
	Action Plans
	Person(s) Responsible
	Due Date

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


compliance/commitment grid
1. Make a list of groups/individuals to be assessed.

2. Rate each group/individual for motivation and competency.  
3. Plot each group/individual on the Compliance/Commitment Grid below.  The names of each quadrant in the grid may suggest where each goes.
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	Compliant

	Committed

	Resistant


	Confused



4. Develop action plans.  Groups/individuals who are committed are the ones who can be counted on to drive and sustain the change momentum.  Those who are compliant will do what is needed, but are only doing so because they fear organizational repercussions or desire to go along with the program.  Groups/ individuals who are resistant must be managed and/or neutralized so that their negative influence does not derail the direction and momentum of the change.  Finally, there are those who are very motivated to make the change, but lack some basic understanding of what the change is and how it is intended to work.  
COMPLIANCE/COMMITMENT GRID (CONTINUED)
	Group/Individual
	Competency Rating

(Hi, Med, Lo)
	Motivation Rating

(Hi, Med, Lo)
	Action Plans
	Owner
	Due Date

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


COMMUNICATIONS PLAN

	Communication Need/Event
	Key Messages
	Target Audience
	Media (Delivery Method)
	Frequency
	Owner
	Timing

(Due Date)

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


PROJECT RISK/ISSUE LOG

1.  Identify potential risks and/or current issues

2.  Develop mitigation plans for high impact/high probability risks and contingency plans for critical issues

3.  Monitor and record status

	No.
	Risk/Issue
	Mitigation or
Contingency Plans
	Date Escalated
as an Issue
	Status
	Person(s) Responsible

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	6
	
	
	
	
	

	7
	
	
	
	
	

	8
	
	
	
	
	

	9
	
	
	
	
	

	10
	
	
	
	
	


celebration planning guide

1. Determine when a celebration is needed.
2. Determine who will participate.  Since organization-wide celebrations can be very expensive in many ways, one principle to apply here is to consider who directly supported or participated in whatever is going to be celebrated.
3. Decide What Will Be Done.  Use the following list of questions to decide what should be done for the celebration.
	Questions To Ask
	Considerations

	Is a group being recognized or just a few individuals?
	Size and scope of the celebration may dictate whether an intimate lunch is sufficient or if a large BBQ makes more sense.

	Is the purpose of the celebration to recognize achievement or extend appreciation?
	Achievements are usually accompanied with rewards, whereas appreciation is based on recognition and sentiment.

	What type of atmosphere should exist?
	Party, luncheon, one-on-one meetings, letter, etc.

	How will those receiving the recognition/appreciation like to celebrate?
	Some people like to keep things low key and others like a “big party.”  For a celebration to be meaningful, it should fit the personality and motivational needs of those receiving it.

	Will anything be given out such as gift, a certificate, a memento, etc.?
	Mementos and other giveaways can serve as reminders of people’s work and contributions months and years later.

	What budget is available for the celebration?
	How much can be spent on meals, entertainment, giveaways, etc., if anything?  Many celebrations can be done with little or no budget.

	What leaders need to attend to lend credibility, credence, and importance to the celebration?
	Having certain key leaders in attendance or available to make presentations of plaques, etc. can contribute an air of importance to participants.

	What activities will be done at the celebration?
	Some celebrations are fairly formal in nature with a set program of activities, whereas other celebrations are informal with few set plans.

	Will the celebration be a surprise?
	Sometimes those being recognized may be lured unassumingly to a meeting location in order for the celebration to be a surprise.  Surprises can be effective for those who enjoy public recognition.


	Questions To Ask
	Considerations

	How will the organization celebrate the accomplishment of a change intervention?
	When everyone in an organization is recognized for their work during a major change intervention, the same issues as the one listed above should be considered.  An organization-wide celebration may not be sufficient for those who have participated actively on the design or project teams.

	What messages should an organization-wide celebration send to employees?
	Celebrations can be another forum where messages about and supporting the change can be reinforced.


4. Coordinate logistics.

5. Hold the event.

follow-up assessment
1. Determine Measurement Criteria.  The Follow-up Assessment should be focused on measuring a few key components that are expected to be improved through the change intervention.  If service to customers is supposed to be improved, then one of the criterions should be around service delivery.  Having too many measures can dilute the results and can make it more difficult to gather useful data and measure the most critical factors.
2. Distribute Assessment.  Identify the right group(s) of people to take the survey.  If service delivery is one of the key measures, then employee as well as customer feedback may be necessary to make the survey meaningful.  There are several electronic means of distributing surveys; however, a simple e-mail or even a hard copy survey may suffice.  Interviews (especially with leaders) may also be an effective way to gather feedback on the effectiveness of the change intervention.
3. Compile Results and Draw Conclusions.  After all of the responses have been received, the data should be compiled and conclusions drawn.  The scale which forces people to respond with “worse than” or “better than” the past helps give an inherent reference point to know whether things are really better today than they were yesterday.  Conclusions should be shared; doing so may help bring a sense of closure to the project and work done.
Example Graphic of Follow-Up Assessment Results

NOTE:  Graphics typically are often the preferred way to portray results.  Given the variability involved, all that can reasonably be done here is to provide an example.  Your own circumstances will inform you about the best way to portray your results.

[image: image2]
Applying the Change Reactions Model
· The model below depicts how the majority of people typically respond to a change by passing through the pattern of thoughts, feelings and associated behaviors shown along the curve below during their transition from the beginning of a change to their eventual full re-engagement in the business of the organization (knowing that some percentage will never make it through)

· Here are the steps you should follow to use this model:

· Informally assess each of your employees to predict their likely reactions to the change

· Use appropriate tactics over time to employ the Data, Power and Influence levers at your disposal (see the Power ( Data ( Influence tool)

· Seek specialized help if needed for a particularly challenging employee you don’t want to lose
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deciding about employee involvement

insTRUCtions:

1. Use the table below, preferably not by yourself, to record your thoughts and beliefs about each of the questions.

2. Then, use the table on the next pages to consider the pluses and minuses of each approach to employee involvement in your situation as the basis for your decision.

	Questions
	Notes

	How open can you be with employees about the intent and outcome of the project?  
	

	How much control are you willing to give to employees in generating solutions?  
	

	How urgent is getting the answer?
	

	How urgent is it to get the answer implemented?
	

	Can you do this―should you do this―without the employees’ hearts?
	

	How much has already been decided?
	

	What is the risk of involving/not involving employees in a meaningful way?  
	

	What knowledge do they have to impact the work in meaningful ways? 
	


DECIDING ABOUT EMPLOYEE INVOLVEMENT

(continued)

	Approach
	Pluses (+)
	Minuses (-)

	Use external experts (consultants)
	
	

	Managers do the design
	
	

	Managers do the design and then involve employees
	
	

	Managers and employees do the design together
	
	

	Employees do the design with management direction
	
	

	A critical mass of employees involved 
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The following pages contain templates of many of the tools from this workshop and from the accompanying Organization Change and Individual Transitions Toolkit.  You may reproduce these templates as needed to employ those tools in your work.  





Following the templates are some bibliographic references that you may choose to consult to deepen your knowledge and understanding of change and transition tools, concepts and principles.
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