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Welcome to your Change Agent’s
Toolkit!

This manual is designed as a practical
resource to help guide your work in
driving change. The material is
organized around the Results Map™ for
Change Management, a step-by-step
process for executing change toward
measurable outcomes.

The Toolkit can be used end-to-end to provide a structure

for leading a major change initiative, but it also functions as a go-to resource for specific tools or insights
that can be used in a modular fashion.

The intent of the Toolkit is to not only provide guidance on the what of change — that is, to explain the
steps involved — but more importantly, to offer advice on the how. Leading change is as much about the
way in which you show up and collaborate with colleagues and stakeholders, as it is about the specific
tasks involved.

Here are some of the ways you might use the Toolkit:

0
0.0

R/
°

R/
°

0
°

0
°

Explore your role as an agent of change, developing new skills and knowledge in how you can
positively contribute to change initiatives.

Develop an awareness of the change dimension that is a part of any strategy or major project,
helping you set up the conditions required for execution success.

Follow the Toolkit’s Results Map structure to develop and execute a change management strategy.

Build your skills in how to effectively communicate change and engage with collaborators in co-
creating transformation.

(Gain practical insights on culture change, and how to tap into culture as a source for solutions

rather than as a problem to fix.

“Your real job today is
change.”

- Gregory Shea
Wharton School of Business
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Section 2:
Your Role as a
Change Agent

So, what does it mean to be a change
agent?

Generally, it’s an assigned, priority role
that’s over and above your regular job
title and position. Being a change agent
is about driving a project forward and
making a conscious choice to contribute
positively and creatively. This may take
the form of a special assignment or of
an opportunity to address the change

dimensions of an existing project.

The truth is, some of the most meaningful and satisfying work you may do will be related to your role as
a change agent. Being a change maker allows you to move beyond an often narrow definition of your
job, and contribute to making a real difference. You get an opportunity to create, to innovate and to
explore unchartered territory. Because change is often connected to leadership and executive decisions,
it can also unlock an opportunity to contribute at the most strategic levels of an organization.

That’s the good news.

It's also true that change can be very scary. Large scale transformation often triggers anxiety, disruption
and destabilization. Leading change is the most difficult thing an organization can do, and the rates of

success are sobering. According to McKinsey research, up to 70% of change initiatives fail to achieve the
intended result.

This is the paradox of change — it’s filled with possibility, but is also fraught with pitfalls. Your goal as a
change agent is to navigate a path forward that capitalizes on the opportunities and mitigates the risks.

Toolkit Resources: Section 1

Page 6 Change Leadership This is a tool for self-directed exploration of your role as a leader in
Workbook change. It’s designed to help you explore your sources of both formal
and informal power, and identify practical strategies that you can use
to lead change from any chair.
Page 11 | The Change Agent’s A quick reference sheet to take stock of the essential ingredients you'll

Checklist

need to be an effective change maker.

See also the Change Agent Contract Worksheet in the PLAN juncture on page 32.
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Change Leadership Workbook

The Case for Change

CHANGE

There are two types of change: behaviour and mindset change.

If you are working on a change in behaviour that is incremental

or routine, then no change management consideration is in

order. However, if your change involves either a

behaviour change that is significant enough to feel

disruptive to the employee, or if you are actually
trying to change a mindset, then consideration of ‘

change support is appropriate.
INCREMENTAL DISRUPTIVE

Thinking about your change, consider:

Is it a change in behaviour? If so, is it incremental, or is the nature of the
change disruptive?

E.g. The change is disruptive because it will change roles, reporting lines and the fundamental
nature of our relationship with our clients

I

“A compliance approach to
change will get you bodies,
not souls.”

Does your change also include a desire to shift mindsets?

If so, in what way?

E.g. It’s related to mindset because it’s not just about tasks but also about transforming the
whole way that we think about work and how we relate to clients and partners so that the
experience is totally different

- Daryl Conner
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Change Leadership Workbook

The “Why” Behind Change

The single biggest factor leading to change failure is a weak expression of the “why”’ behind the change.

The “why”’ must go beyond an empirical case for change and speak to the felt need of the change at the
emotional level.

How would you express the “why” behind your change? _
E.g. We have to change in order to continue being relevant, and to secure
funding based on our ability to demonstrate measurable value “In the case of a major transformation, you
want people trapped between fear and
hope. For people to make a significant shift,
the cost of staying where they are has to be

greater than the cost of changing.”

— Daryl Conner
Managing at the Speed of Change

Conversation: The Invitation —
Conversation is the smallest unit of change.

“Very great change starts from

The lifeblood of change communications is conversation. The goal very small conversations, held
is to offer multiple on-ramps for dialogue that helps shape shared among people who care.
meaning. — Margaret Wheatley

What are ways that you can encourage conversations about your change?

» Consider formal and informal opportunities, as well as in-person and digital opportunities for
conversation.
E.g. Town Halls, managers forum, team meetings, Yammer
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Change Leadership Workbook

Using Yourself as an Instrument of Change

O

As a leader, you have significant informal influence and formal authority to help drive change.

What are some practical ways that you can tap into your informal and formal power to advance change?

Informal
E.g. Relationships | have with IT, connections with the policy unit,
my role as a “go-to” resource to troubleshoot issues with our
Customer Relationship Management System

E.g. | am a Manager and have been assigned the lead role on the
systems transformation project

Formal

The Context for Change

While change is exciting, it can also be stressful. One way that the turbulence of working in change has been
described is through the acronym VUCA — that we are working in a time of Velocity, Uncertainty, Complexity

and Ambiguity.

Map out your change experience using the VUCA framework. This can be helpful in understanding what’s going
on in your reaction to change, and then in using that insight to find strategies for addressing those issues.

How is this aspect of a change landscape
affecting you?

What can you do to help manage this
dimension of change?

E.g. Things are moving so fast and changing constantly
that I’'m having trouble keeping up

Velocity

E.g. Check-in on status of project before embarking on a
new task

E.g. Stress of not knowing the result of our restructuring
process

Uncertainty

E.g. Clarifying when the restructuring will be done so
that there’s a sense of a time horizon

E.g. Challenge of understanding the various aspects of
the regulatory environment

Complexity

E.g. Booking a meeting with the head of regulatory
affairs to better understand the landscape and ask for
reference documents

E.g. | am working on a transformation project but it
hasn’t yet been defined or documented

Ambiguity

E.g. Suggest a meeting to define the transformation or
ask for direction on the source documents to reference

Normalizing change by identifying natural reactions to transformation is one of the most constructive

strategies you have as a change agent.



Change Leadership Workbook

Temperature Check

Take stock of the energy dimension of your change project. Consider:

What excites you the most?
Potential, impact, meaning,
opportunity

What worries you the most?
Concerns, risks, challenges

What do you need to succeed?
Time, resources, skills, access,
collaborators

E.g. I’'m excited about getting access to
the latest technology

E.g. I’'m worried that my skill set won’t
be up to par

E.g. I'll need training and a
readjustment to my workload to
accommodate the transition period

Line of Sight

One of the most important change leadership functions is
to provide line of sight to employees — that is, to connect
the big picture change agenda to the employee’s day-to-

day work.

“Never doubt that a small group of
thoughtful, concerned citizens can
change the world. Indeed, it is the only

thing that ever has.”

- Margaret Mead

What are ways that you can provide line of sight for your employees or colleagues?
» Consider formal and informal opportunities, on a team and individual level.

E.g. | can offer to do an update on transformation at our upcoming branch retreat

MAP™




Change Leadership Workbook O \

Insights & Actions

Thinking back on your exploration of change leadership, what key insights or action items emerge?

E.g. A big part of the stress of the project is ambiguity. | need to take steps to try to minimize that factor by setting up
meetings, asking for clarification and getting a sense for a timeline for better defining our project.

“If you want to truly understand
something, try to change it”

- Kurt Lewin
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As you embark on your change initiative, consider the following:

Confirm that you have the information and insight necessary to have a deep understanding of
the “why” behind your change. This will become the life force of your change initiative so you
need a sharp focus on the drivers behind it.

Make sure that the intent behind the change you’re working on is clear. It's normal to have
ambiguity in terms of how you’ll get to your destination, but it’s important that you have a
solid understanding of the goal for the change.

Take the time to ensure that roles are clear. Validate the expectations for your role as a change
agent. Check in to understand other key roles around you, including potential collaborators,
supporters, and the leader or sponsor of the change.

Review the key terms or concepts involved in your change to confirm that you understand
them completely. It can be very helpful to check-in with change leaders or collaborators to

assess whether you have shared meaning behind these key terms.

Confirm what information or background documents you should have access to in order to be
fully equipped to contribute.

Find out whether similar change initiatives have happened within your organization or among
your partners. Tap into the experience and lessons learned around you.

MAP" 1



The Results Map for Change
Management presents a step-by-step
sequence of activities in executing
change. It uses the graphic language of a
subway map to illustrate the idea of
Results Map for various steps or “junctures” in the broad
Change Management categories of Prepare, Plan, Implement
and Evaluate.

Section 3:

The Results Map for Change Management (see page 13)

can help direct the change journey by clarifying the broad

categories of activities, and then identifying specific steps
within those junctures. The model is designed to be flexible and scalable — it can, and should be adapted
to fit the nature and size of your particular change project.

For example, if you're working on a relatively small process improvement initiative, you probably don’t
need an extensive change management approach. You might just dive into the Implementation juncture
and focus on the communication tools to make sure that your message about the change is clear and
effective.

On the other hand, if you’re working on a sweeping multi-year transformation, the complete Results
Map methodology will be in order. It includes a structure for writing a Change Management Strategy
(see page 14) and includes several important resources such as risk assessment and governance
planning which will be critical ingredients for success.

The Results Map methodology for change is a go-to reference to help guide your change activities,

answer the question “what’s next”, and make sure that you are always focused on a clear destination of
measurable results.

Toolkit Resources: Section 2

Page 13 | Results Map for A diagram illustrating the Results Map process, showing the key
Change Management | junctures of Prepare, Plan, Implement and Evaluate. This structure can
Visual be used to develop a Change Management Strategy — the Prepare

juncture represents the advance work required and the Plan,
Implement and Evaluate sections represent the core elements of a
Strategy.

Page 14 | Change Management | A visual table of contents for a Change Management Strategy that
Strategy at a Glance follows the Results Map process.

MAP" 12



Results Map™ for
Change
Management

13



Change Management Strategy At a Glance O\ o

Enablement &
Communications
Governance Organizational Training
& Engagement
Design

Integrated Implementation Plan

RESULTS 14




The following presents an overview of
each Results Map juncture, and a
snapshot of the tools that you’ll find at

each step.
Juncture Tools
PREPARE  Building a Consultation Plan Worksheet

The initial phase of your change project, before
the initiative is fully formed

PLAN

The strategic planning phase

IMPLEMENT

The execution phase, with a strong focus on
communications and engagement

EVALUATE

The evaluation phase, emphasizing mechanisms
to track progress and inform continuous
improvement throughout the change planning
cycle

RESULTS

e Top 10 Questions to Guide Change
e Force Field Analysis Tool

e Change Readiness Assessment

e Impact Map

» Strategic Framework for Change

e Making Change Scenes Tool

» Governance Worksheet

e Change Sponsor Commitment Worksheet
e Change Agent Contract Worksheet

s Risk Assessment Tool

» Resource Allocation Assessment

e Primer on Change Communications

e Outside-in Communications Planning Tool
» Audience Profiling Grid Worksheet

e Change Messaging Worksheet

e Message Architecture Worksheet

o Change Engagement Worksheet

e Enablement Worksheet

e Training Planning Tool

o Sustainment Worksheet

o Working with Resistance Worksheet

e Return on Investment Assessment Tool

o Evaluation Framework Worksheet

o Checklist for Evaluating Change



PREPARE

The initial phase of your change project, before the initiative is fully formed

Toolkit Resources: PREPARE

Page 18 | Building a Consultation
Plan Worksheet

This is a tool to help you plan out consultations at the front-end of
your change initiative, setting the stage for an ongoing consultative
and participatory approach to your change process?.

Page 20 | Top 10 Questions to
Guide Change

This is a set of strategic questions to ask the change team and leaders
in order to understand the initiative and its context. It can be a
foundational tool to consultations. The focus on the use of high gain
questions is intentional, as it sets up a positive, collaborative
approach to change planning. As a change agent, it demonstrates
your willingness to solicit perspectives and insights to feed into
planning out the steps in your initiative, which will go a long way
toward cultivating engagement and support.

1 The Building a Consultation Plan Worksheet is focused on the Prepare phase of the change. Additional resources on communications,
consultation and engagement are included in the Implement phase, once the change process has further evolved.

MAP™
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PREPARE

Page 21 Force Field Analysis This resource is based on Kurt Lewin’s Force Field Analysis model
Tool in which he encourages change practitioners to identify the
forces that are in favour of your change, as well as the forces that
may limit or slow down your change success. This technique is a
helpful exercise to do as a team, helping to unlock immediate
insights in terms of actions to be taken to capitalize on positive
forces for change, and to address the negative forces limiting
your progress.

Page 22 Change Readiness This tool helps gauge the level of change readiness as it relates to
Assessment leaders, people, systems and culture, presenting a clear picture
of the level of resources and change support required for the
successful execution of your change. Depending on the scope of
your project, it may be helpful to undertake this assessment by
department or group.

Page 24 Impact Map This important tool provides a visual snapshot of the relative
impact of your change on different parts of the organization. It
will help guide your implementation activities (particularly in
terms of communications, engagement and training) toward
customized approaches that fit the needs of the various groups
involved in your change.

MAP" 17



Building a Consultation Plan Worksheet O\ o

The key to successful change is sustained, visible and meaningful consultation and engagement. The goal
is that you want employees and stakeholders to be producers, not just passive consumers of change.

To establish the change project’s credibility and legitimacy, it’s important to start as you mean to go on
in focusing on consultation.

Key Informants

Thinking about your change project, who are the key informants who should be consulted to provide
input?

Consider two key objectives for the consultative process:

1. Gaining insights to help inform the change
2. Helping to contribute to internal alignment and engagement for the change

DEPARTMENT/PROGRAM INDIVIDUALS TO BE CONSULTED TYPE OF INPUT REQUESTED
What departments/programs of the Who are the right individuals to be What kind of input would be of most value
organization should be consulted? consulted within those from these key informants?
Think about structure. departments/programs?
E.g. IT Department E.g. The Director E.g. Background information on the last IT
transformation to identify lessons
learned/best practices

INTERNAL




Building a Consultation Plan Worksheet

PARTNERS/STAKEHOLDERS INDIVIDUALS TO BE CONSULTED TYPE OF INPUT REQUESTED

EXTERNAL

Consultation Methods:
Consider various forms of consultations:

Individual key informant interviews: This one-on-one approach is best suited for senior executives or
functional experts. It allows for more in-depth input in a shorter period of time.

Workshop consultation: Workshops are very helpful in creating shared meaning and exposing differences
in interpertation or priority. You may wish to combine individual interviews with a workshop.

Online/Email survey: In some cases, it’s impractical to consult a broad group efficiently through interviews
or workshops. Online/email surveys can complement your consultation design. They provide access to input
from a large community quickly; however, that ease of access comes at the expense of depth of input and an
experience of true consultation and exchange.

MAP™ 19



Top 10 Questions to Guide Change O\

Why are we changing?

What does success look like?

What is the importance of the change?

What is the essential intent of the change? What does it mean?

What is the risk or cost of not changing?

Who is the change sponsor?

Who is affected by the change?

What structures, processes, technologies are impacted?

What are employees gaining? What are they losing?

What support is needed (for sponsors, leaders, agents, employees)?

RESULTS
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Force Field Analysis Tool O -

1. Write your desired change in the centre box of the chart

2. ldentify key internal or external forces FOR change on the left hand column

3. Identify key internal or external forces AGAINST the change in the right hand column

4. Assign a score of 1 to 5 for each identified force, where 1 is low impact and 5 is the highest impact
5. Add up the scores for each column at the bottom of the chart

Forces FOR Change Score Desired Change Forces AGAINST Score
Change

E.g. Our lease is up, so 5 E.g. Many employees are 5
employees will understand the sentimentally attached to our
need for change current building, which is part

of our culture

e.g. Office relocation

TOTAL TOTAL

RESULTS 21



Change Readiness Assessment

Do you have a clearly identified sponsor for the change (e.g. An individual or group that provides
strategic leadership and who can legitimize the change through communication and consequence
I8 management)?

Absolutely

Yes

Uncertain

No

Definitely Not

1

2

3

4

5

Is there a change leadership group identified, such as a Steering Committee or Working Group with

representation across the affected parts of the organization?

2
Absolutely Yes Uncertain No Definitely Not
L 1 2 3 4 5
Is the “why” behind the change articulated in a clear, crisp message?
3
Absolutely Yes Uncertain No Definitely Not
L 1 2 3 4 5
Is the intent behind the change clearly articulated (e.g. Is the underlying meaning and impact of the
change clear)?
4 g )
Absolutely Yes Uncertain No Definitely Not
L 1 2 3 4 5
Do the change leaders have solidarity of intent for the change (e.g. Are they all on the same page)?
5
Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
MAP™ 22




Change Readiness Assessment

People

Does the team affected by the change have the necessary capacity for change (e.g. Does the team
have the time, budget and resources necessary to assimilate the change while also maintaining

business as usual requirements)?

Absolutely

Yes Uncertain No

Definitely Not

1

2 3 4

5

Does the team affected by the change have the necessary capability for change (e.g. Does the team
have the skills, knowledge, and mindset required)?

7
Absolutely Yes Uncertain No Definitely Not
L 1 2 3 4 5
Systems
Does the change initiative have the required support systems or processes to effectively execute (e.g.
g Work flow, approvals or technology support needed for change execution)?
Absolutely Yes Uncertain No Definitely Not
_ 1 2 3 4 5
Culture

Is the culture of your organization aligned with the change (e.g. Is the change consistent with

established cultural norms and beliefs)?

Absolutely

Yes Uncertain No

Definitely Not

1

2 3 4

5

Scoring Your Results (Add up your points per category)

Leaders

5 = low risk

Systems
1 = low risk

Employees
2 = low risk

Culture
1 = low risk

25 = high risk

10 = high risk 5 = high risk

5 = high risk

SUMMARY: 9 = low risk; 27 = medium risk; 45 = high risk

MAP™
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Impact Map

This tool will help you visually plan out the impact of your change for the various groups affected by it.

Using the input from the research, consultations and Change Readiness Assessment, assess the level of
impact for each group affected by the change using the following visual scale:

Low Level of Impact

Medium Level of Impact

High Level of Impact

No Impact

Group A Group B

E.g. Finance E.g. Human Resources

Group C Group D
E.g. Policy Department E.g. Communications

Process
E.g. tasks, workflow

Technology

E.g. new tools

Structure

E.g. changes in reporting or
roles

Culture

E.g. the way in which they
work

Use the findings from this Impact Map to help guide your change activities.

Applications include:

e Aninput for project or executive meetings, as a means of gaining shared understanding of the
change and its effect across the organization

¢ Insight to help make decisions related to prioritization of change support required for various
stakeholders

e Input into developing change communications messages and tactics
e Information that can be used to plan training activities

e A monitoring tool that can be updated and modified throughout the lifecycle of the change

MAP™ 24
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The strategic planning phase

Toolkit Resources: PLAN

Page 27 | Strategic Framework This is a simple but essential tool designed to get leaders on the same
for Change page in defining the change by identifying key strategic components.
The Framework is best used by a group, such as a leadership team or
Steering Committee. It will help define the “North Star” for the
change, and contribute to framing up the scope and scale of the

initiative.
Page 28 | Making Change Scenes | This tool can be used by change teams to start getting more precise
Tool and concrete about an initiative. Building on the Strategic Framework

for Change, this resource guides the process of defining very specific
scenes or “vignettes” of what the change would look like once fully
implemented. The team can then work on reverse engineering plans
in order to achieve this clear, detailed image of the desired outcome.
Page 29 | Governance Worksheet | This worksheet is designed to help change agents lay out the
governance structure for the transformation project. It can be used to
validate that the change initiative has the necessary sponsorship,
authority and legitimacy to succeed.

Page 30 | Change Sponsor This tool builds on the Governance Worksheet and focuses
Commitment specifically on the critical role of the change sponsor. The worksheet
Worksheet identifies the necessary components for change sponsorship which

can then be used to conduct a gap analysis.

MAP™ 25




Toolkit Resources: PLAN

Page 32 | Change Agent Contract | This tool provides a framework for clarifying roles and expectations in

Worksheet change. Given the often ambiguous nature of change, this is a critical
step to ensuring that each contributor is set up for success.
Page 34 | Risk Assessment Tool This is an instrument to assess the level of project risk as it relates to

leaders, people, systems and culture. The tool will give you a risk
profile by category as well as an overall score, helping you to consider
the risk factor of change overload, which occurs when an organization
is trying to assimilate too much change at once. It also includes a
visual aid to illustrate the degree of risk facing the change project.
Page 37 | Resource Allocation This tool will help a change agent or team plan out the required
Assessment resources for change success, specifically in the categories of staff,
attention, budget and time.

MAP™ 26



Strategic Framework for Change Oo—

Intent of the Change
The essential expectations and purpose of the change

E.g. To position our department to deliver maximum value to the organization and improve client satisfaction

Case For Change Realization Statement
The “why” behind the change based on its benefits The full desired outcome of the change
E.g. Our costs are rising beyond our revenue, our client E.g. We will be recognized as leaders in our space, have a
satisfaction rates are consistently dropping high performing, engaged team and consistently high client

satisfaction scores

Scope
The parts of the organization that are affected by the change

E.g. The transformation affects all aspects of our organization

Principles for Guiding the Change

E.g.

e Focus on finding cost efficiencies in operations on a priority basis, with elimination of roles as a last resort only

e Build on industry best practices rather than reinventing the wheel

e Emphasize employee and client engagement as part of our transformation to build a sense of active participation and co-
creation

RESULTS 27




Making Change Scenes Tool O

Looking ahead at your future state, picture a specific scene that you might observe. Describe this scene
or vignette, highlighting how it’s different than your current state.

E.g. We are now working in our new organizational structure and participating in our Employee Town Hall. Our employees are feeling
excited and proud because the quality of our service has improved, our processes are more efficient and employees feel valued and
engaged.

Tell the story of your scene through the following dimensions:

1

Who are the players in your
scene?

E.g. All employees

How are the players
interacting?

E.g. Employees are collaborating, enthusiastically suggesting improvement ideas, and
sharing a few laughs

What is the process?

E.g. The Town Hall is now a standard part of our operations and is scheduled well in
advance as a priority item. Employees all attend because they want to, and it’s an
expected norm of our culture.

What is the outcome?

E.g. Employees feel equipped with the information and context they need to perform.
They come away from the Town Hall inspired and having learned something new.

What is the energy or feeling of
the scene?

E.g. There is a buzz in the room. Employees are having fun and feel energized.

Why does this scene matter to your organization and its clients/stakeholders/partners?

E.g. The Town Hall is important because it’s symbolic of the culture of communication and collaboration we’re trying to instill

RESULTS
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Governance Worksheet Oo— °

Effective change execution requires strong, visible and sustained governance.

The governance model should provide:

Senior leadership

Authority (including decision-making, resource allocation, enablement)
Legitimacy

Integration

Communication

Consequence management

D NI NI NI NI N

Governance is the foundation of the change initiative — if it is weak, or becomes shaky over time, the
project will crumble. Sustained attention to strong governance is the most important function to
maximizing the opportunity for benefit realization and mitigating risk.

Plan out the key roles in your governance structure:

Sponsor
A senior leader (e.g. the CEO) who has the authority and legitimacy to drive the change. While the sponsorship can be shared
between co-leads or a small team, it is generally most effective when executed by an individual leader.

Collaborator Role

Steering Committee or Working Group
A cross-functional team that will provide overall stewardship to the change and support the sponsor. This group should be as small
as possible (e.g. under 10 people).

e Decision-making

e Advice

e Integration

Role model desired behaviours

Help build shared meaning
Contribute to communication and engagement

Change Agents

These are individuals who are designated to advance the change, usually through influence, rather than through authority.

e Functional support

e Advice

e Relationship management

e Integration

Role model desired behaviours

Help build shared meaning
Contribute to communication and engagement

Partners

These are business partners who support the change through functional contributions, systems or expertise (E.g. Human Resources,
Communications, Legal etc.).

Facilitate the change

Enable the change by removing barriers

Role model desired behaviours

Help build shared meaning

Contribute to communication and engagement

RESULTS 29




Change Sponsor Commitment Worksheet

O—_

Change sponsorship is a demanding task for a leader. It’s also the most critical role in the governance for
a change initiative. Consider this — Prosci’s Best Practices in Change Management 2014 Edition
benchmarking study consistently identifies that a lack of effective change sponsorship is the primary

obstacle to transformation success.

Sponsor Commitments

Actions to Support

Who Can Help?

Making the change a top priority and
protecting capacity (for the sponsor
and also for the organization)

Commitments
E.g. Book transformation meetings in
the calendar and protect that time

E.g.

The executive assistant

focused on the outcome of the
change and its intended benefits

them to the vision for realization

Clea rIy articulating the ”why” behind | £.g. Working on the Strategic E.g. The communications advisor
the change and the intent of the Framework for Change and

s communicating it to staff

initiative

Cultivating a realization mindset E.g. Assess all current activities and link | E.g. The senior leadership team

Building a robust governance model

E.g. Identify key players, define
accountabilities and communicate
clearly

E.g.

The change management lead

Investing the effort and time
required to communicate about the
change on a consistent basis

E.g. Plan a monthly update and
quarterly all staff meetings

E.g.

The executive assistant

Role modelling desired behaviours
and mindsets

E.g. Demonstrate the desired culture in
meetings

E.g.

The senior leadership team

Having the courage to make difficult
and timely decisions

E.g. Integrate the change in key
decisions related to budget and HR

E.g.

The senior leadership team

RESULTS
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Change Sponsor Commitment Worksheet OL.

Sponsor Commitments

Actions to Support Who Can Help?
Commitments

Managing consequences, including
holding peers and employees
accountable

E.g. Call out behaviours that are outside | E.g. The senior leadership team
the change direction

Demonstrating the discipline to
execute and remain resolutely

E.g. Schedule dedicated time for change | E.g. The executive assistant
leadership meetings throughout the

. . ear

focused over a long period of time /
Enabling the change by removing E.g. Ask leaders and managers how | E.g. The senior leadership team,
obstacles can help them make the change manager forum

successful
Providing encouragement and E.g. Make a habit each week of E.g. The executive assistant
celebrating success personally thanking and congratulating

employees

RESULTS

e

“Only the change sponsor can create
the conditions necessary for change
success.”

— Daryl Conner
Managing at the Speed of Change
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Change Agent Contract Worksheet

As a change agent, you play a vital role in contributing to effective

Given that working with change is high in both opportunity and risk,

it’s important to be very precise in defining and executing your role. “The change agent is the roadie,
not the rock star”

Setting You Up for Success _ Jennifer Erahm

One of the most constructive and positive steps you can take as a Conversations of Change
change agent is to set up a deliberate “contract” or set of
expectations for your role. This is not only helpful to your change sponsor and leaders, but it’s also a
powerful technique to position yourself for success.

Use this contract template to guide a conversation with your change sponsor or leaders and clarify
expectations for your role.

Change Agent Contract

Relationships
Who is the change sponsor that | will E.g. The CEO
be supporting?

How can we best collaborate? E.g. Through one-on-one meetings held each week on a priority basis

How will we manage access to E.g. Establish an agreement that | will need access to confidential information in

information/decisions? order to plan the change

How will we track our progress? What E.g. Use the Evaluation Framework’s main key performance indicators to track

data or information will be used? progress monthly and report to our Transformation Team

Who can support my role as change E.g. My Director can help protect my time to dedicate to the change initiative
agent?
How should I raise concerns or risks? E.g. At the weekly one-on-one meeting with CEO
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Change Agent Contract Worksheet

Change Agent Contract

Responsibilities
What are my responsibilities for E.g. Developing and implementing the Change Management Plan

supporting the change?

What is my decision-making authority? | £.g. Empowered to make decisions on spending within the established budget,
making recommendations to the CEO on strategic direction, authorized to make
day-to-day tactical decisions

What am | accountable to deliver? E.g. The Change Management Plan, the deliverables identified in the Plan,
monthly project updates

How should | balance my change role E.g. Fully dedicated to the change project for the next 12 months
with my business as usual functions?

Protecting Yourself from Risk

In order to mitigate against the risks inherent in transformation, follow these 3 Golden Rules for Change
Agents:

You cannot work harder or care more than the change sponsor. Only the
change sponsor can create the conditions for change success because it requires authority and
legitimacy. That role cannot be delegated to a change agent, however enthusiastic or capable
that person may be. Be alert to this dynamic and ensure that you are set up for success. Your
role is in service to the change sponsor. Your function is to support the sponsor, not to replace
that role or compensate for gaps in leadership.

Do not take bad business. Bad business occurs when sponsors do not effectively follow-
through on the requirements to provide leadership and address the political, logistical or
resource challenges facing the initiative. This leaves change agents vulnerable to a mission
impossible situation, as change failure is certain. In such a situation, you must raise concerns
about sponsorship and renegotiate the parameters of your expected role.

Manage your energy, not just your time. Working on change is particularly
demanding and exhausting. You are very much building the plane while flying it. Consider
strategies for how you can manage your energy — seeking opportunities that fill you with
positive vibes, and mitigating against situations that are draining.
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Leaders

Have leaders clearly articulated the vision for the change, and why it’s important?

Risk Assessment Tool

Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
Do the leaders of the change have credibility among the staff?
Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
Are the leaders of the change trusted by the staff?
Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
Are the leaders of the change aligned and on the same page?
Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5

Are the leaders of the change making the initiative a priority (e.g. in decisions they make about the

investment of their time)?

Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
Is the solution proposed by the change relevant and useful to employees?
Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
Is there a clear benefit of the change for our partners and stakeholders?
Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
Do employees have the necessary time and attention to focus on the change?
Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5
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Risk Assessment Tool

Systems

Does the team affected by the change have the required systems or processes to effectively execute
the change?

Absolutely Yes Uncertain No Definitely Not
1 3 5

Culture

Does the organization have a history of effectively implementing change?

Absolutely Yes Uncertain No Definitely Not
1 2 3 4 5

Scoring Your Results (Add up your points per category)

Leaders Employees Systems Culture

5 = low risk 3 = low risk 1 = low risk 1 = low risk
25 = high risk 15 = high risk 5 = high risk 5 = high risk

SUMMARY: 10 = low risk; 30 = medium risk; 50 = high risk
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CHANGE READINESS

Risk Assessment Tool

Risk Profile Mapping

Referencing your Change Readiness Assessment, plot your change on the axes of change readiness and
level of disruption.

This will give you an overall sense of the degree of risk of your initiative, which is a critical insight in
making decisions regarding the relative level of investment in change support that will be required.

Ch
'ange Medium risk High risk
resistant
Change
ready Low risk Medium risk
Small, incremental Large, disruptive

LEVEL OF DISRUPTION
- Adapted from Prosci Inc.
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Resource Allocation Assessment

One of the most important steps in planning for successful change execution is resource allocation. This
requires careful thought to both the existing and expected resources required for the change to be
effectively implemented.

Assessing Capacity & Capability

Using the visual scale below, assess the status of resources. Consider resources that entail capacity
requirements (e.g. time, attention/focus or budget) as well as those that reflect capability requirements
(e.g. skills, abilities or mindset/attitude).

Requirement is met

Requirement needs improvement

Requirement does not exist

Capacity Capability
Requirements Requirements
Time Knowledge
E.g. of sponsor, leaders, change agents, staff etc. E.g. of sponsor, leaders, change agents, staff etc. of

why we should change, what it means and how we
need to execute it

Attention/focus Abilities

E.g. of sponsor, leaders, change agents, staff etc. E.g. sponsor, leaders, change agents, staff etc. have
the skills/behaviours required

Budget Mindset/attitude

E.g. financial resources E.g. of sponsor, leaders, change agents, staff etc.

Resource Alternatives

If the capacity and capability resources currently available are inadequate, consider alternatives and
options:

Capacity Capability

e Renegotiating priorities e Training

e Expanding project team e Coaching

e Business case for additional funding e Hiring new staff (including term roles)
e Securing partners in the project e OQutsourcing

A WARNING:

If you conclude that the organization does not have the required resources to ensure a successful
change, you must examine the change project very carefully. The most strategic and responsible choice
you may make given the high cost and risk of failed change may be to cancel, defer or downgrade the
initiative.
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The execution phase, with a strong focus on communications and engagement

*Refer to your Change Readiness Assessment and Impact Map to help guide your implementation decisions.

Toolkit Resources: IMPLEMENT

Page 40 | Primer on Change This resource provides guidance and essential tips on techniques for
Communications communicating in a time of change. Use the primer to help outline
your communications approach, particularly in terms of the key
elements of messaging and tactics.
Page 44 | Outside-in This simple tool is designed to help you shape your communications
Communications from the perspective of your audiences. The idea is to improve the
Planning Tool resonance and relatability of your message by crafting it from the
perspective of your key audience.
Page 45 | Audience Profiling Grid | This worksheet is designed to help you understand your various
Worksheet audience groups to inform your communications messages and
tactics. It will support you in following the principle that you should
“go where your audiences are”.
Page 46 | Change Messaging This tool provides you with a framework to plan your change
Worksheet messaging in a way that includes both emotional and intellectual
content, expressed through words and visuals.
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 Toolkit Resources: IMPLEMENT

Page 47

Message Architecture
Worksheet

This worksheet provides a condensed strategic communications
planning framework focused on message development. It will help
connect the dots between your objectives, your audience profile and
your message. It also presents a model for creating messages in a
structured, hierarchical fashion — focusing first on a value proposition
statement (e.g. a message of benefits, not features), supported by
specific messages by theme or audience.

Page 49

Change Engagement
Worksheet

This tool is focused on mapping out engagement opportunities for
your change. Communication and engagement are closely linked
because the whole change communications approach is focused on
involvement and participation.

Page 51

Enablement Worksheet

This worksheet can be used to guide the activities that will be
necessary for effective change execution. Depending on the nature of
the change, this may include making modifications to the
organizational structure, establishing new processes, introducing
technology or tools and updating performance management systems
to align with the intended end state of the change.

Page 52

Training Planning Tool

This tool will help you plan the training and capability building
activities required to support the implementation of your change. The
intent is to plan training in a comprehensive fashion, considering
opportunities such as coaching, peer support and on-the-job learning.
The timing of the training planning is important and intentional — it
should take place after a basic level of communications activity, to
ensure that the change is well understood. Additionally, training takes
place after any organizational changes are implemented so that
employees are learning about the content from the perspective of
their new or modified role.

Page 54

Sustainment
Worksheet

This tool provides a framework for identifying practical strategies for
ensuring that your change is implemented in a sustainable way. The
focus is on taking deliberate steps to avoid slipping back to business
as usual when changes have not taken root within the organization.

Page 55

Working with
Resistance Worksheet

This tool can help you prepare for the natural forms of resistance you
are likely to face with your change initiative. Keep in mind that the
idea is to use resistance as a form of energy to help advance your
change. The goal is not to crush resistance, but rather to draw it up to
the surface so it can be addressed and moved toward your
transformation’s objectives. It is much more productive to deal
openly and transparently with resistance than run the risk waging a
losing underground battle.
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The truth is, nothing can change without communications.

As change becomes business as usual within the organization, a deliberate focus on change communications
is critical. Ultimately, managing change is about managing perception —and change communications is the
essential fuel to effectively making that happen.

The discipline of change communication differs significantly from other forms, and as such requires a
particular set of core principles and best practices.

Core Principles

The first casualty of change is
communication. Keep in mind that in the absence of information, employees will fill the void — this will put
the change initiative in a deficit situation in terms of communication, as you will first be forced to dig out of
a hole of mis-information, and then establish messaging. As a rule of thumb, a one week delay in
communication during a time of change will cost an organization a month’s worth of weak employee
engagement.

A unique characteristic of change
communication is that it must reach employees at both an emotional and an intellectual level — it is at this
intersection between emotion and intellect, when truly effective change communications happens.
Consider opportunities to shape the experience of the change, ensuring that the form and content of
communication appeals positively on an emotional plane. It’s vital to understand the key drivers of
employees’ intrinsic motivation and shape communication messages and activities to appeal on that level.
Consider getting employees involved in shaping the communications approach and messaging. For
example, you could host a focus group to get a cross-section of employees to provide feedback on your
change messaging. In this way, you not only validate your approach, but avoid the risk of communicating
messages that don’t resonate with your audience.

Change communication must go
beyond mere information and words — employees can be reached more powerfully through visual symbols,
and by watching behaviours around them. Consider change communication activities that go beyond words
and that appeal at the emotional, experiential level through symbols (think: infographics, visual cues,
posters) and behaviours (think: making executives accessible, modelling desired actions, breaking down
silos between departments).

The organizational change process happens
through conversations, most of which take place informally. A change communications initiative should
focus on maximizing opportunities for conversations, ensuring there are multiple onramps to engage in
dialogue and create shared meaning. These can include both structured meetings (e.g. dialogue sessions,
coffee talks) and more spontaneous exchanges that happen day-to-day, particularly between managers and
their staff.
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Through a tumultuous period of transformation,
communication should be established as the drumbeat of change — a regular, predictable and reassuring
cadence of connection for employees. It's important for the communications to keep the pace of
change, speeding up or slowing down according to the phases of transformation.

A successful change initiative requires the careful consideration of
trust as an essential asset and as a necessary pre-cursor to effective communication. Change leaders and
agents must ensure that they nurture trust through authentic, honest and transparent communication.
Should gaps in trust emerge as a result of mis-information, immediate corrective steps must be taken —
which may mean accepting the vulnerability of acknowledging an error and committing to restoring
confidence.

Best Practices

G Start with the why.

The biggest pitfall in change communication is a failure to establish the “why” behind the
change. As the embodiment of the change’s “felt need”, it is the essential first step in any change
initiative. According to the international benchmarking study Best Practices in Change Management —
Prosci 2014 Edition, the number one cause of resistance is a lack of understanding of the “why”. This is a
critical foundation, particularly to build the resiliency required for employees to withstand the inevitable
bumps along the road that come with change.

If an organization has a weak sense of the “why” behind a change, or if there is a lack of a common
understanding of this critical element, the likelihood of a change initiative being successful is severely
compromised. Organizations then find themselves mired in a perpetual game of “catch up”, where the
pain of not understanding the “why” of the change becomes more acute over time, as the project shifts
into the “what” and “how”.

a Simplify.

Change communication must be relentless in its efforts to wrestle complex, often nebulous
information to the ground and create simple messages. Complexity is the enemy of change
communication and engagement —and it is a very common problem, particularly with large-scale
transformation.

A simple message about why we are changing and what it means is the essential foundation for a
successful change initiative. Wherever possible, focus on a visual approach to communication — for
example, consider an infographic or video presenting the “before” and “after” of the change, or a visual
timeline of the project’s key milestones.
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Primer on Change Communications

To be truly effective, change communication must go beyond the basics of information

dissemination and focus on the more creative exercise of building shared meaning among
employees. Because change is felt at an individual level, this will require providing multiple
opportunities for dialogue and engagement. The focus is on helping employees understand the change,
what it means to the organization, what it means to the individual and of equal importance, helping
them to understand what things are not changing. These opportunities for engagement and
conversation could include the following techniques:

e Focus on creating shared meaning.

+» Coffee chats < Assemblies
+» Dialogue sessions +» Capacity building
+» Communities of practice +* Road show

*
>

7

*
o,

A

Change sponsor sessions (e.g. CEO Breakfasts or
Ask Me Anything)
“» Meeting in a box (for cascades)

° Provide line of sight.

The change communication system should be designed to provide employees with a direct line
of sight to the change — why it’s happening, what it means, and most importantly, how it will affect
them. The manager community is vital in this approach and should play a priority role in the system,
translating the strategic vision of the change into reality, role modelling desired behaviours, showcasing
success and managing consequences.

Yammer, LinkedIn, Facebook
Myth busters sessions
Video/webinar

X3

A

7
0'0

Ensure that managers are equipped with clear messages and with the required training to be positioned
as effective change agents in their critical role of “connecting the dots” for employees and bringing the
line of sight to life.

e Favour authenticity and transparency.

Executives often fall into the trap of becoming “cheerleaders” for change. This is dangerous,
because change sponsors who appear to be blindly selling a transformation often have a polarizing
effect on employees — resistant staff become even more entrenched in their resistance as a negative
reaction to being “sold”.

Successful change leadership must be based on a very authentic approach to messages — leaders will
cultivate trust to the extent that they are honest and realistic about some of the downsides of change.

Employees have increasing expectations for transparency in a time of change — change agents and
leaders should commit to communicating as much as they can, as soon as they can.
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Primer on Change Communications

e If you can’t give content, give context.

Context is king when it comes to change communications. The key to helping employees
develop shared meaning about a change is to focus on establishing context. This is a very useful
communication approach as it helps employees shape a more nuanced understanding of a change and
how it relates to their own experience —it’s not just about information dissemination, but about sense-
making.

Focusing on context when communicating during the often stressful periods of transformation, is even
more important when specific information about roles, restructuring or relocation may not be available.
This context may include explaining the business, competitive or regulatory drivers behind a specific
organizational change.

Q Leverage social capital.

Humans are social beings and are profoundly influenced by the social cues around them — things
like which kinds of behaviours are celebrated, what type of language has currency, and which actions
can lead to rejection. Make sure that your communications model effectively taps into your
organization’s social capital — those naturally occurring, socially contagious systems and relationships
that make ideas and behaviours spread. Tapping into social capital is the most effective way of ensuring
that your change takes root and thrives in the long term. Consider ways that you can create “social
proof” —that is, establish ways for teams to demonstrate that the change is working for them, and can
also have success among peer groups.

Measure, learn, refine.

A hallmark to successful change communication is the ability to quickly access real-time
information on how communication is being received during a transformation process. This is critical in
order to understand what messages and tactics are effective, what sources of information are trusted,
and the nature and scale of employee concerns.

A commitment to evaluation is particularly important because a changing organization is a learning
organization — public signals of working toward continuous improvement through measurement can
help reinforce a shift in culture.

Consider quarterly “Pulse Check” online surveys of employees in order to gain information on the
change communication activity, and enable course corrections as needed.
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Outside-In Communications Planning Tool O\

Your Change Objective:

E.g. Implementing a new e-procurement platform in order to improve efficiency, compliance and accountability

The Need For Communications:

E.g. Employees need to be aware of the initiative in order to prepare for training, support the transition to the e-procurement platform,
and ensure that they understand that the system is part of shifting our operations and culture to emphasize efficiency, compliance and

accountability

Audience Analysis:

Audience

Who do you need to
reach?

Relevance

What is particularly
meaningful to the
audience?

Results

What do you want the
audience to do as a
result of receiving this
information?

Message

What do you want to
convey? Consider the
intellectual and
emotional dimension.

Vehicle

What’s the best way to
share your message?
Favour face-to-face and
opportunities for
dialogue where possible.

E.g. Procurement staff

E.g. The change is
happening in their
sector so they are most
directly affected and will
be concerned about
impact on their jobs

E.g. Be enthusiastic
about the change, help
contribute subject
matter expertise to the
deployment, champion
effective use

E.g. The e-procurement
system will liberate
procurement staff from
routine, repetitive work
so that the team can
contribute at a more
strategic, value-added
level

E.g. Bi-weekly staff
meetings

RESULTS
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Audience Profiling Grid Worksheet Oo— °

Key JiXOTo [TV [ - E.q. Procurement Staff

Why is this audience important to your communications requirement?

E.g. These are the employees whose function is most directly affected by the change

What is most relevant to this audience?

E.g. Job security, relationships with colleagues, career progression opportunities

What are the audience’s key sources of information?

E.g. Bi-weekly staff meetings, emails

What do we know from past experience is successful in reaching this audience?

E.g. Last year’s database initiative was very well received by this team because they had been invited to participate early and provide input
into the system. They felt part of the initiative and felt their needs were heard and acted upon.
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Change Messaging Worksheet Oo—

Change Description:

E.g. We are implementing an e-procurement system to help improve efficiency, compliance and accountability

Jot down ideas, narratives or keywords.

STO RY E.g. We all know that procurement is a headache LOG | C E.g. Procurement activities currently consume

and takes too much time and effort. The e-procurement 10% of our staff time. Purchasing even routine products takes
system is going to make our lives easier and let us focus on us 8 hours of staff time per procurement request. The new
the work that matters for the organization. system will reduce this burden by half.

VISUAL E.g. Use fresh,

accessible and lively visuals to
enhance appeal and relatability
of the tool

EMOTION &,.

Reassuring, exciting,
empowering

&
L

- Adapted from Prosci Inc.
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Message Architecture Worksheet

COMMUNICATIONS OBJECTIVES

What do you want to impart to your audiences? What is the essential information/content/emotion/tone?
E.g. Build awareness, understanding and enthusiasm for the e-procurement system, and the benefits it will offer the organization

AUDIENCES RELEVANCE/RESONANCE

Who are the key audiences for the message? What is of particular relevance/resonance for these
audiences? What matters to them?
E.g. Senior Leadership Team E.g. Clarify expectations and impact of initiative

MESSAGE FOUNDATIONS
Are there existing sources of effective messaging that can be used to build the message architecture, to ensure

that material is consistent and sound?
Existing Sources of Messaging \ How can this source be used to build the message architecture?

E.g. Business Case for E-Procurement E.g. The introduction explains the gaps and risks in our current system and positions the e-
procurement system
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Message Architecture Worksheet

BUILDING A MESSAGE ARCHITECTURE

Value Proposition Statement

E.g. Procurement Staff

This system will limit the routine, repetitive
work of procurement, liberating our team
for value-added activities

E.g. IT Staff

You have a vital role to play in supporting
the initiative, which is our top development
priority of the year

E.g. E-procurement will save us time and money so that we can focus on the core work of the organization

_Supporting Messages by Audience or theme

E.g. Senior Leadership

Your support for the initiative as an early
adopter will be critical to its success

CHECKLIST
Is the Messaging...

Clear

Is it simple to understand?
Compelling

Coherent

Is it interesting and relevant?

Do all the messages make sense and communicate effectively both alone and as a set?
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Change Engagement Worksheet

The key to effective change execution is to invite employees and stakeholders to be producers, not just
consumers of change.

Planning Change Engagement

Type of Examples Engagement Examples
Engagement That Apply to Your Change

() I{0]i=NaloJs LI * Bi-lateral meetings

¢ Consultation sessions

¢ Online tools such as deliberative dialogue

e Charettes (e.g. set up stations for different
aspects of a change and have participants
circulate between them)

e Other

Conversations ¢ Informal drop-ins or coffee chats with the
change sponsor

¢ Round table sessions

e Participation in branch/sector meetings

e Town Halls

e Other

Co-creation ¢ Design thinking workshop

e “Lab” sessions designed to create new
models or approaches

e Use the Making Change Scenes tool on page
28 to guide the development of specific
vignettes of the desired end state

e Other

Community ¢ Establishing a community of practice

e Creating a network of champions

e Leveraging existing communities within the
organization (e.g. Social Committees,
Managers Community, etc.)

e Other

Mapping Areas of Focus

A common challenge is having limited resources and time for

engagement and communication activities — that’s why being “The sinkhole of change is
deliberate about areas of focus is essential. In order to protect communications and motivation. It’s
you from the risk of addressing only the urgent, and not the where change projects go to die.”
important, use the framework on the following page to map your — Nancy Rothbard
areas of focus in communications and change. Wharton School of Business

Keep in mind that one of the biggest barriers to change execution success is the “Frozen Middle” — that
is, the pattern of having change get stuck at the supervisor/middle manager level. Be sure to make this
group a priority in your change engagement model.
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Change Engagement Worksheet

Employee/stakeholder group Level of priority (1, 2, 3)
Managers/supervisors

Employees directly affected by the change

Leaders

Partners

Other

Checklist for Engagement

] Keep in mind that you can have your change fast, or you can have it with engagement. Pick
one of the two — this is a binary proposition. Speed will give you results, but will cost you
commitment. Engagement will buy you commitment, but it will cost you time.

] Ensure that the engagement is authentic. Don’t ask for feedback or input on matters over
which the participant has no real way to influence the outcome.

] Be sure that “form follows function” when it comes to engagement. If you are trying to foster
dialogue, your activities (e.g. dialogue sessions, coffee chats) have to be designed to facilitate
that goal.

E] Align your engagement activities to your communications. Validate consistency in messaging
and approach.

] Take the time to let participants in your engagement know how their input has been used.
Keep the engagement-communications loop dynamic, following the cadence of the change.

You cannot change a person’s mind.
You can only create the conditions
for them to change their own mind.
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Enablement Worksheet O—

A critical success factor for change is enablement — that is,
working on creating the conditions in the organization that —
facilitate change implementation and that remove obstacles to

benefit realization.

Enablement is about setting up the organization for success in
executing the change. It requires attention to several levers
which can be “pulled” in order to shift toward conditions that

‘Whatever got you here may well
prevent you from getting there.”

— Marshall Goldsmith

are conducive to effective implementation of the change.

The Levers of Change

Consider how you can use Organizational Design, Process, Technology & Tools and Performance

Management to help advance your change.

Organizational Design

Processes

(Structure, reporting relationships, points of integration) (Work flow, approvals, procedures)

purchases over $100,000

Technology & Tools

(Software, systems, workplace tools)

RESULTS

I E.g. Establish double approval process for
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Training Planning Tool

Most changes require training support to ensure effective

implementation. A focused approach to training and development is —
a key component of supporting people through change. “Adults are more likely to act their
Consider a comprehensive approach to training in order to provide a way into a new way of thinking than
deeper learning experience which can be important in mitigating to think their way into a new way of
against risks. acting.”

— Richard Pascale
Surfing the Edge of Chaos

Training Methods

Examples Application to Your Change

Classroom e Training sessions on the change

Learning e Training sessions related to the context
of change — for example, how to thrive in
a time of change

e “Labs” (e.g. sessions to co-create new
models/approaches)

Online e Web-based training
Learning * Video modules used for training
e Gamification

Coaching e Drop-in times for employees to come for
advice or troubleshooting on their
change

e Managers trained to coach employees
through the change

e Designated coaches engaged to provide
support (e.g. technology coaches)

On-the-Job * Managers/supervisors providing
Learning constructive feedback on deliverables in
a way that connects to the change’s
intended result

e Peer learning
e Support from a community of practice
e Mentoring
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Checklist for Training

Ensure that the foundation of communications and organizational design are in place before
rolling out training.

In terms of the relative weighting of training methods, consider the 70-20-10 model of adult
learning which recommends a 70% focus on on-the-job training, 20% coaching and only 10%
in-classroom experience.

Consider the change roll-out to help provide reinforcement in the training experience. For
example, it's often best to first train managers so that they can support their employees in
implementing the change.

Plan training over an extended period of time. Learning design works best when employees
have a chance to “metabolize” their learning through regular, shorter bursts of training.

Be respectful in selecting the time for training. Employees often become resentful and resist
change when training is scheduled at a time that conflicts with major deliverables or holidays.

Resist the temptation to cut training budgets when the project nears its completion. This is a
serious area of risk exposure?.

2 Consider that a lack of appropriate training is cited as one of the top 3 factors which contributed to the Phoenix federal pay system disaster,
Canada’s most notorious example of change failure.
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Sustainment Worksheet

70% of change initiatives fail — that is, fall short of delivering the expected results.

One of the root causes of change failure is inadequate focus on sustainment. Because humans and
organizations are hard wired for homeostasis, there is a natural tendency to revert back to the old ways
of doing things. Successful change execution requires deliberate attention on actions that will help the
change take root in the organization in the long term.

Change Sustainment Levers

Example Application to Your Change

Success stories e Sharing “bright spots” of where the
change is working effectively in order to
encourage the idea to spread

¢ Video clips showcasing success

¢ Newsletter or intranet articles on
examples of effective change
implementation

e Awards/recognition

Meetings ¢ Update meeting agendas to routinely
include discussion of the change

¢ Plan special meetings to provide updates
on the change and solicit input

Onboarding ¢ Update onboarding training to include
information about the change

¢ Validate that onboarding resources or
reference manuals reflect the change

Integration into ¢ Update job descriptions and performance

performance agreements to include

management behaviours/mindsets related to the
change

¢ Include the change as an indicator in
performance reviews

¢ Modify the compensation plan to align
with the change, including performance
based pay

Social proof ¢ Pay attention to the naturally occurring
relationships and “ecosystems” in the
organization and identify strategies to
make your change idea spread. This might
include recruiting the active involvement
of influencers in visible change roles
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Working with Resistance Worksheet

O—

Resistance to change is a normal reaction. Your goal is not to eliminate or oppress resistance, but rather to use its
energy as a force to move toward your change. This is a subtle but significant shift in perspective — rather than fear
resistance, make friends with it. In this way, you are able to draw objections up to the surface in order to deal with
them and move toward engagement, rather than letting them fester and run the risk of waging an underground

battle.

PROBABILITY THAT
YOU’LL ENCOUNTER

VOICED RESISTANCE THIS FORM OF
RESISTANCE?

RESPONSE

{8 Why can’t things stay the way they v
are?

E.g. We are relying on legacy software that is past
its lifecycle and updates are no longer available.
This situation puts our business operations at risk.

P This is unfair

B This is not feasible

/88 There is nothing in this for me

B This isn’t a change for the good
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Working with Resistance Worksheet

PROBABILITY THAT
YOU’LL ENCOUNTER

VOICED RESISTANCE THIS FORM OF
RESISTANCE?

RESPONSE

M This is more work for nothing

YA | don’t believe in the basis for this
change

3 Nobody else is doing this

S | don’t have time for this

g0l | don’t know what’s going on

RESULTS

56



Working with Resistance Worksheet
Loss Analysis

When it comes down to it, it is less about resistance to the change that is happening, and more about resisting
the emotional sense of loss that the change is making people feel. With that in mind, it’s important to identify
what employees or clients/stakeholders may perceive as being lost as a result of your change in order to mitigate
those perceptions.

Perceived Loss? Mitigation Strategy

Status (Your relative importance to Others) Eg EmphaSiZe the vital role OfOUf Legal team and reinforfe all

. L . the aspects of operations that are remaining the same
E.g. The Legal team may feel that it’s losing its unique status p f op g

through the restructuring as they are now part of the broader
Corporate Services Unit

Certainty
(Being able to predict the future)

Autonomy
(Sense of control over events)

Relationships
(Sense of safety with others)

Fairness
(Perception of fair exchanges between people)

3 Based on David Rock’s SCARF model on social domains that drive human behaviour
https://conference.iste.org/uploads/ISTE2016/HANDOUTS/KEY 100525149/understandingtheSCARFmodel.pdf
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The evaluation phase, emphasizing mechanisms to track progress and inform continuous
improvement throughout the change planning cycle

Toolkit Resources: EVALUATE

Page 59 | Return on Investment | A model for determining the return on investment of the change. The
Assessment Tool concept is to first document the intended/target value of the full
benefit realization of the change (savings in cost, productivity, quality
etc.) and then identify any loss to that value.
Page 62 | Evaluation Framework | A tool to identify various types of indicators that can be used to gain a
Worksheet comprehensive snapshot of performance in change execution. The
worksheet focuses on identifying the top 1-3 indicators that will form
the “North Star” for the project, and then presents a framework for
identifying supporting indicators and associated measurement tools.
Page 65 | Checklist for This tool can serve as a prompt for key considerations when evaluating
Evaluating Change change.
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Return on Investment Assessment Tool

O—

Evaluating change effectiveness is an important part of performance, and of creating a culture driven
toward evidence-based continuous improvement.

A good place to start in evaluating the value of change is a Return on Investment (ROI) calculation. Start by
capturing the intended/target value of full benefit realization of your change. This will form the baseline for

your ROI calculation.

Intended Value of Your Change

Value Type

SAMPLE

Intended/Target Value of the Change

YOUR

Intended/Target Value of the Change

Description

Description

Cost Savings By moving to a customized digital | $100,000/year
platform, we intend to save the
annual costs of our existing
licences to a legacy system
Productivity By adopting an e-procurement 50% of 4 staff (at
Savings solution, we expect to cut staff S50K salary each) =
time spent on purchasing by half $100,000/year
Quality Our new Rapid Response Team 20% reduction in
Improvements structure is expected to reduce error rate
our error rate by 20%
Other
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Return on Investment Assessment Tool

O—

Having documented the existing intended/target value of your change based on full benefit realization, identify
any deficiencies or gaps (taking into consideration the factors of speed, utilization and proficiency, as well as

direct costs) in achieving that full value. Use these variables to calculate the net return on investment (ROI). A
sample calculation is presented below as reference.

Value Type

Description

SAMPLE CALCULATION

Intended/Target
Value of the
Change

Loss of Value
(deficiencies/gaps/direct
costs)

Net Return on Investment
((3{e])]

Cost Savings

By moving to a
customized digital
platform, we intend
to save the annual
costs of our existing
licences to a legacy
system

$100,000/year

520,000 in consulting fees

$100,000 in cost savings - $20,000 in
consulting fees = $80,000 in year 1

ROI over 3 years = $280,000¢ in Cost
Savings

Productivity
Savings®

By adopting an e-
procurement
solution, we expect
to cut staff time
spent on purchasing
by half

$100,000/year
(50% of 4 staff at
S50K salary each)

Speed Factor — project was
delayed by 6 months = 50%
(550,000) loss of savings

Utilization Factor — only 2 of our
4 employees are using the
system = 50% (525,000) loss of
remaining savings

Proficiency Factor — the 2
employees using the system are
only using the basic functions of
the new platform = 50%
(512,500) loss of remaining
savings

$100,000 in productivity savings -
550,000 (loss due to speed factor) -
$25,000 (loss due to utilization
factor) - 512,500 (loss due to
proficiency factor) = $12,500

ROl over 1 year = $12,500 in
Productivity Savings

Quality
Improvements

Our new Rapid
Response Team
structure is expected
to reduce our error
rate by 20%

20% reduction in
error rate

Complications in setting up the
Rapid Response Team meant
that our error rate was reduced
by only 10%

20% expected error rate reduction

- minus 10% (due to complications
with Rapid Response Team set up)

ROl over 1 year = 10% in Quality
Improvements

4You may also want to include factors such as the staff time invested in the change, and the opportunity cost of other valuable work that might
otherwise have been done.
5 Productivity ROl indicators adapted from Prosci Inc.
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Return on Investment Assessment Tool % ®

Value Type Description Intended/Target Loss of Value Net Return on Investment

Value of Your (deficiencies/gaps/direct (ROI)
Change costs)

Cost Savings

Productivity
Savings

Quality
Improvements

Other

An ROI calculation based on a gap analysis of the intended/target value of full benefits realization minus
any deficiencies or gaps provides a useful snapshot of the performance of change.

A few considerations:

e Auseful ROI calculation pre-supposes that the intended value of the change has been defined.

e The ROI model is helpful in assessing quantifiable value. It should be used as one part of a more
complete assessment which includes other variables that may have greater value than time or
money. For example, a change may be instituted for compelling reasons such as compliance to new
legislation, requirements for funding or an imperative to protect against reputational risk. These
factors may transcend the pure cost value of an initiative if the very survival of the organization rests
upon the transformation agenda.
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Evaluation Framework Worksheet OL.

The Change Intent

The essential expectations and purpose of the change
E.g. Improving our service in order to deliver maximum value and improved client satisfaction

Objectives
What are your change objectives?

E.g. Respond to client requirements within our new Service Level Standards

1.

Baseline Data
Evaluation is inherently a comparative exercise — findings are only relevant when compared to something, such as

performance by a comparable organization, previous project, or performance from last year.

What are relevant sources of comparative data for you to use in assessing your performance in executing change?
E.g. The client satisfaction survey

Evaluating Engagement

One of the most challenging aspects of change evaluation is to find meaningful ways of evaluating
engagement among employees or clients/stakeholders. Often standard instruments such as employee
engagement surveys or partner satisfaction surveys do not address specific information that would be
helpful to assessing the change initiative.

The following indicators may be useful, and can be integrated into stand-alone or existing instruments
such as surveys, focus groups or interviews:

Align ment E.g. Employees are following the Service Level Standard

E.g. Are teams aligned to the strategic direction?

Satisfaction
E.g. Are employees satisfied with the change?

Enablement

E.g. Do employees report having the information and tools
necessary to perform?

Retention

E.g. Are we experiencing a change in our staff turn-over rate?
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Evaluation Framework Worksheet OL.

Performance Indicators — a 360° Perspective
An indicator provides evidence about a condition or result. In order to get a

complete snapshot of performance, it’s useful to think about internal and
external indicators.

Internal ‘ External
E.g. Employee engagement scores E.g. Client satisfaction scores

Quantitative

E.g. ROI calculation, employee
engagement or partner survey
results

Qualitative
E.g. tone of meetings, level of
support by stakeholders/partners

Measurement Tools

The Measurement Tools are the mechanics or instruments that will be required to assess and track the
Performance Indicators. It’s useful to identify these at the beginning of a change process to ensure that the
required instruments are in place.

Several measurement tools are likely already available in your organization. Explore possibilities such as new or
existing survey instruments, HR metrics such as rate of turnover or advancement, reports on partner/stakeholder
complaints, and/or usage of tools or services.

Consider cost-effective change assessment tools such as:
Return on Investment (ROI) calculations Executive interviews
Employee engagement surveys Partner/stakeholder satisfaction surveys
Pulse checks (shorter more frequent surveys) Avoidance of risks
Focus groups Time/productivity analysis
E.g. Employee Engagement Survey
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Evaluation Framework Worksheet

Change Performance Dashboard

Summarize key findings to present a compelling overall snapshot of performance on change. Think of

the performance story in terms of the following categories:

O—_

Snapshot of Performance

Benefits Realization

Business Outcomes

Risk Mitigation

Return on Investment
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Evaluation is a powerful gravitational pull for change — when teams have a clear sense of the
destination, they will tend to behave in a way that aligns with that intended outcome. There is
truth to the saying “You are what you measure”. For this aligning force of evaluation to be
effective, it’s best to identify 1-3 top-level performance indicators. In this way, the project
team can easily remember the most important indicators of success and they are more likely
to become integrated into day-to-day work and decisions. Secondary indicators can help
complement the top-level priority definition of success.

Any evaluation should begin with the objectives of the change initiative and the statement of
benefits realization (see Strategic Framework for Change on page 27). Since evaluation is by
definition a comparative exercise, it is impossible to evaluate results in the absence of a
defined objective.

Return on Investment (ROI) calculation is a useful foundational assessment of the change
initiative. That said, it will rarely give a holistic perspective on the true value or impact of a
change initiative.

Consider establishing a set of indicators which together can tell a meaningful story of
performance. A comprehensive approach to setting indicators will protect against the tunnel
vision effect that often exists when leaders zoom in only on those indicators that are easy to
measure (e.g. cost) to the exclusion of a more complete perspective (e.g. impact on morale,
opportunity cost, reputational value, impact on partners).

Keep in mind that in some cases, the most important indicator of performance is the absence
of a negative consequence (e.g. we could have lost all of our data in the migration to the new
platform but the transition did not affect the integrity of our information). Absence indicators
should be part of the complete evaluation story.

Validate the level of investment in evaluation relative to your entire project. The goal is to
scale the level of investment in evaluation to the total project to avoid the risk of having your
limited resources consumed with measurement, to the detriment of delivering the project.

Give some thought to the purpose of your evaluation. One main driver is likely continuous
improvement — that is, understanding performance in order to course correct and make
decisions throughout the change life cycle. Plan the pace of your evaluation to ensure that you
gain useful data that your team can act upon.
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Culture change is the most difficult form
of change to execute. It is dependent on
the variables of both strategy (e.g. what
game are we playing) and structure (e.g.
how are we playing it).

Given this nature of culture, there is no direct way to
effect culture change — rather, it’s about shifting various
levers which together will prompt a change in culture,
usually over a period of years, not months.

Toolkit Resources: Section 5

Page 67 | Culture Change This tool is a practical resource to help explore culture, and connect it
Workbook to your change agenda. The Workbook exercise can be done
individually, but is more powerful as an exercise done with a small
group.
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Culture Change Workbook

The most significant barrier to organizational change is culture. Even the most compelling business case
for change often can’t move past the pervasive, systemic and entrenched forces of cultural norms.

Of all the types of transformation, culture change is the most difficult to achieve, and one that typically
takes 3-5 years of dedicated, focused and deliberate effort. Through this Workbook, you’ll have the
opportunity to explore the nature of culture and identify techniques to advance culture change.

The objectives for this Workbook exercise are to:

1. Understand organizational culture and its significance in change. l

2. ldentify a specific culture change goal.

“Culture eats strategy for
3. Explore strategies and techniques for advancing your culture change goal. breakfast.”

- Peter Drucker

The first step to changing culture is to become aware of it.

To dial into your organization’s unique culture, ask yourself:
What would happen in my organization that wouldn’t happen anywhere else?

E.g. We host a coffee & doughnuts chat with the CEO on the last Friday of
every month

Culture is to humans
what water is to fish
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Culture Change Workbook O \ P

What is culture?

The grandfather of organizational culture is Edgar Schein. He defines culture as “a pattern of shared
basic assumptions learned by a group as it solves its problems of external adaptation and internal
integration. It’s a product of joint learning”.

Schein identifies 3 levels of culture:

Artefacts

(symbols, icons, organizational structures, sources of meaning) —

Beliefs & Values

(what we stand for, our strategies and goals) Culture is the way we do

things around here.”

Basic Underlying Assumptions - el [y

(unconscious beliefs, what’s taken for granted)

Understanding your culture

Using Schein’s model of unpacking culture into 3 levels, identify how these show up in your organization:

Artefacts

E.g. Our historic building

Beliefs & Values

E.g. Our commitment to quality patient care

Basic Underlying Assumptions

E.g. Unchallenged job security since we are funded by government

Cultural norms are vital to orient human behaviour. Any initiative to changing culture must deal with the
anxiety that is caused by challenging these fundamental touch points that guide day-to-day behaviour.
One of the essential tasks of the change leader is to create and demonstrate psychological safety.
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Culture Change Workbook

Identify your culture change goal

Often, the intent behind a change is to address the underlying behaviours and culture of an
organization. For example, a government department might be installing an enterprise digital records
management system, but the real change involved is to shift toward high performance single-window
citizen service.

The goal then, is not just to deploy a new technology, but rather to achieve full benefits realization of
the initiative by getting at the critical BEHAVIOURS and MINDSET in the organization’s culture.

Thinking about your organization’s change agenda, clarify the specific elements of culture that you
want to affect:

Identify specific BEHAVIOURS you want to change.
» Try to go beyond general statements (such as citizen-centric service) and isolate specific
behaviours (such as filling out all the fields in the new database).

shift MINDSETS (such as increasing entrepreneurial thinking or encouraging more agility).

I Consider whether your goal is only behavioural change, or whether there is also a need to
What does that entail for you?

Behaviours ‘ Mindsets \
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Culture Change Workbook O \ P

Solutions through culture

While we often see organizational culture as the problem we’re trying to fix, it's often more effective to
think about culture as the key to unlocking solutions.

Thinking about your organizational culture, how can it be a source of solutions to advance your goals?

Your Desired —
Organization’s Behaviours

Culture “We can’t be creative if we refuse to
be confused. Change always starts
Artefacts 5 with confusion. Great ideas and
Beliefs & Values Desired inventions miraculously appear in
Basic Underlying Mindset the space of not knowing.”
Assumptions

- Margaret Wheatley

Social capital can be one of the most effective tools you have in transformation (see Primer on Change
Communications on page 40).

How can social capital, and demonstrating social proof help advance your change?

*  Think about individuals or communities who can help advance your culture change by
demonstrating that the new way of doing business can work.
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Culture Change Workbook

Thinking about habits
Culture is embedded in the largely invisible and unexamined day-to-day habits of an organization.

An important lever in advancing culture change is to consider how to nudge behaviour or mindset
change by targeting habits. Examples of the intentional use of habit include:

LATTE method
When dealing with a customer complaint, baristas are trained to
Listen, Acknowledge, Take Action, Thank and Explain

Hospitals have found a significant measurable
~ increase in handwashing and a decrease in the
spread of infection by adding handwashing
stations in convenient locations across their
facilities

How can targeting habits help advance your desired culture change?

* Consider examples such as breaking down silos by changing the composition of regular meetings, or
increasing agility by changing the frequency of reporting on data.
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A curated collection of books, articles,
blogs, podcasts and videos on change
management from some of the leading
experts and organizations in the field.

Books

Accelerate: Building Strategic Agility for a Faster-Moving World, John P. Kotter

Best Practices in Change Management — Prosci 2014 Edition

Fast Forward: Organizational Change in 100 Days, Elspeth J. Murray, Peter R. Richardson

From Cascade to Conversation, Katie Macaulay, Eloise Hindes, Ben Hall

Influence Change at Work™ Toolkit, Heather Stagl

Leading Change, John P. Kotter

Leading Successful Change: 8 Keys to Making Change Work, Gregory Shea, Cassie A. Solomon
Managing at the Speed of Change: How Resilient Managers Succeed and Prosper, Daryl Conner
Managing Transitions: Making the Most of Change, William Bridges, Susan Bridges

VV VYV VY VYV VY

Milleman, Linda Gioja

Surfing the Edge of Chaos: The Laws of Nature and the New Laws of Business, Richard Pascale, Mark

> Switch: How to Change Things When Change Is Hard, Chip Heath, Dan Heath

> The Engagement Equation: Leadership Strategies for an Inspired Workforce, Christopher Rice, Fraser
Marlow, Mary Ann Masarech

> Thinking, Fast and Slow, Daniel Kahneman

» Your Job Survival Guide: A Manual for Thriving in Change, Gregory Shea, Robert E. Gunther

Articles

20 Organizational Culture Change Insights from Edgar Schein, Tim Kuppler
Realization Mindset for Sponsors, Daryl Conner

Social Architecture - A Manifesto, Luc Galoppin

Why is Communicating Change so Hard to Do?, Dr. Jennifer Frahm

YV V V V
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https://www.amazon.ca/Cascade-Conversation-Katie-Macaulay/dp/0957572417/ref=sr_1_1?s=books&ie=UTF8&qid=1520881669&sr=1-1&keywords=From+Cascade+to+Conversation&dpID=413wsZHa5KL&preST=_SY264_BO1,204,203,200_QL40_&dpSrc=srch
http://www.enclaria.com/toolkit/
https://www.amazon.ca/Leading-Change-New-Preface-Author/dp/1422186431/ref=sr_1_1?ie=UTF8&qid=1429902568&sr=8-1&keywords=leading+change
https://www.amazon.ca/Leading-Successful-Change-Keys-Making/dp/1613630190/ref=sr_1_1?ie=UTF8&qid=1429902483&sr=8-1&keywords=Organizational+Change+Gregory+Shea
https://www.amazon.ca/Managing-Speed-Change-Resilient-Managers-ebook/dp/B000FCKPH6/ref=sr_1_1?s=books&ie=UTF8&qid=1429902782&sr=1-1&keywords=managing+at+the+speed+of+change
https://www.amazon.ca/Managing-Transitions-Making-Most-Change/dp/0738213802
https://www.amazon.ca/Surfing-Edge-Chaos-Nature-Business-ebook/dp/B000FC1KKW/ref=sr_1_1?s=books&ie=UTF8&qid=1429902861&sr=1-1&keywords=surfing+the+edge+of+chaos
https://www.amazon.ca/Switch-Change-Things-When-Hard/dp/0307357279/ref=sr_1_2?ie=UTF8&qid=1429902516&sr=8-2&keywords=Switch
https://www.amazon.ca/Engagement-Equation-Leadership-Strategies-Workforce-ebook/dp/B009F09NHC/ref=sr_1_1?ie=UTF8&qid=1429903023&sr=8-1&keywords=employee+engagement+equation
https://www.amazon.ca/Thinking-Fast-Slow-Daniel-Kahneman-ebook/dp/B004R1Q2EG/ref=sr_1_1?s=books&ie=UTF8&qid=1429902805&sr=1-1&keywords=thinking+fast+and+slow
https://www.amazon.ca/Your-Job-Survival-Guide-Thriving/dp/0137127022/ref=sr_1_2?ie=UTF8&qid=1429902483&sr=8-2&keywords=Organizational+Change+Gregory+Shea
http://www.cultureuniversity.com/20-organizational-culture-change-insights-from-edgar-schein/
https://continue.uottawa.ca/sites/cce/files/realization_mindset_for_sponsors.pdf
http://www.slideshare.net/lucgaloppin/social-architecture-ebook
https://conversationsofchange.com.au/wp-content/uploads/2011/07/Why-is-communicating-change-so-hard-to-do.pdf

Change Thinking — Daryl Conner
Community 101

Conversations of Change

Enclaria: Influence Change at Work
Luc Galoppin — Reply-MC

Anecdotally Speaking
Change Management Review
Conversations of Change

Communities of Practice, Engines of Change

Consultative Skills/Bridging the Gap from Communications to Change, Dr. Jennifer Frahm
Exploring Change Management, Daryl Conner

Social Architecture and Facilitating Change Through Community, Luc Galoppin

Switch in 16 Minutes, Chip Heath, Dan Heath
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https://www.communityroundtable.com/community-101/
https://conversationsofchange.com.au/wp-content/uploads/2011/07/Why-is-communicating-change-so-hard-to-do.pdf
http://www.enclaria.com/resources/blog/
http://www.reply-mc.com/
https://www.stitcher.com/podcast/anecdotally-speaking
http://www.changemanagementreview.com/change-management-podcasts/
https://itunes.apple.com/vn/podcast/conversations-of-change/id1130918078?mt=2
https://continue.uottawa.ca/en/iscc/webcast
https://www.youtube.com/watch?v=UG2Kekrm9jk
https://www.youtube.com/watch?v=hZ5Md5QUkcY
http://heathbrothers.com/member-content/switch-16-minutes/
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