


Game Plan for Change

For this simulation, there are four strawman organizations from which you
may choose. All organizations are operating businesses with existing revenue
streams, talented employees, and business systems and practices in place.
However, they all are facing unique challenges to move them to new levels of
performance.

Choose one of the following strawman organizations for your simula-
tion. See the following pages for brief descriptions of each of the following
organizations.

¢ Alpha Power Technologies, Inc. Alpha Power Technologies, Inc., is
transforming from an R&D prototype focus to a product marketing
focus.

* Portfolio Management, LLP. Portfolio Management, LLP is faced with
two new acquisitions and wants to merge all three organizations into a
single operating unit.

* Electrotech Industries Corp. Electrotech Industries Corp. is in the
process of consolidating and retooling to stay competitive and meet
impending market pressures.

* Earth’s Best Friends.org. Earth’s Best Friends.org is installing three
major new applications systems to manage growth and increased
member demands.
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Alpha Power Technologies, Inc.

Due to market forces and stakeholder pressures, Alpha Power Technologies,
Inc. (APT) is transitioning from a research and development focus to a pure
market focus. This transition presents numerous challenges and opportunities
for the company and its founding members.

The Product APT designs and manufactures fuel cells for residential
power and telecommunications power. Fuel cells are
most efficiently operated under constant load condi-
tions. Large power spikes in the load are common in
distributed power applications. Lead-acid batteries are
used to provide extra peak power for short times to
increase the efficiency of the fuel cell and reduce costs.
This is a breakthrough technology and is protected by
intellectual property rights.
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The Market Markets have not fully developed. However, the poten-

tial for fuel cells is very large.

The Situation APT has operated under the R&D model for several
years, and now, because of stakeholder pressures, they
will necessarily move to a more standard business
model where success is not measured on the bench and
in the laboratory but on the balance sheet and income
statement.

The Task To develop a viable business model that can survive
contact with the market place, management is con-
fronted with challenges and issues requiring new levels



The Team
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of business acumen, customer connectivity, and
marketing expertise. To accomplish this, APT must
develop a transition plan to manage the change. For
APT, this change in focus will be huge.

APT’s senior leadership team is made up of Jim, Bill,
Mary, and Steve. Mary has been asked to lead the team
in this effort. Having worked closely with the other
team members for some time, Mary knows the strengths
and weaknesses of the team concerning the task ahead
of them.

Mary and Steve are comfortable in face-to-face dia-
logue, small talk, thinking on their feet, talking about
the process, and dealing with or confronting conflicts as
they arise.

Jim focuses on the details and the logical implications
of those details. Jim places a high value on responsibility
and expects others to walk the talk.

Bill thrives in a flexible, self-paced, fun environment.
He is action-oriented, quick, and open to various view-
points for evaluating alternative solutions before mov-
ing to conclusions.
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Earth’s Best Friends .org

A MEMBER ORGANIZATION CHANGING THE PLANET THAT SUSTAINS US

Earth’s Best Friends.org (EBF) is devoted to the preservation of the dignity and
natural diversity of our planet.

Earth’s Best Friends.org develops, partners, and carries out environmental
strategies for clean and affordable energy, renewable forests and wetlands,
pure and available water, organic farming and ranching, and reusable
packaging.

Earth’s Best Friends.org educates the public through its elementary, mid-
dle, and high school programs, civic awareness conferences, and advertising
in various publications.

Earth’s Best Friends.org conducts research and studies on a wide variety of
topics of which the results are frequently shared and published in leading
journals, magazines, newspapers, and other media outlets.

EBF’s current business initiative focuses on the installation and integration
of three new application software systems. They look forward to the chal-
lenge of installing the systems, and also to the added capability these applica-
tions will bring to their organization.

New systems are

1. Membership Management
System

2. Conference Management
System

3. Grant Management
System

The new systems will need to be integrated with existing systems:

Accounting and Financial
Reporting System

Installed eighteen
months ago

HRIS Payroll Reporting
System

Installed six months ago

Volunteer Planning and
Scheduling System

Installed twenty-four
months ago

For all that we do, Earth’s Best Friends.org ultimately owes its success to its

more than:

e 200,000 members
e 15,000 volunteers

* 2,500 partners

* 400 employees

¢ 1 strong voice
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What does change look like? To answer this question, a good place to start is
by drawing a visual representation of what you envision the change will look
like for your chosen business case.

Review the samples below to form an idea of the approach and anticipated
outcomes of the exercise your team will complete next.

Examples of Typical Change Scenarios
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Exercise

1. There are four parts to this step:

1) Circle a Symbol, or create one of your own, that you feel represents
the Present State or “as-is” shape of your business case organization.

2) Circle a Symbol, or create one of your own, that you feel represents the
Future State or “will-be” shape of your business case organization.

3) Circle a Connector, or create one of your own, that you feel represents
the path you envision the change initiative will take in your business
case organization.

4) Finally, estimate the duration in number of months you feel it will
take your business case to complete the change transition.
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2. Enter the information you developed in Step 1 in the chart below

e - Future State

Present State e -~

-7 No. of Months

3. Transfer this information to the ChangeBoard in the space provided in
ChangeField 1.
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Discussion

What was your thinking and approach to completing this exercise?

What information in your case study did you use to complete this exercise?

What parts of the exercise did you rely on your intuition or past experience to
complete?

Notes
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As we anticipate the future, our view is generally based on certain assumptions.

What will the future look like?

Will it be an extension of the past? Or will it be a transformed and
uniquely different?

What will most likely happen? What will probably not happen?
What are the risks? What are the expected outcomes?

In order to provide clarity and definition you will begin by generating a list
of assumptions that you envision define the future state of your business case.

Example

A company is in the process of reorganizing its call center operations. What
are the key assumptions and the specific call center assumptions associated
with this change?

Key Change Assumptions

¢ Our business model will change.

* Our systems and processes will change.

* There will be reorganization of some departments.
® There will be a reskilling of the workforce.

¢ There will be new or different business systems.

¢ There will be customer training.

¢ This is not a consolidation exercise.

¢ There will be interruptions (planned and unplanned).

Specific Call Center Change Assumptions

¢ Customer service will be better (higher satisfaction).

¢ Customer service will be cheaper (lower cost).

e Customer service will be faster (more effective).

® There may be new hardware, software, and equipment.

¢ Call centers may or may not be co-located within each facility.

* Some services may be centralized, some regional, some satellite, some
remote, some home-based.

¢ Customer demands will require systems visibility and self-serve access.
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Exercise

1. Complete this exercise by listing assumptions that define the strawman
business case your team chose for this simulation.

Key Assumptions
1.

10.

11.

12.

13.

14.

15.
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Discussion

Assumptions are generally expressed in statements of things that will happen
or will be, or in statements of things that will not happen or will not be. Con-
sidering the two categories of assumption statements, what is the percentage
breakdown of your assumptions?

% of “There will be” types of statements

% of “There will not be” types of statements
% Other types of statements

What specific information in the write-up from your case study did you use to
complete this exercise?

There are lines for fifteen assumptions in this exercise. Did you complete more
than fifteen? Explain. Did you complete fewer than fifteen? Why?

More Explain

Fewer Why?




2. Assumptions

Notes

2]
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Now that you have developed a conceptual framework (shape and assump-
tions) for your business case, the emphasis quickly turns to execution. Execu-
tion, how you are going to do something, is very difficult and probably the
most difficult in terms of getting it right. Leaders and managers must be able
to articulate the change initiative into its components and effectively drive it
through the global organization of executives, managers, and individual
contributors.

To do this effectively, you will need to consider, among other things, your
organization’s business processes and practices, business systems and infra-
structure, skill-sets and knowledge, people resources, money and budgets,
drive and motivation, change risk and complexity, communication, and time-
line demands.
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Exercise

1. Thinking of accomplishing the goals for your business case, complete the
exercise by putting a check mark in the box that best represents your

team’s perception of your business case’s challenges.

CHALLENGE A B C D

(1) Business Processes and Good to go Some tweaking Need substantially Need all new
Practices required new

(2) Business Systems and Good to go Some tweaking Need substantial Need massive

Infrastructure

required

work

attention

(3) Skill-Sets and Knowledge

Can execute the
strategy with the
present skills

Will need some new
skills

Will need consider-
able new skills

Will need massive
new skills

(4) Resources—People (check up
to two)

Will need fewer
people

Will need same
people

Will need more
people

Will need different
people

(5) Resources—Money and
Budgets

Can execute without

dollars

Will need limited
dollars

Will need a lot of
dollars

Will need massive
dollars

(6) Drive and Motivation (predomi-
nant characteristic)

High morale

Racing engine in
neutral

Low morale

Burnout

(7) Degree of Change (characteri-
zation of your change initiative)

Little or no change

Some change

Considerable
change

Massive change

(8) Risk and Complexity (check the
one you feel is most
concerning)

Chaos and
disruption

Speed

Magnitude and
impact

Uncertainty,
uncharted water

(9) Communication (Knowing what Constant and Sporadic and Little or none You're on
you know about your business relevant generic your own
case, what level of communica-
tion can the employees expect
from management?)

(10) Timeline Demand (see About right Will need more time | Will need a lot more | Will need at least

Scenarios entry on your
ChangeBoard)

time

twice the time
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2. Next, calculate the scoring by completing the following.

A B C D

TOTAL THE NUMBER OF CHECK MARKS
FOR EACH COLUMN.

Multiply the numbers you entered by
their associated values and put the 5 3 2 1
results in the “Total” boxes below.

TOTAL

3. Now, sum the four “Total” boxes and enter the result here.
Also, enter this number in the space within ChangeCard 3
on your ChangeBoard.

4. Select the top three challenges your business case faces in order to
accomplish its objectives and circle the corresponding numbers below.

v 2 [ 3] a5 e | 7] 8 ]9 |10]

5. Write these numbers in the spaces provided on ChangeField 3.

6. Add two additional challenges you think are important to the change
initiative’s success and write them below and in the space provided on
the ChangeField 3.

A.

About the scoring: Your score in Step 3 will range between a high of 50 and a
low of 10. A relatively high score means the surveyed items will be less chal-
lenging, and a relatively low score means the surveyed items will be more
challenging to your business case organization. However, even if you have a
relatively high score, review the survey for those challenges you checked in
Columns C and D. Any challenges in either of these columns is cause for con-
cern and could have a high impact on the success of the change initiative.
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Discussion
What method or process did you use to select the top three challenges?

For Challenge 8, Risk and Complexity, why did you choose the one you
checked?

Explain your thinking on how you developed the two additional challenges
in Step 6.

Notes
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During change, setting priorities takes on added importance and urgency.
Acknowledging that priorities are numerous and far-reaching, for this exercise
you are going to consider the effect of priorities on projects. Some projects will
stay on the table and retain their funding; others will be put on hold, while
others will be eliminated.

One way to evaluate project priorities is to use an X/Y Model, as shown
below.

Determining Priorities Using an X/Y Model

You may wish to use an X/Y Model to evaluate which projects stay and which
projects go. In the model below, the X/Y criteria are Impact on Your Change
Initiative and Best Use of Resources.

Impact on Your Change Initiative
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If you would like to apply your own labels, use the template below.

Project Stays

Project on Hold

Project
Reevaluated

Project
Goes
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Exercise

The following is a list of generic projects you could expect to exist within an
organization.

1. In this exercise management has cut overall project budgets by 40 per-
cent; thus you need to cut $400,000. Considering your business case,
complete the exercise by putting a check mark in the box of those projects
you would put on hold or eliminate on the grounds of priority.

Base Prosect LisT IN,000 v
Training and Development

1. Staff training and development 50

2. Leadership development 35

3. Management and supervisor training 75

4. Customer training 50

Business Systems

5. New software system installs 100
6. Integrate legacy systems with new systems 75
7. Hardware upgrades 50
8. Latest Office suites for all workstations 55
Processes
9. Internal process review 10
10. Implement processes for new systems installs 50
11. Timely financial information and operations data 25
12. Dashboard of metrics and indicators 20
Policies
13. Policy manual updates and revisions 15
14. Salary and benefits administrative guide 20
15. Incentive-based compensation and profit sharing plan 25
16. Legal compliance and reporting review 15
Practices
17. Restructure work rules and wage scales 75
18. Drug test/background check 45
19. Employee appreciation project 55
20. Reduce employee turnover through better hiring practices 50

Culture and Ethics

21. Corporate governance initiative 15
22. Mission statement initiative 25
23. Values clarification initiative 50
24. Ethics and code of conduct initiative 15
Total Base Projects $1,000
Total Eliminated Projects ( ) v

Net Project Cost*

*Total Net Project Cost Not to Exceed >>> $600
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2. Add the value of each of the projects you checked and enter the total in
the “Total Eliminated Projects” box.

3. Subtract the “Total Eliminated Projects” from the “Total Base Projects”
and enter the result in the "Net Project Cost” box.

4. The “Net Project Cost” should not be greater than $600. You may need to
check additional projects in order to reach this result.

5. Calculate the scoring by completing columns A and C below.

ProJeEcT CATEGORY A B (o
ENTER THE TOTAL NUMBER OF MuLTipLy CoLUMN A
PROJECTS YOU DID NOT (v/) IN TIMES COLUMN B AND
EACH CATEGORY ENTER THE RESULT BELOW

Training and Development 6
Business Systems 5
Processes 4
Policies 3
Practices 2

1

Culture and Ethics

6. Sum Column C and enter the result here >>

7. Also enter the result of Step 6 in the space within ChangeCard 4 on your
ChangeBoard.

8. Now add three non-project priorities you feel will confront your busi-
ness case as you execute your change initiative, for example, workload
balance, competing time demands, excessive overtime, backlogs, work
bottlenecks, inadequate business systems, and so forth, and write them
in the spaces below and on ChangeField 4.

A.
B.
C.

About the scoring: Your total in Step 6 represents a composite score of projects
that have not been put on hold or eliminated and you feel are important to the
success of the change initiative. Higher scores of 44 and above indicate you
made sound choices, and lower scores from 17 to 30 indicate choices that could
potentially make change more challenging. The logic supporting this exercise
is the notion that the most important priority affecting the success of change is
training and development, followed by getting the business systems in place
so the new processes can be designed and developed and policies can be estab-
lished so the new practices can be implemented.
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Discussion
What was your thinking and approach for choosing the projects you

eliminated?

Did you use the X/Y Model to evaluate the projects? Please explain.

Did you develop your own version of the X/Y Model? Please explain your

approach.

Notes
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An organization’s real value and potential is in its intangible assets. The future,
now more than ever before, is defined by our ability to deliver and leverage
value aligned with the organization’s strategic intent. Many times this value
comes from things that are intangible, yet have high tangible impact. How are
these intangible assets important to your change initiative?

Exercise

1. Put a check mark in the box that best represents your perception of the
importance of each asset listed below to the success of your business case
change initiative.

DEGREE OF IMPORTANCE

CRITICALLY
|MPORTANT
|MPORTANT
SOMEWHAT
|MPORTANT
NoT VERY
|MPORTANT

VERY

INTANGIBLE ASSETS

Knowledge and Skills

Pool of qualified current employees and future leaders

Reputation as thought leaders

Processes and Practices

View IT as a strategy as opposed to a tool

Access to and use of business intelligence

Image and Perception

Organizational values that are expressed in employees’ behaviors

Active relationships and leveragable contacts

Leverage and Influence

Access to capital

Strong, detached advisors

Attributes and Instincts

Ability to move quickly; flexible and nimble

Perceptive radar about emerging trends

Status and Reputation of Management and Organization

Quoted in articles, books, periodicals, and trade publications

Recognized as an Employer of Choice

2. Total the number of checks in each column >>>

Number of points for each >>> | 5 3 1 0

3. Multiply the number of checks times points >>>

4. Sum row 3 and enter the grand total here >>>
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5. Record your answer from Step 4 on the ChangeBoard in the space
provided on ChangeCard 5.

6. Finally, add the total number of checks you placed in Column 1 (Critically
Important) for each category, that is, Knowledge and Skills, Processes
and Practices, etc., and enter this number in the appropriate boxes in
ChangeField 5.

About the scoring: Your score in Step 4 will range between a high of 60 and a
low of 0. A relatively high score between 37 and 60 means your business case
organization places a high priority on creating value through its intangible
assets. A relatively low score between 0 and 24 indicates a lesser priority and
could be challenging to your change initiative. Creating value with tangible
assets will be near the top of discussions during change. However, creating
value with intangible assets can sometimes take a back seat. This exercise pro-
vides the opportunity to bring the intangible asset discussion to the forefront
and consider how the organization’s knowledge, practices, image, leverage,
instincts, and reputation create value.
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Discussion
What did you find the most difficult in completing this exercise?

What additional categories of intangible assets come to mind?

How many did you check as being “Not Very Important”? Please explain your
thinking.

Notes
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Goals are the ends we strive to attain. Your business case has very specific
goals that need to be achieved. Please review your business case write-up and
identify the goals that support your change initiative.

Following is a list of goals at various levels within the organization. You
will use this list to choose appropriate goals for this exercise.

Goals
* Market leadership
* Technical superiority
* Financial performance
¢ Grow sales
¢ Contain costs
¢ Improve service
* Operational excellence
¢ Talent development
¢ Interpersonal effectiveness
¢ Collaborative relationships
¢ Task accomplishment
* Interpersonal communication
* Intra-team effectiveness
e Efficient and effective outputs
* Operating efficiently and effectively
¢ Maximizing revenues
* Developing employees
¢ Growing organically
* Acquiring strategic assets

b Improving customer experiences and outcomes
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Exercise

1. Review the list of goals in the context of your business case.

2. Choose four goals you feel are the most important for your business case

1 2 3 45

1 2 3 45

change initiative, such as market leadership, collaborative relationships,
etc., and write your choices below.

Goal 1:

Goal 2:

Goal 3:

Goal 4:

. Record these four goals on the ChangeBoard in the space provided in

ChangeField 6.

. Now, go back to the Priorities Exercise and determine how many of your

priorities [those that you did not check] align with each of the four goals
from step 2.

The following priorities align with Goal 1 (circle all that align):
6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

Record the total number of priorities you circled above in the blue-ringed
space adjacent to ChangeField 4.

The following priorities align with Goal 2 (circle all that align):
6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

Record the total number of priorities you circled above in the green-
ringed space adjacent to ChangeField 4.
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The following priorities align with Goal 3 (circle all that align):
6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

Record the total number of priorities you circled above in the yellow-
ringed space adjacent to ChangeField 4.

The following priorities align with Goal 4 (circle all that align):
6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

Record the total number of priorities you circled above in the red-ringed
space adjacent to ChangeField 4.
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Discussion

Please explain how your choice of goals benefits your business case.

43

What did you learn about aligning priorities and goals?

Notes










46

Game Plan for Change

Business initiatives are the “wheels” that allow actions to move forward. Gen-
erally, but not always, business initiatives and resource allocations originate as
outcomes from a high-level plan of action or strategic plan.

Definition
Initiative: 1. the action of taking the first step or move; responsibility for begin-

ning or originating; 2. the characteristic of originating new ideas or methods;
ability to think and act without being urged.

Exercise

1. For this exercise, management has allocated $100,000 to accomplish your
business initiative’s goals. Considering your business case, how much
would you allocate to each of the four categories below? Enter the
amounts in the appropriate fields.

GROWTH

Cost

OPERATIONS

SERVICE

$

$

$

$

To Increase Sales

To Reduce Costs

To Improve Efficiency

To Satisfy Customers

increase sales.

. Record your answers from Step 1 on the ChangeBoard in the spaces pro-
vided in ChangeField 7.

Write a business initiative to justify your growth resource allocation to

reduce costs.

. Write a business initiative to justify your cost resource allocation to
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5. Write a business initiative to justify your operations resource allocation
to improve efficiency.

6. Write a business initiative to justify your service resource allocation to
satisfy customers.

7. Describe one additional business initiative in any category of your choos-
ing you feel is essential to achieving success for your business case.

8. Transcribe your response in step 7 to the ChangeBoard in the space pro-
vided on ChangeField 7.
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Discussion
What was your thinking and approach to allocating the $100,000 budget?

What information in your case study did you use to complete this exercise?

What information from previous exercises did you use to complete this
exercise?

Notes
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As you continue thinking about putting your plans into actions, you will need
to consider how the change initiative will influence your business case’s prac-
tices or “the way things are done around here.” To do this, you will use a
Praxis Chart as a template in making decisions of what to do more of, less of,
do differently, start doing, and stop doing.

Definition

Praxis: 1. practice as distinguished from theory; 2. established practice; custom.
While praxis usually refers to the process of putting theoretical knowledge into

practice, the strategic and organizational usage of the word emphasizes the need

for a constant cycle of conceptualizing the meanings of what can be learned from

experience in order to reframe strategic and operational models (Wikipedia).

Exercise

1. Again, considering your business case example, write your perceptions of:

What do we need to do more of?

What do we need to do less of?

What do we need to do differently?

What do we need to start doing?

What do we need to stop doing?
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2. Next, put the areas more, less, differently, start, and stop in rank order, 1
being the most important to being successful, 2 being the next most

important, and so forth, by entering the appropriate number in the boxes
below.

What do we need to do more of ?

What do we need to do less of ?

What do we need to do differently?

What do we need to start doing?

What do we need to stop doing?

3. Now, enter these numbers on the ChangeBoard in ChangeField 8 in their
corresponding boxes.
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Discussion

What do you think will be the most difficult for your business case to accom-
plish? Why?

Check one.

Q Do more of

Q Do less of

Q Do differently

Q Start doing

Q Stop doing

Notes
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For this component of the simulation, you will select the employees who will
comprise your organization. Below is the Employee List you will use to make
up your organization. They are all high-value, high-performing human capital
assets. Please take a moment to review them. When you have completed your

review, continue to the next page.

Employee List

Promoter-Realistic

Likes facts and details

Gets the job done

People-oriented

PETER JuaNITA Mario [R7N JEAN-PauL
Gets the job done People-oriented Strategist Logical and analytical | Communicator
Strategist Organizer Persuasive Likes facts and details | Organizer

Planner of change

Q A-734 Qa S-291 Q C-387 Q Fo012 Q M-596
Kraus JENNIFER LEiLA JACQUE Boris
Promoter-Realistic Planner of change People-oriented Persuasive Strategist

Persuasive Communicator Promoter-Realistic Likes facts and details | Logical and analytical
Logical and analytical | Organizer Gets the job done Communicator Planner of change

Q L-480 Q G-659 Q R-247 Q B-815 Q H-306

KaLie DAMIEN ANNA Erik RASINE

Organizer Persuasive Promoter-Realistic Strategist Likes facts and details
Likes facts and details | People-oriented Gets the job done Organizer Planner of change
Planner of change Communicator Logical and analytical | Persuasive People-oriented
Q7916 Q N-825 Q A-470 Q M-398 Q F162

SEPPO MARIT PAVEL MONIQUE SOPHIA

Gets the job done Logical and analytical | Communicator Persuasive Planner of change

Organizer
Promoter-Realistic

Q G-194

People-oriented
Persuasive

Q R-428

Gets the job done

Strategist
Q N-973

Likes facts and details
Gets the job done
a 717517

Strategist Promoter-Realistic Likes facts and details | People-oriented Logical and analytical
Communicator Planner of change Organizer Strategist Gets the job done

Q B-735 Q L-046 a Cc519 Qa S-823 Q H-607

GiNo Jakos NiLsoN JILLEEN GARVEY

Likes facts and details | Promoter-Realistic Organizer Communicator Strategist

Logical and analytical
Planner of change

Q C-306




9. People 55

Exercise

1. In this exercise you are going to select the people who will make up your
organization. Choose any fourteen people from the Employee List. Place
a check mark in the designated box located at the bottom of each em-
ployee record to indicate your choice. Select your fourteen people now.

PLEASE DO NOT LOOK AHEAD.

Once you have completed Step 1, you may continue to the next page.
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2. Next, you are going to determine the attributes of the employees you
selected. Attribute codes are located on the bottom right in each employee
record. The code is made up of one alpha character followed by three
numeric digits. The alpha character identifies the attributes of each indi-
vidual employee. For this part of the exercise we are going to consider
the alpha character.

To calculate the attributes by category, you will transfer the informa-
tion from the employee record to the worksheet below by using the
standard vertical mark and diagonal slash method.

When you have finished, verify your work by summing the Total
tield and comparing the result against the pre-determined Total Number
of fourteen.

CATEGORY ATTRIBUTES OF
LEGEND CHANGE TALLY TotaL
A, B, C Drivers
F, G, H Enablers
L, M, N Hesitators
R,ST Resisters
Total Number 14
DRIVERS ENABLERS HesiTATORS RESISTERS

3. Transfer the total number for
each attribute from Step 2.

Number of points for each >>> 5 3 2 1

4. Multiply the numbers you entered
by their associated values and

enter the results. Total >>>

5. Sum Row 4 and enter the grand total in the box at right. Also,
record your result on the ChangeBoard in the box provided
on ChangeCard 9.

6. Now, record the total for each attribute category on the ChangeBoard in
the spaces provided for Drivers, Enablers, Hesitators, and Resisters on
ChangeField 9.

7. Next, you are going to determine the characteristics of the employees
you selected. The numeric digits identify the characteristics of each indi-
vidual employee.

To determine the characteristics, list by category the information
from the employee record on the worksheet below by using the standard
vertical mark and diagonal slash method of scoring.
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When you have finished, verify your work by summing the Total
field and comparing the result against the total number of forty-two.

CATEGORY

CHARACTERISTIC TALLY ToTAL

o

Logical and analytical

Likes facts and details

People-oriented

Strategist

Promoter-Realistic

Communicator

Planner of change

Gets the job done

Persuasive

O |0 |IN [N [ W]|N|—

Organizer

Total Number 42

8. Now record the top three characteristic on the ChangeBoard in the spaces
provided on ChangeField 9. In case of tied scores, use your own best
judgment.

9. Reflect on the work you have completed in the previous exercises
(challenges, priorities, value creation, goals and objectives, business ini-
tiatives, praxis chart, and people). Now, go back and review the assump-
tions in Exercise 2, Assumptions, and add three new assumptions based
on your added knowledge.

1.

10. Write your three new assumptions on lines 1 through 3 in ChangeField 2
on the ChangeBoard.

About the scoring: Your score in Step 5 will range between a high of 70
and a low of 14. A relatively high score means the people issues will be less
challenging, and a relatively low score means the people issues will be
more challenging to your business case organization.
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Discussion

When you consider the overall make-up of your organization, what concerns
you the most . . .
About the attributes of your organization?

About the characteristics of your organization?

What is your response to the notion of having “Resisters of Change” on a
Change Team?

Q A good idea. Explain.

0 Not a good idea. Explain.

Actually, having resisters on a change team is a good idea. Resisters will
challenge the “why” in change. Why are we changing? Why are the new ways
better? What’s wrong with what we are presently doing? This is important
and valuable input. So be sure to include resisters in the planning and execu-
tion of your change initiatives.
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Change is complex and many times very complex. It has numerous disparate
parts that are involved and intricate. Change is a group of interrelated proc-
esses, activities, ideas, and concepts that together are viewed to define and
form an intended whole.

Exercise

1. Complete this exercise by reading each complexity and risk statement
and placing an X on the scale according to how you perceive the state-
ment characterizes your business case situation.

CoMmPLEXITY AND Risk oF CHANGE

1. Speed of change. We will fall behind | We will keep up We will stay ahead
How fast will the 0 i, 25 e, 50 ., 7Z- S 100
change be? | |

2. Disruption of change.

How much chaos will it 0.

create? | |

3. Direction of change. Familiar, some

How far out of our detours
comfort zone? 0 oo, 25 e, 50 i, 7S 100
4. Dimension of change. Will touch all Will touch many Will touch few
How deep will the 0 oo, 25 o . 75 oo 100
change go? | |
5. Uncertainty of We're not very good at change We've gone We have a lot of experience
change. How good are through similar
we at changing? change
(O 25 50 i 75 100

We can tread
water and get our
bearings

6. Uncharted water of
change. How familiar
are we with where we

are headed? 0

We have control

7. Dependency factors.
Do we have control of
all of the parts?

of some but not
all major parts

Everything is entirely within our
control

(O 25 50 i 75 100
| |
8. Political factors. Is There are skeptics and doubters A lot of There is substantial buy-in
everyone on board? wait-and-see
(O 25 50 i, 75 i, 100




10. Complexity and Risk 63

2. Record the value represented by your X for each statement in the appro-
priate spaces below.

PN | DN

3. Sum the column and enter the
grand total here.

4. Divide the total from Step 3 by
8 and enter the result as a whole
number here.

5. Record your answer from Step 4 on the ChangeBoard in the space pro-
vided on ChangeCard 10.

6. Record the values from Step 2 on the Risk Polygon in ChangeField 10 by
placing a dot (.) on the appropriate scale location for each bar line.

7. Finally, connect the dots to form a closed polygon representing your
view of your business case’s degree of complexity and risk. To more
clearly understand the significance of the shape of your polygon, remem-
ber that the points that are closer to the center represent those items that
will potentially pose the most challenge to the success of your change.

About the scoring: Your score in Step 4 will range between a high of 100 and
a low of 0. A relatively high score above 60 means the perceived complexity
and risk will be less challenging, and a relatively low score of 32 and below
means the complexity and risk issues will be more challenging to your busi-
ness case organization. Review your responses to the survey and note the
items you checked on the scale at 50 or below, as these could be particularly
concerning to the success of the change.
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Discussion

How critical is understanding the complexity and risk of change to the suc-
cess of your business case? Mark the continuum below.

NoT VEry CriTicAL > VERY CRITICAL
1 2 3 4 5

What single component of change (of the eight in the exercise) do you feel will
most impact your business case? Why?

What additional components of complexity and risk (beyond the eight in the
exercise) do you feel should be included for your business case?

Notes
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What Influence Will Change Have on the Organization? The effects of change
can run the gamut from totally devastating to fully empowering. Change can
affect every touch point in an organization, from its structural framework to
its outputs and public image. During change you will need to pay particular
attention to:

¢ Staying on course—keeping the business running smoothly while
executing the change successfully

* Getting things done—not letting the change adversely affect productiv-
ity and performance

* Being creative—not dampening or deferring innovation and creativity
because of the change

* Serving your constituents—not allowing key relationships to erode

Exercise

1. Complete this exercise by placing a check mark in the column that reflects
your view of the effects the change initiative will have on your business
case. For purposes of this exercise, positive is to enhance, make greater,
or improve, and negative is to diminish, reduce, or deteriorate.

Negative Positive

= 0 -

STAYING THE COURSE

Leadership

Management and Supervision

Individual Contributors

Culture

2a. Add the number of checks in each column and
put the results here >>>

Negative Positive

- 0 +

GETTING THINGS DONE

Productivity

Efficiency

Effectiveness

Performance

2b. Add the number of checks in each column and
put the results here >>>
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Negative Positive
BEING CREATIVE
= 0 +
Innovation and Creativity
Breakthroughs
Entering New Markets and Identifying Unmet Needs
Seeing Beyond the Status Quo
2c¢. Add the number of checks in each column and
put the results here>>>
Negative Positive
SERVING CONSTITUENTS
= 0 B
Customers
Suppliers
Partners
Stockholders
2d. Add the number of checks in each column and
put the results here >>>
3. Sum the totals for all categories and put the
results here:
Number of points for each>>> ! 3 5
4. Multiply the sums in Step 3 by the number
below each.
5. Sum the entries in Step 4 and put the grand total
here:

6. Enter the grand total in Step 5 in the space provided in ChangeCard 11.

7. Enter the results from steps 2a, 2b, 2¢, and 2d, for each of the three col-
umns in ChangeField 11.

About the scoring: Your score in Step 5 will range between a high of 80 and a
low of 16. A relatively high score of 49 to 80 means the effects on the organiza-
tion will be less challenging, and a relatively low score of 24 to 37 means the
effects on the organization will be more challenging. A score of 16 to 23 indi-
cates a concern that the organization may not be able to operate effectively
through change.
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Discussion

Of the items you checked as “Negative,” how would you propose to overcome
or neutralize these issues?

Arrange the following items in rank order (1 through 4), where 1 is the most
important issue to address and 4 is the least important issue to address for
your business case.

Staying the Course

Getting Things Done

Being Creative

Serving Constituents

Notes
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A key to successful change is buy-in, support, and readiness to accept the
change and its implications for the organization, its people, its culture, and its
business infrastructure. This exercise addresses these issues and quantifies

them as a Readiness Quotient.

Exercise

1. Conduct the exercise by circling the number that corresponds with your
perception of how the change initiative will affect your selected business
case. You will rely on your intuition, because you have limited knowl-
edge of your business case, to make your choices.

READINESS ASSESSMENT

Do You AGree? (CircLE ONE)

Organization

Not at All Very Much

The organization’s leadership has the buy-in for this change initiative.

The organization’s leadership will provide the sponsorship backing for this change
initiative.

The implementation of this change initiative is important to leadership and management.

Leadership has communicated a consistent message about the benefits of this change
initiative.

The organization has the skills and competencies to implement this change initiative.

Employees have the motivation required to complete this change initiative.

Management has articulated how people will be rewarded for supporting this change
initiative.

Customers are well informed of this change initiative.

Customers are positively onboard.

Management has presented a compelling case how work processes will improve as a result
of this change initiative.

Individual

| see this change initiative providing increased opportunity for me and my job growth. | am
confident | will receive the training | need to be a successful contributor to this change
initiative.

| am confident | and others will be recognized and rewarded for doing a good job on this
change initiative.

| am confident the managers and front-line supervisors will provide the direction needed.
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READINESS ASSESSMENT

Do You AGRree? (CircLE ONE)

If the change initiative includes any major changes to the way the organization interfaces
with its customers, we're on top of it.

Culture

Not at All Very Much
The organization has a successful record of accomplishment implementing similar change 1 2 4 5
initiatives.
The organization has a high level of stick-to-it-ness and will not bend or snap under 1 2 4 5
pressure.
There is a clear alignment between the organization’s business goals and this change 1 2 4 5
initiative.
The organization’s value statements are well aligned to and will not be compromised by the | 1 2 4 5
new change.
The organization will be able to keep its unique individualism after the change is 1 2 4 5
implemented.
Infrastructure
The technical infrastructure is capable of absorbing the added pressures resulting from the | 1 2 4 5
change initiative.
The technical staff is highly competent and has implemented major change initiatives in | 1 2 4 5
the past.

1 2 4 5

2. Add the value of circled numbers together and enter

the result here >>>

3. Record your answer from Step 2 on the ChangeBoard in the space pro-

vided on ChangeCard 12.

4. Put a vertical line on the scale on the right-hand side of ChangeField 12

according to the value in Step 2.

About the scoring: Your score in Step 2 will range between a high of 110 and a
low of 22. A relatively high score of 81 to 110 means the organization’s readi-
ness quotient is high and change will be less challenging. A relatively low score
of 51 to 80 means the organization’s readiness quotient is low and change will
be more challenging. A score of 22 to 50 indicates a concern that the organiza-
tion may not be ready for change and that further communication and training

interventions might be appropriate.
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Discussion

Count the items you circled as either a “1” or a “2” in this exercise. Put a check
next to the range below that corresponds to your count.

Q0tob Smooth road ahead

Q 6to 10 Some bumps and curves ahead

0 11to15 Some major roadblocks ahead

U 16to22  Some critical road closures and detours ahead

How would you propose to overcome or neutralize these issues?

Arrange the following items in rank order, where 1 is the most important
readiness issue to address and 4 is the least important readiness issue to
address for your business case.

Organization Readiness

Individual Readiness

Culture Readiness

Infrastructure Readiness

Notes
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In order to be successful, the organization must share a common belief and
commitment that the change will have a net positive impact on people
company-wide. And in the end, it gets down to “What'’s in it for me?” “What
is the impact on my role, my responsibilities, and how will I be recognized and
rewarded?”

Exercise

1. Complete this exercise by placing a check mark in the column that repre-
sents your view of how people will adopt and internalize or reject the
change initiative.

1 | 2 | 3 | 4 | s
Will long for and hold onto the “good Will be eager to adopt the “new
old days” ways”
Will be reluctant to give up existing Will readily change practices to
practices match new processes
Will view the future as an extension of Will recognize the future requires a
the past different business model
Will continue with the old language Will adopt the new language and
and labels “buzz-words”
Will undercut and undermine efforts Will champion and proselytize the
to change new ways

2. Total the number of checks in each column>>>
Number of points for each >>> | 20 | 40 | 60 | 80 | 100

3. Multiply the number of checks times points >>>

4. Sum Row 3 and enter the grand total here (sum will be
between 20 and 100)

5. Divide the result in Step 4 by 5 and enter the result here >>>

6. Record your answer from Step 5 on the ChangeBoard in the space
provided on ChangeCard 13.

7. Put a vertical line on the scale on the left-hand side of ChangeField 13
according to the value in Step 5.

8. Now, calculate the distance between the vertical line on the right-hand
side of ChangeField 12 and the vertical line on the left-hand side of
ChangeField 13 and record this number in the box at the bottom
of ChangeFields 12 and 13.
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About the scoring: Your score in Step 5 will range between a high of 100 and a
low of 20. This number represents a potential gap between readiness for change
and adoption/internalization of change within your business case organiza-
tion. A relatively high score of 81 to 100 means the organization’s employees
will adopt and internalize the change. A relatively low score of 41 to 80 means
the organization’s employees will find it more difficult to adopt and internal-
ize the change. A score of 20 to 40 indicates a concern that the organization’s
employees will not adopt or internalize the change.
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Discussion

Interpreting the relevance of quantifying change depends on a variety of fac-
tors beyond this assessment. However, using a broad scale of interpretation
for evaluation purposes opens a basis for further discussion. In addition, the
discussion can be extremely valuable when addressing the potential gap
between the abstraction of readiness for change and the actual adoption, and
internalization of change.

Discuss how the score in Step 5 in the exercise will hinder or help your busi-
ness case accomplish its change initiative.

Notes
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Impact, in this context, is the power of the event. How will the power of the
change, both in a positive way and in a negative way, influence the foundation
and structure of the organization?

Exercise

1. Conduct this exercise by circling the number that corresponds with your
perception of how the change will impact your selected business case.

Components of the Organization’s Foundation and Structure Impact of Change

Massive Some Little
Strategic Intent (how an organization will achieve its vision) 1 2 3 4 5
Business Model (an organization’s offerings, infrastructure, customers and 1 2 3 4 5

revenue flows)

Structural Framework (an organization’s hierarchical and dimensional makeup) 1

Governance (the exercise of authority in managing the business) 1

Conduct and Ethics (the organization’s moral principles and behaviors) 1

Customer Attractiveness (what attracts and builds customer loyalty) 1

NINNINN
wW|lw | wlw|w
N N N S S
(G200 O, I I, I N O, B O, |

Service Delivery Model (how organization’s interact with their customers) 1

2. Add the circled numbers together and enter the
result here.

3. Record your answer from Step 2 on the ChangeBoard in the space
provided on ChangeCard 14.

About the scoring: Your score in Step 2 will range between a high of 35 and a
low of 7. This number represents the potential impact change will have on the
organization’s foundation and structure as defined by the seven components
in the survey. A relatively high score of 29 to 35 means the impact will be less
challenging to change. A relatively low score of 15 to 28 means the means the
impact will be more challenging. A score of 7 to 14 indicates a concern that the
change will have a negative impact.
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Discussion

In the exercise, you only considered seven components of the organization’s
foundation and structure. Please list below three additional components you
feel are important to consider for your business case.

1.

2.

3.

Considering the ten components of impact [seven from the exercise and the
three above], what are the top three in rank order you feel your business case
should focus on?

1.

2.

3.

Notes
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Inherently, change creates an environment of unexpected and unanticipated
opportunities. This is the time to look beyond the four walls, consider new
strategic options, and be open and receptive to creative thinking.

You now have a good understanding of your business case, having com-
pleted fourteen ChangeCard exercises. For this exercise, you will need to use
your intuitive skills to identify opportunities outside the obvious. You will
classify these opportunities as either fits or gaps as defined below.

Definition
“Fits” are things we are well suited to do that we are not presently doing.

“Gaps” are things we are not presently doing that put us at risk and/or pre-
vent us from taking advantage of potential fits.

Example: When I lived in Seattle I used to buy my coffee beans at a little shop
in Pike Place Market called Starbucks. They only sold coffee beans, and occasion-
ally they would have brewed samples of new roasts. Then it dawned on them that
they could sell coffee by the cup so people could have a good cup of coffee while
they finished their shopping at the open market. Yes, the rest is history. This is a
good example of a fit. A gap would have been to continue selling beans only.

Exercise

1. List the Fit Opportunities and Gap Opportunities you envision exist for
your business case.

Fit Opportunities
1.
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10.

2. Total number of fit opportunities you listed:

Gap Opportunities
1.

10.

3. Enter total number of Gap Opportunities you listed:

4. Add the results of Step 2 and Step 3 and put the total here:
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5. Record your answer from Step 4 on the ChangeBoard in the space pro-
vided on ChangeCard 15.

6. Enter the results of Step 2 and Step 3 in the appropriate boxes found on
ChangeField 15.

About the scoring: Your score in Step 4 will range between a high of 20 and a
low of 0. This score represents the potential number of opportunities of both
tits and gaps for future exploration and development.

7. Reflect on the work you have completed in the previous exercises
(challenges, priorities, value creation, goals and objectives, business ini-
tiatives, praxis chart, people, complexity and risk, affects on, readiness,
adoption and internalization, impact, and fits and gaps). Now, review
the assumptions in Exercise 2 and add four new assumptions based on
your added knowledge.

1.
2.
3.
4.

8. Write the four new assumptions in lines 4 through 7 on ChangeField 2.
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Discussion
On Line A in the table below, enter by category the number of Fit Opportuni-
ties and the number of Gap Opportunities you listed in the exercise. Some may
not fit within the given categories. This is to be expected.

On Line B in the table below, enter an overall rating from the legend that
corresponds to your perception of the aggregate of the fits or gaps in that
category.

“Fit” FACTORS "GAP" FACTORS
ProbucTION/ ProbucTiON/
MARKETING | TECHNOLOGICAL | MANUFACTURING BusiNEsSs | MARKETING | TECHNOLOGICAL | MANUFACTURING | BUSINESS
FAcTORS FAcTORS FAcTORS FACTORS FACTORS FACTORS FAcTORS FAcCTORS
A
B

RATING/EVALUATION LEGEND
“E “Gap”
1 Strong 1 Small
Good 2 Medium
3 | Modest 3 Large

What additional factors should your business case consider?

Notes
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What do all the numbers mean? How do you make sense of it all? The follow-
ing exercise will provide clarity and add meaning to how the scores are used
to build a change scorecard you can use in implementing the change
initiative.

Exercise
1. Enter the scores of each of the designated exercises in the space provided
in the column labeled “Enter Your Score Here.”
IF YOUR SCORE IS IF YOUR SCORE Is IF YOUR SCORE IS
R . BETWEEN THESE BETWEEN THESE RANGES, BETWEEN THESE
EFER TO: RANGES, PUT A DOT PUT A DOT IN THE RANGES, PUT A DOT
ENTER YOUR | IN THE RED (DARKER- YELLOW (LIGHTER- IN THE GREEN
CHANGECARD PAGE Ster | Score HERre SHADED) ZONE SHADED) ZONE (UNSHADED) ZONE
3 Challenges 26 3 10 and 15 16 and 30 31 and 50
4 Priorities 32 6 4 and 12 13 and 43 44 and 72
5 Value Creation 36 4 Oand 12 13 and 36 37 and 60
9 People 56 5 14 and 27 28 and 41 42 and 70
10 Complexity 63 4 0 and 25 26 and 75 76 and 100
11 Affects On 67 5 16 and 32 33 and 48 49 and 80
12 Readiness 71 2 22 and 40 41 and 80 81 and 110
13 Adoption 74 5 20 and 40 41 and 80 81 and 100
14 Impact 78 2 7 and 14 15 and 28 29 and 35
15 Fits and Gaps 83 4 Oand5 6and 15 16 and 20
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2. Place a dot (.) in the appropriate zone according to the chart above.
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3 4 5 9 10 1 12

13

14 15

ToTtAL

%

Row 1
(Red)

Row 2
(Yellow)

Row 3
(Green)

Sum >>>

100%

When you have placed all ten dots, add the number of dots in each
zone (red, yellow, and green) and enter the result in the Total column

for each row.

Convert the total number to a percent and enter the result in the %
column. You convert the number to a percentage by dividing the total

for each row by the sum for all rows.

Now, connect the dots moving sequentially from the first column
(Iabeled 3) to the tenth column (labeled 15).

the space provided in ChangeField 16.

. Finally, transfer the results of Step 2 in its entirety to the ChangeBoard in
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Discussion

Enter the percentages from Step 2 on the corresponding lines below.
% Red (darker-shaded zone)

% Yellow (lighter-shaded zone)

% Green (unshaded zone)

100% Total

What does this tell you about the job and effort ahead for your business case?

What advice, counsel, and direction would you give them?

Notes
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The countdown is here. It is time to “start your engines.” You will now leave

the simulation behind and apply what you have learned . . . . Welcome to the
real world.
Exercise
1. Circle any single number of your choice in each of the 3-by-3 boxes
below.
A B C
1 3 2 1 1 1 3 1 2
2 1 3 2 2 2 2 3 1
3 2 1 3 3 3 1 2 3
D E F
2 3 1 3 3 3 2 1 3
1 2 3 1 1 1 3 2 2
3 1 2 2 2 2 1 3 1
G H |
1 3 2 1 1 1 3 1 2
2 1 3 2 2 2 2 3 1
3 2 1 3 3 3 1 2 3
) K L
2 3 1 3 3 3 2 1 3
1 2 3 1 1 1 3 2 2
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2. Transfer the numbers you circled in Step 1 to the appropriate lines below
and complete the calculation as required.

CHANGE | 3 X 3 MATRIX | ENTER THE NUMBER
CArRD Boxes YOU CIRCLED THe EFFecTs ON YOUR CHANGE INITIATIVE ToraL
1. A times 4 = the number of months subtracted from your
timeline.
2. B times 3 = the number of key assumptions that are no longer
valid.
4. C = number of priorities added to the top of your list.
5. D = the number of intangible assets designated as critically
important.
7. E = the number of business initiatives added to Reduce Costs.
7. F times 10 = the percent reduction in resource allocation.
9. G = the number of Drivers replaced by Resisters.
10. H = the number of new risk factors added to the complexity
polygon.
11. = the number of Positive Effects that changed to Negative
Effects.
12./13. J times 10 = the % of widening the gap between readiness
adoption.
14. K times 4 subtracted from step 2 in your Impact calculation.
16. L = the number of Fits and Gaps subtracted from your score.

Total >>
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Discussion
Considering the results of Step 2, discuss the implications.

Is planning and executing change something that will stay constant; once
done, stays done?

Will change come about predictably or randomly?

How can you deal with the randomness factor?

Notes




