
© Prosci, Inc. All Rights Reserved. 1
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With Structure and Intent
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How to Build Change Capability With Structure and Intent

Why How What Who When
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CM and ECM in Context

Increasing adoption and usage 
to deliver people-dependent 

portion of project ROI by 
preparing, equipping and 

supporting employees

Change Management
(house)

DNA/fabric/norm through 
individual competencies and 

integrated CM approaches

Enterprise Change Management
(neighborhood)
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Change Management as a Core Competency 
(CMaaCC)

• The norm

• Commonplace

• Part of our culture

• Who we are, not just what we do

• The expectation, not the exception

• Embedded in the fabric of the organization
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Organizations With Higher Change
Management Maturity Have Higher 
Project Portfolio Success Rates

Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

Project success rate by maturity level:
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Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

Bigger Change

More 
Complex Change

More 
Cross-Functional 

Faster Change

More Information
More Connected V.U.C.A. World
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Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

CEOs said that their ability to adapt 
to change will be a key source of 
competitive advantage
PwC survey of 1,150 CEOs

76%

Executives said organizational agility 
was critical to business success and 
growing in importance over time
McKinsey Quarterly (Sull)

9 of 10

From the PMI® 2012 Pulse of the Profession™ In-Depth Report: Organizational Agility 

Greater
Organizational
Agility

= Better 
Performance =

Improved 
Competitive 
Advantage
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Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

Respondents said that their organizations were 
nearing, at or past the point of saturation
2017 Prosci study with 1,778 change professionals

73%

Saturation has consequences

9

Individuals suffer – Projects suffer – Organizations suffer
2017 Prosci study with 1,778 change professionals
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Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

Strategic Imperative

Strategy is
Change
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Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

Competitive 
Differentiation

“out-changing”
as a competitive

advantage
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Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

Cumulative Benefits

CM on one project is good. 
CM on all projects is better.

12



© Prosci, Inc. All Rights Reserved. 13© Prosci, Inc. All Rights Reserved.

Increase portfolio 
success rate

Prepare for velocity 
of change

Enable 
organizational agility

Address saturation and 
its consequences

Support 
strategy execution

Create 
competitive advantage

Multiply benefits of 
change management

Leverage a common 
approach and language

Language
Improvement

Efficiency
Effectiveness

A Common Approach Provides
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How to Build Change Capability With Structure and Intent

Why How What Who When
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Structure
and Intent

Where you
want to get

How you will
get there

Where you
are today

Building Change Management Capability is a Journey
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Project ECM: 
Change 
Capability 
Journey

ECM
Current 

State

ECM
Future 
State

ECM
Transition

State

How we manage 
change today

How we want to 
manage change

How we will 
get there

C M  t a k e s  C M

Standing in 
the future

ECM Strategy MapMaturity Model

Objectives | Goals | Metrics

How Changes Happen
Help and Hinder Factors

People Side Analysis 
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Prosci Change Management 
Maturity Model

Level 5 Organizational Competency

Level 4 Organizational Standards

Level 3 Multiple Projects

Level 2 Isolated Projects

Level 1 Ad hoc or Absent
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Prosci ® Change Management Maturity Model™
LEVEL: CM SEEN AS: CM APPLIED WHEN: CM PRACTICED BY:

Level 5
Organizational
Competency

• A critical core competency for the org

• Essential on all projects and initiatives

• Second nature and commonplace

• At the start of projects and initiatives

• On virtually all project and other changes

• Inseparable from project delivery processes

• Practitioners and project teams

• All leaders and people managers

• Centralized functional group

Level 4
Organizational
Standards

• An important success factor on most

• A common and standard approach

• Regularly at project initiation or planning

• Integrated into PM approach

• Most practitioners and project teams

• Many leaders and people managers

• Potentially a centralized functional group

Level 3
Multiple
Projects

• A structured approach that adds value

• Applicable in various situations

• Localized in particular parts of the org

• At initiation on some projects

• Still missing or as a reaction on many

• Practitioners who are starting to 
collaborate and work together

• Some leaders and people managers

Level 2
Isolated
Projects

• Important by some

• Unimportant by most

• On few projects, from initiation

• On some projects, in reaction to resistance

• On most projects, not at all

• Handful of unaffiliated practitioners

Level 1
Ad hoc or
Absent

• A distraction from the focus on 
installing technical solutions

• Not at all

• A last resort and as a reaction

• Dependent on individual practitioners 

• Not formally by managers and leaders
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Environmental Analysis

People-side analysis

Change Initiation
How are changes 
triggered, launched 
and funded?

Change Governance
Which systems govern 
projects and 
initiatives?

Change Engines
Who drives 
change? Who are 
the key players?

Project Management
How is change 
management integrated 
with projects? 

How changes happen

Help/hinder factors

• Senior leader awareness of CM
• Availability of resources and funding
• Originator of deployment efforts
• History and progress with CM
• Amount of change on the horizon
• Change capacity
• Strategic direction and objectives
• Political environment
• Organization culture and values
• Movers and shakers
• Anatomy of past changes
• Attitude and current changes
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ECM Future State: Defining the Destination
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• We consistently meet and exceed expectations in change
• We are able to handle the change our organization is experiencing
• We have created an organizational footprint for change management

• We (all employees) expect change and are excited by it and engaged in it, not fearful of it
• We all see “leading change” as part of our job; we have the skills 

to do it and we are measured on how well we do it

• We share a common language for change
• We have a standard change management methodology and full set of tools to support 

its common and consistent application
• We have integrated change management into the project management 

approach and our improvement processes and systems

• We appropriately budget for and resource change management on all projects
• We have change management present at the start of every project
• We are measuring the impact of change management and are showing the return on investment 

of managing the people side of change
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How to Build Change Capability With Structure and Intent

Why How What Who When
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Prosci® ECM 
Strategy Map

ECM Strategy Segment Critical Decisions

Leadership  Commitment Statement

Project  Demonstration Projects

Skill  Capability Development Approach

Structure  Roles and Responsibilities

Process  Integration Opportunities

Leadership

Structure

Process Project

Skill
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Sample 1- and 3-Year Goals With the ECM Strategy Map

 What is your year 1 goal?  What is your year 3 aspiration?
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Getting Started Building Momentum Sustaining

Leadership

Project

Skill

Structure

Process

ECM Strategy Map: Adding Timing

Getting Started Building Momentum Sustaining

Leadership

Project Get a Win!

Skill

Structure

Process
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				Prosci® Bust your “But” - Build a Change-Capable Organization Through your Everyday Work - Webinar Outputs

				Change Capability Micro-Steps

				Curated insights from Prosci's Webinar on June 21 & 22, 2017



www.prosci.com/webinars

http://www.prosci.com/webinarsLearn how Prosci Solutions can help you increase your change management maturity

Email solutions@prosci.com to get started

mailto:solutions@prosci.com?subject=Change%20Capability%20Micro-Step%20Follow%20Upsolutions@prosci.com

mailto:solutions@prosci.com?subject=Change%20Capability%20Micro-Steps%20Follow%20Up
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				 - Leadership Micro-steps - 

						Add a leadership/sponsor action to my project

						Answering Executive questions about the essential next steps - confirming strategic partners

						ask the front line leaders how satisfied they are with the status quo and what vision are they aware of for change

						Assess the organizational needs

						Awareness and discuss benefits of past CM successes

						Be a conduit of positivity when change is a topic.

						Be the example.

						Be transparent with my Sponsors

						build a change timeline

						Celebrate successes when change mgmt. was used

						Change Agent Network trainings for Managers and Supervisors

						Change mgmt embedded in all project plans

						Chat with a Sponsor about the change capability, to learn about his perspective and vision

						Check in with the HR lead on how change management can be added to newly created role profiles

						Coaching people to CM: microstep: leave a quick job aid behind

						collaboration with stakeholder and sponsors

						Collect feedback on how change is actually being received

						Commit sr management through current projects results

						communicate intentions with organization

						Communicate with leaders about ideas that you have

						Communication from leadship team

						Connect the sponsor with the project leaders

						Continue discussions about change management and its importance to build awareness

						Continue to discuss the need for considering the change management aspects in our projects.  Highlight this in our project implementations.  Provide project members testimonials when we have implemented change management activities.

						continue working on creating a culture of change in my unit

						Conversation to define what a bridge to the future looks like

						conversation with new lead in transformation

						Conversations with next level leaders.

						Create a "WIIFM" case to influence

						Create a proposal for senior leaders to buy in to

						create awareness

						Create awareness plan

						Create CM plan for a pilot

						Create messaging that includes some change management points for leaders to distribute

						create visual of the change path and show where leadership engagement is important

						demonstrate need use of metrics

						Demonstrate ROI value of good change management in a project

						Demonstrate the importance of change

						Determine a leadership sponsor to work with our team

						Developing a Business case

						discuss change management perception with Sr Manager who hired me and ask for his advice

						discuss risks of the lack of sponsorship with senior leadership

						Discuss sponsorship role and assist with making the first steps

						draft a sponsor coalition map for current project and review with the leader who understands the challenges of the project to get their input

						Draft outlining the benefits of Change Management

						ECM "Awareness" meeting with Project Sponsor

						Engage directly with a senior manager to start a conversation about the value of change management, with an example

						Engage leadship and team with roadshow to demonstrate the change

						Engage our new CIO in our change management activities.

						Executive sponsorship - Engage, Visible & Communicate

						Find a good positive example to use and highlight / promote when Change Leadership has been done, regardless of if was even (huh? Isn't that common sense?)

						find influencers and have 1:1s

						Find some research that I can present to my senior manager to explain the benefits

						Gain buy-in from leaders to initiate CM on all projects

						give them some tangible/practical examples to buy their attentions

						Greater alignment in the change coalition

						Have a lunch and learn on CM best practices

						Have a one on one sit down to discuss research that legitimizes the power that trusted leadership has on results.

						Highlight good sponsorship activities during project After Action sessions

						Highlight quick wins in small changes

						Highlight where failures occurred due to lack of change management - use practical examples to bring the point home

						Hold 1:1 conversation with my boss

						host a conference call to share a vision

						ID current CM advocates in leadership positions

						Identify an sponsor for a change management in our project

						Identify and discuss the KPI impact for business

						identify leadership position for the change

						Identify leadership that can begin conversation with

						identify people who influence key stakeholders, especially those you need you need to get on board

						identify the benefits of change

						Identifying what we are Dissatisfied about as leaders

						Incorporate CLARC role into leadserhip program

						Increase rounding of departments to connect and be present

						integrate leadership/business immediate actions, to achieve goals, with change management capabilities

						Intercept and coach undesirable behavior

						invite hr director to engage in project advisory committee (start to share value of change management on upcoming roadmap and build coalition)

						Invite our senior leaders into the Change Guild

						KPI metrics leaders agree to follow

						Launch a micro pilot project

						Lead a workshop on CM KPIs that we could measure in the organization

						Make HR VP the main sponsor

						MAKE SPONSOR MORE VISABLE

						make sure that the leader is aware of the importance of the value of Change Management and make him part of it

						Map out all target C-level leaders and identify which ones to develop relationships with this year

						Meet with HR and Strategy VPs to discuss ECM capability opportunity

						Meet with my department on our expectations

						Mobilise our existing highly capable change leaders to mentor and buddy their peers

						Model and discuss use and importance of change management awareness planning with stakeholders and clients

						More direct conversations with my manager and my manager's manager

						My leadership is super results driven and competitive. Giving them some compelling stats to support the case for ECM would help.

						overcoming my own resistence/ hesitance

						Present an initiative to Senior Leaders that highlights how CM made the difference

						Present at a staff meeting.

						Present at staff

						present the importance to take the first step

						presenting a small change that creates an improvement without big involvement from leadership but needs their support

						Presenting the value change management had on a recent project's success to our senior leadership team

						Provide Change Plans with metrics on my project

						Provide recognition to the work CM has done on recent projects. Market Change Management

						Provide report on how change MGMT could help my project

						provide the data to leaders on the 'why' of change management - build the case with facts

						Quick post on our internal knowledge sharing site on the value of systematically change management and sponsorship....

						Reach 'across the aisle' (other lines of business) to network with other potential partners

						Require sponsor for all projects my department supports

						Schedule 1x1s with key target change sponsors

						send news articles about what our competitors are doing in CM

						sending relevant data to potential sponsors

						Set up meeting with CEO to discuss relevant matters

						share a project update with a senior leader

						Share current change metrics with our regional leadership team

						Share current change metrics with stakeholders;  Showing project success

						share how this supports our objectives

						Share my sponsor roadmap with leaders to activate their change potential

						shares facts from PROSCI

						Sharing feedback from the manager level - we do a "voice of the manager" session to allow them to feedback and for us to reinforce the ADKAR methodology

						show results

						Show Simon Sinek Ted talk to sponsor and link to importance of building awareness

						start a Maturity Model Audit and show the results

						Start communicating in Change Management terms when I am with management stakeholders

						start conversation to shift sponsor's mindset

						start discussing with leadership

						start sending good articles to our CEO and Senior Management Team

						Start to socialize the need for change.

						Suggest to PM how CM activities can be tucked into the PM timeline

						talk about Organization Change in every Leadership Development Programs

						talk about the lack of desired outcomes in recent projects and why

						talk talk talk and find more places to talk about how to make change great

						Talk to potential sponsors

						Talk with leaders that are already bought in and ask them to help influence their peers

						Tell a compelling story to change agents about the need for change and how to bridge from here to there

						To generate a value in terms of Benefits realization by having a business case developed.

						Use CM ROI to sponsor to show how dependent project success is dependent on people changing the way they work

						Using CM language

						Visibility of leadership and/or sponsor

						Work with the project/leadership team to identify an upcoming sponsor opportunity within their project.

						write an article in our social network

						write article in learning and development article on change coming with Agile dev and cloud software (get people thinking)
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				 - Project Micro-steps - 

						Add a brown bag to all team members working on projects - small and big

						Add change activities into TFS/LeanKit and other project tools along side development activities

						Add change management as the eleventh knowledge area for proj mgmt

						add CM with the next project - leverage my own

						Add project change management plan to project plan

						ADKAR Awareness session for Project Resources

						apply change management and make it available to leaders

						Apply PCT analysis on project in early to mid stage

						ask others and brainstorm

						Ask project teams...how do we make this sustainable?

						Begin creating and socializing common ECM language

						bring change management capability to every staff person's level so all can take part

						Build Change Management Strategy and socialize this among key stakeholders

						Build consistent messaging on upcoming change

						build in CM tips, info, tips to weekly internal communications updates

						Certain OCM Deliverables included on Project Management Template

						collaborate and levelset within groups

						Communicate and share project timelines and framework

						Communicate clearly with the stakeholders on the agreed principles

						continuously improve methodology based on best practices

						Create a CM basic guide, so every Project leader can use

						Create a screening tool that scores the amount of change occurring and directs them to the correct resource.

						create and share templates for consistent application of change management steps across the team.

						Create and share with project team a change management toolkit, including deliverable's.

						create awareness

						Create case study from successful CM project highlighting best practices to apply to future projects

						create CM 101 education

						Create documentation so that everyone is using the same approach.

						Create guidance document to help people understand what resources are available and where they can access these resources; resources to be aligned with the phases of the project.

						Create specific change-related objectives for each stakeholder

						Create strategy document for demonstration project #2

						Define CM for all project members and show how they may actually be doing the activities without even knowing it

						Define the future state for project & organization

						Demonstrate vision via roadshow

						determine if we already have a Best practise in our biggest Projects.

						Develop a Stakeholders Impact Assessment to identify people and processed impacted by the project change

						Develop an online community of project managers who can share info & tips about the change management aspect of their role

						Developing a business case for change initiative to be successful for CM programs

						Developing a kick off meeting initiative

						Developing Change Readiness score sheet

						do a skills assessment to determine who are already change agents and who can be change agents

						do the correct acompainment to the different areas for them to execute their strategies in the exact time

						Don't overcomplicate the self-help tools

						Educate the sponsors and get buy in first

						Education/awareness session with PMO to get them to understand what CM is. I'm not the training girl!

						Ensure collaboration and alignment across teams and departments to achieve short and long term org goals.

						Ensure directs are comfortable with change mgmt framework

						ensure project meetings are on the calendars of all stakeholders so all have a voice

						Ensure that the project utilizes identified Change agents to promote change brought about by the project

						establish a CM Kudos notification and raise/celebrate!!

						Establish a PM assessment for projects to determine if change is high impact/risk & needs Intensive CM support

						establish RACI among management team surrounding comms (to gain alignment / control on ensuring change management inputs are included)

						Explain roles and responsibilities clearly

						Finalise our self service toolkit and make it available

						Gain insight into ways to create awareness around the change

						get standardization across the board

						go back in recent project 'failures' and connect the value of CM

						Hold conversation about making CM full time role on enterprise projects versus an additional duty for already busy project members

						Identify 2 - 3 documents I use regularly on projects to manage change and formalize them as "templates" to share with others

						identify a collaboration tool to share good practice

						Identify different key stakeholders and conflicts of interests between them.

						Identify minimum change steps/tools to use for low/medium/high risk projects;  Train PMs on the min. Standards

						Identify PMO and work to integrate ECM process.

						identify possible candidate problems and why they must be solved

						Identify project team change agents (core)

						implement the "why" to comms

						Include CM activities in every project plan

						Initiating project reports that incorporate change management into project management methodology.

						integrate change management into project management - identify risks of not doing this

						investigate what our conventions state regarding implementing standard processes.

						Just do it on my projects!

						launch PCT assessment as quick/easy tool

						Leverage content from free webinars to create intro to PM group

						lunch and learn around CM tools and templates

						map people impact for existing projects

						Meet with head of PM and review open projects and see where we need a change manager assigned.

						Meet with marketing to refine communication plans on each project

						Overlay ADKAR milestones on my project plans.

						PCT assessment for highly visible project: implementation of new Project Management tool

						Place some change management resources on the organization's intranet and make organization aware!

						posting 'bite' change management tools in our social network

						practice accountability in the small stuff every day

						Present change Mgt at our next monthly PM webinar

						present PowerPoint on role CM can play and it's importance

						Prove it in 'test & Learn'

						Prove it out

						provide some change management tools for project teams to use

						Reemphasize the need to consider change management activities and discuss them in the project kick-off stage.

						Schedule 1x1s with HR BPs who will support new enterprise-wide change management strategy and tools

						Set up meeting with PMO Office to look at alignment going forward

						Share a change management tool that can be used by everyone to make a difference in the change management space

						Share a recent example of an approach taken with a project, and highlight specific tools/techniques that could form a methodology

						share and provide examples of lessons learned using CM

						share basic change management templates for strategic organizational projects

						share best practice for projects where a proven change model has been used and encourage it's use .

						Share positive results of CM Plans in projects to sr sponsors

						share successes with other groups

						Simplify existing toolkits so they can be self-serve

						Socialize change process so it is used.

						Stand up supporting Yammer group for change agents

						standardize CM governance committees

						Standardize the CM methodology for the entire team

						standardizing change management kick-off

						standing item at every project meeting

						Start a discussion about creating a CM COE

						start with something familiar e.g. training

						Start with the key project objectives, share and COMMUNICATE!!!!

						To have ADKAR process Know how's to proceed

						To present CM as a micro-processes

						Train PMO in CM

						Use the PCT assessment with project teams

						use tools that are available on change

						Utilize documentation to provide to all members for review and understanding

						Work towards a common understanding of CM

						Work with my coworker, who is in favor of CM instead of our manager, to identify one area on this project to implement a CM strategy together.
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				 - Skill Micro-steps - 

						Assess the current Change management teams competencies and agree with HR to build core competency and career path map.

						Add a change management webinar to our learning management system.

						Add a webinar to our tranning programa about strategies to be open to change

						Address all levels communication to get positive and negative feedback

						adkar session for group - to obtain awareness of change management

						Agree on timeline to train top 100 managers with Change Skills and coaching process after the initial training

						Be clear that skill alone will not result in change.  People, including Leaders, have to do stuff.

						Build adaptive change awareness content into existing change programs

						Build OCM capabilities in the project managers and engagement managers

						Change management training as part of onboarding/role & function orientation.

						Clarify the CM practitionners development and career paths

						coaching managers so they can positively lead change with their teams

						Communicate successes to create more awareness.  Identify a person in my team to continue to develop in OCM capabilities.

						Compare current skills to those required for successful change

						Conduct change management lunch and learns with key stakeholders

						connect business results with change skills

						Continue to reassess which individuals have a particular CM competency already

						continue to work on awareness with senior leadership

						Continued reinforcement of change techniques for ongoing success

						Continued sponsor support by weekly Project status reports

						define CM Competency from novice to expert

						define why skill development is a process not a class

						Definitely start with awareness to move "old" thinking ahead

						Developing a training plan for Change Management for managers to be reslient

						Do a debriefing when change does not go well; what could we have done better, what tools could we have used, etc.?

						Do a training on the importance of change management

						Ensure desire and focus trainings on all constituent groups

						Ensure methodology behind skill development is clear

						Explain/describe what change capabilities looks and sound like through competencies

						Follow-up coaching for managers who have already taken the CM training session.  How can they continue with CM after the training to incorporate it into the culture.

						Have PROSCI come in and do an initial training with Senior Leaders.

						have training sessions not only as an onboarding tool but an ongoing process

						Hire Prosci

						Hold managers follow up sessions as we have done all the training.  There is so much more to do to reinforce the training they've had.

						Identify a group who can become early adoptors.  Then, provide them with materials for awareness

						Identify critical success factors

						Incorporate CM skill-building into line management capability building sessions

						Integrate CLARC skill to the leadership program

						Introduce ADKAR

						Learn how to calculate CM ROI

						Leverage a competency model and career development plan to understand current skill-sets and future skill-sets to develop

						Lunch and learn with the team on CM

						Make sure that after training there is a project where people can practice the skills they learned

						meet sponsor to assess change experience and aptitude.

						Mentor immediate team on CM methods and techniques

						Mentors!!!

						model change management practices in weekly communications

						Notice and reinforce those who demonstrate CM skills.

						organize a world cafe with people interested in Change Management skills to know what they need to learn

						participate in several CM conferences

						practice using the Prosci tools before briefing others

						promote manager skills in dealing with the whys for the change

						provide "leading change" training to middle managers

						Put Sponsor Training for OCM on agenda for next leadership boarding meeting to answer their why

						reference call with an org that does CM really well

						Refreshers and lunch and learns

						Regularly screen the areas where skills are missing and go back there

						Review Business ADKAR assessment with a team that is on a significant project prior to having them complete it.

						Review core org competencies and assess alignment with change MGMT

						review skills and capabilities and align

						Share change management tactics at weekly team huddles to share knowledge

						Share competencies and language within my group to ground them on the concepts since they will be integral component of our transformation.  The "why" has already been communication; need to start on the "how".

						Share the cm skill definition and ask our leaders to assess how well they they do it.

						share these slides

						Solicit feedback on what each individual desires to know more about - be adabptable and prepared to respond

						start with the self service change management

						Step supervisors through the to-be process so they understand the impact to their business.

						Take stakeholders through it as part of each project to share and understand bit by bit. Be an advocate

						to sensitize every stake holder

						train Leadership on sponsprship

						Train mid managers in 5 roles of a supervisor during change

						Training programm

						understand the current level of competence at each level, what the future requirements and look to identify the gap.

						Use change management language and terminology in developing performance goals

						utilize inquisitive questioning/challenging (neuroscience techniques)

						work with direct managers to help them with resistance management after the project closes (even though off the project by then)
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				 - Structure Micro-steps - 

						add CM requirements into those positions where CM has the most value; project manager, manager, HR Business Partner

						Add the topic to one/one meetings to continue bringing awareness to the topic

						Advocate for a change role in each major restructure

						Arrange workshop with Exco to discuss where CM section will fit in best with what the organisation wants to achieve in next 3 – 5 years

						ask if there is dedicated $$ and staff for an integrated project CM function

						Ask my boss where do we stand with new job roles specific to change practitioners.

						Assess ECM structures and COE in similar organizations in order to have support bust BUTs from leaders.

						Assign role specific to change management

						At this point, just get a little movement on the importance of including CM in our thinking

						Be BOLD in the recommendations for structure that my exec has asked for!

						Breakdown silos and work in collaboration with other departments

						Bring orgs together that have different change frameworks

						build cm into communications strategy

						build the foundation with some standardization

						Centralize an organization CM group

						Change agents representation throughout various departments/business units.

						Clarify my role and time allotment in building CM structure.

						Create a CM playbook

						Create a CoE

						Create a ECM profile in organization--part of the Org Chart

						Create a road map and governance structure sample to present to your senior sponsor.

						Create additional resources to assist with CM

						Create Change Agent Network for each project

						Create CM roles and career paths

						Creating change management champion group within organization

						Define 2018 organizational resources and allocate accordingly

						Demo value of CM to lend credibility to development of a CM Office/Team

						Designate a Change Management champion in every service line

						Determine champions of change MGMT and support their participation with others

						Develop a mind-set that we are already a CofE, and perhaps its about how we communicate what our role is!

						develop CM responsabilities with leadership and managers to set their expectations and have clarity on what is expected from them

						Developing organizational restructuring

						Educating myself on how other companies support the change managers for the future

						embed CM into my own role in the organization and advocate it at my meetings with bosses and staff

						Ensure if new role to be filled by existing staff or new hires for CM Strategy to be successful

						Establish CM capabilities in all CoE resources

						Establish CM champions within various areas across business

						Establish functional purpose of CM with Leadership and agree on requirements to ensure CM success

						functional group and full-time practitioners now in place - need to determine roles and responsibilities and share with organization

						Have a draft drawing for org design

						Have blueprints for organization restructuring to be rolling out

						have change management certification added to the list of certs company recognizes for reimbursement

						identify a network of change supporters

						identify key components for a CM Centre of Excellence

						Identify Opinion Makers who will become part of the Change Network which will be organization Change Structure

						Identify practitioners and how colleagues engage them on their projects

						Identify team members who specifically want to build defined change management skills for career growth

						Identify the sponsor who can advocate for these roles in the organization.

						Identify the top 5 or 10 objectives to implement change management in the organization

						Identify who has a comparative advantage and passion for change management. Allow them to use their skills to influence more formally to any change.

						incorporate continuing education on a weekly/monthly basis (e.g. Prosci webinars)

						IS there a structure?

						Make change a required function in ALL position descriptions. Build the change advocacy into a Transformation Office.

						Meet regularly with other employees trained in Change Mgt.

						Meet with HR to discuss partnership to spearhead awareness campaigns collaboratively (I am in IT PMO)

						No head count available for Change FTE, but could probably get PM with large budget to hire a consultant

						Operate to create a transformation cell in the organization

						Outline/define what a Center of Excellence would look like, and who might be potential sponsors/champions

						Prepare for co-location

						Raise awareness by inviting those who are looking to change to reach out to us.

						Reframe my but by making conscious decision to take the  (micro) steps every day!

						Request for change is implemented with our IT department. Spread knowledge and educate the rest of the organization

						Request that OCM team members are incorporated into requirement and design sessions.

						Share cases where official CM long-term initiatives have improved the org

						share how this can expand PMO value.

						show communications the difference between a comms plan in CM language i/o of a telling plan (in a polite way!)

						Start Think Tank to start discussing what Enterprise Change Management will look like

						understand desire of org. to have CM at various levels in the company

						Use data to illustrate value of having a full-time CM practitioner in a project-specific role

						work with Innovation department in creating a more standardized CM process

						work with innovation team

						Write structure steps into our FY2018 OKRs
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				 - Process Micro-steps - 

						Add question about ADKAR assessment (to sponsors) at intake of new projects.

						Add update steps for stakeholder analysis to capture change impacts

						Agree with leadership which are the 4 main change management activities that have to be followed by the organization

						align change mgmt. activities into project management plans

						align with Scrum Master/Project Manager right from the start of the project

						Amend governing documents to include change management ideas/processes

						ask "how will we implement our Strategic Plan successfully"?

						Ask for timely feedback and make this visible

						assess the changes and make sure they are identified as a project intake item

						Assess what 'change training' already exists, and where that training can be improved/augmented

						Attend the next Project Management Office team meeting to talk about change management integration with project management

						Avoid change saturation - create a consistent methodology for project prioritization - accountability to use these tools.

						be better about answering the "why" and communicating the DVFR

						Begin ADKAR

						Begin partnership conversations with Enterprise Solutions team.

						bolster six sigma projects/templates with CM tasks

						Build  a toolkit

						build a chart to monthly show change impacts from all projects runing in the company and how much time they get to change

						Build our change team repository for example templates and methods

						Building in a change impact assessment into the methodology

						Change Agent Network engagement, regular meetings, and touchpoints

						Check if there is an established process for PM, and see how to include CM on it.

						choose a suitable process management tools

						Clarify and map roles and responsibilities for both people and resources on any new project at the launch level

						Communicate the "wins / successes" we have had when we have embedded change management into our process changes.

						Complete the OCM Strategy for our overall SDLC project methodology

						consider change saturation occurring with our people

						Conversations with Strategic Planning staff about addressing and planning for people side impacts

						create a change management check list for every project

						create and share process templates

						Create templates for consistent standardized documentation

						current and future state

						Define the framework for managing the people side of change

						Develop templates for change mgmt, for instance Standard Operating Procedures.

						Developing of stage gates for projects to have change Strategy to roll out

						Developing the PCT assessments

						Development of Swim lanes

						Engage with PMO to introduce change management principles with PM process

						ensure a change assessment is done for all projects (input into project charter template)

						establish a tool to measure the change impact that everyone uses as part of the PM process

						Establish simple change ideas that become part of the process of every project

						establish strategies among with process area in order to identify main changes that impact people, processes, technology and the organization

						Establish visuals for ADKAR with PDCA with Accelerated Learning (4Ps)

						exercise - what would have to be true to have this CM a success?

						Find the company dictionary acronym resource, make sure Change Management and Process are included  ;-)

						Get alignment at what project gate must Change plan be handed in for the total project to move to the next gate

						Get Change management category added to the LEAN project charter

						get immediate line managers buy in on daily approach

						Getting buy in to steps and phases to implement to reach agreed upon goals. Drill down to micro step components needed

						ID who can insure we attach CM to key projects.

						identify current change processes and how well they work

						Identify if/how people changes are considered when projects are considered and launched.

						Identify stakeholders and processes impacted by a change initiative via stakeholder impact assessment

						include change plan for Process Improvement projects

						Include OD leadership role players in day to day approaches and activities

						include process and activities in our project templates

						insert in PM process

						Integrate ADKAR with in-house processes e.g., Agile, Scrum, Lean

						Integrate CM activities with the project plan and requirements

						Integrate CM into our new Agile projects that are process related

						investigate what our coventions state about implementing standard processes and see if that includes imbedded change management.

						Involve CM leaders in the project committees, so they can advise PM and leaders about human and org. aspects of change

						Involve various departments

						just simplify the process

						Keeping people at all levels engaged in the project so that the buy-in is available

						Know the topic well enough to add it into strategy meetings

						Lean Everyday Ideas platform where anyone can submit a lean idea for the organization.

						look into your organization for change agents

						map people impact for existing projects

						Map/outline current state vs vision/future state

						Outreach with "early adopters" of the change management concept.

						Process to make all changes more visible: identify overlaps, synergies, opportunity to share best practices

						RAISE awareness to people impacts

						Require "managing change" subjects be part of overall project plan.

						Require CM objectives on annual objectives for those who play a key role.  For example, project managers and managers of impacted employees

						Review current process with a view of integrating the people side into it.

						Run an urgency exercise at the next Leader Summit

						S.M.A.R.T.

						Schedule time with L&D lead to discuss how to embed CM into the manager and leadership development plans for the coming year

						Schedule training session with HRBPs on how to do a change impact assessment as they begin to support this on all priority projects

						Share change management deliverables with Sponsor and key stakeholders to demonstrate benefits to project.

						Share CM wins and challenges at project meetings

						share thought leadership

						Show a proven change roi from 'trial' projects and apply that in financial terms to gain buy-in

						Spreadsheet that tracks and incorporates CM into project management methodologies.

						stakeholder analysis shared with leadership

						Standardizing our process and communicating the efficiency gained

						Start CMROI measurements

						To have CM templates in place

						try out the ADKAR Dashboard

						Understand current processes and identify what needs improvement

						Using 5S to organize our Change Management storeroom where we house tools and books.

						utilize inquisitive questioning/challenging (neuroscience techniques)

						we've begun developing business process models to document the change

						write the why from different perspectives for greater dialogue
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How to Build Change Capability With Structure and Intent

Why How What Who When
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Roles and Responsibilities: ECM Team Roles
Role Person or Group Expectation

Executive Sponsor Initials / Name

• Role model sponsorship behaviors (ABCs)
• Provide funding for change management
• Make it okay to publicly invest in change as a value driver
• Rally the senior leaders’ ongoing support
• Hold the steering committee and core team accountable

Steering Committee Initials / Name
• Build the organizational narrative around change
• Remove barriers and address issues
• Promote change management as a valuable discipline

Core Team Initials / Name

• Ensure a results-driven approach to produce ROI
• Enforce the rules of engagement
• Link to other parts of the organization
• Define the change management brand
• Embed change management into organizational systems 
• Promote change management as a valuable discipline – tell the story
• Prioritize projects and resources

Deployment Leader Initials / Name

• Manage the day-to-day activities of CM deployment
• Champion community of practice development
• Ensure program quality and adherence to method
• Report on progress
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Example: ADKAR-ing “Become a Good Sponsor”

A

R

A

K

D

ADKAR element: Definition for sponsorship:

Awareness Of the need to be a good sponsor

Desire To participate and support change as a good sponsor

Knowledge On how to be a good sponsor

Ability To implement required skills and behaviors of a good sponsor

Reinforcement To sustain the good sponsorship
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Activation Plan: ADKAR Profile

Roles Employee-Centered 
Role Definition

Name/
Initials ADKAR Profile Engagement Tactics

Sponsor … … -- …

People Manager … … K …

Project Manager … … -- …

CM Practitioner … … R …

Sustaining Sponsor … … K …

Project Team … … -- …

Change Agent Network … … Ab …

Employee … … Aw …
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Executives and 
Senior Leaders
½-day

Project Managers 
and Teams
1-day

People Managers
and Supervisors
1-day

Front-line 
Employees
1-day

Activation Plan: Engagement Tactics

Prosci offers a unique suite of role-based, 
research-backed, experiential training 
programs that build individual 
competencies and common language.
solutions@prosci.com

Building Awareness and Desire for “fulfilling your CM role”

Building Knowledge and Ability for “fulfilling your CM role”

Context Problems Language Preferred 
Sender
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How to Build Change Capability With Structure and Intent

Why How What Who When
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Deployment Leader Timeline vs. Organizational Timeline

Year 1 Year 2 Year 3 Year 4

ECM
Current
State

ECM
Future
State

ECM
Transition

State

The organization’s
journey of growing
change capability
still starts at the

Current State

The deployment leader
goes into the Future

with Vision, Decisions,
and Plans
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Year 1 Year 2 Year 3 Year 4

ECM
Current
State

ECM
Future
State

ECM
Transition

State

The organization’s
journey of growing
change capability

ECM
Current
State

ECM
Transition

State
Slow out of
the gates

ECM
Current
State

ECM
Future
State

ECM
Transition

State

ECM
Current
State

ECM
Transition

State
Stall out with

a reboot

*** Other ways the Organizational ECM Journey might move forward ***

Organizational ECM Journey Variations
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How to Build Change Capability With Structure and Intent

Why How What Who When
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Keys to Initiating the ECM Journey

1
Secure sponsorship 
for building change 

capability 

2
Demonstrate the 
impact of great 

CM on a few projects

3
Apply structure 
and intent with 

Project ECM

Which leaders do you need on 
board the ECM journey?

How will you get past the 
“head nod” of passive support 

to true active support?

Which initiatives will you use as 
demonstration projects to show 

the organization the value of CM?

How will you capture and share 
the impact good CM is having? 

Where are you today?

Where do you want to get?

How will you get there?



How can we help?

Details on our upcoming webinarsProsci change management training 
for my organisation

How Prosci Europe can help me on 
my Change journey

Detailed and helpful change 
management resources and tools 

The latest news and updates from 
Prosci Europe

Prosci change management training 
for me

Our Prosci Certification training has been approved by the 
Association of Change Management Professionals®

Answer the poll on screen and we’ll get in 
touch!
I’d like to know more about…
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Upcoming Webinars

TOPIC DATE

Friday 27th October How to Build Change Capability with Structure and Intent

Friday 3rd November 12th Edition Best Practices Research

WEBINARS BEGIN AT 9AM UK TIME UNLESS STATED OTHERWISE

Register at www.cmcpartnership.com/change-management-webinars
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