A Framework for Change Management

By Alsbridge

Change management is a critical part of any project that leads, manages and enables people to accept
new processes, technologies, systems, structures and values. It is the set of activities that helps people
transition from their present way of working to the desired way of working. The focus of change
management is to address the people and organizational factors that will both drive and obstruct change
throughout the organization. The ultimate goal of any change initiative is to ensure everyone in the
organization is ready, willing and able to appropriately perform their role in the new environment.

Challenges for Change Management

The nature of the change, coupled with the complexity of the shared services/business process
outsourcing (BPO) implementation, give rise to a range of change management challenges, including:

e Lack of visible sponsorship: The change is not perceived to be important or even happening.

¢ Unclear, ineffective decision-making process: Reduced pace of implementation; additional cost:
time + rework; lack of vision, direction and focus. Lack of buy-in; other priorities will be made.

e The right people are not involved: Delayed decision making; no sense of urgency; rework
required by additional resources.

e Failure to remove organizational barriers: Project delays and could ultimately fail.

¢ Not anticipating and pro-actively managing people issues: Increased resistance; attrition;
employee relations issues.

e Skills for new/changed jobs or roles are assumed and not tested/assessed: Training effort
insufficient — additional effort required/reduced service level; unmanaged staff expectations.
Planned organizational rationalization is not achieved: Staff are retained without a real need.
Finance/HR resistant to "letting go" of certain current responsibilities which may in future be no
longer theirs.

e Reluctance to change behavior: "Temporary" double effort; benefits are not reached (as quickly).
Underestimating the time and effort required to "make the change stick."

e Lack of baseline/metrics/system to measure progress (how far have we got, how far do we still
need to go?): No clear sense of how much has been achieved; lack of momentum; project
fatigue.

Many of these may seem generic, but they have implications for managing a shared services/BPO
initiative, including:

e Managing the effective planning of the potential redeployment, relocation and release of staff.

e Scheduling change to minimize the impact on the business units to enable maintenance of
business as usual.

e Ensuring effective transition of individual business units to a new structure.

e Building involvement in the development and delivery of shared service center (SSC) to create
the understanding of the need for change.

e Engaging with impacted staff to involve them in the process of transition.

e Managing effective two-way communication with all stakeholders during the project.

e Embedding the cultural change and ways of working associated with a shift to a more customer-
focused support service.

Framework for Managing Change

The extent of the change (actual and perceived) and implications are significant. But how should they be
addressed? Figure 1 shows a framework for change management.
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Figure 1: Framework for Change Management
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The segments in the wheel describe the various components that fit together in order to support and
deliver the result (i.e., the SSC vision and the transformed function). It is important that all segments are
addressed in order to ensure the success of the shared service/BPO initiative.

e Culture: This includes confirming the case for change and how the shared service/BPO initiative
will contribute to realizing the organization's strategic goals, and assessing the capacity and
readiness of both individuals and the organization to assimilate change. Potential blockers must
be identified and articulated with agreed-upon strategies and plans so the initiative is not derailed.

e Organization: This covers design of the new world, including the operating model, organizational
structures, role definitions, competency frameworks, and governance and decision-making
frameworks. Care should be taken to design realistic and effective interfaces between the shared
service/BPO capability and the retained organization.

e Leadership: This activity aims to clarify how the organization will be led, and to equip the leaders
to carry out their leadership roles. Specific activities include defining the role of the leadership
team, how the leadership team will work together both during implementation of shared
services/BPO and subsequently, and the roles and responsibilities of individual leaders. This
activity may identify the need for training and/or coaching of leaders and potential leaders.

e People capability: This activity aims to establish the skills and competencies required for the new
world, and how to meet those requirements, including skills audits, gap analysis, job and role
definitions and career planning. Involvement of those who will lead the new organization is key to
the success of this activity.

e Execution: This activity ensures delivery of the new model. It includes hard deliverables in the
form of project plans, milestones, progress reports and budget analysis, and soft deliverables in
the form of communications and stakeholder management.



e Continuous improvement: This covers life post-change and includes frameworks and processes
(e.g., performance management, balanced scorecards and reward alignment) to measure the
effectiveness of the changes, and mechanisms to ensure that opportunities for further
improvement are identified and acted upon in a timely manner. The expectations of all those
impacted must be managed by the shared service initiative, so that they become accustomed to
the idea that change will be a constant feature of the new model.

These various elements can be put together in a program change plan as shown in Figure 2.

Figure 2: Generic Business Unit Transition Plan

I 4

Build high Undertake change readiness assessment
-level changa . . Review affectivenass of
plan identify change natwerk Develop & mplement change activities change activities.
Identify Complats stakaholdor
stakeholdars Iriclvemsent plan Manage & refine SIP
Identify gaps -
Diefine Culturs Monitor effectiveness
betwean current | Develop & deploy culture change programme
change and dasired cultura ] of cuttural change
Capabilty Develop new  Job-person  Confirm
Assassmant robe profiles  matching  org design

Define & manage dapartmental

Develop ratention, release & rede ployment strategy transition plans

Define Transition Gap Alig n|l-|-|err|; of department Implem;!nl NEW pPIOCcessas Monitor
Bluaprint analysis  procasses to support S5C Aachnology affectivenass
Developtraining . Dovelop  Confirm Detaded Devalop Train the tralner -~ Training  Ongoing
courseoutlines  Tya  devEdelivery  pua  training materials delivery  support

resounce plan
Define Comms Identify & mobilise Pro-actively manage communications & involvemant plan,
stratagy change agents including creating tailored communications matarials

This transition plan is an example of how the various dimensions of the change wheel fit together. Please
note that in this example a process and technology stream is included for completeness, although this is
not always included in a change management plan. The table below shows the types of activities that are
undertaken at each stage in a program, for each stage in the change wheel.

Table 1: Change Management Activities Across Shared Services Lifecycle
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Project Structure Delivery-side/Client-side Model

There are many ways to construct a project or program to deliver shared services/BPO. However, one

model gaining acceptance within many organizations is the "delivery-side/client-side” model. This models

the transition/transformation work streams described earlier.




e The delivery side team is responsible for the transition activities. Where the shared services are
to be outsourced, the service provider is likely to take responsibility for the majority of the
activities. For in-house shared services, often a shared services director will be appointed early in
the program, and that person will take responsibility for the transition activities.

e The client side team is responsible for the transformation activities. In some instances there will
be several "customers" for the new shared services operations. In this case there may be a
central client side team, with business unit teams.

Overall program management is usually undertaken by the client side team, with input from the delivery
team. A sample client side business change team structure is shown in the Figure 3.

Figure 3: Client-side Business Change Team Structure and Activities
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The structure is for a typical large-scale change program and shows how the activities outlined previously
can be organized.

e The communication work stream is responsible for stakeholder management and
communications at all levels within the organization, and for liaising with external communications
as appropriate. This work stream starts at the very beginning of the initiative and continues
through its life and is typically supported by one full-time employee (FTE).

e The business change work stream is responsible for implementing the agreed-upon changes
across a range of disciplines. The work stream kicks off with early-stage activities such as change
readiness assessment, and continues through the main implementation activities, typically
supported by a small team of two to six FTEs depending on the size of the initiative.

e The training and user support work stream is responsible for delivering the one-off and ongoing
education and support necessitated by the changes. It starts at the beginning of the initiative with
planning and training needs/skills gap analysis, and continues through to post-implementation
support, typically supported by one FTE.

Summary



A change management framework and structure will help a shared services/business process
outsourcing initiative overcome common challenges and set the stage for continued success.
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