GLOBAL MANUFACTURING ORGANIZATION

EMBEDS CHANGE MANAGEMENT
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PEOPLE. CHANGE. RESULTS.

Working with Prosci is a true partnership. The best practices research, the pragmatic methodology

and the focus on knowledge transfer over consulting all make Prosci excellent to work with. But in the

end it is the quality of the people who partner with you that sets Prosci apart.”

BACKGROUND

Leadership in HR at a global manufacturing company
recognized that to achieve the long-term goals of their
department and the organization as a whole, they
needed to proactively pursue a focus on the people
side of change.

While the organization had historically been very
successful at project management, growing success
led to significant growth goals with very big people
implications. While the leadership team within Human
Resources knew that a change management capability
would be necessary to accomplish the organization’s
overall goals, they also knew that much of the
organization was not yet ready to begin a capability
build. In light of this, the department focused first on
building an internal department change capability
while also preparing for an eventual enterprise-wide
capability build.
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- Organization Development Consultant

THE CHALLENGE

To create a change management capability in
the HR department, and ultimately organization
wide, in order to proactively support new
strategic goals and growth.

THE SOLUTION

« Acquire a Prosci License

« Train an initial group of change practitioners
and sponsors

« Embed change management language and
concepts into daily conversations

« Create a formal Enterprise Change
Management plan

« Facilitate organization-wide training and
integrate change management into existing
processes
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PARTNERSHIP WITH PROSCI

Leadership selected Prosci as their change
management methodology for several reasons. First,
Prosci's training-oriented business model put the
focus on building an internal capability. Instead of
doing change management for them, Prosci enabled
HR staff to learn how to do the work themselves. In
addition to this, Prosci's commitment to research
creates a unique environment that balances theory
and knowledge of change management with a
practical, results-oriented approach to building an
organization’s capability. The blend of these two
elements, in addition to Prosci’s client-focused people,
created a true partnership that offered the support,
structure and guidance to successfully build a change
management capability.

APPLICATION

Phase 1. Internal Department Capability and
Preparation for Capability Build

With Prosci as their chosen methodology, the Human
Resources team purchased a Prosci site license that
gave them access to the Prosci Guide for Managers,
the book ADKAR: A Model for Change, and two role-
based training programs.

They also sent two staff members to the Prosci Train-
the-Trainer Program so that they could internally
teach the Prosci Change Management Practitioner
Program. They immediately began training staff in
change management.

Applying change management to key initiatives

The team selected key enterprise-wide initiatives

to include a change management strategy. Doing
this demonstrated to the organization what change
management could look like on an initiative and also
showed the impact change management can have on
project success.
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Creating a language for change

As they were beginning to apply change management
to these key initiatives, staff from Human Resources
also focused on bringing people-focused language
and concepts into their meetings and conversations
with other departments. The goal was not to make

an announcement about change management—in
fact, staff members did not even mention their
change management initiative in these conversations.
Instead, they worked to bring awareness of the
notion that people impact outcomes.

Preparing for an enterprise-wide capability build

The Human Resource team also used the structure of
Prosci's role-based training programs and the support
from Prosci's Enterprise Change Management suite

of tools to create a plan for how they would embed
change management in their organization. This
enterprise plan included recommendations on who
should receive change management training and

how individual change management capability could
be integrated in project expectations and employee
reviews.

The most important part of the preparation

process, however, was gauging the readiness of the
organization to implement a change capability. By
having a plan in place for an eventual enterprise
capability build, the Human Resources department
could launch a deployment plan as soon as there was
sufficient pull in the rest of the organization.

Phase 2. Deploying Change Management
Organization-Wide

In 2013, the organization’s leadership team identified
change management leadership as key to the success
of their strategic plan, and the organization was
finally ready for an enterprise-wide rollout of change
management. With the leadership’s buy-in, the
change management team attended the Prosci ECM
Boot Camp and created a formal Enterprise Change
Management plan. This plan included facilitating
role-based change management training programs,
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formalizing the enterprise approach to change,
and integrating change management into existing
processes.

In addition to the role-based trainings, the team also
trained staff with the Prosci Change Management
Practitioner Program, which enabled each
department and business unit to begin applying
change management to their projects and initiatives.
This was the start of a now-robust enterprise-wide
Change Agent Network.

Gaining buy-in from individual business units

It was in the midst of this training deployment that
two key business executives decided to embed
change management in their business units. Both
attended a Change Management Practitioner
Program with their leadership teams and went on
to fully invest in getting every staff member in their
organizations change management training.

This was a crucial moment in the capability build.

With the vocal support of two executives and with the
results of change management application starting to
appear within their business units and within Human
Resources, other leaders started to come forward
with the intent to embed change management in their
organization throughout 2014 and 2015. By 2016,
over 90% of the organization’s 20+ unique business
units around the globe had embarked on embedding
change management into their organizations.

Today, leaders can use guidelines from Human
Resources to keep their business units accountable
for consistent application of change management
and to decide what training their employees should
attend. All employees have received or are scheduled
to receive the change management training most
relevant to them.
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THE RESULTS

Through the change management capability build,
this manufacturing organization has accomplished
an organization-wide shift in company culture. The
organization now has:

+  Embedded language and process for change
throughout the organization

+ Trained and engaged employees who know
and fulfill their roles in the change process

+ High energy and employee engagement on key
initiatives, leading to project success

Due to the successful facilitation of role-based
change management trainings in addition to clear
support from leadership, employees at every level
understand the role they play in making a change
successful and are expected to apply change
management to their daily work.

Not only did employees gain the tools and
resources to facilitate change, but they also

gained a renewed attitude towards change and
new initiatives. As the organization’s Senior HR
Director said, “As tools and processes are added or
changed, people feel like they are coming along the
journey. They don't feel like things are being done
to them; they feel like change is being done with
them.”

This in turn has resulted in projects with high
employee engagement, less negativity, and more
project success.
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BUILD YOUR ORGANIZATIONAL CHANGE
CAPABILITY WITH PROSCI

Over 80% of Fortune 100 companies have worked with Prosci to build their change
capability. Our research-based, results-driven methodology is easy to apply. We can
equip your organization with the tools to out-change others, remain agile and thrive

during bigger, faster and more complex change.

SCHEDULE A CONSULTATION WITH A PROSCI SOLUTION ARCHITECT

Your no-cost consultation will:

Define your organization’s goals
Assess your current state of change management maturity

Review your change capability development strategy

Provide actionable insights to drive your organization forward

SCHEDULE MY CONSULTATION
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