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A lot of change practitioners are extremely comfortable with saying that change

management is about attitudes, behaviours, and feelings and therefore we cannot measure
them.

This metaphor that change management is ‘soft’ extends into areas such as leadership and
employee engagement whereby it may not be easy to measure and track things. However, is
it really that because something is harder to measure and less black and white that there is
less merit in measuring these?
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The ‘why’ behind a lot of industry change
in our day and age comes from the fact
that data is now dominating our world.
Data is a central part of everything that is
changing in our world. Since we are now
more reliant on the internet for
information, the data that can be collected
through our digital interactions around our
lives are now driving change.

Home assistant Alexa from Amazon can
recognize our voices and tell us what we
want to know. We can be identified
through street cameras. Our Google usage
leads to better-targeted advertisements
and product promotions.

Our Facebook usage leads to a deep
understanding of our preferences and
lifestyles, and therefore we become
targetted by advertisements for what we
may find value in (according to Facebook
data and algorithms).

So if our world is surrounded by data, why
are we not measuring it in managing
change? To answer this question let’s look
at what we are or are not measuring.

These are some of the common ways in
which change is often measured in
projects:
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2. TRAINING EVALUATION SURVEYS

These evaluations are normally based on
participant satisfaction across various
categories such as content, instructor
effectiveness, usefulness, etc. In a face-to-
face training format, these surveys are
normally paper-based so as to increase the
completion rate. For online or virtual
training, ratings may be completed by the
user at the conclusion or after the

session.

3. COMMUNICATIONS METRICS

One way in which communications may
be measured is the ‘hit rate’ or the number
of users/audience that views the article/
material/page. This may be easily tracked
using Google Analytics that not only
tracks number of views per page but also
viewership by the time of day/week as
well as audience demographic information

1. CHANGE READINESS SURVEYS as such gender and geographical locations.
Change readiness surveys are usually

online surveys sent by a project owner to 4. EMPLOYEE SENTIMENTS/CULTURE
understand how stakeholder groups are SURVEYS

feeling about the change at different

points in time throughout the project. It There are some organizations that meas-
can be in the form on a Likert scale or ure employee sentiments or culture over
free text. Most results are summarized the year and often there are questions
into a quantitative scale of the degree in that are linked to change. These surveys
which the group is ready for change. A tend to be short and based on a Likert
simple SurveyMonkey could be set up to scale with less open-ended questions for
measure stakeholder readiness for qualitative feedback. Since these surveys
change. ChangeTracking (now part of Ac- are often sent across the entire organiza-
centure) is a comprehensive online tool tion they are a ‘catch-all’ yardstick and
that measures the change journey and may not be specific to particular
readiness of stakeholder groups through- initiatives.

out the initiative.
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5. CHANGE HEATMAPS

Some organizations devise change
heatmaps on excel spreadsheets to try
and map out the extent to which different
business units are impacted by change.
This artifact speaks to the amount of
change and often leads to discussions
concerning the capacity that the business
has to ‘handle/digest’ change. The
problem with most heatmaps is that they
are usually categorized and rated by the
creator of the artifact (or a limited number
of people making judgments), and
therefore subject to bias. Data that is
based on 1 person’s opinions also tend not
to have as much weight in a decision-
making forum.

CHANGE BENEFIT TRACKING

In addition to typical change management
measures, there are various initiatives-
specific measures that focus on the actual
outcome and benefit of the change with
the goal of determining to what extent the
change has taken place. Some example of
this includes:

o System usage rates

o Costreduction

« Revenue increase

o Transaction speed

o Process efficiency

o Speed of decision making

o Customer satisfaction rate
« Employee productivity rate

« Incidents of process violation
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NON-INITIATIVE BASED CHANGE MANAGEMENT MEASURES

There are two other measures that are used within an organizational vs. initiative-specific
context, change leadership assessment and change maturity assessment. In the next section,
we will discuss these two areas.

e ANT P\
— ,;‘:\ﬁf«}%y. B X
ST o\

N

% AN
R -

Tyaul
N wé

THE CHANGE COMPASS
THE ULTIMATE GUIDE TO MEASURING CHANGE



CHANGE LEADERSHIP ASSESSMENT

David Miller from Changefirst wrote about
3 types of change leaders.:

1. The sponsor whose role is to drive the
initiative to success from the beginning
to the end. This involves possessing
competencies in rallying and moti-
vating people, building a strong net-
work of sponsors and communicating
clearly to various stakeholder groups.

2. The influencer whose role is to lever-
age their network and influence to
market and garner the traction re-
quired to make the initiative success-
ful. Four types of influencers as identi-
fied by Changefirst includes:

a) Advocates who are great at pro-
moting and advocating the bene-
fits of the change

b) Connectors who are able to link
and leverage people across a
part of the organization to sup-
port the change

c) Controllers who have control
over access to information and
people and these could include
administrators and operations
staff

d) Experts who are viewed by oth-
ers in the organization as being
technically credible

The change agent is someone who is
tasked with supporting the overall change
in various ways, including any promotional
activities, gaging different parts of the or-
ganization on the change and be able to
influence, up, down and sideways across
the organization to drive a successful
change outcome.

Whilst there isn’t one industry standard
tool for assessing change leadership com-
petencies and capabilities. There are vari-
ous change leadership assessment tools
offered by Changefirst as well as other
various smaller consulting firms.

One of the most comprehensive change
leadership assessment tools is by
ChangeTracking is the Change Capacity
Assessment which is a self-assessment
with the broad categories being Goal
Attainment, Flexibility, Decision Making,
and Relationship Building.

Some of the key competencies critical in
change leadership have been called out by
Pagon & Banutal (2008), and include:

e Goal attainment

« Assessing organizational culture and
climate

o Change implementation

« Motivating and influencing others
« Adaptability

« Stakeholder management

o Collaboration

« Build organizational capacity and capa-
bility for change

o Maneuvering around organizational
politics
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CHANGE MATURITY
ASSESSMENT

Organisations are increasingly realising
that managing change initiative by initia-
tive is no longer going to cut it as it does
not enable organizational learning and
growth. Initiatives come and go and those
who rely on contractor change managers
often find that their ability to manage
change as an organization does not mature
much across initiatives.

Change maturity assessment is focused on
building change capability across the or-
ganization across different dimensions,
whether it be project change management
or change leadership. The goal of con-
ducting a change maturity assessment is to
identify areas in which there may be a ca-
pability gap and therefore enable struc-
tured planning to close this gap.

There are 2 major change maturity assess-
ment models available in the market. The
first is by Prosci and the second is by the
Change Management Institute.
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COMPREHENSIVE MODEL OF CHANGE MANAGEMENT MEASURES
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In this diagram various change management measures are represented along two axes, one
being the different phases of the initiative lifecycle, and the other being different organiza-
tional levels of project, business and enterprise in which change management measures fall
into.
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PROJECT LEVEL MEASURES

‘PLAN’ PHASE

In this phase of the project, the team is
discovering and scoping what the project
involves and what the change is. As a re-
sult, the details are not known clearly at
the commencement of the phase. Later in
the phase the scope becomes much clear-
er and the team starts to plan what activi-
ties are required to implement the
change.

Flegir puntos

« The change complexity assessment
evaluates how complex the project is.
It looks at how many people could be
impacted, what the size of the impact
could be, how many business units are
impacted, whether multiple systems
and processes are impacted, etc.

« Change resourcing costing. At the
planning phase of the project cost re-
quired for the change management
stream of the work is required. This
includes such as any contractors, com-
munication campaigns, learning cost,
travel, and administration cost, just to
name a few.

o Change readiness assessment is usual-
ly conducted prior to the change and
during the change. Usually, the same
set of questions is asked of various
stakeholder groups to assess their
readiness for change.
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‘EXECUTE’ PHASE

The execute phase is one of the most
critical parts of the project. Activities are
in full flight and the project is busy iter-
ating and re-iterating changes to ensure
successful execution to achieve project
goals.

o Communication and engagement
tracking. Effective engagement of
stakeholders in the change is absolute-
ly critical. Stakeholder interviews, sur-
veys, communication readership rates
are all ways in which engagement may
be tracked.

o Learning tracking. Measuring learning
is critical since it tracks to what extent
the new competencies and skills have
been acquired through learning inter-
ventions. Typical measurements in-
clude course tests or quizzes in addi-
tion to course evaluations. On the job

performance may also be used to track ‘REALISE” PHASE

learning outcomes and to what extent _ .

learning has been applied in the work « In this phase of the project the change
setting. has ‘gone live’ and most project activi-

ties have been completed. It is antici-
pated in this phase that the ‘change’
occurs and that the benefits can then

« Change readiness assessment contin- be tracked and measured.
ues to be critical to track during the
execution phase of the project o Change benefit tracking measures and

tracks the extent to which the targeted
benefits and outcomes have been
achieved. Some of these measures
may be ‘hard’ quantitative measures
whilst others may be ‘soft’ measures
that are more behavioural.
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BUSINESS LEVEL
MEASURES

Business level measures are those that
measure to what extent the business has
the right ability, capacity, and readiness
for the change.

o Change heatmaps can help to visualize
which part of the business is most im-
pacted by 1 project or multiple pro-
jects. The power of the change
heatmap is in visualizing which part of
the business is the most impacted, and
to compare the relative impacts across
businesses. As the number of change
initiatives increase so would the com-
plexity of the change. When facing this
situation organisations need to gradu-
ate from relying on excel spreadsheets
to using more sophisticated data visu-
alization tools to aid data-based
decision making.

« Sponsor readiness/capability assess-
ment can be a critical tool to help iden-
tify any capability gaps in the sponsor
so that effort may be taken to support
the sponsor. A strong and effective

sponsor can make or break a change

initiative. Early engagement and sup-
port of the sponsor are critical. Both

Prosci, as well as Changefirst, have

sponsor competency assessment

offerings.
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o Change champion capability assess-
ment. Change champion or change
agent are critical ‘nodes’ in which to
drive and support change within the
organizational network. A lot of
change champions are appointed only
for one particular initiative. Having a
business-focus change champion net-
work means that their capability can
be developed over time, and they can
support multiple initiatives and not just
one. Assessing and supporting change
champion capability would also direct-
ly translate to better change outcomes.

o Change leadership and change maturi-
ty assessment - refer to the previous
section

o Change capacity assessment.
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In an environment where there is
significant change happening
concurrently, careful planning and
sequencing of change in balance with
existing capacity are critical. There are
several aspects of change capacity that
should be called out in the measurement

process:
1.

Different parts of the business can have
different capacity for change. Those parts
of the business with better change capa-
bility, and perhaps with better change
leadership, are often able to receive and
digest more changes than other business-
es that do not possess the same level of
capability.



2.

Some businesses are much more time-
sensitive and therefore their change ca-
pacity needs to be measured with more
granularity. For example, call centre staff
capacity is often measured in terms of
minutes. Therefore, to effectively plan for
their change capacity, the impacts of
change needs to be quantified and articu-
lated in a precise, time-bound context so
that effective resourcing can be planned
in advance.

3.

The change tolerance or change satura-
tion level for business needs careful
measurement in combination with opera-
tional feedback to determine. For exam-
ple, it could be that last month a part of
the business experienced significant
change impact across several initiatives
happening at the same time. The opera-
tional indicators were that there was
some impact on customer satisfaction,
productivity, and there were negative
sentiments reported by staff that there
was too much change to handle. This
could mean that the change tolerance lev-
el may have been exceeded. With the
right measurement of change impact lev-
els for that part of the business, next time
this level of change is seen, previous les-
sons may be utilized to plan for this vol-
ume of change. Utilise measurement and
data visualization tools such as the
Change Compass to track change
capacity.
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ENTERPRISE LEVEL
CHANGE MEASURES

At an enterprise level, many of the busi-
ness unit level measures are still applica-
ble. However, the focus is comparing
across different business units to sense-
make what each part of the business is
going through and if the overall picture is
aligned with the intentions and the strate-
gic direction of the organization. For ex-
ample, typical questions include:

o Isit surprising that one part of the
business is undergoing significant
change whilst another is not?

o Is there a reason that one business unit
is focused on a few very large changes
whilst for other business units there is
a larger set of changes each with
smaller impacts?

o Isthe overall pace of change optimum
according to strategic intent? Does it
need to speed up or slow down?

« What is the process to govern, report
and make decisions on enterprise level
change, prioritization, sequencing and
benefit realization?

« Is there one business unit that is able
to manage change more effectively,
faster with greater outcomes? How
can other business units leverage any
internal best practices?
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As mentioned in the Change Management
Measures diagram, some enterprise level
change measures include:

« Change capacity assessment - Does
one business unit’s change capacity
limits mean that we are not able to ex-
ecute on a critical strategy within the
allocated time? How do we create
more capacity? Ways in which to cre-
ate more capacity could include more
resources such as staff, or initiative
funding, more time is given, or more
talent to lead initiatives

o Change maturity assessment - At an
enterprise level, the concern is with
the overall change maturity of the or-
ganization. How do we implement en-
terprise level interventions to build
change maturity through programs,
networks, and exchanges, such as:

o Enterprise change capability
programs

o Enterprise change analytics and
measurement tools

o Enterprise change methodology

o Enterprise network of change
champions
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Strategy impact map - Change man-
agement need not be focused only on
project execution or business unit ca-
pability. It can also demonstrate value
at an enterprise level by focusing on
strategy execution (which by definition
is change). The way in which different
strategies exert impact on various
business units may be visualized to
help stakeholder understand which ini-
tiatives within which strategic intent
impact which business units. To illus-
trate this please refer to the below dia-
gram which is an example of a strategy
impact map. In this diagram, each of
the organisation’s strategy is displayed
with different initiatives branching out
of each strategy. The width of each ini-
tiative correlates with the level of im-
pact that the initiative has on the busi-
ness over a pre-determined period of
time. Therefore, the width of each
strategy also indicates the overall rela-
tive impact on the business.
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travel cost reduction ™
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Shared service offshoring

cost out
Digital enhancement
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Design thinking roll out J§

This data visualization artifact can be valuable for business leaders and strategic planning
functions as it depicts visually how the implementation of various strategies is impacting
business units. This helps planners to better understand strategy implementation impacts,
potential risks and opportunities, and balancing change pace with strategy goals at various
points in time.
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o Predictive indicators on business per-
formance - We started this article
talking about how data is all around us
and we also need to better manage
change using data. With quantitative
data on change impact, it is possible to
ascertain any correlations with opera-
tional business indicators such as cus-
tomer satisfaction, service availability,
etc. For those business indicators
where there is a significant correlation,
it is possible to hence use predictive
reporting to forecast performance in-
dicator trends, given planned change
impacts.

In the below graph you can see an exam-
ple of this whereby using historical data it
is possible to establish correlations and
therefore forecast future impact on busi-
ness indicators. This example is focused
on the customer contact centre (CCC) and
key business indicator of average handling
time (AHT) is utilized as an illustration.

THE CHANGE COMPASS
THE ULTIMATE GUIDE TO MEASURING CHANGE



THE ULTIMATE GUIDE TO MEASURING CHANGE

@ WWW .THECHANGECOMPASS.COM



