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[bookmark: _Toc447013327][bookmark: _Toc447866941]Introduction
Change management strategy is critical for reducing resistance and achieving project objectives. It is a set of tools, processes, skills and principles to successfully adopt change in order to drive organizational success and outcomes.
Effective change management enables the transformation of processes and technology to enhance performance and ensure continuous improvement in an ever-changing environment.  It can positively impact achieving project outcomes and helps to ensure that all personnel affected by the change receive support to help them manage the change. 
The project 1 "Results management and operational entities" change management strategy is based on best practices which support effective business transformation and on the strategic objectives of OpSyS programme namely Increasing productivity (efficiency, processes), Improving quality (data/operations), Shifting to a result orientation mind-set and Transparency/ Connecting to external partners
Change management activities will take in place three different phases. 
The Change management Strategy (Phase 1) is a high-level document that outlines the approach to managing change throughout the project lifecycle and for the transition to a steady state of operational business. 
It will be supported by a change management plans (Phase 2) that will drive the regular activities of the change management team and will be developed in accordance with the Change management Strategy. The details of the change management plans will be customized and based on the specific needs of each stakeholder group affected by the project.  It will be composed of a stakeholder's assessment and management plan (including the use of change agents and sponsors), a communication plan, a training plan, a support plan and will run in parallel with other project activities for the period of the project.
Finally, the post-implementation review period (post-implementation monitoring and evaluation plan) (Phase 3) should lead to adjustments/optimisation of the programme. 
[bookmark: _Toc447013328][bookmark: _Toc447866942]Stakeholders analysis
[bookmark: _Toc447013329][bookmark: _Toc447866943]Stakeholders assessment
The first step in building situational awareness of a change is developing a map of who is impacted by the change and how they are being impacted. To understand how the project will affect the organisation, a stakeholders analysis will be developed on the individuals that will be affected by this change, map how they are currently doing their job and how the project will affect that work (including what their future role will be with the new system and processes in place). The stakeholder's assessment consists of:
· A list of individuals affected by the changes (stakeholders)
· A list of the changes these individuals will undergo to support the new processes and any gaps they have in understanding this transformation
· A plan to target how filling theses gaps, either through training, communication, sponsorship or other means
· Any follow-up activities or assessments that need to be done after the roll out of the project to ensure that they are effective.
	In the context of this project, the following stakeholders have been identified:
· Directors from DG DEVCO, NEAR and FPI who will request and review reports from the system, either frequently or on an ad hoc basis.
· Heads of Cooperation, Heads of operational Units in HQ, Heads of Sectors in both EUDs and HQ Units who will request information from other users as well as access the system to perform various analysis or reporting functions.
· Process owners: HQ Units within DEVCO/NEAR/FPI in charge of Result management who will create and run reports on a frequent basis and provide in-depth analysis and will provide approval on matching indicators.
· Data owners: group of individuals who maintain the core master data tables (list of corporate indicators, list of tagging, etc.) and who will need to create new table entries for the code values, such as new EU RF indicator, new tag, etc. 
· Operational managers: core staff members who use the system on a regular basis to perform their job functions. 
· Implementing partners: core external actors who use the system on a regular basis to encode information on results.
· Technical Support: Individuals from both IT and business side who support the system and will provide technical support and assistance with user help desk calls or fix technical system problems. Main support is based in HQ with some focal points in EUDs.
· Other stakeholders: Individuals who typically access or report on information within the system or query the system for information but do not perform major functions on the system. 


[bookmark: _Toc447013330][bookmark: _Toc447866944]Sponsorship 
The sponsorship includes the leaders and managers who need to be on board and actively engaged in leading the change. Sponsorship should help gain support within the end-user community and provides a positive influence for the project. 
The primary sponsor is the person who authorizes and champions the change. This person must be actively and visibly engaged in the change throughout the project. They also have a part in building a coalition of sponsors across the organization. The sponsorship is comprised of the leaders of the groups impacted by the change. Each member of the sponsor coalition will have the responsibility to build support and communicate the change.
	In the context of this project, senior managers sponsors should identified:
(to be discussed at PUC 2)
· …
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To help alleviate fears related to change and generate support for the new way of doing things, a network of individuals will be established (change network) to help empower the users and generate a clear vision throughout the organisation. It is composed of change agents who are champion within the organisation, who can help the end user of the new processes and systems, understand the value of the new model and who can encourage support and usage. They help communicate and raise the level of awareness with the support areas and end users, who will soon be owners of the new processes and system. The change network should be a mechanism to monitor user community prior to any major issues arising. 
The tasks of the change network will be to:
· Be one of the main line of communication into the user community.
· Attend initial change agent training. Every change agents will be trained in their new roles and responsibilities. A training package will be developed that includes information on communication, team building, project goals/scope, the value of the solution to the organization, and tips and techniques that can be used to manage change and resistance.
· Ensure that their user base is enrolled in the appropriate training classes and are prepared for the new system and processes.
· Provide feedback to the project team on perception of the project prior to the new system being implemented, and serve as eyes and ears once the system is implemented. 
	In the context of this project, the change network will be composed of:
· [bookmark: _GoBack]To be identified and discussed at PUC 2, it could comprise Head of Cooperation, Head of Units, focal points for results, ROM monitors, …..


[bookmark: _Toc447866946]Resistance to change
Resistance to change is a normal behavior and is a critical element of change activities.
OpSys Project 1 is not the first initiative to improve the way results are managed and reported: other attempts have been made on this specific subject (new guidelines, instructions) not always welcomed and implemented by the managers. OpSys Project 1 is therefore expecting some difficulties and resistance as it implies additional effort towards better results management. 
It is key to identify sources of resistance to the changes and minimize resistance to them. 
Specific action steps will be developed, communicated and implemented for OpSys Project 1 on this purpose, notably:
· Identify critical gaps and possible points of resistance 
· Define and communicate reasons to change
· Actively listen and handle ongoing concerns
[bookmark: _Toc447013332][bookmark: _Toc447866947]Action planning
Projects meet their objectives when they manage the human side of change effectively. 
For instance, the groups identified in the stakeholder assessment should each be addressed specifically in the communication plan. Steps for building and maintaining the sponsor coalition are part of the sponsorship roadmap. 
The following sub-sections present the different analysis and plans that will be developed for this project. A full-time change management expert will be in charge of developing and implementing the change management plans
[bookmark: _Toc447013333][bookmark: _Toc447866948]Communication plan
The goal of a communication plan is to provide proactively target the identified audience with consistent, persistent information on what’s forthcoming. In doing this, the project can: 
· Foster trust in the project vision (and thus the project team) 
· Reduce resistance to the new vision, including the processes, technology, and people issues surrounding the change 
· Enable the stakeholders to continuously focus on the critical elements of their job during the transition 
· Provide accurate information for the parties involved to make effective decisions 
· Provide opportunities for everyone to become involved in the implementation (whether directly or indirectly) 
The project’s communication plan will aim to keep everyone informed about what’s going on, as well as to stay on the “same page” in communicating project status and direction. It will involve identifying the different audiences, mechanisms, and necessary modes of communication, as well as the best timing to get the information out to the affected groups. The plan will be reviewed on an ongoing basis, adapted based on project changes and direction, and modified based on feedback.
 In the context of this project, the communication plan will be composed of:
· Regular meetings: Regularly scheduled meetings with the PSC, PUC and D-UG to and special meetings for one Unit or EUD (videoconferencing)
· Paper-based tools: newsletters, articles, direct mailings, posters, leaflet, etc.
· Web based tools: Post on Intranet site and any other relevant websites
	Two special events will be organized in 2016 and 2017:
· One workshop of 1,5 days in July or September 2016 in Brussels involving operational managers and a sample of implementing partners from pilot EUDs to present the main progress in OpSyS project 1 and OpSys Programme implementation 
· One workshop in mid-2017 involving operational managers from the pilot EUDs to monitor change and collect feedback on the 3 firsts months of the project implementation
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A key to the organization successfully using and leveraging the new system and the processes it supports is the end user’s ability to adopt and embrace the new technology and business processes changes.  Training is critical to this objective and the training plan will take into consideration the following critical success factors:
· Timely training: ensure that schedule allows for training as close as possible to the actual time users will be using the system or new processes for the first time.
· Appropriate training: channel to train and content of the training will be adapted to the targeted audience
· Sponsorship: sponsorship must be in place to get the support needed for the end users to attend training and take the training seriously. 
· Communication: ensure an adequate communication to all end users about what training is available and when, which training options best support their needs, and when training needs to be completed. Any necessary scheduling approvals or deadlines also will be clearly communicated. 
· Evaluation and measurement: all training will be evaluated and improved upon and results measured to ensure adequate support and improve overall quality. 
· Implementation support/Long-term user support the approach will be clearly articulated to support the users after their initial training, during implementation and well into production. 
A full-time change management expert will be in charge of developing and implementing the training plan.
[bookmark: _Toc447013335][bookmark: _Toc447866950]Target audience
The project “Results management and operational entities” targets mainly operational managers both in HQ and EUDs who will be in charge, with the support of implementing partner to encode and manage both operational entities and results but also specific users aiming at accomplishing specific tasks (data validation, technical support). 
Specific training will be developed for each of the targeted audience.
	In the frame of this project, the target audience have been identified (see section 1.1 for definitions)
· Process owners
· Data owners
· Operational managers
· Implementing partners
· Technical Support
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Trainings are integral to the success of the project. A structured approach to the development of this training though a training plan will help ensure proper use and support of your new system and processes by the end users. Training will focus on the operational business requirements and integrate the learning activities with these requirements. 
Training activities will take place in different formats: 
[bookmark: _Toc447013337]Custom-made training for pilot EUDS 
	From October to December 2016, two days training sessions will take place in each pilot EUDs. It will involve operational managers and a sample of implementing partner representatives. 


The aim is to present the new way of working and how OpSys result management system will support it, obtain feedback on functionalities already available and answer questions that may be raised. 
Training environment will be used to provide demonstrations and training for the end users configured. The aim is to use a set of predefined data and sets of exercises the most in line with the real portfolio of each pilot EUDs and tasks to be performed by the end-user. 
Training will be managed by the Business manager or other experts directly involved in the project. 
[bookmark: _Toc447013338]Training for roll-out 
	From April to October 2017, training for roll-out will be implemented in all EUDs and HQ units.


They will take the form of online E-learning, FAQ, mouse hover tips and quick reference guide developed and made available for all operational managers in the system. 
[bookmark: _Toc447013339]Support training
End users will have a single point of contact: DEVCO application support that will act as first level support. DEVCO 05 (operational) helpdesk will act as second level support. A specific training will be foreseen for both so they can better contextualise questions from end-users. The training course will also tackle the most frequent functional questions that could be raised by the user. 
In addition to this, the EUDs and operational units in HQ will be asked to nominate one person to take the role of Result focal point. These people will become the SPOC’s regarding OpSyS result system towards the end-users. Before (or after) the training session organised for all end-users, these people will receive a training package, preparing them for their role as focal point. This training will prepare them for their role in terms of handling questions, supporting others in the transition, communicating messages, etc.
[bookmark: _Toc447013340]Training opportunities
Methodological courses are organised by DEVCO 06 (Quality and Results) in collaboration with DEVCO Thematic Units and DEVCO 03 (Training Sector), through the Methodological and Knowledge Sharing Support programme (MKS programme). The MKS programme aims at improving the quality of EC external assistance by developing the EC’s staff skills, knowledge and capacity to programme, design and implement EC external interventions.  
One of their key activities is the design and delivery of about 90 training courses and seminars both in HQ (70) and EUDs (20): the programme offers a broad range of training courses on aid modalities and tools as well as tailor-made workshops or seminars for disseminating knowledge, exchanging experience on various thematic issues and sectors, and testing new approaches, are also offered.
	A collaborative work will be handling for project 1 to include in relevant trainings of PPCM some specific guidance on operational entities, result management and monitoring. Targets training will me most specifically:
· Logical Framework Approach
· Strengthening Project and Programme Monitoring
· Budget Support
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Support in this project will take different forms:
· Migration: In the pilot EUDs, the aim is to migrate most of online and offline results data in the new system including end of project result reporting exercises, MIS data, offline logframe, action documents logframe, etc. This will be mostly performed and/or closely followed by Support for pilot EUDs. Then a plan will be developed for the roll-out EUDs rebalancing responsibility towards EUDs with targeted help from the support. Two full-time junior experts with the support of the migration manager in Unit 05 will perform this task. 
· Operational Helpdesk: a helpdesk in DEVCO 05 will be put in place to answer to questions that may raise on the new system though the DEVCO 05 functional mailbox. 
· IT Helpdesk: DEVCO application support will act as first level support for all questions or issues on IT aspect of the OpSys result system. 
	Two full-time junior experts will be hired in 2016 and 2017 to manage the operational aspects (migration and helpdesk) of the support. 


[bookmark: _Toc447866953][bookmark: _Toc447013342]Monitor change
As change management plans are implemented, it is important to monitor and evaluate the results of the change strategy. Feedback from final users as changes are being implemented is a key element of the change management process. Evaluating the outcomes helps to keep the process of change moving forward. 
In the context of this project, the change management expert will develop and track Key performance indicators.
Finally, it is also important to monitor changes after the change and related projects have been implemented. It also to collect feedback, evaluate successes and failures and identify lessons learnt.  For example, if the original strategy needs to be revised, it allows managers to make decisions that enable future processes of change and future OpSyS projects implementation to be more effective.
In the context of this project, one monitoring mission scheduled in 2018 in selected EUDs to monitor the implementation of OpSyS projects and related change management activities. 
[bookmark: _Toc447866954]Resources and budget
A first estimation of the cost of change management has been made (cost of project team, trainers, mission costs, and logistics) and is summarized in the project charter budget. In-depth costs analysis will be developed together with the related plans by the change management expert.
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