How to Navigate the Complexities
of Your Organization’s Transformation




INTRODUCTION

How do you design and implement a major organization transformation so
that you actually achieve sustained business results? Is there a roadmap to

follow? Will the roadmap accelerate the achievement of outcomes? Reduce
the cost of change? Lessen its stress on employees? Absolutely yes!

How do you design and implement a major
organization transformation so that you ac-
tually achieve sustained business results? Is
there a proven roadmap to follow? Will such
a roadmap accelerate the achievement and
sustainment of outcomes? Reduce the cost
of change? Lessen its stress on employees?
There is such a roadmap...absolutely yes!

Venturing into the unknown without a road-
map usually leads to getting lost. Clearly,
no successful executive would step into the
marketplace without a well-thought-out
business strategy and plans to guide the way.
Neither should you embark on the journey of

transformation without a clear change strat-
egy and plan. For over forty years we have
been developing, testing, and refining The
Change Leader’'s Roadmap® to provide com-
prehensive and trusted guidance for devel-
oping your change strategy and project plan.

In thiseBook, we provide you with a high-level
overview of the work outlined in The Change
Leader’'s Roadmap. This eBook will help you
identify how to tailor the Roadmap to fit your
organization's change needs, people needs
and outcomes. It will also help you identify
major areas of work where your plans are do-
ing well, and those you may be missing.
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What Is The Change Leader’'s Roadmap®?

A comprehensive change methodology consists of three areas:

CONTENT: the organizational and technical areas you must
change

PEOPLE: the mindset, behaviors and cultural changes re-
quired to deliver and sustain your Content solutions

PROCESS: the actions required to plan, design, and
implement ALL of your changes (content and people) in an
INTEGRATED and UNIFIED manner

The process plan incorporates both the typical project plan and the people-related change
management plan. Its intent is to help you design the process to determine the very best
content solution in a way that your stakeholders will want to accomplish this solution and be
very able to succeed in it.

The Change Leader's Roadmap is a nine-
phase process model built to help you plan,
design and implement your content and
people changes. It organizes your process
for moving your organization from where
it is today to where it needs to be to ensure
continued success in your marketplace. As
a roadmap, the model doesn't tell you what
to change; instead, it provides guidance for
how to change so that you get your intend-
ed business outcomes while simultaneously
engaging your people in positive ways that
bolster your culture, change readiness and
capability to succeed.

The Roadmap embeds the essential human
dynamics of transformation within the
concrete tasks of changing structures,
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systems, processes or technology. Our
research demonstrates that inadequate
attention to the people dynamics of
engagement, commitment, behavior and
mindset change, relationship between
leaders and teams, culture and emotional
reaction is a certain guarantee of failure.
These critical people-related tasks are not
“bolted on” as an afterthought or as a nice-
to-do in the CLR; they are integrated right
into the tangible “content” work the CLR
specifies.

The Change Leader's Roadmap is the heart
of Being First's change methodology for
succeeding at projects. The resources we
have built around it offer a full range of guid-
ance: conceptual to detailed. Consequently,
the CLR can be used by leaders who fill the
various change leadership roles—from the
change sponsor who only needs to under-
stand the 30,000foot picture, to the change
process leader, project team member, or
change consultant who need more detail to
ensure tangible success.

For ease of use, the CLR is organized like a
project management methodology. Each of
the nine Phases consists of Activities, which
are further made up of Tasks. The work hap-
pens at the Task level; the Activities and
Phases simply organize the Tasks into a log-
ical flow for better understanding, tailoring
and application. Our most detailed resourc-
es for each Phase include not only key Ac-
tivities and Tasks, but also Task Deliverables,
Work Steps, Tools, assessments and check-
lists and articles.

Although designed for transformational
change, The Change Leader’'s Roadmap can
be tailored for all types of change, as well as
for any magnitude of change effort. Smaller,
less complex changes will require selective
tailoring of the Phases, Activities, and Tasks
in the model.
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Three Types of Change that Occur in Organizations

Developmental Change

Transitional Change

Transformational Change
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The Change Leader’s Roadmap®

© 2020 Being First, Inc.

The depiction of the nine phases of the CLR
represents the inherent logic and flow of
the activities of leading and achieving real
change—the full terrain of content and peo-
ple requirements. However, do not be fooled
into interpreting the model's sequential na-
ture to mean that you must complete one
phase before you proceed to the next. Not so.
In reality, you may be in two, three, or even
four phases simultaneously.

Furthermore, you may do the work of several
phases in parallel!

The CLR is not a lock-step project manage-
ment approach. Transformation is too dy-
namic and emergent for that and requires
constant attention to the process and inev-
itable course corrections. Conseguently, the
CLR prescribes no set sequence of action. In-
stead, it is a navigation system, a thinking dis-
cipline that makes you aware of what change
tasks you might need to engage in. It then

helps you decide what to do and how to do
it. We have built it to be comprehensive. You
will never want to do everything described in
the CLR. Instead, our strongest recommen-
dation is that you will want to do as little as
possible, yet enough to succeed. Select only
the key tasks that your change requires.

Keep this in mind as you read through the
Phases. Due to the space limitations of this
article, this is a brief overview. For a more de-
tailed version of the CLR, see our book, “The
Change Leader’s Roadmap: How to Navigate
Your Organization's Transformation.” And
keep in mind that the detailed Toolkit that
supports the CLR is about 2000 pages long.
(Wow!) As you read the overview, think about
change that you are currently engaged in,
and identify what work you have successfully
completed, what you may have missed that
is causing you problems, and what you need
to do from this point forward.
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Overview of The Change Leader’'s Roadmap’s Phases

PREPARE TO LEAD THE CHANGE

In Phase |, you set up the leaders of the change and your organization to succeed from launch.
It is the most important phase, addressing the key people and process decisions you must
make to get your change effort off to a strong start. Its purpose is to prepare your leaders to
lead the transformation successfully by accomplishing six activities:

1. Starting up and staffing your change effort with the best change leaders, expertise and
knowledge of the current reality

2. Determining your case for change, the accurate scope of change, and your initial desired
outcomes

3. Assessing your organization’s level of readiness and capacity to take on and succeed in
the change at this particular time

4. Building your leaders’ capability to collectively commmit to the change, effectively lead it as
an aligned team through to fruition, and to model the mindset and behaviors required
for it to succeed (This is especially important in transformational change))

5. Clarifying the overall change strategy which includes governance, scope, high-level
change process, resources and project integration plans for achieving your results, plus
your strategy for how you will engage and communicate with your stakeholders and en-
tire organization in ways that reflect your values and guiding principles

6. Establishing the optimal conditions and change infrastructure to achieve your change

With all of these “ducks” in order, your leaders have assured their ability to work as a unified
team, have established the conditions for the change to succeed and are capable of leading
the organization through the thick and thin of your transformation as it unfolds.
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CREATE ORGANIZATIONAL VISION,
COMMITMENT, AND CAPABILITY

In Phase I, you take your clarity, leadership alignment and Phase | decisions out to the orga-
nization. You announce your case for change and your change strategy: how the overall effort
and initiatives will be defined, integrated and orchestrated over time. Your purpose here is to
build organization-wide understanding, commitment, momentum, skills and the capacity
to succeed in the transformation, especially among your key stakeholders. In your commu-
nications and engagement, you and your change leaders begin to model the behavior and
thinking that you are asking of the organization, and actively engage people in creating your
new future.

Ideally, the entire organization affected by the change participates in the creation of a com-
pelling vision of the future that will bring the organization greater success. In organizations
that have a history of doing well in their old state, the leaders create bold actions to wake up
the organization to the need to transform. Without understanding that the old way of operat-
ing is gone, your people will not be motivated to change. So, this Phase mobilizes the neces-
sary understanding, builds readiness and capability, and prepares all stakeholders for aligned
action.

ASSESS THE SITUATION TO DETERMINE
DESIGN REQUIREMENTS

You will now use the desired outcomes and vision you created in Phases | and Il to generate
design requirements for determining the actual future state you will implement. In Phase I,
you assess the current reality in the organization for three key pieces of information:

n What you already have in place that serves your desired outcomes.
What you must stop doing or dismantle.

What you need to create afresh to make your vision a reality.

You will also gather information from your customers and surface important best practices in
the industry that you want to embed in your desired state. These activities provide you with
clear parameters to use to generate the best scenario for implementation. They also build the
expectation for change within your organization. In all these tasks, you use your engagement
and communication plans to ensure stakeholder involvement. The more you engage 1in do-
ing this work, the more they will buy in to the change.
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DESIGN THE DESIRED STATE

In this phase, you design the specific organizational and cultural solutions that will enable you
to successfully achieve your vision. The resources and vehicles you use to design your desired
state can be critical drivers of momentum and excitement—or deterrents—for the future. If
you use external experts to do your design work, you may get a sound solution, but also may
alienate your in-house resources and employees who have a greater understanding of the
organization’'s strengths and weaknesses. If at all possible, engage key in-house stakeholders
in your design process, with or without external experts. And design to fulfill your design re-
quirements from Phase IlI!

ANALYZE THE IMPACT

Once you have your preferred future state design, you must assess the magnitude of impact it
has on your existing organization, its culture and your people—all in preparation for planning
a realistic implementation process. Impact analysis is an essential step in understanding just
how much work is required to put your desired future in place. However, it goes far beyond
noting high, medium, or low impact. It identifies specific changes in structure, systems, tech-
nology, business processes and so on, as well as the cultural and human dynamics requiring
attention before or during implementation. This is a great opportunity to engage your re-
sistors, if you have not already..it is here that you want to know why they think the change
will NOT work! This will inform you about any further work needed to ensure a successful
implementation. Or, it may alert you to the need to redesign (go back to Phase IV) because
the impacts of your current design are more than your organization, resources or timing can
tolerate.
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PLAN AND ORGANIZE FOR IMPLEMENTATION

With lists of impacts and issues needing attention before implementation can occur, you can
now identify the actions required to officially implement your desired state. You integrate ac-
tions as much as possible for efficiency and to optimize your resource utilization and develop
your Implementation Master Plan. Only when you know the actual work required to put the
future state in place can you realistically identify your timetable for implementation. You may
need to renegotiate any prior estimates about timing. Once this is clear, you also ensure that
the organization is prepared for implementation and has the time and skill to see the chang-
es through while effectively continuing the ongoing operation. And of course, a key part of
your Implementation Plan includes human issues like training needs, emotional support cul-
ture change and continued communications and engagement.

IMPLEMENT THE CHANGE

Now it is time to carry out your Implementation Master Plan to achieve your desired state.
Most methodologies call this phase “Deployment.” It is that and much more, especially for the
people whose jobs are affected. Undoubtedly, your roll-out will not go as planned. They never
do, especially if your change is transformational. You must build in ways to legitimately mon-
itor what is happening and what is needed, and then course correct both the plan and your
desired state design as required. Implementation is the phase when your people will realize
how real the change is and when required to actually behave differently, may have a range of
predictable emotional reactions that you have not yet seen. It is the job of all change leaders
to support your people through their reactions, to being able to let go of the past and contin-
ue on their path to the future.

CELEBRATE AND INTEGRATE THE NEW STATE

Deployment is not the end of the change process. At this point in the process, it is time to
celebrate achieving your desired state, and to let your organization know that they are now
living in the new state, although the process has not ended and changes will continue to
happen. Reward your people's support for the changes to date and recognize all of the hard
work they have contributed to achieve your new state. In this Phase, you must also support
people's integration and mastery of the new behaviors and work practices required to make
the change successful. Just because people have taken on new roles or new technology does
not guarantee they know how to succeed with them, or how everyone fits into the larger
picture of the change across the organization. So, you will need to plan working sessions and
communications to ensure your people learn what works, iron out remaining operational
kinks, and continue to refine the new state as they learn how to make it work most effectively.
This occurs in individual work groups as well as across departments, functions or processes, in
support of the organization as a whole.
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LEARN AND COURSE CORRECT

By this point in your change process, you have been learning and course correcting your
roadmap and outcome all along. This Phase focuses you on four important activities to
conclude this round of change:

Creating mechanisms to continuously improve your new state.

Evaluating and learning from your well designed and implemented change strategy
and change process plan..on behalf of continuously improving your leaders’ capability
to lead change.

& B

Improving your organization's readiness and ability to lead future changes successfully.

N

Closing down the existing change process by dismantling your temporary change
infrastructures and conditions that no longer serve the needs of your new organization.
(Keep in mind that frequently leaders decide to maintain some of their change
structures because they have discovered how useful these structures are for their agility
and resilience.)
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Summary

The nine phases of The Change Leader’'s Roadmap take you from start-up through
to sustained business results and prepare you for the next round of changes that
inevitably knock on your door. Tailor the CLR's Phases and Activities, and where
you consciously decide to skip key steps or decisions, be sure to first consider the
impacts of doing so. Customize your process to each change effort you are lead-
ing and encourage your stakeholders to identify “Best Change Practices” for your
organization and its unique needs. Make The Change Leader’'s Roadmap your
own so that it provides your organization and change efforts the greatest chance
for success. Best of luck on your change journey!
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Drs. Dean Anderson and Linda Ackerman Anderson are are the pio-
neers of Conscious Change Leadership and are known as the “mas-
tersoftransformation”. Forthe last four decadesthey have continually
challenged mainstream thinking about leadership, transformation
and human performance to the C-suite of Fortune 500 companies
and traditional global organizations like NATO.

Together they founded Being First, Inc,, an organization the guides
visionary leaders to transform themselves and their organizations to
Achieve Breakthrough in business results, culture, leadership, and
executive team performance, while building world-class change
leadership capability.
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come classics in the field of organizational change: Beyond Change
Management: How to Achieve Breakthrough Results through Con-
scious Change lLeadership, and The Change leader's Roadmap:
How to Navigate Your Organization's Transformation and are the
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er's Roadmap®.
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About
Being Firste®

Being First is a Breakthrough company. Founded in the 1980's by
Drs. Dean Anderson and Linda Ackerman Anderson, we provide ad-
vanced expertise in personal and organizational transformation.

We open leaders’' minds, develop their self-mastery and equip them
with the advanced Conscious Change Leadership skills to transform
themselves, their organizations, communities and cultures.

For forty years, we've been pioneering a new field of study — Con-
scious Change Leadership — that develops “transformational super-
powers:”

» Conscious — "Vertical” leadership development that produces
greater mindfulness and self-mastery

» Change - Strategies and methodologies for designing and lead-
ing organization and culture transformation

» Leadership — Co-creative leadership styles that unleash human
and organizational performance

We are Strategic Advisors to the C-Suite, and provide an integrated
System of Transformation to your executives, change leaders and in-
ternal consultants that includes strategic advising and consulting,
training and development, coaching, methodology, tools and as-
sessments.

We partner with our clients, and customize everything to their exact
needs to fit the scope and scale of their required transformation to
Achieve Breakthrough.

For more information, please visit BeingFirst.com or call us at
+1 970.385.5100.

Being First, Inc.
1242 Oak Drive, DW2, Durango, Colorado, USA 81301
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