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Alina Weber

15+ years of strategic consulting, leadership coaching and implementing change success

Prosci Methodology Instructorand Delivery Specialistin Global partnerships.
VP of Community Engagement onthe Boulder Area HR Association
Change Management Lead for Global Digital Transformation projectat F5

Association of Change Management Professionals (ACMP) Vice President of Community
Engagement

MBA in Finance from Pepperdine University
Certified Senior Professional HR Strategist

Prosci Change Management Practitioner (CMP)

Fun Facts
Toured throughout Western Europe cathedrals, singing with an international acapellagroup.
Performedin musical theatre productions and acted in a film.
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How are we going to spend the next hour together?

Asking intelligent questions Learning from our mistakes Gaining knowledge to
harness our wisdom




Change Management is a framework for managing the people side of change (all
Impacted individuals).

Change Management methodology is founded on set principles and follows a
structured approach (similar to KCS).

Change Managers are the coaches who guide the Sponsors/Executive Leaders,
Program and People Managers, by providing the structure, data insights, roadmap and
people iImpact at every stage of the transition, throughout the lifetime of the program or
project.

Change Strategists bring business acumen and experience by connecting projects to
outcomes and have a seat at the table when executive decisions are made on major
projects/initiatives. They measure people ROI (Speed of Adoption, Ultimate utilization,

Proficiency) and tie the results to a well-defined project success criteria. ®



How do | create the framework for Change Management?

Why are we changing?

Who has to do their job
differently (and how)?
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Tenet 1

Tenet 2

Tenet 3

Tenet 4

We change for
a reason.

Organizational change requires
individual change.

Organizational outcomes are the collective
result of individual change.

Change managementis an enabling framework
for managing the people side of change.

We apply change managementto realize the
benefits and desired outcomes of change.

How much of our outcomes depend
on adoptionand usage?

What will we do to support
adoptionand usage?

How will driving adoption and usage
improve results?

®



1. Change is hard.

2. Significant and radical change will invite resistance.

3. Resistance comes from a disruption to our comfort zone.

4. We need a trusted, structured approach to deal with resistance.

5. Hence, we need Change Management.



How do things connect in a structured Methodology applied to Change?

Easy as 1-2-3and ABC

1. PPPP - Project connects to Purpose connects to Particulars
and to People —It’s the what, why, how, and who is implicated
in the KCS program. It allows “at-a-glance” view of the cast of
characters, plot and highlights the main drivers.

2. PCT — A data driven, measurable way to connect leadership
to the KCS program and the impacted people. It measures the
health of the program from kickoff to full adoption and
sustainment of benefits.

3. ADKAR - An individual model for managing resistance. -



Connecting Change Management to Business Results

111111111

Project/Program

Name
A

What is
the project?

Purpose

A

Why we
are changing?

Particulars

A

What we
are changing?

People

A

Who will
be changing?



Prosci Project Change Triangle™ (PCT)
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Prosci PCT Model

Leadership/
Sponsorship

Resources Strategy P \ Active and visible Direct

and scope participation communication

Executive . Executive
decisions Projects actions
meet objectives
Projects finish
Timing and on time and on budget Coalition

dates building

Return on investment
(ROI) realized

Project Change
Management Management



ADKAR Model on a Page

ADKAR element

@ Awareness

Definition

Of the need for change

What you hear

‘I understand why...

bh

Triggers for building

Why?
Why now?
What if we don’t?

@ Desire

To participate and
support the change

“I| have decided to...

7

WIIFM
Personal motivators
Organizational motivators

Within context (after A&D)

® Knowledge On how to change ‘| know how to...” Need to know during
Need to know after
- To implement required ) Size of the K-A gaps
@ Ability P Ny | am able to... Barriers/capacity

skills and behaviors

Practice/coaching

@ Reinforcement

To sustain the change

“I will continueto...”

Mechanisms
Measurements
Sustainment
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Consequences of Missing ADKAR Elements

Employees asking the same questions over and over

gu)/_ Without Awareness and Desire Lower productivity and higher turnover
) you will see: Hoarding of resources and information
Delaysinimplementation

Lower utilization or incorrect usage of new systems

@ Without Knowledge and Ability Employees worry whether they can be successful in the future
you will see: Greater impact on customers and partners
Sustained reduction in productivity

] ] Employees revert back to old ways of doing work
Without Reinforcement ) e .
. Ultimate utilization isless than anticipated
you will see:

The organization createsa history of poorly managed change
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Prosci® ADKAR® Model

Project
Management
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Leadership/
Sponsorship

Projects
meet objectives

Projects finish
on time and on budget

Return on investment
(ROI) realized

Change
Management

Awareness
- Of the need for change
- Of the nature of the change

Reinforcement Desire
- To sustain the change - To support the change
- To build a culture and - To participate and engage

competence around change

Ability Knowledge
- To implement the change - On how to change

- To demonstrate performance - On how to implement new
skills and behaviors



Who are the 2 Employee-Facing Key Players?

*Executive Leaders *People Managers



Building the C (coaching) — muscle in employee facing roles

"Executive Sponsors and People Mangers have the most influence on the success of a program!”

4 )

Active and visible participation throughout project

e
- J

Building a solid leadership coalition (pro KCS)

o

/

Communicate directly with employees
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Outcomes

1. Informed employees/customers
2. Equipped, Trained and Prepared
3. Aligned to organization’s missio




Why Are People Managers
So Important During Change?

Employees trust They are close to where
them the change happens

@%}@ Q)

They mitigate They build
resistance support

F v

=
(Q% They are a preferred sender!
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Proscic |
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People Manager Roles
During Change

Research indicates five roles: CLARC

2= Communicator
- In addition to fulfilling
# Liaison day-to-day managerial
duties, managers and
supervisors must
perform five critical roles.

A Advocate

Resistance Manager

Coach

Proscic |



m already deep into the
transition with my KCS program,
so what can CM do for me now?

W hy formal Change Managementis critical
to program success and why it's best
deployed before kickoff?

STORY TIME.....
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Who Is F5?
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F5 and the Scope of our KCS & Coaching program
N

2023

« ~7000 F5 Employees globally

« 565 Knowledge Workers
* 43% Publisher
e 23% Contributor

* 34% Candidate

» 40,000 Articles
« 130,000 Cases opened/year
« 77 Active Coaches

5.5 million Visit FY 2022

There are no less than 4 additional KCS programs at F5 in IT, HR,
and parallel Product/Service teams
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#'s of Knowledge Workers

With a Coach Without a Coach

188

Coaching Summary
Coach Region: All

Total # of Coaches: 90 Total # of Learners: 493
Learner to Coach Ratio: 5.48

Total # of Sessions: out of 51,272 Possible Sessions

Overall Coaching % for selected time:

Coach Req.. z Number of Coaches Average Learners per Coach

APCJ 26 446 Abc
EMEA 1" 6.45 Abc
NA 36 528 Abc

# of Coaches by Region and Average # of Learners per Coach



What drives KCS Success? Loerins | prtormance

Process
Structure Capture Integration

Internal: We help each other thrive. Health
Knowledge
Workflow
(CS S Leadership &
UCCesS Communication
Knowleaée Publishers License ;
published to KB advancement l Coaching

External; We obsess over customer needs.
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How do | manage resistance using my C-Muscles?

» Coaching Model for KCS Adoption
* Listen
» Reflect
* Inquiry
 Appreciation

» Advocacy
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Prosci’s 10 tactics for to managing resistance = BE A COACH!
1. Listen and understand objections

2. Focus on the "what" and let go of the "how"

3. Remove barriers by ensuring the tools, process, ways of working and
technology works

4. Provide simple, clear choices and consequences upfront

5. Create hope

6. Show the benefits of the change in a real and tangible way

7. Provide incentives and show public appreciation for adopting change
8. Convert the strongest dissenters and make them a spokesperson

9. Demonstrate consequences of not changing (removal from role)

®

10. Make a personal appeal



How about some practical application?

Step 1 — Know your sponsor and teach them their ABCs if they don’t already know to put them in practice.

Step 2 —Leaders must communicate first to the People Managers to get alignment on all KCS milestones on the roadmap.

Step 3- Coach the People Managers prior to coaching knowledge workers. Make sure their C-muscles are working.

Step 4 — Make sure MBOs, awards, recognitions and reinforcement aligns with KCS program milestones and objectives.

Step 5 — Broadcast success stories, highlight individual impact far and wide.

Pro tip: Hire a Certified Organizational Change Management Strategist or Change Manager Program Manager

32 ©2023 F5 @



Resource Library
How do | track the ADKAR journey?

Prosci Business Change Assessment

‘ ADKAR® Worksheet

. . Using the Prosci® ADKAR® Model to analyze a change at your workplace will give you
Prosa—ADKAR—Bu5|ness—Assessmentpdf insight as to where you are in the change process and what steps you can take to survive

change and advance professionally in a changing business environment.

Complete the worksheet to the best of your ability, rating each element on a scale of
1 (i.e., no awareness) to 5 (i.e., complete awareness).

Briefly describe the change that is being implemented at your workplace. Summarize the key
elements of the change:

AWARENESS RANK
Describe your awareness of the need to change. What are the business,

customer or competitor issues that have created a need to change?

Review these reasons
and ask vourself the
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Resource Library

How is the Sponsor Competency Evaluated?

o
y

Prosci-Sponsor-Competency-Assessment.pdf
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Prosci Sponsor Assessment

Assessing Sponsor Competencies

Participated actively and visibly throughout the project:

Attended project and status meetings regularly.
Was present to kick off special events and training sessions.
Held the team accountable for results (defined objectives, conducted ongoing reviews).

Was involved in critical decision making (at critical milestones, at steering committee meetings,
in one-on-one sessions).

Ensured that the project had the right team members, budget and resources for success.

Was accessible to the project team; ensured that other managers were accessible as well.

01 02 02 0405
O1 02 03 0405
01 0202 0405
O1 02 03 04 0Os
01 02 02 04 Os
O 0202 0205

Built a coalition of sponsorship with peers and managers:

Sponsored the change with direct reports (created awareness of the need for change, built
support and followed up).

Established clear expectations with mid-level managers.
Dealt with problem managers (managed resistance).

Created a sponsorship cascade with managers; ensured that they were building support with
their direct reports.

Listened to and addressed management concerns.

Held direct, face-to-face meetings with front-line supervisors to explain “what, why and how."
Provided management/leadership team with frequent updates and status information.

Sponsored the change upward.

01 0203 0405
01 02 03 04 0Os
O 02032 0405
01 02 03 04 0Os
01 02 03 04 Os
01 02 03 04 0Os
01 0203 0405
O1 02 O3 04 Os

Communicated to employees and managers:

Was visible to employees; effectively communicated why the change was happening, the risks
of not changing, and the vision for the organization.

Linked key performance indicators and financial objectives to the change.

Least Most
01 02 O3 04 Os
O1 02 O3 04 Os




Resource Library

How do | track People Manager Competency?

Prosci Change Management Competency Assessment
for Managers and Supervisors

Identify a change that has occurred in your organization in the past with which you were
involved as a manager or a coach. For each category below, rate your actual behavior as
it related to this change. Be open and honest with your reflections. Rate yourself in each
area on a scale of 1 to 5, with 1 equal to 'Not achieved' and 5 equal to 'Completely achieved:!

- Not Completely
“ Adap“ng to Change Achieved Achieved
PrOSC|—Ma na ger—commtency—Assess‘nent.pdf I sought out information to better understand 'why' the change was occurring. 1 2 O3 4 5
| asked questions to determine how the change would impact me and my group. 1 2 (3 4 05
| provided feedback, including any objections, in a clear, non-confrontational manner 1 ~2 ~3 (a N5
to my manager and project team.
If | was resistant to the change, | identified the root cause of my resistance and worke 1 2 3 4 5
with my manager to find solutions to my objections
Before introducing the change to my employees, | had made a personal choice to 1 2 3 4 5
support and participate in the change.
TOTAL (OUT OF 25) 0

Not Completely

Introducing Change to Your Employees Ackileved Achioved

| shared with employees the nature of the change in context with the broader vision and 1 2 3 V4 5
direction of the organization.
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Resource Library

How do | documentand track my actions if | want to use the CLARC coaching model as a Manager?

https://empower.prosci.com/clarc-adkar-document-your-actions-
worksheet? gl=1*1gvr65h* up*MQ..&qgclid=CjwKCAjwjMiiBhA4EiwAZe6{053yib1VDxjjTtAoUZ Uev8gKXyRPStaiTbHBb27--

70p09APTe5BoCK200AvD BwE

CLARC + ADKAR: Document Your Actions " — > |

Which Communicator tactics will you use with your team to build Awareness?

Communicator

<

Liaison

Which Liaison tactics will you use with your team to reduce Resistance?

Advocate Which Advocate tactics will you use with your team to increase Desire?

ﬁQﬁF’K

Resistance
Manager

Which Resistance Manager tactics will you use with your team to increase Desire?

36
Which Resistance Manager tactics will you use with your team to mitigate Resistance?



https://empower.prosci.com/clarc-adkar-document-your-actions-worksheet?_gl=1*1gvr65h*_up*MQ..&gclid=CjwKCAjwjMiiBhA4EiwAZe6jQ53yjb1VDxjjTtAoUZUev8qKXyRPStgiTbHBb27--_7gpg9APTe5jBoCK20QAvD_BwE
https://empower.prosci.com/clarc-adkar-document-your-actions-worksheet?_gl=1*1gvr65h*_up*MQ..&gclid=CjwKCAjwjMiiBhA4EiwAZe6jQ53yjb1VDxjjTtAoUZUev8qKXyRPStgiTbHBb27--_7gpg9APTe5jBoCK20QAvD_BwE
https://empower.prosci.com/clarc-adkar-document-your-actions-worksheet?_gl=1*1gvr65h*_up*MQ..&gclid=CjwKCAjwjMiiBhA4EiwAZe6jQ53yjb1VDxjjTtAoUZUev8qKXyRPStgiTbHBb27--_7gpg9APTe5jBoCK20QAvD_BwE

Frequently Asked Questions

1) What doesthe KCS Coaching Program and Change Management have to do with my success as a KCS Program Manager or People Leader ?
A. Everything. Without understanding how people change, there are too many occurrences of failed outcomes, or costly delays in momentum.
2)  Why do we focus so much on the C-Muscle? Why is having Coaching competence so critical to our work as Program and People leaders?

A: The Coaching Program and the Resistance Management tactics used in a “coaching” framework, will inform, equip, and enable Knowledge Workers to
transition from fear and confusion to proficient application of the SOLVE and EVOLVE loop.

3) Atwhat pointdoes the KCS Coaching Program and the Change Management methodology intersect, and how do | benefit from knowing both?

A: The KCS coaching program focuses on 5 basic tenants of guiding a conversation. The Prosci Change Methodology handles resistance management via the
use of progressive questioning ,assessments and data and interview insights, that unpacks the root of the resistance. It provides a path forward through barrier points..

4) When do we introduce a structured approachto change if our KCS Program is already in effect?

A. Immediately. It's never tool late to educate Sponsors/Leaders and Managers. Implicate leaders, teach them to “coach” and affirm the KCS success criteria
5) What should we do if we are at the beginning stages of launching a KCS Program?

A. Apply a structured change management approach both at the organizational level and at the program level.
6) What should | do if| don't have a Change Manager accessible in my department or my company?

A. Stay connected to an active Change Practitioner withinthe CSIfamily who can share knowledge and guide you.

https:/Mmww.linkedin.com/in/alina-weber-mba-sphr-80630210/
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https://www.linkedin.com/in/alina-weber-mba-sphr-80630210/

Additional help and Staying Connected....

» Feelfree to book 15-minute coaching sessionwith me on Change Management to cover any of the topics below.
 Tour guide through available FREE resources on methodology driven change management
» Help with a difficult transition or leadership issue pertaining to change.

 When, where or how do | use the available knowledge and assessments for helping with managing resistance

THANK YOUI!

https://www.linkedin.com/in/alina-weber-cm/
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