Successful Implementation

PLAN  Implementation Planning

Overview:  Many a great solution died because of poor implementation.  The solution is about change in people, processes, policy, and technology.  So the implementation must address how to safely move these from the way it is to the way it needs to be.  Solutions are typically not stand-alone but are reinstalled into an existing culture and system.  Classic implementation quote: “If you don’t think there is a system…try changing it.”

The implementation plan incorporates all the pieces that will allow the solution to be introduced, adjusted and sustained over time.  It views the existing ‘systems’ as forces that are reluctant to change without proof that the new way will work.  It addresses each, defuses them and includes them in the implementation and communication considerations. 

TOOL  Implementation Mentality

Overview:  The right plan creates the right mentality to see it to the end.  Here are some thoughts around implementation that secure success.  Much of it was generated listening in on a cubical neighbor planning her wedding.  If project implementations were as thorough as her wedding plans, they would sure transition smoother.

Objectives:

1. Illustrate the thinking needed behind implementation.

2. Give a starting point for creating an implementation.

3. Make a project implementation as successful as a wedding.

Procedure:

Materials: A piece of flipchart paper, post-it note pads(½ pad each) and pens

Consider the Ideal

1. Prior to implementation planning, have all team members review the ‘Implementation Mentality’ pieces and mark/regard which and how each apply to this project

2. At the meeting give each team member a half-pad of post-it notes and a pen.

3. Have them envision the perfect implementation outcome.  Then write down all the attributes (one per post-it) they would see in a perfect implementation.

4. Post them up on a flipchart headed up as “Perfection”

Define the Steps into an Action Plan

5. Have the team brainstorm (via post-its) the major people, process, equipment, technology changes that need to be put in place (see Implementation Checklist for ideas).  For each major step identify substeps that add clarity in an action plan.  

6. For each step on the action plan, consider the who/what/where/why/when that would make it clearer.  Place it on the ‘Implementation Plan’ worksheet if seeing the steps over time is helpful.

Ascribe the Implementation Mentality

7. Next, have the team go through the ‘Implementation Mentality’ list and agree on which of the aspects apply to the steps.

8. Alter/adjust add steps to incorporate the ‘Implementation Mentality’ to the action plan.  

9. After all the aspects are exhausted, hold it up to the ‘Perfection’ aspects and see what else needs to be included to come close to insure the chance of success.

10. During the implementation, the team should revisit the ‘Implementation Mentality’ to assure their mentality and the steps are stronger than the resistance that would stop it.

Implementation Mentality Considerations

1. It plans the way from the old way to the new.

1. It plans the worst while expecting the best.

2. It seeks to surface surprises.

3. It puts resistance on the table, then tries to disarm it.

4. It distinguishes between significant and valid.  If it is not significant, it matters not if it is valid.

5. It projects what might go wrong.

6. It protects the implementation’s purpose.

7. It communicates until the ranks are overdosed with what to expect, how to do it, and what to avoid.  

8. It validates understanding. 

9. It controls essential steps and shows boundaries of steps.

10. It instills a base of trust along the way.

11. It is porous to input on what is going wrong.

12. It is flexible in adapting to what is needed to bring what is planned in line with reality.

13. It hold a vigil during the transition period.  Scanning all frequencies for feedback possibilities.

14. It prepares its staff before putting them on the firing line.  Training is ramped up 

15. It instructionalizes its workplace to speak the right way to do things.

16. It allows for Lead times.

17. It plans for contingencies.

18. It knows the mission-critical aspects and protects them with necessary support.

19. It updates its workforce on the most recent events.

20. It leaves little for chance.

21. It calls on management to launch, cheerlead, reinforce.

22. It treats the unexpected as part of the expedition.

23. It looks at roadblocks as license to be creative.

24. It employees see-one, do-one, teach-one as part of training.

25. It considers the procurement procedures and times for people, process, technical, equipment needed for success.

26. It looks upstream and downstream to see those potentially impacted and integrates with them accordingly.

27. It makes midcourse corrections to match reality.

28. It provides just-in-time answers to questions.

29. It keeps management appraised of how it can help or what to prepare for.

30. It phases in change at an acceptable rate.

31. It includes celebrations over the smallest success.

32. It considers and personalizes the change to the staff.

33. It includes a way to sustain its gain.

TOOL Transition Plan Considerations

Transition is that space between as-is and to-be.  Between the old way and the new way.  Many a project implementation has gone awry because of failing to plan how to make the transition of the implementation responsive to the needs the systems and people affected.  All plans are good until they hit the reality of those who are affected by them.  Transition planning is the change management aspect of the planning process.  It is putting on a ‘change’ cap to consider worker and the process adjustments as the projects matures from the present to the ideal state.
Objective:  
1. Open up coping consideration for systems of behavior and process during change.

2. Minimize friction from the unexpected.

3. Prepare the implementation team to overcome the forces resisting the change.

Materials: stickie notes, Transition Plan Considerations handout

Preliminary Note:  The biggest resistant to change is lack of ownership by those who have to carry it out.  The more they have their say in the vision, the problem, the solution and the planning, the more they are part of the momentum for change.  Springing a solution on an unsuspecting workforce iscourting disaster.  The degree with which all have their fingerprints of the knife of change, the more ownership and resolve they will have through the transition period. 

Procedure:  

1. Invite representatives (key) from each function affected by the change.  These would be representatives not only of content and process knowledge, but middle-of-the-road in terms of acceptance to change.

2. Send out ahead of time: the project vision, scope, solution, implementation plan and the Transition Consideration handout.  Require all to be acquainted with them.

3. Start the ‘Transition’ meeting with a statement of focus.  The meeting is primarily to concentrate on elements of ‘change’ that need to be addressed by the system and culture as the implementation rolls out.

4. Special instructions to invitees: ask them to be thinking about how the changes will affect both the early adopters and the late bloomers of the change.  And what would influence each to stay with the implementation until it is fully tested and acclimitated.

5. Review the solution and implementation as planned with all, then apply the Transition Plan Considerations handout to identify elements that need to be addressed.

6. Announce a time limit (one hour) to derive all the transition considerations; so be concise.  As each consideration is announced, assess where the implementation plan, people and processes are as far as navigating the transition period.  

7. Go through the considerations; check for whether this is adequately addressed.  If not, call it out, collectively derive a fix. On stickie note, write the consideration # and its fix.

8. Unknowingly the invitees are now advocates of the implementation.

Transition Plan Considerations - The change plan within the implementation plan.

Before implementation

· The workforce is aware of a clear vision and, the problems with the old way and rationale for change enduring change.

· Stakeholders (those that have ‘skin’ in the change) outside the department (upstream and downstream) are aware of the need for change and what needs to change in their area to achieve the ideal state.

· Management is prepared for a dip in production and staff ‘unrest’ during the transition period. 

· Agree up front how decisions will be made.  What’s in the implementation team’s role, what’s in leadership’s role, etc.

People Considerations

· The bulk of the staff validate the need for change and the vision of the new way to achieve it.  Note:  a chemical company used a crude stick figure drawing to contrast how broken and frustrating the existing way was and how the new system would bring them to a new and improved state. 

· Key positions/infuencers (those requiring the most attention) are identified along with how they might react to the change.  How would they perceive the gain/loss, how will they feel about the change, what might be their reaction to the change, what does the new way need from them and what would help them move through the change.  A plan (even for each) is designed to help them consider the benefit of the change.  Use those of the implementation team to conduct one-on-ones to carry out the dialogue.

· There are ‘open’ airways of communication for staff to talk through the concern or ambiguity of the change (possibly have point persons assigned from the implementation team)

· Distinguish between those who embrace change, those who resist change and those who are waiting to see which side wins.  Concentrate influencing energies on the early adopters and those with the wait-and-see outlook.  The change-resistant clan, although most vocal, will grudgingly follow the other two-thirds moving toward the new vision.

· Determine frequency/mode/message to come out throughout the transition.  Even the fact there is no new is new news to those in transition.  Celebrate early wins, new learnings, etc.

Organizational Considerations

· Using a convincing business case, gain the funding approval necessary to endure the change, loss in production during learning curve, training costs etc.

· Performance management systems are altered to incentivize the new roles, behaviors, process, and vision.

· Interdependent departments and processes (needed in the change) are included in the process, people changes.  If their department is to incur cost, added burden or significant change, they are convinced of the benefit to the total organization.  Engage a similar ‘transition plan’ for their area if needed.

· Instructionalize (visual control) the workplace with the new way.  Provide ample training, if possible, allow staff to ramp up to the new way a bit at a time.

· As the system is being implemented, devise a means for staff to feedback difficulties and changes to the system and for the implementation team to appropriately adjust the system.

· Develop an agreement to gain the support and behaviors needed of upper and middle management to add stability during ambiguity.  The implementation team should be gauging the culture and scripting the message along the way.

· Address critical barriers and resistance quickly with short or long term resolution.

