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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 unexpected workforce is begging disaster.  The degree with which all have their fingerprints of the knife of the 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 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 funding approval necessary 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.

