Commonwealth of Kentucky MARS Project

Agency Implementation Notebook



7 Change Leadership

Agencies implementing MARS will experience rapid and profound change in their business practices.  The Change Leadership Team is working to ensure that agencies are ready to meet -- and anticipate -- the demands of such change.  Doing so requires a variety of activities.  These activities include: stakeholder identification, analysis, and communication planning; organizational design work; workforce transition planning; and leadership awareness sessions.  Each of these topics is reviewed below.

More information on Change Leadership and the MARS project can be found on the Administrative Services Internet website at http://www.state.ky.us/agencies/adm/mars/mars.htm.

There are many tasks involved in Change Leadership during implementation.  Table 12 offers a quick reference to each of the tasks, and their responsible parties.  Each task is explained in detail later in this Section of the AIN.

Table 12. Change Leadership Tasks

Implementation Task Matrix

Responsible
Task #
Task Name
Checklists/Forms/Outputs

7 Change Leadership Tasks

7.1 Stakeholder Identification, Analysis, and Communication Planning (see Participant Handout “Communications & Stakeholder Enrollment Training”)

7.1.1 Identifying and Analyzing Your Agency's Stakeholders

Agency Communication Contact
7.1.1.1
Identify Stakeholder Groups
First column of spreadsheet "stake_analysis" worksheet

Agency Communication Contact
7.1.1.2
Analyze Stakeholder Groups
Completed "stake_analysis" spreadsheet

Agency Communication Contact
7.1.1.3
Map Stakeholder Groups (optional)
Completed "map_tool"

7.1.2 Conducting a Communications Audit in Your Agency

Agency Communication Contact
7.1.2.1
Read supplemental materials (optional)
Personal notes pertaining to "The Communication Audit: Your Road Map to Success," and/or "The Concept: Communications Strategies for Changing Times"

Agency Communication Contact
7.1.2.2
Begin Communication Audit; describe current vehicles
Completed columns "A" through "H" under "Existing" on "commun_audit"

Agency Communication Contact
7.1.2.3
Tailor Communication Needs Survey for your agency
Tailored "Needs_sur" document

Agency Communication Contact
7.1.2.4
Administer tailored Communication Needs Survey
Tailored "Needs_sur" document and cover memo (or comparable, appropriate routing document)

Agency Communication Contact
7.1.2.5
Complete Communication Audit; finalize "Current" and "Proposed" information
Completed "commun_audit" reflective of your agency's communications needs

7.1.3 Creating an Administrative Services Communication Plan in Your Agency

Agency Communication Contact
7.1.3.1
Determine your agency's communications objectives for stakeholder groups
Completed columns "A" through "C" on "commun_plan"

Agency Communication Contact
7.1.3.2
Decide what vehicles will advance your objectives
Completed column "D" on "commun_plan"

Agency Communication Contact
7.1.3.3
Determine champions of activities
Completed columns "E" through "G" on "commun_plan"

Agency Communication Contact
7.1.3.4
Decide whether activities will recur; identify feedback loops
Completed columns "H" and "I" on "commun_plan"

7.2 Organizational Design Work (see Course 1 – 8/98 training: “Preparing Your Agency’s Infrastructure for Simplified Administrative Services Implementation”)

Agency Organizational Design Contacts
7.2.1
Submit organizational data requested at 8/98 training (if your agency has not yet done so)
Completed "As Is" data (original due date, 9/98) and "Position Assessment" data (original due date, 10/98)

Agency Organizational Design Contacts
7.2.2
Attend second organizational design course, tentatively scheduled for 2/98
To be determined

Agency Organizational Design Contacts
7.2.3
Attend third organizational design course, tentatively scheduled for 3/98
To be determined

7.3 Workforce Transition Planning

Agency Workforce Transition Contacts
7.3.1
Complete standard tracking template to facilitate transition activities
Template to be provided at second organizational design training

7.4 Leadership Awareness

Agency leadership
7.4.1
Participate in high involvement leadership and performance management training, as needed
Materials determined by Governmental Services Center, which offers the training.  (For more information please visit the following website:

http://www.state.ky.us/agencies/finance/descript/gscdept.htm)

Agency Change Agents, with help from AIL's
7.4.2
Conduct a change readiness survey in your agency
Materials may differ by agency.  A survey template is available for agency use and/or adaptation (contact Gail Prewitt @ 502-564-4240).

Agency leadership
7.4.3
Attend Leadership Awareness Session planned for 12/98 by the Administrative Services Change Leadership Team
Additional information will be provided

Agency Communications Contacts, with help from AIL's
7.4.4
Conduct leadership work sessions in your agency
More information to be provided in the next version of the AIN

7.1 Stakeholder Identification, Analysis, and Communication Planning

Activity Objective

Stakeholders are those persons, or groups of persons, who may either influence or be influenced by the MARS implementation in your agency.   As the previous sections of this document detail, the MARS implementation will impact many areas of agency operations.  The implementation of model processes, the installation of new computer equipment, and the provision of training are just a few examples.

For each such MARS-related change, there will almost certainly be a stakeholder (or stakeholder group) who needs to understand not only the reason for the change but also its anticipated impacts on him or her.  Helping an agency's stakeholders to understand the change process must occur before they can be expected to support the change process.  It is with creating such support, generally, that agency communications must be concerned.

The process of creating stakeholder understanding will not be accomplished in full with one communication. Agency communications about MARS should extend throughout the implementation.  Moreover, agencies that continue communications beyond the July 1, 1999 "go-live" date will help to ensure that MARS users are using the system to its full potential.  This release of the AIN targets communication activities prior to December 31, 1998.  Subsequent versions of this document will address later timeframes.

Activity Overview

To help agencies launch the communications process, training was provided to agency communications contacts.  If you are unsure who is serving as your agency's communications contact, please consult your Agency Implementation Lead or see the "MARS Teams" section of the Simplified Administrative Services Project website, located at http://www.state.ky.us/agencies/adm/mars/mars.htm.  "Simplified Administrative Services Communications and Stakeholder Enrollment Training" placed significant emphasis on the MARS implementation.  Curriculum and associated materials from this training, held 10/6/98 and 10/8/98, will be posted on the Simplified Administrative Services website.  (They may currently be found on the MARS Intranet under the “Schedule” area under “Past Events.”)

This training covered three specific areas, "Identifying and Enrolling Your Agency's Stakeholders," "Conducting a Communications Audit in Your Agency," and "Creating a Communications Plan for Your Agency."   Tools and templates were provided to attendees to assist them with their future communications efforts.  These are also posted to the MARS Project Internet.  Following is an overview of each section.

7.1.1 Identifying and Analyzing Your Agency’s Stakeholders

Identifying your agency's stakeholders is the first step to meeting stakeholder information needs.  Creating stakeholder support requires additional analysis.  Such analysis aims to reveal the change impacts particular to each stakeholder group.  It also considers the expected degree and timing of these impacts, anticipated stakeholder concerns, and relative stakeholder importance to project success.  Careful analysis will inform planning efforts to involve stakeholders and build commitment to change.

7.1.2 Conducting a Communications Audit in Your Agency

Most agencies probably have communications mechanisms already in place.  What agencies may not be aware of, however, is the relative effectiveness of such devices.  Are newsletters reaching their intended audience?  Do staff members stop to read the bulletin board?  Is electronic mail available to everyone in the agency?  A communications audit can help an agency to answer such questions.   Audits "take stock" of available vehicles, and consider whether any new ones are appropriate.  Audit results will help an agency to direct its MARS-related communications.

7.1.3 Creating an Administrative Services Communication Plan in Your Agency

Agency communications plans are intended to pull together stakeholder analyses and audit results.  Plans do so by linking the "who" and the "how" with specific communications objectives.  That is, plans outline what will be communicated, to whom, and when and how it will be communicated.  Feedback mechanisms are also important to include, for they help to ensure that communication is not "one way."  Plans can be presented in a variety of formats; a sample Excel spreadsheet has been provided to agency communications contacts for their use.

Agency Action Steps

Training attendees were encouraged to work through stakeholder identification, a communications audit, and communications planning in their respective agencies.  While no firm "deadlines" were given, attendees may wish to complete these tasks by mid-November. Doing so will position agencies to disseminate central communications and to participate in follow-up training efforts.   Follow-up currently planned includes a focus group "debrief" to learn how agency efforts are proceeding and provide additional Central Team support.

7.2 Organizational Design Work

Activity Objective

Implementing MARS promises a variety of benefits to agencies in the Commonwealth.  These benefits will not be realized, however, by the mere existence of the system itself.  Using the system to its full potential will involve identifying and defining new Administrative Services business processes.  These new processes may require changes to organizational and/or work force structures to support them.  

Organizational design activities aim to facilitate such changes.  Specific organizational design activities may include:

· Restructuring of an agency's administrative services units at the cabinet, department, division, and branch level.

· Assessing the fiscal impact across these units to reflect changes in FTE's and other resource requirements.

· Assessing the costs and benefits of restructuring.

· Making changes to reporting relationships.

Activity Overview

Commonwealth resources have been identified to lead organizational design activities in their respective agencies.  If you are unsure who is serving as your agency's organizational design contact, please consult your Agency Implementation Lead or see the "MARS Teams" section of the Simplified Administrative Services Project website, located at http://www.state.ky.us/agencies/adm/mars/mars.htm.  Members of the Organizational Design Team are helping them to assess -- and, if appropriate, implement -- restructuring opportunities.  To date, this help has taken the form of training and the centralized coordination of data collection and analysis.

Training was launched in August 1998 and is expected to conclude by March 1999 -- as required by the MARS implementation timeframe.  Tailored exercises and tools will be used throughout the training to make sure that agency-specific issues are addressed.  Training content will focus on preparing an agency to address its organizational structure and workforce transition concerns.  

Agency Action Steps

All agency organizational design and workforce transition contacts were asked to attend the first training course, since it provided a view to Central Team support and the basis for future agency decisions.  As part of this training, agency contacts were asked to submit "As Is" data by 9/15/98, and "Position Assessment" data by 10/15/98.  Most agencies have met this request.

Data submitted is being captured in a Microsoft Access database and analyzed by members of the Organizational Design Team.   Once complete, a report on the team's findings will be shared with agency contacts.  This report should help agency contacts to advance their decision-making about restructuring opportunities.

Every agency contact should be aware that the final course is currently planned for late March 1999.  More information will be available in Release Two of the AIN.

Questions concerning organizational design efforts may be addressed to Gail Prewitt, Finance & Administration (Office of the Secretary, 564-4240) or Christina Dorfhuber, Deloitte Consulting (564-9596).
7.3 Workforce Transition Planning

Activity Objective

The Workforce Transition team was developed to transition employees whose positions are affected by the EMPOWER Kentucky Administrative Services Project.  The team’s goal is to successfully transition employees into other jobs in state government, without experiencing any loss in their base salary.  The plan has received strong support from the Personnel Cabinet, which has dedicated a number of key staff to this effort, as well as senior leaders and personnel officers throughout state government.  

Activity Overview

Personnel administrators in each agency and central Administrative Services Project Team members work closely together to ensure a smooth job transition.  We encourage each agency to use a standard tracking template to ensure that each affected employee is captured and appropriate transition activities are developed.  This template, along with other specific workforce transition considerations will be provided in the next Organizational Design training course, planned for late February 1999.

Each agency has appointed a Workforce Transition contact, often the agency’s personnel administrator, to their MARS Agency Implementation Team.  If you are unsure who is serving as your agency’s workforce transition contact, please consult your AIL or see the “MARS Team” section of the Simplified Administrative Services Project website, located at http://www.state.ky.us/agencies/adm/mars/mars.htm.  Following is an overview of the various roles essential to this effort:

Agency Personnel Staff
The role of each Agency’s Personnel Staff is to transition employees whose positions have been affected by the Administrative Services EMPOWER Kentucky Project.  The Personnel Cabinet and the Administrative Services team trained all personnel administrators in the transition process in March 1998.  Responsibilities include the following:

· Identifying employees whose jobs will be affected by the EMPOWER Kentucky Administrative Services Project, in conjunction with agency implementation team members.

· Working with the Administrative Services Project Organizational Design Team to develop new positions and reclassify existing positions that will change significantly.

· Identifying internal vacancies and freezing those that may be filled by the affected employees.

· Providing job counseling to the employees, with the assistance of Personnel Cabinet Counselors.

· Tracking employees through the transition process.

Rapid Response Team (RRT)
The Rapid Response Team is part of the central Administrative Services Project structure.  The role of the Rapid Response Team is to assist agencies affected by the Administrative Services Project in conducting a smooth transition for employees whose positions have been affected as a result of the EMPOWER Kentucky initiative.  Marina Alford is the key contact for this team (502-564-6702 ext. 2647).  Team responsibilities include the following:

· Explaining the Outplacement Policy to employees who need placement.

· Providing job counseling and qualifying employees for placement on registers.

· Monitoring agency compliance to the outplacement policy.
Human Resources Team (HRT)
The role of the Human Resources Team is to serve as liaison between the Finance Cabinet’s Administrative Services Team, Agency Personnel Staff and the Rapid Response Team.  The Human Resources Team assists in developing the workforce transition plan. LaChele Taylor serves as the key contact for this team (502-564-7233).  Team responsibilities include the following:

· Providing agencies assistance in preparing Transition Plans for employees whose positions will change as a result of the process redesigns.

· Monitoring and evaluating the effectiveness of the transition plan designed for the Administrative Services multi-agency project and reporting results to EMPOWER Kentucky project leaders.

· Surveying employees who participate in the outplacement process as a result of the Administrative Services Project and their immediate supervisors (on a one, three and six month basis).

· Developing managers’ messages and press releases on the Transition Plan with the assistance of the Administrative Services Change Leadership Team.

The EMPOWER Kentucky Project, above all, is based on and driven by employees themselves.  A strong framework for a smooth job transition for every employee affected by this effort is critical to the success of the project.

7.4 Leadership Awareness

Activity Objective

State government’s senior leaders – Cabinet secretaries, Constitutional Officers and independent departmental heads -- have consistently demonstrated strong alignment and commitment to Governor Patton’s EMPOWER Kentucky initiative and to the process teams responsible for directing implementation activities.  Changes in organizational structure and systems and the demands of staffing the implementation teams has depended heavily on these leaders’ clear understanding of the purpose and goals that underlie the Administrative Services reengineering effort.  

We are currently in our third and last phase of Administrative Services project implementation.  This phase, in particular, demands a broadening of commitment to the next management levels --the commissioners, division directors and middle managers. 

Mobilizing and Energizing Agency Teams

Leadership plays a significant role in selecting and mobilizing teams of employees who oversee implementation of MARS in their agencies.  Successful projects depend on senior leaders and managers to bolster conviction among the team members, the employees and the external stakeholders.  Some of the ways they do this are: quickly addressing and resolving impasses or barriers identified by the teams, encouraging teams during difficult or slow periods and celebrating each team’s wins with the larger organization.  Top managers have typically been willing to “take the heat” with concerned stakeholder groups internal and external to the agency.  Despite the significant inroads in cross-cabinet work groups and communication, the implementation teams continually face barriers within their own cabinets and in cross-cabinet initiatives that require direction and conflict resolution from the top cabinet levels. 

Maintaining a Performance Focus

Traditionally, performance measures and goals have not been clearly or consistently outlined in public sector agencies.  Kentucky is no exception.  Leadership’s role in creating and maintaining the focus on performance requires significant time and commitment to the task. One of the best approaches is to measure change by performance results. This means that leadership must encourage all managers to set performance goals for their employees that are achievable as well as motivating.

Performance measures have to be clear and truly meaningful.  Having the wrong measures will not work, too many measures will blur the results and impede progress, and conflicting measures send confusing messages, often with disastrous results.  Additionally, leadership must establish and assess more than just financial or operational numbers.  To build a culture of continuing performance improvement, the leadership of each cabinet will need to establish measures for customer service, quality, productivity, employee involvement and ownership of results.

A number of agencies have found training in high involvement leadership and performance management helpful.  That training is available from the Governmental Services Center (502-564-4240).  The Center also has a full curriculum on Process Improvement for agencies who are considering reengineering efforts of their own.

The Change Leadership Team has encouraged all agencies to conduct a Change Readiness Survey to assess the willingness and readiness for change and to identify action steps necessary to leverage agency strengths and address weaknesses in preparation for a truly effective MARS implementation.  For more information about the survey, contact Gail Prewitt at 502-564-4240.
Focus of Leadership Awareness Sessions

To date, the Change Leadership Team has conducted Leadership Awareness Sessions periodically for senior leaders and key staff to ensure strong understanding and support for the project.  The Change Leadership Team will continue to organize alignment sessions around the following principles and actions which are critical to the long-term success of the project:

· Provide agency leaders with the tools and policy support for serving as effective transition agents – ensure a common commitment to and understanding of job transition and outplacement activities.
· Integrate understanding of employee transition management – clarify understanding of the value of continuous communication during periods of intense change.  Provide opportunity for managers to lead the effort for access to strong training opportunities for employees impacted by the project.

· Help managers be aware of the context of the project within the full scope of cabinet activities.  As additional details about the process redesigns and new technology become available, provide managers with the tools to assess the impact on their organizational structure and administrative services work. Use surveys and focus groups to determine how much change the organization can adopt; develop action plans to address weak areas and leverage agency strengths. 

· Continue to actively seek out and address symptoms of misalignment within and across cabinets; they often reveal problem areas as well as opportunities.

Leadership work sessions will become increasingly important as the MARS Team completes their initial data collection and analysis.  Release Two of the AIN will provide guidelines for AILs in conducting their own leadership work sessions.
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