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Engagement plan

Stakeholder needs can be categorized into one of five stages of involvement or enrollment.

Leadership action plans, » .
definition of roles and ADVOCACY Accountability and sponsorship
responsibilities, metrics

Participation in teams, focus Investment of resources and
groups, reviews COMMITMENT personal time, leading others

Positive personal perception

Focused discussions, workshops COLLABORATION and disposition toward change

One-on-one communications, Comprehension of the nature,

department or staff meetings, reasons, and intent of the
education UNDERSTANDING change

Awareness that change will

Newsletters, ir.'uformational AWARENESS take place and how it will
meetings affect the employee
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M FFRAAREHAT DK 15



AWS FSEHES

AWS A AT E pNE

(OCA) AAMER — 3. RERK

=
4
i
=
i
o
=]}
[
z
i
L
(=]
W
w
3
(]
W
=]

Engagement and communications

Five stages of stakeholder engagement. Each stage requires different communication objectives and channels.

ADVOCACY

COMMITMENT

COLLABORATION

UNDERSTANDING

AWARENESS

DEFINITION

Stakeholders own initiatives
and work to improve and
sustain performance.

Stakeholders proactively
communicate and take actions
required to support the change.

Stakeholders support the

change, believe it is worthwhile,

and would act if prompted.

Stakeholders have a sound
understanding of the benefits
and implications of change.

Stakeholders are aware and
understand the purpose and
progress of change.

OBJECTIVES OF
COMMUNICATION

Feel, behave, and act self-
directed as a change agent.

Attain full commitment and
encourage action.

Enroll individuals, gain support
and personal buy-in.

Understand why change is
happening and how it will
happen.

Understand what is happening,
and when it will happen.

PROOF OF SUCCESSFUL
COMMUNICATION

Actively supports change by
living new processes; supports
knowledge transfer.

Acts as business or
communications advisor;
supports change.

Can explain project x; allocates
time for interviews or meeting
workshops; mobilizes peers.

Knows change imperative of
project x, content and phases of
x, and rollout milestones and
deliverables.

Associates project x with xyz
program.

COMMUNICATION APPROACH

Round table, project,
presentations, and discussion
of project results.

Participation in teams, focus
groups, and reviews.

Focused discussions, workshops,
interviews, phone calls, executive
letters, and presentations.

One-to-one communications,
department or staff meetings.

Broad-based communications,
newsletters, emails,
informational meetings.

XS Rz AR X F 1T o Bk MR IR

MSAXEL LB FMRF N EBRTHSERE T EEHT, TREESQARFEEEXERNSHEXE
BIHRISFEBRR. FARATERNLTRER , BRIERSEXE N IR IR RBREE AR RS

MXENZWEE , FEMNETESNRBF, RHETHRE , OCARBA AT LAHIE R I M4 X REVE

B
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Stakeholder prioritization matrix
HIGH

Maintain Win them
confidence over

Monitor and Keep
respond informed

:
;

Impact on stakeholder

KRR :

o BERMEA, ZREBEFOFBEXEBRERANEE D , ORBEZHTCHAKREE , BERSH
MNEBMEx, RENBUXLEEKDINEED | ANERBEENE® T. TEBRRRZMIIN
F 453 LA e HH 3 ) R

« B TE®ER. ZRBPORZAXRESZIZESHNERTE , X ERSAXENTER)
FTHREBH M ER/DN. SXERSAXENDBEMIEERVEDMERFA , EEXIE HHF 28
MXE (REEMRR ) NEEBINNEIEE.

s REGLD. ZREBHPHVIZEXRENEMRZMEAEEFTEATM S , B TREETAX—#E, B
i, EitRAEN , EENRETNMGMINERNTRRE, ZMENX —#H#ENERER/)D , HikFR
PSS EF K. WBRNUEFNT XZHENER , BEFLET —INRBRPFERTRINE , B
NAATRETHHERRE,

s MEBMMNER. ZREBHHFZMEXELEERBNTZM Y , HEITENHIERKROITEREN
THREREA®E W, ZHAGBERZIME W TREEAERS, LtS508 , RERRKBEMIERR
R, ARIAMENN AEAR face-to-face’ &,
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LEGEND:

Change activity plan — example 1 | SR

Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7

1. Biweekly change
agent network
touchpoints

. Periodic
program
updates in staff
or shift meetings

o
=
.
=
7]
I
(=1
E
=
=
=
o
Q
-4

3. Host Q&A sessions

Change network news articles

Manager/employee email
campaigns

. Follow-on
awareness and
engagement Support for
emails manager/employee |.
roadshows for

transformation End-user

training

Change risk focus

roups and surveys for
5. Host lunch-and- 2»5-525 Y

learn sessions

Milestone-driven activities

HERY 18
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Change activity plan — example 2

“ Change aﬂiv“y Tools pro"ided

Discuss good practices for information sharing, what's working, and
what could be improved; note change risks.
Assist change team that is developing solutions to change risks.

Change touchpoints
2 Staff or shift .
- meeting updates -

Hosted Q&A sessions
and office hours

Provide update on current project activities and upcoming events.
Answer questions of end-user constituents,

Host Q&A sessions on location for leaders, managers, and employees
to answer questions about the IT cloud and to share information
about the program.

Make certain hours of the week available for people to contact you
with questions about the program or their responsibilities.

Provide informal communications to the network after large project
milestones to drive awareness. For example:

= Drive traffic to the Ask IT cloud site for information, FAQ

= Drive traffic to the IT network news articles when published

Awareness and
engagement email
communications

LIHHC alnd £ * Host information session to provide an overview of what is changing.
discussions

Be available to answer questions as they come up.
Funnel questions to change team or IT OpEx team if answers are
unknown.

'

L ERBANITIIENE?

Planned Beginning on Biweekly or
touchpoints date x/y as needed
Project update ASAP after Biweekly or
content kickoff as needed

-

Milestone-
driven

Overview material November 2= .
before go-live
_

Monthly or
as needed

Templates As needed
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OCA risk mitigation strategy

INPUTS

TECHNICAL DISCOVERY
EXECUTIVE DISCOVERY

ORG ASSESSMENT Risk ID
LEADERSHIP INTERVIEWS
Risk ’ Risk

tracking analysis

Monitor weekly Is this a
and measure change issue?

adoption RiSk mitigation (yes, no)
approach

Risk Risk
solution mitigation
Apply change plan ning

tactics and Assign OCA team
interventions member

TRERTXRRETEN R,
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Insert leader name | Sponsor/leadership action plan

Start month - end month | Team

Month Year

Month Year

Month Year

Key initiative
events and
goals

PLAN

* Insert key project events

* Insert key project events

* Insert key project events

Leader
names and
action ltems

Do

= Target date | Inserttask

\Date complete|

= Target date | Inserttask

\Date complete|

= Target date | Inserttask

\Date complete

Feedback:
What
worked well,
what did
not?

CHECK

o Feedback on activity/task

Feedback
owner

o Feedback on activityftask

Feedback
owner

o Feedback on activity/task

Feedback
owner

Action items
for team to
maintain,
update, or
correct

ACT

o Insertleader or elevate team follow-up
activities

Owner

o Insertleader or elevate team follow-up
activities

Owner

o Insert leader or elevate team follow-up
activities

Owner
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Example action plan for achieving transformation goals
Name:  osom  oate O

Goal #1 | What do | want to accomplish? This should be aligned with one or more of your leader’s goals.

Reduce total cost of ownership (TCO)
by 10 % by 202x
a. Remain on target for transformation Annual TCO is reduced by 10% 202x 202x
dates
b. Maintain less than 2% dela

MY ACTIONS

How can | accomplish goal #1?
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vt | [ | g |
oo | [ x|
e rop ereemston e oo | [ | weenpeoes |
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