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	Learning Outcome
	Assessment Criteria
	Guidelines and range
The candidate provides evidence that they understand:

	1. Understand the management and evaluation of change
	1.1 Evaluate the characteristics and application of a range of change management models for different organisational structures


	The organisational structure depends on the organisation’s objectives and strategy. Examples include:
· Hierarchical- describes levels and status of people The chain of command is the order in which authority and power is delegated from the ‘top’ of the organisation to every employee at every level within the organisation
· Functional e.g. marketing, finance
· Matrix – allows functional and divisional  structures to operate simultaneously
· Flat structures-common in small business and with fewer levels of management 

Change management theories offer a way of explaining something that is happening and models are used to provide an example or a simplified description, to help visualise something that cannot be directly observed. Merriam Webster online dictionary [29.6.14]
Change management model examples  that could be  investigated further include:
· Kotter’s (updated 2012) eight steps to change- key lessons  learned, based on research into 100 organisations going through change
· Bridges (updated 2009), when writing about personal transition this three stage models has been used as a basis to explain what is going on in an organisation when change is taking place
· Roger’s Technology Adoption Curve (1962), based on a theory of diffusion of innovation, helps to explain the process of adoption or acceptance of a new product or innovation. The Curve model creates a five step process of technology adoption which could be analogous to the process of organisational change
· Kubler- Ross (1960) Change Curve- a five stage model describing emotions experienced during the stages of the grieving process. This model is used to predict how performance is likely to be affected by organisational change
· Prosci’s ADKAR model released in Jeff Hiatt’s book (updated 2006) and based on research with more than 300 companies undergoing major change projects. The model is used as a way of determining if change management activities are having an effect

Sources 
Kotter J.P. (2012) Leading Change Printed in the United States of America: Library of Congress Cataloguing-in-Publication Data
Bridges W. (2009) Managing Transitions :Making the Most of Change, 3rd edition Nicholas Brealey Publishing 
Rogers, E. M. (2003). Diffusion of innovations (5th edition). New York, NY: Free Press
Kübler-Ross, E. (2005) On Grief and Grieving: Finding the Meaning of Grief Through the Five Stages of Loss, Simon & Schuster Ltd
Hiatt J. ADKAR: a model for change in business, government and our community. 

	
	
	In this criterion the learner is required to provide evidence that he or she has selected a change management model appropriate to the organisational structure and evaluated why the key characteristics of the model are suitable for a change process within the specified structure. Also, selected a different organisational structure and evaluated he reasons for choosing another successful change management model.

	
	 1.2 Analyse stakeholder mapping techniques used for managing and evaluating change
	Analyse means to study something in detail in order to understand or explain it. English Dictionary [29.6.14]
Stakeholder mapping technique examples  include:
· Stakeholder Power and Interest mapping Bryson (2004)
· Stakeholder Salience (the priority which managers will give that group or individual)) – Power, Legitimacy and Urgency Mitchell et al (1997)

Sources 
Bryson, J. (2004) What to do When Stakeholders Matter: Stakeholder Identification and Analysis Techniques, Public Management Review, Vol 6 Issue 1: 29 - 30.
Mitchell, R., Agle, B. and Wood, D. 1997. Toward a Theory of Stakeholder Identification and Salience: Defining the Principle of Whom and What Really Counts. The Academy of Management Review, 22 (4), pp. 853-886. 

	
	
	In this criterion the learner is required to provide evidence that he or she has selected two stakeholder mapping techniques and briefly analysed their usefulness in managing and evaluating change.

	
















	1.3 Analyse techniques to evaluate change
	Evaluate means to consider or examine something in order to judge its value, quality, importance, extent or condition. Encarta Dictionary [29.6.14].

Legge (1984) argues that evaluation aids decision making and helps to reduce uncertainty, increase learning and control. 
Key tools and techniques for analysing change are based on cause and effect models include:
· Force field analysis, Lewin (1951)
· Plan, action, review, Model , Briner at al (1990)
· Change adopters,  Everett Rogers (2003)
· Organisational Culture Mix,  Charles Handy (1985)
One method of evaluating change is through Key Performance Indicators (KPI’s), once objectives are established, measures can be set against them to see how well the business is working. 
Action research, for example,  (Reason and Badbury (2001) focuses on the identification of good practice and responds to practical issues by using interactive feedback  sessions to make sense of the reasons for any failure and  to stimulate interaction processes for effective future change processes.

Sources
Lewin K. (1951) 'Field Theory in Social Science', Harper and Row, New York
Briner, W, Geddes, M, Hastings, C (1990) Project Leadership. Gower: Aldershot, England.
 Rogers, E. M. (2003). Diffusion of innovations (5th ed.). New York: Free Press.
Handy C. (1995) Understanding Organisations. London: Penguin. 


	
	
	In this criterion the learner is required to provide evidence that he or she has identified key factors for evaluating change and evaluated their effectiveness by listing their main advantages and disadvantages. In addition, briefly analysed two techniques for managing change which were appropriate to a recent change in the organisation.

	
	1.4 Evaluate the relationship between change management, business continuity and crisis management
	Effective change management entails thoughtful planning and sensitive implementation, most significantly in the consultation and involvement of the people affected by the changes. Put simply, business continuity is about anticipating the crises that could affect a firm and planning for them, to make sure that the business can continue to function in the event of an emergency. 
Examples are:
· Computer/telecoms failure
· Denial of access to premises
· Utilities failure
· People issues such as illness, resignations, maternity leave

Crisis management deals with providing the best response to a crisis where clear roles and responsibilities are allocated. Firstly, to respond to the reality and perception of crises and secondly, in establishing metrics to define what scenario defines a crisis and should trigger responses and finally the communication that must take place in the response phase of emergency – management scenarios. 
‘Evaluate the relationship’ means to look at complex issues and decide how well each part works and what could be done to make it work better, in this case in a change management scenario.

	
	
	In this criterion the learner is required to provide evidence that he or she has selected a change management process in the organisation and briefly described a significant example of a business continuity factor and one example of a crisis management factor that could have affected the change process. Based on the above information, evaluated the relationship between change management, business continuity and crisis management, making two recommendations for improvement of the change management process which are linked to business continuity and crisis management.

	2.	Be able to plan for strategic change
	2.1 Assess the reasons for, scope and inherent risks of a required change
	The reasons for change are outlined in a change strategy where justification for the change, by explaining the benefits, helps staff to become involved and engaged with the process. 
The scope of the change helps individuals to understand the scale of the change, what will change and how the change will affect both themselves and their area of work and/ or responsibility. 
Risks could be defined in financial terms as the likelihood of loss or less than expected returns. In broader terms, as the possibility that something might happen (good or bad) which could be ranked as a high, medium or low risk. 
An ‘assessment’ does not consider any causal factors, but focuses primarily on impact or outcomes.

	
	
	In this criterion the learner is required to provide evidence that he or she has selected an organisational change and assessed the reasons for the change.
Defined ‘scope’ and ‘risk’ in the context of the above example and assessed their impact on outcomes of the change. 

	
	2.2 Evaluate the influences of the internal and external environment on a change
	The internal environment can be evaluated by using e.g. a SWOT analysis technique for understanding Strengths and Weaknesses, Opportunities and Threats. 
This can be used at organisational, departmental, team or individual level, according to need. In this case the technique is used in relation to an identified change process. 
A PESTLE analysis is a framework used to scan the organisation’s external (macro) environment. (Political, Economic, Social, Legal, Economic factors).
The outcomes of the use of these two strategic diagnostic tools can be used to evaluate the internal and external influences on change to gain and retain a competitive edge over other businesses.

	
	
	In this criterion the learner is required to provide evidence that he or she has selected a change scenario and evaluated the influences of the internal and external environment on the change.  

	
	2.3 Analyse the ethical dimensions of a change
	Ethics is defined ‘as moral principles that govern a person’s behaviour or the conducting of an activity’ Oxford dictionary [29.6.14]. 
Personal characteristics are also used to influence decision making such as concepts of:
· Integrity
· Honesty
· Fairness
Ethical dimensions affect decision making within the change process.  When the circumstances need to be interrogated and analysed, the decisions made should be rigorous, robust and stand to reason. 
Questions about the change process could be e.g.
· What is the action going to achieve?
· Will anyone be harmed by the action?
· Do those most affected by the action want it to happen?

	
	
	In this criterion the learner is required to provide evidence that he or she has selected a change and briefly analysed the ethical dimensions.

	
	2.4 Identify viable alternative strategies for achieving a desired change
	‘Viable’ means capable of becoming useful. In the change scenario this could mean that given the right conditions (resources) the desired change can be achieved. A strategy means a plan or method for achieving something, especially over a long period of time. 

	
	
	In this criterion the learner is required to provide evidence that he or she has identified two viable strategies for achieving a desired change.

	
	2.5 Justify with evidence the selected strategy to be taken to manage a change
	‘Justify’ means to present an argument for a particular action or choice. In other words ‘why do it’?

	
	
	In this criterion the learner is required to provide evidence that he or she has assembled supporting evidence the strategy chosen for the change identified in AC 2.4. 

	















	2.6 Develop a plan that specifies specific, measurable, achievable, realistic and time-bound objectives and resources
	The operational plan should have an overall title and date created. Each task or objective is listed (Specific). Data is introduced to quantify requirements (Measurable), actual outcomes for each task are included (Achievable), followed by resources required, both human and physical, in order to produce the outcomes (Realistic), and finally dates are added (Time- bound). Most plans have additional columns for monitoring arrangements and those responsible so that there is some degree of ‘ownership’ established prior to implementation.

	
	
	

	
	
	In this criterion the learner is required to provide evidence that he or she has identified a change management programme. Developed a plan, for the change identified above, that specifies specific, measurable, achievable, realistic and time-bound objectives and resources have been included.

	
	2.7 Develop a stakeholder engagement plan that addresses their needs and concerns
	Keeping stakeholders involved in the change process involves good communication. Needs and expectations are established in the stakeholder analysis process and levels of power and interest defined. A stakeholder engagement plan aims to keep stakeholders involved by active communication and consultation in the decision making process. 
A plan e.g. could include at each stage of  preparation:
· Purpose of stakeholder involvement
· The stakeholders to be involved
· Methods of achieving involvement
· Who is organising the involvement 
· Action completed

	
	
	In this criterion the learner is required to provide evidence that he or she has developed a stakeholder engagement plan showing how needs and concerns have been addressed on two occasions. 

	
	2.8 Specify mechanisms for the management of risks and interdependencies that are capable of meeting strategic objectives
	‘Specify’ means to explain something in exact detail.
Risks may have additional factors relating to them that increase the complexity of assessing the overall exposure to risk. 
These include interdependencies. A project may have interdependencies with other projects.
‘Mechanisms ‘could be defined as ways of transforming inputs into outputs or as a system or parts working together to get things done. 

	
	
	In this criterion the learner is required to provide evidence that he or she has identified a strategic objective relating to a change situation. Specified mechanisms for the management of risks and interdependencies in order to meet the objective identified above.

	3. Be able to manage strategic change
	3.1 Allocate resources and responsibilities in accordance with the plan
	‘Resources’ can be defined as both human i.e. staffing expertise, including agency and contractors involvement and physical i.e. materials, equipment, premises, finance, time. Resource management aims to ensure there are enough tangible and intangible resources available, but not an overabundance, so that products are not used (cost of storage and return/waste) or making sure that peoples’ skills and time available are assigned and matched to tasks. 
Identifying responsibilities enables accountability within the plan. 

	
	
	In this criterion the learner is required to provide evidence that he or she has determined responsibilities for an identified change at work. In addition, allocated resources in accordance with the plan.

	
	3.2 Take action to ensure the change plan is implemented in accordance with organisational values and procedures
	In practical terms, aligning personal and organisational values provides an efficient and effective means for enabling people to discern, discuss and actively support those values that will help the organisation to make desired changes. 

	
	
	

	
	
	In this criterion the learner is required to provide evidence that he or she has identified significant organisational values and procedures that have been affected by the change plan. Taken action (one example) to ensure the change plan is implemented in accordance with organisational values and procedures.

	
	3.3	Take action to ensure operational plans are not compromised by the introduction of change and remain capable of delivering the strategy
	‘Where there is resistance to organisational change, there may be a failure of current organisational change strategies to align the process with the values of all those people affected by the desired change’ Branson C.M (2008). 


	
	
	Sources
C M. Branson, (2008) ‘Achieving organisational change through values alignment’, Journal of Educational Administration, Vol. 46 Iss: 3, pp.376 – 395. 

	
	
	In this criterion the learner is required to provide evidence that he or he has identified the change strategy and very briefly highlighted the significant changes which could have potentially affected operational plans. Taken action (one example) to ensure that operational plans were not compromised by the introduction of change. 

	
	3.4 Take into account the on-going commitment of stakeholders to a change and its implications
	The needs and expectations of stakeholders are defined and the information is used to create a stakeholder plan. An ongoing part of the plan involves the regular consultation with stakeholders through active communication and involvement in the decision making process. Some of the implications will have been explored; however, there is also the chance that unplanned or unintended consequences will emerge during the implementation phase. 

	
	
	In this criterion the learner is required to provide evidence that he or he has taken into account the ongoing commitment of stakeholders using two examples of how these groups have been involved with the change and its implications.  

	
	3.5 Manage friction between stakeholders’ needs and interdependencies in accordance with the change plan
	Friction can arise when there are conflicting:
· Sponsor needs 
· Change manager needs
· Team member/ individual needs 
On an ongoing basis, as friction may arise, these five stages are suggested:
1. Clearly re-define the aims of the change 
2. Stay focused only on those aims
3. Successfully ‘sell’ the project to the end-users
4. Provide support for the whole project team as required
5. Select and communicate with a committed team that will work co-operatively
Adapted from:  5 Key Components of a project You Need to Get Right [1.7.14]
http://www.projectsmart.co.uk/5-key-components-of-a-project-you-need-to-get-right.php. 

	
	
	In this criterion the learner is required to provide evidence that he or he has identified two examples of where friction between stakeholders needs and interdependencies has been managed successfully. 

	4. Be able to evaluate strategic change
	4.1 Establish valid evaluation criteria that are capable of measuring the effects of change
	Strategic change may have both shorter and longer term effects. As change takes place, it is important to monitor and evaluate the results of the change programme. This may involve for example:
· Relating the changes to the original strategy and objectives and setting out Key Performance Indicators (KPI’s)
· Impact assessment, which looks at how the change has influenced or made a difference to a situation or process, making recommendations for future development
· Using goals from bench marking evaluation exercises 
· Using feedback analysis from customers, clients, staff and all 3rd parties involved in the process 
However, deciding what to measure, how to measure and the limitations of evaluation, all need to be considered. The decision rests upon which of the approaches best matches the requirements of evaluation. Legge K. (1984). 
Source 
Legge K (1984) Evaluating planned organisational change Academic Press

	
	
	In this criterion the learner is required to provide evidence that he or he has identified an example of the use of valid evaluation criteria capable of measuring the effects of change, from a recent change scenario at work. 

	
	4.2 Select and use evaluation tools and techniques that are appropriate to the nature of change
	If changes are not evaluated it will be difficult for managers to determine how well they managed the process. Data and information may be used from quantitative and /or qualitative sources, depending on the nature and type of evaluation tools used and the nature of the change. 
Evaluation tools include e.g :
· Benchmarking allows you to evaluate output, performance and trends compared to others in a way that is accurate, reliable and repeatable 
· Feedback from employees is a key element of the change management process. Analysis and corrective action based on this feedback provide a robust cycle for implementing change 

	
	
	· Financial return e.g. Return on Investment (ROI)
· Impact analysis – e.g. The McKinsey 7S’s approach, Risk/Impact probability charts and Stakeholder Analysis. 
These tools and techniques work best when as wide a group of people as possible who are likely to be affected by the decision to change are selected and who can provide insights into the consequences (planned and actual) of the change for comparative purposes.   

	
	
	In this criterion the learner is required to provide evidence that he or he has selected a change scenario and identified two examples of evaluation tools/ techniques which are appropriate to the change. Explained why each of the (above) tool s/techniques has been selected.

	
	4.3 Evaluate aspects of change that were successful and ascertain why other aspects were not successful
	If, for some reason, the change process has not been successful, managers can evaluate why the change process has failed. Monitoring and review will also help them to understand where further improvements may be required.

	
	
	In this criterion the learner is required to provide evidence that he or he has briefly evaluated two aspects of the change that were successful and ascertained why other aspects were not. 	

	
	4.4 Justify recommendations made with valid evidence
	If changes are not evaluated it will be difficult for managers to determine how well they managed the process. Recommendations can be based on the evaluation and supported with data and information, in order to justify i.e. stating why the recommendations should be taken forward in the future. 

	
	
	In this criterion the learner is required to provide evidence that he or he has justified recommendations for the future including ‘lessons learned’, supported by information (of a quantitative and/or qualitative nature). 

	
	4.5 Identify the implications for knowledge management systems and processes
	The ‘lessons learned’ and any new knowledge acquired can be used to inform future practice and add value to the organisation by integrating specialist knowledge in order to sustain competitive advantage, Grant (1996).  

The knowledge management system used will vary according to the organisational context, however, Davenport (1994) usefully described the process as follows: 
 ‘Knowledge management is the process of capturing, distributing, and effectively using knowledge’.
In 2004, Durham further defined the system as:
‘Knowledge management is a discipline that promotes an integrated approach to identifying, capturing, evaluating, retrieving, and sharing all of an enterprise's information assets. These assets may include databases, documents, policies, procedures, and previously un-captured expertise and experience in individual worker’.

Sources 
Grant, R.M. (1996), ”Prospering in Dynamically-Competitive
Environments: Organizational Capability as Knowledge Integration", Organisation Science (7), 4, pp. 375-387.
Davenport, Thomas H. (1994), Saving IT's Soul: Human Centered Information Management.  Harvard Business Review, March-April, 72 (2) pp. 119-131. 
Durham, Mary. (2004). Three Critical Roles for Knowledge Management Workspaces. In M.E.D. Koenig & T. K. Srikantaiah (Eds.), Knowledge Management: Lessons Learned: What Works and What Doesn't. (pp. 23-36). Medford NJ: Information Today, for The American Society for Information Science and Technology. 

	
	
	In this criterion the learner is required to provide evidence that he or he has identified implications for knowledge management systems and processes. 
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