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M&L 30 Initiate and implement operational change
	Learning Outcome
	Assessment Criteria
	Guidelines and range
The candidate provides evidence that they understand:

	1. Understand the implementation of operational change
	1.1 Explain sources of information indicating the need for change

	Before a change can take place there needs to be a clear statement of why change is necessary, linked to the strategic vision and with ongoing support from senior leadership teams. Information can come from two main sources:

The External environment such as factors influencing the sector, these may be financial, legal, sociological (related to demographics) and technological. There will also be more sector specific factors such as the price of raw materials or skill shortages. 

Internal factors, such as: 
· The performance of current processes and the systems supporting products and services. 
· Financial data, benchmark and quality kite mark information, risk analysis and detailed market segmentation analysis
· Trend analysis on overall financial performance, in order to assess the current financial health of the company

	
	
	In this criterion the learner is required to provide evidence that he or she has selected a range of relevant information indicating the need for operational change using both external and internal sources. In addition, he or she has explained why each source is of value and can be used as an indicator of the need for change. 

	
	1.2 Analyse the advantages and limitations of different project and change management techniques

	The definition of change management describes change management as ‘the application of a structured process and set of tools for leading the people-side of change to achieve a desired outcome’.

Prosci’s research, updated in 2014, of the most effective and commonly applied change techniques describes the three phases  as:
· Preparing for change
· Managing change
· Reinforcing change

Agile project management, Takeuchi and Nonaka (2001) is built on the product development approach where teams are self –directed and project requirements are developed within the process as needs and uses emerge. User testing and customer feedback happen constantly, however, this can be labour intensive, although teams are constantly assessing the scope.

In more traditional project management methods, requirements are defined at the outset which can mean ‘scope creep’ as stakeholders ask for more ‘just in case’.

Used extensively by the UK government, PRINCE2 is also widely recognised and used in the private sector. Qualifications and training are offered to support the methodology. PRINCE2 (an acronym for PRojects IN Controlled Environments), originally established in 1989 by the Central Computer and Telecommunications Agency (CCTA) and the later version (2) focuses on:

· Business justification
· Defined organisation structure for the project team
· Product based- planning approach
· Emphasis on dividing the project into small steps.


	














	
	In this criterion the learner is required to provide evidence that he or she has selected and briefly described a change management technique and a different project management technique. In addition, for both examples listed above, given an indication of the advantages and limitations of each technique. 

	
	1.3 Analyse the characteristics, strengths and weaknesses of evaluation techniques used in change management
	As change takes place, monitoring and evaluation become very important throughout the change process as well as the evaluation outcomes: 
· One method is the use of key performance Indicators (KPI’s) whereby, these are established at the beginning of the process in order to spot any deviations from the plan at an early stage and thus take corrective action. These KPI’s will specify measurable outcomes. 
· A second method is to use 360⁰ feedback which includes all relevant stakeholders e.g. colleagues, customers, 3rd party suppliers. Feedback can be obtained using a variety of methods depending on the sample, sector, scale and level of complexity of information required.

	
	
	In this criterion the learner is required to provide evidence that he or she has selected two evaluation techniques and analysed strengths and weaknesses of each. 

	2. Be able to plan for operational change 

	2.1 Develop an operational plan that includes specific, measurable, achievable, realistic and time-bound (SMART) objectives and resources 
	The operational plan should have an overall title and date created. Each task or objective is listed (Specific). Data is now 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 created a SMART operational plan for a change at work.

	
	2.2 Take action to ensure that colleagues are briefed on their roles, responsibilities and change objectives 

	A colleague is someone you work with in your job role. These individuals are internal staff members and could be within the scope of your direct responsibility, from larger project teams or within other areas of the organisation. In all cases the members of staff will have some direct connection with the operational change and will therefore need to know what the objectives of the change are and how specifically they (as individuals) are responsible  for the successful outcomes. The method of communication and amount of information will depend on organisational protocols and reporting requirements.

	
	
	In this criterion the learner is required to provide evidence that he or she has selected a mode (method) and message which is appropriate for colleagues.
Briefed colleagues on their roles and responsibilities in line with the stated change objectives. 

	
	2.3 Provide colleagues with the
support needed to implement operational change
	Levels of support may have been pre-planned and agreed, however, with any emerging change situation, the leader may also be required for the authorisation and leverage of new resources and for accessing contingency budgets. Support could be practical, in terms of human and physical resources, decision making and taking action or emotional, by inspiring, motivating, managing tension and conflict, praise and reward. 

	
	
	In this criterion the learner is required to provide evidence that he or she has defined the levels of planned support needed to implement operational change.
In addition, explained how support has been provided to colleagues. 

	3. Be able to manage operational change
	3.1 Implement the change plan within the agreed timescale using available resources

	Implement implies that the change plan has ceased to be an idea and has now been started and used in accordance with the planned timescale and resources allocated. Evidence of the process would be available to show progress and the key measures and interim outputs would have been decided upon prior to implementation. 

	
	
	

	
	
	In this criterion the learner is required to provide evidence that he or she has implemented the change plan, giving an indication of planned and actual progress to date in regard to timescales and resources.

	
	3.2 Assess the significance of deviations from the change plan

	Deviations implies that the operational situation(s) shows that there is a difference from the planned change. Depending on the sector and levels of precision required, and whether the operational change directly involves products or services it will be directly linked to the level of tolerance for deviation that is allowed. 

	
	
	In this criterion the learner is required to provide evidence that he or she has identified two deviations from the change plan and described the significance of each to the success of the plan. 

	
	3.3 Address interdependency issues and tensions that affect the achievement of change objectives

	Many changes are linked to other processes in the organisation as by definition, the word ‘organisation’ implies that many things/parts work together. This ‘interdependency’ when systems are working well, enables a smooth running operation to take place. However, a very small change in one area can have a significant effect on another and an improvement for some can be a detriment for others, this can create tension which will impact on the overall success of the change.  

	
	
	In this criterion the learner is required to provide evidence that he or she has explained, using two examples of interdependency issues, how tensions can arise that affect the achievement of change objectives. In addition, he or she has 
described actions in both situations to address the issues and tensions arising that affect the achievement of change objectives. 

	
	3.4 Assess the value and risks of unintended outcomes from operational change

	‘Unintended outcomes’ are those which can naturally occur in an emerging change situation, some are positive and can be viewed as providing opportunities for further development (risk of success) and some can be of negative risk. An assessment is taken to address, reduce or eliminate each risk as it emerges. Either way, additional resources may be required to address outcomes as they arise. Rigorous monitoring arrangements will act as an early warning system, however, not every event is avoidable e.g. the winter of 2013 to 2014 was  the wettest on record with over 7,800 homes and nearly 3,000 commercial properties flooded costing £14 million with a further £183.5 million needing to be spent with significant impact on businesses.  

	
	
	In this criterion the learner is required to provide evidence that he or she has identified unintended outcomes from operational change. In addition, he or she has assessed the value and risks in financial and non- financial aspects.




	
	3.5. Inform stakeholders of any
       unforeseen obstacles or   
       problems and the actions that  
       have been taken
	‘Stakeholders’ means any persons from inside or outside the company e.g. customers, suppliers, who have an interest in the success of the plan. The level of communication with individual parties depends on their role and level of influence they have in the overall change plan. Communicating regularly enables updated information to be conveyed and where required levels of support to be increased. Obstacles or problems can affect the overall success of the whole change plan, it is therefore critical that when unforeseen events occur, individuals are notified and their support secured to manage situations and to minimise further disruption. 

	
	
	In this criterion the learner is required to provide evidence that he or she has explained stakeholder requirements and their levels of power and interest e.g. using a stakeholder analysis grid. In addition, he or she has informed on at least two occasions, stakeholders of any unforeseen obstacles or problems and the actions that have been taken. 

	4.   Be able to evaluate the effectiveness of operational change

	4.1 Evaluate the effectiveness of operational change

4.2 Identify areas for improvement, justifying conclusions and recommendations with evidence

	Effective evaluation is a skill that can be used in many aspects of management. 
An evaluation requires the learner to identify and describe what went well and what went less well, and to make a judgment on the effectiveness of the change.

Look back on the operational change and evaluate:
· how the change has been put into practice
· how effective it was against the objectives
· the reasons for and impact of deviations from the change plan

Information should be gathered from a range of sources, including all stakeholders.

Within the evaluation opportunities for improvement should be identified to inform future planning and change.

Conclusions and/or recommendations should be drawn, and evidence provided to justify these. 

	
	
	In this criterion the learner is required to provide evidence that he or she has conducted an evaluation of the effectiveness of the operational change, and that they have identified areas for improvement and justified their conclusions and recommendations.

In some organisations, and depending upon the complexity of the operational change, the output of the review may be a formal report to senior management, a presentation, or minutes of a meeting.

	
	4.3 Communicate to stakeholders the lessons learned from the change

	Lessons learned and areas for improvement should be communicated to all stakeholders to support the effectiveness of future changes.

Stakeholders’ means any persons from inside or outside the company e.g. customers, suppliers, who have an interest in the lessons learned from the change.

	
	
	In this criterion the learner is required to provide evidence that he or she has communicated the lessons learned to stakeholders. This could be, for example, through a formal report, a presentation in a meeting, or an email.
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