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Change Management

Executive Summary

Areas Addressed

The mission of the Change Management Team is to work with the rest of the implementation team, UT’s senior management, primary users, and the University community as a whole to ensure that

I. during the implementation process, the University community will become enthusiastic about the improvements to the University’s business policies and procedures associated with IRIS and eager to begin using IRIS, and

II. by April 2, 2001, all users will be comfortable, confident, and competent with IRIS.

III. after April 2, 2001, users will have the knowledge and support necessary to perform their jobs.

In fulfilling this mission, the Change Management Team addresses the following areas:

· Training and Documentation

· Communication about the Project

· Post Go-Live and Ongoing Support

Assumptions

· UT’s installation will be R/3 4.6b, not mySAP.

· Consultants and UT functional team members are not likely to be available to help with training, course development, or documentation.

· The core Change Management Team does not have enough resources to complete its tasks. 

· Involvement from all campuses and units is essential for creating buy-in, developing campus expertise, and learning from their campus-specific knowledge.

· Classroom training will not be sufficient to educate users about how to do their jobs.

· Approximately 20 additional people will be needed to assist with Change Management tasks (based on recommendation from SAP Knowledge Management consultant).

· The role of the core Change Management Team is to set standards, create guidelines, master the tools (KW and ODPN), establish the training curriculum and schedule, determine who will need which classes, and manage the work of extended Change Management Team across the state.

· Focus should be placed on developing the on-line help system, Help Desk, job aids, and other documentation about business policies and processes that will assist users in performing their jobs after Go-Live.

· ODPN will be used in training classes as well as for post Go-Live support.

· Critical functionality will roll out to central offices on April 2, with departments to follow later. Critical functionality will be determined by the functional teams.

Change Management Plan / Strategy

Identifying Extended Change Management Team Members

Members of the functional teams and consultants are not likely to be available to serve as trainers.  Therefore, additional UT employees will be identified to become part of the extended Change Management Team and will assist in developing course materials, writing/editing detailed business processes to be used in the on-line help system, configuring on-line help, and performing quality assurance reviews. The extended Change Management Team members may also be involved in unit and integration testing.

These individuals will likely come from various areas of the University community, from both Central administrative areas and decentralized departments.  Trainers must be identified at each campus and geographic area.  Primary criteria will be individual competence and general familiarity with UT processes.   Campus leaders will be asked to identify people with the following skills:

· Training skills (good verbal and communication skill)

· Writing skills

· Computer skills

· Knowledge of UT’s current business processes

Campus Experts

Campus experts from each geographic area will be recruited to become part of the extended Change Management Team and are likely to be employed in the central campus business and personnel offices. These campus experts will be identified by campus leadership.

Campus experts will be educated by

· One-day navigation, concepts, and terminology course (developed and presented by the core Change Management Team)

· Participation in configuration (at least one expert per major module: FI/CO, MM, and HR)

· Participation in Conference Room Pilot 

· Participation in integration testing

· Training on Knowledge Warehouse and On-Demand

· Helping to develop courses

· Helping to develop On-Demand topics

· Performing quality assurance reviews

Training Overview

Approximately 2000 – 2500 UT employees statewide will be either major users or casual users of the IRIS system and will require training.  Of these, approximately 300 will be “power users” requiring extensive training.   At UT, these power users are employed in the campus and system central business, purchasing, payroll, and personnel offices.  Approximately 400 of the total users will be at the dean/director/department head level and will need access to the system primarily for approvals.  

Number of Trainers

Approximately 20 – 30 trainers will be needed in order to offer the range and number of courses necessary, to provide backups for each course, and to prevent trainers from being overextended. However, it may be difficult to locate this number.  Identifying individuals at each campus/unit is essential for buy-in, for educating them to be campus resource experts, and to gain their campus-specific knowledge.

Timeline for Identifying Trainers

Ideally, trainers should be part of the project team by the middle of configuration so they will be knowledgeable enough to participate in integration testing and adequately versed in UT’s unique configuration when training begins.

Strategy for Training Trainers

Trainers will become familiar with the R/3 system by assisting during configuration and by participating in integration testing and assist in developing course materials, writing/editing detailed business processes to be used in the on-line help system, configuring on-line help, performing quality assurance reviews, and serving as trainers.   A Train-the-Trainer class will give trainers the basics of adult education, learning styles, course facilitation, etc.

One goal is to allow extended Change Management Team members from other geographic areas to do documentation, course development, and quality assurance from their own locations. Technical issues will have to be worked out during the early part of the Realization phase. Some travel to Knoxville for training, participation in system testing, etc. may still be necessary.

Training Logistics

A campus / unit training coordinator will be identified to handle logistics, registration, and notification of training classes for each area. 

Information about training facilities at each campus has been collected by the core Change Management Team. 

Ideally, all courses should have two instructors/facilitator to provide a backup for each course and to ensure that more than one person at each site has adequate training in the software.

Training Schedule / Timeline

As of the end of the Blueprint phase, the approximate timeline for training is as follows:

· Course development must begin in September.

· On-Demand development must begin in September.

· Major refinement of On-Demand will occur in January.

· Training classes will begin February 1.

· Follow up training will begin immediately after Go-Live to fill in gaps and train additional users.  

Courses

Courses will be both “role-based” and “process-based” to meet the varying needs of central administration and departmental users.  Central administration users will take primarily role-based courses, while the decentralized end-users will primarily take only courses in the processes they need.  However, as processes are typically grouped together, these courses may be offered in modules of linked processes.

Identifying courses / Establishing Curriculum

An on-line survey will be used to identify processes performed by different departments; this data will be used as a foundation for creating the curriculum and calculating the number of courses necessary.

Course Development

Approximately 48 different courses will be needed to educate users on the functionality included in the April 2, 2001, rollout. The majority of these courses will be targeted to users in the central campus business, purchasing, payroll, and human resources offices. Individual department users will need only those courses that address basic departmental administrative functions, such as purchasing supplies, reporting time worked, processing invoices, etc.

A curriculum developer will be assigned to each major process.  In addition, approximately 7 people per major process will be needed to develop course materials (PowerPoint slides, instructor guidebooks, participant manuals, exercises); load data needed for exercises; write On-Demand scripts; configure On-Demand screens; and perform quality checks and data verification.

Prototyping one or two key processes (such as paying an invoice) will clarify how course development is likely to operate; how much time will be required for each process; what decisions will have to be made in order to develop training; and what gaps remain in the training plan.  Business Process Procedures (BPPs) will be key roadmaps for course development.  Both Knowledge Warehouse and On-Demand will be essential components of training courses and will be relied upon in course development.

Post Go-Live Support

Initial training will not be sufficient to ensure complete mastery of IRIS by all users.  Therefore, post go-live support will begin immediately in order to continue training and to provide new training for newly-hired users.  Post go-live support will consist of several components:

· Help desk

· Enhancement of On Demand (i.e., development of additional topics; development of concurrent mode)

· Regular training classes in all geographic areas

· Power users to provide day-to-day guidance to other users

· Site Champions to serve as liaisons to IRIS team

Documentation

Documentation will be coordinated by the Change Management Team and may be done by members of that team, members of the functional teams, and members of the extended Change Management team located at the campuses/units.  Documentation will be fairly straightforward but time consuming.  

Communication Plan / Strategy

· The IRIS Web site is the primary method of communicating with the University community.
· Three “road shows” are planned: the first held in May 2000 was to create awareness; the second to be held in late summer or early fall will be to identify which policies and processes will be affected and to demonstrate portions of the system; the third will be to discuss changes to job roles and provide an overview of  IRIS navigation and concepts and terminology.

· Updates are being provided to campuses monthly for newsletters.

· Brown-bag lunches and other meetings are planned with key departments/groups of users affected by the implementation of IRIS.

· An IRIS e-mail address has been created to answer questions from the University community.

· Payroll announcements are used for key events.
On Demand Strategy
On-Demand will be used both as a training tool during pre-Go-Live and as a support tool for production. On-Demand will be used to supplement classroom learning and, in some cases when appropriate, may take the place of instructor-led courses.

Because On-Demand script development is highly labor intensive, not all On-Demand scripts will be developed as of Go-Live. The priority for developing On-Demand topics will be determined by several factors including: criticality to Go-Live, the number of users, the frequency of use, which users will be affected (central business office personnel vs. departmental users), where the users are located (across the state vs. in Andy Holt Tower), and the complexity of the transaction.

On Demand has three modes: demo, teacher, and concurrent. For pre-Go-Live, only demo and teacher modes will be developed. Concurrent mode, which walks users through transactions while they are in production, will be developed after Go-Live, once the system becomes fairly stable.

Knowledge Warehouse Strategy

The Knowledge Warehouse will be used as a basis for developing course materials. The Warehouse contains both process and role-based course materials including PowerPoint presentations and instructor and participant manuals.  Its existing documents will be modified, with minimal revision, to fit UT’s business processes.  Participant manuals and instructor manuals from KW will only be used when the Business Process Procedures (BPPs) are not sufficient and classroom instruction is necessary.

The end goal is to use KW to house UT’s fiscal and personnel policies so they are accessible to users who employ context-sensitive help.

Dependencies

In order to complete its objectives, the Change Management team depends on the functional teams to:

· Determine critical functionality for initial Go-Live.

· Provide BPPs to serve as basis for development of courses and on-line help.

· Provide education on functionality to Change Management team members.

· Interact with Change Management team members to refine BPPs and ensure accuracy of ODPN scripts.

The Change Management Team depends on the Basis and ABAP teams to:

· Set up the training system.

· Load data needed for exercises.

The Change Management Team depends on the Security team to:

· Set up user authorizations for training and production.

· Work with Change Management on a process to ensure users have completed all required training before being allowed access to IRIS for production.

Outputs from Business Blueprint

1. Change Management Team Master Plan

2. Draft of Training Plan

3. Communication Plan and Schedule

4. Communication and Training Strategies

Next Steps

· Receive critical functionality for Go-Live from functional teams.  

· Request information from Nebraska and Duke regarding training.

· Identify curriculum owners.

· Identify additional members of the Change Management Team.

· Schedule on-site training in KW and ODPN for extended Change Management Team.

· Set schedule for receiving BPPs from the functional teams.
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