Step 5: Celebrate!
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- Document achievements

- Document lessons learned

- Recognize accomplishments
- Publicize positive outcomes
- Continuously improve
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DOCUMENT
ACHIEVEMENTS




Document Achievements

- Take time to reflect on the experience and make an
honest assessment of how It went

- Ongoing, continuous improvement of change
management ultimately leads to better results

- Engage the entire team to get broad input and
perspective
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Achievements Examples

- Ways in which you met your original goals
- List of requirements from customers that were met

- Summary of key results that you tracked and measured In
the Implement phase

- Survey of stakeholders
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Achievements Sample

People .

= 350+ people contributed as Champions, UPlan Control Paint
Coordinators, FAS Think Tank members, SOM Think Tank
members, and MyReports SME's and Violunteer Testers

80 total project team members over 2 years

= 10,000+ UCSF personnel affected

Training

5,630 peoplemade 17,008 visits to
the F2 Training site

29 training modules & 69 job aids
created

2,685 peopletook online teining for
COA, MyReports, and UPlan

295 people took inclass UPlan
training

361 pageswrittento create the UPlan
training manual

36 systems

~1000 spreadsheetfilesfor COA
mapping

3,400 program codes

7,200 DPAs

15,000 funds

34,000 chartstring combos
3,000,000 |edser records
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Communiications

157 pagesof COA functional E
specifications

215 pagesof UPlanfunctional &
specifications =
1,092 pagesof MyReports

functional specifications

23 Champion Meetingstotaling 46
hours and 1,230slides

8 Town Halls

1,585 people made 3,177 visits to the
Cepartment Readiness tool

209 readiness items in OR Tool

8 dedicated distribution lists

4 dedicated helpdesk resources




DOCUMENT LESSONS
LEARNED




Document lessons learned

- Avoid blame — this exercise Is intended for
learning to prevent errors and improve future
outcomes

- Be transparent — share your outcomes with
those who can learn from them



Lessons Learned Activity

- What worked well?
- Challenges — what could be improved?

- Get specific by mentioning key areas

Examples:
— Tools — Data collection
— Participants — Implementation
— Approach — Communication

— Team dynamic — User support
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Workesd

Challznges; could be improved

Focussd SME group on specific tonics. Helpful to
team sithough would Fave been better with betber
mibendancs.

Ergaging the Controd Foint Coordinstors group in
pre-kaunch actiities heiped push the responsisility
for launch on bo them —They took on coordingt

-

Alignimg the resources — very small team for such &
huge project.

Infrastructurs t=am wiesn® ready to take on
responsinility and support so devslopers wers
nesded 1o helg them

Coordinating cur implermentation timafine with

o

Sooping evercise halpsd ws weigh the major options
=gminet exch other; cefining them was huge but
imporiant]

Writing recquirem ents document heiped bresi up
infto components and i mproves management
Project Team owned much of change mansgement —
toei resporsibility for training using OMT for
supplemenial and support

Training: Hiring an oubsite consultant who could
Tocus exchusively on training, fresing team for tasting
Training: big bang appro=ch Eot it out of the wey,
silowirg for more focused efforts lster.

Gz we 2l had to dio the training/ kearned. et
team cut there with users. Same is true for bak
support. 11 with planners heiped.

User oomemunication very ussful and important.

T team wes graat, worksd well with lots of gray
arens. Assemning the team was ongoing: & changed
2 marphad B mead arcoe

Specific resource needs identified sarty snd often —
whenever we nesded help, identifisd and got it fast
Functional k=sm very responsive to Tech Team;
Decisions made pretty quickly. Got s iot of support
from Keks, Dian, ¥en, Erika; patient with “stupic™
questions from b tesm

Team Attitude and Commitment: Al doing best we
AN = et it right — g Denetit of the doubt. Wiling
to change if nesded, sven it in requirements. Lots of
nuznce that were not understoed in the beginning
Meintaining sn izsuss st was helpful.

Tech tesm didn't Start something without written
reguirements.

other projects, esp. given downstresm of CO®,

Especinily affected:

o Design: mothing wes osrtsin

o Testing In hindsight triec to get cur 2 testing
cyclas in, bt they were driving corversion
fogic. 2 tast oycle wey too short but only
aption gven the caiencar. Too much of our
testing was really snoat DOA Corwersion

o Build—huge difficult imp=ct on HF® plan

Dt st vith every big isse.

Could hawe Grought i extemal consufant beyand

UCSF =nd mil to review design. But =lso lnow it's

hand to compare gien unigueness. And it was

diffficult to scoept advics of consuRants we had

wiho encoumged us to kesp it Smple. Additional

Eonzutants may not Rave helpsd,

Ne=d to mansge post implemertetion

expectations; 1:1 help crested user ewpsctations

that we ane thare for them all the time:

Didn't start with end results - reporting came

nfter the design.

Depertmient imvciverment was chalianging — many

didmr't show up at SME input

Lots of sterming around project tocis — too oftEn

tried to finc thie perfect ot the sipense of the good

— Ity types of presentations wens necessany

On ampus pesr revisw would heve bsen helpful -

more of it

Consuftation structure — FAS, 508, SME snd back

of canership on that side. Struggled with back of

department/schocl advocstes) partners during the

design phase.

Evern trough we had avenything in plece, nsed to

remember to test every time something big is done

Nezd LT to sign alf on functiorality. Could heve

helpzd us cabch some iszues ez HIH,FF

imtegration and may hawe made citt=rent decsions

Lessons Learned Samples

Pist Mortem Finance®
‘Changs Mansgement Taam
Toals
= Wouh e couls Sees had a0 ogportarity lor sesm io play inersviron men® [er mcre Seloreserd - wes nat pca be
[waa nct comp eta
= Uhrg<epthats iog wes oSt nterective, K abowsd for prest o mulst o, sapacisl by goven thal Sheme were ne
il arvicrmaie o s bey in
= Truiving SsH-Salect Tonl
= F3Pmsdinas Tool
®  Upsof B LMS Tozl tamillar/scemite fo cempes srdiercs
= W% wes ot tha Kasl foo for ot e nieg rell out, theogh £ wsa B bot ore ssslscs ioibe
scderen’di ien rend we vas
L of UCSF Boa
= Temghts for Modeles & lob Ak
= Kumbtsring cosvenilas forlzb Ligh - give suriekam reom dor s2diag bapios wthie 2he aarre fopic ares aler
= Dessiozment of Games
= Pod-Goliva Sepport Labs
»  Sepport Labe sieried & |8 oo anrly
= Toeam Halls K Champlzra Mesting logii i K zobicsy
= Fromotionsl Hems: Charilied Chare, Char ol Podh, mc
»  Pout-Galisw O8A Webinan taving i5ort, achedued topics to slart the coryvematian
= Cowddert & cear worsgs of source docemsnis, ‘ocaticrs, gic. fsom She atert
Stafy
= Hiing rescuros:
= Famzapeces - ozi resly bave swed ane mers Sevsioger
= Heoman wes rat en desl covw bent fo sarkwith, & we woud rof bice e agar
= Hes'ng one mamber of aach eam aon ssch projed sam
= Delizkos of ol wihin tha treiring besm
= Griting moss team memies trained on Capavets Trom e (o sscid botthleaeceng
= Casrerhip ol ook by Inghekdal pecple 08 Tacl, Training Weka ke, iz |
®  Clanrind bdual rodes K fclos-Sroags, ol very wilng to zich in & b= Soibe
= Waskly check-n mesting: v weakly updats mastings, Witk apbas sHFuse
Sirmbegy
= Trarieg Strabsgy Oversl
= Fromoction
= Siepes within budgest
= Dmnphasicon - gun) L
= Eay b ol & impact makmh ragalatly

Frovded mors thes sncugh reen & cormmutcstion far Posd-Gol b Lab Supgert

W ingiem to be mors vwoosl sarller K more often sbout CW Euey, providing mportet petpect se bo besm
¥rep projact plan s @ bo date, szratart o &
Fe-sdikran cortan nsllnon & ofect gan a%er Goler rmctedd e
hangea ko coriant wate samretimee soouring pet- zrEnt,
charges waikd hres beet helgtal

G roam lor stroggsf ousst o in rassftion

Commenication about trelsing saslabibly nctiom oo putlc chedels of whar ind vidaasl tneiving wi'l'Zo g= )

scemeeio indzor CW Team sbock



RECOGNIZE
ACCOMPLISHMENTS




Recognize accomplishments

- Recognizing early successes and wins promotes ongoing
change and future efforts

- Recognizing individual and group effort acknowledges the
value of their extra effort

- Celebration acknowledges that something positive
occurred
- Celebration breaks the routine and sparks creativity

- Accomplishments are easier to remember when marked
with celebrations



Recognize accomplishments - ideas

- Take time In a team meeting or larger venue to
acknowledge a milestone or outcome

- Establish ongoing department award

- Send written card or emaill to an individual or
team from manager

- Bring food or drink to a meeting
- Give UCSF Bear Hug award
- Have parties

‘Chartfield Charlie’ given by Chart of
Accounts team to training participants



PUBLICIZE POSITIVE
OUTCOMES




Publicize positive outcomes - ideas

- Ensure your customers know the outcome
and the impact on them

- Emall to large group summarizing the
outcomes (e.g. Dean email to entire school)

- Publish article in a relevant newsletter

- Post on website (department and/or BPI)

- Set a poster with results located in key places
- Prepare paper or presentation for colleagues
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Tips for leaders recognizing success

- Keep arecord. Pay attention to each success on your team and
recognize efforts. Identify and reward achievements accordingly.

- Make recognition sincere. Ensure that the recognition you are
giving is coming from a genuine place and comes across as so.
Be specific with your praise.

- Match the reward to the achievement. It's important to scale
your rewards — better rewards for bigger accomplishments. If the
same reward is given for minor and major successes alike, it can
breed discontent and hurt motivation.

- Be spontaneous. When rewards become too predictable or
expected, it diminishes their effectiveness.

- Hold yourself accountable. As a leader, it’s your responsibility to
help keep your employees motivated and engaged.



CONTINUOUSLY IMPROVE




Continuous iImprovement does not end!

- Continue to monitor the changes made during
the implementation step

- Return to the improvement list and tackle
additional changes

- Do regular reviews of the process to increase
value and decrease waste
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