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Change management standard process design Annex D No: D-1

Name of method or tool etc: Type:

Generic change model, reference

Change management standard process design material

Abstract:

The Change Management standard process design establishes a management, a communication and information,
participation and an evaluation process as key processes for the management of changes in a structured way. The
commitment and leadership of Management in management process plays a key role in this model.

The communication and information process ensures acceptance by and dialogue with staff. The participation process
of the model strives to involve staff representatives being equally responsible, together with management, for the
conduction of the change. The evaluation process of the model ensures continuous evaluation and includes a feedback
mechanism for affected staff and project managers.

Applicable to Phase and Main Activity:

Scoping Phase Planning Phase Implementation Phase  Evaluation

\

Decisiongates

) Communication, participation and imvolvement

/ [ [ /

a
™ ) ) :
( - Continuous evaluation and adaptation

/ 7 7 7 4

Developer and source

DFS Deutsche Flugsicherung GmbH

Center Langen

Am DFS-Campus 1

63225 Langen

Phone: +49 6103 7070

Fax: +49 6103 7071 396

Web http://www.dfs.de/dfs/internet 2008/portal/english/start/index.html

Responsible:

Mr. Michael Platzek,

Personal development Expert of the business unit Centre
E-Mail: Michael.Platzek@dfs.de

Phone: +49 6103 7073 284

Year of development / publication, updates etc.

2006
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Purpose of measurement / study

This model and the reference material provide information based on practical experience gained in change processes.
Practice has shown that the four processes of this model present the core of a change process and should always be
covered.

Type (e.g. observation, questionnaire, interview, checklist, measurement instrument, etc.)

Generic change model

Effort required (time, people, equipment, resources); usability and practicability

The required effort for the model depends on the number of stakeholders and the chosen way to ensure
communication and Information (Interviews, workshops etc.). The overall effort is high, whereby the effort for planning
of the processes is the highest at the start of a change project.

Efficiency can be gained in using established information and consultation structures, e.g. team meetings,
management meetings, information tools, Intranet etc. The effort overall is high but worth it.

Population — Demographic and or Professional Group for which the method is intended for

The model and the reference material are not limited to a specific professional group.

Object of measurement / study (individual, team, profession, department, company)

Individual, team group, department, company/organisation.

Language (other than English)

English and German

Cost information / Copyrights / Agreements needed

Information can be obtained from the responsible person at DFS: Michael.Platzek@dfs.de

No part of the publication may be reproduced, stored in a retrieval system, or transmitted in any form or by any means
(electronic, mechanical, photocopying, recording or otherwise) without the prior written permission of the copyright
owner DFS GmbH, Germany.

Guidance for use in the ATM Context

The most suitable change scenarios where the Change management standard process design model and the
reference material can be used are:

o Consolidation, integration and outsourcing of services and units, e. g.:
e consolidation of control centres;
e centralisation of services (e.g. maintenance, AlS);
e outsourcing of services (e.g. development, maintenance).;

o Implementation of future operational concepts and systems, e.g. encompassing:
e significant changes of roles and responsibilities in operational jobs;
e significantly increasing automation of tasks or functions;

0 Harmonisation and mobility of staff, e.g.:
o transfer of operational staff to other states or in multinational working arrangements;
e new organisational or social structures and/or processes.

o Changes in working conditions, e. g.:
e new organisational or social structures and/or processes.

o0 Changes in organisational structure of whole companies, authorities or units, e.g.:
e Corporate privatisation;
e  Civil/military integration of operations.

Experiences of use in the ATM / safety industry / other industry context, including references / users

The model is in use at DFS since 2006 and part of the management training program. It is also established as the basic
model for all change management activities at DFS.
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Applicable to phase and activity of the ProACT Process Model

The model can be applied to the following phases and processes:

Continuous evaluation and adaptation process
The evaluation process of the model, if used continuously, can provide useful feedback already at early stages.

Communication, participation and involvement process
The communication and information process of the model ensures involvement by and participation of affected staff
during a change project.

Scoping phase
Communication plan development:

The communication and information process of the model helps to establish a communication plan by using examples
of available communication tools.

Planning phase
Project objectives definition — Project proposal development - Implementation plan development:

The management process of the model facilitates the conduction of the planning phase and provides tools and
mechanisms for the development of the implementation plan.

Implementation phase

Implement supporting structures — Implement changes:

The management and the participation process of the model, if used simultainously can provide useful support for the
implementation phase ensuring that supporting structures are existent and work effectively.

Evaluation phase
Monitor & reinforce C & T process:

The evaluation process of the model provides the possibility of a feedback cycle improving change & transition
processes.

Description of the content / study

The four key processes used in the change management standard process design model are provided below.

The management process

Management assumes a central role in the process of accompanying the change. Transparency, efficient and timely
communications are the key elements in this process. Management’s role is also to record, evaluate and forward
critical views towards the planned change, ensuring that further measures can be taken in order to increase
acceptance. The responsibilities of Top Management are to communicate to staff, to create a positive attitude to
change, to organise meetings at management level and to clarify staff roles and the tasks of managers at lower level.

The communication and information process

Communication and Information should aim to increase acceptance of the change. Comunication in a change project
should always be two-way (bottom-up and top-down), whereby information in a change project is one way (top-down).
The contents of communication should include the established objectives of the change, details about change
processes, planned time schedules and a list of responsible staff conducting the change. Regular meetings with staff
should ensure the two-way communication. Information should include monthly Newsletter, an up-to-date Intranet site,
Information of the outcome of management meetings, Interviews and their publication in in-house magazines or
newspapers.

The Participation process

Participation of affected staff in a change project should result in the active integration of staff in the change. A joint
communication process between the Board of Managing Directors, managerial staff and employees should be
established. A common platform for dialogue should be created and managers should enter into a direct dialogue with
their staff. Top managers should communicate to staff personally on objectives and strategies during Team meetings.

The evaluation process

Continuous evaluations within the Change project team using interviews, gap analysis and surveys should be done
during the change project. Managers should provide feedback on their dialogues with teams and staff. Feedback
possibilities should also be provided for staff councils, unions and individual staff. Events (meetings, conferences etc)
should be analysed using evaluation forms.
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Context and Prerequisites for application

The model does not require specific software and can be used with standard Microsoft Office applications;

Equipment required for application

PC with Windows 95/98/NT2000/XP or Vista running system.

Required user qualifications

A Change expert having knowledge of project management processes would be preferable.

Requirements / constraint concerning conditions for use

No specific requirements or constraints for use are known.

Measure / Response Types

Not applicable

Collected parameters and data format

Not applicable

Results obtained and interpretation

The model, due to its step by step approach is able to provide users with early information for corrective actions in the
change process contributing to avoid any risk or failure.

Figure / model

Project Management Project Management Office

Project Team
Change Management-Team

Management Process P N TR E )

| Manaacement- Coachinas |

Participation Process Involvement of staff association(s)

Staff- questionnaires / Interviews
Staff- events

' Management- development program

o [

Communication & Intranet / DFS-journal
Information Process E-MAIL NEWSLETTERS

N

| Management-guideline including consistent cascade

Evaluation Process — _—
Sucess control / Quantitatively and qualitatively

Milestones Kick-off o Planning - Transition -~ Assurance
Project Phases PHASE 1 PHASE 2 PHASE 3 PHASE 4
Time Schedule month/year month/year month/year month/year

Overview of the change management standard process design model

Edition: 1.0 Released Issue Page 350




The Change & Transition Tools Compendium

Change management standard process design Annex D No: D-1

Process description

After identifying the needs for change in the “change need analysis” and the interests of the stakeholders, the main
objectives and principles of the change process are described.

In the next step all activities are organized and structured for each key process coordinated with the project activities
coming from project management. All activities are visualised in a process sheet.

Project Management ® design project schedule

® qualify project manager in change management
® continouslv enhance processes

Management Process ® manager take the responsibility for the change-process

® manager generate high relevance for the change-process

Participation Process B Systematic involvement of stakeholders for high attention

® get input for succesfull implementiation
® involve interest aroups and persons for faciliation

Communication & B create transparency for the corporate relevance

Information Process B create agreement towards the change
® inform about prominence and proceedinas of the chanae

Evaluation Process ® evaluate the achievement of objektives from inner and outer perspective
® integrate own actions within HR-instruments for encouragement

Strengths and Weaknesses of the tool

The strength of the change management standard process design model is in its structured, participative approach. It is
very comprehensive and easy to apply by management and staff. A sponsor and owner of the Change process are
necessary. However, implementation in practice very much depends on an open minded, fully transparent
organisational culture. To be successful in a change project, continuous evaluation and adaptation of the model during
the change is necessary.

Alternative methods / tools

The hourglass model could be an alternative model, but could also be combined with this model.

Possible combination with other methods / tools

This model could be combined with any of the models in the Compendium.

Objectivity / (or at least) demonstration

Not applicable

Reliability / (or at least) demonstration

Not applicable

Validity / (or at least) demonstration

Not applicable

Description of methodological integrity and additional Evidence or Value that the tool or study provides

The model has been used over several years in different business branches of DFS through many change projects. It
is also used in training for managers and change experts (about 13 training courses provided to managers, change
experts, work councils and project managers). The acceptance of the model's practical approach can be rated rather
high.
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Literature survey

Name of method or tool etc: Type:

Business re-engineering and health and safety management — Literature

Literature survey
survey

Abstract:

The Business re-engineering and health and safety management literature survey summarises the findings of publicly
available literature on the scale and form of business reengineering, e.g. company reorganisations in the UK and the
effect it has on health and safety standards. Furthermore, the health and safety issues, pitfalls and opportunities
associated with business reengineering are analysed.

The literature survey provides an overview of current management structures to allow the Health and Safety Executive
to review the extent to which health and safety management guidance is consistent with current industrial practice. It is
complemented by publicly available research on the effects of reorganisation on health and safety so that the HSE can
consider the need to review regulations covering the current and foreseeable needs of the nuclear industry. It further
identifies where industry requires additional support in the form of guidance to meet the needs of a changing industrial
environment.

Applicable to Phase and Main Activity:

Scoping Phase Planning Phase Implementation Phase  Evaluation

\

Decisiongates

) Communication, participation and involvement

/ [ [ /

Continuous evaluation and adaptation

/ & 7 7

Y
A

A J
] A

Developer and source

Michael S Wright.
Entec UK Ltd.

17, Angel Gate
City Road

London ECIV 2PT

Health and Safety Executive UK (HSE)
Web: www.hsebooks.co.uk

E-mail: hseinformationservices@natbrit.com
Phone: +44 1787 881165

Year of development / publication, updates etc.

1996
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Purpose of measurement / study

This literature survey provides an indication of the scale and form of business reengineering in the UK and the effect
that business reengineering has on health and safety standards. It allows the HSE to gauge the importance of business
reengineering and the need to provide support to industry in this area.

An understanding of the form of business reengineering may also help to identify any inconsistencies in the
assumptions, implicit or otherwise, between the HSE's advice on health and safety management and the current style
of industrial management.

It also defines the health and safety issues associated with business reengineering so that appropriate advice can be
generated and provides some initial inputs to a best practice model for the management of the health and safety
aspects of business reengineering.

Type (e.g. observation, questionnaire, interview, checklist, measurement instrument, etc.)

Literature survey

Effort required (time, people, equipment, resources); usability and practicability

The literature survey is 96 pages in length.

Population — Demographic and or Professional Group for which the method is intended for

The literature survey is intended to directors, managers and health and safety professionals.

Object of measurement / study (individual, team, profession, department, company)

The literature survey analysed the nature of influence which a company reorganisation can have on health and safety
of affected staff.

Language (other than English)

English only

Cost information / Copyrights / Agreements needed

The document can be downloaded for from: http://www.hse.gov.uk/RESEARCH/crr_htm/100-124.htm.

Applications for reproduction should be made in writing to:

Copyright Unit, Her Majesty's Stationery Office, St Clements House, 2-16 Colegate, Norwich NR3 150.

No part of the publication may be reproduced, stored in a retrieval system, or transmitted in any form or by any means
(electronic, mechanical, photocopying, recording or otherwise) without the prior written permission of the copyright
owner.

Guidance for use in the ATM Context

The most suitable change scenarios where the literature survey can be used are:

o Consolidation, integration and outsourcing of services and units, e. g.:
e consolidation of control centres;
e centralisation of services (e.g. maintenance, AlS);
e remote operations and maintenance settings;
e outsourcing of services (e.g. development, maintenance).

o Implementation of future operational concepts and systems, e.g. encompassing:
e significant changes of roles and responsibilities in operational jobs;
e significantly increasing automation of tasks or functions.
e new technologies (e.g. Data link, 4D trajectory based planning and control, support tools for separation
delegated to flight crew, conflict resolution and collision avoidance automation support).

o Changes in working conditions, e. g.:
e new shift/rostering cycles and working hours (e.g. to flexibly adapt to variations in traffic amount);
e new organisational or social structures and/or processes.
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o0 Changes in organisational structure of whole companies, authorities or units, e.g.:
e Corporate privatisation.

o Certification and regulatory implementation activities, e.g.:
o certification as ATM service provider or training provider;
e implementation of harmonised safety management standards;
e implementation of harmonised competence regulations.

0 Changes in organisational culture, e.g.:
o  Safety reporting culture.

Experiences of use in the ATM / safety industry / other industry context, including references / users

The literature survey focuses on reengineering in organisations operating in various sectors where health and safety
hazards where considered being significant.

Applicable to phase and activity of the ProACT Process Model

The literature survey discovers deficiencies and opportunities on health and safety aspects during organisational
change. It could be useful for the following processes:

Scoping phase
Risk & opportunities identification:

The literature survey provides information on health and safety management aspects.

Planning phase
Risk and opportunities analysis — Implementation plan development:

The literature survey provides information on the impact of health and safety aspects and the effects of changes on
health and safety of staff.

Description of the content / study

The literature survey provides an overview of current publicly available literature and investigates on the scale and form
of business reengineering in the UK; the effect that business reengineering has on health and safety standards and
finally the health and safety issues pitfalls and opportunities associated with business.

It provides an indication of the scale and of the form of business reengineering in the UK and the effect that business
reengineering has on health and safety standards and allows matching these standards to current industrial practice.
An understanding of the form of business reengineering helps to identify any inconsistencies in the assumptions,
implicit or otherwise, between health and safety management and the current style of industrial management.

The literature survey also defines the health and safety issues associated with business reengineering and generates
advice as necessary, including an outline of health and safety "pitfalls' and opportunities in business reengineering.
Furthermore it identifies issues which need further in subsequent research.

Context and Prerequisites for application

The literature survey can be applied to civil aviation with no specific prerequisites.

Equipment required for application

No specific equipment is needed.

Required user qualifications

A health and safety expert should be part of the team guiding the change process.

Requirements / constraint concerning conditions for use

No specific requirements or constraints for use are known.

Measure / Response Types

The literature survey is based on literature research, available online and CD-Rom databases, audit findings and
complemented by oil and gas contractor safety management procedures in the annex.
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Collected parameters and data format

There is no description of collected parameters and the data format provided in the document.

Results obtained and interpretation

Main findings from the survey are:

e It is possible to identify examples of where reorganisation has contributed to major accidents involving multiple
fatalities;

e On the other hand, health and safety statistics published by companies reveal an improvement in overall
performance subsequent to reorganisation, even if standards fell during reorganisation in some examples;

e Industry level statistics in those sectors experiencing change, including the rail, power, water and petrochemical
sectors, do not consistently reveal a decline in performance, with most sectors revealing improvements in reported
accident and injury rates;

e Reorganisation can be a major source of stress and result in poorer mental health and job satisfaction, although
the level of mental health has been reported to fall back to pre-reorganisation levels in some but not all of the
studies;

e Some research suggests that latter day forms of management structures and systems are associated with
permanently higher levels of stress, but there are only a few studies in this area ande accordingly it is difficult to
reach firm conclusions based on these studies alone.

It was difficult to reach firm conclusions based solely on current research other than to suggest that reorganisation can
be a stressful process.

The form of a reorganisation can have both positive and negative impacts on health and safety. It may be that
organisation which recognise that reorganisation may cause stress and proactively address health and safety issues
are more likely to display neutral or positive effects on standards than those organisations in which reorganisation is
driven primarily by business concerns with health and safety addresses incidentally or not at all.

The following issues were noted in the context of health and safety and general reorganisations:

e Empowerment can, on occasion, be implemented without providing support in the form of training in team building
or other necessary skills,

e The lack of employee involvement in the process of change contradicts the goal of empowerment;
e There is concern about loss of technical support;
e Delayering without changing the way in which work is undertaken is a high risk for failure;

e Failing to keep employees informed and consulted is a factor in the creation of stress and the acceptance and
consequent success of reorganisation,

e Changes were implemented without first analysing the requirements.

The Literature survey revealed that the negative effects of reorganisation are due by deficiencies in the approach taken
to the planning and implementation of changes and excessive reduction in personnel with key competencies rather
than constituting inherent and unavoidable side effects of “flatter” management.

The Literature survey suggests that many of the features of delayered organisations, e.g. having “flatter” management,
correspond to those advocated by safety management and as Shillito (1995) suggests go through natural progression
from the traditional Command Culture (Rule Book Culture) to a Behavioural Culture.

This progression corresponds in many ways to the progression from the traditional “Command and Control” approach
to business management to the latter day “process based” approach to management involving empowered personnel
in delayered organisations.

Problems in implementing changes in “flatter” management structures arise from poor planning and implementation.

Edition: 1.0 Released Issue Page 356




The Change & Transition Tools Compendium

Business re-engineering and health and safety management - Literature survey

Annex D No: D-2

Figure / model

The Rule Book Culture

The Engineered Culture
o

This approach believes that workers are lazy,
careless, in need of constant motivation and

management discipline. Rules should be léarned

by heart because workers cannot be expected to
think or relied upon to read. The only means
of achieving safety...:is by punishing non-
compliance....The culture is distinguished by the
paperwork which usually remains in the office;
...These are frequently
‘Regulations”, ‘Rules’ and ‘Orders’.

described as

The theme for this. culture is that workers in
industry and users of industrialised products must
be protected against all hazards, poor quality and
environmental harm by the designs of engineers.
It is the job of all engineers to eliminate all
possible sources of harm, failure, poor health or
loss of environmental quality. If they don’t they
are negligent - R

The Behavioural Culture‘

The Procedural Culture

This culture is based on the idea that workers
are normal human beings who are motivated to
work by many factors. They tend to be proud
of achievements,....are concerned "about the
environment and want to work safely. Such
reasonable people tend to create their own
systems which fit their needs. - Responsible
behaviour tends to result when the workers are
provided with the education and training to
understand what is required and are empowerced
to accept responsibility - for the work. The
Behavioural Culture still contains policies and
objectives and targets..procedures, manuals,
records and aundits. - However, the attitude to
these artefacts is different. They are treated as

The Procedural Culture treats the workers with
more respect than the Rule Book Culture. It
assumes that they are careless and forgetful, and
in need of constant motivation. Motivation is
made more palatable by rephrasing rules as
Policies’, ‘Objectives”™ and “Targets®. This
introduces the need to produce compliance....

The answer to the problems of carelessness and

forgetiulness is ' again simple-- to provide
instructions. This leads onwards ©~ to the
development: of procedures, as  sets of
instructions, to which the worker should

constantly refer......

tools to aid performance.

Model of cultures

Process description

The literature survey suggests that if health and safety is taken as a benchmark during a change process,
reorganisation should not pose an obstacle to maintaining preventive health and safety management. It also suggests
that the lessons learnt regarding problems in the management of changes may be of value when considering the issue
of management of change in the area of health and safety management, particularly regarding cultural, planning and
management of change issues.

Strengths and Weaknesses of the tool

The literature survey discovered that no studies exist which examined the effect of business reengineering on health
and safety, other than the issues on stress.

Alternative methods / tools

No alternative methods or tools are known.

Possible combination with other methods / tools

The literature survey should be studied along with the documents: “Business re-engineering and health and safety
management — Best practice model” and “Business re-engineering and health and safety management — Case studies”
also provided in this Compendium.

Objectivity / (or at least) demonstration

Not applicable

Reliability / (or at least) demonstration

Not applicable

Validity / (or at least) demonstration

Not applicable

Description of methodological integrity and additional Evidence or Value that the tool or study provides

Not applicable
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Name of method or tool etc: Type:

Organisational change and major accident hazards Information Sheet

Abstract:

The organisational change and major accident hazards information sheet provides guidance for employers responsible
for major hazards on how to manage the impact of organisational change on their control of the hazards.
Organisational change is a normal and inevitable part of business life in all sectors.

But organisations associated with major accident hazards have a greater potential for disastrous consequences and
higher costs in terms of lives and money. These consequences mean that organisations managing major hazards must
aim for much higher reliability than is normally necessary in commercial decision making. The information sheet
therefore describes common pitfalls to look for, suggests a three-part framework for managing organisational change,
and explains the legal duties of an employer.

This information sheet is intended for employers and senior managers dealing with organisational change, and anyone
involved in planning or implementing such change. It will also be helpful to employees and trade union or staff
representatives and safety representatives.

Applicable to Phase and Main Activity:

Scoping Phase Planning Phase Implementation Phase  Evaluation

\

Decisiongates

) Communication, participation and imvolvement

/ [ [

-
o, ) ) !
( - Continuous evaluation and adaptation

/ 7 /i

Developer and source

Health and Safety Executive UK (HSE)

Caerphilly Business Park

Caerphilly CF83 3GG

UNITED KINGDOM

The guidance is part of a series of information and guidance material on the management of organisational change
available on Web: http://www.hse.gov.uk/humanfactors/topics/orgchange.htm

E-mail: hseinformationservices@natbrit.com

Phone: +44 1787 881165

Year of development / publication, updates etc.

2003

Edition: 1.0 Released Issue Page 359



http://www.hse.gov.uk/humanfactors/topics/orgchange.htm
mailto:hseinformationservices@natbrit.com

The Change & Transition Tools Compendium

Organisational change and major accident hazards Annex D No: D-3

Purpose of measurement / study

The short information in this guidance material aims to help employers to manage changes impacting on health and
safety and control hazards.

Type (e.g. observation, questionnaire, interview, checklist, measurement instrument, etc.)

Guidance material

Effort required (time, people, equipment, resources); usability and practicability

The guidance material is 8 pages in length and covers the change process from planning to implementation in a
concise (short) overview of common pitfalls in organisational change, describes a 3-step framework model of change
and points to legal requirements of employers when introducing change. The practical application requires a change
team including a Health and a Safety Expert to lookup any effect on health and safety risks and hazards.

Population — Demographic and or Professional Group for which the method is intended for

Employers and senior managers dealing with organisational change, and anyone involved in planning or implementing
such change. It will also be helpful to employees and trade union or staff representatives and safety representatives.

Object of measurement / study (individual, team, profession, department, company)

Changes to roles and responsibilities, organisational structure, staffing levels, staff disposition or any other change that
may directly or indirectly affect the control of the hazard.

Language (other than English)

English only

Cost information / Copyrights / Agreements needed

The publication may be freely reproduced, except for advertising, endorsement or commercial purposes. The guideline
can be downloaded from: http://www.hse.gov.uk/pubns/chis7.pdf.

Guidance for use in the ATM Context

The most suitable change scenarios where the guidance ma