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SECTION 1 INTRODUCTION

1.1 Background

The mission of Integrated Financial Management (IFM) Program is to improve the financial, physical, and human resources management processes throughout NASA.  The IFM Program is reengineering NASA's business infrastructure and implementing enabling technology to provide better management information for decision making.

The Core Financial Project provides the backbone of the IFM Program system concept.  All other projects will be integrated/interfaced with Core Financial where applicable.  The Core Financial Project scope consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, cost management, and general system management.

1.2 Overview

Effective change management is critical to the success of the Core Financial Project, because it is vital to building awareness, understanding, buy-in and the eventual commitment to this initiative.  To successfully manage change, those impacted by the change must understand the vision and purpose of the IFM Program and the personal and organizational benefits that will accrue from implementing the Core Financial Project.  

Managing change initiatives requires effective communication between the Project team, key stakeholders and the end-user community throughout the entire change process. It means providing the right information to the right people at the right times through the right channels to achieve specific goals.  

To better ensure effective management of the change process, the Core Financial Project’s Change Management Team will develop and utilize a network of Change Agents.  These individuals will support the Project by working to facilitate communications and to manage change within the end-user community.  The goal of the Change Agents will be to move end-users within their organizations up the Core Financial Project “Change Curve” towards where they need to be at the point of “go-live.”

SECTION 2 CHANGE AGENTS DEFINED

2.1 What are Change Agents?

Change Agents are NASA employees from the Core Financial end-user community who are selected to become members of the Project’s Change Management network.  They represent various organizations within NASA, and will be charged with facilitating and advocating the implementation of the Core Financial Project within their organizations and throughout NASA.  In effect, Change Agents help ensure that change happens by answering employee queries and questions and encouraging those they know to achieve the results SAP and the new business processes will bring about.
2.2 Why are Change Agents Important?

Change Agents are critical to the success of the Core Financial Project.  They provide a vital connection to the NASA organization and end-user communities where the Core Financial capabilities will be implemented.

By actively supporting forthcoming changes and offering hands-on coaching to employees impacted by the change, Change Agents can greatly increase the likely success of the Core Financial Project.  Through their extensive networks within the various organizations they represent, Change Agents can help the Project team to recognize and raise issues early enough to be resolved before they impact the Project’s successful implementation.

Core Financial Project Change Agents will develop new skills and knowledge so they can play a major role in the successful implementation of this, as well as other, change initiatives.  The Core Financial Project Change Management Team will provide Change Agents with the training, tools, skills, and experience they will need to be successful.

2.3 What is Expected of a Change Agent?

[image: image9.wmf]There are a number of key responsibilities that Change Agents will be asked to carry out to support the successful delivery of the Core Financial Project.  These responsibilities will include, but are not limited to:

· Championing changes within their organizations and throughout NASA

· Addressing end-user questions and concerns

· Identifying and escalating potential “critical issues” to the Project team

· Delivering/ facilitating Core Financial communications, as necessary

· Encouraging, coaching and supporting end-users through the implementation of the Core Financial Project

· Assisting the Project team to review progress towards achievement of change objectives

· Seeking out and dispelling rumors
2.4 The Change Agent Role

Core Financial Change Agents will continue to perform their usual roles and responsibilities as assigned by their organizational supervisors.  The responsibilities these individuals assume through their Change Agent role will be in addition to their usual responsibilities.  By accepting the additional Change Agent role, these individuals will also be responsible for the following:

· Actively supporting or championing the Core Financial Project changes throughout NASA, and especially with those end-users within their organization affected by new technologies and processes by:

· Being a point of contact at meetings

· Showing strong commitment to Core Financial changes both publicly and privately
· Making sure their actions in the workplace support their words (“walk the talk”)

· Helping create and sustain enthusiasm for the changes being brought about by the Project
· Building end-user confidence by acknowledging progress
· Being a source of information by:

· Addressing Core Financial-related questions, or when applicable, routing the questions to the appropriate Project team member 
· Providing feedback from end-users to the Project Team
· Directing people to the website for frequently asked questions
· Transmitting formalized communication about the Project to end-users and encouraging informal discussions with them 

· Keeping the end-users’ frame-of-reference in mind when communicating

· Providing honest information, both positive and negative 

· Watching and assessing Project-related concerns:

· Diagnosing issues and alerting relevant Project team members to situations that may arise

· Controlling the rumor mill; replacing fiction with fact

· Surfacing issues and seeking end-user input in their resolution

· Providing end-users with hands-on encouragement and coaching during the implementation of the Core Financial Project by:

· Being available

· Helping end-users see the “big picture”

· Taking an active interest in end-users’ work

· Offering tips for handling difficult situations/challenges

· Providing reassurance

· Demonstrating the ability to adapt to change

· Exchanging experience, knowledge and lessons learned with other Change Agents

· Identifying what was learned to use on the next implementation

SECTION 3 CHANGE AGENT SELECTION CRITERIA

Change Agent Selection Criteria are intended to assist the Core Financial Project Change Management Team in the selection of the appropriate NASA employees to fill Change Agent roles.

3.1 Change Agent Criteria Skills, Abilities and Attributes

The skills, abilities and attributes needed to successfully fulfill the Core Financial Project Change Agent role include, but are not limited to:

· Persuasion and negotiation

· Effective listening skills

· Trustworthiness (perceived as reliable, honest, competent) and credible within respective organizations  

· Leadership; demonstrating a strong work ethic

· Enthusiasm

· Respect for the individual; sensitivity

· Ability to think conceptually and organize thoughts logically 

· Ability to plan and execute activities

· Capacity for autonomy

· Strong observation and analysis skills

· Good judgment

· Interpersonal skills; the ability to build rapport

· Strong communication skills, both written and verbal

· Coaching and facilitation skills

· Understanding of the Core Financial Project and its impact
· Follow-through
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