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Note this is not the Change Management Plan. This is a framework to aid thinking about how to put a plan together. In thinking about change, it is useful to know what impact we want the changes to have that is the outputs and outcomes from the inputs we make. If we focus on ‘changing to’ rather than ‘changing from’ we maximise the chances of success and motivating others to be involved. A generic model illustrating six core components of an effective Civil Service or organisation is in Figure 1 below. The model is relevant to the Government of Georgia (GoG).
Figure 1: Organisational effectiveness model
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The six elements of the model can be defined as: 

■ Culture and Behaviour – how the organisation and its people behave; how their attitudes, skills, knowledge and experience combine to deliver a motivated, innovative and consistently high performing organisation that is willing to continuously learn from itself and others to improve.

■ Leadership and Direction – how the Executive and top team behave in ways that guide and enable the organisation to perform; how they set and communicate a clear vision and strategy for the organisation; and how well they demonstrate the values the organisation will adhere to in achieving its goals; new style leadership adapts to and ‘owns’ change, aligns people to a purpose and inspires them to ‘do the right things’.

■ Systems and Information – how technology is used by the organisation to support its business processes and its delivery to the public; how it facilitates the collection, analysis and presentation of information in meaningful ways for management and stakeholders, who are responsible for data quality and its improvement; how the right information is defined and used.

■ Processes – how policies are translated into practice (e.g. processes and procedures) and ways of working; how evidence based decisions are made; frameworks, tools and methods used; how processes support delivery of business outcomes; how process requirements are supported by technology; new technologies mean new ways of managing.

■ People – how people are acquired, valued, managed and developed; how required skills and competencies are identified, assessed and accessed; how incentives are used to motivate people to align their objectives with those of the organisation.

■ Organisation – how the organisation is managed and structured and governed; how relationships (internal and external) are managed; how strategy is set and cascaded throughout the organisation; how it is perceived by its stakeholders. 

Culture and Behaviours and Leadership and Direction are the two fundamental elements. The culture of an organisation is the foundation which determines if it succeeds or fails – it is the organisational DNA. But unlike DNA, if an organisation’s culture needs to adapt or change, this is possible through the second fundamental element, leadership and direction. The other four elements of the framework are important enablers and critical to sustained performance improvement. They all impact on delivery capability and, therefore, need their own prioritisation by organisations if a high standard of performance is to be achieved throughout an organisation.
“The secret of change is to focus all your energy, not on fighting the old, but on building the new” Socrates

Thinking about a Change Management Plan – adopting and adapting the effectiveness model
A number of templates are offered to help with thinking about planning for change. The Change Management Team can also draw on the tools and techniques covered in their training. For example: change strategies and champions, stakeholder analysis, 8 steps in change, formal and informal communication and the fundamental questions: why, when, what, where and who must change before how is considered.
In thinking about the change plan a useful first step will be to think about roles and responsibilities and actions to make the effectiveness model above real for the future Civil Service. Some illustrative entries are provided in the Template 1 below. The Change Management Team should work up relevant examples of roles and responsibilities. 
For each of the roles, responsibilities and action Change Management Team should think about:
· Who should do what – examples of useful ‘doing’ words are: articulate, define, communicate, ensure, promote, implement, monitor, train, adopt, and accept. Some actions will be related to ‘head’ – thinking, strategy, planning; some to ‘heart’ – values, relationships,; some to ‘hands’ delivering, crafting.
· The time scale – when should the actions be completed.
· The result wanted – what will the change look like when it is operational. 
· The impact wanted – what difference will it make in the real world.
· The measures – how will we measure progress, results and impact?

Template 1 – illustrative roles and responsibilities in Civil Service organisational effectiveness: 

	Roles, responsibilities and actions
	Culture and behaviour 
	Leadership and direction
	Systems and information
	Processes
	People
	Organisation 

	The role of the Administration of the Government of Georgia (AoG)
	Defines what the Government of Georgia wants from the future Civil Service and a management culture essential for a professional and unified Civil Service built around the European principles of public administration.  
	Articulate and communicate key messages e.g. on vision for Civil Service internally and externally through variety of media.

Model values and culture.

Plan for next generation Civil Servants.

	Responsible for strategic framework of Civil Service Reform and communication to citizens.

Define information needed for the Government of Georgia decision making.
	Reform priorities aligned with the Government of Georgia financials. 

Enable transparency in information about Civil Service internally and externally.
	Ensure professional administration.

Ensure professional Civil Service based on merit and EU principles.
	Exercise good governance and accountability.

Review Civil Service structure periodically.

Promote Civil Service reputation.

	The role of the Civil Service Bureau (CSB)
	Implement AoG expectations for Civil Service and leads on changes to Law.

Define all class and category role competencies (medium term).
	Lead responsibility for Civil Service reform – as defined by the Law on Civil Service.

Lead on communication of AoG direction and vision.

Guide HRDs.
	Steer coordination of new laws across the Government of Georgia.

Provide tools e.g. 
e-HR and guides to support HR directors.

Define key performance indicators for HR and communication.
	Translate law into Civil Service HR policies and processes.

Provide policy and procedure guidance for Ministries and Agencies.

Lead cross government learning and knowledge sharing.
	Monitor implementation of recruitment, appointment, progression and remuneration policy.

Lead on evaluation of the impact of new policies and practices.
	Lead on employee communication strategy.

Ensure sustainable development of professional and ethical Civil Service.

Plan and resource professional HR function.

	Ministry and Agency senior management roles
	Model desired behaviour and values.

Challenge inappropriate behaviour and redundant working practices.
	Visibly supportive of changes.
	Intelligent users of information.
	Implement new practices and process e.g. recruitment, evaluation, objectively.
	Apply new employment practices to standards expected.
	Act ethically and consistently. 

	Deputy ministers  
	Model desired behaviour and values.

Support HR and managers.
	Act as change champions.

Lead on internal communication.
	Identify information wanted.

Make decisions based on evidence.
	Ensure merit based employment practices applied. 
	Lead on evaluation of new policies and practices.
	Align changes to working on business processes, incentives and staff motivation.

	Heads of HR
	Articulate what is expected of Civil Servant in Ministry or Agency in desired Civil Service culture.
	Define ministry or agency HRM and HR director policies within CSB framework.
	Identify and manage key performance indicators for HR and report to CSB.
	Provide tools and procedure guides for managers and staff.
	Ensure that individual and organisational goals, objectives and incentives are aligned and performance gaps are identified and addressed.
	Ensure competent HR function.

Ensure trained professional staff in all posts.

	Middle managers 
	Model desired behaviour.

Challenge inappropriate behaviour and outmoded working practices.


	Actively support change. 
	Provide relevant information.


Handle staff queries.
	Apply recruitment and progression based on merit.

Implement evaluation objectively. 
	Align individual and organisational goals and objectives.

Ensure development is aligned with objectives.
	Manage team relationships and performance. 

	Individual Civil Servants
	Respond to the expectations communicated. 

Develop service awareness.
	Listen and communicate new ideas.
	Provide relevant information.
	Ensure job description is accurate and evaluation is objective.
	Articulate personal aspiration and development needs. 
	Active team engagement. 

Service focused. 

	External stakeholders
	Aware of change and engaged.
	Support change leaders.
	Create new stories. 
	
	
	Support new Civil Service reputation.

	Civil society
	Informed about Civil Service changes and implications.
	Invited to participate in   feedback.
	Involved in quality assurance.
	Access to service delivery and technology.
	Respect Civil Service.
	Perceive Civil Service as value for money
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