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WHAT IS CHANGE MANAGEMENT?

2

What it isn’t...
• It isn’t completing a list of to-do items 
• It isn’t filling in templates  
• It isn’t process improvement

So, what is it then?
• Simply put, it is the people-side of change.
• Change management is all about engaging, preparing, and supporting the 

people-side of change efforts. 



Communicate 
Strategically

Engage employees in a 
targeted, meaningful two-
way conversation to ensure 
they feel connected and 
empowered

What are our Guiding Principles?

• Provide details as to the “why” and “benefit” in honest, transparent, and easy to 
understand ways

• Leverage “voice of” trusted leadership and peers to facilitate communication
• Generate grass roots buy-in from early adopters and influencers to drive success
• Create credible two-way and anonymous feedback loops to effectively address 

issues

Communication Plan
• Key messages
• Audiences
• Authors/senders
• Vehicles
• Cadences
• Feedback Mechanisms
• Communications Matrix

Communication Topics
• Why change? Why now?
• Areas of change (what, how, 

when, who)
• Benefits of change (WIIFM)
• FAQs (including new 

terminology)
• Best practices
• Success stories
• Where to go for help
• Lessons learned



Train Effectively

• Ensure all People 
Leaders are familiar 
with leading through 
change and ambiguity

• Provide all People 
Leaders with 
Developing and 
Coaching Curriculum

• Cross-train Ops 
Associates

Method Description and Purpose Audience Date

Role Based Work 
Instruction training

• Supporting documentation of how 
to utilize the tool and its 
functionality. 

• Stored in a centrally accessible 
location

• Partner 
Support

Process Maps for 
each workflow

End to end understanding of the 
system

One-Pagers High level view of the change, 
timelines, available resources and 
project contacts

Video recordings of 
training and demos

How to modules that are recorded, 
each training module will have a 
recorded session

FAQ’s and quick 
reference guides

Quick references for most frequent 
questions and common problems

EXAMPLES

Training Plan is being developed in partnership with IS/Ops/Training Teams



Employee recognition plays 
an important role in a 
company's culture 
and rewarding staff for their 
hard work has a number of 
benefits for both parties. 

Showing your staff you 
appreciate them can increase 
productivity, 
encourage teamwork and 
even help to attract and retain 
talent to your business.

Rewards and Celebrations
Rewards should not 
be a one-time 
incidence

Project teams often 
EXPECT a celebration, 
awards, and/or 
recognition

Allow people to travel 
to the celebration 
(adhering to 
guidelines)

Use Company –
branded material to 
engage employees 
and connect with the 
Firm

Award ceremony 
should be planned in-
advance

Company picnics, 
team happy hours, 
potlucks, are all ways 
to celebrate a job well 
done

Consider a volunteer 
event giving back to 
the community

Gifts can be a small 
token (i.e., water 
bottle, cell phone 
stand, gift cards (if 
allowed))

Combine celebration 
with Lessons Learned 
as another way to 
come together

CELEBRATE 
SUCCESS



Reframing 
Mindsets and 
Behaviors 
Drives 
Sustainable 
Change



How can 
business 

stakeholders 
help?

Provide Department-Specific Information
• Help the project team understand how the 

business area best receives and absorbs 
information
• Utilize existing communications vehicles to 

ensure outreach to appropriate audiences

Tailor Messaging
• Add business context to messages for 

increased relevance as subject matter 
experts

• Convey project decisions and direction 
from the end user perspective

Support Issue 
Resolution

• Identify department concerns or resistance 
and raise to the project team for tracking and 
mitigation
• Communicate updates from the project team 

to address business concerns

Engage Department Leaders
• Involve leadership in message 

review/approval and readiness activities
• Share high-level project plans and 

information to inform and gain buy-in
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CHANGE MANAGEMENT PLANNING

October – December January-March TBD

• Vision Statement
• Strategy & Goals
• Project Charter
• Scope
• Current State
• Pain Points

• Change Story
• Stakeholder 

Engagement Strategy
• Change Impact 

Assessment
• Communication 

Strategy

• MVP (Alpha)
• Implementation 

Timeline
• Communication Plan
• Training Plan
• Rewards & Recognition
• Acceptance & Adoption 

Metrics

• Execute Plan
• Validate & Update KPIs
• Lessons Learned
• Iterate
• Scale

STEP 1

STEP 2

STEP 3

STEP 4

ANALYZE

DESIGN

BUILD & VALIDATE

IMPLEMENT
• Track
• ROI
• Reinforce

STEP 5

MONITOR
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HOW DO YOU IMPLEMENT CHANGE? 
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Emotionally-connecting individuals with the “why” behind small changes or through an organization’s 
transformation is critical to successfully moving from one way of being (or doing) to another. 

A D K A R

AWARENESS DESIRE KNOWLEDGE ABILITY REINFORCEMENT

• What problem are we solving?
• What is our vision for the future?
• What are our goals? 
• Why do we have to change? 
• What are the risks for not 

changing?
• What is changing? 
• What is not changing?
• When will things begin to 

change?

• What’s in it for me?
• What’s in it for the 

organization?

• Address fears
• Manage ambiguity

Benefits

• Learn to think differently
• Provide tools for change 

(job aids, lunch n’ learns, 
etc.)

• Train new leadership, soft, 
and technical skills

• Set performance targets
• Provide mentorship

• Ensure proficiency
• Fill knowledge gaps
• Allow time to develop 

skills
• Coach for performance

• Celebrate successes
• Reinforce changes

COMMUNICATE



Samples and Templates





Current Leader Impacted Associate and 
Level

Type of Change 
(Promotion, 

Leader/Team, Re-level)

New Leader (Name or 
N/A)

Key Messages Who 
Communicates

(Cascades)

Comm Date Compensation 
Change (Y/N)

New Job 
Description (Y/N)

Effective Date Comm Type

1
2
3

Reporting Update Only

Personalized Comm
Prepared Message VPs and 

above

Organizational Change and Communication Plan



Line # Date of 
communication Impacted business/functional area(s) Impacted Tool(s) What's changing Phase of Change Communication objective -- What are you trying to 

accomplish with this communication
ADKAR 
Target

Audience
VPs and above, Directors, Managers, 

Supervisors, Directly impacted groups , 
Indirectly impacted groups, Enterprise-wide, 

Financial Professionals, Clients

Key message -- What do you want the audience to 
remember?

Communication Tool Frequency Content SME Content provider/writer Content approver(s)
SMEs for 
Review

Date Corp. Comm. 
Form Submitted

Target Date - 
First Draft

Target Date - 
Final Draft Status

Notes Communications or Change-related Activity

COMMUNICATION PLAN – EXCEL SAMPLE



Impacted Stakeholders and Engagement Strategy

Stakeholder group Need Engagement strategy

Executive 
Council/Leadership 
Council/Change 
Managers

§ Awareness: understand what NAO is, why it is 
important, what value it will provide to the business

§ Sponsorship: encourage their teams to actively 
participate in implementation/adoption of NAO; 
champion the change

§ Desire:  to participate and support the change to 
improve the end-to-end client and associate experience

1) Introduce concept of NAO and Benefits
2) Request sponsorship and engagement from their team; actively champion support
3) Provide monthly updates to EC
4) Coach, as needed
5) Change Leaders meet bi-weekly to assess opportunities and plan key activities

IS/IT/PM/FS/Legal & 
Compliance/Marketin/
Trading, Accounting, 
Recruiting, BD Teams

§ Awareness: understand what NAO is, why it is 
important, what value it will provide to the business, the 
expected time commitment

§ Sponsorship: encourage their teams to actively 
participate in the implementation/adoption of NAO; 
champion the change

§ Desire:  to participate and support the change to 
improve the end-to-end client and associate experience

§ Knowledge:  of what’s changing as a result of NAO

1) Introduce concept of NAO Benefits, WIIFM
2) Request sponsorship and engagement from their team; actively champion support
3) Set clear expectations for time commitments associated with driving adoption within 

their teams
4) Provide information around what’s changing – bridge the gap between old and new 

processes and ways of working
5) Provide reference materials for NAO
6) Provide resources to assist with questions

Partner 
Support/OAS/OAD/
Cashiering 

§ Awareness:  understand what NAO is, why it is 
important, what value it will provide to the business

§ Desire:  to participate and support the change to 
improve the end-to-end client and associate experience

§ Knowledge:  of what’s changing as a result of NAO
§ Ability:  to consistently and accurately execute business 

processes
§ Reinforce: Celebrate milestones, performance manage

1) Introduce concept of NAO, Benefits, WIIFM
2) Provide information on what’s changing – bridge the gap between old and new 

processes and ways of working
3) Provide information and training on how to execute new business processes
4) Provide reference materials for NAO
5) Provide resources to assist with questions
6) Partner with peers, drive engagement and understanding

ILL
USTRATIVE ONLY



NAO Communication Vehicles

Description Target Audience Content Timing Delivery Method Sender

Awareness 
presentation

• Executive Council
• Leadership Council

Business reason for change, why employees should want to 
participate, impact of change on employees, how the change 
is happening, and details.

January 2022 Manager Town 
Hall

CLT

Awareness One-
Pager (presentation 
leave-behind)

• Leadership Council
• All Associates

Summary level:  Business reason for change, why employees 
should want to participate, impact of change on employees, 
how the change is happening, and details.

January 2022 Cambridge Today 
(link to Intranet?)

N/A

Roadshow 
presentations

• Departments (rolled out by 
level of impact)

Business reason for change, why employees should want to 
participate, impact of change on employees, how the change 
is happening, and details.  
For Impacted Teams: Roles & expectations for managers and 
supervisors, impact of change on managers/supervisors, 
details about the change, how it's being implemented, and 
how they will be prepared/supported/trained.
For Teams NOT directly Impacted: Ensure awareness, provide 
high-level details and benefits to the firm and associates, 
answer questions, ask for support

One month 
before Go-Live

Team Meetings CLT Member(s)

Town Hall Updates • Managers
• All Associates

Milestone achievements, baseline development, and info 
after go-live with 2022 objectives, testimonials/wins

• January ‘22
• After Go-Live

• Live
• Q&A
• Testimonials

Amy, Colleen, 
Kevin, Jeremy, 
Kristi, tbd

Digital 
Transformation 
Newsletter (TBD)

• All Employees Updates on all Digital Transformation initiatives • March ‘22 • Intranet / 
SharePoint Link

CM/PRCM Teams

Leadership Videos • People Leaders [consider for NAO, Digital Transformation, and Enterprise 
messaging] 

• Quarterly? • Scheduled Call Executive Council

FAQs • People Leaders
• Impacted Audiences
• All Employees

Ongoing list of frequently asked questions and responses • Ongoing • Intranet/Share
Point Link

CM Team

ILL
USTRATIVE ONLY



Step 1 -Analyze/Prepare for Change

Communications

Project Management

Training

0% complete

Ongoing

50% complete

October

Draft NAO 
Comm Strategy

EC Presentations

Change Management

60% complete

Gather project inputs and data

Identify required 
resources

Prepare People Leaders for Change

Identify/Prepare Training for FPs

Conduct EC 1:1s

All EE 
Survey Set up CM 

document 
repository

Draft/Finalize 
RASCI

Kickoff / Hold Weekly Team Meetings

November December January 2022 February 2022

Conduct Impact 
Workshops

Kickoff 
Change 
Leader 
Group

This slide represents the work and the output of the change management work targeted for 
New Account Open (NAO) - Alpha (February 2022)

March 2022

Plan and project set-up

Today

Identify Team/Indiv 
Impacted

Conduct Key Stakeholder Interviews

FS/Ops/PM 
Town Hall

Cambridge 
Town Hall

Cambridge 
Town Hall

Cambridge 
Town Hall

Cambridge 
Town Hall

NAO Benefits 
Handout

FP 
Listening 
Sessions

LC Presentations

Finalize Alpha Scope

Identify 5 FPs / Identify 
HO Support Staff

Prepare/Finalize Project 
Charter UAT

Launch

Key Milestone Legend

Milestones

Enterprise CM Deliverables
ü Vision Prework and Rollout
ü Predictive Index Analysis & Coaching Plan
ü Mid-Point Readout
ü Final Readout

NAO CM Deliverables
ü Stakeholder Analysis/Engagement Strategy
ü CM Strategy
ü Teams Impacted Workshops

Enterprise Comm Deliverables
ü Enterprise Comm Recommendations
ü Craft Digital Transformation Change Story
ü Town Hall Scripts, Leadership Talking Points, 

FAQs
ü Surveys and Action Items
ü FP Insights & Recommendations 

NAO CM Deliverables
ü Stakeholder Analysis/Engagement Strategy
ü CM Strategy
ü Teams Impacted Identification

Vision 
Prework

NAO Training Deliverables
ü Alpha users trained on SkienceOne and 

working in new & old

Identify/Prepare Training for EEs

Train Enterprise Training Deliverables
ü Leading through Change/Ambiguity
ü Mentor & Coaching?

NAO Project Management Deliverables
Deliverables
ü Project Charter 
ü RASCI
ü Support timelines, expectations, and needs
ü Key SME support staff contact listing

Finalize Vision 
Statement

Celebrate

Predictive 
Index

Craft DT Transformation 
Change Story

Pulse 
Survey

Iterate

Cambridge 
Town Hall

NAO Launch 
Comm

ROADSHOWS TBD

NAO Progress 
Comm

ILL
USTRATIVE ONLY



Changes as a 
Result of “X”

Role/Title Current Responsibilities

How will they 
learn? Who will train them?

What are 
success 
factors?

Future 
Responsibilities

What's 
Changing?

How will they 
know?

(Type of 
Training)

(if 
necessary/applicable)

When do they need 
to know by?

(key adoption 
metrics)

PSC Phones
Mailroom
Indexing
OAS
Fiduciary 
Services
New Accounts & 
Transfers
Cashiering
ODAT
Trading
CAAP Trading
OAD
Fee Billing
Commissions
PSC CTC
QA/QC Account Review; E2E NAO process
Recruiting Sell FPs/firms on Cambridge BD offerings
Outsource
Office Assist Firms can pay to utilize Cambridge team to 

support admin functions
Practice 
Development

Growing and retaining FP's; leads coaching 
program for firms to grow their biz

Business 
Development

Onboarding new FPs; work w/marketing on 
lead generation

ILL
USTRATIVE ONLY

Change Impact Assessment by Team/Role 

KPIs/Metrics:
• NIGO (pre/post)
• # of accounts opened (FP)
• Total time to complete NAO (FP)
• Total time to complete (Home Office)
• Call Metrics
*Service request/SkienceOne issues not 
included
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ORGANIZATIONAL READINESS ASSESSMENT
Based on initial stakeholder interviews, company-wide survey results, and consultant feedback, Cambridge scored X and X in 
terms of readiness around successful and sustained change efforts. 

Department
Awareness 
of Digital 

Transformation

Openness to 
Change

Capacity for 
Transformation 

(Resources)
Overall Readiness 

Assessment Comments

C-Suite

Technology (IT/IS)

Marketing / 
Communications

Portfolio Management

Fiduciary Services

Training

Business Development

Compliance

Advocacy & Supervision

Corporate

High Medium Low
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ORGANIZATION CHANGE READINESS ASSESSMENT - CONTINUED

© Prosci

Medium Risk High Risk

Low Risk Medium Risk

Change Ready

Change Resistant

35

35
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Stakeholder Interview Form



• A group of change champions that includes SMEs across the firm who are currently 
engaged in implementing New Account Open (NAO) within their respective areas

• Catalysts were identified by Business Lead and Sponsor

• Meetings to review project updates, share feedback, and stay connected with the 
NAO workstream

Change Leader Bi-Weekly Meetings

• Represent knowledge for a particular functional area within Cambridge

• Champion the change, drive adoption, and provide change management support 
across pre-determined departmental areas

• Gather feedback from their respective NAO user community and share insights with 
the core team

• Inform and educate users on NAO updates, information, and insights

Role of a Change Catalyst

Change Catalyst Role Overview – 
New Account Open

NAO
Change Catalyst/Mentor Team

Time Commitment
• Change Catalysts can expect to spend between 5-8 hours per month on 

communicating, training, and managing the change related to NAO

• This is an important role to the organization and the success of the NAO rollout, so all 
Change Champions are expected to be committed and engaged in their roles

Add individual names



FREELANCE WRITING 
www.SherylOnline.com

www.GuidetoSoloTravel.com

http://www.sherylonline.com/
http://www.guidetosolotravel.com/


• A crisis provided time to reflect on being a 
mother in the sandwich generation.

• Becoming a parent to a parent doesn't 
happen suddenly but rather in bite-sized 
moments.

• Adjusting behavior and managing 
expectations are crucial in supporting 
ever-changing needs.

I recently became an empty nester, moved to Fort Myers, Florida, to care for my 81-year-old mother, and 

survived Hurricane Ian. Whether you're parenting a pet, child, or older loved one, it requires patience, 

unconditional love, and a level of responsibility that never seems to sleep.

Our job as moms is to steer our offspring from danger. As part of the sandwich generation, I recently 

added my mother to this list as we shift roles between who cares for whom.

Safeguarding my mom came quicker than I thought when a Category 4 hurricane zeroed in on our 

community. Though she was reluctant, I convinced her to leave her manufactured home and go with me to 

my concrete apartment building for safety.

I needed to connect with my own kids

On the eve of Ian and separated by several states, I texted my 24- and 22-year-old children requesting a 

video chat. As a single, working mom, I strived to be strong and not let them see the times when I was 

scared. I was always afraid when I traveled alone with the kids and felt the extra weight of returning them 

safely to their father after we were divorced. I had a similar goal now: Get my mom back home alive.

I planned to share that I was terrified. But after seeing worried faces pop up on the computer screen, my 

instincts to shield them from worry took over. I attempted to keep the conversation "light" while being 

realistic. Their grandmother made jokes. Neither approach worked. After hanging up and feeling like I had 

failed them, I turned to mom and said, "We will not die tomorrow."

When we rose in the morning, I announced we were going to a shelter. Hearing about 12-to-16-foot storm 

surges and visualizing swimming to the third floor from my ground-level unit was too much pressure. I've 

never even watched a single episode of "Survivor."

https://www.businessinsider.com/couple-sold-everything-and-now-travels-as-empty-nesters-2022-3
https://www.businessinsider.com/what-do-hurricane-categories-mean


Preparing mentally and physically to hunker down

For a host of reasons — COVID, strangers, unfamiliar surroundings — routine is essential for those with cognitive decline, and mom said she felt safer at home 

with me instead of going to a shelter. So we grabbed supplies and took cover in a bathroom and later in my walk-in closet when the rooms went dark, the wind 

howled, and the windows looked like we driving through a car wash.

Going through a natural disaster with someone with dementia is like taking a road trip with a toddler — "Are we there yet? Can we look? Why are the lights 

off?" Perhaps the only gift of this devastating disease is that memories of scary moments like these fade quicker.

Hurricane continued

Like many mother-daughter relationships, ours has been complicated. But we are each other's first line of support, complaining or laughing with one another, 

whether it was divorce (mine), loss of a spouse (hers), or dating woes (both of us).

Becoming the parent of the parent happens in small, bite-sized moments — like when my kids rescued me when flying off a banana boat, or when they both 

snorkeled alongside me, "just in case.”

While hiding in the closet, I reflected on their young years and how each taught me to parent by adjusting my behaviors and expectations to meet their unique 

and growing abilities. As adults, we think we're in control, but our children often lead the way. Now that they are older, "mothering" continues evolving based 

on where they are in their own lives.

Hurricane Ian destroyed much of my mom's house. "You saved my life," she said. Between the blur of being a daughter and mom, I will keep her ever-changing 

needs top of mind, and try to guide her with flexibility, love, and a healthy dose of protection for good measure.

https://www.businessinsider.com/alzheimers-and-dementia-misconceptions-and-surprising-facts-2018-10

