Implementing Labor Market Information in the VR Process
 Detailed Change Management Plan for Colorado Incorporating Remaining Action Steps

Environmental Context and Success Factors  
Colorado VR agency has undergone a substantial amount of changes over the past decade:  changes in leadership, external scrutiny (e.g. audits, press reports), agency reorganization, and finally, changes in governing legislation and philosophy- specifically WIOA.  Appropriately and skillfully implementing the principals and policies of WIOA could well result in a net positive outcome for Colorado VR.  The agency has already been deeply involved in this process of WIOA changes as well as instituting quality management techniques.  Adding changes in agency procedures to bring Labor Market Information (hereafter LMI) into the service delivery model could also improve outcomes and agency proficiency, and address some of the issues which precipitated the aforementioned changes impacting Colorado VR.

Implementing changes designed to incorporate LMI into the VR service delivery model should be done with clear leadership support, clear policies, substantial planning, clear communication, substantive training and support for staff, and practices relating to use of analytics and appropriate metrics. 
1. Leadership Support. Agency leadership needs to have a level of awareness and proficiency in the concepts being implemented as well as the change management process itself.  It is important that staff know that agency leaders fully support the implementation of LMI.
2. Clear Policies. Policies and procedures being implemented should be rationale, thoughtful, and useful.  They should make sense to employees in terms of their rationale and their usefulness in carrying out the business of the agency. Implementation of policies and procedures can be customized to fit the needs of employees in various positions within the organization as well as for employees located at different offices within the organization.
3. Planning. Managers and supervisors should be engaged, trained, empowered and supported to understand the proposed changes and their role in implementing them. They need to have the necessary tools and supports to become the change agents in coaching and supporting their employees, and dealing with issues of resistance.  Issues of employee resistance need to be anticipated, and quickly identified.  Effective strategies can be implemented to anticipate and prevent resistance as well as address and effectively deal with resistance as it arises.  
4. Clear Communication. Clear, consistent, and effective communications concerning the initiative and its benefits utilizing redundant and reinforcing channels of communication. Communication should be implemented using a well-developed communication plan;
5. Training for Staff. Staff should be provided training and support necessary to succeed in implementing new policies and procedures, as follows:
a. Effective training and coaching using effective modalities in multiple formats should address individual employee needs, provide specific information, and develop specific skills necessary to successfully implement the desired behaviors;
b. Clearly written policies and procedures which are readily available to employees should facilitate ease of use and provide a useful tool to support proficiency and function.
c. The policies and procedures should facilitate and support the effective use of LMI in client service delivery, and the use of LMI can be identified, reinforced, and rewarded.  
6. Metrics and analytics. Policy and procedure changes should be supported by appropriate metrics which effectively measure implementation of the new procedures and the effectiveness and results of the changes.  Feedback mechanisms should be available that quickly diagnose and identify issues as they arise, and provide leadership with the tools to help employees see the impact of their performance and measure their effectiveness.  
Implementing Success Factors (See Action Plan below for a chronological list of action steps)
1) Change management plan is supported by agency leadership who demonstrate understanding and proficiency in the proposed policies, and that support is supported by an initiative communications plan.  
Action Steps:  
a. Provide leadership appropriate information and support in proposed changes as well as in change process management; (See 2a and possible leadership/management training curriculum)
b. Create detailed communications plan with messages cascaded from Director through layers of management.  (Seek appropriate models that are compatible with goal and the culture of the agency).  
c. Identify internal change management expert to become part of the process 

2) Policies and procedures, training techniques, and communications are clear and make sense to employees in terms of reasons for changes and performance expectations.  
Action Steps:
a. Create and communicate a specific and detailed list of positive benefits of changes for agency, staff, and clients to market the initiative.  Different job classifications may be amenable to differing specifics.   These marketing points and concepts are incorporated and utilized as part of the detailed communications plan.  

3) Implementation strategy, communication plan, and the entire Initiative can be customized to fit the needs of staff with different responsibilities, duties, and perspectives in various roles in the organization as well as staff in different geographic locations with differing environmental factors.  
Action Steps:
a. In planning change implementation, employ a specific strategy- such as a functional and geographic cross-section of staff- to identify implementation components and agency dynamics which might require specific components to be customized.  When such need or dynamics are uncovered, then develop specific strategies and action steps to address them.  
b. Via guidance tools, provide suggestions on how best to use TCI Plus with differing groups of clients (transition, those with computers, etc.)  

4) Mid-level leadership, managers and supervisors have been engaged, trained, and supported to enable them to internalize and embrace the change.  Provide them with the necessary resources, tools and supports they require to in turn, provide coaching and support in implementing changes in performance, and to identify and address potential resistance.
Action Steps:
a. Confirm with Scilacci that this has happened for managers and determine what else is required for supervisors.  Make a plan for needed steps. 
b. Locate gaps in transition to new practices, identify sources of resistance, identify and implement strategies to address gaps. 

5) Be proactive to anticipate and prevent resistance and effectively address factors supporting resistance to implementation of changes.  
Action Steps:
a. Jefferson and Pottenger discuss with Scilacci and Dann where such gaps and resistance emerged historically in other agency initiatives; evaluate the potential for such gaps and resistance to surface in the proposed implementation.  
b.   Identify staff issues related to technology versus issues related to policies and procedures.  Address specific training, support, and performance management techniques to address each specific area of deficiency and/or resistance. 
c. Different staff dynamics can demand different strategies to address deficiencies and resistance (e.g., an employee who is close to retirement might require a different strategy than a newer staff member resistant to learning and using new technology).   
d. Provide additional training and coaching to those not comfortable utilizing technology. 

6) Appropriate metrics, evaluation, and performance feedback mechanisms are in place to contemporaneously diagnose and address implementation gaps and performance issues, and evaluate the impact and effectiveness of the initiative.
Action Steps:
a. Appropriate metrics are developed to collect data on implementation and results. The date is shared with leadership, managers and staff, and become part of the conversation on implementation.  
b. Ensure that leadership is communicating at regular intervals with managers and staff in field offices as well as those completing training to obtain feedback on what is working and what may need corrective action.  (See communications plan)
c.  Develop simple training evaluation forms for training.  
7) Employees are engaged and supported throughout the process of change using clear, consistent, and effective communications concerning the initiative and its benefits utilizing numerous overlapping communication channels  
Action Steps:  
-See “a” and “b” above.

8) Training and coaching in various formats to address individual employee needs, in collaboration with the WINTAC.
Action Steps: 
a. Ensure that all desired training components (such as South Carolina materials) are available for curriculum preparation.  
b. Prepare detailed training curriculum for different program components as well as for different groups.   Note:  This training should include if there are to be any changes in how VRCs and Business Specialists share information and how to use TCI Plus/LMI Gateway usage reports for supervisors/managers.  This includes general LMI training for all and separate training for the following groups:
i. Leadership
ii. Managers/Supervisors
iii. Business Specialists
iv. Vocational Rehabilitation Counselors
c. Schedule upcoming training (will any train the trainer be used?). 
d. Prepare support system for training curriculum to boost its success.  This includes a TCI Plus specific implementation/test group and one page fact sheet and/or video on TCI Plus.
9) Initiative formalized in written guidance tools available on Intranet. Documentation is readily accessible to staff as reference and for ease of use.
Action Steps:  
a. Make system documentation available to all users 
b. Incorporate guidance tools for use of LMI and TCI Plus on agency Intranet 

10) Success in the use of effective LMI is recognized, reinforced, and rewarded
Action Steps:
a. Use TCI Plus and LMI Gateway reports to determine who is frequently using the program.  
b. Make effective LMI use a component of employee evaluation
c. Recognize those effectively using LMI as part of employee recognition program 
d. Explore ways to incorporate TCI plus usage with other VR partners 


Action Plan
	Action Step
	When
	Who

	Identify internal change management expert to become part of the process
	1/31/18
	Jefferson, Dann, Scilacci

	Ensure that all desired training components (such as South Carolina materials) are available for curriculum preparation.  
	1/31/18
	Pottenger, Scilacci

	Confirm with Scilacci that engagement for this project has happened for managers and determine what else is required for supervisors.  Make a plan for needed steps.  
	2/2/18
	Jefferson, Scilacci, Pottenger

	Identify staff issues related to technology versus issues related to policies and procedures.  Address specific training, support, and performance management techniques to address each specific area of deficiency and/or resistance.  
	2/2/18
	Jefferson, Pottenger, Scilacci, Dann

	Different staff dynamics can demand different strategies to address deficiencies and resistance (e.g., an employee who is close to retirement might require a different strategy than a newer staff member resistant to learning and using new technology)
	2/2/18
	Jefferson, Pottenger, Scilacci, Dann

	Jefferson and Pottenger discuss with Scilacci and Dann where such gaps and resistance emerged historically in other agency initiatives; evaluate the potential for such gaps and resistance to surface in the proposed implementation.  
	2/2/18
	Jefferson, Pottenger, Scilacci, Dann

	Create and communicate a specific and detailed list of positive benefits of changes for agency, staff, and clients to market the initiative.  Different job classifications may be amenable to differing specifics.   These marketing points and concepts are incorporated and utilized as part of the detailed communications plan.  
	2/19/18
	Jefferson, Scilacci, Allen

	In planning change implementation, employ a specific strategy- such as a functional and geographic cross-section of staff- to identify implementation components and agency dynamics which might require specific components to be customized.  When such need or dynamics are uncovered, then develop specific strategies and action steps to address them.  
	2/19/18
	Scilacci, Jefferson, Pottenger

	In planning change implementation, employ a specific strategy- such as a functional and geographic cross-section of staff- to identify implementation components and agency dynamics which might require specific components to be customized.  When such need or dynamics are uncovered, then develop specific strategies and action steps to address them.  
	2/19/18
	Scilacci, Jefferson, Pottenger

	Prepare detailed training curriculum for different program components as well as for different groups.   Note:  This training should include if there are to be any changes in how VRCs and Business Specialists share information.  
	2/28/18
	Pottenger, Hughes, Wright

	Incorporate guidance tools for use of LMI and TCI Plus on agency Intranet
	2/28/18
	Scilacci, Pottenger, Jefferson, Hughes, Dann

	Prepare support system for training curriculum to boost its success.  This includes a TCI Plus specific implementation/test group and one page fact sheet and/or video on TCI Plus.  
	2/28/18
	Pottenger, Hughes, Wright

	Schedule upcoming training.  
	3/9/18
	Pottenger, Hughes, Wright, Scilacci

	Make system documentation available to all users
	3/9/18
	Scilacci, Hughes

	Develop simple training evaluation forms for training.  
	3/16/18
	Pottenger, Hughes, Wright

	Create detailed communications plan with messages cascaded from Director through layers of management.  (Seek appropriate models that are compatible with goal and the culture of the agency).  Ensure that leadership is communicating at regular intervals with managers and staff in field offices as well as those completing training to obtain feedback on what is working and what may need corrective action.
	3/31/18
	Jefferson, Scilacci, Allen

	Locate gaps in transition to new practices, identify sources of resistance, identify and implement strategies to address gaps.
	3/31/18
	Jefferson, Scilacci, Pottenger

	Provide additional training and coaching to those not comfortable utilizing technology.  
	3/31/18
	Pottenger, Wright, Hughes

	Via guidance tools, provide suggestions on how best to use TCI Plus with differing groups of clients (transition, those with computers, etc.)  
	4/15/18
	Pottenger, Hughes, Jefferson, Scilacci

	Appropriate metrics are developed to collect data on implementation and results. The date is shared with leadership, managers and staff, and become part of the conversation on implementation.  
	4/15/18
	Scilacci, Jefferson. Dann, Hughes

	Make effective LMI use a component of employee evaluation
	4/15/18
	Scilacci, Jefferson, Dann

	Recognize those effectively using LMI as part of employee recognition program
	4/15/18
	Scilacci, Dann, Jefferson

	Explore ways to incorporate TCI plus usage with other VR partners
	4/30/18
	Scilacci, Dann, Jefferson, Hughes
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