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1. Introduction and Document Overview
The following Communication, Transformation and Change Management (CT&CM) strategy is herewith presented for approval to the ADP Trust.  The primary goal of the strategy is to define, on an appropriate level, the elements, features, roles players and imperatives related to the possible rollout and/or expansion of the models as defined by the ADP at present.

In the next section, a broad overview of the concepts as understood by the project team is provided, in terms of communication, transformation and change management.
Section three exposes a number of strategic principles and guidelines, which should be adhered to or taken into consideration such as cultural context, identifying opportunities for change, planning change, championing change, dealing with resistance, implementation
and post-implementation.
Sections four and five respectively deals with identifying the main stakeholders and defining the imperatives as it relates to each stakeholder, whilst section six maps out the way forward.

2. A Practical Approach
The aim of this section is to clarify concepts such as communication, transformation and change management and to relate them to the ADP context.

2.1. Communication

All organisations (= projects) communicate whether they like it or not, whether it is planned or not, because they are in constant interaction with their environment. Leaving this type of communication unsupported can easily lead to misinformation, incorrect perceptions, negative attitudes, etc.  It is therefore imperative that an organisation/project embarks on a planned communication programme*, both internally and externally, to prevent this from happening.

Projects do not operate (succeed) in isolation, but is dependent on the understanding, goodwill and active support (perceptions) of all its target audiences - target audiences (stakeholders) are defined as any person and/or group of persons who have or may have an interest in a particular organisation, project, etc. and whose attitudes and actions can and will impact on the organisation, activity, project, etc.

Communication* can be defined as a planned programme of actions (communications) targeting identified internal and external groups and individuals (target audiences) to inform and positively influence them towards a particular activity, organisation, project, etc., thereby securing the success of the project.

Communication starts with internal target audiences.  Should all internal stakeholders not understand and should they not be positive about the intended change, the project activities may lead to distorted and sometimes negative attitudes (lack of understanding, goodwill and support) of other stakeholders, to the detriment of the project and eventually to the organisation as a whole., These (negative) internal perceptions tend to determine the behaviour and actions of ALL stakeholders towards the project and the organisation.

In practical terms, if an ADP team member, for instance, (even worse in the case of a Sub Project Leaders) does not understand the project, is negative about the project and or is deliberately trying to discredit the project, all stakeholders he/she will come in contact with will/may be influenced to have the same view (perception) of the project.  The project will therefore be unable to rely on the support of these effected stakeholders, to the detriment of the project.  This is the main reason for embarking, first of all, on an internal communication programme.

The external programme that follows can, once the internal target audience have been addressed, inform and enhance the (positive) communications that are already taking place to ensure the understanding, goodwill and active support of all stakeholders.     
2.2. Transformation

According to Prof Jackie Naude, (transformation expert and director of The Human Capital Engine), transformation in the education and training context could be described as follows:

As part of the transformation process within the country, changes are occurring at all levels.  Structures are being redefined; policies and practices are changing to comply with new laws and the country’s new vision; posts are being realigned, and relationships are being changed. There is therefore a need to help people understand the reasons for change, gain their involvement and insights, and create an understanding of and commitment to the new. 

Together with the political and economic changes in the country, development in information and technology is happening at such a rate that the information taught at schools is often out of date within five years. The need is to equip educators with the ability to teach learners the skills and strategies beyond the information as these can then be applied to any information. The development of cognitive skills and strategies is therefore vital for an effective education. It is imperative that educators develop a democratic approach to learning and classroom management, as it is only within this context that different teaching methodologies / styles can be effective.

The outcomes of the transformation process, particularly in respect of ADP, should include:

On an individual level
· Ensuring the buy-in of relevant stakeholders throughout the North West Education Sector including officials, academics, administrators and teachers

· Understanding change and transformation processes

· Understanding resistance to change on a personal level and recognising the impact on others and the organisation

· Understanding of the past, acceptance of the present and commitment to the future

· Understanding the diversity challenges facing educationalists 

· Understanding and acceptance of individual differences in terms of perceptions, attitudes, beliefs and prejudices

· Dealing with prejudice in any form

· Tolerance of difference and acceptance of diversity

· Understanding power relations

· Understanding of the management and leadership styles underpinning change and business transformation

· Empowered and empowering interactions; effective communication; and acceptance of personal responsibility in the change process.
In the lecture room

· Developing cognitive teaching styles

· Improved questioning

· Improved assessment

· Improved discipline

· Empowerment. 
2.3. Change Management

Change management is all about adapting rules, regulations, structures, policies, processes, etc. to allow innovation / new things to work effectively and efficiently.  People can be motivated to do things differently (think differently about and do things differently), can be positive, have understanding, goodwill and the intention to actively support new initiatives, but the existing rules, structures and regulation may frustrate them to such an extent that they loose interest in the innovation/change.

Best to describe this is possibly by the following:

The ADP supports the open learning concept, with increased flexibility and access to learning (own time, pace and place) – and support.  Current regulations in areas such as enrolment, conditions of service of educators, certification, assessment, accreditation etc. may prevent or hinder the project from reaching its goals.  It is clear that the rules, regulations, structures, policies, processes that govern these activities will need revision and adaptation to support the new thinking of open and extra mural learning.

Many other examples can be sited, but in essence the above emphasises that innovation and change usually also require structural changes – more importantly if people are ready to embrace change and their bureaucracy prevents them from doing so, they will be frustrated to such an extent that they will loose interest and fail to contribute to the success of any new initiative.
2.4. Concluding Remarks on Approach
The communication, transformation and change management strategies and programmes should form the basis for ensuring:

· Positive attitudes from identified internal and external groups and individuals

· Understanding the reasons for change, gaining involvement and insights and creating an understanding of and commitment to the new

· Adaptation of rules, regulations, structures, policies, processes, etc. to allow innovation to work effectively and efficiently

Communication, transformation and change management should be seen to work parallel to ensure the success of the ADP. 

3. Strategic Principles and Guidelines
The following strategic framework sets out the landscape in which the ADP Communication, Transformation and Change Management (CT&CM) activities should be viewed, planned, executed and monitored.  It lays down some ground rules and points the way for implementing a successful CT&CM programme.
3.1. Cultural context

· Prepare people to expect change in their work and study environment as they expect it in the stages of their social lives
· Cultivate an environment in which continuous improvement and/or change is an expectation of every impacted party
· Educate employees about people's typical reactions to change, i.e. the shock, anxiety, anger, and expectancy (explore the Change Curve Concept)
· Establish effective CT&CM as part of the normal role of every Programme Manager and Facilitator, and reward high performance in this respect.
3.2. Identifying opportunities for change

· Use multifunctional groups/teams, on an ongoing basis, to identify opportunities for improvement.

· Solicit ideas for change and ensure that the best receive some form of recognition.

3.3. Planning change

· Ensure that the current situation, structures, and working methods are fully understood through consultation with those involved
· Prepare the ‘platform’ for change by communicating the need for the changes to all stakeholders

· Develop and communicate a vision of the future together with a credible and honest explanation of why change is required. The “case for action” must be concise, understandable and, above all, compelling
· Prepare a document that details the Current Mode of Operation (CMO) - the Baseline of the operation
· Determine the ‘ideal’ goal/vision the ADP would want to attain/should attain - the Future Mode of Operation (FMO).

· Determine what needs to occur to move from the CMO to the FMO, i.e. prepare a Gap Analysis
· Plan the implementation period carefully by identifying, in chronological order, the likely transitional states and determining the most streamlined paths to the desired future
· Determine how the change process will be overlaid on day-to-day activities
· Involve those impacted by the change in the planning process such that their commitment is gained and they are motivated to support the change
· Define and communicate objectives, responsibilities, and timescales carefully
· Seek advice on implementation methods and timescales from “experts” who understand, and/or are responsible, for the areas of operation affected.

3.4. Championing change

· Gain high-level commitment by championing the change with those whose support is critical.

· Identify “change champions”, that is, those who relish change and have ‘bought-in’ to proposals, and gain their active support and involvement in the promotion of stakeholders’ intentions.

· Positively communicate the vision of the situation after the change.

· Offer evidence of success elsewhere within or outside of the unit.

· Involve employees in celebrating successes particularly in the early stages of the transition.

· Explain how employees will be equipped with skills, as necessary, to perform their new roles and responsibilities.

· Identify a small number of key benefits of the change and promote these heavily.

3.5. Dealing with resistance

· Describe the change and its repercussions, both positive and negative, honestly, to those impacted.
· Communicate the change, implementation proposals, progress, schedule adjustments, etc promptly to beat the ‘grapevine’ where possible.

· Set up specific formal channels of communication for all issues relating to the change, e.g. notice boards, Newsletters, Websites, etc.

· Expect resistance and develop strategies to overcome it. This may involve gaining the commitment of individuals and groups so that critical mass favouring the change is achieved.

· Identify and address the structural and procedural barriers to the change.

· Advise the people of the likely impacts of the change and concentrate on listening to their reactions rather than merely endeavouring to “sell” the change.

· Allow people to express their feelings, particularly if they express loss of something presently held dear.

· Welcome feedback in which stakeholders express their views regarding the change and the progress of the change.

· Ensure that incentive systems are designed and/or redesigned to take into account new measures of performance and new accountabilities.

3.6. Implementation

· Pilot the change wherever possible involving volunteers in the process.

· Prior to and during the implementation, identify and involve the role players affected by the transformation and changes so that they are motivated to support it.

· Make the project team accessible to the stakeholders affected for consultation and discussion.
· Share all available information pertaining to the change with the stakeholders the change is/will be affecting.

· Monitor implementation progress against the implementation project schedule and adjust as necessary.

3.7. Post implementation

Periodic post Implementation reviews of transformation and change should be conducted with the following objectives: -

· To objectively assess the change against the original objectives 

· To measure and compare the costs and benefits of the change against the original cost justification.

· To subjectively assess the effectiveness of the change itself and the methods of implementation through reference to those involved in the new process. 

This should be achieved by face-to-face discussions but may be complimented by attitude surveys and questionnaires to include a wider audience.

It is strongly recommended that all results, both favourable and adverse, are shared with the owners of the change process.  It is essential to collate and present positive proof that a need for change was accurately identified and met, or the humility to admit to some mistakes. This will generate the respect of the unit’s employees and provide a better platform for future change.
4. Stakeholder Analysis

The stakeholders are discussed in two broad areas, namely internal and external Stakeholders. It is possible that a stakeholder may play a dual role (i.e. internal and external). In such a case, the stakeholder should be specified under each grouping.

4.1. Internal Stakeholders:

This group of stakeholders are directly impacted by this strategy and are identified as follows:
· Existing ADP learners
· Existing ADP schools (principals, educators, administrative staff)
· Facilitators and system administrators
· NWU staff (Administration, HR, marketing, lecturers, learner support, faculty management)

· NWED staff (HR, Auxiliary Services, Finance Department, Management)
4.2. External Stakeholders:
These stakeholders play a role in one or more of the following - directing, assisting, implementing, monitoring and controlling – they are referred to as external stakeholders and are:  
· New/potential ADP learners
· New/potential ADP schools (principals, educators, administrative staff)
· ADP Project  Office, sub-project teams and ADP Trust
· External suppliers/service providers

· North West Provincial Government

· National Department of Education
· Partners/suppliers/contractors

· The national and international donor and social development community
5. TC&CM Imperatives

5.1. Development Strategy - Internal Stakeholders
	Stakeholder
	Communication
	Transformation
	Change

	Existing ADP learners
	· Continued motivation

· Encouragement and support
	· Acceptance of the changing face of education
· Acceptance of challenges in project environment
	· Adaptation to the blended mode of learning

· Self managed learning styles

· Accept responsibility for own learning

	Existing ADP schools (principals, educators, administrative staff)
	· Strategic vision

· Progress
· Potential  benefits

· Peer to peer networking
	· Understanding and acceptance of the vision

· Acceptance of the changing face of education
· Recognise the learner as client
	· Innovative methods for applying ICT and blended learning in education at school level

· Removal of obstacles

	Facilitators and system administrators
	· Skills and best practices
· Tools and techniques
	· Recognise the learner as client
· Facilitator rather the “teacher”
	· Responsibility for and focus on learner success
· Self-development and improvement

	NWU staff -(Administration HR, marketing, lecturers, learner support, faculty management)
	· Strategic vision

· Progress

· Potential  benefits
	· Acceptance of the changing face of education
· Understanding diversity

· Changing roles and responsibilities
	· Take the learning to the learner
· Alignment of policies and procedures with vision
· Innovative marketing

	NWED staff (HR, Auxiliary Services, Finance Department, Management)
	· Strategic vision

· Progress

· Potential  benefits
	· Acceptance of the changing face of education

· Understanding diversity
	· Alignment and streamlining of policies and procedures with vision

	
	· 
	· 
	· 

	
	· 
	· 
	· 

	
	· 
	· 
	· 


5.2. Development Strategy – External Stakeholders
	Stakeholder
	Communication
	Transformation
	Change

	New/potential ADP learners
	· Continued motivation

· Encouragement and support
	· Acceptance of the changing face of education

· Acceptance of challenges in project environment
	· Adaptation to the blended mode of learning

· Self managed learning styles

· Accept responsibility for own learning

	New/potential ADP schools (principals, educators, administrative staff)
	· Strategic vision

· Progress

· Potential  benefits

· Peer to peer networking
	· Understanding and acceptance of the vision

· Acceptance of the changing face of education

· Recognise the learner as client
	· Innovative methods for applying ICT and blended learning in education at school level

· Removal of obstacles

	ADP Project  Office, sub-project teams and ADP Trust
	· Strategic vision

· Progress

· Potential  benefits
	· Understanding and acceptance of the vision

· Acceptance of the changing face of education
	· Removal of obstacles

· Free and open communication

· Problem-solving approach

· Ownership and positive attitude
· Role models

	External partners, suppliers / service providers
	· Strategic vision

· Policies, procedures
	· Understanding and acceptance of the vision

· 
	· Alignment with policies and procedures

	North West Provincial Government
	· Strategic vision

· Successes
	· Understanding and acceptance of the vision
	· Champion
· Visible and audible support

	National Department of Education
	· Strategic vision

· Successes
	· Understanding and acceptance of the vision
	· Champion

· Visible and audible support

	The donor and social development community
	· Strategic vision

· Policies, procedures
· Successes
	· Positive disposition towards initiative
	· Financial and other support
· Recognition

· Advocacy


6. Implementing the Strategy
It needs to be noted that this strategy pre-supposes a rollout strategy, meaning that it will not be activated until such time as there is a clear indication of a continuation and/or extension of the ADP concept.  Furthermore, this strategy deals with three key, closely interlinked elements:

· Communication
· Transformation

· Change management.

In order to implement the strategy (assuming it is required) the following steps need to be taken:

1) Further analysis and breakdown of the imperatives per stakeholder and per key element

2) Further analysis and breakdown of the imperatives per key element

3) Definition of the change interventions required

4) Planning and scheduling of the interventions

5) Implementation of required interventions

6) Monitoring and evaluation
7. Conclusion
The strategy reflected in this document is open for comments and/or additions from all stakeholders. The strategy should provide direction for the ADP project team. 

In implementing this strategy, it will also be necessary to look at the transformation and change management issues on a broader scale than just relating to blended learning- ideally, the whole educational strategic environment should be taken into consideration, provincially and nationally
On approval of this document and upon receiving instructions to implement, the Transformation and Change Management Team should develop a Project Schedule in which the necessary activities, roles, responsibilities and deadlines required to implement this strategy are specified.
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