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FROM/TO ANALYSIS
Related AIM Module/Tool: 

Define the Change Module
Project Overview
“From/To” Template
Objective:

To help identify the Target behaviors that must change in order for the implementation to succeed.

Overview:

At a high level, the direct implementation impacts to Targets can be categorized according to a set of organizational dimensions or areas where behavioral change must occur. For example, there might be a need to change to the way we communicate, or to the role of the formal leader, or to how we approach/make decisions, etc.  (See the full set of dimensions listed on the final page of this document).  
For a given change, each of the relevant dimensions can be represented as a continuum of behavior.  At one end point is the “from or current state” and at other end point is the “to be or future state”.  The delta between the endpoints describes the magnitude of the behavioral change that is required for the implementation to succeed.

After selecting the relevant dimensions, determine which (if any) are key to the success of change.  In other words, if the “to be” state for this dimension is not realized, then there will be no actual change.  After the key dimension(s) are selected, the next step is to identify behaviors that describe a performance level, or outcome, which would cause you to agree that end state, has been achieved.  These behaviors are the human impacts/objectives of the implementation.  They are an output when Defining the Change, and a key input to sourcing resistance, aligning reinforcement, and for communication efforts.  
Scope:  

This approach can be applied to identify change impacts at an enterprise or program level, to the multiple yet separate work streams within a program, or to a project level implementation.

Procedure:
1.  The key input to this process is a statement of the definition of the change (e.g., a Business Case for Action) or a vision statement.  This requirement exits, because there must be a clearly defined end state from which to determine the set of relevant dimensions that are being impacted or must change.  Additionally, if a group is participating in this exercise, insure that there is a common view of the definition of the change or vision statement.  Provide time for group discussion to establish that a common view exists.

2.  Determine the scope of the analysis.  For example, are you taking an enterprise wide view, considering a work stream within a program level effort, focused on a single project, or determining how a particular change is impacting a specific stakeholder group?

3.  After reviewing the change definition or vision statement, identify the relevant dimensions for the scope you’ve selected (see examples of dimensions listed at the end of this document).

4. For each relevant dimension, identify a label that describes how it is manifested in the “from” state.  Also select a label that depicts the “to be” state. E.g.,

Assume the dimension is Leadership.  The “from” description might be “Top Down”; the corresponding “to be” description might be “Empowering”.
5. Now assess the impact.  Does the delta indicate a minor or incremental behavior change is required?  Or, does it require a significant change in behavior will be required?

6. Once the relevant dimensions are identified and labeled, select the dimension(s) that must change to meet the goals of this implementation.  For each “must do” dimension, identify the key behaviors that must be deployed in the “to be” state. E.g.,
 For the label “empowering” accompanying behaviors might be:  (1) takes personal accountability for area of responsibility; (2) secures required resources and manages them prudently; (3) seeks and applies relevant information and data for decision making; (4) develops/deploys the necessary skills, in self or others, to meet the business challenge; (5) fully operates within h/her designated authority level. 
7.  These “must do” dimensions and their attendant behaviors are then considered to be the human objectives of the change.  They also are inputs to communications that pin point specific behaviors that must change; and the focus of efforts to align reward and reinforcement practices.
8.  The “FROM/TO” procedure can be used by individual Agents, by a team of Agents or Sponsors, or as involvement activity that taps into the Target community.

Application:  The “FROM/TO” can be utilized in the following ways,
1. As a communication tool to help Targets answer the “WIIFM and “what is going to happen to me?” type questions.

2. To help pinpoint the eventual behaviors that must change and receive reinforcement.

3. To help pinpoint underlying unwritten cultural rules that may conflict with the change.

4. As involvement opportunity to help clarify the “what” and the “how”

5. As input to surfacing resistance.

Sample Dimensions:  (Note -- common cultural dimensions are identified by an asterisk) 
1. Accountability*
2. Collaboration

3. Communication*
4. Compensation

5. Customer relations

6. Decision making practices*
7. Goals (e.g., critical success factors or key result areas)

8. HR development practices*
9. Innovation practices

10. Implementation approach (i.e., change management)*
11. Job design

12. Mission/fundamental purpose*
13. Leadership practices*
14. Operating practices*
15. Planning* 

16. Psychological contract

17. Quality practices 

18. Resource management*
19. Reward criteria*
20. Strategy*
21. Structure*
22. Unwritten rules* (e.g., sacred cows, underlying cultural assumptions, tacit rules)

23. Work climate*
24. Union Work rules
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