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Executive Summary
With rising health care costs cutting into the bottom line of her company, the CEO of a Fortune 500 discount retailer has asked us to help her aggressively address the issue by introducing a change from traditional health care coverage to health savings accounts.  This report takes an analytical look at the different audiences and how they will be affected by the changes.  Beyond our analysis, we have developed strategies, tactics, and an implementation plan based on our analysis that will help us introduce and execute this major change.

Case Analysis
Stated Problem

The CEO of a Fortune 500 discount retailer has acknowledged the rising costs of health care are cutting into her firm’s bottom line.  While all organizations are facing this issue, she would like to address it aggressively by increasing employee health insurance deductibles and using  to help pay for the higher deductibles.  The company will match the employees’ contributions to the accounts up to $200 each month.

Unstated Problem

We need to manage the negative reception of the new health care policies.  There will be many individual groups with varying needs and reactions to this change.  We need to analyze the impact on each of these groups and communicate with each group accordingly. 
Introduction
Purpose
This paper examines the challenges of implementing an entirely new health care coverage system in a Fortune 500 discount retailer.  It offers situation analysis, recommended strategies and tactics, and continuous improvement ideas.
Scope
This report investigates the impact that changing to health savings accounts will have on various groups.  It also examines the potential reactions that people may have to these changes.  Personal preferences are explored and communication tips are provided.
Limitations
There are a few factors that could impede the success of the recommendations discussed in this report.  Some of these limitations include time, money, and support.  If the changes cannot be presented in the recommended time frame, acceptance may be extremely limited.  Also, if the company cannot contribute the finances necessary to provide things such as the financial advisor or the recommended packets, it will be difficult to successfully implement the changes.  Finally, support of the plan will be a key aspect.  The people implementing the changes firmly support these changes or they will never be able to convince others of their merits.  To acquire this support, careful personality and communication preference assessments should be made and communication should be tailored accordingly.
Assumptions
A number of basic assumptions are made in this case.  These assumptions serve as cornerstones to the case, creating context and structure for the decisions and information expounded upon in this report.  These assumptions are explored in more detail later in this report.
Methods
Personal experience, internet searches, personal discussions, and some independent reading comprised most of the research done for this case.  Information gathered through these methods and other research provided a base from which to form all contextual analysis.  All of this information was considered when making decisions concerning this case.

Criteria
There were three basic priorities throughout this case.  These priorities became our goals for the campaign, and as a result, means by which to measure our effectiveness.  Our priorities were:

1. Assess and address the individual needs and concerns of each audience

2. Educate employees about the changes and their effects

3. Carry out the implementation plan
Definitions
· Blog:  an online journal available for web site users to read

· Health savings account (HSA):  a tax-deductible, interest-accruing account for which employees and employers can deposit money to be used for health care costs.  This account is accompanied by a qualified health insurance policy with a high deductible.  The unused funds at the end of the year carry-over to the next.
Relevant Facts
Understanding facts about a situation is absolutely necessary in order to successfully solve any problem.  These facts become knowledge, which leads to a more thorough analysis and appropriate decisions.  We noted five relevant facts as we examined our case.
· Health care costs are concern for all businesses.  For example, General Motors is now paying more for its employees’ health benefits than it is for steel.  

·  HSAs are accounts set up by an employer to subsidize health insurance deductibles.  Health insurance plans need to meet specific criteria to be eligible for an HSA plan, one of which is having a high deductible.
· HSAs transfer health care costs form employer to employee.  The cost of providing health insurance for employees decreases significantly with a significant increase in the deductible.  Employees are responsible for paying for their entire health care service instead of only a portion for a co-payment.

· The CEO of the organization we are working for is a military history buff and describes General Patton and General Eisenhower as her heroes.  She describes them as an odd couple, but she said it “describes her basic sensibilities.”  This tells us she is structured and methodical but is not afraid to act on impulse and do what is right to ensure success.  

· Some groups in our audiences will be more affected by the change than others.  As deductibles increase, the monthly premiums decrease.  This means the individual is paying more for their health care services but less for their monthly charge to have health insurance.  Those who frequently use health care services will be paying more than those who don’t.

Assumptions
Assumptions provide framework for analysis and implementation of any situation.  They put decisions into perspective and present needed answers to important questions.  After discussing this case, we decided there were seven main assumptions we need to make.
· The CEO would like to address the issue strategically so jobs will not be lost or extreme actions have to be taken.  The company’s bottom line must remain within a competitive range, so if this change is not made, another will have to be.  A different change could be more extreme or have a larger impact on the company.
· Worker’s Compensation and liability policies will remain in tact.  If an employee is injured on the job, this health insurance change will not affect the company’s treatment of the situation.
· The employees know little about HSAs.  HSAs were only created a few years ago and are not used by the majority of businesses.  They are becoming more well-known, though, so some employees will be more educated on them.
· The CEO is in full support of the impending changes.  The CEO made the decision to change from traditional health insurance to HSAs and will support the implementation of the change.  We do not have to communicate information about HSAs to the CEO, as she has already made her decision about them.
· Neither the employees nor the CEO have ever experienced this change before.  We designed our plan to include education about HSAs.  If the employees or CEO have experienced this change before, they are well-educated on it, and we do not need to take time educating them.
· The CEO, upper management and employees work in one store.  We made this assumption because we did not know which retailer it really was, and therefore, could make an assumption about the store.  A retailer such as Macy’s is in one building, and we decided to tailor our plan to a company with that physical setting.
· All full-time employees receive health insurance benefits.  Some employers offer benefits to only those who are in managerial positions and some offer to all full-time employees.  We decided to make the assumption that all full-time employees receive benefits.  

Contextual Analysis
Context sets the framework for interpretation.  There can be a different context for each person in the situation; therefore it is extremely important to determine our context before proceeding with the analysis.  Using the law of “large numbers,” we realized it will be extremely difficult to predict the employees’ contexts.  As the implementation plan unfolds, we will have to discover and manage communication accordingly. 

 It is still important for us to conduct contextual analysis of the case so we define the context our group will be using.  Contextual analysis is essential in order to determine our direction and understanding in this case.  The major building blocks of our context involve the complexity of the change, the need for the change, the employees’ reaction to the change, and the type of change it is.
The change we are proposing and implementing is complex.  This makes it less manageable and more difficult for the employees to understand.  We need to make the change less complex by breaking it into steps.  The steps we chose are discussed in the implementation plan section of this paper.
This change will keep the company competitive in the marketplace, which makes it advantageous over the past practices.  Companies are constantly looking for ways to increase their bottom line and remain a key competitor in their industry.  Through this change, the company can thrive without taking a more drastic measure, such as laying-off employees.  
Another implication of this situation is the employees could associate this change with their own financial loss or company problems.  Money is taken very seriously, and if the employees associate this with a loss of money they earned, it would cause a great deal of dissent.  They could also view this change as a loss of money because their benefits are not as lucrative as when they accepted their position at the company.  An association with company problems would be a cause for concern as well.  If a company is experiencing financial difficulties, the employees’ positions could be in jeopardy.  This idea could create stress, fear, and anxiety among the employees.  This would affect employee morale and productivity.
This change is non-routine for both the sender and receiver of the message.  The CEO has never implemented this change, and based on our assumption, the employees have never had to make this change.  A rich medium will help to manage their perspectives during the implementation.
Audience Analysis
First Consolidation
During our brainstorming of audiences, we found there were many categories of people affected in this case.  We began consolidating these groups and were able to develop 11 groups: CEO, upper management, higher-paid full-time employees, medium-paid full-time employees, lower-paid employees, part-time employees, employees with high health care costs, employees with low health care costs, shareholders, customers, and other companies that conduct business with our company.  We then looked at the impact this change will have on the group, what the group knows about the pending change and HSAs, what the resistance points will be for this group, the intensity this change will have on the group, the communication preferences of the group, and our goals when working with the group.  In all of our groups except the CEO, we also determined who the “lions” are.  In place of the “lions” category, we determined the CEO’s Myers-Briggs score. (See Appendix A)
Group 1:  CEO

The CEO of this company will be impacted the most by the backlash from the change.  She is making enough money to not worry about the increased cost of health care, but she will be the head of this change and will have to deal with the affects.  She knows all about HSAs and the impending change, so we decided that on a scale of zero to five with zero being no knowledge and five being full knowledge, her knowledge rating is a five.  Her resistance point for this plan will be the backlash from the change, as she does not want it to get out of control.  This change was her idea, so the intensity level for her is a five.  Communication with her needs to be face-to-face in order to receive immediate feedback and ensure clarity.  We also need to use written communication to give her details and information for future reference.  Our goals for communicating with her are to educate her on the importance of honesty, the details, and implementation of the plan, what to expect and the grief process.  She needs to understand her employees will need information and will have questions, but the best way of dealing with it all is to be open.  If the employees are misled or they feel they are being deceived, the situation could turn into a crisis.  She needs to understand the plan and implementation because she is the head of the change.  Also, it is important for her to know what to expect when the change is implemented and how her employees will react.

Myers-Briggs Score

The Myers-Briggs score of the CEO is ENTJ.  We determined she is an extrovert because she talked freely with us and communicated openly about her opinions.  Although she has strong sensor tendencies such as being realistic and factual, we decided she is an intuitor.  We came to this conclusion because she looks at the big picture and change.  She is very strategic, logical and analytical, and she seemed more concerned about the change than the feelings of her employees.  From this, we decided she is a thinker.  When we met with her, she was very punctual and could only give us 15 minutes of her time.  She is very focused on her schedule and time, so we determined she is a judger.

General Patton and General Eisenhower

Another aspect we looked at in our analysis of the CEO is her interest in General Patton and General Eisenhower.  These two men were in the military together and made important decisions in their leadership positions.  That is about all they have in common, though, as the differences between the two are quite striking.  

General Patton was very direct, bold and never “sugar-coated” anything.  He would be the first person to speak up and was not worried about others’ opinions of him.  He also felt no desire to be compassionate, friendly, or liked.  His many episodes of tyrant-like behaviors made him very hated and unpopular among his soldiers.  (D’Este)

Eisenhower was a strong leader and was very strategic as well, but used a less harsh approach.  He understood the implications of his behavior and acted accordingly.  He was willing to make unpopular decisions, but his successful management of the situation and his soldiers made him a well-respected leader.  (http://www.eisenhower.archives.gov/)
Even though she claims they are an “odd combination,” she considers them to be representations of her “basic sensibilities.”  From this information and her Myers-Briggs score, we gathered that she and Eisenhower both understand the importance of strategic planning and proper communication.  She is similar to both Patton and Eisenhower with respect to making unpopular decisions.  She is aware of the anxiety this will cause, but she is willing to make the change anyway.  We also concluded that she must be aware of the importance of others’ opinions of the leader.  She studied two prime examples of opposite philosophies, and we determined she must have realized the affects of well-respected leaders versus not well-respected leader.  
Managerial Style

Based on her Myers-Briggs and her interest in military history, we determined she is a top-down arrow manager.  She believes in downward communication and gives the impression she is “pro-management.”  In addition, it seems she made the decision to change from standard health insurance to HSAs on her own.   
Group 2:  Upper management

The upper management has less of a financial burden than a responsibility burden.  The upper management also has the impact of the employee backlash.  They will be the one of the targets for the employees when expressing emotions and aggravations.  They know more about HSAs and that a change will be coming in the company, so their knowledge rating is a four.  The resistance points for this group are trade-offs and backlash.  Even though upper management has more income than other employees, they still have to make trade-offs.  If more money is going into their health care, less will be going elsewhere.  They will also be dealing with the backlash from the change, and this will be stressful.  The intensity rating for this group is a three since they have more income but still have to deal with the backlash.  We will need to use face-to-face communication for this group in order to have immediate feedback and written communication for their future reference.  This group will play a considerably heavy role in this change, and they need to be well-informed and clear on the plan.  The “lions” in this group will be those who are very well-respected and admired in the company.  These are role models and leaders for others.  Our goals in working with this group are to educate them on the details of the plan, the grief process the employees may go through, and gain support of this change.  Along with being well-educated on the system and the affects it will have on their employees, the upper management also needs to be supportive of the plan.  If they have negative feelings about it, we cannot expect them to help resolve negative feelings their employees have.

Group 3:  Higher-paid full-time employees

The higher-paid full-time employees do not have a large financial burden because of this change.  The biggest impact for them will be the added responsibility of the system.  They will have to do more work and put more effort into their health care than they did in the standard health insurance system.  These are probably more educated people and will know more about HSAs than other employees.  Therefore, we decided their knowledge rating is a two.  They will also have to make trade-offs, but their trade-offs will not be as major as will be those with a lesser income.  Financial burdens carry great impact and increase the intensity, and because this is not as much of an issue, we rated their intensity at a two.  The reduced intensity and impact led us to decide on written communication with feedback opportunities, as well as face-to-face communication.  The employees in this group will not be highly emotional about the situation because their intensity and impact are not as great.  They still need the information, though, and because they are more educated, they will probably want written communication for details and thorough education.  They still need feedback opportunities, as their questions and concerns are still important.  The “lions” for this group are those who are highly-ranked and experienced.  These “lions” are well-respected and are seen as role models for others.  In addition, the employees in this group could be hoping for a promotion and will be more likely to watch the actions of their superiors in hopes of this.  Our goal for this group is to educate them on how this plan works and its advantages and disadvantages.  We need to not appear to be hiding information from them, since they will put more thought into it than some others.

Group 4:  Medium-paid full-time employees

The medium-paid full-time employees are impacted by a financial inconvenience.  They are making more money than the lower-paid full-time employees, but they are not living without money concerns.  This group’s knowledge rating is a one.  This is because this group includes many people, and we predict that although some will have knowledge of HSAs, many will not.  A resistance point for them is they will have to make trade-offs in their lives to offset the cost of health care.  Trade-offs are not pleasant, as we never like to give up something we want or are used to having.  The intensity rating for this group is a three.  Since they are making more money than the lower-paid employees, they will not be burdened as much, but they will have to make sacrifices and will be impacted by this change.  Face-to-face communication with plenty of opportunities for feedback is the chosen form of communication for this group.  They will have questions and emotions about this change that will need to be validated.  The employees must feel valued and respected, and their feedback must be taken seriously.  The “lions” for this group are, again, the supervisors, more experienced and social employees.  They are trusted employees who are leaders in their group.  We need to assure them of the company stability and their health care benefits.  This should minimize their fears of losing their job or the company closing.  Also, this will emphasize that they still have health insurance, and they did not lose this benefit.

Group 5:  Lower-paid full-time employees

The lower-paid full-time employees will be impacted because they do not have much income and will not have as much to put into an HSA.  They will be in a financial struggle and will have to do major adjusting in their standard of living in order to pay for their health care costs.  They have the same amount of knowledge as the previous groups, since they are also a large, diverse group of people.  They receive a one because some people will know of HSAs and some will not.  A major resistance point will be that they can’t afford health care.  Proper health care is very important, and health insurance is a benefit that may have an impact on an individual accepting a position with a company.  All of this leads to an intensity rating of five, the highest level on our scale.  We will need to have face-to-face communication with them and provide them with plenty of feedback opportunities.  They will need written information for details and future reference as well.  The questions and feedback will have to be answered in a respectful and timely manner.  The “lions” in this group are supervisors and experienced employees who are well-respected and vocal.  If the employees trust the person and use the person for guidance in other situations, it will be the same in this situation.  Our goals are to assure them of the company’s stability and their health care benefits.  The company stability aspect is designed to minimize worries of job stability and security.  The health care benefits aspect is designed to help them not feel so alone.  Also, we need to calm their fears of not being able to afford health care.  We need them to understand that they are not without health insurance. 

Group 6:  Part-time employees

The part-time employees will not be affected directly by this change, since they don’t receive health insurance through the company.  They are a large, diverse group and, just like the other groups with this characteristic, there are some people who know about HSAs, but more who don’t.  With this reasoning, we rate this group a one for knowledge.  There are no resistance points for this group as they stand, although if the part-time employees were considering full-time employment, they would have a resistance point of less lucrative benefits.  The minimal impact this change has on this group led us to decide their intensity is a zero.  We decided to put the information on a bulletin board so they are able to read about the plan and be informed, but we will not force them to give up their time to learn about the program.  The “lions” for this group are those who have the most experience and are the most respected.  Our goals for this group are simply to inform them of the change so they are not left out, and give them the option of learning more.

Group 7:  Employees with high health care costs

The employees with high health care costs will be paying more for their health care in an HSA program than they would in a standard health insurance program.  This means they will have less money for everything else.  We decided their amount of knowledge is rated a one for the same reason the previous groups have been rated a one: they are a large, diverse group of people with some members more informed than others.  A major resistance point for this group is they are looking at the possibility of not being able to pay their health care costs.  This is a major area of concern and is a very real fear.  Based on this information, we decided the intensity for this group is at the highest level: a five.  Face-to-face communication with plenty of feedback opportunities will be necessary in communicating with this group.  They will have many questions and emotions during this time, and it is important to not keep them “in the dark.”  We also will provide them with information in the form of written communication for solid facts and future reference.  The “lions” for this group are the supervisors and experienced employees who are well-respected throughout the group.  Employees have used these “lions” for guidance and support during their employment and will continue to do so during this change.  The two main goals we established when addressing this group are to calm their fears and reassure them of their benefits and position.  Emotions are strong and it will be important to manage them.  Their fears may escalate into the fear of losing their job or their company closing, so we need to assure them these are not options we are looking at.  We cannot guarantee that they will continue to have their job, as it is impossible to guarantee that to anyone at any time.  We need to focus more on the fact that this change is designed to make the company stronger and give the employees more power in their health care decisions.

Group 8:  Employees with low health care costs

The employees with low health care costs will save money in this HSA plan.  Their health insurance premiums will be much lower than they are in the standard health insurance program, and they will receive money from the company to match their personal contributions to their account.  Like the previous few groups, they are a large and diverse group, so their overall knowledge rate is a one.  A resistance point for this group is the fear of what will happen in the case of a serious injury such as broken bones.  This group is rated a one for intensity because it has a slight chance of a negative impact and its resistance point is fairly low-key.  Because of the intensity, resistance point and impact, we decided this group’s communication preferences will be written communication with feedback opportunities.  The employees would still receive the information and would have it for future reference, but they would have the freedom to read it at their leisure.  The “lions” for this group are supervisors and more experienced peers.  We established our goal for communicating with this group is to inform on how this program works and of the advantages and disadvantages of it.  They will not have as many negative feelings about the program as other groups, but they still need to be educated on the system.

Group 9:  Shareholders

The shareholders will be impacted financially in this plan.  In the long-run, they should gain money on their company investment because this change should increase the bottom line.  In the beginning, it will not be that way, though.  Productivity may decrease as the employees sort through the changes.  Shareholders invest their own money in stocks and must remain educated in order to make logical decisions.  They must know about HSAs since they are becoming more popular, but they are unaware our company is changing.  Therefore, we decided the shareholders’ knowledge rating is a three.  The resistance point for this group is a fear of financial loss.  Major changes affect many aspects of the business and the shareholders could lose money because of the change.  Also, this could mean the company is in financial trouble and will be making changes to increase the bottom line.  One way they could do this is to decrease the product quality.  Changing the quality of the product or the product itself is risky and this may cause fear in the shareholders.  If the shareholders read this change as a sign of financial crisis, they may withdraw their funds in fear.  This is dangerous because without our shareholders, our company does not exist.  This causes their level of intensity to rise to a four.  Our communication preference with this group is written communication because the group is more concerned about the message and information and is distributed over a large demographic area.  We need to provide them with plenty of feedback opportunities as well as ways of obtaining information so we do not leave them wondering and guessing.  The “lions” in this group are those who hold the most stock.  Others with the stock will be watching for changes in the company’s stock to determine what other people are doing.  If our “lions” sell their stocks, others might follow.  Our goals with this group are to assure them of the company’s stability and highlight the company’s growth potential.  The purpose of this is to establish confidence in the company and how we are handling the change so the shareholders do not sell their shares of our stock.

Group 10:  Customers

The customers of this company will be worried about the company.  They buy from the company for a reason and will be worried about whether the store is in a financial crisis or not.  They are another large, diverse group of people with varied amounts of HSA knowledge.  We gave them a knowledge rating of one because of this.  A resistance point for them will be a worry about the company’s financial status. The company will find other ways to increase the bottom line if it is in a crisis.  For example, they may worry that the company will no longer provide the service or product that makes them a customer of the company.  If the customer values the quality the company provides, the customer may be concerned about a loss of quality will occur in order to increase the bottom line.  This worry is not as serious as others have been, though, and because of that, the intensity level for this group is a one.  To communicate with this group, we decided to post information on a bulletin board in the customer service and restroom area.  This gives them the information and the opportunity to read about it, but does not over emphasize the information.  The “lions” for this group are those who are frequent customers in our store.  Personal testimonies and decisions travel quickly through groups of people, and if a loyal customer changes stores, it is likely to have an affect on others.  Our goal for the customers is to assure them of the company stability.  We need them to understand the company is not in a financial crisis, and the rest of the store and system will remain in tact.

Group 11:  Other companies that conduct business with our company

Other companies will be worried about the stability and financial situation of our company.  They choose do conduct their business with us for a reason, and just like the customers, they worry about a loss of that reason to continue business with our company.  Because the other companies have to say educated on business changes, they will have a certain degree of knowledge about HSAs.  They will not know we are making this change, though, so they receive a three for knowledge level.  The other businesses are worried about their own business, and therefore are worried about the companies they do business with.  If company X buys from company Y and company Y just reduced its product quality, the product quality for company X is reduced as well.  There is no evidence of our product quality reducing or any other change taking place, so we rated the intensity of this group a one.  We decided the communication preference for this group would be print.  Verbal transmission of information that travels through many people is not as accurate as a written statement of the facts.  We feel this would be the most appropriate in order to focus on the facts instead of potential gossip and rumors.  The “lions” for this group is the management.  They are the opinion-leaders and decision-makers in their companies.  Our goal with this group is to assure them of our company stability.  These companies need to know we are still strong and the other aspects of our business will remain the same.

Second Consolidation
After analyzing these 11 groups, we discovered some had strong similarities with others.  We further consolidated these 11 groups into 6: CEO, upper management, high impact, low impact, minimal impact and shareholders.  (See Figure 1-1:  Audience Consolidation)  The CEO, upper management and shareholders groups remained the same, but the rest are new groups made from combining previous groups.  The high impact group is made of lower-paid full-time employees, medium-paid full-time employees and employees with high health care costs.  The low impact group is made of higher-paid employees and employees with low health care costs.  The minimal impact group is made of part-time employees, customers, other companies that conduct business with us and the media.  We decided to include the media in this group because we need to address the media and provide them with information as well.  

By consolidating these groups, we made the audiences more manageable.  The original groups will not suffer by being included in our new groups, since they were grouped based on similarities.  The impact, knowledge, resistance points, intensity levels, communication preferences, “lions,” and goals of the original groups now are those of the new groups since the original groups all agree on these aspects.



Business Goals

Any action done at any time by any person is meant to accomplish a goal.  Goals define values and identity and provide rationale for decisions.  We know very little about our company, so we do not know its company goals.  We do know that it is a for-profit business, and through that, we can determine two main goals.

One goal is to increase the firm’s bottom line and shareholder returns to remain competitive in the market.  We chose this as a goal because our company is a Fortune 500 for-profit business.  It needs to remain competitive and profitable or it will not exist.

Another goal is to retain the employee base.  This goal relates back to the company’s profits.  Hiring is a costly process and if the company wants the most profit it can, paying money for hiring new staff would not be conducive.  Also, employees do not usually leave because they think highly of the company.  It is more often the opposite, and since word-of-mouth is very persuasive, we want to minimize negativity about the company.
Communication Goals
In creating our plan for this change, we need to be aware of the business goals and develop goals that will help accomplish them.  The messages the employees receive need to be consistent for them to be successful.  Keeping this in mind, we developed two communication goals.

One goal is to maintain or improve the company’s reputation.  We have no input on the product or services the company provides, but this is one area we can impact.  Reputation is important for trust and maintaining relationships.  It can also help create loyalty, which directly impacts the bottom line.  

Another goal is to maintain or increase the employee morale.  This creates a better working environment and increases the chances the employees will want to stay with the company.  It also could create loyalty and positive feelings about the company.  In this case, the power of word-of-mouth would be beneficial.
Strategies and Tactics

Communication Strategy

A communication strategy helps focus the campaign.  It is an overall strategy and is necessary in the narrowing of our plan.  We determined our communication strategy before the strategies of our individual groups for this reason.

We decided to develop individual strategies and tactics for each impacted group.  This is because each group has its own degree of impact, knowledge, intensity, and goals.  We need to address each group based on its concerns and needs in order to successfully communicate with them.
It will be important to clearly communicate about the changes to all groups involved.  We cannot leave any group out of our plan because our goals involve all groups.  We do not want to miss accomplishing our goals due to deeming someone not important enough.  
It is also very important to reinforce company values through stories, logos, and personal examples.  Reinforcing these values could help employee morale and the chances of a smooth transition. 

To be successful in this implementation, we need to remain respectful of employee needs and concerns.  They cannot feel forgotten-about or unimportant.  If we do not validate them as important parts of our company, we will devastate our goal of maintaining or increasing company morale.

Just as timing is a factor in any implementation plan, it will be important here.  Productivity decreases when a change is first implemented; therefore we need to introduce this during a low business period.  If this is a store highly affected by Christmas sales, implementing this plan toward the end of the year could be catastrophic.
Strategies – CEO

It will be very important for us to review the affects that could result from the changes with the CEO.  We need to educate her on the affects of the changes from an individual financial stance and well as the mental implications on each individual employee.  She needs to be aware of the changes that will occur in productivity.  When change is first implemented, productivity decreases.  It is important for her to understand this before it happens.  Over time, productivity should increase again and return to a more stable state.  

Also, we need to reinforce the importance of cultivating a climate that simulates sharing and the potential to act on continuous improvement ideas.  This will help the employees deal with the situation because they will feel their opinions and suggestions are valued.  It will also be important feedback for us to evaluate the effectiveness of the plan and continuously improve it.
Tactics – CEO

To show the CEO the affects the change may have, we need to show her the links between the changes and the various ways each group will be impacted.  She needs to understand the implications of these changes in order to manage them properly.  She needs to know what stages may invoke what emotions in what groups.  We will educate her on the grief process her employees will experience so the chance she will be taken by surprise during the various stages is decreased.  Being able to prepare for the affects makes them more manageable.  Also, she can better prepare for events such as the loss in productivity if she knows it is coming.

The employees affect the culture of the company; therefore to impact the culture, we need to pay special attention to the employees.  We need to respect them and listen to their ideas.  We also need to have multiple feedback mechanisms to provide them with plenty of opportunities to voice their opinions.
Strategies – upper management

We need to gain support of our plan within the upper management.  These are the people who will be responsible for implementation, so the importance of their support is unarguably essential.  It would also be very difficult for them to properly handle any employees’ negative feelings if they have their own.

We also need to educate them on the affects of the changes.  Just as we did for the CEO, we need to educate them on what may happen in the various levels.  There is no such thing as only one change because that change changes something else.

Tactics – upper management

We need to gain support of our plan by showing them the existing need, how this plan is a remedy for the need, the disadvantages of the plan and how the advantages out-weight the disadvantages.  If they are not convinced of any of these aspects, they will not believe in the plan.  They may be receiving negative feedback from the employees and it may be difficult to remain optimistic about the plan.  We need to gain their strong support so they can “weather the storm.”
We will use the same tactics for the upper management as we did for the CEO in trying to educate them on the affects of the changes.  We will develop links between the changes and the various ways each group will be impacted and educate them on the grief process the employees will go through.
Strategies – high impact

This group will be more complicated to deal with.  They have strong emotions because they are being greatly impacted by this decision.  We need to calm their fears and manage their anxiety.

We need to manage the dissent and skepticism that will occur during this change.  We do not want to eliminate the dissent because it is necessary to a certain degree.  If we lose control of it and it gets out-of-hand, we will be facing a more serious problem.

Also, it will be important to reduce the potential for a negative impact on the employees.  The more negative the impact is, the worse the situation will be.  This will not be a positive change for the people in this group, but we can work to lower the likely amount of negative impact for them.

Tactics – high impact

We will need to provide this group with many feedback opportunities.  They will have many questions, concerns, and emotions that will need to be heard and dealt with in a timely manner.  This group needs to feel respected and valued because they may feel betrayed by the company at this point.

Dissent and skepticism may lead to questions of job stability and company problems.  We need to reassure them of their job and the company’s stability.  We cannot guarantee they will have their job as long as they want it because that is an impossible claim to make to anyone at any time.  We do need to minimize rumors of this nature to maintain control and reduce fears.

In hopes of reducing the negative impact, we will provide a financial advisor for the employees.  This financial advisor will be on-hand for two weeks and will be open for anyone wishing to use this resource.  This will provide guidance for those employees who are concerned about their situation and how they will manage the changes.

There will also be a web site for all to use.  It will provide information about the changes and HSAs and will be a place to reference information.  This web site will not be designed to be a guidebook for making decisions.  It will be more for clarification and referencing information.

Strategies – low impact

The strategies for this group are almost the same as those for the high impact group.  The difference is that this group will not have the high level of fear and anxiety the high impact group had.  We will still manage the dissent and skepticism and reduce the potential for a negative impact on the employees.  Although this group will not be greatly impacted, they still may have dissent, skepticism and a negative impact.
Tactics – low impact
Since the two strategies for this group are the same as the high impact group, the tactics will be the same as well.  We will reassure them of company stability.  Any change an employer makes creates questions in employees’ minds.  These are employees of an employer that is making a change, so they need to be reassured.

We will provide them with a financial advisor.  They are still affected by the change and may appreciate some guidance.  They may have questions and would benefit from talking with a financial advisor.

Information will also be available on a web site designed to inform people about HSAs and the change.  This web site will serve as a reference and a place to possibly find answers to questions they have.

Strategies – minimal impact

This group is made of people who will not be directly impacted by this change.  None of these people are employees changing their health insurance to HSAs and are not going to be as affected.  They may have some skepticism, though, and we want to reduce the amount of it.  Negative news travels faster than positive news, so rumors could spread quickly if not managed.

Also, we want to reassure the stability of our company to this group.  We need them to understand the company is not in a crisis and nothing else is in jeopardy at this time.  All the rest of our business will remain the same, and there will be no more changes made than the average. 
Tactics – minimal impact

Information will be important in minimizing skepticism.  We need to be open and provide them with the information so we do not appear to be hiding anything.  This information will be posted on the web site for all to access.  This web site will be updated regularly to keep all web-users updated.

We will post a bulletin in the store in the customer service and restroom area for those who are interested in the change.  They have the option of reading, but are not forced to do so.

As a general rule, we will provide the requested information in a timely manner.  We will acknowledge their interest in the change and the company and will supply them with the information they request.

Strategies – shareholders

The shareholders are important to the company because without them, the company would not exist.  We need them to develop an understanding of the changes to occur so they are well-informed of their company’s actions.  If they are left to wonder or guess, they could be fearful and sell their shares of the stock.

We will also keep them informed as we progress in the implementation.  They need to feel that we have nothing to hide and are safe to invest in.  Without this comfort, they may decide to “play it safe” in their eyes and invest elsewhere.

Tactics – shareholders

To ensure this group of our stability, we will send out informational brochures about the company.  This will give them something in print to say where the company is and why it is safe to invest in it.  It will also make the shareholders feel valued and appreciated because we made the effort to send them the brochure.

We will continue to send them updates throughout the implementation.  This information will be on the progression of our plan and our marketplace successes.  This will function in the same way the brochures will.  It will make them feel important to us, will keep them “out-of-the-dark,” and it will reassure the company stability.
Also, they will have information about and be provided the link to our web site.  This will be the same web site as the site we used for the other groups.
Congruency Testing with SMCR

In determining each stage of our process, we looked at the SMCR selection model.  SMCR stands for sender, message, channel and receiver.  This model is designed to assess the compatibility between these four aspects.  It tests the congruency and effectiveness by asking five questions.    

S↔M

· Are needs of the sender compatible with the attributes of the intended message?

The CEO needs to manage the anxiety and backlash that will occur in the high impact and low impact groups because of the health insurance change.    Our message of the employees being respected and valued is congruent with this need.  This message is compatible with the CEO’s goal because if the employees feel valued and their feedback is taken seriously, some degree of their fears will be minimized.

We also want to minimize the skepticism and fears of our minimal impact and shareholder groups.  The message will be for them to believe in the company’s stability and potential.  This is congruent with the needs of the company, as the shareholders will be less likely to pull their money and the customers, and other businesses will continue to do business with our company.

The CEO needs for both the upper management and the CEO is to be able to manage the situation and the employees’ anxieties.  By educating them on the grief process and what ways the various groups will be affected, they will be better prepared for situations that may occur.

M↔C

· Are the messages sent compatible with the channels used?

This change is non-routine for both the sender and the receiver.  We need to use rich channels in order to effectively implement this change.  The most effective knowledge-sharing is face-to-face, so we are using this form of communication to inform the high impact and low impact employees.  This will also make the employees feel that they are valued because this channel concentrates more on the people instead of the message.

Written communication focuses more attention on the message and the information, so we are using that as an additional form of communication.  This will be used for all the audiences, as the information will be important for all.  Written communication will provide concrete information for future reference and will answer some questions.  

We also are using web based communication as another source of information and reference for all of those impacted by the situation.  This is another form that concentrates on the message.  We want all groups to feel informed and valued by the company.  All audiences can use this web site and can access it at their convenience.  Web sites can make finding exact pieces of information much easier.

S↔C

· Are the sender’s needs compatible with the channels used?

The CEO needs feedback about the situation from the high impact and low impact groups.  Face-to-face communication provides instantaneous feedback and opportunities for discussion.  The CEO will be able to adapt and stay informed while educating these groups.  It will also be important to gain an insight into the contexts they are using as soon as possible.  Face-to-face communication will provide feedback about the context immediately. 

It is important to the CEO to manage the minimal impact and shareholder groups.  These groups will be receiving information from many places, so she needs to manage the rumors and speculation that may occur.  She cannot control all of the information, as they will receive it from many places, but by using written communication, she can provide them with solid facts.  By presenting these groups with written information and keeping them updated through this form of communication, she should be able to have an impact on minimizing speculation.

The CEO needs the confidence of those around her for this plan to work, as it would be impossible to do this alone.  Feedback from her upper management will be important to her because they know the business and the employees as well.  She also needs the upper management to understand the situation and be able to competently manage the impacts this change will have.  Face-to-face communication will allow for immediate feedback and clarification of the change, as well as allow her to speak personally with the upper management to earn their confidence in the system.

M↔R

· Are the messages compatible with the receivers’ needs?

The message is compatible with the high impact and low impact groups because they are looking for validation.  They give their time and energy to this company, and they need to know that they are valued.  No one likes to feel that they are replaceable, so it is important that the message does not imply this.  Also, the employees depend on their job to survive.  Their job and company are important to them, and they need to feel that they are important to the job and the company.

The minimal impact and shareholder groups are impacted by the successes and failures of the company, so it is important for them to feel that the company is stable and safe.  The shareholders need to feel that their money is safely invested.  The part-time workers, customers and other businesses conducting business with our company need to feel that our company is stable enough to further their relationship.  They need to be reassured that they are not taking a risky gamble by trusting this company.

The CEO and upper management will be under a lot of pressure during this time and will need to be confident in their management skills and knowledge of the situation.  By educating them on the possible reactions and impacts of the change, they will be better prepared for the backlash.  They will have more “tools” to handle the situations that will occur because of our message.

C↔R

· Are the channels utilized compatible with the receivers’ needs?

The high impact and low impact groups need to feel valued and appreciated by their company.  By using face-to-face communication, they will feel more important to the company.  If the company has enough respect to its employees face-to-face, it is much more personal and impacts them on a personal level.  They will feel less like it is simply information they must listen to and new rules they must adhere to without question.

The personal tie to the company is less important to the minimal impact and shareholder groups.  The minimal impact group is more concerned about stability and the shareholder group is more concerned with the financial state and potential of the company.  Written is an appropriate form of communication because it presents and focuses on information, which is what these groups are looking for.

The CEO and upper management need to feel capable of handling the upcoming situations.  By talking to them face-to-face, they feel more personally educated and ready for the backlash.  They also have an opportunity to provide immediate feedback and receive clarity during face-to-face communication.  This will be important to them because they will need to be clear and well-informed on the change.  Written communication focuses on information, so these groups need forms of written communication as well.  They will need specifics and facts in order to handle the questions that may arise.
Communication Tactics

The theme we selected for the campaign encompasses everything we would like the employees to focus on with this change.  We selected the theme “It’s your future – get involved” for a number of reasons.
1. With this change, we really want the employees to start thinking about the future.  Because this change is so big and will be a bad news for many employees, they will go through the stages of the grief process.  This process begins with denial, anger, and bargaining.  Although we respect this and want to guide them through this process, we would like them to really think about their future and consider their options as soon as possible.  By focusing on the future and employee involvement, we hope to create some ambition and dedication to planning for the change.
2. Rising health care costs have businesses moving toward this type of health care plan.  As referenced in our case, GM pays more for health care for employees than it does for steel.  According to Geoffrey Colvin in the November 14, 2005, issue of Fortune magazine, the renegotiation of health care by GM on October 17, 2005, was a turning point for the way businesses provide health care.  Keeping this in mind, and noting the gradual but obvious turn from traditional health care to health savings accounts, we would like to help communicate to the employees that this is a growing trend adopted by many industries.  Through this observation we hope to create links to the idea of staying competitive.  Once the employees begin to recognize that this change is being instituted by a number of businesses, spanning many industries, we can begin to shift their focus from this individual change to marketplace trends.  As we focus on the trends in the marketplace, we can draw connections between changes, such as this one, and the ability to remain competitive in the marketplace.  By developing an understanding of the need to stay competitive and how this change provides a remedy to that need, the concerns and accusations of cost shifting and the business being unsuccessful should begin to subside.
3. We felt that an important aspect of this change is the freedom and control employees will have.  With a health savings account, employees can choose their health care provider, choose how much to put into their health savings account, and more.  The involvement portion of our theme focuses on this choice that the employees now have.  We thought this approach was valuable because we do not want the employees to feel as though these big changes are taking place and they are victims of the effects.  We really want to highlight their options and get them involved in choosing the plan and system that works best for them.
4. Finally, we hope that the encouragement to get involved will encourage at least some employees to take the time to examine this change and health savings accounts in more detail.  We would like some employees to take interest in the changes and become knowledgeable in the marketplace trends.  By learning this outside information, these people will become more apt to accept the changes and, as a result, will become “lions” for our campaign.

Our image was selected to reinforce the ideas behind our slogan.  It was an image that immediately resonated to us.  Upon further review, we have found that others need a little more explanation to get the some understanding.  This is an aspect of our campaign that could be changed to tailor more to the individual needs, interests, and concerns of the organization.  The image we selected was:
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Again, there were multiple purposes behind the selection of this portion of the campaign.
1. As a means of energy production, the turbine was slow to catch on.  At first people did not widely acknowledge this device as a feasible means for energy production.  Later, as more turbines were put to use and more substantial amounts of energy were produced through increase technology, this became a more commonplace form of energy production.  The growing crisis of diminishing fossil fuels also helped to raise the acceptance of this mechanism as a real energy production possibility.  Like the turbine, health savings accounts were adopted by some people right away but dismissed by many.  As growing needs and climates change, health savings accounts, like turbines, are becoming a much more accepted alternative to the norm.  We planned to use the example of the turbine’s growth in popularity and functionality as a comparison to the effect that health savings accounts would have on health care in the future.  This only serves to further reinforce the idea of the future in our theme.
2. This image went far beyond the simple picture of the turbine and the metaphor that health savings accounts are the turbines of health care.  The turbine in the palm of a hand, the employee’s hand, “your” hand, creates an even more powerful image.  As mentioned previously, the turbine is a mechanism for harvesting natural energy, in other words, they create power.  This image, therefore, symbolizes that power lies in the hand of the employee.  That aspect of the image greatly supports and builds on the involvement and power to choose aspect of the theme.

Together, our theme and image will help to close the gap between where employees currently are and where we would like them to be.  (See Figure 1-2: Gap Analysis)  As the employees move toward acceptance of this new system, they can begin to learn how to make the system work for them and consequently thrive within this new health care environment.



Implementation Plan

We brought all of our communication tactics together through our implementation plan.  Because this change was so large, we segmented the implementation plan into five steps, or stages.  The steps, labeled announcement, reassurance, support, change, and review, were meant to build upon one another to help make the transition as smooth as possible.

We chose to start the announcement stage by notifying people of the meeting on a Monday.  The implementation plan then begins on the Wednesday immediately following the meeting notification with the announcement stage.  A flowchart is provided to guide the executive team through the process.  (See Appendix B)

Announcement

· Wednesday (one day)
· This is the day that employees will find out about the major change to their health care.  There are three major steps taken today in conjunction with the announcement of the impending changes.
1. A face-to-face meeting will be held to announce the changes.  The CEO, upper management, and employees will all attend the meeting.  There will be printed copies of the changes for each individual.  The CEO will also verbally explain the changes that will be taking place.  We recommend using a few charts or visual aids during the presentation.  Additionally, the CEO will express sympathy for the employees as the change will be difficult for many of them.  The CEO will also share some stories and examples of families or people that will be affected positively by the changes.  For example, the Smith’s annual medical costs totaled $1,500 last year, but they paid over $2000 for insurance.  They paid $500 more than necessary with the current insurance plan, but with an HSA they only pay for what they need.  At this time, we also plan to have the CEO announce the company’s plan to begin allowing people to put money toward their HSA while still covered under regular insurance.  The company will match any contributions up to $200 per month in this four week grace period as well.  Finally, to close the meeting, the CEO will take any questions or concerns that employees may have.
2. On the first day, a link from the company’s website will be launched.  This link will lead to a separate web site designed to explain the changes and provide additional information about HSAs.  This site will also contain links to other credible websites that provide information about HSA plans.
3. Finally, multiple feedback opportunities will be put into place for the employees.  They will be encouraged to call or email the CEO with any questions or concerns they have about the impending changes.  They will also be able to set up an appointment with the CEO by contacting his secretary.  Employees wishing for a more lean form of communication can choose to place comments or general questions in comment boxes that are placed our for employee use.
· Thursday through Sunday (four days)
· The next four days will be focused on harvesting dissent.  The executive team will work together to determine what the major concerns of the employees are.  During these days they will do the following.
1. Beginning immediately, all questions, comments, and concerns will receive personal responses.  Due to the potential for high volumes of questions, comments, and concerns, there can be some canned responses designed to address the most common issues addressed.  These responses will be similar, if not identical, but each will be directed to the individual and sent using the channel selected by the employee via initial communication.
2. These days will also be used to prepare packets for shareholders and the employees.  The information will be tailored differently for each group.  For the employees, the packets will focus on explaining precisely what changes will be made, expressing company stability through the use of company reports, stock reports, and other available materials, and reinforcing the fact that the company has no plans to reduce its work force.  The packets tailored to the shareholders will also contain the information detailing the changes and expressing company stability.  These packets will also include information on the expected outcomes of instituting this change.  For example, information of decreasing how much costs cut into the bottom line of the organization and remaining competitive.
3. Throughout this time, the web site that has been created about the changes will be updated periodically to include all information that is available to employees and the address any rumors or misconceptions that may be problematic.
4. All of the different feedback channels that the CEO made available to the employees will remain available as well.  This allows employees to bring up questions and concerns as they appear, without placing some sort of time limit on getting real answers.
Reassurance

· Monday (one day)
· This day will mark the move from the announcement stage to reassurance.  This stage will move away from ensuring that employees know about the change to working toward the formulation of positive opinions of the change.
1. Following the weekend, employees will have had time to think about the changes, speculate what they may mean, and many opinions and rumors will have developed.  On Monday, we will take advantage of the time that people have had to talk by conducting focus groups with a variety of “lions” from a variety of groups within the organization.  This will provide an opportunity to find out what the major resistance points are so they can be addressed.  This will also be an important opportunity to identify any positive views supporting the changes and build upon them.
2. The packets that were developed for the employees and shareholders will be mailed out on this day as well.  For employees, these packets will serve to reinforce the information provided in the meeting and to refute some of the rumors that may be spreading.  For shareholders the packets will be a source of information providing reasoning to continue supporting the organization rather than selling their shares.
3. On this day, the web site will continue to be updated as necessary and the CEO will still personally respond to questions, comments, and concerns.  Employees will still be able to use any of the feedback opportunities they choose.
· Tuesday through Thursday (three days)
· The next few days will again focus on searching out the negative opinions and working to develop positive opinions whenever possible.
1. Beginning on Tuesday and lasting throughout the remainder of the reassurance stage, the CEO and upper management will begin to manage by walking around to harvest any dissent and learn of the employees’ context.  This will give us clues to the context the employees are using so we can adapt our communication with them.  This practice will get them on the floor with employees.  This interaction will help the executive team identify any key points of resistance that need to be addressed.  They will also be able to search out any support they may have for the plan.  Additional “lions” can also be discovered in this process.

2. Throughout these days, the web site will continue to be updated as necessary and the CEO will still personally respond to questions, comments, and concerns.  Employees will still be able to use any of the feedback opportunities they choose.

Support

· Friday through Friday (eight days)

· Beginning on Friday, offering employees support in dealing with the changes will enter the scope of the executive team’s responsibilities.  The focus will now be placed highly on providing resources that make it easier for employees to adjust to the changes.

1. First, everybody will be verbally informed that a financial advisor will be provided free of charge.  This verbal communication will be disseminated in a top-down fashion, beginning with the CEO and working down through upper management to each individual employee.  Employees will also be told that there will be a sign up with dates and times available soon.

2. Beginning on Friday, employees can begin allocating money toward their HSAs as part of the grace period prior to the final change.  The money will be matched by the company up to $200 per month.  It will be kept in a separate savings account until the change is made, at which time it will be allocated into the individual savings accounts.

3. Throughout these days, the executive team will continue to manage by walking around to harvest dissent and learn of the employees’ context, the web site will continue to be updated as necessary and the CEO will still personally respond to questions, comments, and concerns.  Employees will still be able to use any of the feedback opportunities they choose.

· Saturday through Sunday (nine days)

· The next several days will build upon the last, offering employees with opportunities to organize finances and make decisions about their futures.

1. After giving sufficient time to notify employees of the financial advisor that will be available to them, and giving the employees ample time to decide whether to meet with the financial advisor, employees will be allowed to sign up for meeting times.  The employees will sign up for the meeting times by contacting the CEO’s secretary.

2. At this time, papers will be sent out with paychecks.  The papers will give employees the opportunity to indicate the amount, if any, which they wish be withheld from their check and put in a health savings account.  We would like these papers to be available to the employees when they meet with the financial advisor, though they will have over two weeks to officially submit them.

· Monday through following Sunday (fourteen days)

· Continuing to help employees sort through the changes and make the decisions that are best for them is the continued focus throughout the rest of the support stage of the implementation plan.

1. For the next two weeks, the financial advisor will be available to meet with any employee that chooses to do so.  All meetings with the financial advisor will be strictly confidential.  No names associated with appointment times will be posted or shared.  The meetings will be held in a private conference room or available office.  No personal information about the employees will be shared with the company or other employees.

2. While the financial advisor is on site, employees will still be allowed to sign up for any appointment times that are still available.  Every effort will be made to ensure that every employee wishing to meet with the financial advisor gets the opportunity to.

3. Throughout the final two weeks of the support stage, the papers that were sent out with paychecks will be collected.  This means that employees must make a decision in these two weeks as to what amount they wish to begin having withheld from their check and allocated to their HSA.

4. Throughout this time, the executive team will continue to manage by walking around to harvest dissent and learn of the employees’ contexts, the web site will continue to be updated as necessary and the CEO will still personally respond to questions, comments, and concerns.  Employees will still be able to use any of the feedback opportunities they choose.

Change

· Monday through Friday (five days)

· During this time period, the changes will become official.  This is an important time because all of the employees will lose their regular health insurance and be placed on HSAs.

1. The CEO and other necessary executives will meet with health insurance representatives during this period to make the official changes.  This includes filling out all necessary paperwork and authorizing the changes.

2. The withholding papers employees submitted will be organized and delivered to the appropriate accounting and payroll department.  This will ensure that withholding changes will begin concurrently with the changes to health care coverage.

3. Throughout these days, the executive team will continue to manage by walking around to harvest dissent and learn of the employees’ contexts, the web site will continue to be updated as necessary and the CEO will still personally respond to questions, comments, and concerns.  Employees will still be able to use any of the feedback opportunities they choose.

Review

· Continuous

· This step will continue long after the change is entirely implemented.  It is also linked to each step and should be visited prior to moving from one stage to the next.

1. All plans and policies should be adjusted as deemed necessary.  It is impossible to entirely predict human reaction.  Therefore, some changes may move more smoothly than expected, while others may take additional time.  With changes such as this, flexibility will be the key to success.

2. As long as deemed necessary, the executive team will continue to manage by walking around to harvest dissent and learn of the employees’ context, the web site will continue to be updated as necessary and the CEO will still personally respond to questions, comments, and concerns.  Employees will still be able to use any of the feedback opportunities they choose.

This plan is only a recommendation or guide to follow through this change.  Adjustments may be necessary as unforeseen problems or issues arise.  The executive team should not move on prior to completing the current stage.  Moving too quickly through the stages will be a recipe for failure with this touch subject.
What to Expect

When we begin to address this issue, it is important to prepare those in charge of what to expect from employees as the change is implemented.  Undoubtedly, there will be some backlash on this issue.  This change will not be positive for many people and employees will therefore have a hard time accepting the change.

The first thing we plan to educate the CEO and upper management on is the grief process.  (See Figure 1-4:  Grief Process)  By understanding what employees are going through, the executive team can better serve the employees and help them manage the perceived risks associated with this change.  (See Figure 1-3:  Risk Assessment)  We will offer tips on what to expect and how to manage the reactions  and inconsistencies in each stage.









· Denial:  During this stage, employees will completely reject the change.  They will refuse to accept that something like this could happen to them and react as though this is something that will not last, something that will pass very quickly.  Employee production will drop during this time, as employees try to make sense of the changes that are taking place.  The executive team needs to support the change during this time and ensure employees that this is something real that will need to be dealt with.  They also want to find out what employees key resistance points to this change are and begin to address them.  By harvesting dissent, the executive team can begin to foster an environment where open dialogue about the topic is accepted.

· Anger:  As employees begin to accept that this change is something they will have to deal with, they will enter the anger stage.  This is where employees are going to become upset about the change.  They will become upset at the company, the executive team, and even each other or their families.  Production will remain low at this time as the employees still struggle to cope with the drastic changes in their lives.  During this stage, it will be extremely important to harvest dissent.  Management needs to identify and address key concerns as quickly and efficiently as possible.  Honest communication will be a key aspect.  If the employees feel as though they are being lied to or misled, rumors will only grow in number and strength.  It is important to let them be upset, but work to reduce the amount of animosity they are feeling about the change and the organization.  This can best be done by addressing concerns and rumors quickly and honestly.

· Bargaining:  This is the part of the grief process where employees are going to start making sense of the changes.  They are going to realize that changes are going to happen, though they may not want to accept the changes wholly.  Employees will try to negotiate or “bargain” for other possible solutions.  This is where options will be weighed and decision-making will begin.  Production should gradually begin to increase again in this stage.  During this stage, the executive team will want to remain strong in support of the changes.  They should be honest with the employees, admitting that there are other options, but this is the one that is most feasible for the company and employees.  Although employees are making sense of the changes, the executive team will still have to work to harvest dissent during this time, addressing rumors and misconceptions as they arise.

· Depression:  Once employees have gone through bargaining and realize that this change is final, they will enter a stage of depression.  At this time, employees will feel frustrated and upset.  They will understand that their options are limited, but they will not be happy about it.  Although this stage is labeled depression, productivity will continue to rise and employees become more accepting of the changes.  During this stage, the executive team should continue to address key concerns of the audience and offer them support when possible.  This is an opportunity for management to harvest and address the deep seeded dissent that the employees are still harboring.

· Acceptance:  This is the final stage of the grief process.  During this stage, employees are going to finally make some sense of the changes and accept that they are inevitable.  They will accept and deal with the required changes.  This stage should bring the employees and the organization to a new “normal” in which the employees are accepting of the situation and perform well in their jobs.  Production should reach the level it had been at prior to the change or increase.  The executive team should focus on harvesting any remaining dissent by addressing any remaining employee concerns or rumors.





We would also like to talk to the executive team about rumors.  It is important that they are aware that they will happen and management will need to deal with them.  We will stress to management that once they become aware of rumors, they should address the issue in an honest and timely manner.  It is best if they offer facts, admit negatives, and prove that the benefits gained through the impending changes outweigh the potential risks associated with the same changes.  “Lions” will be a key group during this time as well.  Management can use “lions” to harvest dissent by finding out what the rumors as.  Gaining the support of the “lions” will also help to build support from other employees.

As addressed in the description of the grief process, production will not remain constant throughout the implementation of this change.  (See Figure 1-5:  Production Inconsistencies)  The executive team can expect production to rather quickly when the change is first introduced.  As the employees work through the change, production will gradually rise until it reaches or exceeds the point that it was at previously.  It is important that management keep this fact in mind so they may plan and act accordingly for the reduction in production.

Finally, we need to make sure that the executive team knows that there may be some public interest with this change.  They should expect that any public interest with this announcement will come early in the process.  As the implementation continues, interest from all but those who are directly affected by the changes should taper rather quickly.  We want them to know that neither the major initial interest or the lack of interest later in the process are bad things, as long as they are handled well.  This includes providing people the information they want in a timely manner and not withholding details.  Honesty is equally important when dealing with any audience.  Information should be presented to the public as necessary and whenever possible in a positive light, though this does not mean denying or ignoring negative information.

Once the executive team is aware of what will most likely occur once the change is implemented, they will be better equipped to deal with the changes and consequences.  Though all possible reactions cannot be anticipated, understanding the most likely will help to create a database off of which decisions, judgments, and reactions can be based.




Communicating with our Client
In communicating with our client, we need to consider her Myers-Briggs score.  She is an ENTJ, which stands for extrovert, intuitor, thinker and judger.  We also need to remember that she has strong S, or senor, tendencies.

As an extrovert, she is social, expressive, outward, and likes action.  When we communicate with her, we need to be energetic and enthusiastic about our plan.  It is also important to ask her open-ended questions so she has the opportunity to voice her opinion.

As an intuitor, she is focused on the future, development and change.  To communicate with her, we need to show her our plan and what it will accomplish overall.  We need to show her the big picture and listen to her “dreams.”  
As a thinker, she is analytical, logical, and objective and looks at the long-term view.  We need to show her the positives and negatives of the plan, but be concise in doing so.  We also need to show how production will be impacted during implementation.

As a judger, she likes structure, control, and organization.  We need to be organized and not waste her “precious” time.  Our implementation plan needs to be a timetable with achievable deadlines and plenty of structure.

Her sensor tendencies will also lead us to providing solid evidence for our choices. It will be important to demonstrate the steps of our plan, but not go into more detail than an intuitor can handle.  She will also be appreciative of directness in our communication.

The CEO’s interest in General Patton and General Eisenhower will be a powerful tool for us in communicating with her.  Patton was considered by Eisenhower to be “indispensable to the war effort, one of the guarantors of our victory,” but as Quentin Reynolds of Collier’s Weekly argued, there were “at least 50,000 American soldiers on Sicily who would shoot Patton if they had the chance.”  (D’Este)  It is important for the employees to feel respected and a part of the company, so this is not a result we want to occur.  Eisenhower on the other hand, was well-respected, and well-liked.  He was faced with tough decisions, but based them on logic and necessity instead of popularity.  

Relating the story of Patton and Eisenhower to the current situation will help her to understand the importance of her leadership role.  Both Patton and Eisenhower made decisions that were for the overall good, instead of for popularity.  The difference was in the way they communicated.  Patton was seen as crude and mean, while Eisenhower was seen as intelligent and trustworthy.  There needs to be a two-way street of trust for this plan and this company to succeed.  It will be important to be more like Eisenhower in this situation.
Rules of Thumb
In addition to the plan and what to expect, we would like to provide the CEO with some general rules of thumb.  These are just basic principles and ideas that she needs to keep in mind throughout the process. These include:

· Inconsistent productivity is extremely likely as these changes are introduced.  Productivity will drop as the employees learn of the change and begin to deal with it.  As employees start to make more sense of the change, productivity will once again rise.

· Positives and negatives need to be addressed in the communication process.  While the positives should be emphasized, ignoring the negatives will make it difficult for employees to trust the CEO or the changes.  Essentially, it will undermine the CEO’s credibility to not acknowledge the disadvantages.

· Company unity and culture should be stressed whenever possible.  The company values should be tied in to the changes whenever possible to reinforce support of the changes.

· Dispel rumors quickly and efficiently.  Rumors will occur, but they should be addressed and dealt with.  Once the rumors are addressed and employee concerns subside, they can move from being upset by the changes to accepting them.

· Strength and honesty are key components of gaining employee trust and support on this matter.  The CEO and executive team must be unwavering in their commitment to making these changes a success.  Support of the changes, and leading by example, will help guide employees toward supporting the changes as well.

· Company plans and goals should not be kept from employees.  They will want to know what is going on with the company.  By sharing these plans and goals, the employees can feel more secure and confident in their positions with the organization.  Alleviating these concerns will help them focus making sense of the changes much sooner.

· Change takes time.  It is unreasonable to expect that these changes could be introduced and implemented in a short period of time.  Unreasonable expectations will lead to frustration and likely failure.

If these rules of thumb are considered when making and implementing large organizational changes, the chances of success should increase greatly.  These rules of thumb will be particularly useful in a case such as this one where the employees are questioning their confidence in the organization they work for.
Feedback Mechanisms

Throughout this process, we’d also like to check up on ourselves in ensure that our plan is working as proposed.  In order to test the success of our plan, we have developed a number of feedback mechanisms to help us gather information.

· Focus groups will help us get people talking about the changes and the plan we used to implement the changes.  These candid conversations will generate thoughts and ideas that may not have been expressed to superiors and will be especially useful during the review process for each stage as well as the entire plan as a whole.

· Surveys are a more impersonal way of gathering information.  They will provide us with plenty of quantitative data to base assessments on as we judge the success of our implantation plan.

· Questionnaires have more open ended questions than surveys.  Again, it will be a good way of gather information without having face-to-face contact.  This may be more comfortable for employees and will help us to gather more qualitative data.

· Comment boxes can be used to contact the CEO and executive team, but we can also monitor the comments that are received through these boxes to judge the success of our plan and decide what changes, if any, are necessary at any given time.

· Store visits will allow us the opportunity to walk among employees and the executive team to get a feel for the relationships, the kind of comments that are being said, and the context the employees are using.  These will give us first-hand, observable data to make assessments with.

These efforts will help to make the changes more successful but building the strength of the plan.  Additionally, this feedback will help us grow as a consulting group by providing us with more information on people’s thoughts, opinions, and tendencies.
Rejected Ideas
Large changes such as this one inherently offer many potential solution options.  As would be expected, we went through a lot of possible options before finally deciding on each aspect of this case.  Some of our rejected solutions included the following.

· We rejected the idea of assuming that the upper management team would support the changes that we were making.

· What we liked:  A key aspect of this change and the implementation plan requires that the upper management team support the changes.  Assuming they would support them made implementation easier.

· Why we rejected it:  This is a major change that many people will not receive well.  Individuals in every category are bound to have resistance points, and though they may be easy to overcome, this group is no exception.  We plan to address these points prior to announcement to employees and while addressing employee resistance points.

· Although we considered it greatly, we decided not to speculate the Myers-Briggs score for each individual audience.

· What we liked:  The Myers-Briggs score of an audience is a useful tool in determining how to communicate with a person or group of people.  These scores would have helped in our communication planning.

· Why we rejected it:  Although Myers-Briggs scores can be very useful, it is only one tool in determining communication.  Because this change was non-routine and affected so many people, we felt the message would need to be tailored to meet the needs of all Myers-Briggs scores.  Therefore, we determined that using the SMCR model to determine communication preferences would be sufficient for all audiences except the CEO.

· We decided not to conduct independent interviews during or after the implementation to gather information.

· What we liked:  Independent interviews would offer us the opportunity to get employees to open up and express ideas that they were not comfortable sharing in a group.  It would also provide additional probing opportunities.  As a result, independent interviews had the possibility of providing us with specifically tailored qualitative data.  This would have been especially helpful in determining employee context and resistance points.

· Why we rejected it:  The information we could have gathered through these interviews would have been very helpful, though we had to consider time and resources as well.  It was determined that conducting these independent interviews would not be the most efficient and effective use of our time.

· After much deliberation, we chose not to use a blog as an alternate channel for communicating about the change.

· What we liked:  Blogs are a great way for employees to post messages and discuss topics.  These postings can be viewed by anyone, including the CEO and management.  This would have created a great opportunity for getting additional information about employee context and resistance points.

· Why we rejected it:  There were a number of different reasons we rejected this idea.  First, if the comments posted were monitored to weed out rumors or inaccurate information, trust of the blog content would be destroyed.  Additionally, we felt that if all posts were allowed to appear, people would have a hard time distinguishing from fact and speculation.  They also may read inaccurate information and not return to read corrections posted by the executive team.  Finally, blogs can be addicting for many people.  Compulsive blog checkers would constantly be looking at the web site and reading about the changes.  We decided this would be an unhealthy and unproductive behavior.

· While devising our slogan or core message for the campaign, we decided not to go with slogans based on change.

· What we liked:  The changes we are implementing will have a big impact on most of the employees.  Change would be a topic that employees could relate to easily.

· Why we rejected it:  While we wanted our audience to be able to relate to our core message and slogan, we also wanted them to be representative of the key points we wanted the employees to focus on.  Change was not what we wanted the employees to focus in on.  Further more, change is often related to uncertainty, something many people are uncomfortable with.  We felt it unwise to select a core message that would bring up negative feelings or instill fear.

· A slogan that we selected for a while but eventually ended up not using was “Investing in your future.”
· What we liked:  This slogan focused on the future which was an important point for us.  We also liked the positive connotations associated with making investments for the future.

· Why we rejected it:  This slogan really captured the essence of what we wanted to convey.  Ultimately, we decided that the word investment may be too misleading, however.  In our minds, it was important to make a distinction between putting money in an HSA and making an investment.  We were concerned that we not mislead employees into believing that they would be making and investment that could produce great returns.

· Our first draft placed the entire implementation plan in a four week span.

· What we liked:  The CEO and upper management could feasibly get through all the stages of the implementation plan in only four weeks.  This would reduce time spent working on the plan and money spent paying to implement the changes.

· Why we rejected it:  Although this it would be feasible for the CEO and upper management to work through this change and the implementation plan in four weeks, that simply is not enough time for employees.  The employees not only need time to go through the grief process and make sense of the change, but they also need time to prepare for the change.  Not only must they prepare mentally for what is to come, but they also must get their finances in order.  It simply would not have worked for the employees for this change to be implemented in only four weeks.

Flexibility
One key element required when implementing changes and plans is flexibility.  In order to be successful with the changes we are making with our organization, we will need to be flexible with our plans.  There are a number of key points that we recognize we would need to be very flexible on when implementing this change.

· HSA education

· Currently our plan is designed to start educating the employees about the details of HSAs and the trend of businesses making the change to this form of health care at the time the change is introduced.  The plan is designed this way to prevent rumors and speculation from developing too early.  By suddenly providing employees with information on HSAs without any explanations, employees would begin to speculate and panic.

· The flexibility:  If a possible outlet exists, we would like to have some flexibility in how the information about HSAs is presented to employees.  If an outlet such as a newsletter, company bulletin, or other information providing source exists we would begin putting information about HSAs and the recent trend in companies switching to this health care form in them.  This advance knowledge of an HSA would help the employees begin to make sense of the changes much sooner.
· Announcement

· The current design of our plan accommodates an organization in which the employees, upper management, and CEO all exist in one building or location.  This design works because the changes will be announced individually per separate locations if the organization is housed in multiple facilities.  As a result, it is designed for a single-location store, but can easily be tailored for a larger corporation.
· The flexibility:  When dealing with an organization that has multiple facilities, we would like to change the current plan so that the initial face-to-face announcement and the multiple feedback opportunities still exist.  To modify our plan, the store manager or highest ranked official would assume the position of CEO in all locations where the CEO is not present.  The CEO would announce the change to these store managers via video conference.  The store managers would then be placed in charge of disseminating the information and carrying out the tasks assigned to the CEO in the plan.  Wording on charts would be adjusted to reduce confusion.
Continuous Improvements

After careful analysis of the situation and audiences we were able to make a recommendation on how this change should be implemented.  A review of our solution revealed that there are a few logistical items that it would be helpful to consider and adjust.
First, we considered the two perspectives employees will have on this change.  It seemed evident to us that the employees would either view this change as an effort to save a failing company or simply as a case of cost-shifting.  These possibilities were discussed and indirectly addressed throughout our strategies and tactics.  

Although we have considered these potential barriers to acceptance of the changes, we do not directly or actively address them.  Rather, we left these possible misconceptions to be dealt with along with all of the other rumors and resistance points.  Upon further review, it would be wise to create a plan and some talking points for directly addressing these two major concerns that will surface following the announcement.

In addition to actively addressing those issues, it would be beneficial to introduce information to the employees that helps to create a need for the change.  We focus on using the need, remedy, and disadvantage system to gain employee support.  Our remedy and disadvantage ideas are well-developed but our need ideas need a little more developing.
We can use facts and figures from business reports to help develop our need for the change.  Information gathered to reassure the audiences that the change is not simply cost shifting and that the company is still stable will be especially useful in developing a strategic message to convey need for these changes.  It would be a good idea to share company goals as well.  Keeping employees informed on what the company hopes to accomplish will help them to understand why changes need to be made.

Wording was another of our improvement areas.  In the plans that we presented, we used the term “minimize dissent and skepticism.”  This phrase is problematic because it implies that we want to prevent opinions that differ from the message we are trying to send from surfacing.  We were actually trying to communicate with this term that we want to find out what the dissent and key resistance points are and address them in a timely and effective manner.  Due to the easily confusable message, we should reword this tactic to more effectively communicate the intended actions.
Finally, it is essential that we recognize that not all audiences can be communicated with simultaneously about this change.  We have prioritized our audiences on a need-to-know basis and plan to disseminate the information accordingly.  Close attention should be paid to when and in what order audiences will learn of the change.  Our system informs the CEO first, followed by the executive team, then employees, subsequently shareholders and finally all other publics.  This gives the audiences impacted most plenty of time to learn of and understand the changes before they are introduced to the next audience.
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APPENDIX A
Audience Analysis
	CEO

	Impact
	Backlash from change

	Knowledge
	5

	Resistance Points
	Backlash from change

	Intensity
	5

	Communication Preference
	Face-to-face, written

	Myers-Briggs Score
	ENTJ

	Goals
	Educate her on the potential impacts this plan will have on various groups


	Upper Management

	Impact
	Backlash from change, added responsibility

	Knowledge
	4

	Resistance Points
	Backlash from change, trade-offs

	Intensity
	3

	Communication Preference
	Face-to-face, written

	Lions
	Well-respected/admired managers

	Goals
	Educate them on the potential impacts this plan will have on various groups, gain their support of the plan


	Higher Paid Employees

	Impact
	Added responsibility

	Knowledge
	2

	Resistance Points
	Trade-offs

	Intensity
	2

	Communication Preference
	Face-to-face, written

	Lions
	High ranked, most experienced, social leaders

	Goals
	Educate them on the details of the plan


	Medium Paid Employees

	Impact
	Financial inconvenience

	Knowledge
	1

	Resistance Points
	Trade-offs

	Intensity
	3

	Communication Preference
	Face-to-face, written

	Lions
	Supervisors, more experienced, social leaders

	Goals
	Assure them of company stability and benefits


	Lower Paid Employees

	Impact
	Financial struggle, lowered standard of living

	Knowledge
	1

	Resistance Points
	Non-sufficient funds for added expense of health care

	Intensity
	5

	Communication Preference
	Face-to-face, written

	Lions
	Well-respected, most experienced, very vocal

	Goals
	Assure them of company stability and benefits, calm fears


	Part-time Employees

	Impact
	No immediate, direct impact

	Knowledge
	1

	Resistance Points
	No immediate resistance points

	Intensity
	0

	Communication Preference
	Bulletin Board

	Lions
	More experienced, well-respected

	Goals
	Inform them of the change


	High Health Care Costs

	Impact
	Significantly higher costs for health care than traditional health insurance

	Knowledge
	1

	Resistance Points
	Possibility of not being able to pay for health care

	Intensity
	5

	Communication Preference
	Face-to-face, written

	Lions
	Supervisors, more experienced, well-respected

	Goals
	Assure them of company stability and benefits, calm their fears


	Low Health Care Costs

	Impact
	Lower cost for health care

	Knowledge
	1

	Resistance Points
	Fear of funds in case of serious injury

	Intensity
	1

	Communication Preference
	Written

	Lions
	Supervisors, more experienced, well-respected

	Goals
	Educate them on the details of the plan


	Shareholders

	Impact
	Financial Risk

	Knowledge
	3

	Resistance Points
	Fear of financial loss

	Intensity
	4

	Communication Preference
	Written

	Lions
	Largest percentage stock owners

	Goals
	Assure them of company stability and potential


	Customers

	Impact
	No immediate, direct impact

	Knowledge
	1

	Resistance Points
	Worries of company stability and quality

	Intensity
	1

	Communication Preference
	Bulletin board

	Lions
	Frequent customers

	Goals
	Assure them of company stability


	Customers – Businesses

	Impact
	Lower cost for health care

	Knowledge
	3

	Resistance Points
	Fear of funds in case of serious injury

	Intensity
	1

	Communication Preference
	Written

	Lions
	Managers in the businesses

	Goals
	Assure them of company stability


APPENDIX B
Implementation Plan Flowchart
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Figure 1-3: Risk Assessment
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Figure 1-2: Gap Analysis





Wednesday (one day)


Face-to-face meeting


CEO, upper management, employees


Oral and written communication


Take questions and listen to concerns


Launch link from web site


Multiple feedback opportunities


Thursday – Sunday (four days)


Post bulletins about change


Personally respond to questions/comments/concerns


Prepare packets for employees and shareholders


Update web site as necessary


Continue to offer multiple feedback opportunities











Continuous


Continue to manage by walking around, update web site and personally respond to questions/comments/concerns


Adjust plans and policies as deemed necessary





Review





Monday – Friday (five days)


Meet with health insurance representatives to officially change policies


Submit withholding papers to accountants and payroll


Continue to manage by walking around, update web site and personally respond to questions/comments/concerns





Monday (one day)


Focus group with lions


Mail employee packets


Mail shareholder packets


Continue to update web site and personally respond to questions/comments/concerns


Tuesday – Thursday (three days)


Mange by walking around to harvest dissent


Continue to update web site and personally respond to questions/comments/concerns





Change





Friday – Friday (eight days)


Verbally inform employees of free financial advisor


Begin allowing employees to deposit toward HSA


Continue to manage by walking around, update web site and personally respond to questions/comments/concerns


Saturday – following Sunday (nine days)


Employees sign up to meet with financial advisor


Include papers with paychecks for employees to indicate withholding amounts for HSAs


Monday – following Sunday (fourteen days)


Bring in financial advisor


Continue allowing employees to sign up to meet with financial advisor


Collect papers indicating withholding amounts


Continue to manage by walking around, update web site and personally respond to questions/comments/concerns
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Figure 1-5:  Production Inconsistencies
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Figure 1-4: Grief Process
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Figure 1-1:  Audience Consolidation
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