Change Management Roadmap:
Priorities, Milestones, and Communication

@/’ Purpose: turn change intent into a
sequenced, owned roadmap F |

T Three pillars: priorities, proof-of-progress
wmm milestones, communication

00 Sponsors set direction; PMs sequence;
HR and comms enable

A Why roadmaps fail: unfocused priorities,
milestone theater, weak sponsorship

E Course map: framing, prioritizing,
: milestones, communication, weekly execution



Framing the Change: From Intent to Roadmap

Foundation work before any prioritization begins

@ Define scope, drivers, case for change, and what is not changing
Assess readiness: culture and history, commitment, capacity to absorb

Surface risk before committing: change characteristics and organiizational attributes

Translate strategy into phases, workstreams, and decision gates
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@ Align sponsors on mandate, decision rights, governance, and escalation
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Roadmap




Distinguishing Change, Project, and Programme Management

[

Project Management Programme Management Change Management

® Change management handles

® Project management ® Programme management e :
; . . U™ il the people side: behaviors,
delivers the build: scope, coordinates related initiatives :
. ; support, reinforcement
schedule, cost, quality, toward strategic outcomes
go-live ® Change management is an overlay

on identified changes, not the
decision process

® One roadmap connects delivery milestones to adoption milestones side by side

oo+
D e S ———"



00000

Prioritize by impact, urgency,
feasibility, dependency, risk,
and stakeholder value

Sequence deliberately: gather
pipeline and constraints, evaluate
bottom-up, categorize, then order

Roughly 20 percent of initiatives
often deliver 80 percent of value —
concentrate resources

Separate non-discretionary from
discretionary change; pause, defer,
or stop low-value work

Ratify priorities with sponsors and
set governance for proposing,
assessing, and approving changes

FOCUS ENABLES PROGRESS




Managing Change Saturation and Portfolio Capacity

Saturation: change disruption
exceeds the capacity to absorb it

s Incoming changes
73% of organizations are at,

near, or beyond saturation

Organizational
absorption
Guardrails: 2-3 major changes capacity

at once; 5-10 per year

Collision amplifies load:
2 overlapping changes feel
like 2.5-3x

Inventory all changes—including
unofficial ones employees
experience

Unofficial changes
employees experience

On breach: prioritize ruthlessly,
sequence, build in recovery




Designing Milestones That Prove Progress

Activity milestones show . y Adoption Milestones
tasks done; adoption Project Milestones ( EBSUP States)

milestones show behavior

changed é

Awareness
Map project milestones to
ABSUP states: Awareness, ° Buy-in
Buy-in, Skill, Usage,
Proficiency
Skill
Set evidence thresholds
before reporting: pulse
: Usage
understanding, assessment,
usage, quality
Q Proficiency

Build a side-by-side view:
project green, adoption
amber, gap visible early

&—  Gap Visible Early -

Governance: reviews,
go/no-go decisions,
dependency mapping,
corrective action when
evidence falls short




Leading and Lagging Indicators for Adoption

Leading indicators predict: Lagging indicators confirm:

@ r
e®¢  SPONSor o a@» Aactive usage
a@» consistency O I O
# « l.l proficiency
© manager Measure behavior
&B reinforcement in critical moments

m speed

question
’ quality @ business KPls

Training completion Track resistance Treat adoption

a is a weak proxy — "J quality: shift from o evidence as part of

measure behavior "why" to "how" value delivery,
in critical moments signals real engagement not optional reporting

People Adoption




Communication Strategy: Audiences, Messages, and Channels

CLEAR MESSAGES. CONFIDENT PEOPLE. A SMOOTHER TRANSITION.

Audience Segments Message Architecture Channels
Understand and tailor A consistent and clear story Match purpose to reach people effectively
e Knowledge II Candtorih
Likely question 5 ASEI0renange e®e Leader briefinas
Trusted sender -\ g-— 2
Leaders Accessible format
a What changes °
P9 Manager sessions
e E’rllowlfvledget. > LN
ikely question A E
Trusted sender Mihol“tays
Managers Accessible format \ Written guidance
Knowledge :
Likely question _J .‘ Office hours
Trusted sender o Uncertainty
Employees Accessible format
e Segment by impact and action, not hierarchy; record knowledge, questions, trusted sender
e Message architecture: case for change, what changes, what stays, action, uncertainty
o Answer "what changes for me Monday morning, and where do | get help?"
o Match channel to purpose: leader briefings, manager sessions, written guidance, office hours PEOPLE
MESSAGES
i i PROGRESS
o Governance: message source table, named owners, approval, correction, escalation paths




Manager Cascade and Enablement

Managers are the most trusted
voice for their teams; enable,
don't script

Brief managers 48-72 hours
before broad announcements
to absorb and prepare

e Key messages

') Faq
Conversatio
L n

@ guide
e Escalation route .

Provide a toolkit: key messages,
FAQ, conversation guide,
escalation route

Clarify where managers adapt
locally versus where messaging
stays consistent

Fatigue-proof the cascade:
segment precisely, and listen
for fatigue during delivery



Synchronizing Communication with Milestones and Decisions

RIGHT MESSAGE. RIGHT TIME. GREATER IMPACT.

Decision Decision Decision Decision
Gate Gate Gate Gate
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Build-up Announcement Personal Impact Implementation Reinforcement

Silence during
implementation
reads as bad news

&

Two-way feedback loops

L= 53 B C % 0

@® Anchor the @® Sequence the lifecycle: @ Communication plan @ Predictable cadence @® Two-way feedback @® Prepared messages
communication build-up, announcement, must be a living matters — silence loops must visibly and rapid response
calendar to milestones, personal impact, document, reviewed during implementation refine priorities for rumor, resistance,
not a publishing implementation, at each phase gate reads as bad news and milestones correction
schedule reinforcement

ALIGN PEOPLE. ENABLE CHANGE /



Roadmap Artifacts, Tooling, and Governance Rhythm
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One-page Prioritization Milestone Communication Adoption Decision
roadmap register plan calendar dashboard log
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One single
source of truth

e One-page roadmap: e Supporting artifacts: e End-to-end view for e Tool matters less e Governance: steering
deliverables, milestones, prioritization register, sponsors; condensed than one single committee, change
dependencies in a milestone plan, 12-16 week view source of truth network, workstream
single visual communication calendar, for teams near go-live stand-ups, RACI,

adoption dashboard, version control
decision log




Execution Rhythm: Tracking, Reporting, and Course Correction

Weekly workstream
reviews, monthly steering,
quarterly refresh — weekly
is the minimum to prevent
drift

/ Review
Short weekly agenda: O Align

Weekly
e®e Workstream

Intervention triggers:
escalate, re-sequence,
re-prioritize, add
coaching, or remove
process friction

Review

adoption signals, top Decide
friction with owners, Cc?rorzz;:n Adijust Monthly
decisions needed, Repeat Steering Treat fatigue and

reinforcement plan resistance as capacity

issues: protect focus,
cut obsolete work,
build recovery

Report against milestones Quarterly

plus risks, dependencies, Refresh

adoption metrics, and
one value KPI

Feed insights back into the roadmap




Sustaining Change: Reinforcement,
Handover, and Benefit Realization

Reinforcement Transfer Ownership Post-implementation Close Cleanly

Activitves Continue to Business Owners Review at 60-90 days and Embed Learnings
and Managers

@ Reinforcement is the most skipped step, and the top reason changes fail to stick
@ Plan sustainment from day one, not after go-live

Sustaining activities: continued communication, training, support materials, recognition,
visible leadership

@ Transfer ownership deliberately from change team to business owners and managers

@ Post-implementation review at 60-90 days: delivery vs. business case

@ Close cleanly: decide what to stop, keep, scale, and embed as lessons
SUSTAIN
ENABLE __

GROW



Common Pitfalls, Success Factors, and Your Action Plan

Learn from what gets in the way. Build on what works. Take your next steps.

Pitfalls o Success Factors Your Action Plan
o

doing it all ? visible sponsorship name your top

priorities

milestone theater 6 manager-led

reinforcement

one-way broadcast milestone evidence

@ disciplined pacing
sponsor disengagement
and first

communication move

@ clear decision rights

@
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go-live as finish line

Execution failures compound across levels through
communication gaps and weak accountability

E Case pattern: sequence wins, cocreate with those
affected, build reinforcement into structures
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