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       Author: Sandra Yolima Jiménez Gaviria 



       Certification number – HCMP-2-719 

      
       Case inscription date - December 2014 
 

       Type of Case: Successful 



       Project type: Technological Change Integration  

       Project starting date - July 2013 
 

      Project ending date - December 2014 
 
       Total hours in project Change Management - over 3600       

         hours 
 

       Amount of people on Change Management team - Change 

management's objective is clear to ensure that changes deliver 

intended results by addressing one of the most critical elements of 

successful change, the people side of change. Employee adoption 

and usage are the bridge between a great solution and ultimate 

results. In practice, change management plays out on several 

different levels within the organization. To provide clarity to this 

rapidly emerging and evolving discipline and to understand how it is 

practiced within organizations, the Change Management examines 

change management on three distinct levels: 

 

 The Company - Two people part-time to create change with 

agility and durability by institutionalizing change management 

and building competencies throughout the Company. 

 The Leader Consultant -  One Consultant full time 

specialized in organizational change management to ensure 

that project results and outcomes are achieved and risks are 

mitigated 

 The Individual Level - partial support for the issue of Graphic 

Design   

 The above regardless of the temporary participation of 

personnel at specific times of the implementation team related 

to the Change Management Team. 

 

       Amount of people with full time dedication to the project 
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          five (5) full-time people and seven (7)   part-time. 

 
       Financial  investment  made  on  the  project  - Around 

USD 500,000. Companies who have implemented advanced financial 

controls have realized benefits and reduced costs throughout 

multiple departments within the Company.  Improving procure-to-

pay processes by establishing appropriate controls can improve the 

efficiency of the whole Company, and make it more effective at the 

growth and the processes around controlling and contributing to 

growth. Procure-to-pay processes are at the core of company 

operations Over 1.5 million US Dollars. 

 

I.     Project description 
 

i.      Background and objectives 
 

 

Effective oversight will require executives to anticipate changes to 
evolve and keep pace with innovation. Clearly, procure to pay is a 

mission-critical process for nearly every organization. In that order of 

ideas In 2012, a team of the Organization carried out a process of 
analysis and review of the current status of the Supply Chain Company, 

identifying the need to integrate into one only system Processes, as an 
alternative solution in order to implement them in the information 

system, along with updating processes and policies of the supply chain 
and consequently the accounting results that these operations 

generate.  
 

The supply chain was made, (some in a system in-house, and other 

manually) as shown in the figure.  The movements of inventory 

accounting, accrual and the payment of invoices, were already running 

on the new system. The foregoing hampered the integration and control 

points of the processes of the supply chain of purchase to the payment, 

generating administrative and wear rework RW. By this time, the 

organization had not referred to the necessity of implementing a change 

management that will support the impacts as the way they do the 

operations as in the people who would be implemented in the 

Organization. 

The process had been operating in two systems, thus:  

 Different departments used to make requisitions through an 

Excel, and the adoption of the same was manually (with reference 

to the purchase documents) goods in the system in-house.  
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 Services in the new system, which would be implemented to 

integrate the processes.  
 

 Approvals and requirements for hire, goods and services were 
performed manually and Product receipt of in-house system and 

services, in the system to implement with the current scope.  

 Finally, movements of inventory accounting, accrual and the 
payment of invoices in the system to implement to the other 

modules in the chain of supply and purchase to payment.  
 

 
  As it is evidenced, there was a total disintegration of the processes in   
  the company. 

 
Once approved the initiative, the Organization assigned a Sponsor of 

the project to supply chain management, and in turn, the Project 

Management is hired through the Specialized Company I work for 

with extensive experience in the implementation of ERP solutions to 

develop the project according to good practices defined by PMI. 

 

 

 

General Objective:  
 

The goal from the project management was automated through the 
information system of the full purchase-to-payment process for goods 

and services in order to integrate the supply chain of the company in 

one system. However, prior to the phase of realization that 
management identified the need to plan, execute, measure and monitor 
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the impacts that this change was generating in the human factor of the 

organization, as it began to glimpse that resistors in the medium term, 
would prevent achieving the expected results. The foregoing, meant a 

new way of working, the integration of the departments and of the 
processes of the company and therefore manage the organizational 

change in the group of stakeholders of the project, from processes to 

identify the persons, groups or organizations that could impact or be 
impacted by the project, analyze their expectations and the impact of 

these on the same and thus generate effective management strategies 
for engaging stakeholders in the decision-making and implementation. 

  
Specific Objectives: 

 
 Reduce manual processes that exist in the company in the supply 

chain  

 Achieve traceability of the process from requisition to payment. 

•   Increase operational and financial controls of the process.  

 Standardized reports of the process required by the company. 

 Develop the project by applying good practices documented for the 

implementation of projects based on PMI criteria. 

On the other hand, the management of organizational change raises the 

following specific objectives: 

 Achieve a high level of commitment by all project stakeholders.   

 Achieve and maintain a high level of sponsorship of the top 

management and in general of all the actors of the institution. 

  Initiate a change in the present form of work looking for 

effectiveness and efficiency in the new scenario offered by the 

modules to install. 

 Support the implementation of the new system, through the human 

component of the Organization associated with the project. 

 

Scope 

Included the implementation of the process in the system Version 5.1 of 

all the processes of requestor’s departments, procurement, approval 

AGL (Authority guide line), and reception departments and financial 

departments, from the requisition to the payment of the invoice. 

To meet  this challenge, the Company  allocated  a sponsor of the 

project to supply chain Manager of the Organization, He recently  joined 

the company and therefore little consolidated with its peer, although  he 
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had  experienced in the implementation of other ERP, with a leadership 

style, but  his self-concerned affected in some occasions the 

communication and teamwork with other managers in the organization, 

especially with the  IT Manager, whose support was going to be crucial 

for the success of the project. 

It is important to note that the system   was no stranger to the users of 

the company, but they did not have a good image, considering it as a 

not very friendly, with too difficulties when integration of more modules 

and especially on the peaks of the operation, was slowed or fell. In 

addition to the foregoing, users considered the system should be 

changed by a more friendly and agile as ERP, but headquarters in 

Canada you betted for the new system to implement. 

Finally, the   system which had been used for the process of the supply 

chain was a system designed more than 15 years ago by an external 

engineer of the organization, who had not developed more functionality 

during this period and he was the only professional with the knowledge 

to provide the tool holder, that is, if something could happen, 

knowledge would be lost. 

The Change Management team is integrated into the implementation 

stage of the project, specifically in the unit tests and as a response to a 

situation of conflict at the level of communication and interpersonal 

relations between the PMO and the project team and a need for pursuit 

and search for commitment of senior management toward the same. 

For this purpose, we have the support of a professional of the 

department of human talent and another of the department of 

communications of the organization. It is important to note, that does 

not envisaged the need of the component of Change Management for 

the project from its inception because it was unaware of his scope and 

benefits for this type of implementations and felt that once came into 

operation, the difficulties and impacts at the level of people and 

organization, it could handle the department of human talent in the 

company. However, the same dynamic of the project team identified 

the need to develop a change management plan not only to the interior 

of the project, in favor of improving the work environment and achieve 

a high performance team, but also for preparing the entire organization 

to receive the system and ensure its proper operation. 

 
 

ii.    Major Challenges: 
 

One of the main challenges was aligning the project quickly, because 

unfortunately we did not participate in the planning stage, which 
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showed a disadvantage in terms of positioning and credibility of the 

impact as a critical factor of success of the project. 
 

On the other hand, it was necessary to conduct a diagnosis that will 
allow us to identify the current status of the project, determine the 

facilitators and the roadmap of change management to run. It was also 

necessary to set up the project across the Organization and to involve 
some key stakeholders, to ensure the success of the project, since both 

the leader assigned by the company as the project manager, had not 
yet wanted to begin to share the project to the other members of the 

company. 
 

Another major challenge was to improve relations between the leader 
and the one assigned of IT. There was a conflict because IT wanted to 

manage the project and should now assume a different role of support. 
It is important to emphasize that the technical support in the 

implementation would be in charge of IT in parent and they had not 
been involved from the beginning, what gender a bad working 

environment and resistance. 
 

Change management should work hard in the credibility to the project, 

since they had already tried to implement it on two occasions and had 
not been possible, for different reasons such as lack of budget, a power 

struggle within the Organization, lack of a leader who assumed this 
challenge and lack of decisions of the senior management of the 

company.  
 

As a result, there were many detractors that we should identify with the 
array of stakeholders, classify, and treat them. 

  
 

iii.    Difficulties:  

 

The main barriers that we find and validate from diagnosis were: 

 

 Style of authoritarian leadership to the members by the Project 

Manager, which was affecting both the work environment and 

methodology that had been imposed and not negotiated with the 

functional leaders. This identification predisposed project 

management with change management group negatively to be 

threatened with control and authority over the team had held. 

 



Human Change Management Institute 
Author of the Case: Sandra Yolima Jiménez Gaviria – HCMP-2-719 

 

 
 
 
 

 Resistance IT department, both Colombia and Calgary-Canada 

since Headquarters were not involved in the planning stage of the 

project and their participation was crucial to its success.  

 

 Communication difficulties of the Project Leader with Managers in 

the Organization.  In addition, there was not a positive thinking of 

the image not only in the project team but in the rest of the 

Organization. The Project Manager was hired externally by the 

same consulting firm of Change Management. 

 

 The support of the people of human talent and communications, 

who consider it necessary to work together, was at the beginning 

a bit difficult because they saw it as an addition on their day-to-

day  activities  and not as an opportunity to acquire new skills. 

 

 In The functional project, leaders at this stage of the project-felt 

frustration due to perceived the slow progress although sure. 

Wear is evident in project documentation, authoritarian leadership 

and a very tight timetable in times. 

 

 The functional leaders said that their heads supported them to 

meet with appointments to the project but sometimes felt 

pressured, to receive different guidelines in terms of priorities 

between there departments   and the requirements of the project. 

 

iv.    Project Development: 

 

Project approach: 

The approach of the project was made under the methodology of the 

human Change Management Institute, establishing a work plan with a 

series of activities that are aligned with the methodology of the project 

and respond to the needs identified in the diagnosis, structured 

interviews, focus group and in the general perception of the 

organization toward the project. Based on the identification of the 

facilitators to manage change, established 6 axis of action: 

communications, stakeholder management, training, organizational 

impact management, management of sponsorship and teaming. In 

addition to this is to support management strategically in topics of 

communication with the members of the steering committee for the 

project. 
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Management activities carried Change: 

 
 Make a preliminary diagnosis of the project as we integrate only up 

to the stage of completion, in order to identify the gap between the 

current situation and the desired situation, from there both as to 

identify critical success factors as facilitators and draw up the 

charter of navigation or the change management plan.  

 Quickly align ourselves with the objectives of the project in order to 

create a single view around it, integrating this in the change 

management plan. 

 Validate the plan and a schedule to follow, with the leader assigned 

by the organization, the project manager and the other team 

members. 

 Improve and adapt the physical environment of the project, 

encouraging for a better environment for teamwork. 

 

Run the change management plan in accordance with a methodology by    
stages, as follows: 

 

Initiation and Planning 

 
Activities and issues were reviewed at this stage were: 

 
Definition of the communication tools of the Organization: Identifying 

communication tools available the Company and where we could rely to 
transmit the messages we want at different stages of the project. 

Definition of communication requirements: objectives, messages, 
channels: 

From this definition, the matrix containing communications took 

place event and / or action we wanted to communicate the message to 
be transmitted, the type of audience who would run the message, the 

communicator of the message, means by which transmit the relevant 
time to do so and he or  those responsible for it should run. 

Definition of the communication strategy of change: 
 Messages related to the change which is the new working model 

and implementation of the new system must be clearly defined 
and consistent. 

 Each message has to be adapted to the audience to which it is 
destined for 

 Communication of decisions or news related to the project should 
be carried out close to the time when they arise. 
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 The communication must be generated from an entity backed by 

the Organization, which represents the commitment of senior 
management. 

 The set of communication channels must allow information to flow 
in both directions and that all people impacted by the change 

have access to any of these channels. 

 The Communication Plan should convey transparency, clarity and 
continuity. 

 
 

 
 

 
Construction of the Plan: while the purpose to generate a general 

overview of a communication plan, we have to recognize that while 
“integration” is a noble and still more tempting ideal of communication, 

it is not a process that can be planned, executed and controlled by the 
sender. It is understandable, nobody has ever met a Company in full – 

neither its own members nor its external stakeholders.   Consultants 
would advise the Company to manage, or at least attempt to manage 

the integration of the change management. Such advice makes a lot of 
sense from a managerial perspective.    

 

It is important to clarify that this plan was drawn up and began to run 
at this stage by the late integration of the change management team 
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and by the need for the project to be deployed to the entire Company: 

contained a set of actions aimed at facilitating ERP implementation,  
procure, involve and engage the people who are going to play a key 

role in the implementation of the new system, and allow the existence 
of communication channels, to facilitate the participation of all levels of 

the organization, in the process of change. 

 
Validation of the Level of Commitment of the Sponsors: from structured 

interviews could not establish the level of commitment of the sponsors 
for the project as well as to clarify the parameters of project change, in 

order to produce a successful change based on the analysis of the 
following topics: 

 
• Where is the start? 

• Whither- Where they are headed 
• How you are going to meet the goal 

• How do you know who have already arrive 
 

Status: In the change management plan, a defined schema of 
responsibility where they are represented graphically by roles and 

stages of the process as well as a matrix  with functions that were run 

to each role of the project. 
 

Identification of strengths (structured interviews, surveys, among 
others, tools) and formulate a strategy action plan and resistance 

management. 
Development Matrix stakeholders: Based on the mapping of 

stakeholders, identified the most affected by the direct and indirect 
changes. Subsequently, they classified according to the criteria 

suggested by the methodology the HCMBOK:  Human Change 
Management Body of Knowledge is the knowledge base of HUCMI. 

Comprising methodology, tools and best practices. 
 

Ability to influence decisions and direction of the project and accession 
likely to change. 

Subsequently, through individual interviews communicates the purpose 

of the change   to those involved that we believe by their classification, 
keys and risk to the achievement of the objectives of the project 

(hidden saboteurs and possible resistant) and defined action plans for 
each possible combination, in order to manage resistances of these 

involved, constantly monitoring the results and the changes that could 
occur in the development of each stage project. This matrix is formed in 

a key management tool of resistance throughout the entire project, 
facilitating the definition of strategies of both communication and 
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awareness toward the project, achieving its commitment and 

participation in it. 
 

Adequacy of the physical environment to the needs of the project: 
Adequacy of the physical environment to the needs of the project: the 

integration of the change management team to the project, showed 

initial difficulties because it was found that the physical space provided 
to the project team was a meeting room without privacy, without 

sufficient space and without ease of communication. On the contrary, it 
soon became evident the overcrowding, discomfort in the workplace 

and the lack of unity of the team because not everyone could be in the 
same space. Team members were scattered. There was an urgent 

request for a change in spaces which was approved and    we were able  
to      achieve  

integration, privacy, a sense of belonging, comfort, concentration and 
greater respect toward the computer and toward the project. 

 
Definition and Implementation of the Preliminary Training of the team:  

The arrival of the change team had already been negotiated both 
allocations the team for the project, as well as selected profiles and 

individual and professional skills. However, given that we wanted to 

identify strengths and departments of management for each of the 
members of the team. We developed several workshops of "trainer of 

trainers" feeding back to each of the participants and by establishing 
specific actions for each one of them, doing follow-up to its further 

development and improvement in the workshops and providing 
parameters for managing the projects and skills and abilities to perform 

the workouts. The foregoing gave the team empowerment, security, 
motivation and commitment to the objectives of the project since it's 

and was motivated to be ultimately responsible for the transfer of 
knowledge from new system toward the entire organization. 

 
 Evaluate the predisposition of the climate changes: the diagnosis 

was made of change management of the project from three 
inputs: a. Individual interviews to each one of the members of the 

senior management of the organization in order to clearly define 

both the nature of the change, such as the scope that the impact 
will have on the people or groups that really will have to change. 

   
 Survey of commitment to the project addressed to all members of 

the organization in order to determine the change management 
strategy used to achieve the appropriate level of commitment to 

achieve the goals of change.  
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 Analysis of the latest employment climate survey, with The 

purpose of determining the level of maturity of the organization to 
assume the losses from the analysis of factors such as leadership 

styles, communication styles, level of satisfaction with the 
organization, types of linking, average age of staff members, the 

rate of rotation. 

 
 Commitment and sense of belonging, ability to assume challenges 

and changes, type of culture, among others. For each of the 
above inputs  generate action plans from change management 

with dates and responsible for its implementation. 
 

 

   

 
  

Belonging 
sense 

Dynamics of 
the Project 

Iniciativas 
Main 
challenges 

Support of 
the chief 

Bulging 
perception in 
alive 

EXCELLENT 
Commitment 
towards the 
project  

IN ALERT 
 with regard to 
the papers, 
style of 
leadership, 
communication  

GOOD 
Need to 
manage the 
previous 
aspects to 
improve 
labor 
ambience 
and efficacy 
in results 

TIME 
QUALITY 
EFFECTIVE 
MEETINGS   

GOOD  
although 
they 
demonstrate 
it with 
pressure for 
the closings 
of its 
respective 
departments 

UNCERTAIN 
With regard to 
developments 
definitions 

MORE SIGNIFICANT 
CHANGE AND MAIN 

REASON OF THE 
IMPLEMENTATION 

1. More significant changes 

 To generate trazabilidad to all users' requests 

 To avoid reprocesses  

 To stop doing manual things.  

 To leave a record in the system for safety topics. 

 

2. Main reason of the Implementation 

 To centralize everything in only one system. 

 Only one platform that consolidates the information    

           from reception up to the payment. 

 To be updated by technological hardware in order to improve the 
processes. 
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IMPORTANCE OF THE 
PROJECT AND AWAITED 

RESULTS 

3. Importance of the Project 

 Process automation to achieve growth.  

 Safety that the system is going to give to the organization  

 For topics of audit and progress in the processes  

 It is good to canalize the information in only one system 

 

4. Awaited results 

 To minimize time 

 To manage does major pursuit to users' requests,  

 To eliminate the operation capacity 

 To improve processes 

  

IMPRESSED BY THE 
PROJECT AND LEADERS' 
IDENTIFICATION OF THE 

PROJECT 

5. Impressed by the Project  
All the departments of the Organization, some straighter than others  

EXPEDIENCY OF 
THE PROJECT AND 

SUPPORT OR 
RESISTANCE OF 

FINAL USERS 

6. Expediency of the Project 

 To show benefits and progress in the operations  

 Training to the final users 

 Prompt answer to the requests of the final user 

 Publication, communication, campaign of expectation. 

  

  
7. Support or resistance of final users 
Resistance in the beginning, but later I support when the kindness of the 
system is seen 
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Procurement: 

Activities and issues that were reviewed at this stage were: 

 
Mapping leadership styles of the supplier: This mapping was able to 

establish that the leadership styles of the provider conformed to the 
organizational culture of the client and therefore could not be easily 

integrate the internal team, achieving unity of vision around the project 
and achieving compliance with the objectives of the project. The above, 

taking into account that this provider was working with the client with 
the support of the financial modules already implemented. 

Validation of roles and responsibilities with the suppliers:   
In the diagram of roles and responsibilities, functions were assigned to 

the provider, taking into consideration its experience in other 
implementations, the learned lessons and its contributions related to 

the best practices. 

Integration of suppliers to the culture of the organization: The 
knowledge of the provider was validated about the strategic plan of the 

organization, thinking that it was provided with an integral knowledge 
and by the business of the company, facilitating the development and 

fulfillment of the targets of the project. It is important to point out that 
the activities of selection of the provider and planning of the strategies 

and hardware to document the knowledge had been already managed 
from the PMO of the project, before to the integration of the team of 

change. 

CRITICAL FACTORS OF 
SUCCESS AND RESPONSIBILITY 

8. Critical success factors 

 To involve all the users  

 Training to the final users 

 Manual of final user 

 Licenses 

 That the system is not blocked 

 Support during stabilization of the system 

 That the tool is friendly 

 Socialization 

 

  
  
9. Responsibility for with the project 

 To sell an idea to users of the project  

 To do pursuit 

 To be present at trainings 

 To take part of the project  

 Positive attitude 

 To make progress suggestions 

  

 And to  

CRITICAL FACTORS OF SUCCESS 
AND RESPONSIBILITY 
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Execution 

 
Activities and issues were reviewed at this stage were: 

Identification of the organizational impacts with functional team and 
senior management of the organization in structured meetings work:   

For this purpose a matrix was designed to contain: identification of the 

process, current situation, future situation, a description of the change, 
type classification of organizational impact (positive or negative), the 

result of the non-change management, group of impacted, plan of 
action, responsible for their management, deadline management and 

status. This matrix was created in a dynamic tool that we feed, we 
manage and we did follow-up during the development of the entire 

project, even and mainly pre-departure to the operation of the system, 
which facilitated mitigating to a large extent the impact generated by 

the adoption of the new tool in the organization.  
Implementation of learning management: the plan design is based on 

the implementation of the following activities: 
• Define the thematic for courses 

• Identify physical resources 
• Identify human resources (trainers) 

• Conduct workshops for trainers identifying strengths and 

departments to develop 
• Build standardized presentation templates of training 

• Support methodologically building end-user manuals 
• Forming training groups 

• Develop the Training Plan 
• Follow –Up the development of the training plan 

• Run-Training plan 
• Monitor the development of the training plan 

• Establish reinforcement activities 
• Participate in the development and implementation of the 

strategy of the pilot scheme. 
• Run the strategy and management of resistance of the activities 

referred to in the communications plan and in the training plan. 
• Confirmation of the team's future in the post-project: We have 

defined the profile of the end-user of the system path to level, 

technical, functional and personal skills  and be able to validate 
the ability of the team to manage the system in the day to day 

during the pilot plan. In addition, it could not establish resistances 
in key users who participated in this plan, which made it possible 

to quickly mitigation strategies that included strengthening in the 
training sessions, designs of the training manuals up to 

manipulation from the top management where it is formally, gave 
instructions on the obligation to manage the new process in the 

system. 
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• On the other hand, the impacts of the implementation were not 

generated Structural changes that will lead to dispense with the  
staff. However, if you have generated new roles and changes in 

processes than a first time generated discomfort.  With the 
training and communication activities, there was an atmosphere 

of awareness of the members of the organization profits made 

from topics in personal and organizational in the short term with 
regard to the validity of the information and integration and 

traceability of the processes of planning and decision making of 
the top management. 

 
Planning of the demobilization of the team: The activities were 

gradually developed. The first to demobilize the project were suppliers, 
due to the termination of the agreed timetable and costs that generated 

the hours of support to the system. As regards the internal project 
team, were maintained during 3 months in the operation of the new 

system so successful and they should always be made clear that they 
would return to their respective departments of work to support their 

other colleagues with the stabilization of the system. On the other 
hand, the heads of department had already been planned their return 

and new role agreed with each of them advance to the live output of 

the tool.  
 

It is important to note that the event of the kick off of the project had 
already been executed, when they joined the change team. However, 

one of the first activities was to validate the expectations of the 
different participants of the kick off against the project, finding gaps 

between what is expected and what was necessary to be implemented. 
Meetings were held to raise awareness of the scope of and changes in 

the processes as well as its impact on the Company. 
 

  

Process 
Automation 
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Supplying 

Supplying 

Requesters 
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Accounts 
Payable 

Providers 

Cost Controls 



Human Change Management Institute 
Author of the Case: Sandra Yolima Jiménez Gaviria – HCMP-2-719 

 

 
 
 
 

 

 
  

Finance 

Supplying 

Countable 
inventory 
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Materials 
Request 

Requisition of 
Materials 
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Implementation 

 
Activities and aspects that were revised in this stage were: 

 Assess the level of recruitment and the user security for 
implementation. 

 Starting from the design of a pilot plan, as a complementary 

activity to the functional testing and training, with the main 
purpose of involving them in the use of the system and process in 

future activities of the day-to-day basis by skilled users. 
 

Moreover, also we seek: 
 To minimize the impact on the operation by the use of a new tool 

to the processes of stock and Non stock. 
 To identify and solve additional incidents that could affect the 

operation once in production. 
 To evaluate the training process (Transmitted - Purchased). 

 
To ensure the commitment of the leaders in the implementation:  

From weekly steering committees, where they were both reported the 
progress of the project as the obstacles that were presented to move 

forward on the schedule, is analyzed as a whole, the pro and against 

the live output, with the foregoing, it is intended to compromise with 
these meetings and to hold the influencers direct and indirect, of the 

decision of the implementation. However one of the members of this 
committee, the Director of Technology for the organization continued to 

be a saboteur hidden that appeared to support the project, before the 
other members of the committee, but behind, was reluctant to allow the 

launch, using technical arguments that arrived to weaken the project, 
delaying the decision. For this particular case, bearing in mind that he 

was a major decision maker for the project. From change management 
was defined a strategy and action plan for this stakeholder, conducting 

individual interviews to manage his expectation, giving importance to 
his role within the project. As well as stressing the importance of their 

leadership to move the project forward and subsequently, statutorily 
committed him and timescales of the output in the presence of the top 

management group of the organization. 

 
Decision Meeting (GO/NO GO) Implementation:  

After two meetings, where the decision of the steering committee of the 
project was we do not accept output due to the need for a configuration 

that would ensure the support of the system for the Technology 
Management of the Company. At the third meeting of decision, the 

Committee considered that were already given all the necessary 
conditions to ensure a successful live output and sustainability of the 

system more effective, in terms of quality assurance for the information  
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and recruitment for the tool holder. In the meantime is defined if we 

went out live or not, the project team with the permanent 
accompaniment of change management, devoted, on the one hand, to 

implement the strategy of re-training, both for the employees that had 
not been able to attend the trainings originals, such as those that we 

have identified, require strengthening in specific topics and on the other 

hand, to define and debug all the activities necessary for the enlistment 
for the live output of the system.  

 
It is important to note, that one of the qualities that stood out in this 

period was the creativity of the project team, its persistence and desire 
to comply with the goal as a team, their ability to solve problems, and 

its high frustration tolerance. The foregoing, despite the stress 
generated by the situation of decisions, not live output of the high 

address despite the fact that the team felt ready to accept it, however, 
since the project management and with the advice of change 

management is creating spaces for feedback, activities of team work 
and the generation of incentive mechanisms that allowed to keep their 

members motivated and doing proposals not to drop the project 
between both took the decision to exit the system to production. 

 

Communication of the decision GO LIVE: Once the decision was made 
GO LIVE, project managers, in conjunction with Change Management 

communicated to the team the same, making it a very positive news. 
We proceeded to perform the act of delivery to the management of 

technology with their respective brackets of validation of the system, 
because this time indicated the formal delivery of the same, the entire 

organization, and to perform daily operations. On the other hand, first 
thing the next day, with the support of communications department, we 

could formalize the start of operations in the new system for Bogota 
and field through a formal statement. In addition, providers of the 

Company were also informed of the impacts that could affect them at 
the level of change in procedures for receipt and payment of your 

invoices. 
 

Final Closure 

Activities and issues were reviewed at this stage were: 
 

 Establish guidelines to consolidate the transferred knowledge: 
Creation of improvement committee with weekly meetings during 

the maintenance stage, in order to provide integrated solutions 
topics, headed by the functional leaders and by IT department; 

increasing individual tacit knowledge through shared knowledge, 
convert tacit knowledge into explicit and integrate new concepts 

in the knowledge base: from end user manuals that were 
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published for ongoing consultation and USB storage with  

presentations of training with their respective manuals. 
 

• Make workshop - lessons learned  
• Provide criteria to develop a monitoring and assessment of the 

change impact. 

• Provide guidelines for the maintenance and evolution of change 
management, guided by the team of the Company. 

• Ensure the readiness of end users, support staff, technical 
equipment and help desk. 

• Celebrate successes and recognize to the team: for the entire 
project team for both the client and the consulting. Bonds were 

given according to the results. 
• Close the draft and demobilization of the team: the demobilization 

was gradual and staggered by process, considering the delivery 
times for not only the documentation but also the final product of 

System to IT department of the Company. 
   

Production 
 

Activities and aspects that were revised in this stage were: 

 Communication of schema support. 
 Change management and Project Leader joined to announce to 

the entire Company the output to production and they also 
suggested general recommendations.  

 Awareness campaign with Human Resources department related 
to the efficient use of the system. 

 IT Support, with the dissemination and assimilation of the 
procedure of the help desk. 

 Tracking the potential impacts arising from the output to 
production, and define immediate mitigation strategies. 

 Programming re-training if it is necessary. 
 Identification of potential resistance by intervening directly the 

cause and identifying the relevant plan of action. 
 Identify and mitigate obstacles inherent in the transition to the 

new environment (need to acquire or strengthen skills, lack of 

resources, etc.) 
 Design in conjunction with the project management a mechanism 

to ensure the sustainability of the tool, from the creation of a 
committee of improvement to the system that meets weekly 

during the sustainment phase, in order to give integrated solution 
to the issues, at the head of the functional leaders and the IT 

department. 
 Assurance in the preparation of the users to train new 

collaborators.  



Human Change Management Institute 
Author of the Case: Sandra Yolima Jiménez Gaviria – HCMP-2-719 

 

 
 
 
 

In Addition, in this stage we validated roles of end users, so we made 

sure that all users have properly configured the system to begin 
operations, establishment of guidelines to consolidate the knowledge 

transferred. 
 

For its part, the team of internal change was clear to us that they 

should continue with the recurring activities of communication, training, 
management impacts and motivation, making permanent monitoring of 

the response of the Company to the new implementation but since the 
departments of Human Resources and Communications.         

 

For sustaining the change, as explained above, the company organized 

weekly meetings to monitor the impact of the implementation at the 

level of processes, the need for development, technical adjustments, 

evaluation of potential conflicts, level of adaptation and motivation with 

regard to the use of the new system, fluency of communication and 

expectations not resolved, among other aspects. In this sense, the 

indicators that allowed us to measure the consolidation of the change 

were: the high commitment not only to the Top Management, but at all 

levels of the Company with the new situation of change, reflected in a 

high level of involvement with the suggestions for improvement to the 

system in a constructive manner to the objectives of the project, a 

sense of pride in having been part of the project team and perception of 

the project as part of the history of the organization without any shock. 
 
 
v.      Results Achieved 
 
Quick alignment of the team and the change management plan with the 

methodology of the project, despite its latest integration, which 

facilitated the implementation of the activities and the generation of 

unity around the project. 

Deployment of the project toward the entire Company from the 

communications plan, which allowed to quickly identify resistors and 

design strategies to reduce them. 

Integration of the Top Management of the Company with the project 

enabling them to become sharers and responsible for the same. This 

allowed that they became in a few key allies in the identification and 

management of impacts to the interior of each of their departments. 

Optimization project communication with Top Management of the 

Company, fostering a common language, transparent, direct and 

permanent. 

Effective intervention to the entire project team, which had as a result 

an improvement in the working environment, motivation, and 
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recognition to its members, effective communication between the PMO 

and the team, the results orientation, teamwork and high performance. 

Permanent Accompaniment project management and to the top 

management of the Company, in the stages of implementation, close 

and  

 

mounting in the processes both human and technical related to the 

change. 

Identification of stakeholders around the project, classifying them 

according to the suggested matrix by the Human Changes Management 

Institute and identifying action plans for each group classified. 

Planning and Implementation of a training plan were very successful by 

the time that is devoted to its preparation, with a dedicated work by 

training for coaches and preparation of teaching material in 

presentations and manuals for end users, which resulted in positive 

comments that in the long run, provided the knowledge of the system 

and its adaptation to the same in the stage of support, thus becoming 

an example for the upcoming trainings in the Company. 

Positioning of the change management team not only inside the Team 

but toward the entire Company, which identified the need for the 

involvement of this component for future projects. 

vi.      Lessons Learned 

 
Successful: 

Formation Team: Designation of functional leaders, according to their 
skills, knowledge and decision-making in the processes of each of the 

departments. 
Leadership: What empowered them as functional leaders for the 

decision-making required during the development of the project. 

Construction of high-performance Team: with the following features: 
 

 Collaborator and responsible attitude. 
 Ability to identify possibilities 

 With mutual understanding and clear about what needs to be 
achieved 

 With the devotion of time and with high tolerance for frustration. 
 Interdisciplinary team. 

 
Mapping of stakeholders: based on the identification of stakeholders, 

defined strategies of confrontation, according to their classification in 
order to mitigate the negative impact that could generate both in the 

course of the project as in its output to production. 
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Maturity to assume the losses: in the sense of abandoning old practices 

and take on new challenges in the way of doing things in the Company. 
The foregoing, being a Company that constantly manages projects, 

assumes challenges and adapts to the changes. 
 

The Identity of the project: In order to give a sense of belonging, was 

built, the purpose, objective, the goals and the identity of the project 
with all the members of the project. The previous activity provided 

them with  
 

greater clarity about the importance and impact of the project on the 
management of the Company. 

Work of teaming: Execution of activities for the celebration of birthdays, 
of integration, focus group, targeted interventions with members of the 

team. 
To improve in upcoming projects: (correspond to those lessons learned 

negative, but that knot is preferred in a positive manner, in accordance 
with the philosophy of Change Management. 

Communication: communication difficulties with the departments of 
technology and finance. Finance gaps that were close, but with the IT 

department, they remained dormant during the development of the 

project and, this negatively impact the schedule is underway therefore 
the best atmosphere among the sponsors of the same. 

Planning the process of change: Due to the fact that change 
management, integrated four (4) months after, and therefore was not 

in the planning of the project, planned the process of change so late 
and therefore the actions to close the gaps had to be performed on the 

fly and on situations and submitted. 
Publicity and participation: Since its inception, the project must involve 

the sponsors of the impacted departments, facilitating spaces of 
participation and identification of critical success factors for the proper 

development of the project. 
 

vii.       Actions of Improvement 
 

 Planning of the change process: integrating the planning of the 

project, the planning of the change process by identifying the 
desired situation versus the current situation and identifying the 

actions needed to close the gaps. 
 Disclosure and early involvement: Generate a meeting with the 

entire group of sponsors, in order to generate unit around the 
project, by facilitating participation in decision-making required 

for the proper development of the project. 
 Communication: Understand that the processes of communication 

in a project are key to their proper development, not only of the 
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project toward the rest of the Company, but the inside of the 

same. 
 

Business impacts 
 

It is important to note that these impacts of business were identified, 

described, classified and socialized with the top management of the 
company, in the first place and in order to assign responsibility and 

deadlines for management of the same, in terms of changes in business  
rules, policies and/or procedures, output to production and 

subsequently to the rest of the stakeholders of the project. The above,  
subsequently to the rest of the stakeholders of the project. The above, 

as part of the management plan of impacts in charge of the Change 
Management Team of the Project. 
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 PAST SITUATION 
CURRENT 

SITUATION 
DESCRIPTION 

OF CHANGE 
ORGANIZATIONAL 

IMPACT 
FINANCIAL 

IMPACT 
MAIN 

IMPACTED 

1 

 
Three way match for 
stock purchases of 
goods is done by 
hand due to the 
entrance of the 

material which are 
recorded in the 
current system and 
the accrual of the 
invoice register with 
the new system. 
  

 

Three way match for 
stock purchases. It is 
carried out 
automatically by the 
new system as input 
material, It is 
recorded in the 
module WH-
Warehouse and the 
invoice   are 
registered in AP-
Accounts Payable. 
   

Three way 
match is 

automated for 
purchases of 
stock goods. 

POSITIVE. POSITIVE. 

Purchase 

Warehouse 
Accounts Payable 

 

At the end of the 
month, the 
warehouse entries 
for stock purchases 
are not supplier 
invoices. It is done 
manually and the 

provision in the new 
system by the 
department of book 
inventory must be 
reviewed. 

The provision of 
materials is made 
directly by the new 
system once the 
material inlet (RMR) 

is registered in the 
module WH-
Warehouses. 

Registration 
automated 
accounts 
payable for 

purchases of 
materials. 

POSITIVE POSITIVE 
Inventory  

Accountant  

3 

Inventory 
movements are 
recorded in the 
current system and 
at the end of the 
month (Day 20) is 
handled manually 
through a file 
generated by the 
current system and 
uploaded to the new 
system by the 
department of book 
inventory. 

Inventory 
movements are now 
recorded directly in 
the new system and 
at the end of the 
month (Day 20) is 
automatically 
processed through 
the book inventory 
module by a process 
called journaling 
Inventory and it also 
does update 
accounting. 

Accounting 
Automation 

POSITIVE POSITIVE 
Warehouse 
Inventory  

Accountant  

4 

The exchange 
difference, its 
causation is  
performed manually 
on the new system 
after being identified 
through a file 
generated by the 
current system 

 
The difference will is 
now  identified by the 
new system directly 
based on the invoice 
date and the date of 
entry of the material. 
Subsequently, the 
Journaling inventory 
is made to update 
accounting 

Reconciliation 
process 
automation- 
exchange 
difference. 

POSITIVE POSITIVE 
Inventory  

Accountant  
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5 

Currently you 
can process 
wrong or 
nonexistent 
documents in the 
previous system 
with FQA.     

The new system 
does not allow 
nonexistent 
documents in 
modules 
Storage, 
Purchasing and 
Requisitions 
with FQA 

Sole Control FQA    POSITIVE POSITIVE Finance 


