
Change Trainer 
Value Uplift

Lean Six Sigma - Green Belt
Karen Lynley 



Lean Six Sigma – Green Belt

Karen Lynley

IMPROVE

CONTROL

DEFINE

MEASURE

ANALYSE



DEFINE contents Define

Project Charter
Defining the problem: What, Where, When, What
Voice of the Customer
Stakeholder mapping
Communication plan
SIPOC
Risks and issues



Sponsor: Vaughan Lewis Business Group: Change Enablement Coach: Paul Adams

Project Name: Change Trainer Value Uplift Green Belt Trainee: Karen Lynley

Background / Context
Change Trainers may be tasked to work in change projects or initiatives across the 
business. To ensure that change trainers are invited to do this we need to ensure that 
what they do is relevant and useful. To meet our strategic priority of being a high 
performing organisation we are being asked to show the value that change trainers 
bring to the mahi.  

Problem Statement
Over the past 18 months, the Change Enablement (CE) team at Kāinga Ora has 
been unable to quantify the value of the ‘Change Training’ provided. This lack of 
measurement hinders our ability to assess our contribution to organizational 
change initiatives and improve our service offerings.

Project  Objectives
By July 24:
• develop and standardize a method for rating the value of future training 

engagements by the CE Team. 
• understand the value we bring to projects and identify opportunities for 

improvement
• develop and implement prioritized improvements to enhance our overall 

effectiveness

Expected Outcomes / Benefits
• Improved service offering by clearly determined measures
• Able to share with the organization the value of the CE trainers
• Reputational uplift
• Help define what is expected from the CE trainers within projects

Scope
In Scope
• Internal key stakeholders of the Change Enablement team + Change Trainers
• All projects assigned to the Change Enablement team
• Self-serve training within LMS developed by the Change Enablement team
• Any work done to support the project teams

Out of Scope
• Impact of Change Managers
• Training conducted by other teams

Team
• Karen Lynley
• Vaughan Lewis (Manager of the Team)
• Change Trainers (Marina, Kelly, Loz, Anne, Ana, Fiona, Bhaswati)

Project  Risks

• Risk of project timeline being delayed because of bandwidth
• Risk of data not being available

Timeline

Stage Start Finish
Define 18/04/2023 12/05/2023
Measure 8/05/2023 07/10/2023
Analyse 07/10/2023 20/12/2023
Improve 15/01/2024 01/04/2024
Control 01/04/2024 24/06/2024

Green Belt Project Charter



WHAT 
We do not know the value that 
Change Trainers add to a project nor the
opportunities to improve the value 
proposition

WHERE 
Within change initiatives that the Change Trainers have been 
engaged

WHEN 
In the past 18 months. 

WHAT is the Impact 
• Change trainers may not be used by projects as the value of their 

work is not known. 
• We cannot positively impact change projects across the 

organisation. 
• Change Enablement is not able to show return on investment.
• Change processes are viewed negatively, impacting other change 

DEFINE

Define



Voice of the Customer Key Issue Measurable Requirement Critical To Quality

“I had to work through the plan with the 
Change Trainer, put in the key tasks and 
dates and go through each part.”

"Scale of the project wasn’t matched 
to capability of the trainer, I had to 
micro-manage the work"

• Change Trainer understands key tasks
• Trainer has capability to deliver to 

requirements
• Evaluation of trainer

Trainer feedback has positive sentiment and 
scores over 4 on the Likert 1-5 scale

“Things were being missed or things were 
not done on time”

Gaps in work and not meeting 
deadlines

• Order and sequence of tasks
• Timeframes for specific tasks OUT OF 

SCOPE FOR PROJECT

• Presence of a standard process that includes 
the sequence of required tasks

• Delivery of the work to the agreed plan [OUT OF 
SCOPE FOR THIS PROJECT]

“Measuring success is hard if you don’t say 
up front what you are going to be 
evaluating”

Not knowing evaluation criteria or 
work to be done ahead of time There is standard evaluation criteria

• Presence of evaluation template(s)
• Presence of standard processes to 

capture feedback and evaluations

“Learners can be fatigued by the time you 
get to the evaluation stage of a project. If 
they do respond, they can also evaluate 
the technical change (e.g. the software 
upgrade) rather than the training itself”

Difficulty getting evaluations on 
learning specific to the training

Alternative ways of evaluating Change 
Trainer work beyond learning evaluations As above

Someone learning about being a Change 
Trainer (new to the role), doesn’t have a 
clear description of the work required of 
them or how to do it

Training resources for Change 
Training

What tasks are required to be done, what 
skills are needed and how to learn or 
develop those skills

• Presence of templates
• Presence of reference materials 

on  skills/approaches/techniques or 
methodologies required

Green Belt: Define
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Assessing Stakeholders

Stakeholder Type Position Importance to them Role / strategy Need to know 

Change Trainers (CTs) Power | Resource Undecided High Delivery Team
Deliverable guidelines + the level of completion for 
tasks (What does good look like)? How does the 
peer review work? How can I lift my skills? 

Project Teams Disinterested Undecided Low No comms

Change Leadership Team 
(CLT) Power Supporter High Sponsors

Level of tasks completed by the CTs
How to show the value of the team using metrics

Change Managers (CMs) Resource Undecided High Consult

That tasks have been completed, that they support 
the overall CM strategy.
How tasks are evaluated 
How define what might be expected in different size 
projects
Handover points between CMs and CTs

Project Managers (PMs) Interested Party Supporter Med Customer
Consult / Inform

What can I expect from my CT and what work will 
they do? How does it differ to the work the CMs do?
How do I know what quality looks like?
How do I know they have the right skill level for this 
project?
What quality of completion to realise the benefits 
of the project?

Business Analyst Leaders + 
team Disinterested Supporter Med No comms

Stakeholder mapping Define



Communication plan

Audience Objective Comms Key messages When / Frequency Channel of 
communication

Assigned

Project 
Managers 
(customer)

VoC + build 
momentum

Consult
Inform
Inform
Inform

Survey current / future state value + effectiveness
The value of CT / What good looks like? 
Difference of CM/CT roles
When to engage CT on the project based on project 
requirements

Measure to assess current 
state
Improve stage during pilot
Control stage
Sustain gate

Email with links to 
survey
Meetings
Email with link
Email with link

Karen

Change 
Managers 
(CMs)

Endorsement 
+ solution 
input

Consult
Inform
Inform
Inform

The problem to solve + benefits + WIIFM
Insight from survey metrics (i.e. performance of team)
Inputs required for the CT
The improvements + benefits

Consult as required
Inform in monthly team 
meetings

Meetings to consult Karen

Change 
Leadership 
Team (CLT)

Leverage 
power

Consult + 
leverage 
power

Stage Gates review before next stage can start 5 stages of DMAIC Stage gate 
meetings

Karen

Change 
Trainers 
(CTs)

Project 
delivery + 
control stage 
standardisati
on

Consult + 
delegate 
tasks

The problem to solve + benefits + WIIFM
Deliverables (scope) of CTs engagement
Survey questions / evaluation criteria (past+future)
Analyse stage
Improve + risks / issues to manage
The artefacts of the improve stage (e.g. guidelines, what 
good looks like, peer review steps, matching skills to 
project types)
Control stage rollout and confirm benefits

5 stages of DMAIC Workshops, regular 
comms (Teams) 
meetings and 
project tasks

Karen

Define



S

SUPPLIER

1. Project teams
2. Change Manager
3. Project Manager

I

INPUTS 

1. Business requirements 
and future solutions

2. Change Management 
collateral

3. PID/Business Case

P

PROCESS 

1. Assign Trainer to Project
2. Research and Develop Training 

Strategy
3. Develop Training Plan 
4. Design and Develop Collateral 
5. Deliver training
6. Evaluate training/collateral *1

7. Handover to BAU

O

OUTPUTS 

• Training delivered
• Training collateral

C

CUSTOMER

• Learners

Downstream customers 
are:
• Project Managers 
• Steering Group
• Business Owner

Current end to end high-level process

*1 – ad-hoc and infrequent

Define



Risks and issues for the project

Risk / issue Impact Probability Residual risk Mitigation activities

1 May not be able to get reliable historic survey results High Issue (100%) Low Not able to be altered. 
Process maturity uplift will 
be a part of the project. (2) 
Send out surveys to PMs for 
VoC data

2 Changing operational model may erode the 
relevance of the improvements and reduce the size 
of the team

High High High Maintain a 20:20 focus on 
process, deliverables, 
metrics that are agnostic 
on who does what. Confirm 
the RACI post changes

3 Infrequent project delivery may make the data 
insufficient to draw in the improve stage

Med High Medium Run a pilot of 5 
engagements and use the 
findings to decide if this is 
sufficient to handover to 
BAU

4 Some or all current state data is a VoC survey rather 
than real data

Med High Low Process maturity uplift will 
be a part of the project.

5 High turnover of Change Trainers High High High As 7

6 Project team or PM may be unavailable due to BAU 
work

Med High Med Project duration extends 
with reduced time 
availability

7 Massive changes to the Operational Model across OI 
and Kāinga Ora

High Issue (100%) High Handover to BAU before we 
lose the IP. Ensure the new 
process are locked and 
loaded so that the future 
model continues to use the 
improved resources

Define



Green Belt: Measure

Karen LynleyMEASURE contents

Research of possible deliverables
Current state data collection – Plan A
Plan A - Learner data collection plan
Plan A – Learner data collection: raw data, totals & reflections
Plan B – The alternative data collection plan
Plan B – The survey, results and insights
Summary of insights
Maturity levels of Change Training and Maturity assessment 

Measure



Possible deliverables 
Defining what might be required from a Change Trainer (CT), within a project

L&D resources/collateral deliverables
Design and branding
Video
Infographic
User Guide
Quick Access Information
Communications
Newsletters
Emails
Sharepoint authoring
Yammer articles
Handover to BAU documentation & 
recommendations
Workshops
One on One coaching
Buddy/coach/superuser framework
Drop in sessions
Online Learning Module
Reading Pack
Exemplars
Best Practice Guidelines
Demonstration
Brainstorm
Pathway of learning
Curation of existing materials
Slide packs
Other/Misc

Where there is more than one   this is AND/OR

Project Deliverables
Training 
Strategy

Training 
Plan

Resource 
Design

Stand Alone 
Documentation

Standard 
Documentation

Evaluation plan     

Measures of success     

ADDIE design within the project     

Core Principles of learning     

Prosci and ADKAR methodology links     

Overarching approach     

How training links to Project objectives     

How training links to Kāinga Ora Strategy     

SME collaboration process     

Scope description     

Review and Approval process     

Key Deliverables     

Resource requirements     

Impacted Audience     

Needs Analysis/Skill Gap Analysis     

Dependencies     

Timeline     

Review and analysis of current state     

Accessibility & Inclusion Planning     

Connection to Rautaki Māori     

Training Calendar/Invitations     

Training Modes     

Selection of Training Modes     

Justification of decisions (e.g. for Steering 
Group)

   


Lesson Plans     

Video Design Brief     

Training Communications     

Learning Objectives     

Learning Outcomes     

Change Champion planning     

Train the Trainer plans     

Transition to BAU plan     

Evaluation report     

Plan for Learning hub/storage of collateral     

Lessons Learnt     

Draft L&D resource/collateral creation     

Pulse Check  

Jira stories 

Learner Evaluations to determine 
effectiveness of training

Measure



Plan ‘A’ - Learner Data Collection plan
Measure

Executive summary of Plan ‘A’ 
Plan ‘A’ was to collate learner evaluations from projects completed in the previous 12 months. The data available was ‘patchy’ with different 
collection methods and operational definitions. As a result, an alternative measurement approach was sort.

The approach for Plan ‘A’:
1. Collate existing learner evaluation (raw) data, organise and analyse it as best we can.
2. Review the analysis (go / no go)
3. Identify and agree the next steps or alternative approach

It identified that:
• The learner feedback is largely unavailable for change trainer engagements
• The feedback that is available was collected by different methods and rating scales
• 6 Change Trainers left during data collection negating an option to conduct interviews.

Outcome: Plan ‘A’ analysis confirmed the problem statement that “Kāinga Ora is unable to quantify the value of the ‘Change Training’ provided” 
and the data is unusable.

Next step: Cut over to an alternative data collection plan

[The next two slides show the Plan ‘A’ analysis detail]



Trainer Role Project Evaluations completed

Karen Lynley Senior Change Trainer Oracle eBS, Tirohanga Whānui, Mould Yes 3

Marina Dsouza Senior Change Trainer Programme Raranga Yes for one element

Karen Whittaker Senior Change Trainer Programme Raranga CONTRACT ENDING Yes for 1 element

Collate survey results from the previous 12 months

Green Belt: Measure

Karen Lynley

Plan ‘A’ - Learner Data Collection

Trainer Role Project Evaluations completed

Anne Sloan Change Trainer Service Experience LEAVING No learner evaluations completed (confirmed by 
Anne and Jasmine Kelly, Change Manager)

Ana Fetuˈuˈaho Change Trainer Mould, Oracle, Orbit None

Andrew McLean Senior Change Trainer IMF, Jira, Ara LEFT Nothing for Jira, some for Ara, yes for IMF

Chris Galo Change Trainer Manu Tukutuku/Medical leave n/a

Emily Morrison Change Trainer Ara MOVED TO A DIFFERENT ROLE No for her time on Ara

Kath Cherrie Change Trainer Kotahi, Mould, Healthy Homes, Winter Energy
Study LEFT

No for 4

Vacancy Senior Change Trainer n/a

No evaluations available from the following Change Trainers

Measure



Plan ‘A’ - Learner Data Collection
Raw data

Issue: Data is largely unavailable, data that is available was collected by differing methods and rating scales

Measure

Units 24
Defects 15
DPU 0.624
Zoverall 0.09
Zwithin 1.59



Plan ‘A’ - Learner Data Collection 
Totals & reflections 

Reflections on the survey analysis:
• Change trainers are under different leaders with:

• No consistency with file naming protocols within Objective
• No consistency in the way to file the records meant more time required 

to go through them
• Couldn’t access/open some documents
• No Project evaluations, though some information pertaining to this may have 

been captured within Project ‘Lessons Learned’ 
• Little consistency on the learner evaluations with different wording of 

questions and scoring
• Response rate not always recorded. E.g. Mould Training 77% 

Next steps 
As the number of actual evaluations with recorded results was so low and as the 
nature of a change trainer’s role is multi-faceted (e.g. there may not be direct 
training, it may be learning collateral or work to be handed over for BAU), Project 
Management Services will be surveyed to get historical performance data.
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Measure

Trainers 11
Individual Projects 20
Events to be evaluated 24
Evaluation progress known 9
Unknown (defect rate) 15
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Projects

Events to be
evaluated

Evaluation
progress

known

Unknown
(defect rate)

Learner Evaluation results

Quality of training average 77.53
Confidence to apply learning average 84
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Quality of training average Confidence to apply learning
average
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Plan ‘B’ – The alternative data collection plan

Maintenance 2020

Plan B Survey the Project Managers (PMs) to understand their perception of the change training value and performance of 
the Change Trainers.

While this approach relied on the memory and perception of the Project Managers, it was them who were ultimately 
responsible for the timely and effective rollout of the project and was valuable and necessary feedback.

The approach:

1. Create an initial draft of a new survey for PMs
2. Review the survey with the Manager of Project Management Services (PMS) - Approved
3. Submit the survey and proposed approach to the Ethics committee for review - Approved
4. Send the survey to PMs and promote its completion (Manager- PMS)
5. Run the survey period and close after two weeks.
6. Analyse the results

Measure



Plan ‘B’ – The survey

THE SURVEY

Steve Zingle, Manager - PMS sent to:
Project Management Leadership and Project Management Services (APPROX. 63 PEOPLE)
With an emphasis on Project Managers completing it (APPROX. 33 PEOPLE)

18 responses to the survey

Measure



Plan ‘B’ - the survey and the results

18 total responses to survey of Project Managers

1. I have worked with a change trainer on a 
project. 18 responses                                                  
(Yes 10 = 56%, No 8 = 44%)

2. I understand the role a Change Trainer has in 
a project to both the project team and the 
learners impacted by the change.                     
8 responses (branching question from ‘No’)

3. I understand the difference between a 
Change trainer and a Change Manager          
8 responses (branching question from ‘No’)

Insight :  Some PMs 
are vague on the 
specific value a 
Change Trainer brings 
to a project and don’t 
know when to engage 
them.

Measure



10 responses (branching question from ‘yes’ at Question 1)

4. If Applicable I would like to have a change trainer on my current or future projects

5. I was satisfied with the level of information and documentation 
provided to me by the Change trainer during their time on the project

The lower specification limit (LSL) is 4, i.e. scores of 4 or 5 are successful outcomes

6. I was satisfied with the level of engagement and support offered 
by the Trainer to the project team

The lower specification limit (LSL) is 4, i.e. scores of 4 or 5 are successful outcomes

5 Yes
2 Other: I can’t answer that honestly without knowing what a change trainer does
 I do not work on projects

Insight :  PMs want a Change 
Trainer on their project and 
would like more collateral, 
engagement + support from 
some

Project Manager survey results + insights

LSL

LSL

Sigma 
level 2
Require at least 6 
sigma

Sigma 
level 1.5
Require at least 6 
sigma

Measure



10 responses in this section

7. In your opinion, did the training materials, collateral and/or engagement provide 
sufficient information to the learners (to adopt the change?)

8. Based on any feedback you received, how satisfied do you feel the business was 
with the level of and accessibility of the training

The lower specification limit (LSL) is 4, i.e. scores of 4 or 5 are successful outcomes

9. Did the Change trainer deliver requirements within the project deadlines
 6 Yes 
  1 No 
 3 Other: I think the Change Manager did a lot of the thinking up front
  I cannot remember
  Sometimes
  

Insight :  7/10 PMs were 
sufficiently satisfied with the 
accessibility, information + 
training provided. Some 
deadlines may have been missed

Project Manager survey results + insights

LSL
Sigma 
level 2.3
Require at least 6 
sigma

Measure



Green Belt: Measure

Karen Lynley

10. How important was the training to the successful rollout 
of the change? 10 responses

11. What did you value most about the Change trainer? 
Select the top four things you valued the most. 10 responses

Plan ‘B’ - the survey and the results

Insight :  PMs agree the change training is important to their 
projects and valued the facilitated sessions

Measure



Green Belt: Measure

Karen Lynley

12. In hindsight, what could the change trainer have done differently 

to improve the outcomes of their work (with either the project team 
OR the learners) 8 responses

13. What were the benefits of having a Change trainer as part of the 

project team? Please add any further comments here. 9 responses

Not sure Karen was brilliant
n/a
Clear reporting on what they have achieved. Clear plan to present 
to steer co or business groups.
n/a
Understood their audience and how they might learn best. More 
time spent on mindset changes and the details of the role.
I think we needed the trainer at a later stage in the work. We were 
transforming from one project into another broader one and the 
work the trainer would have been involved in properly was 
transferred to a later stage.
Trainer had a great attitude but wasn't on top of sharing what they 
were working on with the team, which meant we lacked visibility 
and confidence they were ready to deliver
Tricky. First change trainer was superb and their analysis and 
material provided was insightful. They left and the next one 
ignored all the good work that had been done so the desired 
outcome wasn't achieved.

Provide people with a way to access the key knowledge to need to follow 
the new process.
n/a
they have great benefit of bring our people up to speed on the changes. 
communication skills and just trusting your trainer is key to successful 
handover.
added a different perspective to other project team members, which 
helped improve the way we were doing things as well as improve the end 
products
Ensure BAU obtains value delivered from project/ ensures project is 
successful.
Provided a focus on the training requirement
It takes a load of work off of other team roles that might have to pick up the 
slack of developing and presenting training material (speaking as a PM who 
has led some of that training in previous workplaces it is great to have a 
person in that role).
Sole focus on meeting the needs of learners and success of the change
Bringing insight and understanding of the organisation as a whole and 
providing good data to understand gaps and solutions

Plan ‘B’ - the survey and the results

Opportunities: Need a clear plan with entry into the project 
timed well. Clear reporting / visibility of their work

Measure



Green Belt: Analyse

Karen Lynley

Summary of finding Average 
Survey 
rating

Potential actions or countermeasures to be considered in the improve stage

Some PMs are vague on the specific value a 
Change Trainer brings to a project

2.8 out of 5
(too low) Provide easy reference to PMs so they can see the value of a change trainers

PMs want a Change Trainer on their project and 
would like more collateral + engagement from 
some of them

3.75 out of 5 
(too low) Standardise the project touch points and deliverables (at least as a minimum requirement)

Most PMs were sufficiently satisfied with the 
information / training provided, but some 
deadlines may have been missed

2 out of 3 
(need 100%)

TL and Team to see progress and discuss risks at the weekly team meetings – so that the work is 
well managed

PMs agree the change training is important to their 
projects and valued the facilitated sessions

4.4 out of 5 
(Good) No action

Need a clear plan with entry into the project timed 
well. Clear reporting / visibility of their work

Open question
Ensure the change training plans are layered into the overall project plans so that milestones are 
visible and successfully delivered on time and in full to the right level

Ensure a process to feedback how CT performed on the project

Confirm the best entry point for change trainers into a project

Provide easy reference to CT process so that PMs so they can see when they needs to join a project

Project Manager survey results and insights
Summary of the findings

Measure



1 - Initial 2 - Process Aware 
(Some / Repeating)

3 - Defined 
(Maturing / Used)

4 - Capable 
(Good / Often)

5 - Optimising 
(Excellent / All)

Strategic alignment
Do the initiatives, repeating outcomes and 
processes link to the strategic intents? Does it 
support the fulfillment of Kainga Ora's 
purpose?

None

There are some outcomes and / or 
initiatives that link to higher level strategic 
intents but they may not cascade down to 

specific objectives or targets

High level strategic plans cascade down to specific 
objectives, targets and / or service performance 

expectations (SPEs)

Performance metrics are compared to SPEs and targets that 
are directly linked to strategic intents and annual business 

plans

The strategy and annual business objectives drive top down
 initiatives to uplift performance

The business unit is highly capable + successfully balances 
strategic delivery + their contribution to the outcomes.

All outcomes and improvement activity are aligned and 
prioritised to the: strategic intents, architectural plans, 

performance requirements and/or regional plans. 
There is a clear link between the layers

Annual objectives, business plans and performance 
expectations are clearly communicated and  delivered 

to the expected time / cost / quality requirements

Success Measures
How is the business team/unit performing and 
how do the team members and stakeholders 
know?

No SPEs, targets
or metrics

Process performance metrics are basic, 
team specific and they may be updated 
infrequently and/or be difficult to access

Measures of performance are reported and displayed with 
minimal lag times. The measures are discussed within

 meetings that include all team members and are checked
 against SPEs

SPEs and metrics are not always clearly defined at the 
appropriate level

Evidence that visual, input and output SPE 
performance measures are updated at appropriate 

intervals to the frequency of the deliverables 
 They are used to: manage the process, provide early 

warnings of risks/issues and drive improvement 
activity

Real time automated dashboards are used by the team to 
manage and self-correct performance at all levels

Continuous improvement activity links directly to the 
performance of the end-to-end process or value of

 the outcomes

Process Management
Does the business team / unit consistently 
meet the agreed performance targets and run 
improvement activities to uplift performance 
or the value of the outputs? Do they use a 
systematic approach?

How do they ensure consistency and what 
steps do they take to minimise variation?

If the business team contribute to a larger 
process, is the end-to-end process 
consistently meeting performance 
expectations? Is there effective 
communication between upstream and 
downstream teams?

No

There are some high level processes  
documented but they are not universally 
adopted or standardised in their format 

Measures of success may be discussed at 
team meetings but are not yet a scheduled 

agenda item

There is evidence of inconsistent results and 
some outputs miss expected time frames 

and/or quality requirements

End to end processes are documented along with the 
procedure level work instructions and training materials. 
All documents are available to the team members and 

the work is generally completed following the 
processes described

Some evidence that corrective actions are taken to bring
 an underperforming process back to an expected level.

Incremental improvement initiatives deliver small or 
basic process improvements

Larger risks are managed

The process is mostly performing to expected
 performance levels

The process documents are accessible and stored in 
a process repository with the versions controlled. 

Documents have a standard format, are reviewed 
and the processes described within them, improved
Team members have a detailed knowledge of the 

end-to-end processes described and their 
contribution to the outcomes of the process are 

known by them. 
Corrective actions successfully bring 

underperforming processes back to expected levels 
and improvement initiatives uplift the performance 

or value of the outcomes and reduce risks
Where necessary, there is effective communications 

between teams

Process management and continuous improvement are 
'baked' into their DNA. The processes perform consistently 

at or above the expected levels.

The team members understand the expectations and their
 individual contribution to the SPE performance for 

each element of the end-to-end process.

 The reliance on manual processes is reduced by: best 
practise end to end process design and simplified by the

 adoption of workflow and technology solutions aligned to 
architectural plans

Our People
Does the business team / unit have the 
capability / skills to manage and deliver the 
repeating outcomes and uplift the 
performance using best practise CI 
techniques?

No

Some of the business team / unit  execute 
their process scope and manage their work 
using the best locally known practise. On the 

job training is provided to set team 
members up for successful process 

execution

The business team / unit have sufficient capability to manage 
the processes to current levels of performance. Knowledge is 

shared to uplift people capability towards subject matter 
expertise. New starters are trained and supported in the 

operational model

The process is standardised across the business team / unit

A capability model is available to the team

The end-to-end process is standardised and 
performed the same way by all business teams / 

units involved in the end to end process.
All process managers and business teams / units 
work collaboratively to manage and improve the 
end-to-end process performance to meet SPEs 

Change management and people capability tools 
and techniques are used regularly

The Process Owner, managers and the business teams / 
units work collaboratively to review and uplift the 

end-to-end process performance using best 
practise improvement techniques

Leadership and Culture
Is there an environment within the business 
team/units where everyone has the 
opportunity to discuss and take action on the 
elements of process management and 
process improvements?

No

Discussion is encouraged on potential 
process improvement ideas in team 

meetings. Some incremental changes are 
delivered collaboratively. There may be 

some silo thinking

Process improvement techniques are used by the team 
members (but not necessarily all) to openly discuss and 

deliver incremental and smaller step changes, to uplift local 
performance and reduce risks

Process improvement techniques are used by team 
members (but not necessarily all) to deliver 

enterprise changes to uplift overall performance
There is strong operational rhythm providing 

structure to the working days so the team can spend 
more time on value-add activities

The team engage stakeholders to deliver end to end
 improvements and reduce risks

The team is able to adapt to positive changes

End to end processes are reviewed regularly with 
improvement

activity focusing on the best opportunities to uplift the 
value of the outcomes, the process performance and

 reduce risks

Best practice improvement techniques are used by
 cross functional teams.

A culture of 'change as usual' is embraced

Maturity levels of the change training  Key – Blue is current state and green is the target



Measure
Maturity Assessment 

Category Maturity uplift required

Strategic alignment 2 to 3

Success Measures 2 to 4

Process Management 2 to 4

Our People 2 to 4

Leadership and Culture 2 to 4



ANALYSE contents

Planning for the ‘Analyse’ workshop
Cause and Effect Fishbone
Prioritise the ‘causes’
Affinitise the root causes

Analyse



Green Belt: Analyse

Karen Lynley

Planning for the ‘Analyse’ workshop

1. Invite Change Trainers and Team Lead to Workshop Cause and Effect
2. Create agenda, identify effect, set up Miro board and working tools
3. Facilitate meeting

Recap of project
Brainstorm
Prioritisation voting
Consolidation of themes
Agree on wording of root cause
Explore potential countermeasures
Agree next steps

4. Chart results
5. Email outcomes and suggested countermeasures based on the group discussion. Invite further 
comment (with deadline)

Next steps (Improve)
6. Set up meeting with Team Lead to interpret results
7. Meeting with Team Lead, use a pick matrix to confirm and prioritise countermeasures

Countermeasures for Improve phase agreed
8. Send report with final countermeasures to Change Training Team

Analyse



CAUSE AND EFFECT FISHBONE

Green Belt: Analyse

Karen LynleyAnalyse



AFFINITY/ROOT CAUSE results
Green Belt: Analyse

Karen Lynley

PROCESS/DOCUMENTATION
NO DOCUMENTED CHANGE TRAINER PROCESS WITHIN PROJECTS INCLUDING DOCUMENTATION STORAGE
No clear requirements when handing over to BAU
No central area for documentation

DEFINING AND DEMONSTRATING
NO DEFINITION, EXMAPLES, EXEMPLARS AVAILABLE TO THE BUSINESS
PMS Teams not aware of the skills/value we bring
less awareness, of the role. Role clarity between CM & CT
Project Managers need better descriptions of what each role does.
No examples of what trainers have done on other projects that has been successful.
No clarity of what is the role of a change trainer is and what makes great training at Kāinga Ora

EVALUATION
NO CONSISTANT EVALUATION PROCESS AND REPORTING
No Consistency of questions asked to identify value (feedback post training)
Project team are not routinely asked for feedback on the role
Asking for feedback from trainees but also project groups
No consistent wording flexible enough to take into account all needs of evaluation
No consistency in where feedback lives and what it is called

PEER FEEDBACK AND COLLABORATION
NO DOCUMENTED PEER FEEDBACK OR SELF REVIEW PROCESS FOR CONTINUOUS IMPROVEMENT
No opportunities to collaborate deeply for the benefit of the training (share good examples etc.)
Peer review
No process for getting feedback from senior trainers

TECHNOLOGY
LACK OF TECHNOLOGY ACCESS OR DEVELOPMENT FOR CHANGE TRAINER SPECIFIC NEEDS
The tools available have no clear owners, there are lots of road-blocks when trying to get what we need.
No clear configuration of the technology- software. The device are not equipped to handle the software
Our LMS is not fit for purpose.
No database /tech for recording results

PEOPLE/TEAM  MANAGEMENT
ROLE TITLE LACKS CLARITY AND PROCESS OF ASSIGNMENT OF CT CAN BE LATE 
Role doesn’t adequately describe what we do -needs a different name
Trainers not always on a project right from the start
No clear process for storage of lessons learned all together for projects
Unclear what each trainer 'specialise in' or if they can be assigned appropriately

PMs don’t know 
the difference 
between a 
CT/CM + why 
they need both

Delayed 
assignment 
of best CT for 
project

No standard 
performance 
measures

No QA or peer 
reviews

LMS not fit 
for purpose

No process nor 
supporting 
materials as 
reference

7

14

10

8

11

8

Votes

Analyse



IMPROVE contents

Actions to Improve maturity
Potential countermeasures
Pick Matrix results
Confirmed countermeasures
Improvement actions and outputs for each root cause and countermeasure (6)

Improve



Actions to improve process maturity

Category Maturity uplift 
required

Action

Strategic alignment 2 to 3 • Set a target for project team feedback surveys for critical questions. (Karen to work with the team to 
determine the target)

• Compare and agree what, if any actions need to be taken when below target

Success Measures 2 to 4 • Track performance of learner engagement feedback and Project surveys as a whole. Make visible and 
shareable.

• Line Manager to monitor and enhance the process or skills of the team when necessary.
• Ensure survey result tracking files are held in a secure repository

Process Management 2 to 4 • Expectations, process supporting docs and ref. materials are to be available to the team.
• Measures of success are to be discussed in the Line Manager 1 on 1’s with the team members and build a set 

of actions if required to address gaps.
• Support is provided to CTs if they (or others) raise risks to upcoming change training success.
• Line Manager or peer reviews of training artefacts and methods are to be built into the process.

Our People 2 to 4 • Methods used and best practise to be discussed in the Line Manager 1 on 1’s with the Trainers (or formalised 
peer support) to check if the documented best practise is adopted and to identify future improvements to the 
reference materials.

Leadership and Culture 2 to 4 • Regular meetings are to include Improvement activity and reporting on performance.
• Improvement champion(s) to be assigned who can lead the discussion and co-ordinate the activity.

Improve



Potential Countermeasures

Root cause Potential countermeasures 

PROCESS DOCUMENTATION
No change training process nor supporting 
materials as reference

• Document and publish the change training process + RACI + reference templates + min standards + guides (with content including the 
inputs and deliverables)

• Define, create and publish the documents to be stored
• Define and create the repository

DEFINING + DEMONSTRATING
PMs don’t know the difference between a CT/CM + 
why they need both

• Create Atamai page with a video defining helpful resources. To include the following.
• Definition of change training value, skills and process steps in the wider context of change management
• Exemplars of work accessible to the business
• Feedback comments from previous customers (project managers and business owners)

EVALUATION
No standard performance measure

Create a consistent process to evaluate the change training
• Agree approve the evaluation method and content (+ build it into the process)
• Create, approve and publish templates (and guides TBC)
• Template evaluation survey to provide to Project teams
• Agree a performance target for critical survey questions to the project team
• Build, get approval and share a centralized resource to display the overall performance of the CTs (from learner + project team surveys)
• Set up a central and retrievable repository for archive evaluations (with standard naming conventions)

PEER REVIEW + FEEDBACK
No QA or peer reviews

• Identify and develop peer review steps and build it into the standard process
• Provide a checklists that can be used for both the CT and the reviewer to check for missing steps / artefacts

TECHNOLOGY
LMS not fit for purpose
Nowhere to record standard evaluation measures

• Identify business owners and create guidance – Out of scope
• Categorise technology needs and demonstrate needs – Out of scope / recommendations only
• Implement a new LMS – Out of scope
• Create a place of record for CT evaluation results – In scope

PEOPLE/TEAM MANAGEMENT
Role title lacks clarity
Delayed assignment of best CT for project

• Create and propose new role title – Out of scope
• Guidance for when and how to assign CT to project - Out of scope
• Create a centralised area for all lessons learned (Out of scope) and/or for change training engagements. Add to process+RACI – In scope

PROCESS MANAGEMENT UPLIFT • Regular meetings to have a standing agenda item for reporting on performance (from the PM and learner surveys) and Improvement 
activity

• Improvement champion(s) to be assigned who can lead and co-ordinate improvement activity - Out of scope in current org review
• Support is provided to CTs if they (or others) raise risks to upcoming change training success (add risk/ issue analysis to process and peer 

review

Improve



PICK MATRIX results Improve



Confirmed improvements

ROOT CAUSE CONFIRMED COUNTERMEASURES for Improve Phase

1. No documented change trainer process nor RACI. No standard 
doc storage repository

✓ Map of Change Trainer Process of work and documentation

2. No reference examples, exemplars available to the business
No definition of what Change Training offers a project

✓ Create Atamai page with a video defining Change Training, exemplars of 
work, helpful resources etc. Collated repository for Change Trainer use

3. No consistent evaluation process and reporting ✓ Create a consistent process of evaluation of learning and evaluation of 
trainer within project team. Agree and embed targets

4. No documented peer feedback or self-review process for 
continuous improvement

✓ Develop peer review process and guidance

5. Lack of technology access or development for change trainer 
specific needs

✓ Research option for evaluation database

6. No current Process Maturity uplift planning or Risk mitigation ✓ Process for recording and mitigating risks, procedure for review of current 
improvements and planning of further improvements

Improve



Improvement 1

ROOT CAUSE:  No documented change trainer process within projects including documentation storage
COUNTERMEASURE: Map Change Trainer Process  of work and documentation 
ACTIONS: 
• Draft process
• Review with Change Trainers
• Insert new processes where required (e.g. Peer review)
• Define documentation process
• Draft guidance
• Review with Change Trainers
• Publish on Atamai page
• Collated library for resources and for storage of templates, learning resources and links for professional development by 

Change Trainers
• Final Approval by Team Leads

FINAL RESULTS
Over-all process map, documentation process and repository approved, socialized and published

Improve



UPDATED SIPOC

S

SUPPLIER

• Project teams 
(including BAs)

• Change Manager

• Project Manager

I

INPUTS 

• Business 
requirements

• Change 
Management 
Collateral

• PID/Business Case or 
Solution 
docs

P

PROCESS 

1. Assign trainer to project
2. Research and Develop 

Training Strategy
3. *Approve strategy
4. Develop Training Plan 
5. *Approve training plan
6. Design Collateral 
7. *Approve Collateral
8. *Conduct Peer review
9. Deliver training
10. Evaluate the effectiveness 

of the  training/collateral
11. Report on the findings*
12. Handover to BAU
13. Report to Team Leader and 

agree improvements*
14. Make improvements

O

OUTPUTS 

• Delivered Training
• Training collateral filed 

in repository
• Training evaluation 

complete and any 
corrective / 
preventative 
improvements made

C

CUSTOMER

• Learners

Downstream customers 
are:
• Project Managers 
• Steering Groups
• Business Owners

*New parts of the process (see improvement 1 
for the swimlane diagram)

Improve



Improvement 1. – Change Trainer Process Improvement 1.
• Change Trainer Process and RACI
• Storage of Change Training Documentation 
• Published to the Atamai Change Trainer Page

The Atamai 
page contains 

an image of 
this process
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 Confirm who is sufficiently experienced to do the peer review and approval work. A C/R I I C

 Develop and publish the new process with clear accountabilities, templates (e.g. survey), reference 
materials (e.g. Peer review steps)

A C/R I I C

 Define the docs to be stored, the location and naming protocol. A R C/R

 Rollout/socialise the new process, accountabilities and check it is being adopted. Rollout doc 
storage to the team and check it is being adopted

R R R I A

 Design, develop and create the video to describe the value of change trainers and their approach A R/C C

 Create Atamai page and load the video, exemplars of work and reference materials. A/R C C C

 Create MS forms list of reference material. Attach to the Atamai article and rollout to team A C/I I C

 Confirm the learner survey design and load onto the Atamai page A C/I I I C

 Confirm the Project Manager survey design, create the form and load onto the Atamai page A C/I I I C

 Research option for evaluation database and make recommendations to Change Leaders A C C C C

 Complete change trainer engagements and assess the quality and effectiveness of the training to 
confirm the “after” result

A R I C I C

 Audit the effectiveness of the document storage changes A/R C I

 Determine next steps to embed the changes further or close off issues R C A

Implementation RACI Improvement 1.
• Change Trainer Process and RACI
• Storage of Change Training Documentation 
• Published to the Atamai Change Trainer Page

RESPONSIBLE, ACCOUNTABLE, CONSULTED, INFORMED



Storage of 
Change Training 
Documentation

Evaluation 
storage

While in progress, documentation 
is stored with Project/Team 
documentation in Microsoft Teams. 
Project Atamai pages may also 
contain Change training collateral
 

Evaluations of learning should have 
the word *evaluation in the title so 
it can be searched

Key example documents/collateral 
and evaluations to Change 
Training (sharepoint.com) for 
storage, knowledge sharing and 
promotion

Hierarchy: Project 
Documentation\Change 
Management\Training

Final versions should be saved to 
*Objective using the same 
hierarchy as Microsoft Teams. 

*Objective works hand in hand with the other systems 
we use as an organisation e.g. MS Teams and 
SharePoint, providing a repository for our long-term 
records. If Camtasia/Storyline files are on Sharepoint 
links should be added OR store directly in the training 
folder in Objective IQ

The Atamai 
page contains 
an image and 

a link to this 
sharepoint 
resource

Improvement 1.
• Change Trainer Process and RACI
• Storage of Change Training Documentation 
• Published to the Atamai Change Trainer Page

https://kaingaora.sharepoint.com/sites/Atamai-We-Are/SitePages/Change-Training(1).aspx?web=1
https://kaingaora.sharepoint.com/sites/Atamai-We-Are/SitePages/Change-Training(1).aspx?web=1


Collated repository for Change Trainer use

Change Trainer Documents and Resources – list/library that includes links and attachments.

Having this linked to the page means that it provides further visibility to the business of how we work and 
what we provide. It also becomes the primary source of information and development for new trainers as 
Kāinga ora uses multi platforms it can be difficult to locate materials.  

Improvement 1.
• Change Trainer Process (below) 
• Storage of Change Training Documentation 
• Published to the Atamai Change Trainer Page



Improvement 2

ROOT CAUSE:  No definition, examples, exemplars available to the business
COUNTERMEASURE: Create Atamai page with a video defining Change Training, exemplars of work, helpful resources etc.
ACTIONS: 
• Brainstorm video with Change Trainers 
• Each trainer tasked to script their section
• Review sections as a group
• Record, edit and publish first draft of video to Atamai page
• Review by Change Trainers and team Leads
• Change Trainer visual created
• Atamai page further developed with quotes, visuals, links and process documents etc.
• Gather exemplars from Change Trainers
• Set up repository for Change Trainer use
• Draft and insert feedback form in the page to measure the improvement 
• Review and approval from leadership team 
• Publish full page once other countermeasures completed

FINAL RESULTS:
Atamai page published and available to whole org.

  Feedback from team Leads
  on the video and page:

Improve



Improvement 2
Content of the Atamai page  (see images below)
Exemplars, Video, Resources (Creativity in Learning Design, Change Manager role description

Atamai page

Improvement 2.
Create an Atamai page 
• video defining Change Training
• exemplars of work
• helpful resources

Atamai 
page 

content
Atamai 
page 

content



Example of a drop-down box showing project exemplars.
This format is used for all sections, and every Change 
Trainer is represented.

Atamai page 
content

Improvement 2.
Create an Atamai page 
• video defining Change Training
• exemplars of work
• helpful resources



Transcript 
of video for 
Atamai 
page

(Continues on next page)

A 9-minute collaborative video 
was made to describe the 
Change Trainer process within 
each stage of ADDIE and within 
a project team. 

It linked to Kāinga Ora values 
and Change methodology.

The full video can be viewed 
here: 

Transcript of 
the video

Improvement 2.
Create an Atamai page 
• video defining Change Training
• exemplars of work
• helpful resources

Trainer 2

Trainer 3



Change Trainer Value video transcript continued

Transcript of 
the video

Improvement 2.
Create an Atamai page 
• video defining Change Training
• exemplars of work
• helpful resources

Trainer 4

Trainer 5

Trainer 6

Trainer 7



Creativity in Learning Design

This design was created for Change Trainers by Karen Lynley. The intention is to visually 
depict how a change trainer will take different strands (people, concepts, processes, 
tools, information) and raranga or weave those strands together to support the 
learner/the person being impacted by change. This is a collaborative process. ‘Nāu to 
rourou, nāku te rourou, ka ora ai te iwi’. This proverb acknowledges that everybody has 
something to offer, and by working together we can all flourish.

Change Trainers follow brand guidelines; use internal resources, stock images and free to 
use material. Consideration is given to the audience (internal vs external) to balance the 
needs of consistency and brand identity with gaining the attention of often time poor 
people to motivate them to think and act in new ways. 

“Our automatic, subconscious reaction to a design influences how we perceive its 
relevance, credibility and even usability. “

mike-taylor.org | Learning, Design, and Technology Innovator 

Graphic for 
Atamai 
page

Created to provide 
information on the 
importance of creativity and 
innovation in learning 
design while meeting 
requirements of brand 
guidelines. This is a 
particular quality and skill 
for Change Trainers that 
clearly shows how their work 
is within the field of Learning 
and Development

Brand design 
for the Atamai 

page

Improvement 2.
Create an Atamai page 
• video defining Change Training
• exemplars of work
• helpful resources



Change Management Strategy
Stakeholder Analysis

Change Management

The role of a Change Manager is to manage the 
people side of change. The goal of Change 
Management as a discipline is to prepare, 
engage, equip and support individuals through 
the change journeys they experience. Change 
Trainers and Change Managers work as a team 
to achieve this, but each have specific tasks and 
individual outputs.

When Change Managers Define Approach, they 
are answering the question: What will it take to 
achieve success.?

When they Manage Change in phase 2; they 
answer the question:  What will we do to prepare, 
quip and support people?.  How are we doing ? 
What adjustments do we need to make?

When Change Managers Sustain Outcomes in 
phase 3;  they review performance by answering 
the question : Are we done yet? What is need to 
ensure the change sticks?

The outputs of these stages are a Change 
Management Strategy, Stakeholder Analysis, 
Planning and Closeout documentation. 

The Change Team work closely with their larger 
project/initiative or business unit throughout this 
process.  

Image courtesy of Prosci

Atamai page 
content

Included to 
give context to 
the difference 
between a CT 

and a CM 

Improvement 2.
Create an Atamai page 
• video defining Change Training
• exemplars of work
• helpful resources



Improvement 3

ROOT CAUSE:  No consistent evaluation process and reporting
COUNTERMEASURE: Create a consistent process of evaluation of learning and evaluation of trainer within project team.
ACTIONS: 
• Compare evaluations available to find common denominators
• Identification of two common areas: Quality of Training (or Training resources) and Confidence to apply learning
• Determine measure (Quality of Training 10-point scale, Confidence 1-5)
• Propose two base questions to be asked in every learner evaluation to the Change Trainer group as all Change Trainers 

hold responsibility for their own evaluation planning and collecting. Approved and presented to Team lead 
• Approval by Team lead Vaughan Lewis
• Change Trainers to use these two questions in their evaluations
• Draft Project Team survey to be sent to the Project team when the Project is closing
• Trial of the survey was run, and the results reviewed
• Report to Vaughan Lewis of process and result – approval of the survey to use
• Survey shared with Change Trainers
• Set up report and reporting procedure (until a technical solution can be implemented), shared with Change Trainers and 

Team Leads. Confirm the action point for team lead involvement = Change Trainer score in learner or project feedback 
is 4 or lower

FINAL RESULTS:
1. All learner evaluations to include 'Quality of Training' and 'Confidence to Apply Learning'
2. All Change Trainers to send Project Survey at the end of their involvement in a project, or annually for longer projects
3. Learner and project evaluations to be reviewed and updated monthly in the 'Evaluation and Feedback Change 
Trainers' spreadsheet stored in Teams

Improve



Reporting
Excel spreadsheet: Evaluation and Feedback Change Trainers 2024
Is a record of current work underway, captures learner evaluation averages and project feedback in separate tabs, stored in Teams 
accessible by Change Trainers and Team leads.

Procedure (stated in the document):
• To be updated monthly (generally at our monthly Whānau Ako meeting) and rows to be hidden when Staff leave
• Copy of Document to be archived annually with any closed projects removed from current document, archive saved to Change Enablement in Objective (link inside document)
• Project feedback to be gathered at the end of involvement in the project OR annually for long term projects
• Ongoing recording of risks that should be noted to all CTs (others should be held in project documents)
• Used as a basis (and record of actions) for Process Maturity uplift planning
• Ensure Team Lead is informed when an individual's score in feedback (learner or project) is or lower than 4

Improvement 3.
Evaluation consistency
Includes Process management uplift with review 
built into the procedure



This survey is to be sent to the project team near the end of the project, at the same time as any final 
learner surveys would be done. It is particularly useful if the trainer does not have other evaluation 
surveys (e.g. they did not deliver training, only learning resources) as measurement can still occur. 

Survey design built for future 
engagements
Survey for Project Team link has been provided to all 
Change trainers to use

Improvement 3.
Evaluation consistency



Pilot Test of the Survey to Project team
Results from trial survey/test with Project Team.
6 responses

Improvement 3.
Evaluation consistency

Reflection:
The Survey showed a heightened understanding of the role of the Change Trainer. It provided specific feedback on what worked and what areas that 
could be improved. I was able to feed this back to my people leader to show the quality of the work that was completed and open discussion on how 
improvements could be made. As the change delivered was not a popular one, it also provided context to the learner evaluations. It would be a 
particularly useful tool if you were not delivering traditional training but instead were creating collateral and learning resources to be used by the 
group. It is also useful to People Leaders to lead conversations in the GROW model. 

Ongoing use of the survey form
Survey has been run  6 times. 
Collective responses stored with other evaluation data in teams as per new procedure
Key Results from 17 surveys on 6 Change Trainers:

Reflection:
While the intent of the form was to run the survey at the end of Change Trainers time on the project, there has been benefit for 
us as a team to have group data to analyse together. Looking at the data collectively has enabled us to look for trends, promote 
our work and work collaboratively to ideate future improvements.

I was satisfied with the level of information and documentation provided by the Change Trainer during their time on the project 95.20%

I was satisfied with the level of engagement and support offered by the Trainer to the project team 97.20%

In your opinion, did the training materials, collateral and/or engagement provide sufficient information to the learners (to adopt the change?) 100%



Improvement 4

ROOT CAUSE:  No documented peer feedback or self review process for continuous improvement
COUNTERMEASURE: Develop peer review process and guidance
ACTIONS: 
• Document current process of peer review
• Ensure options for Peer review and self review are included in Change Trainer process map
• Research methods of review and include resources in documentation
• Draft document
• Send to Change Trainers for review and feedback
• Feedback: document covers current process with useful resources, but a workshop would be useful to develop the 

process further with examples (set as next steps)
• Final approval by Vaughan Lewis 
• Senior Change Trainers to monitor process

Final results:
Peer review guidelines published and socialised
Future workshop planned to build on resources around peer review

Improve



Next steps:
While Change Trainers have approved preliminary use of 
this guidance, we are planning a discussion session to 
further extend each of the considerations and provide 
examples. Needs overarching principles of Peer review 
added and, overarching policy guidanceAlso to decide if it 
should remain as guidance or be developed into a 
checklist or form. 

Outputs:
Peer and self-review guidelines
Guidance published to Atamai page

Improvement 4.
Peer review process + guide

The Atamai 
page contains 
an image and 

a link to this 
sharepoint 
resource



Improvement 5

ROOT CAUSE:  Lack of technology access or development for change trainer specific needs
COUNTERMEASURE: Research option for evaluation database
ACTIONS: 
• Research options
• Look at Tirohanga Whānui Development as a potential solution
• Meet with Digital Workspace team to discuss options
• Formulate proposal 
• Meet with Vaughan Lewis to discuss and see if supported
• Send proposal to Team Leads and Manager Change Enablement to see if supported
• Support received

Final result:
Proposal supported but is on hold during organisation wide change. To be revisited once new structure is in place

Improve



As part of Improve phase and ensuring that the gains that have been obtained in the Improve phase are maintained, I have proposed a technical 
solution for the storage, analysis and reporting of evaluations. This may not be able to be realised due to the current climate and changes 
underway within the business however the proposal has been discussed, and sized with the Digital Workspace team and is supported by them and 
the team Leads of Change Enablement.

Tirohanga Whānui, the Change Landscape tool currently stores information on change in a relational database. It records projects and initiatives 
across the business and includes information on the type of change, risk, and people involved. Activities are recorded against these Change 
projects/initiatives and data is fed through to  several PowerBI dashboards and forms the Change Enablement dataverse.

In collaboration with the Team Leader Digital workspace, we formulated a solution proposal.

Outputs:
Research option for Evaluation Database
Proposal for use of Tirohanga Whānui to store evaluation data

Improvement 5.
Research  / evaluate databases



SOLUTION PROPOSAL:
When a new activity is entered in Tirohanga Whānui, a tab would appear for  Evaluations

Within this tab would be the two mandated Evaluation questions (‘Quality of training’ and ‘Confidence to apply learning’) and the ability to create 
new evaluation questions specific to the project. This would replace the current process of creating evaluations in Microsoft forms. Once the 
questions were compiled and saved a link would be generated that can be sent to learners. When learners receive the link, they log in, complete 
the evaluation and the information they enter is automatically stored in the Tirohanga Whānui database. From there a dashboard or PowerBI 
aggregate reporting can be generated, accessible to the business. 

In this way evaluations can be easily accessed, are stored in a common area against other related data. Change Trainer work can be monitored 
(slide 9 – Completed Change task), and evaluations can be reviewed, compared, contrasted and stored over time. It would leverage current 
processes of recording activities and ensure consistency of practice as well as provide visibility (any gaps) which fits well into the intention and 
purpose of Tirohanga Whānui as a tool and the main driver of this project. 

Project and change 
entered in 

Tirohanga Whānui

Training activity

Evaluation
generated and 

updated
Link sent to learners

Evaluation
completed and 

returned

Tirohanga Whānui
stores data

Data is reported via
a dashbpard or 

PowerBI reporting
tools

Reports are 
reviewed and 

followed up where 
appropriate

The business can
measure the work

being completed by 
Chage Trainers

Improvement 5.
Research  / evaluate databases



Improvement 6

ROOT CAUSE:  No current Process Maturity uplift planning or Risk mitigation
COUNTERMEASURE: Process for recording and mitigating risks, review of current improvements and planning of further 
improvements
ACTIONS: 
• Workshop with Change Trainers on risk processes
• Needs Analysis drafted to include risk
• Propose extending Evaluation storage document to include risk and process Maturity uplift
• Present to Leadership team
• Approved and actioned within required documentation published and socialised

Final Results
• Risk/mitigations to be stored

• Within Project risk register
• Within Needs Assessment
• CT wide risks to be noted in monthly meeting in 'Evaluation and Feedback Change Trainers’ spreadsheet stored in 

teams
• Template agenda created for Whanau Ako (monthly CT meeting) to ensure all elements are covered

Improve



Improvement  6.
Process for risk recording/mitigation 
Process for reviewing uplift to capability



CONTROL contents
Control

Audit Learner evaluation and documentation storage
Learner Evaluation Comparison Data
Project Evaluation Comparison Data
Atamai page and resources feedback results
Other Improvements and Response Planning
Summarising benefits
Benefit mapping to strategy
Next Steps



AUDIT
Learner Evaluations and Documentation storage

Reflection:
7 Evaluations ran and documentation was stored correctly, and all had consistent scoring
2 evaluations followed due process but did not have any results/response (from a small group of 
external surveyed learners) 
6 events were in progress and not at evaluation stage, but visible

1 evaluation that could not be located were by a CT no longer with the organisation

Consistent scoring and access to data fully implemented by current trainers. 

Control

Trainers 8
Individual Projects 10
Events to be evaluated 16
Evaluation progress known 15
Unknown (defect rate) 1

Quality of training average 91.26%
Confidence to apply learning average 84%

0
10
20
30
40
50
60
70
80
90

100

Quality of training
average

Confidence to
apply learning

average

Evaluation of LearningResults from the 7 Evaluations Audited 

Adherence to progress           93.8%  



Learner Evaluation Comparison data

0

20

40

60

80

100

Measure Phase Control Phase

Comparison

Evaluation progress known Unknown (defect rate)

Measure Phase Control Phase
Evaluation progress known 37.5% 93.75%
Unknown (defect rate) 62.5% 62.5%

Control

Z refers to Sigma level



I was satisfied with the level of information and documentation provided to me by the Change trainer during their time on the project
The lower specification limit (LSL) is 4, i.e. scores of 4 or 5 are successful outcomes
17 results

Measure Phase

Control Phase

Project Evaluation Comparison data
Control

LSL

Sigma 
level 2
Require at least 6 
sigma

0
1
2
3
4
5
6
7
8
9

10
11
12
13
14
15
16
17

2 3 4 5

4.76
Average Rating

LSL

Sigma 
level 6
Require at least 6 
sigma



I was satisfied with the level of engagement and support offered by the Trainer to the project team
The lower specification limit (LSL) is 4, i.e. scores of 4 or 5 are successful outcomes
17 results

Measure Phase

Control Phase

Project Evaluation Comparison data
Control

LSL

Sigma 
level 1.5
Require at least 6 
sigma

Sigma 
level 6
Require at least 6 
sigma

01
23
45
67
89

1011
1213
1415
1617

2 3 4 5

LSL
4.88

Average Rating



Project Evaluation Comparison data
Control

Sigma 
level 6
Require at least 6 
sigma

Based on any feedback you received, how satisfied do you feel the business was with the level of and accessibility of the training
The lower specification limit (LSL) is 4, i.e. scores of 4 or 5 are successful outcomes
14 results

Measure Phase

Control Phase

LSL

Sigma 
level 2.3
Require at least 6 
sigma

3.28
Average Rating

0
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6

8
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14

1 2 3 4 5

4.92
Average Rating

LSL



Atamai page and resources
Feedback results

ATAMAI PAGE AND ASSOCIATED RESOURCES

Measuring this projects performance to ensure it continues to meet the projects intended benefits which were:
• Ability to improve the service offering by having clearly determined measures
• Able to share with the organization the value of the CE trainers
• Reputational uplift
• Help define what is expected from the CE trainers within projects

Atamai (Sharepoint) is available to everyone in the organisation. The page is linked to the Change Enablement Team page and has searchable 
tags including ‘change’ and ‘training’. This is where the majority of the improvement collateral from this project lives. 

Feedback on the page and the project from two of the Change Team Leaders (left) and the Manager Change Enablement (right). 

Control



ATAMAI PAGE AND ASSOCIATED RESOURCES SURVEY
The Atamai page has an embedded feedback form (survey) and asks viewers of the page to complete the form after viewing the page. This survey will 
remain on the page as a control, with results analysed for future improvements (process maturity, improvement 6) to be made. The feedback form was 
based on the same survey that was run in the measure phase of this project. Questions asked in the form:

1. I understand the role a Change Trainer has in a project to both the project team and the way they work

1 = not at all | 2 = a little | 3 = somewhat | 4 = quite well | 5 = very well

2. I understand the difference between a Change Trainer and a Change manager

 1 = not at all  |  2 = a little  |  3 = somewhat  |  4 = quite well  |  5 = very well

3. If applicable I would like to have a Change Trainer on my current or future project or team

Yes/No

4. I understand the types of information, documentation and collateral that may be provided by a Change Trainer

 1 = not at all  |  2 = a little  |  3 = somewhat  |  4 = satisfied   |  5 = very satisfied

5. How useful do you think that the Change Trainer role is (including in delivering training materials, presentations, collateral, engagement) in supporting people's knowledge 
and ability?  1 = not at all  |  2 = a little  |  3 = somewhat useful  |  4 = useful   |  5 = very useful

6. I understand how a Change Trainer might support a project or team

 1 = not at all  |  2 = a little  |  3 = somewhat  |  4 = satisfied   |  5 = very satisfied

7. How important do you think training is to the successful rollout of change? (Change may be a new process, new legislation, a new tool, an update of technology, etc.).

Not at all important | Not so important | Somewhat important | Important | Extremely Important

8. What do you think is most valuable about the role a Change Trainer plays in supporting people to change? Please select the top four things you value the most.

List: critical thinking, Innovative collateral (Atamai pages, user guides, videography, infographics etc.), Putting the learner at the heart of the process, Facilitation 

of learning, Teamwork and collaboration, Skill gap analysis, Clear communication, Design work, Making learning accessible, Clear and accessible resources, 

Presentation skills, Planning and strategy, Relationship building (with SME's, project team, and/or learners etc.), Efficiencies

9. What else would be useful for understanding the work of a Change Trainer and the value they offer?

Open text field 

Control
Atamai page and resources
Feedback results



After approval from Team Leads and the manager of Change Enablement, communication has been sent out to project 
Managers and other members of Organisational Improvement (the business unit inside of which Change Enablement work). 
They were asked to review the page content and complete the embedded feedback form. As the feedback form was based on 
the original survey in Measure Phase, two questions can be directly compared:

Measure survey 8 responses Control survey 24 responses

Control survey 21 responsesMeasure survey 8 responses

42.5% increase in understanding

63.2% increase in understanding

ControlAtamai page and resources
Feedback results



Atamai page and resources
Feedback results

Other responses from the feedback form

9. What else would be useful for understanding the work of 

a Change Trainer and the value they offer?

Listing the benefits of the value you add, also how people 

can engage with you, what part of the project, can they 

contact you if they have questions about up-and-coming

projects etc. e.g.: contact info

I think the resource page you have developed is great. I do 

think there needs to be clearer messaging around the 

difference between change trainer and change manager 

though as I would be concerned if people think they only 

need a change trainer on a project.

A discussion of how they could assist our team

Control



Other feedback on the page (emailed or messaged):

ControlAtamai page and resources
Feedback results



Other improvements and response plans

Proposal for use of Tirohanga Whānui to store evaluation data
If this proposal were to go ahead, then the reporting from this data would provide a control measure for future Change Trainer work. 
It would allow monitoring of progress and provide the basis for future improvements. It would allow visibility of the results across the 
business and especially for People Leaders to see the work Change Trainers do within projects and how this is being received. 

Response plans
Feedback form on the Atamai page will be monitored and reported via the NZ Change team monthly meeting. I am responsible for 
this reporting, though this can be handed over to another Senior Change Trainer if required. Actions required from this reporting will 
then be generated through discussion in that meeting and recorded and re-raised where necessary by the Admin role who minutes 
this meeting. Outside of regular update to collateral as new projects are completed, the page will have an annual review by myself 
as Author. Reminders for this are generated by Sharepoint. Updates will be reported to the leadership team.  

People leaders are responsible for response to low feedback scores or lack of reporting of evaluations. Steps are to review results, 
meet with Change Trainer to discuss, determine what support is required and follow up on actions. Step one is always a discussion 
to determine context. 

Senior Change Trainers are responsible for Peer feedback review outcomes. Steps are to determine any follow up required, offer 
support if needed, escalate to People leader if necessary. 

Control



Summarising the benefits realised
Control

Before After Uplift benefit
Unknown what to expect from CT in projects – what 
do they do, what are the deliverables?

Improved service offering by defining CT 
process and possible deliverables. 
42.5% increase in understanding of 
what Change trainers offer

• Reputational uplift
• Utilisation of CT skills
• Less time spent clarifying roles and responsibilities
• Greater uptake of CT as support options for learners

Cannot show the value that Change Trainers offer 
to learners

17 responses from Project team 
members 100% agreement that the 
training materials, collateral and/or 
engagement provided sufficient 
information to the learners (to adopt 
the change)

• Increased visibility of support for learners/those impacted by change
• Increase Change Capability
• Change processes viewed more positively (reducing resistance to 

change)

78% project satisfaction with the level of 
engagement and support offered by the Trainer to 
the project team. 

97.6% satisfaction with the level of 
engagement and support offered by 
the Trainer to the project team. 

Greater engagement and understanding of the CT role meant  they were 
better utilised in the project

Lack of easily accessed collateral templates for 
new/existing CT to use within projects. 

Readily accessed collateral for CT use, 
including document storage guide,  
Peer Review guide, Leaner Needs 
Assessment, Change Strategy 
template, template survey questions 
and professional development links

Greater access to documentation and collateral that support CT to mahi 
tahi.
ROI is able to be measured and shown

Unable to support uplift in capability as it is 
unknown where issues lie. Recording of evaluation 
data is at  37.5% 

Accurate recording of evaluation data 
is now 93.75% ensuring we able to see 
where issues or challenges lie

More focussed and accurate capability uplift planning due to visibility of 
issues 



Benefit mapping to strategy
Project deliverables Project benefits

Reduced costs / do more 
with the same or less

Reputational uplift

Survey metrics to be collated for every engagement 
from the PM and from the learners

Peer reviews that uplift the quality of the collateral 
and effectiveness of the training

Videos and resources explaining the value of Change 
Trainers

Increased BCP with doc repository

Increased velocityAccurately manage performance with survey metrics

Can easily see when there is need for improvement

Feedback from engagement issues/opportunities to 
improve the process and team effectiveness

Exemplars of collateral against different types of 
project for onboarding new change trainers

Collated repository for ongoing CT work (templates, 
guides, professional development)

Standard objective repository for project collateral 
and survey results that is fully utilised

Visible performance reporting

Uplift effectiveness of TL 1:1 and forward conversations

Increased ability to manage process + uplift performance

Reduced comms/emails/ messages and greater clarity 
with the publication of the Change Trainer Atamai page

Increased capability + engagement of team members

Greater accuracy of reporting of cases + the portfolio

Better quality feedback to improve the Change trainer 
service

Reduced time to explain the value of Change Training

Project team can see the Change Trainers roles and 
responsibilities to avoid rework and overlaps

Increase capability

Increased ability to flag risks and issues

Effective in our initiation 
and management of change

High performing 
organisation; linking 
outcomes and agreed 
deliverables 

Adapts at pace to evolving 
demand

Increased focus on the learner and PMs requirements

Increase resilience and 
ability to manage risks

Mahi Tahi - Better Together

Strategic and value mapping

Increase the body of work for reference when 
developing collateral for future engagements

Procedure for regular review of CT work to enable 
ongoing  process maturity uplift 



Next steps

Green Belt Project Documentation
Final documentation will be sent to the Change Leadership team. It will also be made available on 
the Change Training Atamai page until the end of the Organisational restructure to give context to 
why the page exists.  

Peer review
Workshop planned to review guidance and add resources, detail and examples. Set for 24 July 2024

Video or other resource for Change Managers
Request has been recieved for further resource development to support Change Managers. This is 
outside the scope of this project, however, it has value for Change Enablement and will be explored
further.

Control



Thank you 
to everyone who has supported this 

mahi to uplift the mana of the 
Change Team and Change Trainers

Ngā mihi nui!

Any queries, please contact
Karen Lynley

Senior Change Trainer
karen.lynley@kaingaora.govt.nz
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