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Implementing Change in Local Government 
Ottawa, October 2012 

 
Workshop Exercise # 2 

Changing the Business Engagement Process 
 

 
This exercise enables participants to apply elements of the change management, coaching and process 
improvement tools discussed in the overview presentation. Detailed information about the three tools 
discussed can be easily obtained by searching the internet. 
 
The following is a step by step approach to change.  Please remember that management tools are 
“guidelines” for your work and should be applied in a common sense and flexible manner based on your 
individual situations. 
 

I Prepare Story for Change 
 

1. Concisely outline what needs to be changed 
 
The Local Government is required by the State Government to meet with the business 

community at least once per year.  The purpose of the meeting is to enable the Council 

Chair (Mayor) to share its plans for the next year and to indicate what it expects the 

business community to achieve.  There is an opportunity for some questions from the 

businesses; however, usually only one or two businesspeople bother with any questions.  

According to the Director of Business Development for the City, this process contributes 

little value to the businesses, provides no feedback to the City, and is largely a waste of 

time for all participants.  Consequently, businesses are not growing fast enough to hire 

more people, develop new markets outside the City, and develop new income generating 

products.  This is only “part of the problem”.  Other aspects of the problem are: 

 

_______________________________________________________________________________________     

 

_______________________________________________________________________________________   

 

_______________________________________________________________________________________   

 

_______________________________________________________________________________________ 

     
2. Why is the change necessary 

 
______________________________________________________________________             
 
______________________________________________________________________       
 
______________________________________________________________________        
 
______________________________________________________________________ 
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3. What are the benefits of the proposed change 

 
________________________________________________________________             
 
________________________________________________________________       
 

4. What are the adverse impacts and obstacles to this change 
 

________________________________________________________________             
 
________________________________________________________________       
 
________________________________________________________________        
 
________________________________________________________________ 
 

 
5. What are the consequences of not changing 

 
________________________________________________________________             
 
________________________________________________________________       
 
________________________________________________________________        
 
________________________________________________________________ 
 

6. What is a general timeline for the change to occur 
 

________________________________________________________________             
 
________________________________________________________________       
 
________________________________________________________________        
 
________________________________________________________________ 
 

 
 

II Key Players – Who Do You Need to Sell on the Change 
 

1. Targets:  Decision-maker(s) of change & those who are highly influential.  
 
_____________________________________       
 
______________________________________     
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2. Change Agent(s):  Responsible and accountable for change.  One or more (could be process 
team) who must plan and implement the desired change. 
______________________________________       
 
______________________________________     
 
______________________________________      
 

3. Change Advocates:  Who can help in the change, but have no direct influence. 
 

______________________________________       
 
______________________________________     
 
______________________________________      

 
 

4. Is the Organization ready for the proposed change.   
 

________________________________________________________________             
 
________________________________________________________________       
 
________________________________________________________________        
 
________________________________________________________________ 
 

5. Does the proposed change fit with higher level plans in the Organization 
 

________________________________________________________________             
 
________________________________________________________________       
 
________________________________________________________________        
 

 

Tool Within a Tool – How to Effectively “Sell” Your Change Idea

* Establish the general problem – Do not proceed until you get Agreement

* Establish the specific problem – Get Agreement again

* Present the Solution

* Explain the benefits of the Solution

* Counter any objections (Anticipate likely objections)

* Confirm solution and obtain verbal or written approval for solution
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III Improve the Process 
 

1. Select Process to be improved:  A process where “value” can be added for the benefit of a 

client   

Business Engagement Process            
 

2. Establish Process Team:  One tries to involve all of the people who “touch” the process.  

Process owners are responsible and accountable for the process.  Identify the Need for a 

“Coach” to assist the Team with flowcharting, verifying senior management support, support 

when researching process improvement options, helping to fully train everyone in these 

management tools, etc. 

Team:  __________________________________________________________             
 
________________________________________________________________       
 
________________________________________________________________        
 
________________________________________________________________ 
 

3. Who Are the Clients Being Served:  Identify expectations of clients to make them more 

satisfied.  Develop a specifications and requirements form. 

Clients served:  ___________________________________________________     
 
Client Specifications & Requirements:  (What must the process deliver to the Clients for them 
to be satisfied) 
One approach is to organize around typical marketing strategy components:  What are client 
expectations regarding the “Service”,  what it will cost them to buy or participate in the 
process, the mechanics of the City’s engagement (meetings, one on one interviews),  how the 
engagement should be ideally promoted/communicated in the eyes of the client, where the 
engagement will occur (in a businesslike atmosphere , personnel (from an interpersonal 
perspective how do businesspeople like the City personnel to speak to them), management 
issues, such as when would businesses be best able to engage with City officials - time of the 
day, season, and year; how to ensure confidentiality of responses, how to ensure there is an 
honest information exchange because maybe the business and City have different 
perspectives on an issues that has adversely affected the expansion of a business, and what 
else needs to be done to build trust between the City and its valuable businesses. 
 
__________________________________________________________________________   
 
__________________________________________________________________________   
 
__________________________________________________________________________   
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_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________   
 
_________________________________________________________________________ 
 

   
 

4. Understanding the Existing Process:  Flowchart steps to deliver the service, from start to 

finish.  Use materials supplied in workshop. Ellipical shapes indicate start and finish of the 

process.  A box shape indicates a task or sub-task.  A diamond shape indicates a decision.  A 

negative decision means to go back in the process.  A positive decision means to go forward 

to the next step in the process. 

Flowchart 

Existing Process

Draw flowchart of 

exactly what 

happens between 

the start and end 

of process

Does Team 

agree 

Observe work as it 

is actually done

Modify the 

flowchart

Proceed to Next 

Step

Yes

No
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5. What is the best measure for the change:  Typically, it might be the number of businesses 
engaged, or a representative sample of all businesses,  male and female owned businesses, 
young and old business owners,  export and local businesses,  - whatever is important in 
raising client satisfaction. 

 
Measure(s):  ___________________________________________________________ 
 
 

6. Identify what needs to be improved:  What must be improved for the benefit of the Client. 

Service:  ____________________________________________________________ 

Pricing or Cost of Effective Business Engagement:  __________________________ 

____ _______________________________________________________________ 

Location of Business Engagement:  

_____________________________________________________________________ 

Personnel:  ___________________________________________________________ 

 

Communication:  ______________________________________________________ 

_____________________________________________________________________    

_____________________________________________________________________ 

Physical Facilities or Other to Engage Businesses: _____________________________     

_____________________________________________________________________ 

_____________________________________________________________________ 

Management Issues:  

_____________________________________________________________________    

_____________________________________________________________________ 
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7. Redesign and flowchart the new process:  Use materials supplied in workshop. 
 

Flowchart 

New Process

Review each step, 

remove redun-

dant, out-dated 

steps;  identify 

better steps

Is Step 

Necessary

Proceed to 

Next Step

Yes

No

Redesign 

Process

Review 

proposed new 

step

Keep

Yes

No

Implications of 

removing step

Remove step

No

Yes

 
8. Determine Organizational Changes to Support New Processes:  Identify the key changes to the 

organizational structure, decision-making, reporting, etc. to ensure the new process can be effective. 

__________________________________________________________________  
 
__________________________________________________________________    
 
__________________________________________________________________     
 
 
            

9.    END OF EXERCISE:   In real life, you would prepare the implementation plan & implement it ! 


