Acceptance and Value Assurance Plan Components
Acceptance and Value Assurance (AVA) is a comprehensive, phased human factors method designed to accompany any major technological change effort.  Contact Neil Olonoff, 703-614-5058. 
	
	Leadership Orientation & Participation Tasks
	Communications and Change Management Tasks
	Documentation Tasks
	Training & Performance Support Tasks
	Metrics and Evaluation Tasks

	Goals, Purpose and Value of this AVA area: 
	· Enable managers to understand product and process goals

· Through management participation, improve employee motivation and buy-in

· Ensure management participation in the communication and change management tasks at right
	· Inform all stakeholders of imminent changes

· Prevent and avoid rumor by disseminating accurate information

· Follow a proven, six-stage model for communicating change. 


	· Document the project effectively 

· Provide framework for future related objectives 
· Provide a solid foundation for lessons learned, content generation and future migrations and changes
	· Enable quick, efficient transformation of processes and roles to optimize performance and process integration

· Provide ongoing performance support as well as painless training and integration of new hires
	· Create baseline for future continuous improvement

· Justify present and future expenditure

· Identify areas of needed improvement

	PHASES


	· 
	· 
	· 
	· 
	· 

	Phase 1 

Planning
	· Management attendance in  meetings
· Conduct high level briefings
· Set expectations for management participation

· Establish management roles and responsibilities

· Collaborate with management on 'Manager's Communications Plan.' (MCP)

· MCP Step 1: Identify Changes to come
	· Stage 1: Information: What's Going On? 

· Identify target audiences and stakeholders

· Newsletter No. 1 on AKO Channel and alternative media (email & print) 
	· Define target audiences 

· Define document purposes 

· Define document sets to be created

· Appoint documentation team leads and members

· Set document creation deadlines

· Update project plan to reflect documentation tasks
	· Define broad training goals

· Identify main user groups for training purposes

· Begin identification of training resources and constraints

· Begin defining training deliverables
	· Identify measurable metrics and deliverables

· Create interview protocols and survey content



	Phase 2

Design
	· Get early management buy-in for design decisions

· Conduct special 'paper' based demos 

· Identify roll-out

· MCP Step 2: Identify Stakeholders

· MCP Step 3: Decide what we want each stakeholder group to do. 

· MCP Step 4: Figure out "WIIFM" for each group 

· MCP Step 5: Decide how to communicate to each stakeholder group


	· Stage 2: Personal - How Will it Affect Me? 

· Briefing: design, publish and disseminate stage 2 materials; advise how changes will affect each audience / stakeholder group 

· Begin design of demos and workshops (tied to training) 

· Best practices review

· Publish News No 2 on AKO Channel and alternative media (email & print)
	· Create a blueprint for documenting all processes 

· Create and review document policies, procedures , standards, and security requirements  overview

· Update project plan to reflect documentation tasks

· Begin design of document deliverables
	Complete following

· identification of training resources and constraints

· Begin identification of training resources and constraints

· Define training and performance support deliverables and procedures

· Set up initial training schedule

· Begin advance enrollment 

· Begin creating  performance support deliverables and procedures
	· Conduct interviews

· Distribute surveys

· Collate data

· Identify issues to improve 

	Phase 3

Build
	· Review  design specifications

· Establish functionality

· Carry out Manager's Communications Plan as appropriate
	· Stage 3: Management - What do I need to do? 

· Publish News No. 3 on AKO Channel and alternative media (email & print)
	· Document as-is and optimized processes and work-flows 

· Document project  task lists

· Update project plan

· Review and edit all documents created to date

· Upload all documents to Livelink
	· Deploy demo system  for training

· Complete creation of performance support deliverables and procedures

· Complete creating of specialized training content

· Continue enrollment
	· Collate data

· Create metrics reports

· Identify unresolved metrics issues

· Begin comparison of new metrics against early baselines

	Phase 4

Field 
Trial
	· Review performance

· Approve trial

· Carry out Manager's Communications Plan as appropriate 
	Stage 4: Consequences - How will it affect our organization?

· Publish News  No. 4 on AKO Channel and alternative media (email & print)
	· Test document accuracy and usefulness

· Document unresolved issues

· Collect lessons learned as to documentation
	· Review all training and support content and procedures

· Continue advanced enrollment

· Begin preliminary training

· Review and refine training content and procedures
	· Verify performance metrics 

· Compare with baseline

	Phase 5

Deploy
	· Respond to user requests

· Post-implementation review

· Carry out Manager's Communications Plan as appropriate
	· Stage 5: Collaboration: What more can I do to help implement change? 

· Publish News  No. 5 in AKO Channel 
· Stage 6: Refocus and refinement: What else can we change to get even more benefits? 
	· Produce project deployment diary

· Document project sign off 
	· Training begins

· Performance Support begins
	· Verify performance metrics

· Compare with new baseline

· Produce improvement observations and reports

· Begin continuous improvement preliminary analysis

	Sustain 
	See Excel Worksheet
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