
BREAK OUT SESSION 

POWER SKILLS

How to Lead Change and Drive Successful Outcomes



WELCOME.



Jaclyn Reiter

Equifax, VP Initiatives Execution

▪ Life long project, program and portfolio leader

▪ Family oriented

▪ Women’s network chair

▪ Senior leader

▪ Theater enthusiast

▪ Super power = Speed & Mind Reader
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Insights on Managing Transformational Change
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Rules of Engagement

Be Engaged

Please be present

This is interactive; get your phones out for poll questions

Dialogue

No need to wait until the end, have a question…raise your hand

Have a comment, want to commiserate or validate a scenario…raise that hand



Poll Everywhere
Join using one of these options:

https://pollev.com/jaclynreiter154

Join by phone:

Or join in your browser:

Text “jaclynreiter154”

to +33 6 44 60 09 54

Or join by text:

All questions are anonymous

Feel free to ‘Skip’ adding a name
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What Is
Transformation?

A dramatic change.

People resist change.

Lots of ways to manage a project, manage 

stakeholders, manage change.

How do you pick what works?
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Chapter 1. 
“Why change is so hard”
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Transformational Change is Hard

Transformational change means that the organization will be in a 
different state after the change is implemented, but the most 

challenging part is that the state is unknown at the beginning.  This 
leads to radical differences in your WHAT and HOW.

Transformation projects need structure, planning and 
budget

Must have a STRONG 
WHY. Keep teams 
centered to it. 

Leadership must be 
BOUGHT IN. 

A LAUNCH team will be 
needed to pull everyone 
together. 
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Leading Transformational Change

Successfully executing business transformation takes preparation, strong collaboration and perseverance.  

Planning

Project Management.

Relationship Management.

Business Readiness.

Approvals.

Leadership

Change comes from Top.

Build Success Measures.

Report Up and Out.

Report In and Down.

Launch

Measure Readiness.

Team Approvals.

Executive Approvals.

Execute.

Hypercare.

Retro

Record what went well.

Record what needs improvement.

Create your playbook.

Fail Forward.



Business Execution Plan

Lessons Learned Analysis & Incremental Readouts

What Leading Major Change Looks Like
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Execution Framework

Who is doing WHAT?  RACI will not 
cut-it.  We need ACCOUNTABILITY.
Try an Engagement Contract.

ALIGN

Build your plan.  This is the next level 
down and often changes.  It will 
ensure the people in your engagement 
contract are remaining accountable for 
their areas.
Add a Ready, Set, Go! to ensure 
LAUNCH READINESS.

BUILD

Is everyone ready for the change?  All 
teams, all businesses, all customers 
ready to adopt?  
Then it’s time to EXECUTE. 
Don’t forget your HYPERCARE plan.

COMMUNICATE
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Chapter 2. 
“Tools”



Engagement Contract

Truncated for illustrative purposes



Ready, Set, Go!

Truncated for illustrative purposes



Communication & Approval
Schedule Executive one pager



Hypercare Plan



Hypercare Plan

Question Answer

What is Hypercare? Hypercare is customer-centered support during a critical period in the project 

lifecycle.

Why Hypercare? A truly comprehensive hypercare solution begins before you go live and 

incorporates members of your deployment team with members of an application 

management team. Approached this way, the focus is not just on post-deployment 

stabilization but also on customer enablement and user readiness.

How do I collaborate?  Add a brief description of how someone can collaborate or where to go for help 

or information in this space.  For example…

A chat room will be available for internal collaboration to address issues by type.  

Via Chat space “{insert link to chat room here}” 

See the {enter link for list here} for descriptions.    

What is the escalation path during migration?

What are the escalation paths post migration? How do I report an issue? 

● Customer issues reported to Account Teams should be reported to this chat 

room: {enter link to chat room here}  

● Customer issues reported to customer support should be reported to the

{enter chat room link here} chat.

● Hypercare Internal Issue Management: {enter war room chat link here} and 

when applicable email {enter email address here} and/or for billing concerns 

email {enter email address here}

*Please note that these escalation paths are for internal use only

What monitoring/reporting is in place to feed the hypercare review process? Technology dashboards, chat rooms and migration weekend issue worksheet that 

is owned and managed by {enter names here}



Retro
360 Feedback 

A reflection with opportunities for improvement



● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua. 

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua.

{Project Name} - What to continue

Themes Observations Leading Practices

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua. 

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua.

Teaming

Insights

Planning

Testing

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua. 

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.



● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua. 

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua.

{Project Name}  - What to improve

Themes Observations Leading Practices

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua. 

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua.

Teaming

Insights

Planning

Testing

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur 

adipiscing elit, sed do eiusmod tempor incididunt 

ut labore et dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua. 

● Lorem ipsum dolor sit amet, consectetur adipiscing elit, 

sed do eiusmod tempor incididunt ut labore et dolore 

magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.

● Lorem ipsum dolor sit amet, consectetur adipiscing 

elit, sed do eiusmod tempor incididunt ut labore et 

dolore magna aliqua.



The
Playbook

How to bring it all together and do it again, and again.



Retro & Playbook

CommunicationImpact Analysis Ongoing Support Hybrid Partnership Live

Technology
Marketing

Customer Care
Testing

Deployment

PLAN TECHNOLOGY DEPLOYMENT/ACTIVATION SUPPORT

Internal & external 
impacts identified

Integration
complete

Project completeFinal partner 
communications 

complete

Stakeholder 
map

Execution 
plan

Change 
mgmt plan

Go-live

Launch 
plan

Lessons 
learned

TESTINGMARKETING

Comms plan

Test plan

CUSTOMER CARE

Shared 
dispute 
process 

complete

End-to-end 
testing 

complete

Customer 
Care plan

Feedback Loop Feedback Loop Feedback Loop Feedback Loop Feedback LoopFeedback LoopFeedback Loop



⁞ Who are the decision makers for each 

workstream?

⁞ What tools will we use to keep track of 

progress?

⁞ How often do we need to meet?

⁞ Are we using a shared project plan?  Or 

monitoring progress jointly using 

internal project plans?

⁞ Which project workstreams overlap and 

how do we engage cross-functional 

teams?

Plan
Assess partner & business impact 

Plan for multiple systems integration
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Deliverables

⁞ Partner Kickoff

⁞ North Star - Common 
Objective Defined

⁞ Stakeholder Register

⁞ Execution plan

⁞ Incentive plan & comms

⁞ Meeting Minutes

StakeholdersThings to consider

⁞ How do we collaborate with partner?

⁞ Do we have a “One Team” shared 

identity and purpose?

⁞ What are the internal expectations?

⁞ What are the external expectations?

⁞ Who are all the project resources?

⁞ Is everyone aligned to the objective?

⁞ Is everyone incentivized to deliver?

⁞ What real time collaboration tool will be 

used?

Desired Outcome: Align external and 

internal expectations of project deliverables 

to achieve comprehensive cross-company 

business readiness

Joint Decisions

COMPLIANCE

OPS

LEGAL TECH

PARTNER

MARKETING

Retro & Playbook



⁞ Who are the decision makers for each 

workstream?

⁞ Will we throttle volume during launch or 

enable all verifiers?

⁞ How will partner measure SLA and key 

metrics?

⁞ When will partner report on SLA and key 

metrics?

⁞ What is the process for performance 

improvement?

Ensure optimal execution during 
activations 

Things to consider

⁞ What is the activation plan?

⁞ Which metrics are relevant in the 

future state?

⁞ Have we informed both internal and 

external parties?

⁞ Has leadership delivered key 

messaging throughout the 

deployment?

⁞ How many API calls / transactions did 

we send in a day?

⁞ Is a launch ceremony planned?

31

Deliverables

⁞ Launch plan

⁞ Readiness checklist

⁞ Internal Communications

⁞ Metrics monitoring plan

⁞ Hybrid Tableau Dashboards

⁞ Key messaging

Desired Outcome: insert description of 

the … activated to the … with optimal 

performance and transaction monitoring in 

place

Stakeholders

LEGAL

OPS

SALES COMPLIANCE

PARTNER

TECH

Joint Decisions

Deployment & Activation

Retro & Playbook
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THE TEMPLATES.



What/Why/How?
Lorem ipsum dolor sit amet, consectetur adipiscing elit, sed do 
eiusmod tempor incididunt ut labore et dolore magna aliqua. Ut enim 
ad minim veniam, quis nostrud exercitation ullamco laboris nisi ut 
aliquip ex ea commodo consequat. 

Lorem ipsum dolor sit amet, 
consectetur adipiscing elit, sed do 
eiusmod tempor incididunt ut labore 
et dolore magna aliqua. 

Lorem ipsum dolor

Lorem ipsum dolor sit amet, 
consectetur adipiscing elit, sed do 
eiusmod tempor incididunt ut labore 
et dolore magna aliqua. 

Lorem ipsum dolor

Lorem ipsum dolor sit amet, 
consectetur adipiscing elit, sed do 
eiusmod tempor incididunt ut labore 
et dolore magna aliqua. 

Lorem ipsum dolor



Business Goals/Results/So What?

Lorem ipsum dolor sit 
amet, consectetur 
adipiscing elit, sed do 
eiusmod tempor 
incididunt ut labore et 
dolore magna aliqua. 
Ut enim ad minim 
veniam.. 

Lorem ipsum dolor sit amet, consectetur 
adipiscing elit, sed do eiusmod tempor.

Lorem ipsum dolor sit amet, consectetur 
adipiscing elit, sed do eiusmod tempor.

Lorem ipsum dolor sit amet, consectetur 
adipiscing elit, sed do eiusmod tempor.

Lorem ipsum dolor sit amet, consectetur 
adipiscing elit, sed do eiusmod tempor.

Lorem ipsum dolor sit amet, consectetur 
adipiscing elit, sed do eiusmod tempor.



Milestones
Show where you are in the process and what’s left to tackle

January 20XX

Lorem ipsum dolor sit 

amet, consectetur

March 20XX

Lorem ipsum dolor sit 

amet, consectetur

June 20XX

Lorem ipsum dolor sit 

amet, consectetur

July 20XX

Lorem ipsum dolor sit 

amet, consectetur

October 20XX

Lorem ipsum dolor sit 

amet, consectetur

Jan Feb Mar Apr May Jun Jul Aug Sept Oct Nov Dec



Project Updates

Project 1 Lorem ipsum dolor sit amet, consectetur adipiscing elit, sed do eiusmod 

tempor incididunt ut labore et dolore magna aliqua. Ut enim ad minim 

veniam, quis nostrud exercitation ullamco laboris nisi ut aliquip ex ea 

commodo consequat.

Lorem Ipsum Dolor

1

Project 2 Lorem ipsum dolor sit amet, consectetur adipiscing elit, sed do eiusmod 

tempor incididunt ut labore et dolore magna aliqua. Ut enim ad minim 

veniam, quis nostrud exercitation ullamco laboris nisi ut aliquip ex ea 

commodo consequat.

Lorem Ipsum Dolor

2

Project 3 Lorem ipsum dolor sit amet, consectetur adipiscing elit, sed do eiusmod 

tempor incididunt ut labore et dolore magna aliqua. Ut enim ad minim 

veniam, quis nostrud exercitation ullamco laboris nisi ut aliquip ex ea 

commodo consequat.

Lorem Ipsum Dolor
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Access to the TEMPLATES

Contact Deanna Lotter at dlotter@siue.edu to 

get access to the sample templates discussed 

today

Sample - Migration One Pager

Sample - Engagement Contract

Sample - Ready, Set, Go!

Sample - Change Calendar

Sample - Hypercare Plan

Sample - Playbook & Retrospective

Sample - Project Planning Templates



CONNECT.



Connect with me: linkedin.com/in/jaclynreiter

https://www.linkedin.com/in/jaclynreiter

