Samen de mens centraal
zetten!
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Verandering(en)

Mat



\VVoorbeelden

Nieuw intranet/Teams

Onboarding app door HR

* Verbetering fysieke werkplekken

Verbeteren processen/EPD/CRM




Mijn naam is
Arjan

Manaqging partner, Mixit




70% van de
veranderingen
slaagt niet

Bron: McKinsey & Company



Employee Experience is
dé manier om succesvol
te veranderen in een
organisatie



Als mensen nodig zijn om succes te
bereiken dan moet je ze centraal zetten

Projecten zijn verschillend maar de
ontvanger is steeds dezelfde

Employee Experience is een visie waar je
een standaard proces op kunt inrichten



Herkenbaar?



Employee Experience

Omdat succes Omdat verschillende Omdat het kansen biedt
vaak afhankelijk veranderprojecten om een succesvol

/I is van 2 allemaal dezelfde 3 standaard veranderproces
medewerkers ontvanger hebben interichten



Afhankelijk van de
medewerker



Bij alle veranderingen waar
de afthankelijkheid van de
medewerker 100% is



Nieuwe
werkwijzen
voor
beoordeling

Nieuwe
applicatie
voor inkoop

Nieuwe
huisstijl

Nieuw

Nieuwe
kennisbank

Nieuw
onboarding
proces

Nieuwe
kantoor
inrichting

callcenter

proces




chillende projecten,
Ifde ontvanger




Nieuwe
kennisbank

Nieuw
onboarding
proces

Nieuwe
applicatie
voor inkoop

Nieuwe
huisstijl

Nieuw
callcenter
proces
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Succescampagne

Start

Visie-animatie

Type Communicatie Fase Weten

mpact ® @ @

-5 WEKEN

Roadmap

mpact @ @ @

Type Communicatie Fase Weten

-4 WEKEN

Livegang

Change agent netwerk

ype Training Fase Kunnen npact ® ® @
Coaching Doen

Weerstand

(Technical) Tuesday screens

WEEK1,2&3
Fase Doen

mpact ® ® @

ype Coaching

Pittige vragen sessie

Fase Doen mpact ® ® @

Type Sponsorship

Succesverhalen

Type Sponsorship  Fase Blijvendoen Impact ® @ @

Gepersonaliseerde online leermodule
voor leidinggevenden

Fase Kunnen Impact ® @ @

ype Training

Gepersonaliseerde leermodule(s) voor
medewerkers

Type Training Fase Kunnen

mpact ® @ @

Assessment voor medewerkers

ype Training Fase Kunnen

Impact @ @ ©@

Nieuwsbrief-item

Type Communicatie Fase Blijvendoen Impact @ @ @

Visiepresentatie door de sponsor

-4 WEKEN

Ken

Typ

Fase Weten
Willen

Sponsorship Impact ® ©@ @

Factsheet voor leidinggevenden

Type Communicatie Fase Weten

Sponsorship

Impact @ Q @

F.A.Q's voor leidinggevenden

Type Sponsorship Fase Weten
Weerstand Willen

Impact @ @ @

Proceduresheet voor hulp en feedback

Type Coaching
Weerstand

Impact @ @ @

Fase Kunnen

nisitem Topdesk

Communicatie  Fase
Training

Blijvendoen Impact @ @ @

-2 WEKEN




Wie is hier bewust mee
bezig?




Conclusie: EX is van de
hele organisatie!




Hoe dan?!
(organisatie)




1) Bewustwording

Gezamenlijk doel/resultaat




2) Duidelijke organisatie

Governance in orde




3) Commitment op C-level

Tijd, budget en betrokkenheid



In de praktijk: bottom-up




Hoe dan?!
(mens)




Passende oplossing

Begrijpen (=*Moments that matter™)



<

What is an

Employee Journey?

Drawing up an employee journey

is away to better understand your
employees. An employee journey
takes you into the experiences of the
employee and the actions, thoughts
and feelings that come with it. By
organizing the insights in this way,
challenges and opportunities quickly
come to light.

For Proman, this Employee Journey
depicts employees’ experiences of

their daily work. The aim s to better
understand how Proman employees deal
with their daily challenges, what they
encounter in this process and how we can
support them in this as well as possible.
The insights are divided into three
personas, representing different types of
employees.

Who is working at Proman
Robert - reporting
Robert is our task-oriented reporter. He
gathers information from all corners of
Proman to process it into useful data.
As aresult, he has many contacts within
the Proman family. He prefers to call
or have face-to-face contact with his
colleagues.

Farah - facilitating

Meet Farah, with her facilitating role

at Proman. Farah is a good listener

and always ready to go the extra mile
to make her colleagues happy. Farah
herself is most happy whenever she can
experiment or implement innovations.

Leonora - leader

Leonora recently started in a leadership
role. She used to work on a tactical level,
but now it is time for her to work on a
strategic level. She feels a bit insecure
since she hasn't had any support to
grow in this role.

Mnat

The Employee
Experience Company

»»

Phases
Which phases does the

employee go through
from start to finish of the
Jjourney?

Steps

Which detailed steps does
the employee take?
Emotions ®
Which emotions

does the employee
experience at
different times?

Behaviour

What do employees say or
think?

‘What are employees
doing?

Challenges and
opportunities

What do employees say or
think?

Which possible solution
directions do we see?

Starting my work day

Checking what happened
while not working

Passende oplossing

N The digital workday of the Proman HQ employees

Start of the day

Planning what
to do today

“Sometimes | do not receive the data | need. In that cae
can not continue my work”

1+Callme i you e me totake acton

“I cannot find a file, | have to send multple mais. It

1+0ver 200 e-mai, how am gaing todo all s work”

“They have to ask permission from thelr manager before
being sble to send information. This takes time of

4 It depends

rosnond®

I tarting with reading my e-msilin Outlook
Starting with reading chat in MS Teams.

Starting with reading my e-mailin Outlook

is

individual managers.”

“Too many requests are seeking answers now:”

Make alist

Different expectations about

when needed

ion sharing between
different levels

7

Getting coffee

o

unch or

Open my tools to get to work

0 @O~0

Searching for information

Looking for files needed
for the report in different
platforms

\

owtwien

I prefor face to face contact”

Lot

“The tools are available, but my challenge is knowing
how to sufficiently use the tools”

O~@ ©
ettt s

110 not haveaccess to il fles important o me.”

jetag:

| Getting the lstest news
Getting the latest news

Sharing news with colleagues

Relying on a face-to-face
network s not sustainable
when growing

(SR

“1still have not understood how our servers systems in
HQuwork'.

| et o rlionspe it olesgunsin cher 1
parts of the world"

Contact colleague because
don’t know where to look

Retrieving files

Processing the information

Analysing retrieved
information

Lo i etomaion

Lot tavetost peot fr

necd information now”

“The quality ofinformation i low”

Not aware of how to use tools
properly

I want to understand what information | get”

Information finding is a

Information quality is

Processing information in defiverable

Converting nformation

Information accuracy is in
inadequate

for other departments and regions.

- Have an open conversation with manager

existing tools. They state guidelines are missing.
They

- Trigger the curiosity of employees so that
start asking questions and get used to

asking questions.
- Create awareness of this situation between

parties
- Create an open and feedback culture Proman
wide

- Create tan golden organisationsl wide rles.
+ Setup a working arrangement workshop
within teams

challenge Lack of access to information inadequate
. ]
12 e Th cone st Thi . iy
o
G T
guic s rgan B
Aot rcire.
S + Work arrangements around information.
P —— ot

modules.
- Setup timeslots in the agendato get to know
atool

+ Give access from one platform to different
backends.
- Setup naming convention guidelines:

setup.
- Do an analysis on existing tools to match with
existing needs.

setup.

information. Therefore they lose time with extra

work to fix errors.

- Create a unified way of eporting Proman-
wide.




Passende oplossing

\ployees

End of the day

Searching for information Processing the information

Open my tools to get to work

C O] (E)

Looking for files needed
for the report in different
platforms

\

overlunchor | "We could have a latform in which the data could be.

~@ ©®

11 cannot fin the right il

Contact colleague because
don't know where to look

Retrieving files

i /.ra \ :

Analysing retrieved
information

i <{

Creating

\o

[t ave o peol -

“Different timezones are a challenge. Since sometimes |
necd nformation now”

“The quality of information s low?

“Iwant to understand what information | get”

Information quality is
inadequate

Processing information in deliverable

Converting information

Information accuracy is in
inadequate

([ e e
information”

“My number one frustration s that | have to do
everything manually”

“We have our own guidelines in our team?

I creating reporting in Word
Creating fes

Commenting on the Word report

Wish for automation to save
time
y R —

e e
lnked o th pan pares ofthe word
T e . .
b o ity uea e toan? 1140 nt have acces ol esimportan o mer | earrssasiort it
v duatomy ’ -
= | Myl am ot clver g o nd th documents
e LS P T
HQwork".
] | | Dlscoveringa lack of accens
[}
)
le Not aware of how to use tools Information finding is a
properly challenge Lack of access to information
e o, 1e e strache, T cose et Tha aicency
" = %
tace

sinca the workload s very high.

- Crate ten golden organisational wide rules.

+ Setup a working arangement workshop
within teams.

clear guidelines or protocols for organizing and
naming file/folders to ensure consistency and
easy retreval.

- Create new files and information structure.

dules.
- Setup timeslots in the agenda to get to know.
atool

- Setup adoption framework to guide

+ Give access from one platform to diferent
kends.

-+ Setup naming convention guidelines.
- Setup adoption framework to guide

setup.
+ Doan analysis on existing tools to match with
existing needs.

setup.

- Create new files and nformation structure,

+ Work arrangements around information
finding

- Createa unified way of reporting throughout
Proman.

information.

work tofix errors.

inabil
standardise is high. They want to work less

wide.

- Automate procedures.
- Improve primary work processes.

Sharing

Storing new generated files Sharing generated files

'-. Sy

Have a meeting

“Its a struggle that our SharePoint s not Proman-wide”

“Iwantto store files in a central location”

Ko

i Garanythy oot hve Egytn,which s &
e re et

ishforamore homoganous ayafork”

*Procedures are developed, but everybody acts
differently upon them”

| saving report I sharing with collesgues in Egnyte and e-mil
Storing files on Egnyte Sendingit by mail waiting for feedback
Sending the document back by e-mail
Need for a standardised way of

working organisation wide

=t

however, we stil

111 have feadback there s no lace to handitin

Proces feedback

Colleagues in another Processing informa

timezone are starting
Getting new information from Setting up the tasks for the
another region next day

e

We are a face-to-face company. Most information is
shared like that. This makes it dffcult to work remotaly.”

mansaement”

“l am uncertain finformation s up to date”

=

| Meeting on

Discussing the irregularites of the reports

manager

doner

necessary information” o the ELT, but | cannot account for the qualiy of
end”

information  receive on mv

organisation via SharePoint

e e Making an even longer to do st for the next day.

When not attending a
meeting, not guaranteed of

] he previous report

Information accuracy is in

Family culture receiving information inadequate Workload is perceived as high
" N . o
ing. They say that
5 2 . " Als ‘this is getting in the way of innovating.
« Shape and implement a Proman way of - Publish more informal or inspirational news in ‘of not getting invited for meetings, due to N
changing. i uncertainty. i .
- Setupa guidlines framewerk with o e frent teame " Doless work and proiise more.
epresentatives o diferent depariments.

+ Create transparent procedures.

inspirati

- Sharing instructions / guidelines. - Automate and standardise work processes to

family.
- Initiate socialising moments ke drinks.

meetings.

save time.

- Create access overview. + Keep employees happy and inspired, s that

Scheduling a meeting with ELT to explin inaccuracies of



Ondersteunen van de
verandering

Ondersteunen



Ondersteunen van de verandering

9,

Blijven
doen




Datagedreven werken

Bereiken



Datagedreven werken







Samen naar één Employee
Experience




VVoorbeelden van succes



Tijd
besparing

Voldoen aan 4 30% minder
privacy I o e-mail
richtlijn

Minder
verzuim

Plezier



70% en meer van de
veranderingen
slaaqgt WEL!



Arjan Nataraj
arjan@mixit.nl
06-55888776
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