THE HR CHANGE TOOLKIT
Your Complete Guide to Making it Happen
THE WORKBOOK

This workbook is designed to be used with the book
“The HR Change Toolkit” by Lucy Adams. The book
provides HR professionals with a complete toolkit for
making change happen in their organisations. If you
want to get the book, you can buy it here.
At the end of each section of the book, there is an exercise to help you
plan, design or record your change activity. This workbook will become
YOUR toolkit for making change happen in YOUR organisation so that you
can make HR more relevant and impactful for today’s world.
Lucy Adams is the CEO of Disruptive HR, an agency that works with
HR professionals and leaders to help them become more relevant and
impactful. If you’d like to receive regular insights about the latest HR
trends, you can sign up here.

1.THE EACH MODEL
Employees as Adults, Consumers and Human Beings (EACH); this model helps to
reframe how we see our role in HR and the way that we do things. There is a free
diagnostic to assess how your organisation measures up to the EACH model here.
Once you have taken the diagnostic and got your report, note down your results here:
Our organisation …

Has a one-size-fits-all approach

Treats our employees and leaders
as adults

Uses processes to try and
change behaviour

Starts with human behaviour and
works with that

Takes a parental approach

Adopts a consumer mindset with
our employees
Some questions:
- If you’re oriented towards parent, one-size-fits-all and process-first, which do you think
is causing you the biggest problems?

- How can you begin to change your approach?

If you want to find out more about how the EACH model can be applied to every
aspect of the employee lifecycle, you can check out the book “HR Disrupted”
available on Amazon, or you can read our blogs here.

2. WHY IS HR SO DIFFICULT TO CHANGE IN YOUR
ORGANISATION?
To help you figure out how you are going to do things differently, write down the 3
biggest barriers to change in your organisation:

1

2

3

3. YOUR HR TEAM’S CREDIBILITY
Using a rating of 1-5 (1 = totally true, 5 = not true at all), assess the credibility of your
team as they stand today
- My team expects to be credible because we have professional qualifications in HR
-M
 y team treats employees and leaders like children – we either do it for them or we
focus on making them comply
- My team is very siloed and rarely present holistic solutions to our clients.
-M
 y team lacks some key skills in the areas of digital, product design and consumer
marketing
- My team rarely admits that we’ve got anything wrong

4. THE NEW SKILLS YOU’RE GOING TO NEED IN YOUR TEAM
Considering the ‘must have’ skills for any progressive HR team, do a quick check and
see if you’ve got any gaps (remember, you only need to be able to access these skills
– they don’t necessarily have to be present within your team).

Skill area
Consumer marketing skills
Human behavioural science skills
Digital and social media skills
Coaching skills
Agile product design skills
Connectivity (great relationships)
Analytical reasoning and
problem solving
Creativity and innovation
Drive and resilience

Who? (Name of team member,
colleague or external resource)

5. GETTING RID OF HR SPEAK
Do you use any of the following HR jargon? What could you use instead? We’ve given
you a couple to get you going!
Jargon 					Common sense language
Probation					Settling in period
Onboarding					First few weeks
Performance review				Check-in
HR Transformation
Talent acquisition
All acronyms - PDRs, HCMs, LMSs
Career path
Talent management
Compensation and benefits
Competencies
Inclusion
Performance improvement plan
HR Business Partner
Human capital management

6. YOUR CHANGE READINESS CHECK
If you can answer positively to most of the questions below, then your team is in
a good enough shape to embark on some serious change. If not, you may need to
spend some time getting your team in better shape?

1. CREDIBILITY 							
•D
 o human dimensions feature in your business discussions within
your team, more than just process?
• Is your team asked for strategic input by others around the
business, as opposed to simply operational matters?
• Does your team feel it has a voice in your company?
• Is your team actively involved in important strategic debates and
projects elsewhere in the organisation?
• Is your team seen as the ‘people experts’?

2. ATTITUDE
• Has your team acknowledged that HR must change?
•Do you and your team derive a sense of value from challenging
organisational culture and conditions, rather than from only
providing a service to line managers?
• Does your team believe line managers can actually manage, and
that they don’t have to do things for them?
• Does your team actively try and reduce their ownership of
company processes and don’t worry about checking if they’ve
been complied with?
• Is your team interested in changing experiences rather
than processes?

3. DIGITAL, MARKETING, AND ‘HUMAN’ SKILLS
• Are you and members of your team active on social media?
• Is your team aware of the need for all HR systems to be mobileoriented?
• Is your team up to speed with the latest apps?
• Does your team understand the implications of excellent UXD (user
experience design)?
• Does your team know what the following terms mean:
- employee insight
- employee segmention
- employer brand?
• Does your team have a genuine insight into human behaviour when
it comes to change?

Yes/No

•D
 oes your team have a sound understanding of the core human
motivations?
• Does your team know what happens when humans respond to
perceived threats?

4. RELATIONSHIPS
• Are you and your team passionate about what your business does?
• Does your team take time to get to know leaders well?
• Do your team members work together well, or are there issues
between the business-facing team and the centres of expertise?
• Is your team engaged with coalitions of key people in
different disciplines?
• Would these people be willing to focus on HR’s priorities, dropping
their own?

5. RESILIENCE
• Is your team brave?
• Are they prepared to take risks?
• Does your team keep going when the forces of resistance get
to work?!

Yes/No

7. YOUR CHANGE NARRATIVE
Write down your compelling narrative around the need for change. Remember to:
- Include both the rational and the emotional
- Use ‘shock and awe’ data only
- Think about the flow of your story so it leads to a compelling conclusion

8. THE REAL REASON FOR CHANGE
List the top 3 domains of concern shared by the business – these are the problems
your People Strategy and Plans will be addressing. Consider whether the common
issues of collaboration, innovation, productivity or agility are relevant for you.
1
2
3

9. CHANGE RESISTORS
Who are the people you need to worry about when it comes to changing HR? The ones
with the most influence, the ones you anticipate being the biggest resistors? What are
the buttons you need to push – and avoid? What’s their starting point when it comes
to you, your team, HR in general?
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10. ALIGNING WITH YOUR EXTERNAL BRAND
Describe your brand. What do you stand for? What’s your brand promise to
customers?

Now look at the key ‘moments of truth’ in your current employee experience. On one
side, identify those aspects that mirror or support your brand. On the other, list the
current experiences you create through your employee lifecycle that may need to be
changed to reflect your brand.

Employee experiences that
support the brand

Experiences
that don’t

11. BUILDING COALITIONS
First, list all those teams in your organisation who could help you to deliver change
even more effectively. We’ve listed some, but there may be others:
Marketing
Facilities
Digital product design
Technology

Now, rate your relationship with them.
+1 = Great relationship - and most importantly, would go out of their way to help HR
0 = Neutral relationship – we don’t know each other very well.
-1 = Negative relationship – no shared goals and no history of working together

Which of those relationships are most critical to you and which are you going to work
on before you start making the changes? How are you going to do that?

12. CONVINCING REGULATORS
Which regulations seem to prevent you from changing the way you do things in HR?
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4

Go through each regulatory requirement in detail. What is it REALLY asking for? How
could the same outcome be delivered in a different way?

1

2
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4

13. LEARNING MORE ABOUT YOUR EMPLOYEES
Instead of your annual survey, which methods could you deploy to really understand
more about your employees, to help you segment your market, provide greater choice
or personalise more?
We’ve provided some examples to get you thinking but you may have some
other ideas:
-A
 one-off survey to understand the different reasons why people choose to work in
your organisation
- An assessment of use of social media channels
- Interviewing everyone who joins and asking them about their preferred method of
being rewarded and recognised (monetary and non-monetary)
- “A life in the day of ….” Analysis of different job roles to understand their stress
points, how often they use their smartphone, when they see a line manager etc – to
aid with communications

Book some time with your marketing team to ask them for their ideas.
Date of meeting with Marketing team: ___/___/____

14. EMPLOYEE PERSONAS
How will you build your employee personas?

Who will you involve?

How many will you need (remember, ideally between 4-6)

What kinds of things do you want to know about them? (Check out Section 5 of the
book to help you).

15. DESIGNING AROUND THE MAJORITY
Looking at your list of employment policies and processes, which do you think have
been designed around protecting the organisation from the worst offenders, rather
than assuming that the majority of your people will come to work to do a decent job
and will behave well? List them here:
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How could you change these to help build greater levels of trust and enable people to
use their judgement?

16. PRODUCTS NOT SERVICES
Take up to three of your key HR services. What might you do differently if you were
designing them as products instead? Remember to think about end-user observation,
ideation, prototyping, user feedback and product launch.
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17. CHOOSING YOUR PRIORITY AREAS
Implement like Apple and only have two or three HR ‘products’ in development at any
one time. If you had to choose just three priorities, what would they be? These are
products that the whole team could get behind delivering for maximum impact.
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18. DESIGNING YOUR EMPLOYEE EXPERIENCE
Look back at Question 10 of this workbook and note the processes that are currently
undermining or working against your external brand. How could those experiences
be re-shaped to align better with what your brand stands for – as well creating the
experiences for your people that will drive your business in the future?

Process you want
to change

The new experience you
want to create

19. CHANGING THE HUMAN WAY
List one example where you tried and failed to get people to change the way they
behave.

Using the approaches outlined in Section 6 in the book, think how you might have
handled this differently? Remember, it will help if change can be positioned to:
•
•
•
•

appeal to people’s emotions;
seem as easy as possible;
feel less scary than sticking with the status quo;
be desirable and normal

20. EMPOWERING YOUR FRONT LINE
List three ways that you could help change to happen by involving employees.
Check out Section 6 for ideas.
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21. START WITH A PILOT
Identify one potential change you want to pilot.
Which team will you pilot it with?
How will you run the pilot? For how long?

22. BRANDING AND LAUNCH
How will you launch your change?
How will you brand it for impact?
How could you use permission marketing?
How could you use content marketing?
Could a rolling launch be more effective?

23. HR TECH
List three HR apps that you want to test out. Remember, you want them to focus on
doing one thing really well, be a pleasure to use and have great in-app analytics.
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24. DATA AND INSIGHTS
Identify two areas of behaviour that you want to try and measure through creating a
different approach to data and insight.

1

2

25. GETTING CHANGE GOING
Identify two or three changes that you want to focus on right now!
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2

