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[bookmark: _Toc173765447]Purpose 
Every organization is different. This might seem obvious, but when it comes to building a change management approach to help your organization implement Borealis, it can sometimes be challenging to know precisely what tactics will get the best result. Although the principles of good change management may not change from case to case, the activities and tactics must reflect the culture, context and needs of the organization. 
This collection of case studies highlights successful change management approaches that we have seen deployed by our clients. It also includes some lessons learned when approaches didn’t really go according to plan. 
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	Location 
	Canada 
	Size of organization 
	>20,000 employees 

	Description of organizational context 
	This national public utility company had been engaging at a provincial level with thousands of stakeholders of vary diverse groups. Interactions with Stakeholders was until recently managed in an in-house software, but the increasing number of interactions convinced this national company to opt for a more robust, and online solution.  


	Change challenge(s) 
	Well established companies often operate with heavy processes and strong habits, which can occasionally limit adaptability and responsiveness. In this context, bringing  a new tool to users could be a challenge as users may not feel the need for change, present resistance to using new tools, be reluctant to share information with other teams.  

	Actions taken 
	Key actions undertaken to bring the change:  
1. A very proactive communication strategy set up, aiming to inform users very early in the process of Borealis implementation, to expose them the benefits of the tool for their own day-to-day, and a regular communication on the onboarding progress. 
2. A ‘A+’ team of superusers, which translates in a team highly motivated to implement Borealis, both tech-savvy and well aware of end-users requirements, available during the implementation at 50% of their time. 
3. Trainings were delivered both by a Borealis trainer and the superusers, which resulted in trainings very aligned with users needs and day-to-day. Superusers were able to answer more specific questions, making the link between their processes and Borealis easy to understand.  

	Outcome(s) 
	1. Proactive communication tremendously prevented adoption issues. At platform's official launch, all users were ready for the change, properly trained and with a good understanding of both the tasks they would perform from now on in Borealis, and the benefits the tool would bring to their day-to-day. 
2. Thanks to well-positioned Superusers, configuration was kept at the right level: right configuration done to enable a smooth usage of the platform, while not adding useless functionalities that could have confused users.  
3. By being involved from project start in the implementation progress, users were ready for the change, at Borealis launch. This removed barriers to adoption as they felt comfortable using the platform, but also how to act in case of questions, issues, inquiries.  
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	Location 
	 Peru
	Size of organization 
	 Large: 1000 Staff and 90 Users

	Description of organizational context 
	This organization runs a large mining project in Peru. Peruvian laws require mining projects to comply with environmental and social responsibility commitments. But more than that, this organization has to ensure the social acceptance of the project in order to ensure operations’ continuity. 
Because the project has involved the construction of access roads, the impact to communities has been heavy and the organization is constantly facing a complicated social context.
This organization has early seen the need to have a tool that helps them manage community relations, grievances, social investment, correspondences and alerts, among others.

	Change challenge(s) 
	· More than 70% of the users are personnel in the field, with difficulty in accessing the internet. 
· Most of their day is spent visiting communities and the time to enter information in the computer is short.

	Actions taken 
	· Use of the mobile application was promoted (on tablets or cell phones)
· Clear instruction documents were developed, and centralized in a single tool, easy to access fro all users
· Workflows were re-visited and simplified, to better adapt to field agents’ available time
· Data quality reports were set up, aiming to outline to field agents any missing information, so that they can adjust it at a more convenient time of their week. 

	Outcome(s) 
	· Field agents started using the platform more, as it was more customized to their reality
· The organization got greater control over pending documentation and processes, facilitating the onboarding of new field agents
· Field agents got enthusiastic about using the platform and submit nice proposals of improvement to the Mobile App. 
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	Location 
	Canada 
	Size of organization 
	Small - 45 staff 

	Description of organizational context 
	This newly established government office was looking for a way to track stakeholder engagement and detailed stakeholder information to support targeted engagement efforts in future, report on public engagement and maintain institutional memory. 
 

	Change challenge(s) 
	A small office with most staff working remotely, this team had limited resources to dedicate to the configuration and onboarding effort when it first purchased Borealis. This meant the system wasn’t configured in the best way and many people lacked awareness of the system and/or the confidence to use it. 
 

	Actions taken 
	The client opted to dedicate a specific resource- a Borealis lead- to re-invigorate the project and focus on change management. Some of the actions taken by the lead included: 
· Ongoing Internal consultation on reporting needs and configuration changes 
· Renaming the software and giving it a mascot to get people talking about it (Boris- a small robot!) 
· Establishing a regular internal newsletter to keep people informed and engaged about the project, including tips and tricks, user contests and notifications of changes 
· Developing online learning resources for new users 

	Outcome(s) 
	The client recognized that the low level of consultation and engagement in the first onboarding effort had contributed to low awareness and lack of understanding of the benefits of using Borealis. 
After the change management efforts, engagement with Borealis increased dramatically and staff regularly referred to the data to support their work. Staff without user accounts knew of the system and would routinely connect with users to pull data, identify new data that they needed to track and request reporting. 
New staff are introduced to “Boris” and everyone in the organization knows about the system by name. 
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	Location 
	France 
	Size of organization 
	>5000 employees 

	Description of organizational context 
	As a large national company, this organization faced a situation where nearly all the team that used to use Borealis left, and new supposed users ended up not adopting the tool by lack of understanding of the outcomes. The sponsor could see the benefits but had the feeling to have to ‘start everything from scratch again.  

	Change challenge(s) 
	· New users had never used a stakeholder engagement software and felt more comfortable using traditional Excel files to manage their engagements 
· Although some trainings were held on Borealis usage, users did not adopt the basic work habits of entering their communications into Borealis and consulting information 

	Actions taken 
	1. The Director of External affairs made the decision to identify a tech savvy person in his team, in charge of re-deploying Borealis. This resource had a clear job description and Borealis’ implementation success was part of her performance objectives.  
2. A presentation was made to all Borealis users, to bring back the ‘vision’. The document was covering: 
· Why a stakeholder Engagement software in key to ensure efficient interactions tracking,  
· Why Borealis was chosen and what are the global expected benefits, 
· What’s expected from each user on a day-to-day basis 
· How users will personally benefit from the software (time saved, access to information….) 
3. Borealis usage was made mandatory: Each resource had a minimum of communications to enter per week, and a scheduled report was set up and sent on a weekly basis to the sponsor, to make sure the targets were achieved. This scheduled report was very simple, outlining the number of communications entered per person in Borealis, number of logins over the last weeks, number of tasks created and closed in Borealis 
4. The Superuser made the decision to set up a simple 1-week competition between 2 groups of users, to boost motivation. Small internal awards were promised and users were happy to participate.  


	Outcome(s) 
	Re-aligning the vision with users made all the difference: As soon as the outcomes of using Borealis was known, users started pushing communications into the system, thanks to the Outlook Add-in.  
After 1 month and 64 communications pushed to Borealis, thanks to the internal gamification, reports started showing interesting information and users requested to receive them automatically as they started seeing the value. 
18 months after, an interviewed user mentioned that having known the benefits, he would have started earlier logging his communications!  
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