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[bookmark: _Toc174442592]Purpose 
In the process of developing the plan to implement Borealis, you have likely already talked to many of the key stakeholders in your organization. For some of those stakeholders, getting input one time before project implementation is probably sufficient. However, for others, particularly Borealis users and those looking to benefit from its reporting capabilities, there are going to be several points during the change process for which they will have important feedback that can help make things go more smoothly. 
This worksheet is intended to help change managers build a plan about when and how they will collect feedback from stakeholders. 
[bookmark: _Toc174442593]When to collect feedback and why 
· Pre-implementation: to understand existing concerns about the change. 
· During implementation: to understand the impact of the change, how those existing concerns are being addressed and identify any new concerns. 
· Post-implementation: to understand challenges with the system, identify where additional resources may be needed and support continuous improvement. 
[bookmark: _Toc174442594]Design your feedback strategy 
When designing your approach, consider your stakeholders, your organizational culture, and your resources. Select the appropriate strategies for your project from the table below or design your own. 
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	Strategy description 
	Advantages 
	Requirements 
	Best suited to 

	Surveys/Polls 
Best suited to gauge the overall pulse of a larger group of stakeholders.  
	· Easy to use 
· Good for large groups of people 
· Can be anonymous 
	· Writing/testing questions 
· Tool selection (survey monkey/google forms/etc.) 
· Use sparingly- survey fatigue can be an issue
	· Can be used at any phase of the project. 

	Focus groups 
Bringing together a targeted group of users (from one department, for example) to get specific feedback. 
	· Participants can hear other’s feedback and build on that  
· Allows you to curate the group for specific stakeholders 
	· Strong facilitator 
· Transparency of the information being collected and recorded 
	· Ideally used in pre-implementation to document concerns. 

	Townhalls 
Large meetings where the project team can share updates, celebrate wins, generate excitement for the change. 
	· Reach large numbers of people 
· Consistent message being shared across the organization 
· Solicit input from the community 
	· Scheduling and agenda preparation 
· Strong facilitator 
	· Pre- and post-implementation. 
· This strategy is best suited for wider information sharing. It can be used to alert people of other strategies that will be deployed. 

	Online portal/Team chat 
A dedicated channel, webpage, discussion board, etc. where users can ask questions, share feedback and get support. (Teams, slack, e.g.) 
	· Passive feedback collection method 
· Users may be able to answer each other’s questions 
· Available at all times 
	· Requires some moderation so that questions don’t go unanswered for too long 
	· Best deployed post-implementation as a resource for users. 
· Could remain open indefinitely. 

	1:1 Meetings 
Conversations with individuals to understand how the change is being perceived. 
 
	· Allows for more in-depth feedback collection 
· Can enable vulnerability and sharing 
· Can be built into existing meeting schedules 
	· Must have established trust and safety 
	· Can be used at any phase of the project. 
· This strategy can be useful when dealing with difficult or reluctant users. 

	Team meetings 
Conversations with smaller teams to understand how the change is being perceived. 
 
	· Allows groups to share their specific experience of the system, for comparison with other teams/departments 
· Creates transparency 
	· Strong facilitator 
	· Can be used at any phase of the project. 

	User testing 
Having users test and evaluate the system configuration to identify any pain points and opportunities for improvement. 
	· Identify configuration changes that could support improved user adoption and reporting needs 
· Understand user experience to inform the development of training and other resources 
	· Skilled facilitator  
	· Best deployed during post-implementation once users are more comfortable with the system. 
· Can also be conducted during onboarding to test with a limited number of users the agreed processes, before deploying at large. 
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