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Contributing to the Management of Change
1.1 
The company has been reviewing its outgoing spend. To reduce outgoings, the office has moved locations to save on the rent and office employee numbers have been reduced. With this reduction in staff and office space, we now need to review the software we use and the way we store paperwork. We need to review the software to ensure we are being as efficient as possible, and processes are seamless now we have limited staff numbers.
Our current transport management IT system and invoicing are completed using Fuelsoft. Fuelsoft cost £34,830 inc. VAT to buy and costs £20,000 to run annually (EV1). We have support from Fuelsoft whenever needed. We use Fuelsoft to schedule the lorries. We can only use it for the lorry deliveries, and not bagged deliveries etc. Fuelsoft produces the invoices needed to be sent. To chase debtors, I am given a printout of the debt report from the accountant. The accountant uses a different software called Quickbooks to record customers’ accounts and sales. To get the information from Fuelsoft to Quickbooks, I print out every invoice in a batch and give it to the accountant who manually enters it onto the customer’s account on Quickbooks. The invoices are then given back to me and I file them to keep for 7 years. This takes up space andis very time consuming. When a customer has a query, I need to transfer them to the accountant so he can look on their Quickbooks account as he is the only one who uses Quickbooks and has a log in so customer service can be slow when there is a query because he only works part time. 
When a driver delivers, their lorry is fitted with a Fuelsoft printer, which means they give the customer a printed delivery note. There are issues experienced with the printers, such as running out of the printer rolls, ink cartridges running out, poor Wi-Fi connections etc.
I had a search on the internet to see if there were any other Transport management systems available. I found a couple I thought would fit what we need and asked for online demos of these. (EV2). The transport manager, myself and director took part in the demos. We all needed to see the demos because all our job roles are incorporated in them, so needed to make sure the new software could perform what Fuelsoft does and hopefully more.
With Quickbooks already in use by the accountant, we decided to make this the platform for keeping all customer accounts on as well as doing all invoices from here so we brought more log in profiles so we could all access the system. The accountant provided the training individually and collectively as he was already proficient in using the software. This meant we were able to save money by not needing external training. 
The new Transport management system would need to be able to transfer data for invoicing to Quickbooks electronically so that we do not waste time, paper and space needing to print them and re-enter manually. With everyone using Quickbooks we will also only store electronic copies of invoices and accounts, so we do not need to store paper copies. 
After reviewing the software available, along with the costs, we decided to go for Mandata TMS go system. All HGV drivers would need work mobile phones, as they would also need the TMS Go app so customers could sign for deliveries. This meant finding a hardy phone that would take the knocks, along with negotiating contracts with the mobile network companies. A paper delivery note would no longer be left, instead the customer would receive an emailed version. This meant saving money on ink cartridges and printer rolls, along with getting rid of the printers from the lorries. The TMS Go app tells the driver what trips he has on that day, the order amount, addresses and contact details for the customers- it also plans the best route to get there! The TMS Go app also allows the user to book time off, enter time-sheets and automatically tells the customer you are on route, along with their deliveries estimated time of arrival. For the HGV drivers, it was a lot more informative and useful. 
1.2
Everyone would be affected by this change of software from office staff to the depot manager, so it was important to allow time for training. Mandata provided 5 full days of face-to-face group training for the office staff. After we completed the training, we rolled the training out to the rest of the company. The HGV drivers training was delivered by the Transport manager, while I trained the depot manager and director. 
1.3
To change the systems over there is a lot of work needed to go into the set up. Mandata and Fuelsoft do not ‘talk’ to each other so we cannot transfer all the data over electronically. This means that all 700+ customers’ accounts and details need to be transferred over manually. To enable us to do this with as little disruption to the customers as possible, we need to do it in the warmer months, our quietest time. Office staff need to dedicate one day a week out of their normal working week to transfer data over manually. 
Mobile phones will be sourced, along with contract SIMs and rolled out to the HGV drivers. 
Once the data has all been transferred over, we will run Fuelsoft and Mandata alongside each other for a week to ensure if there are any glitches then there is no disruption to the customer.
1.4
Change plan (EV3) and Stakeholder Mapping (EV4).
1.5
I have talked through the change process with the Director to agree a timescale and also the combined effort of office staff dedicating one day a week to the transfer of data.
I have communicated the change plan with the Transport manager (EV 5) who will be transferring data, along with myself, and also checked with the finance manager (accountant) that she is happy with checking the upload of the invoices works in line with Quickbooks and when this process would need to take place (EV 6).

2.1
Dates for Mandata face to face training agreed. Days for data transfer agreed. A date to end our contract with Fuelsoft agreed.
2.2
A communications MailChimp email was sent to all customers near the time of software transfer so they were aware there would be a change to the look of their invoices and paper delivery notes would no longer be left. I explained on the MailChimp email that we are moving to digital copies of delivery notes and invoices to streamline processes and reduce our paper usage. Customers were also made aware that they would sign the driver’s phone digitally if they were present when delivery was made. We completed the training of office staff successfully, managing to complete within 3 days, saving 2 days for if there were any hiccups after launch.
Driver training on the app happened individually via the Transport manager. One driver did need extra support when learning how to use the app. I gave this extra training because my method of training, coaching and explaining was different from the Transport managers method and the driver grasped it after our time together. The driver was showing signs of resistance but some storytelling and paint a vision of what the future with the change meant, made him more accepting.
2.3
To maintain positive working relationships, we made sure communication was clear and two-way. We ensured that drivers could communicate any issues with using the app and mobiles immediately. We reported any issues immediately with Mandata who were prompt in providing their help and support. We were able to use story-telling techniques to communicate the vision to the drivers (CIPD, 2020).
2.4
Due to legal requirements we need to keep records for a certain number of years and with ending the contract for Fuelsoft meant that we would not be able to continue to access those documents digitally unless we continued to pay Fuelsoft for a user profile. This would cost £500 per month. To get around this we had to print off every single invoice issued over the last 7 years again (to be on the safe side) and make an electronic version as well for back up. Printing all these invoices took a long time and was an oversight on my part. I thought because we brought the software package originally, then we would be able to keep it and access it. However, after talking to Fuelsoft about ending our contract, this is when we learnt that we would not be able to continue to access the software without continuing to pay for a user. We also had to buy archive files to store the printed invoices and it took up a lot of space within our storage area. 
2.5
There were no physical records needed to be kept during the change process. Weekly updates were verbally given on progress to the Director, along with help asked for when needed to adhere to timescale. Any feedback from stakeholders was discussed along with issues that had arisen. 
3.1
The software changes successes:
· Mobile devices are easier to use for drivers.
· Photos can be attached to orders at delivery drops.
· Customer’s signature provides proof that they were there and happy with everything.
· Transport scheduling is now easier, with contact details on orders and available to drivers also to contact with ETA.
· Invoicing is now all digital with no paper needed.
· All invoices and PODs are now digitally sent, other than 2 customers who need paper copies.
· Invoicing is now a 10-minute job instead of a few hours double handling data and re inputting.
· Quickbooks is an easier platform to use than Fuelsoft was when looking at customers’ accounts. It holds all details of credit notes, invoices etc.
· Drivers receive their schedules through the Mandata app instead of WhatsApp collectively. 
· Cost savings have been £9,203 annually. 
· Debt collecting is easier, with a scheduled reminder function being used on QB instead of having to individually write email reminders to customers.
3.2
Further work is required to develop Mandata. At the moment we are only using it to schedule the lorries and invoice. There are many more functions on there, such as time sheets, requesting leave etc, which we will need to look through and use, instead of using paper holiday request forms and paper time sheets. In the future this will save us time scanning the paper copies into the system.
Using Quickbooks has meant a seamless process of transferring the invoices from Mandata to there. Having examined Quickbooks, we already know that it will send out reminders to overdue customers with just a click of a button. With a bit more investigation, I have also found that it will automatically send customers a statement of their account every month.
3.3
By changing software, we have managed to save £9,203 per year. By using Quickbooks, instead of debt chasing being an individual’s sole job role, it is now just a small part, meaning we are able to give more variety to that employee’s role. 
Mandata is fully digital, meaning invoices and PODs are paperless. PODs are sent automatically to customers with their invoice as soon as the job is complete. Some customers have complained about not having a paper POD copy left after the delivery, but unfortunately, we do not have printers in the lorries anymore, so we have no way to leave a paper POD. 
The transfer of customers data from Fuelsoft to Mandata was a very monotonous task and was taking longer than expected. To keep within the time frame, we drafted in the help of the Directors teenager to help input. The transfer of data being so monotonous meant that some customers email addresses and phone numbers were copied over wrong, which meant they did not receive their invoices for a while before we chased the debt, or they rang questioning why they had not received one. 
Some customers are not able to open the ZIP files the invoices and PODs are sent as in the email. This has meant that for these customers we are having to export the POD and invoice as a PDF and send them in an email separately. 
Commercial customers with the same invoice address but more than one delivery address poses problems on Quickbooks as Quickbooks will not register more than one different delivery address for every invoice account. This means that a customer’s account does not specify which delivery address was delivered to, meaning that we then need to cross reference the invoice number with Mandata to be able to see where the product was delivered.  When transferring the invoices to Quickbooks, the purchase order number does not get copied across to the invoice on Quickbooks, meaning when a commercial customer calls and gives a PO number as a reference, we need to search through their list of invoices on Mandata to find which invoice the PO number relates to. This can be timely if they are a large user.
3.4
When reviewing the change process and my contribution, I think that being able to explain the problems with the current system and seeking feedback from others using the software and the challenges faced, meant that we all had a shared view that surely there was an easier way to do our jobs. We all felt we wasted time double handling data and documents. This is when we all sort a solution to our workload problems. We did not know the cost amount of the software we already used, so with taking our problems to the Director and then being informed of the cost, it all made sense to change. Having that buy in from all the employees meant that we already had a fundamental part of the design change process embedded. “The employees affected by the envisaged change are involved in defining both the problem and the solution. By doing so, one of the major contributors to project failure – resistance – is largely overcome as the change is both defined and resolved by the people it most directly impacts” (d’Offay, 2018). 
After identifying the problem, I looked for software which could replace the existing and having organised the Mandata demo for the Director and Transport manager to view, the process of changing had started. It was only when we all decided it could do what we needed it to and speaking with the Mandata team and having the software on trial for a week to try out that I was then able to put timings on the change and realise what the change processes would look like. 
On reflection I can see I adopted the Lewin’s Change model. Stage one was to unfreeze, preparing the business for change, explaining the why and developing a message of how this would benefit us all (Mind Tools, 2009). Identify what needed to change, where, why and how we were going to achieve it.
Stage 2 was the change stage where the change plan was communicated, so everyone knew what was required of them and when. Training on the new Mandata software was provided and recapped on. Data was transferred from the old system to the new and we all pulled together as a team. There were trial and error moments when trying out the new software, but with more training and guidance provided by the Mandata team, we got through it.
Stage 3 where the refreeze took place. This is where we are now, where we use the Mandata app daily, our old system is no longer used and everyone is comfortable with using the new software. The kinks have been ironed out and we are able to use the new software without any issues, the organisation is stable and running efficiently. We managed to save £££ a year by changing software and now we can spend that on improving our offices (Mind Tools, 2009).
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EV 3
Change Plan
	Created by
	Isabelle Solomon

	Date
	26th Oct

	Version
	



	Vision and Objectives

	
Change software programme from Fuelsoft to Mandata



	Activities to achieve objectives (attach Gantt chart)

	Transfer customer data from Fuelsoft to Mandata
Mandata set up- products/vehicles/log ins/ users



	Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)

	
Cost savings
Better transport management system
Planning and scheduling



	People affected (stakeholders – employees, particular employees, customers, shareholders)

	
All employees
Directors
Customers


	Scope of change (eg one site, one product group)

	Integrate a number of shared excels into one usable system 



	Roles (project manager, sponsor, team members)

	Office staff to input data and set up users and other data



	Communication strategy (attach communication plan, list of change champions)

	Transport manager to roll out to his staff (HGV drivers).
Mandata to roll out to office staff, Directors and depot manager.



	Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)

	Mandata to provide 5 days of face to face training and ongoing remote support (when needed).
Transport manager to provide one-to-one, face to face training with each driver individually.



	Timings and milestones (see Gantt chart)

	
4 weeks to transfer customers data
1 week to set up products/vehicles etc


	Resources required, including cost (equipment, time, people, materials, guidance)

	Office staff to input customers data excl. accountant.
Accountant to ensure invoices come across to Quickbooks



	Monitoring activities

	One week to run both systems side by side to see if any issues.
Software efficiency



	Success Measures

	
Being able to use just Mandata after one week.
Customer feedback is positive.
Little disruption to operations and customers.
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Hi Emma and Isabelle,
Thank you both s0 much for your time today.
I'm sending you the copy of our recorded session. You may start at the 15min mark.

https://drive.google.com/file/d/1g7ljchl80T2b9r9tVpI1IckNAcZN_IMb/view?usp=sharing

Please let me know what your team thinks and don't hesitate to email me if you have any questions or concerns.
Thank you,

Cerna C. Termulo
Business Development Coordinator
028103 2105

B]

Making it easier out there
GeoWoridorceSolutions.com
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}Stakeholder Mapping Worksheet

Stakeholder Influence/Interest Matrix

For each key stakeholder, characterize them using the following stakeholder influence grid

g High

Low

Inf

Keep Satisfied Key Players
Minimal Effort Keep Informed
Low High

Stakeholder Grouping

Using the Stakeholder Influence/Interest Matrix, complete the table below. This will help
determine stakeholder's grouping for change communications.

influence

Level of Interest

tevelof

Stakeholder Name: s o Stakeholder Grouping
Marketing Low vigh Keep Informed

Accounts vigh vigh Key Players

Transport manager vigh vigh Key Players

Directors vigh vigh Key Players

Customers Low vigh Keep Informed

HGV Drivers Low vigh Keep Informed
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Hilsabelle.
Yes | am happy with that.

Diolch yn Fawr/ Many Thanks

Genwyn Davies (Transport Manager)
PBEFuels

makingbiomasswork

Gerwyn Davies

PBE Fuels Ltd / PBE Ltd / PBESCO Ltd

New House Farm, Canaston Bridge, Narberth, Pembrokeshire. SA67 8DE
01437 761320 - www phefuels org uk

07794 355 990 — gdavies@pbe org uk

Winners of the Local Independent Business Award 2017 with the Pembrokeshire Business Awards

From: Isabelle Solomon <isolomon@pbe.org.uk>
Sent: 29 November 2021 11:05

To: Gerwyn Davies <gdavies@pbe.org.uk>
Subject: Change plan

Good morning Gerwyn,

Please find attached a copy of the change plan and schedule relating to the Fuelsoft/Mandata change. If you can review your tasks and ensure you are happy with what you are being asked to do and by when, that would
be appreciated.

Thanks Isabelle

PBE Fuels LTD
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Hi Isabelle, that all looks fine to me.

Lissa Williams
Head of Finance

PBE Fuels Ltd / PBESCO Ltd
New House Farm
Canaston Bridge

Narberth

Pembrokeshire

SAG7 BDE.

01437 761320

From: Isabelle Solomon <isolomon@pbe.org.uk>
Sent: 29 November 2021 11:09

To: Finance <finance@pbe.org.uk>

Good afternoon Lissa,

Please find attached a copy of the change plan and schedule for the Fuelsoft/Mandata change over and the Quickbooks change. If you can review and ensure you are happy with the timeframes and what you are being
asked to do. | understand that your part does not come in at the initial stages, but if you can confirm you are ok with the invoicing and training of other colleagues on Quickbooks, that would be appreciated. If you have
any suggestions or changes to the plan you want adding, please let me know.

Regards,

isabelle

PBE Fuels LTD
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Rey
Finance  Reply
To labelleSclomon

Hilsabelle, the transfer of invoices from Mandata to Quickbooks wasn't successful today. | have spoken to Mandata and they are sending over a CSV template to see f that works.
Thanks

Lissa Williams
Head of Finance

PBE Fuels Ltd / PBESCO Ltd
New House Farm
Canaston Bridge

Narberth

Pembrokeshire.

SA67 BDE.

01437 761320
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Invoice
From

Fuelsoft Ltd
Unit B, Pinewood

Bell Heath Way, Woodgate Business Park
Birmingham, B32 382

VAT Reg No: 918 505125

To:
PBE Fueis Ltd
7 Merlins Court
Haverfordwest
Pembrokeshire
Sa61 158,

VAT Reg No:

‘Quantity Details
November 2019

1.00 Microsoft Dynamics CRM
Luser @ £41 per user

7.00 Virtual desictop
7 users @ £44 per user

8,00 Advanced web fiteing and security
8 users @ £3 per user

1.00 Bulk emallfrom Fuelsoft\ CRM (per 1000):312

Payment due 30 days from date of invoice

Fuelsoft

Powering your success

Invoice 9491

Invoice /TaxDate  30/11/2019

Customer Order N

Account No. PBEBIOEN
Unit price Net VAT Rate var
aL00 4100 2000 820
4400 308.00 2000 6160
300 2000 2000 480

2000
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Fuelsoft Ltd
Unit B, Pinewood

Bell Heath Way, Woodgate Business Park
Birmingham, B32 382

VAT Reg No: 918 505125

To:
PBE Fueis Ltd
7 Merlins Court
Haverfordwest
Pembrokeshire
Sa61 158,

VAT Reg No:

‘Quantity Details

NEW ADDRESS:

rueisort

Powering your success

Inveice 9491
Invoice /TaxDate  30/11/2019
Customer Order No.

Account No. peEBIOEN

Unit Price Net VAT Rate

Unit B, Pinewood, Bell Heath Way, Woodgate Business Park, Birmingham, B32 38Z.

Bank Details:
HSBC,Redditch B97 7EA
Sort 40-38-07

Account 51878735
Cheques to above address

Total Net Amount
Carriage Net
Total VAT Amount
Invoice Total

44(0)3300 583 900 E: accounts@fuelsoft.co.uk

Registered in England No. 06090761 VAT No. 918 5051 25

var

373,00
000
7460
a47.60




