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The contents of this document are based on AIFA’s current understanding of the requirements emerging from the Retail Distribution Review 2009. Until the consultation process is completed and the regulations are finalised it is possible that some elements may change. We will advise you by e-mail of any significant changes that might impact on your RDR business transition plans. The modules are intended as guidance and do not constitute any form of advice or recommendation. 

Please refer to AIFA’s ‘Latest RDR Thinking’ document for the most up-to-date assessment of the impact of RDR proposals.

1. Introduction


Business transitioning can deliver significant benefits, but the journey may well be long and stressful. Under the Retail Distribution Review (RDR) you will need to review all of your practices to ensure they are compliant. This will include a requirement to explain the nature of the services you offer and how you charge for them. It will be important to clearly and transparently communicate your service proposition to clients. In addition, you will need to think about all the processes and the support mechanisms to deliver the service more efficiently. Now that you have clearly defined your Business Vision and Client Proposition you need to have plans and processes in place to effectively implement the change within your business.  
The aim of this guide along with accompanying documents is to guide you through the process of a successful transition. It will provide examples of Project Management Plan processes that you can easily adopt, key considerations when planning the transition, and useful tips and hints. 
Benefits of a Project Management Plan.

· Key to achieving a successful business transition before 2012.

· Manage change successfully within your business.

· Efficient allocation of resource.

· Measure milestones and success. 

· Secure internal buy in to your vision.

Things you’ll need to do:

1: PLANNING

Generally, successful business practices and processes lie deep in the planning. The same is true of the Project Management process. 

· Read this AIFA FF>>WD Guide to Project Management Plan. 

· Decide who in your firm is best suited to lead the Project Management Plan process.

· Decide who in your firm will contribute to this process.  

· Decide if you need any external support – meeting facilitator, complementary professionals.
· Compile and publish an agenda to all contributors.

· Decide on the date for a provisional meeting to start the process.

· Publish an Activity Schedule for all future work and meetings.
2: IMPLEMENTATION 

Use the guide to help you as you follow the recommended stages.

· Create your Project Management Plan - scope the implementation at a macro level, setting up good project management principles and everything you need to help you to monitor and evaluate the change process.
· Complete the Project Plan Workbook – scope out your implementation strategy and decide on the timeframe to help you to produce a draft schedule of the activities and assign responsibility. Download and save to your PC.

www.aifaffwd/module8/projectplanworkbook

· Complete the Actions, Issues and Risks Log Workbook - document any problems that may occur in the project to help you manage these. Download and save to your PC.
www.aifaffwd/module8/airlworkbook

· Create Internal Communications Plan– scope your internal communication strategy to get internal buy in and commitment to your vision. 

· Identify Change Management issues – consider the impact of the transition on your business in terms of the skills and knowledge required as well as the culture and the impact on IT systems. 
3: PROGRESS LOG

How long will this module take?

This is dependent on a number of factors.

· The size of your firm.

· The availability of those contributing to the process.

· The scope of your business transition ambitions.

· Whether you feel it more realistic to define your schedule by weeks i.e. start week 1 etc., or defining actual dates i.e. 1st November 2009 etc.

This timetable below contains the key tasks we suggest you complete as part of the Project Management process. You may find it useful to attempt a provisional schedule. 

	Task
	How long?
	Start
	Finish

	1. Agree the team, who will complete the Workbooks and take responsibility for sign off
	
	
	

	2. Create your Project Management Plan 
	
	
	

	2.1 Set up good project management principles 
	
	
	

	2.2 Establish the project team (project board)
	
	
	

	2.3 Create the project plan and allocate tasks (approved by senior management)
	
	
	

	3. Create Actions Issues and Risks Log
	
	
	

	4. Define critical success factors
	
	
	

	5. Monitor and evaluate change
	
	
	

	6. Create Internal Communications Plan
	
	
	

	7. Identify the impact on skills, knowledge, and culture
	
	
	

	8. Identify the impact on IT systems
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 Whatever the size of your firm, thorough preparation will greatly improve your journey towards a successful business transition. 

2. Creating your Project Management Plan 

This section will help you complete the:

1.
Project Plan Workbook:  



www.aifaffwd/module8/projectplanworkbook

2.
Actions, Issues and Risks Log Workbook:


www.aifaffwd/module8/airlworkbook

In this module we look at the key components of your Project Management Plan and how to build a framework to manage change in a controlled environment and help you deal with any issues and problems.

The chart below provides a guide to help you draft your Project Management Plan.

	Project Management components
	
	How to go about it
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	Consider the type of change you require.

Page 5
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What are the plans for change and how to measure success?
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	Step 1:

Project Management principles. 
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	Step 2:

Establish a project team (project board). 
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	Step 4:

Create an Actions, Issues and Risks Log.
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	Step 3:

Develop your Project Plan and allocate tasks.
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Define the critical success factors.
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	Step 6:

Monitor and evaluate the change.
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What will be the impact of change?
Bringing your firm in line with the RDR requirements could take considerable financial investment and time. It will also be a major task to restructure your business model to incorporate adviser charging. You will also need to take into consideration all costs involved including training requirements to get some of your staff to QCF Level 4 or above. You may also want to obtain chartered status for your company which can be time intensive and costly.   

All parts of your business will be impacted by the change including the structure, processes, procedures, systems and people. When considering any strategic change you will need to think about the implications of the transition at every stage from planning to implementation. 

Consider the type of change you require.

Whilst Project Management is not a one size fits all solution, there are some principles that can be used to help you achieve your goals, as well as common issues that you will need to consider. 

Before embarking upon the journey, take some time to integrate the key milestones of your project that you will have identified in previous modules. This will help you to decide the scale of change necessary (complete or incremental transformation) and what requires change to develop your Project Plan. Here’s a reminder of the areas covered in all preceding modules.

· Module 1: Business Audit – a full business audit and SWOT analysis.

· Module 2: Business Vision – your vision for the transition and an impact analysis. 

· Module 3: Client Segmentation – drivers for segmentation, analysis of your data, profiled and segmented client base. 

· Module 4: Client Proposition – mapping of your existing process to identify improvements, a clearly defined client proposition and the new advice process fully documented. 

· Module 5: Pricing the Proposition – analysis of the costs within your business and decision on the pricing structure and charging method to adopt.  

· Module 6:  Financial Model – the profitability of your new Client Proposition analysed and defined. 

· Module 7: Client Management – design and development of your Client Management approach. 

What are the plans for change and how to measure success?
Now that you have identified the type of change that is required and the solution, it will be important to have well defined plans to implement the change, as the impact of change efforts and any failure will be high. 

Start to define your implementation plans, by scoping the approach, defining the time frame and combine these to create the first draft of your project plan:







There are a number of steps that you can follow to help you manage your project and deliver a successful transition: 

STEP 1 - Project management principles.

By using effective project and programme management you can maximise the effectiveness of change and minimise the risks. Below are some of the good practice principals that you can look to adopt in your implementation plans.  

· To ensure a successful transition set measurable goals and milestones.

· Flag and record issues and risks to manage and potentially mitigate them. 

· Consider contingency plans and include a change budget. 

· Consider what controls should be in place including what information should be shared, what the decision making responsibilities are and the reporting mechanisms.

STEP 2 - Establish a Project team (Project Board).

If business transition involves a number of people in your firm, it will be important to identify the key individuals with the planning and authorisation process. This should include those involved in creating and delivering the new client proposition and services.  
They should be people empowered to affect the change and need the support of management as they will provide direction and guidance on project management. They will be making key decisions and responsible for defining and communicating the benefits of the transition.

Set clear rules and responsibilities so everyone knows what is required of them. Only one person should be in control of managing the project to take ownership. 

For smaller firms, the Project Team will be correspondingly small. However, the project principles are equally valid.

STEP 3 - Develop your Project Plan and allocate tasks.

To achieve your stated objectives you will need to have a clearly documented plan. For larger firms, this will help to avoid confusion and random decisions, empower teams and individuals, and will provide clear goal posts and controls. 

For smaller firms, your Project Plan is an important roadmap in managing business change yourself.

A good plan should identify:
· What the targets are and whether they are achievable. 

· The specific tasks to achieve the targets.

· The resources and activities needed. 

· The project tolerances. These are the permissible deviations in terms of time, cost, scope, risk, quality and benefits.

· Total costs and budget including change budget to deal with issues and risks.

( Use the Project Plan Workbook to capture details of the activity to achieve the deliverables and the allocation of resources. If you have your own project procedures and governances you will want to follow these, and the workbook can be used as a reference point.

The aim is to produce a draft schedule of the activities and assign responsibilities. The project plan will be the roadmap to implement the change.  

The Project Plan should:

· FIELD 1 shows your task(s) identifier number.

· In FIELD 2 detail the deliverables and the work to be carried out. 

· In FIELD 3 show the estimated duration to complete the task(s).

· In FIELDS 4 and 5 record the start and end dates to help with scheduling the work.

· In FIELD 6 allocate the tasks to the individual(s) responsible for conducting the work.

· In FIELD 7 detail any dependencies which may affect the deliverables.

· In FIELDS 8 and 9 document the actual start and finish as well as the status of each task (e.g. started, completed etc, and the percentage of completion).

· In FIELD 10 log the status of the task (Score STARTED, HOLD, FINISHED etc). 
· In FIELD 11 log how far through the process of completing the task you are.

· Finally, in FIELD 12 record the estimated and final costs, of completing the task.
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 The Deloitte RDR report commissioned by the FSA estimated the incremental cost of the key activities that IFA firms need to change to be compliant under RDR. These can be used as a starting point to understand the cost implications of the transition:
· Cost of disclosure of remuneration to be £303 per adviser annually.

· Cost of disclosure of status to be £448 per adviser annually.

· For each IFA to reach QCF Level 4 is approximately £2,600 – taking into account the cost of exams, materials and paid leave.

The cost of change to IT systems, processes and ongoing costs to remain RDR compliant should not be overlooked. These will have a significant impact on your plans and timeline.

Example Project Plan– below is a worked up example of the details that should be included:   

	ID
	Name/
Description
	Duration
	Start
	Finish
	Resource
	Dependencies
	Percentage Complete
	Status
	Cost

	1.1
	Example: 
Create new charging tariff list
	3 days
	01/09/2009
	03/09/2009
	Accounts
	Define charging structure
	10%
	Started
	Estimate £100 to produce literature


[image: image3.png]


 When developing your Project Plan, the following considerations will help you to keep your project on track and the goals achievable::
· Think of what you are delivering – who will do the work and when?

· Ensure there is a clearly defined business case and that any changes / issues etc. do not invalidate it.

· Have measurable benefits, goals and milestones.

· Ensure all stages of the plan have been scoped sufficiently.
· Divide the plan into manageable stages i.e. at key business decision points.

· Produce regular updates at key points to ensure everything is on track. This will allow any issues to be escalated appropriately.

· Quality control and assurance needs to be in place e.g. to confirm the quality of the outputs and gain sign off from the appropriate individuals.

Step 4 - Create an Actions, Issues and Risks Log.

Understanding what might go wrong and taking actions now to avoid problems in the future will help you manage any uncertainty of outcomes. Issues and risks should be handled in a controlled way to avoid losing sight of your vision. 

A lack of control is a major reason why projects can fail. Analysing potential risks and issues that may occur before the change management process starts will help to reduce these by identifying counter measures.  

Managing risks will ensure the benefits of the transition are achieved and that the project is not overwhelmed with issues. This will help to prevent costs overrunning. The key aspects of managing risk are to:

· Identify (record what can go wrong).

· Manage (regularly review).

· Control (evaluate and identify potential responses, this may require you to modify plans as required). 

· Ultimately reduce and eliminate the risk.
Changes to current processes may be inevitable and should be managed to ensure objectives are met. Decide on a process to handle change requests. Issues should be logged, prioritised and then a decision made based on the impact and value. Consider if the change is worth it, if the risk/cost/time outweighs the advantages.

Use the Actions Issues and Risks Workbook to capture details, control and manage any changes that may occur. The Workbook contains two Worksheets:

Worksheet 1: Risks Log 

· FIELD 1 shows your potential risks identifier number.

· In FIELD 2 record a description of the risk. 

· In FIELD 3 record who identified the risk (the author).

· In FIELD 4 when the risk was first identified and submitted.

· FIELD 5 helps you identify the priority of the risk. (Score this as high, medium, low).

· FIELD 6 helps you identify the possible impact on the project. (Score this as high, medium, low).

· FIELD 7 Date of last update, and FIELD 8 Current status, are intended to help you with tracking your progress through this exercise. (Score using a Red, Amber, Green system).

· In FIELD 9 record the business area(s) the risk is likely to have an impact on (i.e. strategic, commercial, economic, regulatory, organisational, environmental and operational).

· In FIELD 10 assess the probability of the risk actually occurring. (Score using high, medium or low).

· In FIELD 11 record when – if you believe the risk will have an impact – it is likely to happen. (Score this as Short-term, Medium-term or Long-term). 

· In FIELD 12 record and identify responses to the risk i.e. the counter-measures which you will have identified as a part of the impact assessment. (For example, prevent, reduce, accept (e.g. control and monitor), contingency (plan b) or transfer). 

· FIELD 13 lets you assign an owner (i.e. the best person to manage and monitor the risk). 

Worksheet 2: Actions and Issues Log:
· FIELD 1 shows your potential actions / issues identifier number.

· In FIELD 2 record a description of the actions / issues falling out of change requests.

· In FIELD 3 record who identified the risk (the author).

· In FIELD 4 when the action / issue response was first activated.

· FIELD 5 helps you identify the priority of the action / issue. (Score this as high, medium, low).

· FIELD 6 helps you analyse the impact of the action / issue on the project and the Business Vision.

· FIELD 7 Date of last update, and FIELD 8 Current status, are intended to help you with tracking your progress through this exercise. (Score using a Red, Amber, Green system).

· In FIELD 9 record the details of decision to be made in relation to addressing the risk and in FIELD 10 when a final decision on the required actions needs to be made.

Step 5 - Define the critical success factors.

In order to evaluate the success of the transition you should have measurable achievements identified at the start of the project. To help you identify the critical success factors think about the following questions:

· What are the things that really matter for a successful transition? Focus on a few key areas, which should be related to your business vision.  

· Once you have identified the critical success factors ask yourself what areas of the project plan are essential to achieving your objectives?  

· Then consider how you will monitor and measure the critical success factors. This will help keep the project on track to meet your objectives and goals.  

Need inspiration? 

	Objective 
	Critical success factors 
	Measure

	Increase client satisfaction.
	Build client relationship. 
	Number of clients retained.

	RDR compliance.
	Adviser charging by 2012 

Build a clear & transparent pricing structure.

Increased professional 

Standards.
	Can clients understand the 

pricing and the benefits to them.

All IFAs QCF Level 4 by 2012.

	Holistic wealth management 

service.
	Ability to aggregate 

& regularly monitor portfolio.
	Provide online statements.

	Increase revenue.
	Profitable advice model.
	Profit increased by X% by 2012.

	Reduce costs. 

Reduce administration costs.
	Increase efficiency. 

Adopt wrap platform.
	Overheads reduced by Y% by 2012.

Integrate systems with back  office and save X% from administration costs.


Here are some examples of how to approach and define critical success factors. 

Step 6 - Monitor and evaluate the change.

· Monitor the progress to ensure the project is on track and on budget.

· Monitor and evaluate the results of the transition against the original objectives to ensure that they remain relevant.  

· Review the success of the transition and address any shortfalls. 

· Document any lessons learnt to identify any follow-on actions and assist in future change management programs. 

· Document the achievements of the project as this will help with communicating the benefits internally.  

3. Change Management Issues 

As a part of the transition you will need to consider the impact on your business and the inevitable change management issues that will arise. The three areas that you should focus on include Internal Communications, Skills / Knowledge and Culture, and IT systems. 

1. Internal Communications. 

Those who plan or initiate change are usually well aware of the need for the transition but it is important to communicate the benefits and requirement for change to other members of the team. The aim is to get internal buy in and commitment as poor communication will be linked to issues around the effectiveness of the transition i.e. the lack of take up to the new approach.

Bring your staff along on the journey.
A crucial stage in implementing your plan is to effectively inform and train your employees. 

· Communicate the new thinking, the new processes and their benefits.

· Provide thorough training in all areas you identify as important.

· Produce simple, easily referable materials to ensure consistency of messages.

· Involve them in idea generation. You’ll be surprised where the best initiatives come from.

You should look to develop good internal communication processes and evaluate these on a regular basis.  It will allow individuals to work together more effectively towards meeting the same goals and objectives. 

Communication should not be a one off activity, provide regular updates and progress reports including any achieved benefits to maintain the impetus for the change.  

When creating your internal communications, consider the following factors to help focus on the benefits of the transition:

· Clear communication. Ensure that everyone in your organisation understands the reasons for the transition. That they know what and when things will happen, and what is expected of them. Publicise success to build support and momentum.

· Participation. Imposed change can lead to greater resistance to adopting the new approach. Take members of your team on the transition journey with you, so they are involved in the process. Ensure that they are involved at every stage of the design and implementation so that they can take ownership of the change.

· Motivation. Creating a sense of purpose and urgency will help to drive the transition. Achievements should be recognised and skills developed to make the team feel valued. 

· Dealing with resistance. Be prepared for resistance to the transition (either in the content or the process of change). Consider who or what will prevent progress. Being open, tackling conflicts head on with clarification can turn a potential conflict into a positive. Be realistic about the consequences of change and this should reduce the impact of resistance. 
Methods of internal communication can include:

· Internal communication document to show: where you are currently; where you are aiming to be; timeline of implementing the change which may come from the Project Plan; the objectives of the new proposition; what is the new client proposition and the pricing; what will the impact be on the business, clients and individuals within your firm. 

Some of this information can be taken from previous Workbooks and modules: 

Module 2: Business Vision - Business Vision Document, SWOT and Gap Analysis. Module 4: Client Proposition - Client Proposition Workbook. 

Run regular internal training sessions to promote the benefits of the transition.  This may be delivered as a face-to-face conversation with your colleagues which can provide an opportunity for individuals to seek clarification. If there is any resistance to change by having an open forum in which to deal with questions, individuals can freely discuss the issues with management.

· Update personal objectives to reflect the changes in job descriptions. This can also include new targets e.g. migrating X% of existing clients successfully onto the new proposition, achieving higher levels of qualifications etc. 

· Appraisals provide an opportunity to gain one to one feedback on what individuals feel towards the transition and how they would improve things. 

· Reward and performance framework - recognise and reward individuals when they have done well. 

· Performance monitoring systems can measure the success of the transition e.g. are advisers liberated to spend more time on advice? Is the administration process simplified and more efficient to allow the support staff to provide more assistance to the adviser etc? 

Note: Depending on the size of your business, these may take less formal approaches e.g. instead of internal training sessions consider one-to-one coaching.

2. Skills, Knowledge and Culture. 

As a part of the transition you will need to consider what requires change within your organisation? Individual behaviours, corporate culture, personal values and attitudes? What skills and training will be required to support your new client proposition?  

By identifying what training, skills and cultural change management is required as part of your plans will ensure that your vision is successfully implemented and integrated within your business. 

Training.

Often insufficient training is cited as a main reason for project failure. Change Management and training are closely linked elements. You should look to identify any gaps in skills and broader training requirements. 

It will be important to build on both technical and soft skills to fully implement any change. Ensure that you have the resources and have considered the financial cost of training which is frequently overlooked when setting and estimating costs at the planning stage. 

Skills and knowledge. 

Under RDR IFA firms will need to meet professional, ethical and CPD requirements. It will introduce higher regulatory standards in a move to improve the quality of advice and build consumer trust and confidence. This is one of the challenges to the change management process that needs to be addressed. 

The benchmark qualification under RDR has been raised to QCF level 4 which independent and restricted advisers need to attain by 2012. Core standards for phase 1 will include; regulation and ethics, personal taxation, investment and risk. If your advisers are not already at this level then you should look to include plans to achieve this in your implementation strategy. 

The FSA is encouraging advisers to take the current QCF Level 4 qualification now and fill any gaps between this and the new qualification with CPD. The FSA are also consulting on work-based alternatives to written exams. 

Individuals should look at achieving higher qualification as enhancing their career potential and this is one way you can position taking further examinations to meet RDR requirements. 

Cultural change.

Part of transition will involve cultural change. The internal communication plan will be the building block to this. Also, providing effective and strong leadership can facilitate the cultural change as it presents the vision and rationale for the transition. Having key advocates will help you to communicate the benefits of the transition and drive change within your organisation.  

You should also seek methods to reward and reinforce the value of change looking at inventive ways of communicating the benefits of the transition. This could include weekly office meetings with key personnel to review the ongoing progress of the transition and how you are meeting TCF requirements internally, and in all communications with clients. 

As part of affecting the cultural change necessary within your organisation consider:

· How you test whether your change initiative will succeed?

· How to embed the change, including RDR compliance and Treating Customers Fairly (TCF) principles into your firm’s overall strategy and culture? 

· How you can manage performance, motivate your team, and get the best out of them?  

3. IT Systems.

An area that is often overlooked in the transition process is the impact of change on the organisational and IT systems.  

Don’t underestimate the effect of changing your IT systems to deliver your new client proposition more effectively and efficiently. For instance, the impact of introducing and implementing new systems which could include new compliance processes, new investment process with risk profiling and asset allocation tools, adopting a wrap platform, new back office system, and time recording system to name a few.  

There will be an obvious cost implication but don’t forget the time to train staff to operate the new systems and getting the most out of them. There may also be a considerable effect on time and people in the initial stages when adopting new systems e.g. you may be inputting details into your existing IT systems as well as new IT systems until the transition to the new processes has been completed. 

Ensure that you fully scope the effect on IT systems including costs, time, training and people e.g. do your staff have the right skills, knowledge to operate the new systems. Include these details in your Project Plan to manage and monitor the impact. 

Due Diligence.

Think about what your requirements are and how you get the best out of the systems. Where you are using third party systems and tools, look to conduct a due diligence test including details of independent audits, financial strength, data protection policy etc. Data security should also be a key consideration. 

Consider building closer relationships with key partners.

This could have a significant impact on the integration functionality of the different systems you use. A key benefit of integration is that data can move freely between systems reducing the need for re-keying information and also the likelihood of errors. This can have a significant time and ultimately cost saving.   

4. What have you achieved so far – and what next?

You have:

· An understanding of how to successfully project manage change within your business.

· How to measure success. 

· An understanding of how to communicate your vision internally to staff. 

· Discovered if you have the right people, the right skills to deliver your business vision.

· Gained commitment at all levels - internal involvement at every stage including design and implementation of the transition for successful buy in and management support.  

What next?

· Update your Module 8: Project Management Plan Task List.

· When you’ve completed Module 8: Project Management Plan, update your AIFA FF>>WD Wizard. 

In completing this module, you have made significant progress towards successfully transitioning your business in readiness for 2012 and your firm thriving in the post RDR world. 













3. Create a Project Plan 


Draw up your Project Plan by combining the scope and time frame. 


This will be your implementation plans for the transition.


Consider how you will implement the details of your transition against the overall goals documented in your business vision.





2. Agree a time frame


Every successful change program should have a defined start and end time. 


How fast are you going to have to move? 


The time frame should be flexible enough to adapt to any issues that arise and not too long that the objectives are not attainable. 





1. Scope the project


Just how much change will be necessary and what impact might it have on the day-to-day running of your business? 


Where are you starting from and where, precisely, do you want to get to? 


Consider how you will affect the transition e.g. slow phasing, top-down or bottom-up etc. 


Agree on an implementation strategy that is achievable in terms of ambition, risk, potential, affordability, resources and more.
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