Behavioral Change Design

Westpac: Culture review and recommendations for TLAMB management

Role: Service Designer

Our role was to take learning from an "Interim Solution" to
timesheet management to make recommendations for the
"Strategic Solution" to be rolled out.

Westpac TLAMB Program.

Insights and
Recommendations.
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Review key documents: program documents, customer feedback,
change strateqy, 2023 packs and guides and the enterprise
agreement strategy

We explored the experience of the interim solution, internal
customer needs and ways to close the gaps.

Driving
behavioural

change.
R

A total of 70 interviews and workshops with Employees, People
Leaders, RGMs and Business leaders.

Captured learnings from the interim solution and ways to e
incorporate them in the next phrase



Challenges

Challenge 1

Adverse cultural change as
Business Leaders looked for the
"stick" vs the "carrot" which was
conveyed throughout the
training guides, policies, system
and proposed performance
management.

Culture of tension between
leaders and fear for employees.

Challenge 2

Interim solution perceived
poorly; hard to use, inflexible,
causing more challenges
then it was worth. Lead with
a 'compliance' lens, not a
'benefit' lens.

Challenge 3

Perception: Timesheets
were too hard. Broad scale
acknowledgements of
"fake timesheets".



Discover and Empathise

Our approach

We applied human-centred design principals across a 3-week sprint.

Steps and customer engagement included:

15

key documents
reviewed, including
program
documents,
customer feedback,
change strategy,
training packs and
guides and
Enterprise
Agreement 2023.

4

Briefings with
program leaders,
business owners,
and product demo
sessions.

12

HR support team
members (from HR
Service Centre, HR
Advice and Payroll)
iInvolved in
discovery
workshops.

3

Customer
workshops with 7 x
Employees and 10 x
People Leaders in
the business, such
as RGMs in the
branch network.

In our research, we explored the experience of the interim solution, internal customer
needs and ways to close any gaps. We were unable to discuss with participants
specific elements of the strategic solution with internal customers (e.g. employee
participation and work schedules) as they have not yet been briefed. However, our
approach enabled us to take insights on the interim solution experience and
extrapolate these to apply more broadly.

As there were some good learnings from interim solution, we've also captured these
for the team to consider and take forward into the next phase.
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19

Customer interviews
conducted with 9
Business Leaders
and 10 HR Leaders
from business
divisions, at GM and
Head Of / Business
Manager levels.
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17

Business and HR
Leaders involved in
two ideation
sessions that looked
at 5 opportunity
areas at a deeper
level to understand
customer needs and
inform our
recommendations.

~70

Participants
in total

We were contracted for the
discovery work and to make
strategic recommendations



Approach

Useful behaviour change frameworks

In identifying strategic opportunity areas and framing our recommendations, we have
leveraged behaviour change frameworks.

We recommend the COM-B model (below) for change programs that will have a significant impact on the
organisation’s culture and ways of working — like TLAMB.

Created by a team of researchers in the UK, they integrated 19 other frameworks to create this simple and
powerful behaviour change model:

N
v v v
Capability = NMotivatien. Opportunity
Know how to do it See value in it Can do it
People have the knowledge, People want to do it People can act on their
understanding and skills intentions. The systems and
environment allows them to
do it

Source: Susan Michie, Maartje van Stralen, and Robert West (2011).
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Useful behaviour change frameworks (continued)

We incorporated MINDSPACE to design tactical interventions to include nudges. However, the impact of nudges will be
limited if the setting is not right. We use this framework to inform our recommendations on how to gain message cut-
through. This framework came out of the Nudge Unit, which was established in the UK Government’s Cabinet Office.

MINDSPACE is an acronym.

Messenger we are heavily influenced by who communicates information

our responses to incentives are shaped by predictable mental shortcuts, such

Incentives . : .
as strongly avoided losses and desirable gains

Norms we are strongly influenced by what others do (social influence)

Defaults we ‘go with the flow’ of pre-set options

Salience our attention is drawn to what is novel and seems relevant to us
Priming our acts are often influenced by sub-conscious, repeated cues

Affect our emotional associations can powerfully shape our actions
Commitments we seek to be consistent with our public promises, and reciprocate acts

we act in ways that make us feel better about ourselves

Source: Institute for Government, UK (2010).
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We referred to proven behavioural change frameworks to guide our interviews, workshops

and recommendations.



Overarching insights and reflections: an organisational view

Leaders on the back-foot

The timesheets system was introduced at a time when the new Enterprise Agreement was introduced and
more employees were moving from ‘packaged' to ‘unpackaged’ with their base pay increasing and
incentives removed.

Leaders felt on the back-foot and say their leverage to encourage people to complete timesheets was
taken away. Compounding the issue was a lack of People Leader reports, which meant they did not know
who to chase. To get more people completing timesheets, mixed and unsettling messages started to be
delivered to employees. Additionally, as timesheets were launched during the holiday period, support was
limited.

Complexity leads to uncertainty

The complexity of the system and the detail required to understand when and how to claim has been a
significant barrier for both employees and People Leaders. Non-standard items created confusion, a flurry
of queries and special instructions. Ensuring these instructions reached the people who needed them has
heen challenging. With the focus so far being on completion rates, many Business Leaders are starting to
raise questions about the quality of timesheets.

Impact on culture

Implementing an interim timesheets solution has surfaced business practices that need to be resolved
before the strategic solution is implemented. While it is acknowledged that budgets and overtime spend
needs to be managed, it's led to inappropriate leader intervention and timesheet rejections. A human and
values-based approach is required to ensure People Leaders are effectively managing additional hours
worked by employees and resolving matters before rejecting timesheets.

Leaders have also raised concerns on unintended consequences of timesheets and the need to get the
balance right: embedding customer-centricity, continuing a culture of care and flexibility, increasing
compliance and managing costs. These concerns will grow once the group of people completing
timesheets expands with the strategic solution. Coaching and guidance is required to help People Leaders
understand what good looks like and how to find the best way forward.
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Overarching insights and reflections: lessons from the interim solution

;{> Learnings

Lead time was not enough, particularly for something that has a high
impact on people’s work life, is complex and unintuitive

For changes of this scale, People Leaders said they’d expect at least 2 months notice
Solutions must be intuitive, reducing customer actions and friction wherever possible
An MVP with one operational team would surface gaps early

Timing of the launch was problematic

Avoid holiday periods as during these times customer support is limited

Change initiatives can not be viewed in isolation. People Leaders
experienced the compounding effects of multiple changes leading to
uncertainty, dissatisfaction and hewilderment

Proactively connect the dots for People Leaders and understand their needs

Help People Leaders understand what good looks like and provide coaching and
guidance

Consider the holistic experience of Support Teams, People Leaders and Employees

Support levels were inconsistent and it felt like everyone, including
support teams, were learning at the same time, with HR teams
reactively dealing with issues as they arose

Clear support model in place with help easily accessible when change is introduced
Single source of truth (one stop shop) that's easy to use and understand

Practical ‘how to' training sessions for Support Teams and People Leaders well ahead
of launch and additionally during the rollout period

Hands-on customer testing to enable the proactive identification of any gaps or issues

GMs set the tone, however, reliance on leader-led, cascading
information mixes and dilutes the message

GMs who have a can do / ‘'make it happen’ mindset achieve strong compliance results
A strong why will be believed if all actions (what people are asked to do) are aligned
with the why.

Ensure channels are in place to rapidly reach employees and People Leaders

Business was taken by surprise, while some were made aware
timesheets would be coming, they didn't fully appreciate what that
meant to their business and people

Co-design solutions with the business and work with them to embed timesheets in
business practices

Do more than inform; proactively engage and collaborate on solutions

Adopt a ‘'no surprises' approach and manage expectations early about what the
strategic solution involves

People simply forget to do timesheets and need reminding, but
broadcast emails get lost and people associate them with spam

Use behavioural science to gain message cut-through
Deliver targeted messages, sometimes in unexpected places and use creative
methods

People’s ability to access the system for reporting has impacted
compliance levels. Access to accurate reports has been a particularly
frustrating for People Leaders
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Everyone needs easy access; A mobile experience will help close gaps and give
people another option

Accurate reporting for People Leaders is critical, as what gets measured gets done,
People Leaders need to know who to recognise and who to follow-up with.

2 levels of insights were provided; evidence, translated to implication and the leanings that
could be then drawn.



eneration of change behavioural models

Recommendations summary: driving behaviour change

Motivation

Overarching insights and reflections: summary e Align intent and actions

Customer needs, actions and behavioural shifts snapshot

Below is a snapshot of our insights and learnings that helped informed our strategic opportunity areas.

Throughout our research, we have identified the customer needs of the key groups for TLAME as well Algn interc and S < 3
O @ Fr= as the behaviour shifts required, which inspires our recommendations. acticns Intent, actions and customer experience aligns This is the most imponant and defining opportunity area. Across the business, ‘the why' messages relates 1o paying
I[:Dl O@ o (_.\ peaple carrectly, ensurng people receive the entitiements they desen/e, and monitonng addrional hours and overime
Y R, | [:-39 (o) IS Actions /"‘> Shifts " . 10 create a safe and sustainabie business.
N .,j/,' Customer needs .\:{) o ~ Make it easy Set people up for Create the right Lead through
Must be easy Actions speak louder than words Support and source of truth Balance customer, care, Empl Jigibl success setting service The GMs who advocate for umesheets are prepared 10 cover the cost of overtime if mal's what the business and
mployees (eligible) 4 : e Gy PR . customers need. In these &reas, complance levels are higher &s peaple can see & direct benefit with the intant and

» Tasks aligned 1o the intent (the ‘wiy') Fror ctions aligning.
* Tasks and seli-help at the click of a button
* Talk with thelr manager befare enterng + Algn rosters, vaork schedules,

additonal hours

* Recewe helpful gudance and nudges

compliance and cost + Submit weekly timeshaets
* Adjust hours worked &s needed
* Access PHQ for help or gudance

* Demonstrate values and behaviours

Simpicey buids confidence Whie For the why 1o be bellavad, the infend Peopie need 10 know whare 10
e interim solution is peroaived must align to what HR and Peapke simple, clearly explained truth v
poorty (with conceen for poor UX, Leaders are asking of amployees complexity and nles are |e
limited funchionality and reporting) Employees who curently dont sae the eroes of people caling MR mubple

paople have a clear view on what point of the activity include those who times about the same issue. Due 10 the

* Feel valued and safe

* Receive fair and accurate pay

* Clarity on what they need to do and wiy

» Admin lasks are purposelul, guck and easy

Coad

for Pecple Leacksrs on wher's

expected, what g looks ke

and how 10 adopl human and experience and help people
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Clarity on what people need 1o do and why

W) and guidanca & needed

Implement ‘change by design’ Where limesheets complance levels are lalling behind, is when people can't match te why' message with what
through a co-design approach they're beng Lokd to do. For example, people who work and enter the same limes each and every week see ther
ellons as hutile. If people are old 1o inpul their standard hours despite working additonal tme, £'s considered “lake
timesheels” and wasted efforl. Complexty has also creplt in on how to manage llexbilty, leading to off-system
workarounds, inaccurate records and unnecessary disiractions

* Creae nudges thas are

pupesetyl and antartaining
* Encourage conversstions
(resolve over rejac)
Change the language 10 be
more human, warm

Prrciples and cear gadance o
empawer People Leaders

pay cydes o streamboe the

Lesten 1o customer feedback
and ask “How might we...?*
Help customers apply Principles
{e.g. design your end of day)

Learmn how 10 balance customer,
care, compliance and cost
managemeanl

Pracacal *how 1o’ training 10 be in
siu fo applcable actons

On the front faol, understand what good
loaks Bke and embed ways of working
Encourage conversations on additiongl
hours, resolve price 10 rejecling timesheets

Ensure wark schedules are accurate
and team completes imeshaets
Chack and approve time each week

This al leads (o people questianing the organisation's intent and purpose of the system. This questioning will only get
louder once up to $175k packaged employees are included in the mix. More conceming is the fear, mistrust and
hoestilty surfacing in some business units.

Deliver valuable sanvices Jeq.
nsights)

Lead with the carmot vs the stick

One chek 1o sumit each week
with auto aporove

Equip them with the information

concepts
they need 1 recognisa and folow-

[0} A8 ®= Feel listened 1o Mani am CX, capacity, : :
( s ) o) ﬁ Processes simpified cor and budgets Consistently demonstrate care for people * Few clcks as possible to make up people (e.g dashboards) e i o A e ; : e e
A A& o= Easy access 1o the Insights they need Utilise coaching and guidance and manage flexibiity :7|:||:(:r.'-,. QuIck corversabion With the int l(u .u.l'xln o l. e strategc solution, there's an ‘xlpc.rlurl.t‘), 1o take a s‘mp pack and consider; w 1! $ the
© Access and utilise insights and reparting seek approval problem we're trying o solve? What are our regulatary obligations? Are we asking people to do unnecessary work?
Can we simplify 10 focus on what matters most, alignng our intent with employee actions?

Leader-led, to a point

While GMs necd to be on the front
foot and set the right tone

archy can't be rebed an to
cade impartant mess %
Infarmation gess lost, messages
get med and divsed, lsadng o
confusion ang mstri

Co-design with the business

A N0 supeises’ approach helps 1o
AUGY eSS exPeclaion management
and approprisse kead and launch
nes, While inferming and ergaging
& impontan|, business divisions want
10 collaborate on solutions and
approaches 10 ensure ther needs are

HR, Poopke Leaders and undessiood
aMpkyess
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It's all about time

The way resources and tme are
managed across (e busness is
profoundly different, Nowever, they all
vale one sourca of truth and are
seekirgg ways W0 mnprove thesr
productivity and business peactices

Reporting and insights are
value-driving services

Busness Leaders, Peopla Leaders
and emnployees all wanl data an

insights 10 be invagraned and surtaced,

with dashiboards and charts enabling
them to understand whal's happerng
al o gace. Business Leadars are also
=tarting %0 shift the focus beyond
complebon o quality, rghigheng the
need 10 keep pace vath changing
customer needs.

HR Support Teams (HRSC, Advice, Payroll,
Business Partners)

Feel corfiden supparting employees and PLs
Clarity on what people need to do and vy
Feel supported knowing people have easy
access W the wok and info they need
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pravided by HR
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All insights were mapped back to a behavioural change capability and recommendations
provided in greater detail.




Bringing everything together to enable
change
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For each path there were several recommendations and a new plan for implementation
generated



What I Learned?

There are many
ways to create
change

Your approach must be
thought out and layered

The real challenge
Is making
something dry
seem fun

If Vic Government can
do it (Dumb ways to
Die) so can youl!

Customers and
employees pick up
early on your
intent

It is better to show the
benefits of change
then the
consequences of not.



Questions

End of TLAMB



