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CASE STUDY

DURATION
The challenge Service control is at the heart of railway operations and 
ensures the smooth running of the train service in the event of signal 

failure, train fault or any other disruption to service. This UK client was 
working on a major upgrade project connected to service control 

which comprised: Moving to a new location Implementing new 
signalling and line control systems Dual-running of the line from two 
different locations with the existing and new systems Revising team 

composition and structure
THE SOLUTION

Given the necessity for people to be engaged, and to feel a sense of ownership for these changes, the change team 
within the client were asked to focus on building and deploying plans for managing these upgrade changes through 
people. 
Changefirst’s People-Centred Implementation (PCI®) methodology was selected as the framework to be used by the 
team and members of the change team were trained in this approach which focuses on: 

• Creating synergy and connectivity between an organisational transition process and the personal change processes 
of individuals and teams 

• Building commitment in people and dealing with the inevitable resistance that change brings



The assessment tools in PCI were used to capture data relating to the issues impacting the individuals affected by 

the change, in order to assess the data against six critical success factors (CSFs) that are critical for successful change 

implementation. The data was then used to formulate the execution plan that would drive the changes in the service 

control area. 

The PCI Initiative Risk Assessment revealed three of the critical success factors required additional focus: 

• Employees understanding the purpose of the change 

• The need for effective change leadership 

• A requirement for stronger engagement with all employees 

The assessment also highlighted the crucial requirement to partner with key people - in critical roles - to drive their 

understanding and application of PCI. These key roles were identified as:

• operational leadership 

• internal experts and trainers 

• the HR resource supporting the changes 

The internal change team at the client used PCI processes to provide a clear, consistent story about why changes 

were needed and the desired results. They then ran tailored PCI workshops to raise awareness of people centred 

change, to build sponsorship and change management capabilities. 

The team also applied PCI engagement techniques to plan and facilitate group sessions for leaders and impacted 

staff to have two-way dialogue about the barriers to change and to take joint ownership for solutions and plans to 

shape a future that would benefit the business and staff alike. 
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Full adoption of PCI produced best results
One of the key aspects to note on this project is that the PCI approach was: 
• adopted fully on only one of three projects of a similar nature that happened at the same 

time 
• the others adopting some PCI principles and no PCI principles respectively. 
The project which adopted PCI fully implemented the project quicker and more effectively 
than both of the other projects and reported that staff enthusiastically embraced the changes. 
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Seven months later the change team who had 
fully adopted PCI repeated the Initiative Risk 
Assessment to measure progress and identify 
remedial actions that may be required. 

There were some clear reductions in the risks 
associated with the change management in 
the projects – most notably the risk associated 
with ineffective senior and local leadership. 

REDUCTION IN PROJECT RISK

Extract from PCI Initiative Risk Assessment results

THE BENEFITS



INCREASED EMPLOYEE ENGAGEMENT
This Initiative Risk Assessment was supplemented by an internally 

produced Employee Engagement Survey which shows a marked 
increase in employee engagement in the project teams. 
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Our Future – In my role, I feel like I can 
directly contribute to the vision:

Up 23% - from 68% to 91%

My Manager – I feel sufficiently well 
informed about what is happening in 
the company

Up 21% - from 46% to 67%

Local Manager – As a line manager I 
feel motivated in my job: 

Up 15% - from 64% – 79%

Personal Connection – I feel proud and 
passionate about the company:

Up 10% - from 75%– 85% 

Extract from The Employee Engagement Survey



WHAT OUR CLIENTS SAID

“The PCI based Initiative Risk Assessment really got to 
the heart of the people issues quickly.”

“The feeling is a positive one, as opposed to those initial 
feelings of resistance.”

“Processes to involve members of the team in the design 
stage of the new equipment has helped fast track their 

feeling of ownership.”

“I’m convinced that this change would not have been so 
far embedded without internal staff becoming involved 

in planning and implementation.”
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Source:  Interviews with sponsors and leaders involved in the change


