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Change management plan 
 
 
Protocol for managing changes to operational procedures and documentation This SOP 
pertains to the types of changes that the team will encounter in daily operations. It does not 
pertain to major infrastructure additions, changes or similar projects. For any operation to 
run smoothly, the grower must choreograph the flow of materials and people. Making even 
slight changes in the choreography can require major adjustments by the staff. Having the 
discipline not to change things may possibly be the most important skill growers can acquire. 
 
Things often don’t turn out as expected when changes are made. But when change is required 
or desired, it needs more than passing attention to make sure that the change is not going to 
create more problems than it solves. Change management was born to make sure finely 
tuned machines like cultivation centers are not thrown off pace. The effort and expense 
invested in a process demands the process be protected from changes. 
 
Requests for Change and Review Types 
 
Ideas for changing the process will come from many sources; cost cutting, improved 
performance, regulatory changes, emergencies and more. Requests for a change should be 
made to the operations manager in writing who will make a determination on how to handle 
the request. The operations manager can also initiate a change request. 
 
Requests are to include the nature of the change, the advantage it offers VeiligGroeien and 
any thoughts on what it will take to implement the change. Requests should be signed and 
dated by the requester. The operations manager will choose which of the following approval 
paths they will direct the request to. 
 
Regardless of the type of approval required, the operations manager is responsible for 
documenting the request and subsequent actions taken in implementing them and will 
maintain those documents and make them available for inspection for at least one year. � 
Simple changes or changes under a specified value can be approved by the operations 
manager. Even changes in a disinfectant are to be approved. A cultivation change is 
considered simple if it does not affect the core cultivation process. The eye wash station, for 
example is within the scope of cultivation, but it does not have any effect on cultivation if the 
eyewash station supplier changes. This can be a large list of items and while responsible, the 
operations manager is free to delegate approval power to leads. Changes to the core 
cultivation processes and/or cultivation materials need the approval of the director of 
cultivation and the agreement of the cultivation leads as well as the operations manager. 
Some of the areas that will fall into this category are nutrients, media, water and pesticides. 
Changes to workflows or run rates have their impact too so the director of cultivation must 
be involved in assessing such changes before implementation. 
  
The director of cultivation may require trials to be performed before a change is applied to 
the full inventory of plants. When this occurs, the director will develop a trial plan with the 
appropriate cultivation leads who will carry out the trials and report the results back. Changes 
involving significant expenditures must undergo a financial assessment and be approved by 
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ownership and management. Ownership and management are responsible for defining the 
financial analysis they require to inform their decision making. More often than not, this will 
entail a cost-benefit analysis. The operations manager is responsible for ensuring change 
requests are reviewed by the appropriate people and acted on in an appropriate and timely. 
 
Implementation of Change 
 
Many of the changes made day to day require little more than a direction to change a nutrient 
formulation, modify a spray rotation or add/delete a data collection point and seldom will a 
change force the staff to engage in complex project planning. But even simple changes can 
result in disaster and the remedy is simple planning and management of changes. The 
operations manager is responsible for the overall performance of the operations and one key 
tool is their oversight responsibility for all changes. The operations manager is responsible for 
developing and documenting an appropriate plan for implementing the change and gaining 
appropriate approval.. The operations manager is also responsible for overseeing the 
execution of that plan. Plans should be appropriate to the level and risk of the change. The 
removal of one indica strain and its replacement by another indica strain has little to no 
impact on the operation and requires little in the way of planning. Changing the mix of sativa 
and indica strains however could create space issues and most likely will require a review of 
the layout with the new mix and possibly changes to the floor layout. 
 
Change Monitoring and Change Reversal 
 
The operations manager is responsible for monitoring recent changes looking to see if the 
change is producing the desired results. Most changes call for a one or two week observation 
period before declaring a cultivation change successful. Should monitoring detect undesired 
results during the post change monitoring period, the operations manager is to communicate 
the news to ownership and management and then direct the team to cease following the new 
procedure and revert to pre-change conditions. Some changes can be complex enough to 
warrant more formal planning, but that is seldom the case, so VeiligGroeien is left to 
determine if and when they need to develop a more formalized planning process for changes. 
 
Change documentation 
 
The operations manager should keep a file for all changes that are implemented that contains 
any and all documentation related to the change request and implementation including 
financial assessments, implementation plans, problem reports, etc. Various changes may 
require changes to operational documentation such as metric reports, supply/supplier lists, 
etc. When tools change, documentation for the new tool to be placed in the documentation 
library and the old documentation removed. Change in processes or procedure may require 
a change to the SOPs document and the director of cultivation is responsible for these 
updates. In addition to keeping files on changes, changes should be logged in a master index 
of changes so there is a history of all changes over time. Change logs should include a place 
to specify whether the change was a success or not. 


