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The importance of organizational change management
is clear

• More than 80% of CEOs say change management is a priority1
• 80% of CEOs cite the ability to adapt to change as a source of
competitive advantage1
• Almost all CEOs expect that, over the next three years, their
organizations’ need for change management will increase1
• 25% of CEOs expects that their organization
will launch a change management function
in the next three years1

References:
1. BearingPoint (2009) Building your internal change capability. Insight White Paper.
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But the failure rate for change-related projects remains
high

• McKinsey found that some two-thirds of all change initiatives failed2
• Change literature regularly quotes failure rates of between 60% and
90%3
• Bain and Co claim the general failure rate is 70%4
• The failure rate rises to 90% for culture
change initiatives5

References:
2.
3.
4.
5.

McKinsey & Company (2008) Creating Organizational Transformations.The McKinsey Quarterly, July, 1 – 7.
Burnes, B (2009) Managing Change (5th edition). FT/Prentice Hall: London.
Rogers, P; Meehan, P; and Tanner, S (2006) Building a winning culture. Bain & Company: Boston, MA, USA.
Senturia,T; Flees, L; and Maceda, M (2008) Leading change management requires sticking to the PLOT. Bain & Company: London.
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Change initiatives often fail because...

Change is
viewed as an
event versus
a process

The scope of
the change is
misdiagnosed

Leaders fail to
understand
their role in
leading
change

Stakeholders
are not
adequately
engaged in
the change
process
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Formula for change management success
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Successful Execution of

Through Change
Management

the Business Initiative

!Quality of the business
solution being implemented

!Broad support
from stakeholders

!Project definition and strategy

!Well articulated
case for change

!Project leader and team
appointment
!Detailed master plans of
tasks, milestones, deliverables
and deadlines

!Skilled change
experts
!Vision of the future

!Resource prioritization

!Powerful change
story

!Risk management and
contingency planning

!Managed
resistance

!Success is the product
of a sound solution,
rigorous project
management
AND
!Strong engagement
through organizational
change management
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Section 2: A common understanding of change
management

Topics
1. The Case for Organizational Change Management
2. A Common Understanding of Change Management
3. A Structured Approach to Organizational Change
4. Change Management Strategies
o Engaging Stakeholders
o Articulating the Vision
o Managing Resistance

7

The project lifecycle

High
Second wave of
enthusiasm,
as some implementation
succeeds

Something is wrong,
we are not getting
there

We
made it!

Critical
Moment

Enthusiasm/
Confidence

Early Enthusiasm
Quick Wins
More
frustration,
change did not
reach everyone
Set-backs
We failed

Start
Initiative

Low
Status Quo /
Business
Need Identified

Scope The
Need
& Plan the
Initiative

Execute the
Business
Initiative

Middle of
Initiative
Insecurity /
Loss Of
Momentum

Time

Initiative Home
Stretch
Success Or
Failure
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The “human side” of change
Good
Intentions
What is originally
desired by
leadership…

Unintended
Consequences
What employees are
confronted with...

Consequences IF
“Human Side” is not
addressed

! Productivity increases

! New skills required

! Resistance

! New service concepts

! New expectations

! Slow implementation

! Introduce new technology

! New and unknown tasks

! Quality problems

! More effective

! Change in work environment

! Reduced productivity

! Change of responsibility

! Increased risk avoidance

! Change in decision authority

! Reduced individual

organizational structure
! Process efficiencies

! Loss of status
! New colleagues

commitment
! Negative word of mouth
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The “change dip”

Denial

Enthusiasm

Anxiety

Trust

Shock

Excitement

1.
Confusion
ENDINGS Sadness

Relief

3. NEW
BEGINNINGS

Hope or Skepticism

Annoyance or Anger
Fear

Acceptance
Impatience

Frustration
Cynicism

Creative Tension
Curiosity

2. TRANSITION
(Neutral zone of adjustment, exploration, and learning)
Adapted from William Bridges’ Managing Transitions, 1991
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The influence model
I will change my mindset and behaviors if…
Role-modeling
“... I see my leaders behave
differently”

Fostering understanding
and conviction
“...I know what I need to
change and in what way”

Mindset and
Behavior
Shifts
Developing talent
and skills
“...I have the skills and confidence
to behave in the new way”

Reinforcing with
formal mechanisms
“...the structures, processes and
systems reinforce the desired
change”
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Section 3: A structured approach to organizational
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Managing organizational change successfully requires
four key elements

A roadmap to guide the
change process, structure
activities, and provide
insights

Tools to facilitate the
change process and to
develop strategies

Successful
Change
Strategies
to manage
resistance,
build capability,
and sustain
commitment

Change
management
facilitation to
support teams
and leaders
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Accelerating Change & Transformation (ACT) Model

SOURCE: www.EmergentConsultants.com. ACT is a best-of-breed approach that incorporates
concepts from Kotter, GE Change Acceleration Process, Prosci/ADKAR, and others
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Plan the change

• Agree on the purpose, scope and
the outcomes of the change effort
• Establish roles, responsibilities,
and accountabilities for team
members
• Define rules for how the change
team will operate
• Develop a change project plan
with key activities, milestones,
and dates
• Clarify how the change team will
coordinate with the overall project
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Create urgency

• Develop a case for change based
on opportunities and threats
• Make it clear that the need to
change is now
• Create a compelling “story”
around the case for change
• Articulate a powerful vision for
the future that will inspire people
• Communicate the vision of the
future to stakeholders in
compelling ways
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Lead the change

• Help the business sponsor to
actively engage in the change
effort
• Ensure the sponsor holds him
or herself, team members, and
others accountable
• Develop business leaders who
are bought into the vision
• Equip team members to be
change leaders and advocates
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Engage the people

• Understand the unique needs and
concerns of the various stakeholder
segments
• Find ways to engage key stakeholders
in the change process
• Develop a communications strategy
that incorporates diverse channels
• Provide stakeholders with appropriate
skills and resources
• Identify potential sources of resistance
and mitigation strategies
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Align systems

• Align organizational elements to help
deliver and sustain results
• Ensure management practices
reinforce the changes
• Use metrics and measures to evaluate
progress
• Establish reward and incentive
systems that promote new behaviors
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Sustain the change

• Maintain a cadence of communications
and stakeholder engagement activities
• Highlight benefits of the changes in
highly visible ways
• Identify and respond to on-going risks
that threaten the new changes
• Integrate the changes with other
initiatives throughout the organization
• Adapt change strategies and tactics
• Harness the lessons and best
practices from the initiative
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Section 4: Change management strategies: Engaging
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Process for engaging stakeholders

• Identify & prioritize
stakeholders

1

Plan

Stakeholders

2

Assess
Engage
• Evaluate
engagement
strategies and
adjust as needed

3

• Design and deploy
engagement
strategies
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Identifying stakeholders
Those who are impacted by, or those who affect, the
company’s strategic initiative.

Project Team
Business Leaders
Employees
Board of Directors
Suppliers
Partners
Customers
Investors
Media
Community
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Plan: Prioritizing stakeholders

Level of impact the initiative
will have on the stakeholders

Impact Level

High

Low
Low

High Priority

Highest Priority

Address Concerns

Involve Extensively

Lowest Priority

High Priority

Keep Informed

Enlist as Needed

Level of influence the stakeholders have
on the success of the program

Criticality to Success

High
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Engage: Choosing stakeholder strategies
Lower Priority /
Level of Involvement

High Priority / Level
of Involvement

Ignore

Monitor

Inform

Advocate

Consult

Engage

Collaborate

Not directing
communicati
on or
messages
toward
specific
stakeholders.
Not
monitoring or
responding to
their actions

Paying
attention to
the actions of
stakeholders.
This may
include dialog
with other
parties, scan
of discussion
forums,
internet
searches,
list-serves

Creating
messages
toward
important
stakeholders,
sometimes
for the
purpose of
education.
These
messages
can come
through
internal
publications,
meetings,
social media,
etc.

Enlisting
support for a
specific effort
or position
where there
is an
imbalance or
implication of
power/
influence
affecting the
relationship

Soliciting
explicit
feedback or
input on a
project or
plan. No
commitment
regarding
action related
to the
feedback/
input

Initiating or
participating
in two-way
dialog
focused on
mutual
learning and
solutions.
Requires a
commitment
to openness,
and can have
higher
expectations
for future
engagements

Explicit
development
of
opportunities
to work on
shared
objectives by
the company
and its
stakeholders.
Sometimes
formalized in
agreements;
sometimes
informal
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Section 4: Change management strategies: Articulating
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Articulate a powerful vision

1968

Simplifies
hundreds of
decisions

Motivates
people to
take action

Coordinates
action of
others
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Ingredients of a powerful vision
A clear and powerful vision will do far more than a management decree or micromanagement
can ever hope to accomplish

Imaginable

Desirable

Feasible

Focused

Flexible

Communicable
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Communicate the vision in a compelling way

1 Strong sense of a plot
The listener senses that
“this organization is really
going somewhere exciting”
and has the patience to see
it through

2

Meaning that drives action
“I know what to do in my area
because it fits with my values
and where we are going.”

3 Multiple, consistent versions
Each person who hears the
vision (e.g. executive, manager,
employee, business partner) can
be motivated by it in different,
yet compatible ways

4

Inevitability
“It had to happen that way”
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Section 4: Change management strategies: Managing
resistance
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Reasons why people resist change

Different
Assessments of
the Situation

Parochial
Self-Interest
Concern with the change
and how it may affect
their own interests,
rather than considering
the effects for the
success of the business

Low Tolerance
of Change

Disagreement on the
reasons for the change
and on the advantages
and disadvantages of
the change process

Certain people are very
keen on security and
stability in their work

Misunderstanding
Communication
problems; inadequate
information

Source: Kotter J P & Schlesinger L A (1989). Choosing Strategies for Change
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Strategies for dealing with change resistance

Education & Communication
Participation & Involvement
Facilitation & Support
Negotiation & Agreement
Manipulation & Cooptation
Explicit & Implicit Coercion

Source: Kotter J P & Schlesinger L A (1989). Choosing Strategies for Change
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Want more in-depth knowledge and tools?

Emergent offers a full-day, classroom-based change
management training
ü Expounds on the content in this presentation
ü Provides a highly interactive learning environment
ü Delivered on-site at your office location(s)
ü Includes a comprehensive participant guide
Contact us for more information and customized pricing:

www.EmergentConsultants.com
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