
 

 
Demystifying Organizational Change Management 
 

Making it Tangible to Deliver Results 
 
Introduction  
 
What has been your experience with the success of transformation programs?  You might respond 
that – it failed to live up to expectations; the effort focused on just the technical elements of the 
change; we underestimated the resistance to change that was present in the workforce?  It did not 
achieve the benefits we projected it would.  So … why do organizations keep failing to meet 
expectations, objectives and the strategy?  There are many studies that address why 
transformation efforts fail to meet and/or exceed objectives.  It is likely that you and the 
organizations you have worked for have experienced this situation.   
 
A landmark Harvard Business Study, by John Kotter, found that:   
 
“In over 70% of initiatives involving major change, organizations are not successful in achieving 
their goals to do so because of failure to manage the “human” (reaction to) change.”   
 
Another study, a Towers Watson Change and Communication ROI Survey, found that:  
 
“Only one out of four respondents (25%) say they are able to sustain gains from their change 
management initiatives over the long term.”    
 
A Senior Change Management Consultant from Towers Watson, who led the survey effort, 
summarized the issues of sustainability this way:  
 
“Most companies are having a difficult time keeping the momentum of their change 
management initiatives going.  The organizations that are able to sustain change over time are 
those that focus on the fundamentals that we know drive successful change: communication, 
training, leadership engagement and measurement. And despite nearly uniform acceptance that 
these are the key drivers of change, companies that aren’t good at them aren’t getting any 
better.” Brad Messinger 
 
There is much more research studies and surveys that have been published highlighting and 
validating the point that organizations need to find better ways to address change to achieve and 
sustain results.  This white paper addresses “how” an organization can systematically address 
Change Management by integrating Organizational Change Management (OCM) programs into the 
existing part of the culture.  When successful, the organization ensures that Change Management 



is viewed as an enabler of success rather than just an improvement exercise or considered nothing 
more than a “bolt-on” and something that “will just go away if you wait long enough.”  

 
 
 

The Myth – “Sure I Do Organizational Change Management” 
 
When interviewed, leaders sometimes indicate that “it is easy to do,” “let’s do a town hall meeting 
and tell the teams what we know, what we want (and be done with it).”  Business leaders at any 
level will agree -- managing change is critical for success in any improvement or transformation 
effort.  However, for many leaders, managers and supervisors, “change management” appears to 
be amorphous, soft and “squishy”; modifying behavior and attitude is “messy” not the hard 
tangible programs that they envision will drive their success.  Often they consider it less important 
and therefore don’t invest the time, energy, or allocate enough resources to accomplish goals.   
 
In reality they don’t know what to do, how to do it, and what to implement.  The unintended 
consequence can occur where OCM becomes deprioritized.  The biggest issue facing any 
improvement or transformation effort is the resistance to change.   Survey after survey indicates 
that while Leaders acknowledge how critical Change Management is, few ever give it the priority it 
deserves, have the persistence, and perseverance to “stay calm and carry on” with the execution 
of Organizational Change Management.    
 
So, let’s demystify this methodology.    
 
To answer the question – How can we be successful implementing change management?  
We ultimately need to identify tangible programs and tools (see Chart 1), which can be developed 
and deployed so Change Management can enable the success for any Transformation effort.   
 

What is Organizational Change Management?   
 
When asked this question, it is likely that you will hear … “I will know it when I see it!”  There are 
many definitions that are given for the definition but this one is as simple and as good as it gets:  
 

 
It is a given … call it irresistible force paradox or what happens when an unstoppable force meets 
an immovable object.  In this analogy, transformation is that “unstoppable force” and the 
immovable object tends be the human factor in any change initiative.  Maybe overstated … but it 
is a given that any proposed business change will meet resistance from people who are effected 
and impacted by the change.  It is human nature that people like to develop a routine.  Therefore, 
the OCM framework that is designed, developed and delivered has to identify the points of 

Organizational change management (OCM) is a framework for managing the effect of any 
transformation effort be it a technology change, new or improved business processes, merger 
or acquisitions, changes in organizational structure or cultural changes within an enterprise. 

Simply put, OCM addresses the people side of change management. 



resistance, where it is in the organization, and how to “go on the offensive” to attack where the 
resistance lives.  In turn, the organization needs to identify the result, measure the drivers, and 
report what is accomplished as to how to build strong commitment for the change.    
 
 

What are the Success Factors and the Obstacles to Implement OCM? 
 
When considering the “how” there first  is a need to understand what are the pathways for 
success and what to anticipate may be the obstacles will needed to be understood and a plan 
developed to attack or avoid them.  The table below summarizes what will enable success or stop 
your progress and/or hinder the achievement of results that are expected by senior leadership 
and/or aligned to the strategic plan.  What results from this “Force Field analysis” drives the 
program development that will be integrated into the Change Strategy and the implementation of 
any OCM initiative.    
 

 
Critical Success Factors Key Obstacles/Barriers to Success 

Active and visible Executive Sponsorship of  the 
change effort  

Inactive or invisible sponsors 
 

Structured, disciplined approach to OCM: Change 
Strategy drives the execution of change activities 
that are integrated into people focused programs 

Poor alignment among key stakeholders 
 

Frequent, open communication, transparency  
about the change by the leadership system to the 
employees impacted by the change 

Middle Management is not directly 
involved in the change effort  

Dedicated resources  (time, people) for  change 
management programs  

Fear of the future state including concerns 
over job security  

Employees understand the additional effort  that 
is needed and are skilled to embrace the change 

Change saturation (employees are 
overwhelmed with all change)  

Developing individuals who are change agents or 
advocates for the changes to act as role models 

Lack of involvement by employees in the 
change process 

  
The above table provides critical elements or targets that will be needed in building out a plan but 
still does not provide the mechanism to make it happen.  In managing any situation you need to 
have levers that can be pulled, buttons that can be pushed, and items to click on to put in motion 
the action to make the vision (the transformation and its results) a reality.  

 
 

Change Tangibility Starts with an Execution Roadmap 
 
To make OCM less amorphous and more tangible success starts with building a roadmap where 
action happens.   A typical structure for a Change Management roadmap is depicted as follows:  
 



 
 
The DARE framework provides tangibility and creates the critical Phases or steps needed to drive 
OCM.  At a high level it drives consistency of execution.  Here is a quick summary of the Phases:  
 

• Discover.   An organization must first discover what is the current state of OCM – has it 
been deployed at any time across the organization, and if so where has it been successful 
(or not)?  A lessons learned summary should be developed if it not developed as well as 
Stakeholder Analysis, identification of potential points of resistance are identified, as well 
as planning for a change readiness workshop.  

• Assess.   An organization’s change readiness and/or change maturity needs to be 
determined and Change Advocates need to be identified.  Change readiness can be done in 
a workshop format and/or with a cultural assessment survey.   Points of resistance will be 
identified and agreed to and an attack plan will be developed.  

• Recommend.   A Communication Plan will be developed to identify critical messages. 
Change Advocates will be trained.  A change strategy will be built and aligned to the 
organization’s strategy.  Critical metrics to measure the effectiveness of the OCM initiative 
will be established.  Training programs are part of the recommendations to enhance skills 
needs as well as improvement in skills to communicate and collaborate.  

• Execute/Enhance. Now it’s time to “rock & roll.” A Communication Plan is deployed 
continuously throughout the leadership system from front-line supervisors to C-Suite 
executives.  Accountability is established aligned to process with identification of roles and 
responsibilities.  Training programs are designed and deployed. Finally change goals are 
hard-wired into performance objectives at the employee level.  

Without this roadmap, OCM will happen but is not likely to sustain.  And without this roadmap it is 
hard to determine how successful OCM implementation will be.  Note that in a good deal of 
studies done recently, a future trend for Organizational Change Management has been identified 
around the need to bring structure, a roadmap to guide the organization and to develop a 
scorecard to measure deployment success.  

Once the roadmap has been established, there is a need to make OCM happen.  The best way to 
do this is by leveraging OCM utilizing the Change Formula.  The Change Formula is the engine that 
will create the programs that will build commitment for the change needed.   
 

How to Leverage Change Management for Success – The Change Formula 
 
So what are those levers that will help demystify that change?  It is critical to realize the 
organization needs to develop tangible programs aligned to strategy. The key is to promote 
positive behavior that motivates employees to welcome change/make a commitment or, in other 



words, how can resistance be rapidly lowered to accept the change that is needed to be 
embraced.   
 
What has been a most effective management approach is to utilize a formula that makes change 
real and manageable. The elements of the formula act as the  “levers” for leaders (Executives, 
Managers, and Supervisors) to apply providing  them the ability to overcome the level of 
resistance present that could stop the change from being successful  (remember the irresistible 
force paradox!).  The change formula is:   
 
 

Vc + Ia + Se > R 
Vision with Communication + Incentive with Accountability + Skill Enhancement > Resistance 

 
The effort starts with establishing a vision joined with active, visible communications delivered by 
Change Advocates that is planned and executed with discipline to have employees see the 
roadmap as to where they are headed, (plus) create incentives to change focused on individual 
accountability supported by measurement, (plus) providing the right skill enhancement for the 
employees that need to embrace the change to have confidence that they will be successful in 
what they do.    
 
Success comes when each of the levers are “pulled” or in terms of actions, the programs designed, 
developed, and deployed will be greater than the employee’s energy for resistance (to change).   
 
What makes this formula successful is that provides definitive ways for the “how” of making 
change purposeful.  Typically, what is prescribed as far as change programs is to do just 
stakeholder analysis/engagement and communications and STOP there.  Therefore the change 
formula defines the “how” by implementation and the integration of change concepts into either 
existing or building new programs, efforts and initiatives, all with a focus on lowering resistance to 
change.  The “How” in terms of programs provides the tangible for leaders to help them embrace 
OCM and realize its importance to a transformation effort.   
 

The Change Formula – Its Elements: Up Close and Personal 
 

Vision is an essential part when leaders create strategy.  It is this statement of the “True North” 
that aligns sales, operations and infrastructure to the organization’s strategic breakthrough 
objectives established when an organization establishes its strategy. It also establishes a line-of-
sight for all employees to see how what they do on a daily basis impacts the accomplishment of 
the breakthrough objectives for the organization. 
 
As futurist Joel Barker said, “Vision without action is merely a dream. Action without vision just 
passes the time. Vision with action can change the world.” The action necessary for vision to be 
realized focuses on how leaders engage the community they serve so they fully understand the 
direction they want to take the organization.  And, then ultimately, the leaders gain buy-in from 

http://www.brainyquote.com/quotes/quotes/j/joelabark158200.html
http://www.brainyquote.com/quotes/quotes/j/joelabark158200.html


the community to motivate them to accept the importance of the change and execute to make 
the change happen.  They can “see” the destination … and know it is a better place than where 
they are currently.   
 
To engage the community, the vision has to be systematically communicated to the organization. 
Effective communication starts with the development of a comprehensive communication plan:  
 

 Selecting the audience 

 Identifying 2-3 critical messages 

 Choosing different vehicles to present the messages to the audience 

 Determining the frequency of the messaging 
 
An important note, when executing a communications plan, it is necessary to fully understand the 
communication “Rule of 3.” For the change communication to “stick” or be remembered Leaders 
need to effectively communicate messages at least three times. The first time, the audience 
becomes aware of the message and the context surrounding it. The second time, they understand 
the nature of message and its importance. The third time, they’re prepared to integrate the 
message into what they do by having their residual questions answered and concerns addressed.  

 
To successfully execute, Executives/Managers/Supervisors delivering the messages need to be 
seen—be visible to their employees—and actively get out into the organization to convey the 
message. They need to present the messages demonstrating the alignment to the strategy, and 
with a sense of urgency so that it projects the importance and priority for success.    This personal 
contact is vitally important for the employees to feel the leader’s passion and commitment to the 
vision. It provides the employees a sense of confidence, a “license” to implement their tasks and 
activities they feel are important to move towards the vision. They feel the Leaders have their 
back.    
 
Communication surveys consistently indicate that employee’s value hearing the message from 
their direct supervisors the most. Therefore, the next critical action step in the vision’s 
communication plan is to provide all supervisors with the necessary coaching which includes:  
 

 Scripting the messages focused on the audience and what they need to hear 

 Answer the WIIFM question – “What’s In It For Me” 

 Practice/coaching to deliver the messages 

 Reviewing the key points to be delivered 

 Recognizing the appropriate delivery “voice” 

 Identifying specific business related examples 

 Developing a statement of what results should be expected  
 

For the change communication to “stick” or be remembered Leaders need to effectively 
communicate messages at least three times  



With this lever in the formula, it is critical that the organization determines the readiness for the 
change.   Typically, to make change readiness tangible a change workshop and/or cultural survey 
should be deployed.   
 
 
The objectives of the workshop and the survey are to identify the following elements of change:   

• Actual vs. desired characteristics of the organization’s capability to change;   
• Resistance issues and where they are inside the organization;  
• Fundamentals of successfully managing the change process; and  
• Key impact areas where change programs can be used to lower resistance and build 

commitment.   
 
The other critical element here is to consider the identification, development and training of 
Change Advocates (sometimes referred to as change agents) who will carry the critical messages 
of “why” this change is important – reinforcing the alignment to strategy; “what” the organization 
is committing to do with change and/or the investment it is making to enable change;  “how” the 
organization is planning  to execute the change effort;  “who” will be involved at each stage of the 
change effort.   Finally, the Change Advocates will provide the personal touch/contact needed to 
make the change real to all that are impacted by the transformation/changes.  Change Advocates 
can be anyone in the organization who believes in the change and has the ability to influence 
others to collaborate for success.  
 
Incentives for change is the second element of the change formula.  It all about creating the 
accountability to make it happen and provide the positive reinforcements necessary to sustain 
that change. This is simple behavior change theory.  Most people think incentives are just about 
the rewards and recognition that are provided when positive results are achieved.  While these 
are important, behavioral theory indicates that these primarily act as a lagging factor and act as 
purely a reinforcement of the change. 
 
The most important move with this element is to first create personal accountability to execute 
programs for change, and establish the parameters that determine the realization of the “victory.” 
Additionally, leaders must explicitly define the consequences when action and success do not 
happen to act on the consequences.  If Leaders do not consistently act, applying consequences the 
change effort will lose credibility. Not recognizing consequences prescribes a loss of effectiveness 
in making the change sustainable.  
 
We all know how to set accountabilities, basically determining who needs to take responsibility to 
ensure that the right actions are executed to drive results.  What is usually not executed well is 
documenting who has the accountability and making sure this responsibility is communicated to 
all those involved.   
 
A great tool to execute better on accountability is a RACI chart, which stands for:  

 R: Who is responsible for the action? 

 A: Who is accountable to ensure action happens? 



 C: Who needs to be consulted about the action and can help coach to increase probability 
of success? 

 I: Who needs to be informed of the actions and their timelines? 
 
This RACI chart can be used to establish key roles in the execution of the change required. Of 
course, the RACI chart needs be communicated to those involved to ensure they fully understand 
what is expected of them. This builds understanding and clarity for action.  Measures that are 
linked to the accountability can be added to the RACI chart to document how accountability will 
be enforced.   
 
Another important aspect of this part of the equation is devising a way to visibly measure 
performance to evaluate effectiveness. However, most people, by nature, almost always resist 
measurement or the reporting of results versus a standard or a goal. This is because we like to 
avoid the potential for failure. Once individuals know actions will be measured—and the metrics 
are visible—they will do what is necessary to make results happen to drive success.  
 
Like a scoreboard at a sports event, if everyone knows the score and where they are in the game, 
performance will be enhanced to make sure the desired results are achieved. In my experience, 
leaders underestimate the importance of having regular, visible metrics that are reviewed at 
frequent intervals to help implement corrective action when needed.  
 
Skill enhancement is the final part of the change formula is to determine the needed for 
individuals so they feel they KNOW what they need to do, how to do it, and that they can do it 
repeatedly to execute the procedures, actions, tasks and activities required for the change to 
occur successfully. This might include skill assessments and a gap analysis, training and education 
programs to practice the execution of requirements, and coaching and mentoring sessions. When 
running such programs, the frequency of these training/education efforts is hugely important as is 
the evaluation of what was learned so it can be replicated and repeated.  
 
The skills enhancement element of the change formula requires the most in terms of resources, 
including time and money. If you expect a machine to operate at peak performance, you invest 
money in preventive maintenance and tune-ups. Why would you not invest in your people for the 
same reasons?  
 
Experience indicates that leaders do not provide sufficient funds in the budget nor the time 
necessary to ensure the people most involved in the change efforts receive the training and skills 
enhancement required of them. Without enhanced performance to execute the change, the 
expected results are almost never achieved. 
 

 
 
 
 
 



 
 
 

How Do You Get Started? 
 
Many of our clients will begin their Organizational Change Management journey with a Change 
Management Readiness Workshop. The workshop is conducted as a half or full-day session 
tailored to a specific audience. We bring a comprehensive yet disciplined and systematic approach 
in order to tailor a best fit solution for your environment, team skill sets, and culture. For these 
reasons, we structure the Workshop on five major sections:  
 

1. Change Defined  
2. Change Perspective/Framework  
3. Resistance to change  
4. Managing the Change Process  
5. Identification/Prioritization of Key Impact Areas  
 

The result is providing you with a level of readiness for each of the factors, as well as the 
identification of the types of resistance and where it might be prevalent in the organization. This is 
a critical step toward developing the Change Strategy with solid Execution Plans outlined.   

 
Summary 
If the Change Formula is used effectively it will create momentum, energy to sufficiently lower, 
and overcome the resistance to change.  The key for Leaders is to be committed to manage each 
lever to ensure employees believe that they are personally responsible to make the change 
happen and to achieve results.   
 
Change efforts will be successful when an organization’s leaders make it controllable, actionable 
and realizable. To do this, they must execute on each “lever” of the change formula (with tangible 
programs); first, actively communicating the organization’s vision statement to provide the 
roadmap; incentives and related accountability to make the change happen; and; assurance that 
the employees responsible to execute the change have the right skills for the change that is 
needed and will have the confidence that it will create a difference for them.  In the end the 
change needs to address the WIIFM (What’s In It for Me) for the employee so she/he can make 
the change needed to realize the strategy the organization has set for success.    
 
 

Bob Norris 
Sr. Practice Director 

Process Transformation Practice Director 
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Chart 1 – The Change Formula:  How to Build Commitment for the Change Needed

 

 


