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Executive Summary 

This document explains and positions organizational change management standards and reference 

models to effectively mitigate organizational risk related to dealing with transformation. It also 

outlines the agreement on core organizational change management governance concepts. This 

document is intended to serve as a guide to the reader to help differentiate and select strategies 

appropriate to their needs. 

The specifications introduced and positioned in this document include the Change Management 

Approach Reference Model, Change Management Strategic Goals, and the Organization Impact 

Assessment Matrix. 

This document outlines the importance to organizational leaders of adopting a solid and formalized 

change management strategy to ensure achievement of the organizations strategic objectives while 

mitigating both internal and external risk factors of failure and poor user acceptance and adoption. As 

importantly, it highlights the need for a firm communications strategy as well as the need to establish 

Key Success Factors for successful change adoption.  

A secondary goal was to invoke collaboration between disparate communities within the lines of 

business to encourage consistency and integration of people and processes across the organization 

affected by change strategies. 
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Introduction 

This document is written to discuss the concept of organizational change management, define those 

issues that specifically face the information technology environment, and proposes a solution to 

mitigate organizational change management issues.  

The implementation of IT systems almost always involves change within the user community and can 

have a dramatic effect on the organizational processes of a business. Therefore, the way that 

individuals interpret change to their daily business functions is as important as the actual change to the 

technology or business process itself. Luftman concludes that, ―IT can change how people work and 

people can interpret the use of IT in ways that designers never anticipated. These issues must be 

addressed in a change management plan‖.  

Consequently, an organization’s approach to change management can have a greater impact on the 

success or failure of an IT project than the ability of the technology to meet the business objectives for 

which it was designed. In fact, change management policies will often determine a projects ultimate 

success as end-user acceptance is critical to any IT initiative. 

 

Overview of Change Management Concepts 

There are many reasons why people in an organization resist change. Every organization has its own 

culture that is defined by processes, methods, habits, procedures and perceptions that are engrained in 

the fabric of the business and its people. These traits are not easily altered as they are developed over 

the course of time and become the precedence and standards for the correct way things are done 

within an organization; consequently, expectations and belief systems are established which identify 

with the social and economic factors within a company’s working environment. Because of these 

factors, Luftman, quoting Edgar Shein, identifies organizational culture as a significant force in 

resisting change.   

Consequently, change management is focused on understanding the complexities of these 

relationships and motivating people to change in order to support new organizational paradigms in the 

context of business transformation and process re-engineering efforts. Robert Kriegel and David 

Brandt discuss the importance of effective change management in their book Sacred Cows Make the 

Best Burgers (1996) through their assertions that, ―overcoming resistance (to change) is about 

neutralizing negativity. Motivation is about lighting a fire. When people are burning with enthusiasm, 

they’ll take risks, go the extra mile, and fully commit themselves to change‖. Therefore, change 

management engages well-defined processes and tactics for controlling and influencing the pace and 

acceptance of organizational change through effective communication, education and implementation 

of new organizational strategies in an approach that allows people to identify with the need for change 

and internalize the new processes.   
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Issues Related to Technology 

Changes in technology pose significant challenges for organizational change management due to the 

complexities and dynamics involved with various components of information technology projects. IT 

projects involve not only technology, which in itself can be intimidating to some people, but it also 

includes elements of business process, workflow, control, and the exposure of information. This 

makes organizational changes that involve IT to be potentially threatening to a company’s culture and 

counter intuitive since they are often initially seen as intrusive, redundant, and not relevant to an 

individual’s specific job function. This idea is reinforced by Luftman as he concludes that, ―the rollout 

of information systems threatens people in organizations on many levels. It introduces new procedures 

that interfere with the organizational norms, new technologies that create fear of the unknown, and 

new power relationships that upset the hierarchy‖.  

When technology changes occur within an organization, the typical response can often be negative 

due to the fact that personnel, process and procedural changes will likely coincide with changes in 

technology such as hardware, software and systems. Daryl Connor, in Managing at the Speed of 

Change, analyzes this negative response and its contributing factors as a process which is defined by 

seven stages that include immobilization, denial, anger, bargaining, depression, testing and acceptance 

(1992). During immobilization, an emotional response is generated which shocks the system and 

prompts defense mechanisms to be engaged in response to the new technology threats. Then, denial 

takes hold as constituents formulate an approach of waiting out the technology movement as they 

believe that it will fade over time like so many other corporate initiatives. This response is followed 

by anger when employees see the technology being implemented around them, and they feel helpless 

to control the process or movement.  

Now that the implementation has become real to them, the constituents start to engage in bargaining as 

their feedback is now being solicited as to the changes in technology, and they feel that they need to 

contribute to the process to mitigate its potential impact on their status quo. If not addressed properly, 

feelings of depression can follow this stage if employees feel helpless in the process and unable to 

influence or accept the new changes in a positive manner. Eventually, people will start to adjust to the 

new system as they test their ability to adapt to the changes and exert positive influences on the 

process. Finally, after the processes of denial, confrontation, anger and negotiation, people will begin 

to accept the change as they begin to personally see the benefits associated with the change at a 

personal level, and they embrace the new technology and processes going forward now that they have 

accepted the premise that the change is permanent. The purpose of change management is to compress 

this cycle while exerting positive influence. 

As long as technology and processes integrate people, there will always be some levels of resistance to 

change due to feelings of loss of control, technical inadequacy, uncertainty, surprise, resentment, job 

loss/replacement, competition, and more work. These challenges can pose serious risks and 

roadblocks to an organization’s ability to successfully implement technology change, especially if not 

managed correctly with a well designed and methodical approach.  
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A Change Management Approach 

In their book, Re-engineering the Corporation, A Manifesto for Business Revolution (2003), authors 

Michael Hammer and James Champy outline the keys to a successful change management approach in 

their submission that change management is not a war won in a single battle; moreover, it is a sales 

campaign involving constant and consistent education and communications that begin with the 

realization that change is required and doesn’t finish until well after the redesigned processes have 

been put into place. As such, a well-designed change management approach needs to incorporate 

strong principles of education, training and communications at the heart of its overall strategy and 

methodology. The Lewin-Shein model for managing change though IT provides a framework for 

building a change management plan which establishes motivations for change, identifies impediments 

to change, and organizes defined objectives for the change management strategy which include 

planned communications, a formalized implementation plan with ownership allocations, risk 

management tactics, and reinforcement activities to ensure that changes are internalized throughout 

the organization and lingering resistance is eliminated (Luftman, 2004).  

To maximize the success of this change management strategy and mitigate change management 

issues, an effective change management 

program must be established which will 

focus on the following key elements: 

redesign/design of the new business 

processes to the desired business and IT 

functionality, assessment of the impact of 

implementing the new processes on the 

relevant aspects of the organization, 

implementation of an awareness program 

across the entire organization to 

communicate the new changes and create 

a sense of ownership, conducting 

performance based training to allow users 

to implement the new workforce and 

change requirements, and engagement in continuous analysis on the impact of the change programs 

while taking corrective measures.  

The goal of this change management approach is to ensure the successful transition from the current 

systems and processes to the new system and associated processes. Any change is disruptive to an 

organization.  Implementing a change management program is a major initiative that will result in 

some disruption to the organization's performance. In order to be successful, a change management 

program must adhere to the following critical success factors which are minimize fears, create 

sponsorship and ownership, enhance communication, provide education, maximize performance and 

rollout the initiative with sufficient resources and planning.  
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By getting representation from all areas within the organization into the change management process, 

user acceptance levels are increased as departments and business units feel represented and their 

concerns are being considered in the implementation and change management strategy. This enables 

each business unit to ―buy-in‖ to the process and helps to facilitate the integration of people with the 

technology and process changes.  

 

 

Furthermore, in addition to various business units, different constituencies within the organization 

should also be represented to provide group leadership and ensure that all end user communities are 

actively involved since they are more likely to understand how the current processes are actually being 

performed, which can vary from how they are supposed to be completed according to defined 

company policies and procedures. This can prove to be a very insightful exercise within the change 

management process as this often leads to awareness of the need for change as inconsistencies, waste 

and process redundancies are uncovered.  

By incorporating the right resources into the implementation of the change management strategy, end 

user acceptance will increase and project benefits will be realized through the establishment of solid 

project leaders and role models for the organization, greater adherence to project schedule and budget 

due to lower levels of change resistance, enhance organizational benefits from the impact of new 

innovations derived from the collective input of user community, and a mutual respect and sense of 

purpose to achieve the accepted common goal. These factors along with team building techniques and 

events can enable an organization to achieve their change management strategy provided that enough 

resources are secured and dedicated upfront in the project’s lifecycle and remain committed to its 

success throughout implementation and rollout.  

Lastly, organizational change management requires the incorporation of a consistent and effective 

communications strategy to achieve success which creates awareness, builds a consensus for change 

and manages employee’s expectations throughout the process. Effective change management 

communications provide an understanding of the need for change and the new vision so that all 

stakeholders understand the reason for the new processes and IT systems. This includes the 
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consequences of the proposed change, the stakeholders' roles in the implementation, and linking the 

message to the strategic purpose and direction of the organization so that employees will understand 

the need for implementing the technology.  

 

 

 

 

 

 

 

 

 

 

In addition, a consistent policy helps to promote acceptance and enthusiasm for the changes necessary 

to move the organization forward and allows the opportunity for selective input to the change process. 

This input will enable the change management team to identify the most effective communication 

vehicles and channels for establishing two-way communications with stakeholders and gives them a 

sense of inclusion into the process, thereby ensuring the project’s success and effectively mitigates 

change management risk. 
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Change Management Core Concepts 

While the concepts and expressions may differ slightly, the change management terms referenced in 

this document agree on the following fundamental definitions of Organizational Change Management: 

 Change Management – The term "change management" is more commonly, and increasingly, 

associated with total organizational change programs, vice changes to any one particular business 

process.  

o To apply a systematic approach to helping the individuals impacted by "the change" to be 

successful by building support, addressing resistance and developing the required knowledge 

and ability to implement the change (managing the 'people' side of the change) 

o The process of tracking and monitoring changes in order to maintain control and understand 

the technical progress toward delivering an acceptable end-user product. 

o A systematic process of taking into account the global conditions affecting an organization, as 

well as specific conditions in the organization. The change management methodology 

examines the current environment with respect to organization culture, communication, 

organization design, job design, infrastructure, personnel, skills and knowledge, 

people/machine interfaces, and incentive systems. (Brandenburg & Binder, 1992, p. 667) 

o ―The change" To improve the organization in some fashion - for instance reducing costs, 

improving revenues, solving problems, seizing opportunities, aligning work and strategy, 

streamlining information flow within the organization 

 Change Management System - Is a structured process that will cause proposed changes to be 

reviewed for technical and business readiness in a consistent manner that can be relaxed or tightened to 

adjust to business needs and experiences. 

o Could involve a database to help staff make better decisions about future changes based on 

historical data such as success or failure of similar changes. 

o Is a structured process that will communicate the status and existence of changes to all 

affected parties.  

o Could yield an inventory system that indicates what and when actions were taken that affected 

status of key resources, as an aid in problem determination or resource management. 

 Project management - To develop a set of specific plans and actions to achieve "the change" given 

time, cost and scope constraints and to utilize resources effectively (managing the 'technical' side of the 

change)  

 

o  
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Conclusion 

Organizations are complex entities that require constant nurturing and development in order to sustain 

growth and achieve maturity. Effective communication and organization change management 

practices and policies are essential to ensuring that organizations continue their development and are 

able to build and deliver on their strategies for growth. In order to establish a vision and direction in 

which to lead an organization, leaders need to be able to influence a company’s strategy as well as 

make sound decisions.  The research outlined in this paper will help to further  a leader’s 

understanding of the decision making process and create awareness as to the cognitive functions, 

processes, models and styles associated with building influence and strategy to affect change within 

organization.  

By increasing their understanding of the functions of the change management process, leaders will 

enhance their own level of awareness with respect to the decision making process, end user 

acceptance, and the impact of change to the organization’s stakeholder community.  This awareness 

will help them to better identify opportunities for growth and recognize the potential impacts to the 

organization and it’s communities during an evaluation process so that appropriate IT strategies can be 

identified and deployed. This increased understanding of the change management process will provide 

leaders with the aptitude to approach the process with enlightened meaning, and it will guide them in 

implementing the most appropriate decision model and risk mitigation plan for a particular situation. 

By selecting the most appropriate decision model, leaders will be able to maximize their ability to 

influence change in an organization’s strategy development and implementation process. Thoroughly 

understanding the methods and mechanics of each model will be indispensable to leaders in helping 

them to position their ideas and alternatives, and it will positively impact their ability to address 

organizational IT decisions with a strategic approach that is characterized by a heightened level of 

consciousness and adoption.  

Ultimately, this research will create increased awareness as to the complexities and dynamics of the 

change management and risk mitigation process which will enable leaders to select the most 

appropriate model for analyzing a decision. It will also increase their understanding of how their 

decisions impact other stakeholders in the organization, fosters their ability to create influence and 

acceptance of their ideas, and improves their ability to implement strategies and mitigate the influence 

of other alternatives or the status quo. 
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