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About the Enabling Change SIG 

 

The SIG was established in January 2014 to improve the change capability of organisations, 

teams and individuals. 

The Enabling Change SIG is a highly collaborative SIG, supporting and enabling the change 

agenda across other SIGs, reaching out to SIG and APM members through the Branches, and 

participating in change related discussions across the APM.  

 

We have a balanced focus on internal and external activities, establishing and developing 

partnerships with other relevant organisations and groups in order to ensure that we are at the 

forefront of thought leadership on change-specific topics. 

 

Our mission 

The Enabling Change SIG’s mission is to 'improve the change capability of organisations, teams 

and individuals'. 

 

How we work 

The Enabling Change SIG aims to develop and sustain individual practitioner, team and 

organisational change capability by facilitating access to and exploration of change methods, 

standards, case studies and good practices. 

We have a growing collection of reference material on our website, and are in the process of 

producing an introductory Guide publication. 

We foster “Change Practitioner Groups”: communities of senior change practitioners in public 

and private sectors, academics and authors who wish to share their knowledge and experience, 

explore and address challenges and opportunities for enhancing the change capability of their 

organisations, teams and individuals. 

We also conduct innovative research to support our work and generally advance the body of 

knowledge relating to enabling change. 

Further information on our work can be found on the APM’s website by clicking on the following 

link: 

https://www.apm.org.uk/community/enabling-change-sig/ 

 

https://www.apm.org.uk/community/enabling-change-sig/


 

   

EC SIG 2016 Research Report V1.0   Page 6 of 19 

 

1.0 Introduction 
 

This report provides a summary of the research project that was undertaken, approved and 

funded by the APM’s volunteer research fund. The project was sponsored by the Enabling 

Change SIG and the timelines for completion were from May 2015 to May 2016.  

The following sections provide background into the research, overall objectives, outputs and the 

methodology followed. It also provides a brief overview of the theory underpinning the research, 

findings and a couple of case studies on how the tool has been used in practice. 

 

1.1 Background 
 

The challenge of understanding and addressing the people and organisation dynamics associated 

with project delivery, (e.g. resistance to change) has been a recurring theme for APM members. 

Interest in this subject was confirmed at the APM’s Great Change Debate, March 2015.  

The Enabling Change SIG recognised an opportunity to develop a tool based on evidence and 

research that will take the APM closer to achieving its 2020 Vision. 

Rod Willis (creator of Innovation Audit) agreed to collaborate with the SIG in a research project 

to tailor this diagnostic tool to the needs of the APM membership and to create ‘norm’ tables as 

part of this project. 

The committee took this action forward by applying to the Volunteer Research Fund for financial 
support which was approved by the APM and culminated in this summary report.  
 

1.3 Research Objectives 
 

The main objectives of this research project were to: 
 

● Provide a means of measurement and diagnosis 

● Enable project practitioners to quickly explore and identify potential behavioural 

obstacles at the team / organisational level  

● Provide useful indicators for further exploration so necessary action can be taken to 

minimise the impact of behavioural obstacles and to maximise productivity 

  

1.4 Key Research Outputs 
 

The principal output from this study is a diagnostic tool available through the APM Enabling 

Change SIG that can be used by practitioners to measure the human dynamics for their own 
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projects. 

For those who are more inclined to the use of statistical comparisons, a ‘NORM’ table is also 

provided to compare and contrast the results. 

The research version of this tool along with a user guide and the ‘NORM’ table is now available 

for download on the APM website in a PDF format. 

Other outputs of this project were the individual sponsor reports that were provided for the 

participating organisations as a way of acknowledging their contribution and testing the tool. 

 

Fig 1 - Diagnostic Tool and user guide 
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Fig 2 - ‘NORM’ tables document 

 

 

 

 

1.6 Research Methodology 
 

The research was structured as a four-stage exercise: 

Stage 1 - Recruitment of sponsoring organisations 

Stage 2 – Sponsor interviews 

Stage 3 - Online data collection 

Stage 4 – Testing the tool for suitability and robustness  

 

Stage1 - Recruitment of sponsoring organisations 
 

Recruitment ran from July 2015 – December 2015 and focussed on announcements to the APM 

Community, to members of the Enabling Change SIG and to the research team’s personal 
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networks. 

Our target was to recruit fifteen organisations who were currently delivering projects and each 

with a ‘committed sponsor’ who would: 

● Identify a single project to be the focus of the research and  
● Recruit a minimum of 20 people working on this project to complete the online survey 

        

Our ideal sample size was to get returns from 200 people, and we recognised that we needed a 

minimum of 100 for the data to be statistically meaningful.  

Recruitment closed when we had sponsors from fourteen leading organisations on board. These 

ranged from global concerns to smaller enterprises operating in the UK. Industries represented 

included financial services, technology, logistics, professional services, transportation, 

infrastructure, engineering, facilities management and defence.  

The recruitment process focussed on an in-depth interview to: 

1. Build the participants’ understanding of the space that the tool would explore  
2. Set out the principles informing the research, namely: 

a. confidentiality for sponsors, organisations and individuals; and  
b. maximising value for sponsors, their organisations and the APM community 

3. Enable sponsors to make an informed choice about whether to proceed to Stage 2 and 
which project / change programme to focus the research on  

 

Of the fourteen sponsors we met in Stages 1 and 2, three quarters were leading major business 

transformation projects and around two thirds were looking to improve their organisation’s 

project / change management capability. 

 

Stage 2 – Sponsor interviews 
 

Face to face interviews were 

conducted primarily to familiarise 

participants with the online survey 

questionnaire (see stage 3) as well as 

to understand their organisational 

contexts.  

This was done using a set of 

interactive cards and a sorting 

exercise to explore organisational 

mind-sets at play, an approach 

inspired by the work of Vlatka Hlupic 

(The Management Shift, 2014). 
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Stage 3 - Online data collection  

 

Of the fourteen organisations we spoke to, nine proceeded to Stage 3 and completed the online 

survey. The survey comprised the 26 questions from the Innovation Audit. 

The survey asks the individual to score 16 items relating to the Group Dynamic and 10 items 

relating to the Group Environment, (see Section 2).   It uses a scale of 1- 7; 1 being ‘I Strongly 

Disagree’ and a 7 being ‘I strongly agree’. This meant a score of 4 was neither agree nor disagree.  

The online survey also provided a confidential vehicle for individuals to offer written feedback on 

how the change / project was being run.  

 

Stage 4 – Testing the tool for suitability & robustness 
 

This stage comprised creating the ‘Norm Group’ and testing the tool for suitability and 

robustness through feedback to sponsoring organisations. 

In line with our principles we offered each of the nine organisations a confidential feedback 

report and a sense-making feedback meeting.  This allowed sponsors to gain maximum value 

from participating in the research.  It also allowed us to experiment with different ways of 

presenting the data.  

Our promise of confidentiality means that we cannot make sponsor reports available here; 

however, case studies from two organisations have been made available in the following 

sections as a guide. 

Overall, the online survey gathered responses from 174 participants across nine different 

organisations.  
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2.0 Theory Underpinning Research 
 

According to The Evolution of Project Auditing 2015 Global Benchmark Study:  

 “A better understanding and management of social dynamics (why people behave as they do) 

provides the greatest opportunity for improving project delivery”  

This research essentially looked to increase the understanding and management of social 

dynamics by measuring the two perspectives shown in Fig 3 below 

• Internal group dynamic 

• Inter group dynamic 

Both are viewed through the eyes of the individual group or team members.  

NB:  Gathering data in this way, (on how the multiple individuals experience the internal group 

dynamic and the inter- group dynamic) 1gives access to important and useful information that is 

not usually available to project and change practitioners.   

 

Fig 3 – Measuring two different perspectives 

 

 

 

 

 

 

 

 

 

                                                           
1 Group dynamics is a study or use of the processes involved when people in a group interact as 

well as the motivation or ethos underlying the action or behaviour of a group. 
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A collaborative, agile and productive group / team is supported by strong “Learning Dynamic” 

behaviours (see Fig 4 below). Strong “Control Dynamic” behaviours tend to work against this 

(see also Fig 4). The tool sets out to explore eight of these core Learning behaviours and eight of 

the core Control behaviours that are experienced by every group or a team.   

The behaviours underpinning these two dimensions have been influenced by the Unilateral 

Control Model developed by C Argyris & D Schon and Self-Determinism Theory (SDT) - 

organisational perspective developed by Stone, E Deci & R Ryan.  

See References section if you wish to deep dive and explore these theories in more detail. 

 

Fig 4 – Learning & Control Dynamic 

 

 

 

 

 

 

 

 

 

3.0 Research findings 
 

In this section of the report we focus on the online survey.  The results of the Stage 2 mindsets 

exercise can be found in Appendix 1. The online survey gathered quantitative data and 

qualitative data in the form of written feedback for the use of individual participating 

organisation’s sponsors. 

For reasons of confidentiality this feedback cannot be shared here.  However, we wish to 

emphasise that the written feedback obtained through the online survey is central to making 

sense of the quantitative data because it provides the context for analysis.  As such it formed an 

important part of the reports to sponsors of the participating organisations.  The case studies in 



 

   

EC SIG 2016 Research Report V1.0   Page 13 of 19 

Section 4 give insight into how written feedback adds value.  

The overall findings from the 174 responses to the online survey are presented in three different 

charts: 

1. Group Dynamic vs Group Environment 

2. Learning Dynamic vs Group Environment 

3. Control Dynamic vs Group Environment 

 

Each marker in the scatter charts below represents an individual’s perspective on the two 

dimensions, using the same scale as the questionnaire.    

 

Fig 5 – Group Dynamic vs Group 

Environment 

 
Whilst a positive relationship was found 

between the Group Dynamic and the 

Group Environment, it was not 

necessarily causal.  

We also found three main clusters.  Eight 

of the nine organisations had 

participants in all three clusters. 

 

 

 

 

Fig 6 – Group Dynamic vs Group 

Environment 

 

A positive relationship was found 

between the Learning Dynamic and the 

Group Environment but again not 

necessarily causal. We also found three 

main clusters across all the nine 

organisations. 
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Fig 7 – Group Dynamic vs Group 

Environment 

 

A negative relationship was found 

between the Control Dynamic and 

the Group Environment but again 

not necessarily causal. We also 

found 3 main clusters across 6 

organisations only. 

 

 

 

Taken together these charts suggest and reinforce the theory set out in section 2, i.e. the 

productivity of groups and/or teams is likely to improve when the members experience their 

colleagues displaying learning behaviours such as : inclusion, openness, trust, ask, collaboration 

and understanding. 

In eight of the nine organisations we worked with, we also noted sub-cultures existed within the 

group (i.e. there were three main clusters, each displaying their own variations of Learning vs 

Control behaviours).    

In addition, leadership behaviours and the immediate environment in which the group operates 

also influenced the group behaviours.  (We suspect, although this needs further testing, that this 

is particularly the case where teams are geographically distributed). 

Moreover, as you would expect, each organisation showed a different, organisation-specific 

Learning vs Control profile. 

With 174 respondents, we were well above the minimum sample size of 100, but we were 

slightly short of our ideal sample size of 200.  So whilst we performed a Cronbach’s alpha 

analysis to test the internal consistency, we believe further validation is required to ensure 

robustness.  Such work is beyond the scope of this project. 

The combination of quantitative and qualitative data enabled the sponsoring organisations to 

gain a window into the social dynamics playing out in their projects.  Exploration of the Learning 

vs Control behaviours and the experience of sub-cultures gave insight into potential behavioural 

obstacles at the team / organisational level and informed actions to increase productivity (see 

Case studies in Section 4).   
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4.0 Case Study 1 
 

The organisation in this case study was undergoing a major transformation impacting over 1,000 

staff members.  The organisation was also working towards building a strong and proud 

community of over 100 project professionals (Figure 8). 

The organisation was keen to understand how this diagnostic tool could help them accelerate 

building the community.  

 

Fig 8 - Source: Visible Dynamics  

 

The research team carried out the sponsor interview, mindsets exercise and online survey using 

the diagnostic tool to provide a bespoke report to the organisation. 

Feedback to this case study’s sponsor was followed by a facilitated feedback event with 50 

members of the project community.  

Figure 9 illustrates how the tool provided a common language and framework for members of 

the project community to articulate and explore the issues.  The tool provided a window into the 

behaviours, thoughts and feelings of colleagues.  It led to a significant change in the way 

community members were engaging with the project and the way the sponsor was leading it.  
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Fig 9 - Source: Visible Dynamics  

 

5.0 Case study 2 
 

Two organisations which were part of the same group company decided to pilot the tool along 

with the mindset exercise.  

The research helped to: 

▪ Understand how two distinct teams across the two organisations could be made to work 

together in a collaborative way 

▪ Explore gaps in perception of two different organisations with distinct sub-cultures even 

though part of the same overall company 

▪ Contrast and explore – what should the future state be like? 

▪ Identify similar results around the Learning Dynamic across both organisations – how 

could that be made better? 

▪ Highlight very different perceived realities around the Control Dynamic for both 

organisations 

At the time of writing the senior executives from both organisations are continuing discussions 

on how best to use the information provided by the report to enhance integrated working.  
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6.0 Guidance for Project Practitioners 
 

The research version of the tool is available for all APM members to download and use at no cost 

and comes with instructions on how to use it.  The authors have continued refining and 

developing the tool since completing this study.  You may wish to contact them directly to access 

an updated version and find out about its application. 

You can administer the tool in different ways as explained below in terms of approach used for 

the case studies described in section 5. For example you can:   

1. Download the PDF format, print and use paper copies for scoring 

2. Convert the tool to an online survey which has the ability to gather written feedback 

3. Use the analysis from the tool to facilitate dialogue in workshop settings  
 

When feeding back results, practitioners have to decide how to frame the dialogue.  For 

example, with the organisation in Case Study 1 the authors explained the findings in terms of 

neuroscience and the workings of the human brain.  Whilst for the organisations in Case Study 2 

they framed the dialogue around the Learning and Control dynamic.  
 

The tool can be used to improve the productivity of project and programme teams or the groups 

and/or team being directly impacted by the change. 
 

Furthermore, the tool can be used as a one-off intervention or as a vehicle for measurement 

over time to do a trend analysis of the overall scores for benchmarking purposes. 

The most important point to remember is that the value is not in the scores but in the 

conversations, that follow! 

By using this diagnostic, practitioners will understand if they are doing better or worse than the 

‘norm’ group across multiple behavioural measurement points. 

This is valuable as it aids forecasting and can be developed into an effective behavioural risk 

assessment extending current best practice. 
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APPENDIX 1   
 

As described in Section 3, the organisational mindsets exercise was used to explore the context 

in each of the participating organisations.  

This exercise was very experiential in nature and we did not log or analyse the conversations that 

took place.  Nevertheless, we did observe some patterns and these are presented here. 

However, these observations are not statistically valid, they are merely presented as a guide. 

Based on the input provided by twenty participants across fourteen different organisations, we 

found three mindset types – A, B & C. 

Fig 10 – Mindset Types from research 

 

 

 

 

 

 

 

 

Type A – experienced more of the time 

Typically, a sense of no accountability. Individuals not taking responsibility for their ideas 

combined with low performance and a can’t-do attitude. This combined with a sense of always 

being in crisis mode and a feeling of not being heard. 

 

Type B - experienced more of the time 

Putting hearts and souls into the job, striving for excellence intermixed with the feeling of always 

being in crisis mode. Therefore wanting changes, looking for opportunities to help others 

however combined with a feeling of not being heard. 

 

Type C - experienced more of the time 

Putting hearts and souls into the job, striving for excellence and a high achievement. Combined 

with a can-do anything attitude, always looking for opportunities to develop and connecting well 

with others. 

Type A & B mindsets would relate to more of a Controlling Dynamic and Type C mindset would 

relate to a Learning Dynamic. 


