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Foreword

According to a well-known text book, a project is a combin a tion of human and 
non-human resources pulled together into a tempor ary organ isa tion to achieve a 
specified purpose. While this is fine as a formal descrip tion of what is supposed 
to happen in a project, it misses some thing about the essen tial part of a project 
– that projects are about creat ing a change from an exist ing state. The word 
‘project’ emerged in medi eval English as a design or plan from the Latin projectum 
(project ing part), which came from proicere ‘to throw forward’, which in turn 
came from pro ‘from (a place)’ and iacio ‘to hurl’. The modern meaning of project 
emerged as it trans formed from the hurling of a phys ical object in space to the 
projec tion of an intan gible plan or design in time. Thus projects start with an idea 
and project manage ment addresses the process of chan ging the world to match 
that idea. Nowadays projects are used extens ively for a whole range of tasks 
includ ing devel op ment of new products and services, process improve ment, 
imple ment a tion of IT and produc tion tech no lo gies and achiev ing a wide range  
of stra tegic object ives. All of these tasks involve an element of or are wholly 
concerned with organ isa tional change.

Sadly, over recent years many projects have failed to deliver the prom ises of 
the original idea. There have been spec tac u lar project fail ures across a range of 
sectors (includ ing IT, trans port, defence and construc tion) both in the UK and 
abroad. According to some leading project manage ment academ ics much of this 
failure can be put down to senior managers and project teams under es tim at ing, 
up front, the extent of uncer tainty and complex ity involved in their projects and 
failing to adapt their manage ment style to the situ ation. This in turn may have 
resul ted from the fact that much of the stand ard liter at ure and profes sional 
guid ance remains rooted in a mech an istic paradigm of control in which the formal 
tools and methods of project manage ment help form al ise attempts at optim isa-
tion. Rational methods model, plan and optim ise design and devel op ment, with 
object ive, scientific and often compu ter ised methods seen as super ior to ‘soft’ 
manage ment tech niques.

Good project managers know that formal project manage ment tools on their 
own are not suffi cient to ensure a success ful outcome. Bad project managers and 
other managers who are not project managers think that if everything is done by 
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the book then it will turn out all right. Formal tools and methods may be suffi cient 
for simple, predict able projects. However, in a world that is becom ing ever more 
VUCA (volat ile, uncer tain, complex and ambigu ous) and as projects them selves 
become larger, more complex, more soft ware intens ive and more polit ical, while 
formal tools and tech niques may be neces sary, they may not be suffi cient. In 
today’s envir on ment, good project managers are men and women who have  
the judge ment and exper i ence to manage conflict ing stake hold ers’ aims and 
object ives and act effect ively in the face of a constant stream of unpre dict able 
prob lems. This depends on under stand ing local context, the open-ended and 
fluid nature of prob lems and the prac tical details about what it is reas on able to 
expect to work. As such, the know ledge required to manage projects includes a 
large tacit and subject ive element and is typic ally widely distrib uted around, 
within and outside a core project manage ment team. Moreover, it is reflex ive as 
it must address peoples’ beha viour and also how they under stand them selves 
and their roles.

I there fore welcome the APM’s Introduction to Managing Change, which 
recog nises that the tools and methods which can be used for simple, predict able 
projects need to be supple men ted with know ledge about how to manage the 
change which is an inev it able part of the process of today’s complex projects. 
Integrating this addi tional know ledge with their exist ing P3 discip lines should 
help today’s project profes sion als deliver success ful outcomes and projects that 
realise their inten ded bene fits.

Professor Tim Brady
Centre for Research in Innovation Management

Brighton Business School, University of Brighton
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1

Purpose

This Introduction to Managing Change first edition has been produced by the 
Enabling Change Specific Interest Group (SIG) of the Association for Project 
Management (APM). The purpose of this public a tion is to intro duce the 
import ance of managing change1 effect ively in order to success fully deliver and 
realise the bene fits of projects, programmes and port fo lios (P3). It intro duces the 
key prin ciples and prac tices of change manage ment in the context of the latest 
research on key factors in success ful change, as well as provid ing guid ance on 
the appro pri ate applic a tion of differ ent change manage ment meth od o lo gies and 
high light ing avail able resources.

n For those direct ing or spon sor ing change, it offers an over view of the key 
aspects of change manage ment they should consider as part of their role 
(sections 3 and 6).

n For programme and project managers directly managing change programmes 
and projects, it provides an access ible intro duc tion to the change manage ment 
discip line within a famil iar context and a start ing point for those who have little 
back ground in the field (sections 2–7).

n For project profes sion als working in a change manage ment envir on ment, it 
helps raise aware ness of the language and concepts involved (sections 2–3).

n For exper i enced change prac ti tion ers it provides a vehicle to help open 
dialogue and obtain buy-in from spon sors and project managers who may be 
less famil iar with change manage ment (section 4).

1 In this context ‘change’ does not mean change control or IT change manage ment. This is 
explained more fully in Section 3.1.
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Introduction

All projects and programmes are ulti mately created to deliver change of one form 
or another. Whether it be deliv ery of a new asset, process, struc ture or system, 
until it has actu ally been adopted and is used in the way it was inten ded, the 
change is not complete and the full bene fits will not be real ised. A recent Change 
Pulse survey (APM, 2016) indic ated that over 90 per cent of organ isa tions have 
had planned and managed change within the last three years. Key drivers of this 
change include stra tegic direc tion, new products and services, tech no logy, 
regu lat ory require ments and the need to deliver effi cien cies. Yet there are many 
well-publicised examples where change has not been success fully delivered  
and similar chal lenges can be found in almost any organ isa tion. Research find ings 
have not always been consist ent but often demon strate that the major ity of 
projects and programmes do not fully succeed in achiev ing what they set out to 
do (see section 7.2). This is illus trated by the follow ing diagram:

Change manage ment is an evolving discip line which has developed signi fic antly 
over the last 20 years. It recog nises the specific chal lenges to imple ment ing and 
embed ding change and addresses these through leading, enga ging and 
support ing people through change at both the indi vidual and organ isa tional 
levels. Managing change well can help address resist ance and reduce perform-
ance impacts and secure sustain able bene fits more rapidly.
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Drawing on fields such as HR and psycho logy and recog nising the innate 
vari ab il ity and emotional nature of human response, change manage ment does 
not always sit comfort ably with the more formal tech nical processes of project 
and programme manage ment. However, at its heart is a series of approaches 
which when applied appro pri ately will signi fic antly increase the chances of 
success ful adop tion and embed ding of change affect ing people and culture, 
processes, organ isa tions or tech no logy. Fundamentally, it is about deliv er ing 
change in a way which works with the people involved and brings them along on 
the journey, rather than simply present ing them with a fait accom pli and expect ing 
them to accept it. It is ‘working with’ rather than ‘doing to’.

Managing change effect ively requires much more than the tech nical P3 
discip lines. When approached in a struc tured yet flex ible manner, change 
manage ment activ it ies can be effect ively integ rated with other project or 
programme activ it ies and contrib ute signi fic antly to success, increas ing sustain-
ab il ity and minim ising any negat ive impact on busi ness perform ance. In  
fact some programme manage ment meth od o lo gies2 expli citly recog nise the 
import ance of change manage ment (or ‘busi ness change’) in convert ing installed 
project outputs into programme outcomes which are fully imple men ted and 
embed ded with the people involved. It is only then that the bene fits can be fully 
real ised. Change manage ment should there fore be seen as a crit ical require ment 
for project and programme success.

Depending on the nature and scale of change involved, project profes sion als 
may find them selves directly under tak ing change manage ment activ it ies where 
they have the capa city and appro pri ate skills. Alternatively, they may need to 
draw on special ist resources to help manage and facil it ate change manage ment 
(much as they call on engin eer ing or tech nical special ists to fulfil their roles within 
the project team). Either way it is essen tial that project profes sion als have 
suffi cient aware ness and under stand ing of change manage ment to recog nise its 
import ance in success fully managing change and be able to plan appro pri ately to 
under take it. This public a tion is there fore inten ded to make change manage ment 
relev ant and access ible to project profes sion als.

It is also import ant to recog nise that however well planned and executed 
projects or programmes may be, events will always occur which mean change 
emerges in ways that hadn’t been inten ded or envis aged. Often this is most 
appar ent in organ isa tions which are more innov at ive or dynamic, or those 
partic u larly suscept ible to external influ ences. Yet all organ isa tions need to be 

2 Such as Managing Successful Programmes® (MSP, 2011).



Introduction to Managing Change

4

ready to respond to emer gent change. The prin ciples intro duced in this guide are 
equally applic able to change which is unplanned and unex pec ted, albeit that 
they may need to be deployed more rapidly and with less formal plan ning than in 
a more struc tured P3 envir on ment.

This public a tion begins by defin ing and provid ing an over view of the change 
manage ment discip line. It then goes on to explain in more detail the rela tion ship 
between change manage ment and project, programme and port fo lio manage ment 
and their comple ment ary roles in the overall manage ment of change. There are 
many differ ent change manage ment meth od o lo gies, developed in both academic 
and commer cial envir on ments. Whilst many of these draw on similar prin ciples, 
it is recog nised that this land scape may appear daunt ing to those new to change 
manage ment, so the guide includes a section to help under stand these and 
consider which may be most appro pri ate for differ ent situ ations. Given that 
change manage ment is still matur ing as a discip line, new research is regu larly 
giving greater insights into the aspects of change manage ment which are most 
import ant for success and the next section of the guide covers these. This is 
followed by consid er a tion of how to measure the success of change – and hence 
demon strate the value that change manage ment brings. Finally, the public a tion 
summar ises further resources and refer ences for addi tional reading, includ ing 
the excel lent range of mater ial on the APM Enabling Change SIG’s webpages.

Given the nature of this guide, it is import ant to note that whilst the prin ciples 
and approaches covered provide a good intro duc tion to the subject, the reality of 
change is often very complex. With a large number of indi vidual percep tions, 
opin ions and reac tions to change, the effects can be diffi cult to predict and there 
are rarely easy solu tions. Yet there is a need to start some where and it is envis aged 
this public a tion can contrib ute to build ing under stand ing as a step towards 
improv ing the ‘real world’ exper i ence.
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3

What is change  
manage ment?

3.1 Context

The context for this public a tion is organ isa tion and busi ness change. This includes 
process, IT enabling and other forms of change. Change manage ment in this 
context does not specific ally relate to the follow ing:

n IT change manage ment in rela tion to the Information Technology Infrastructure 
Library (ITIL), a set of prac tices for IT service manage ment.

n Change control of scope or mile stones in project manage ment.
n Change control within quality manage ment systems (QMS) and inform a tion 

tech no logy (IT) systems, which is a formal process used to ensure that  
changes to a product or system are intro duced in a controlled and co-ordinated 
manner.

3.2 APM Body of Knowledge defin i tion

The current APM Body of Knowledge refers to change manage ment and defines 
it thus:

Change manage ment is a struc tured approach to moving an organ isa tion 
from the current state to the desired future state.

The conver sion of project outputs into outcomes and bene fits invari ably 
requires some form of organ isa tional change. Change involves both prac tical 
and psycho lo gical factors, so managing change in a struc tured and controlled 
manner is essen tial if the bene fits in a busi ness case are to be real ised.

A typical, generic, change manage ment process might include the follow ing 
steps, each of which reson ates with the P3 envir on ment and processes:
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In P3 manage ment the assess step consti tutes identi fy ing what is  
needed to trans late desired outputs into clearly artic u lated outcomes and 
bene fits. The prepare step involves creat ing a vision and gaining support. 
This is when stake holder manage ment is used to gain support for the  
outline busi ness case, with partic u lar emphasis on changes required for 
business-as-usual. This would also include estab lish ing governance and 
roles to support change, such as the appoint ment of busi ness change 
managers.

The plan step is a famil iar process to both P3 managers and change 
managers. The various P3 plans and sched ules must take change into 
account, partic u larly in the commu nic a tion manage ment plan and the risk 
manage ment plan. The imple ment step is the heart of the process. It includes 
commu nic at ing the bene fits of the change, remov ing obstacles and 
coordin at ing the activ it ies that trans form business-as-usual from the status 
quo to the new way of working.

For changes to deliver the bene fits required by the busi ness case, they 
have to be stable and become the normal way of working. The sustain  
step will continue beyond the P3 life cycle to ensure that value is  
continu ally real ised from the invest ment in the project, programme or 
port fo lio.

It is import ant to note that change manage ment is defined differ ently by other 
organ isa tions and authors. As a result of complet ing this Introduction to Managing 
Change the SIG has developed a new defin i tion as a conclu sion on page 41.

3.3 Change models and meth od o lo gies

There are a wide range of models and meth od o lo gies for managing change. The 
APM Enabling Change SIG webpages fully docu ments the group’s current 
under stand ing of these. Although the SIG does not promote or recom mend any 
partic u lar meth od o logy, this section intro duces two well-known change models 
from John Kotter and Kurt Lewin by way of illus tra tion.
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3.4 John Kotter

In 1996 John Kotter wrote Leading Change (Kotter, 1996), which looked at what 
people did to trans form their organ isa tions. Kotter (1995) intro duced an 
eight-step change model for helping managers deal with trans form a tional 
change, which funda ment ally alters the way the busi ness oper ates. This is 
summar ised below:

Kotter’s approach has a number of factors in common with other models, like 
creat ing a clear vision, conduct ing good commu nic a tion regard ing the new 
vision, empower ing employ ees, leading by example and celeb rat ing successes. 
It is import ant to consider which change manage ment model suits you best and 
adopt it in a logical and prag matic fashion for your circum stances.

In the final analysis, Kotter believes that change sticks when it becomes ‘the 
way we do things around here’ when it seeps into the blood stream of the 
corpor ate body. Until new beha viours are rooted in social norms and shared 
values, they are subject to degrad a tion as soon as the pres sure for change is 
removed. Change manage ment is needed until it becomes intu it ive. Ultimately 
every one needs to do some thing differ ently in order for change to be success ful, 
not change managers alone.

For The Heart of Change (2002) Kotter worked with Dan Cohen to look into 
the core prob lems people face when leading change. They concluded that the 
central issue was chan ging the beha viour of people and that success ful change 
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occurs when speak ing to people’s feel ings. In other words people are much more 
likely to change their beha viour when they feel an emotional response which 
makes them want to change.

3.5 Kurt Lewin

Kurt Lewin emig rated from Germany to America during the 1930s and is 
recog nised as the ‘founder of social psycho logy’, which high lights his interest in 
the human aspect of change.

His three-stage theory of change is commonly referred to as Unfreeze, 
Change, Freeze (or Refreeze) (Lewin, 1947). A lot has changed since the 
theory was origin ally presen ted in 1947, but the Kurt Lewin model is still extremely 
relev ant and is illus trated below:

3.5.1 Stage 1: Unfreezing

The Unfreezing stage is prob ably one of the more import ant stages to under stand 
in the world of change we live in today. This stage is about getting ready to 
change. It involves getting to a point of under stand ing that change is neces sary 
and getting ready to move away from our current comfort zone. This first stage is 



9

What is change manage ment?

about prepar ing ourselves, or others, before the change (and ideally creat ing a 
situ ation in which we want the change).

3.5.2 Stage 2: Change – or trans ition

Kurt Lewin was aware that change is not an event but rather a process and called 
that process a trans ition. Transition is the inner move ment or journey we make in 
reac tion to a change. This second stage occurs as we make the changes that are 
needed; people are ‘unfrozen’ and moving towards a new way of being.

3.5.3 Stage 3: Freezing (or refreezing)

Kurt Lewin refers to this stage as freez ing, although it has also been referred to  
as ‘refreez ing’. As the name suggests, this stage is about estab lish ing stabil ity 
once the changes have been made. The changes are accep ted and become the 
new norm. People form new rela tion ships and become comfort able with their 
routines.

3.5.4 What does Kurt Lewin mean by ‘freeze’?

In today’s world of change, the next new change could happen in much shorter 
times cales. This rigid ity of freez ing does not fit with modern think ing about 
change being a continu ous, some times chaotic process in which great flex ib il ity 
is deman ded.

Lewin’s concern is about rein for cing the change and ensur ing that the desired 
change is accep ted and main tained into the future. Without this, people tend to 
go back to doing what they are used to doing.
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The rela tion ship between 
P3 and managing change

4.1 Introduction

Project manage ment is famil iar as both an estab lished and evolving profes sion in 
itself and also as a specific compet ency or skill set within general manage ment. 
This will prob ably be the case regard less of busi ness sector or profes sional back-
ground. Organisations aren’t as famil iar with the special ism of change manage-
ment, so in order to manage change it seems reas on able to ask how change 
manage ment relates to project manage ment, or to related activ it ies like 
programme or port fo lio manage ment? Other ques tions follow on from this. 
Where does change manage ment fit into the P3 hier archy in an organ isa tion and 
does it have a distinct role within an organ isa tion’s project envir on ment?

4.2 Managing change

An organ isa tion can have any number of projects that seek to deliver change of 
one form or another. They may begin as a bright idea, as a reac tion to circum-
stances and market changes, or as an initi at ive related to the organ isa tion’s vision 
and object ives. Projects will have a begin ning, middle and end, aligned to a 
partic u lar timeline, budget and outputs, provid ing tangible deliv er ables meas ured 
by perform ance indic at ors and metrics related to time, cost and quality. 
Programmes will be made up of inter re lated changes delivered through a number 
of projects requir ing over sight to enable the deliv ery of wider outcomes and 
longer-term bene fits.

An organ isa tion’s over arch ing port fo lio will be made up of the differ ent 
projects and programmes being delivered, managed together with business-as-
usual (BAU) activ it ies to deliver a partic u lar busi ness strategy or any number of 
goals. The distinc tion between BAU and P3 is that an organ isa tion’s BAU 
activ it ies are running the busi ness whereas its programmes and projects are 
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chan ging the busi ness. The align ment of the overall port fo lio with busi ness 
strategy will be a crit ical success factor that determ ines posit ive project outputs 
and programme outcomes, leading to busi ness bene fits and, over time, a virtu ous 
circle of growth. However, the skills and discip lines of project, programme or 
port fo lio manage ment cannot in them selves guar an tee full, sustain able 
achieve ment of the desired change. The manage ment of change must be 
considered holist ic ally, with P3 being viewed as a part of this rather than as the 
only lens through which all change is viewed. P3 should be seen as a deliv ery 
mech an ism which contrib utes to managing change, rather than the complete 
solu tion. It can then be observed that change manage ment is another import ant 
contrib utor to success fully deliv er ing change, which works along side and in 
tandem with P3.

Management at each level, be that the project, programme or port fo lio, will 
require differ ent roles and skills; this is the same for change manage ment. The 
one thing in common is that they all have special ist skills and attrib utes that, 
harnessed together, can deliver success ful, lasting and palp able organ isa tional 
change.

4.3 Governance, account ab il ity and  
the role of the PMO

Managing a port fo lio of projects and programmes requires a defined governance 
hier archy, creat ing lines of account ab il ity and levels of author ity that facil it ate a 
report ing struc ture, which, in turn, supports decision-making and ensures that 
the port fo lio remains aligned to the wider busi ness strategy and organ isa tional 
object ives. Given that this requires consid er able coordin a tion and collab or a tion, 
a PMO (port fo lio manage ment office or programme manage ment office) may be 
created as a central manage ment hub, to provide guid ance on project meth od o-
lo gies, to ensure projects and programmes are regu lat ory compli ant and to 
dissem in ate key inform a tion for exec ut ive report ing and decision-making.

The PMO, if care fully set up and resourced, has a crucial role in support ing the 
creation of controlled and manage able envir on ments within an ever-moving 
organ isa tional context. PMOs can be set up to support a variety of initi at ives and 
there may be a central or corpor ate PMO that sits above these, some times called 
an ‘enter prise’ PMO. If an organ isa tion wants to arrange its line manage ment  
and report ing around its change initi at ives, it may have a CMO, or change 
manage ment office (Franklin, 2015). If this is the case, the distinc tion here will be, 
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firstly, that this func tion is organisation-wide and thus able to manage change 
initi at ives and depend en cies which will have stra tegic, not local ised, impacts 
and, secondly, that the CMO func tion will include staff from across the 
organ isa tion who are influ en cing or affected by the changes planned, be they 
strategy managers, depart mental heads or busi ness leads affected by the 
changes. Responsibilities and account ab il it ies need to be thought through 
care fully and partic u lar atten tion paid to the role of senior respons ible owners 
and project or programme boards within the organ isa tional struc ture.

4.4 Understanding how different P3 
methodologies relate to change

The creation of the controlled envir on ment that projects inhabit will separ ate 
them from the rest of the organ isa tion’s BAU activ it ies. Nonetheless, there will 
be inter ac tion by the project with the rest of the busi ness through stake holder 
engage ment and commu nic a tions, gath er ing key require ments, project design 
and busi ness case approval at the very least. If a change manager is using a 
project or programme-based approach, consid er a tion of the right meth od o logy 
will be crucial from the outset. The selec tion of a project manage ment method 
may be driven to some extent by industry norms (e.g. construc tion projects and 
the RIBA 2013 work stage model) but if projects are not driven by a partic u lar 
industry norm or stand ard, there is a need to consider the options and choose a 
meth od o logy care fully. Only general guid ance is given here, but broadly, project 
meth od o lo gies can be broken down into two distinct types: water fall and agile 
(see box over the page).

In either water fall or agile approaches, change manage ment activ it ies must be 
integ rated and it is import ant to consider what change manage ment meth od o logy 
integ rates best with the project one. This is a constantly devel op ing and evolving 
area as project managers and change prac ti tion ers explore ways and means to 
deliver projects and products ever more quickly in a demand ing envir on ment. 
There may be a require ment by the organ isa tion to adhere to partic u lar change 
meth od o lo gies, stand ards or tools as part of the trans ition, depend ing on its 
governance, the report ing and decision-making struc ture or the timelines 
involved. Clearly, change approaches in an agile envir on ment will have to be 
adapt able; that is, they are able to handle evolving and unplanned for demands 
in a discip lined, robust and respons ive way. The refer ence section on page 44 
offers some helpful resources in this regard.
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Waterfall methods are linear and sequen tial 
processes that follow a struc tured approach, 
whereby time and energy are direc ted towards 
the design stage and customer require ments 
are closely defined to avoid costly changes 
later on. Work will often be phased with stage 
gates that control expendit ure and activ ity, 
which prohibit the move ment of a project to 
the next stage until all condi tions are met or 
when the decision to move forward is 
sanc tioned by a govern ing body or board. As 
such this meth od o logy is typic ally found in 
construc tion project envir on ments and an 
example would be PRINCE2®.

Agile methods are iter at ive and incre mental 
to allow busi ness solu tions to evolve in a 
flex ible and inter act ive manner. The gradual 
devel op ment of proto types, which add both 
compon ents and complex ity as an agile 
project progresses, will be more appro pri ate 
and poten tially save time and money in 
fast-paced or uncer tain contexts. Outputs  
will be delivered early in the process and 
tangible deliv er ables will occur quickly to 
allow for early feed back from the client or 
proof of concept from tech nical teams. This 
meth od o logy is typic ally found in IT project 
envir on ments such as DSDM.

4.5 Change lead er ship: managing change 
through a busi ness change work stream

One common approach is to manage change through a specific project work-
stream. Whilst this has the advant age of ensur ing change manage ment activ it ies 
are expli citly recog nised, it can have the effect of margin al ising them rather than 
change manage ment being integ rated across the entire endeav our. If a change 
work stream approach is taken, the iden ti fic a tion of a change manage ment lead to 
support the project’s deliv ery will be import ant for success. Change managers will 
need to develop the change work stream (or several, depend ing on the complex ity 
and scope of change) that will plan and deliver the busi ness change within BAU 
whilst aligned to the change plan. A change manager’s role will be similar to the 
project manager’s in that they will need to manage and report on their plan for the 
work stream, alloc ate specific activ it ies within the work stream, use team resources 
effect ively, provide vision and focus and also manage any risks, issues and depend-
en cies. However, the change manager is the voice of change on the project and 
must ensure that busi ness related change manage ment activ it ies are delivered.

4.6 Change lead er ship: managing all the  
rela tion ships, inter ac tions and inter faces

As a change manager, it is unlikely that a partic u lar project or programme will be 
the only change initi at ive happen ing in the organ isa tion. There is there fore a 
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need to estab lish good rela tion ships with other projects in order to care fully 
manage depend en cies and avoid conflicts with them. It will be import ant to 
collab or ate. Project and programme manage ment tools and tech niques, such  
as baselin ing and schedul ing, build ing a target oper at ing model or blue print, 
estab lish ing a crit ical path and working with the PMO can all help in  
under stand ing a chan ging context and creat ing the inform a tion flows required  
to enable the project to progress in rela tion to the rest of the busi ness. 
Nevertheless, it is essen tial that tech nical struc tures and governance controls 
(the project) are comple men ted by change activ it ies and stake holder manage ment 
(the people).

There may be distinct roles within the change team in that a project manager 
will deliver the outputs and deliv er ables against the project plan, whereas a 
change manager will work to ensure the organ isa tion is able to accept and embed 
the change. While project report ing is likely to be hier arch ical through to the 
port fo lio level, busi ness change report ing may be by func tion and will almost 
certainly involve a matrix manage ment arrange ment. The import ant point is that, 
if this is the case, respect ive project and change roles are clari fied, so that activ it ies 
are agreed and account ab il it ies are clear from the start and stake hold ers are kept 
informed.

4.7 Change lead er ship: balan cing the  
change project’s needs with the  
organ isa tion’s expect a tions

It is para mount that change projects are aligned to the busi ness strategy  
of the organ isa tion. Stakeholder manage ment is crucial, as a prolif er a tion in  
the number of require ments will result in scope creep which will burden the 
projects, putting the deliv ery plan, resources, outcomes and bene fits at risk. 
While identi fy ing quick wins, an exper i enced change manager may want to 
phase or delay the full roll-out of a project if giving time to embed will result  
in a better outcome and a better real isa tion of its bene fits. Indeed, some areas  
will be easier to trans ition than others, while others need to trans ition first  
for the rest to follow. Precise timelines will have to be robustly nego ti ated and 
customer expect a tions care fully managed for the change project to succeed. 
Business-critical activ it ies will have to be protec ted to mitig ate the risks during 
trans ition.
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4.8 Managing trans ition: the return  
to business-as-usual and creat ing a  
‘new normal’

For a project to be success ful, people will need to be led and suppor ted through 
the change and people skills cannot be emphas ised enough. A change network 
or community may be estab lished to encour age posit ive beha viours and early 
adop tion. There will need to be detailed work around commu nic a tions plans for 
stake holder engage ment. Similarly, the change manager needs to ensure that 
detailed handovers are in place for the new roles that are start ing and for  
passing on know ledge from exist ing roles too. Knowledge share and trans fer  
will be crit ical, so that the know ledge held is retained and the know ledge  
base is widened. It is likely that a train ing budget will be required and that  
train ing require ments must be reviewed and prior it ised appro pri ately across the 
teams.

Documenting trans ition activ it ies is import ant, not only in terms of a target 
oper at ing model or blue print, but also to outline systems that will be used, key 
contract ors or suppli ers and high-level processes that will assist staff in their  
new roles. It is often neces sary to have embed ding activ it ies in the BAU 
envir on ment that sustain the change long after the project or programme in 
ques tion is finished. Equally, it may be a while before the full busi ness bene fits 
are real ised and these will need to be monitored and tracked to comple tion. 
Again, people skills and engage ment with teams in BAU cannot be emphas ised 
enough.

4.9 Change manage ment and P3 
manage ment in perspect ive

Change manage ment involves a varied and wide-ranging skill set which encom-
passes project manage ment and people devel op ment in a chal len ging organ isa-
tional context. However, an under stand ing of the differ ent tools, processes and 
meth od o lo gies and their applic a tion, together with well-thought-out struc tures 
for report ing and decision-making based on a tried and tested project deliv ery 
model will make for a robust organ isa tional approach that supports success ful 
and lasting change. Whilst it is tempt ing to see a merging of roles between  
project and change manage ment, or to argue for one over the other, it is prob ably 



Introduction to Managing Change

16

best to see these as comple ment ary parts of success ful change deliv ery. They  
not only require differ ent skill sets, but also differ ent perspect ives that will enrich 
both the projects devel op ing within the organ isa tion and the dialogue between 
differ ent teams. This in turn will encour age a mature community to emerge of 
profes sion als skilled in best prac tice.
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Overview of approaches 
to managing change

5.1 Introduction

The Greek philo sopher Heraclitus said that “there is nothing perman ent except 
change”. Change is now occur ring at an even greater pace, with the impact of 
tech no logy accel er at ing this rate of change, and the chal lenge for today’s leaders 
is to respond quickly and effect ively to external and internal devel op ments.

Constant change pres sures organ isa tions into the contin ued modi fic a tion of 
what is the oper a tional norm and the lead er ship needs to respond to the 
chal lenges of change to ensure organ isa tional survival and progress.

Leaders are looking for ways to reduce the risk and failure levels of their  
organ isa tions’ change initi at ives and using a struc tured, co-ordinated approach 
to change helps prepare for planned and unplanned changes. Different ways  
of managing change are termed meth od o lo gies, frame works, models and 
approaches, and defin i tions of these are as follows:

 Methodology – a system of methods used in a partic u lar area of study or 
activ ity

 Framework – a basic struc ture under ly ing a system, concept, or text
 Model – a repres ent a tion of a person or thing or of a proposed struc ture
 Approach – a way of dealing with a situ ation or problem

5.2 Why use a change approach?

In Prosci’s annual bench mark ing studies parti cipants have been asked about  
the greatest contrib ut ors to the success of their changes and apply ing a  
struc tured approach to change has remained a top contrib utor for over 10 years 
(Prosci, 2016):
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n A struc tured approach has remained the second or third most important 
contrib utor to project success.

n In three of the last five change manage ment best prac tices studies, the use of 
a struc tured approach to change manage ment was cited as the second greatest 
contrib utor to success (behind only active and visible exec ut ive spon sor ship). 
A struc tured approach to change moves organ isa tions away from merely 
react ing to resist ance to change and provides a solid frame work for enga ging 
and mobil ising impacted employ ees.

n Nearly 80 per cent of study parti cipants util ised a struc tured approach.
n The data in the 2013 study showed a contin ued growth in those parti cipants 

follow ing a partic u lar change manage ment meth od o logy and the percent age 
of parti cipants util ising a meth od o logy more than doubled between 2003  
(34 per cent) and 2013 (79 per cent).

However, the recent APM Change Pulse survey indic ated that only around half 
of respond ents were using a recog nised formal change meth od o logy (APM, 
2016), suggest ing that there is a signi fic ant oppor tun ity for more organ isa tions to 
benefit from using a struc tured approach.

5.3 Documented approaches to  
managing change

The APM Enabling Change SIG has docu mented 22 approaches to managing 
change, provid ing a descrip tion and over view, back ground and origins, typical 
uses, industry sector, how the approach differs from others and further inform a-
tion. A summary of these approaches is provided below:

5.3.1 The Association of Change Management Professionals 
(ACMP) Standard for Change Management

This is a collec tion of gener ally accep ted prac tices in change manage ment, 
released in September 2014. The Standard estab lishes five key change 
manage ment areas that will enhance prac tice profi ciency, quality and cred ib il ity 
across multiple indus tries, organ isa tions and roles: 1. Evaluating change impact 
and organ isa tional read i ness; 2. Formulating change manage ment strategy;  
3. Developing change manage ment plans; 4. Executing change manage ment 
plans; and 5. Closing the change manage ment effort.
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5.3.2 The Accelerating Implementation Methodology (AIM)

This is a flex ible, business-disciplined change manage ment meth od o logy for 
managing organ isa tional changes includ ing trans form a tional change through to 
full return on invest ment. AIM can be applied to any kind of initi at ive or project. 
The AIM Roadmap depicts the ten-step change manage ment meth od o logy 
approach asso ci ated with plan ning, imple ment ing and monit or ing any change or 
initi at ive: 1. Define the change; 2. Build agent capa city; 3. Assess the climate;  
4. Generate spon sor ship; 5. Determine change approach; 6. Develop target 
read i ness; 7. Build a commu nic a tion plan; 8. Develop a rein force ment strategy; 
9. Create cultural fit; and 10. Prioritise action.

5.3.3 CHAMPS2

This is a vision-led, benefits-driven busi ness trans form a tion method which is 
broad in scope and encom passes the whole busi ness change journey. It helps 
define an organ isa tion’s stra tegic needs and then provides a tailored route to 
ensure that the desired outcomes are achieved. CHAMPS2 divides trans for-
mational change into eight phases: 1. Transformation initi ation; 2. Visioning;  
3. Shaping and plan ning; 4. Design; 5. Service creation and real isa tion; 6. Proving 
and trans ition; 7. Stabilisation; and 8. Benefits real isa tion.

5.3.4 e-change®

This is an Enterprise Change Management plat form from Changefirst. The IT 
plat form enables organ isa tions to create, deploy and manage change programmes. 
They have their own change method – People Centred Implementation (PCI) – 
which under pins their plat form and the train ing they provide. As it is Changefirst’s 
in-house method it is not publicly avail able. The method hinges around six crit ical 
success factors: 1. Shared change purpose; 2. Effective change lead er ship;  
3. Powerful engage ment processes; 4. Committed local spon sors; 5. Strong 
personal connec tion; and 6. Sustained personal perform ance.

5.3.5 The Change Management Institute (CMI)  
Body of Knowledge

The CMI has developed a Body of Knowledge which covers a broad and useful 
spec trum of areas includ ing: 1. Overarching theor ies behind change; 2. Defining 
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change; 3. Managing bene fits; 4. Stakeholder strategies; 5. Communication and 
engage ment; 6. Change impact; 7. Change read i ness, plan ning and meas ure-
ment; 8. Project manage ment; 9. Education, learn ing and support; 10. Facilitation; 
11. Sustaining systems; 12. Personal and profes sional manage ment; and 13. 
Organisational consid er a tions.

The CMI has also created its own organ isa tional change matur ity model 
(OCMM) which is used to describe the beha viours, prac tices and processes of 
an organ isa tion to enable reli able and sustain able outcomes.

5.3.6 The Change Execution Methodology (CEM)

Conner Partners focus on helping organ isa tions achieve the expec ted value  
and inten ded outcomes of change and offer a frame work built on decades of 
applic a tion history. The Change Execution Methodology (CEM) is designed to 
proact ively identify and mitig ate risks to real isa tion. CEM provides the steps  
to develop a plan, assign resources, estim ate dura tion and anti cip ate and mitig ate 
risk, while main tain ing a line-of-sight to the prom ised outcomes.

5.3.7 The Change Leaders Roadmap (CLR)

This has been developed by BeingFirst, a special ist change lead er ship devel  -
op ment and trans form a tional change consult ing firm. The roadmap describes 
how to navig ate the complex it ies of organ isa tional trans form a tion. It uses a 
nine-phase approach to plan, design and imple       ment major change efforts 
success fully. The nine phases are: 1. Prepare to lead the change; 2. Create organ-
isa tional vision, commit ment and capab il ity; 3. Assess the situ ation to determ ine 
design require ments; 4. Design the desired state; 5. Analyse the impact; 6. Plan 
and organ ise for imple ment a tion; 7. Implement the change; 8. Celebrate and 
integ rate the new state; and 9. Learn and course correct.

5.3.8 The Boston Consulting Group (BCG)  
Change Delta Framework

This frame work was developed by BCG to support their clients in the deliv ery of 
change programmes. It was created to address two key determ in ing factors of 
change success or failure, which, accord ing to an Economic Intelligence Unit 
study, are clearly defined mile stones that measure progress and the commit ment 
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of senior lead er ship. The frame work consists of the follow ing elements:  
1. Governance and project manage ment office; 2. Executional certainty;  
3. Enabled leaders; and 4. Engaged organ isa tion.

5.3.9 Bridges’ Transition Model

This model by Williams Bridges focuses on the trans ition that people go through 
when faced with change. The main strength of the model is that it focuses on 
trans ition, not change. The model high lights three stages of trans ition that people 
go through when they exper i ence change: 1. Ending, losing and letting go; 2. 
The neutral zone; and 3. The new begin ning.

5.3.10 Kotter’s Eight Steps

Dr John Kotter has been involved in change and lead er ship research for nearly  
40 years. He iden ti fied and extrac ted the success factors and combined them 
into a meth od o logy, the eight-step process: 1. Create a sense of urgency; 2. Build 
a guiding coali tion; 3. Form a stra tegic vision and initi at ives; 4. Enlist a volun teer 
army; 5. Enable action by remov ing barri ers; 6. Generate short-term wins;  
7. Sustain accel er a tion; and 8. Institutionalise change (see section 3.4).

5.3.11 The Change Curve

This is based on a model origin ally developed in the 1960s by Elisabeth 
Kübler-Ross to explain the griev ing process. Since then it has been widely util ised 
as a method of helping people under stand their reac tions to signi fic ant change or 
upheaval. The original five stages of grief – denial, anger, bargain ing, depres sion 
and accept ance – have been adapted over the years. There are numer ous 
versions of the curve in exist ence. However, the major ity of them are consist ent 
in their use of the follow ing basic emotions, which are often grouped into three 
distinct trans itional stages: 1 – shock and denial; 2 – anger; 3 – bargaining;  
4 – depres sion; 5 – acceptance.

5.3.12 Lewin’s Three Stages of Change

One of the corner stone models for under stand ing organ isa tional change was 
developed by Kurt Lewin in the 1940s and 1950s and is still used today. His  
model is a simple and easy-to-understand frame work for managing change 
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known as Unfreeze – Change – Refreeze. Lewin, a phys i cist as well as social 
scient ist, explained organ isa tional change using the analogy of chan ging the 
shape of a block of ice, i.e. unfreez ing a large cube of ice to change it and reform 
it into a cone of ice. By recog nising these three distinct stages of change, it is 
possible to plan to imple ment the change required (see section 3.5).

5.3.13 Managing Successful Programmes® (MSP)

This repres ents proven programme manage ment good prac tice in the success ful 
deliv ery of trans form a tional change through the applic a tion of programme 
manage ment. The MSP frame work is based on three core concepts: 1. MSP 
prin ciples; 2. MSP governance themes; and 3. MSP trans form a tional flow. This 
provides a route through the life cycle of a programme from its concep tion 
through to the deliv ery of the new capab il ity, outcomes and bene fits.

5.3.14 The Project Management Institute (PMI)’s  
Change Management Methodology

This is a change meth od o logy that sits along side PMI’s project, programme and 
port fo lio manage ment processes to assist in “success fully design ing, creat ing, 
imple ment ing and sustain ing organ isa tional change”. The method is encap su-
lated in the Managing Change: A Practice Guide public a tion.

5.3.15 Pritchett’s Change Management Model

Pritchett is a train ing and consultancy organ isa tion special ising in change 
manage ment and merger integ ra tion. Pritchett’s model provides a simple phased 
approach for managing both the project and people sides of change initi at ives. 
The meth od o logy consists of four phases: 1. Imperative; 2. Readiness; 3. 
Implementation; and 4. Gain. Action is taken to ensure that the future change 
initi at ives capit al ise on previ ous gains and insights.

5.3.16 The Prosci ADKAR Model

This is central to the change manage ment work the Prosci organ isa tion supports. 
ADKAR stands for: Awareness of the need for change; Desire to parti cip ate and 
support the change; Knowledge on how to change; Ability to imple ment required 
skills and beha viours; Reinforcement to sustain the change.
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5.3.17 The Viral Change™ Journey

Viral Change™ works on the basis of using the power of a small set of well-
defined non-negotiable beha viours, spread by small groups of highly connec ted 
indi vidu als within the organ isa tion. The journey is divided into five phases, 
although not all of them are as sequen tial as repres en ted. The dura tion of  
each phase varies depend ing on where the change process starts. The five 
phases are: 1. Discovery; 2. Development; 3. Engagement; 4. Diffusion; and  
5. Sustain.

5.3.18 The Managed Change™ Approach

This deliv ers change manage ment through LaMarsh Global’s Managed  
Change™ Model and Methodology. Driven by real data, LaMarsh Global’s 
propri et ary change manage ment approach guides project teams, change agents 
and spon sors and focuses on the people side to accur ately identify and reduce 
employee resist ance to change. The meth od o logy is organ ised as a roadmap 
consist ing of the follow ing stages: 1. Identify the change; 2. Prepare the change; 
3. Plan the change; 4. Implement the change; and 5. Sustain the change.

5.3.19 Senge Learning Organisations

A learn ing organ isa tion is one that ‘learns’ and encour ages learn ing among its 
people. By promot ing the exchange of inform a tion between employ ees it creates 
a more know ledge able work force and a more flex ible organ isa tion where people 
will accept and adapt to new ideas and change through shared vision.

Popularised by Peter Senge in 1990, what distin guishes learn ing organ isa tions 
from more tradi tional organ isa tions is the mastery of five basic discip lines:  
1. Systems think ing; 2. Personal mastery; 3. Mental models; 4. Building shared 
vision; and 5. Team learn ing.

5.3.20 McKinsey 7-S Model

The basic premise of the 7-S Model is that there are seven internal aspects of an 
organ isa tion that need to be aligned if it is to be success ful. These seven inter-
depend ent factors (where a change in one affects all the others) are categor ised  
as either ‘hard’ or ‘soft’ elements: 1. Strategy: the plan devised to main tain and 
build compet it ive advant age over the compet i tion; 2. Structure: the way the 
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organ isa tion is struc tured and who reports to whom; 3. Systems: the daily activ it ies 
and proced ures that staff members engage in to get the job done; 4. Shared 
values: the core values of the company that are evid enced in the corpor ate culture 
and the general work ethic; 5. Style: the style of lead er ship adopted; 6. Staff:  
the employ ees and their general capab il it ies; and 7. Skills: the actual skills and 
compet en cies of the employ ees working for the company. Some organ isa tions 
have adopted an ‘exten ded’ model with two addi tional elements: Surroundings 
and Sustainability.

5.3.21 Lewin Force-field Analysis

Force-field analysis is an influ en tial devel op ment in social science. It provides a 
frame work for looking at the factors (forces) that influ ence a situ ation, origin ally 
social situ ations. It looks at forces that are either driving move ment towards a 
goal (helping forces) or block ing move ment towards a goal (hinder ing forces). 
The prin ciple, developed by Kurt Lewin, is a signi fic ant contri bu tion to the fields 
of social science, psycho logy, organ isa tional devel op ment, process manage ment 
and change manage ment.

5.3.22 Change Equation

The formula for change was created by David Gleicher while he was working at 
Arthur D. Little in the early 1960s and refined by Kathie Dannemiller in the 1980s. 
This formula provides a model to assess the relat ive strengths affect ing the likely 
success of organ isa tional change programmes.

The original formula, as created by Gleicher and published by Beckhard, is:

C = (ABD) > X

where: C = change; A = the status quo dissat is fac tion; B = a desired clear state; 
D = prac tical steps to the desired state; X = the cost of the change.

It was Kathleen Dannemiller who dusted off the formula and simpli fied it, making 
it more access ible for consult ants and managers. Dannemiller and Jacobs first 
published the more common version of the formula in 1992. Paula Griffin stated 
that Gleicher started it, Beckhard and Harris promoted it, but it really took off when 
Dannemiller changed the language to make it easier to remem ber and use.

Dannemiller version: D x V x F > R
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Three factors must be present for mean ing ful organ isa tional change to take 
place. These factors are: D = Dissatisfaction with how things are now; V = Vision 
of what is possible; F = First, concrete steps that can be taken towards the vision.

If the product of these three factors is greater than R = Resistance then change 
is possible. Because D, V and F are multi plied, if any one is absent (zero) or low, 
then the product will be zero or low and there fore not capable of over com ing the 
resist ance.

Further details of all these approaches to managing change are avail able in the 
APM Enabling Change SIG’s Change Methods Library docu ment on the APM 
website.
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Key factors in success ful 
change

There are some key factors in success ful change, irre spect ive of the sector 
involved, or the nature of the change.

6.1 Examples from the liter at ure

Examples of published sources include Andrea Shapiro’s Creating Contagious 
Commitment (Shapiro, 2003) and her ‘seven levers of change’. For her, the 
biggest drivers of success are the level of contact between ‘advoc ates’ and 
‘apathet ics’, having an effect ive infra struc ture in place to support the change  
and spon sors ‘walking the talk’. Other drivers include ‘mass expos ure’ (effect ive 
commu nic a tion), ‘hiring advoc ates’ (the cham pi ons for the change), finding ways 
to ‘shift resist ance’ and using reward and recog ni tion mech an isms.

A Global McKinsey Survey (2000) demon strated that the greater the level of 
staff contri bu tion and involve ment in change, the more success ful the outcome.

Loveland (2012), cited in The Effective Change Manager’s Handbook (2014: 51) 
states that, ‘Continuing research by Prosci with 650 parti cipants from 62 coun tries 
iden ti fied the greatest contrib utor to overall change manage ment success as “active 
and visible exec ut ive spon sor ship”. The greatest obstacle was said by the respond ents 
to be “inef fect ive change manage ment spon sor ship from senior leaders”.’

Prosci’s (2016) research cover ing 1,120 change leaders ranked the greatest 
contrib ut ors to success as follows:

1. Active and visible spon sor ship.
2. Structured change manage ment approach.
3. Dedicated change manage ment resources.
4. Integration with project manage ment.
5. Employee engage ment and parti cip a tion.
6. Frequent and open commu nic a tion.
7. Engagement with middle managers.
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The ‘People Centred Implementation’ model (Changefirst, 2016) includes six 
‘crit ical success factors’ for success ful change:

1. Shared change purpose.
2. Effective change lead er ship.
3. Powerful engage ment processes.
4. Committed local spon sors.
5. Strong personal connec tion.
6. Sustained personal perform ance.

The list used in this public a tion, and the descrip tions, have been developed from 
the collect ive exper i ence and expert ise of the authors, input from P3 and change 
prac ti tion ers during SIG and APM branch events, the recent Change Pulse 
survey (APM, 2016) and learn ing from the liter at ure.

6.2 Working list of key factors for  
success ful change

The key factors can be broadly grouped under the follow ing head ings:

1. Formulate a clear vision and strategy, suppor ted by well-defined bene fits.
2. Ensure strong lead er ship and spon sor ship.
3. Define and follow a well-structured and integ rated approach.
4. Understand, engage with, build commit ment from and support key  

stake hold ers.
5. Build a strong change team with the neces sary capab il it ies for success.
6. Measure the success of the change initi at ive.

Respondents to the Change Pulse survey (APM, 2016) indic ated that the two 
most import ant factors in their organ isa tions were clear vision and strategy and 
strong lead er ship and spon sor ship, with engage ment also a high prior ity.

6.2.1 Formulate a clear vision and strategy,  
suppor ted by well-defined bene fits

People are more likely to accept change if they under stand why it is happen ing, 
what it will entail and how it will affect them. Individual change projects  
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and programmes must be aligned with the overall strategy of the busi ness  
and co-ordinated to create a manage able ‘picture’ of change. Define the  
vision clearly and concisely, tailored in a way that will commu nic ate the ‘WIIFM’ 
(what’s in it for me) for each indi vidual within the organ isa tion. Take a bottom-up 
as well as a top-down approach, involving people in the defin i tion of the  
vision. Articulate the drivers for change (why it is happen ing) and talk  
about outcomes. Use visuals to help convey the vision and make it memor able. 
Ensure people under stand how the vision differs from business-as-usual  
(’to be’ versus ‘as is’ state). Keep the vision under review to ensure it is still  
valid.

Well-defined bene fits provide some thing tangible for people to under stand, 
aim for and ulti mately measure in terms of how well the bene fits have been 
real ised.

There are a number of tools and tech niques that can help with the defin i tion of 
visions, such as under stand ing the envir on ment (for example using the PESTLE 
model (polit ical, economic, soci olo gical, tech nical, legal, ecolo gical)), SWOT 
(strengths, weak nesses, oppor tun it ies, threats) analysis, force-field analysis and 
elev ator pitches. Making a compel ling case for change is some times described as 
a ‘burning plat form’ from which there is no altern at ive but to move in order to 
survive, even if the altern at ive is uncer tain or even danger ous (Conner, 1992, 
2012).

Guidance on defin ing busi ness cases and devel op ing bene fits real isa tion plans 
are avail able in PRINCE2®, in the APM Body of Knowledge and from other 
organ isa tions. There is also a Harvard Business Review Guide on devel op ing 
your busi ness case (Sheen and Gallo, 2015).

Other relev ant refer ences include Collins and Porras (1994), MSP (2011), 
Kotter (1996), Bridges (1991) and Cap Gemini (2016).

6.2.2 Ensure strong lead er ship and spon sor ship

Actions speak louder than words. It is import ant that guid ance and support  
are provided to senior managers and spon sors so that they not only advoc ate but 
act as role models for the change. Involve all the right people from the organ isa-
tion to drive and support the change so that there is real owner ship from the 
busi ness. Ensure spon sors have the neces sary sphere of influ ence, the time 
avail able and the attrib utes to deliver, i.e. commu nic a tion and listen ing skills, 
integ rity, the ability to engage and inspire, trust, emotional intel li gence and 
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grav itas. Continuity of spon sor ship is the ideal to strive for and, failing that, 
succes sion plan ning.

Sponsor terms of refer ence will help, along with compet ency frame works, 
coach ing and sugges ted content for commu nic a tions. Psychometric tools and 
360-degree feed back may also help to under stand and develop effect ive leaders 
and spon sors.

It is also import ant to have feed back mech an isms in place. Make sure that 
there are rewards and recog ni tion as well as escal a tion proced ures to support the 
work of the change team and apply them if neces sary.

Other relev ant refer ences and tools include Action Centred Leadership (Adair, 
1988), Situational Leadership (Blanchard and Hersey, 1988), Prosci sponsor 
assess ment and agile gate reviews.

6.2.3 Define and follow a well-structured and  
integ rated approach

Adopt one of the many well-documented change meth od o lo gies and stand ards 
(see section 5), combined with strong programme and project manage ment. 
Choose one that integ rates well with what you already have in place in your 
organ isa tion and make sure that you collect, share, review and act on lessons 
learned.

Be flex ible in your approach to match the nature of the change programme 
and make the programme and its roadmap visible to your stake hold ers. Have 
regular review and feed back loops. Remember the meth od o logy in times of crisis 
and remem ber to think about deliv ery as well as just meth od o logy.

Manage programme/project inter de pend en cies across the whole organ isa tion 
in a way that optim ises your change programme. Avoid a silo mental ity.

Ensure that you plan for final embed ding of the change, so that it does become 
a way of working. Only then will the anti cip ated bene fits finally be real ised 
(Goodman, 2013). Refer to illustration over page.

Design and deliver commu nic a tion, train ing and support inter ven tions that 
achieve what they are meant to achieve, for all the differ ent stake hold ers involved. 
Communicate, commu nic ate and commu nic ate. Consider a wide range of creat ive 
commu nic a tion approaches, with prior ity given to face-to-face contact.

Have every one in the change team, the wider programme or project team and 
spon sors ‘singing from the same hymn sheet’, so that all messages are consist ent 
and rein force each other.
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6.2.4 Understand, engage with, build commit ment from  
and support all stake hold ers

Each stake holder and group of stake hold ers will perceive and respond to the 
change differ ently. Review the change meth od o lo gies and stand ards for tools 
that will help you to under stand, engage with, build commit ment from and 
support stake hold ers.

Develop a stake holder manage ment plan, carry ing out the analysis to do so 
early in the change programme. Make sure you have all of your stake hold ers 
iden ti fied, at every level of the organ isa tion. Assess what the impact will be on 
these stake hold ers and how you will manage it, as part of devel op ing your plan. 
Revisit that impact during and at the end of the programme.

Engage with and nurture your stake hold ers to build trust, so that they  
want to help you make the change succeed and feel suppor ted through it (win 
hearts and minds). Work with key influ en cers. Use senior stake hold ers as 
cham pi ons.

Spend time to really under stand stake hold ers – their perspect ives and 
motiv a tions. Ensure two-way commu nic a tion, talk the stake hold ers’ language, 
seek feed back, listen, build rela tion ships and trust. Communication alone does 
not guar an tee engage ment.

Consider the psycho logy and beha viours of change and pitch the timing of 
inter ac tions at the point where they will have the most impact (neither too early 
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nor too late). Be aware, when working in collab or a tion or part ner ship with other 
organ isa tions, of the added complex ity involved in these stake hold ers’ own 
organ isa tions.

Take account of all the other changes and work pres sures affect ing stake hold ers 
so as to make the whole exper i ence as posit ive and pain less for them as possible. 

6.2.5 Build a strong change team with the neces sary  
capab il it ies for success

Nurture your team to make it a high-performance unit that combines a clear focus 
on its task with strong inter per sonal rela tion ships. Make sure that the purpose or 
remit of the team is well defined in its own right and in rela tion to other teams, 
includ ing the overall programme or project team.

Ensure that you have the right people in the team, that it is diverse and multi-
disciplinary, that roles and respons ib il it ies are well defined and that there are 
recog ni tion and reward mech an isms in place. Understand people’s motiv a tions 
within the team and consider using psycho met ric tools3 to help develop under-
stand ing and ensure that you play to people’s strengths. It helps if team members 
have strong rela tion ships with stake hold ers, commu nic ate well and have a 
passion and energy for their remit.

Have team-building events and the right mix and frequency of team meet ings 
to progress and support the team’s work. Models such as Tuckman’s Stages of 
Team Development can be helpful as a tool to help under stand the dynam ics 
within the change team. Equip team members with the neces sary change process 
and soft/people capab il it ies or skills to enable success ful change. Develop and 
support change agents, advoc ates and cham pi ons, whether formal members of 
your team or repres ent at ives in the stake holder community.

If working with third parties, explore ways to achieve high perform ance within 
their teams and in their inter ac tions with your team.

3 Common psycho met ric tools for devel op ment and team build ing include Colourworks/Insights, 
Belbin, Myers-Briggs Type Indicator (MBTI) and StrengthFinder.
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6.2.6 Measure the success of the change initi at ive

Test or pilot and monitor your change initi at ive so that you can adjust your 
approach as needed, demon strate success, learn from exper i ence and build  
and share success stories. Make sure you have a baseline and success criteria at 
the outset and relate meas ures to the origin ally defined vision and bene fits. 
Section 7 describes approaches to meas ur ing the success of change. Recognise 
that it may take time, beyond the formal closure of the change programme, to 
have a full set of meas ures of the outcome.
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How do we measure 
change success?

“What gets meas ured gets improved”
Peter F. Drucker

7.1 Introduction

Measuring the success of a change initi at ive is the first step in under stand ing if it 
is on the right path or not and if adjust ments are required to the plan activ at ing 
these as neces sary. It also demon strates to senior exec ut ives, spon sors and wider 
stake hold ers how the change initi at ive is deliv er ing the original object ives and 
whether the deployed resources are suffi cient or not.

Organisational change is often a non-linear, evol u tion ary discov ery process 
and it is not possible to know abso lutely everything at the begin ning. The  
external and internal organ isa tional envir on ment can change during the  
process, and it is very diffi cult and even unreal istic to eval u ate an organ isa tional 
change initi at ive in the same way as other aspects of the busi ness such as 
oper a tions.

According to a recent Change Pulse survey, 38 per cent of the respond ents 
didn’t agree any success criteria for the change initi at ive as part of programme/
project set-up and initial plan ning (APM, 2016). This shows there is still a gap in 
how meas ure ment of change success is set out at the onset.

Measures can also be excel lent tools for enga ging and commu nic at ing with 
the wider organ isa tion and stake hold ers on the effect ive ness and impact of the 
change over time, and to seek feed back.

According to Davey (2012), meas ure ment and eval u ation of organ isa tion 
change success is an extremely complex, diffi cult process carry ing the risk of 
expos ing failure. It is also an emotional, highly politi cised process but can add 
cred ib il ity and augment organ isa tional learn ing. It is there fore very import ant  
to plan and decide how the meas ure ment should take place in a way that is 
accept able to the stake hold ers.
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7.2 Background

The rates of success and failure for organ isa tional change are a much-debated 
topic. Various figures have been quoted by research studies and journal papers, 
for example:

n Only 55 per cent of change projects are initially success ful and only one in four 
are success ful in the long run (Towers Watson, 2013).

n Only 56 per cent of change initi at ives are success ful (Economist, 2011).
n 41 per cent of projects were considered success ful in meeting project object-

ives; the remain ing 59 per cent missed at least one object ive or failed 
completely (IBM, 2008).

n Only a third of the organ isa tions are success ful in managing change (McKinsey, 
2008).

n 70 per cent of all change initi at ives fail (Kotter, 2008; Beer and Nohria, 2000).

Hughes (2011) in his seminal journal paper offered a very crit ical view on these 
quoted failure rates, carried out a review of the journ als and studies at the time 
and found no valid and reli able empir ical evid ence, raising numer ous ques tions 
about the origins.

Other issues found with success/failure rate stat ist ics were as follows:

a. Varying defin i tion of change, project and programmes found in academia, 
prac tice and from one organ isa tion to another.

b. Definition of ‘success’ – would failure to achieve one or more object ives of an 
organ isa tional change initi at ive be a complete failure or partial failure?

c. Timing of ‘success’ meas ure ment – was it done before, during and at the end 
of the change initi at ive?

d. Ambiguity around meas ures of success/failure – meas ures differ depend ing 
on the nature of organ isa tional change and between differ ent indus tries as 
well as organ isa tions. Within organ isa tions differ ent change initi at ives could 
be meas ured in differ ent ways.

e. Success/failure meas ured from differ ent perspect ives of senior exec ut ives, 
share hold ers, managers, employ ees, supply chain part ners and those 
impacted by the change often varies.

f. Psychological biases and judge ment errors play a role in baselin ing current 
perform ance, estab lish ing meas ures, setting success criteria and apply ing 
meas ure ment tech niques.
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7.3 Factors to consider

The diagram below shows some of the key factors that should be considered 
when meas ur ing the success of any change initi at ive. These are explained further 
in the follow ing para graphs.

7.3.1 Nature of change

n Original stated goals and object ives – which are highly influ enced by the 
culture within the organ isa tion.
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n Recognise and factor in continu ous improve ment through out the change life 
cycle.

n Dynamic nature of change – anti cip ated and unanti cip ated outputs, outcomes 
and bene fits.

7.3.2 Context of change

n Organisation-wide and/or industry-sector-specific chal lenges.
n Different types and drivers for change.
n Challenges across differ ent coun tries and cultures.
n Ever-changing internal and external envir on ment of the organ isa tion.
n Dependency on other change initi at ives – be they internal or external to the 

organ isa tion.

7.3.3 Stakeholder perspective

n Measure success of your change initi at ive from the view point of differ ent 
stake hold ers:

 Internal – employ ees, managers, senior exec ut ives, spon sors and change 
deliv ery teams.

 External – custom ers, share hold ers, supply chain part ners, communit ies, 
regu lat ory bodies and local author it ies.

n Build in appro pri ate feed back mech an isms and loops – internal and external 
percep tions can be compet ing.

n Individuals main tain their own percep tion of change success in accord ance 
with their personal values and beliefs.

n Informal judge ment and eval u ation will always take place as a result, no matter 
how defined the success measure might be.

n Understanding and meas ur ing ‘change exper i ence’ of stake hold ers has the 
poten tial to be a power ful tool for monit or ing and making adjust ments for a 
success ful trans ition.

7.3.4 Time perspect ive

According to Lewin (1947), we use meas ures against the back ground of time to 
assess change – the rate, extent and impact – and to estab lish the oppos ite of 
change stabil ity.
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n It is really import ant to recog nise the change time continuum. The deliv ery is 
tempor ary in nature; however, the sustain ab il ity and stick i ness of change 
extends far beyond.

n Past history of success and/or failure within the organ isa tion or even industry 
sectors.

7.3.5 Measurability of change

Looking at the typical change life cycle in section 3.2, overall a change initi at ive 
can be summar ised in terms of outputs produced, outcomes achieved and 
bene fits real ised. Equally import ant is to consider how the effect ive ness of the 
change manage ment process will be meas ured for improve ment and learn ing. 
This helps in build ing change capab il ity and a higher level of organ isa tional 
change matur ity for future initi at ives.

It is there fore valu able to consider meas ures across these three differ ent 
elements:

n Output based:
 Projects produce outputs which are import ant to achieve outcomes. 

According to a report published by APM (2014), meas ures for a success ful 
project were time, budget, specific a tion and quality, funder’s satis fac tion, 
stake holder’s satis fac tion and overall project.

n Outcome based:
 Change effect ive ness and impact (lead er ship, spon sor ship, adop tion, 

resist ance/read i ness, atti tudes, beha viours, know ledge, aware ness).
 Consideration for outcome-based meas ures is often a real over sight in the 

change success meas ures. Often the discus sions focus on either just the 
outputs, benefit real isa tion or a combin a tion of both.

n Benefits:
 Measurable improve ment in perform ance (return on invest ment, revenue, 

costs, compli ance, other key perform ance indic at ors).
 It is a rare change initi at ive where bene fits real isa tion can be meas ured 

imme di ately after going live. Benefits often take some time to start to 
become appar ent. This can be because it takes time for new habits to form 
with beha vi oural change, for profi ciency to increase with systems/applic a-
tion usage, or for busi ness cycles to play out.

 Understand disbe ne fits (what stake hold ers give up) and choose appro -
priate meth od o logy to measure the impact.
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7.3.6 Measurement methods and approaches

Depending on the nature and context of a change initi at ive, a variety of meas ure-
ment methods and approaches can be used. This will also differ from one  
organ isa tion to another and is quite often dictated by stake holder require ments 
(for example regu lat ory bodies).

Broadly speak ing they are divided into qual it at ive and quant it at ive meas ures 
and as explained in section 7.3.5 above should include outputs, outcome and 
benefit-based elements.

Qualitative meas ures are often gathered using approaches such as feed back 
surveys (online or in person), focus groups, inter views, obser va tion and 
ques tion ing tech niques. This data/inform a tion collec ted over time can then be 
used to eval u ate trends and perform ance in before, during and after states. It is, 
however, import ant to remem ber the inher ent subjectiv ity in the nature of 
quant it at ive meas ures.

Quantitative meas ures rely on data and inform a tion which can be either 
gener ated elec tron ic ally via a soft ware/applic a tion or collec ted manu ally. 
Quantitative meas ures lend them selves really well to analysis of trends and 
perform ance over time through the before, during and after states.

This, however, doesn’t mean that one measure is better than the other or it is 
a binary choice between quant it at ive and qual it at ive. The choice would really be 
influ enced by the key factors explained in section 7.3.

Some of the more common meas ure ment approaches are summar ised in the 
follow ing table:

Benefit real isa tion Balanced score card

Service level agree ments (SLAs) Critical success factors/key performance 
indicators

Employee engage ment/percep tion surveys European Foundation for Quality Management 
Model

Focus groups HM Treasury Green Book (five-case model)

Exit inter views Agile/incre mental deliv ery meas ures

Change read i ness/resist ance meas ures Culture/lead er ship meas ures

Financial perform ance meas ures Customer satis fac tion/percep tion surveys

Time-based meas ures Health, safety, quality and envir on mental 
meas ures

Knowledge, skills and atti tu dinal meas ures Statistical analysis and meas ures
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Other import ant factors to consider and pitfalls to avoid when it comes to  
meas ur ab il ity are:

 1. Vital few versus trivial many – it provides focus to the eval u ation 
exer cise and reduces resource require ments. Ensure meas ures are relev ant 
to the change initi at ive and remem ber the context of the wider organ isa tion 
and link ages.

 2. Focus on the meas ures that stake hold ers value – others may help 
but may not be relev ant for the stake hold ers. Consider a balanced mixture of 
hard and soft, leading and lagging perform ance meas ures, a distinc tion that 
is often not under stood and is there fore missed.

 3. Be clear on how long key perform ance indic at ors (KPIs) will be 
meas ured for – not all outcomes will be achieved straight away and most 
bene fits are real ised months or even years after imple ment a tion.

 4. Gain agree ment on what data will be tracked by whom through out 
the change life cycle. The data and the resources to collect may not exist. Be 
clear on roles and respons ib il it ies as this will increase the like li hood that the 
meas ures will be tracked well and people will be rewar ded for doing so. Also 
bear in mind the repeat ab il ity and reli ab il ity of the data/inform a tion collec ted.

 5. Gain commit ment from key stake hold ers to review perform ance 
results – what gets reviewed gets meas ured. This will ensure meas ur ing 
change is not a wasted effort and can be used as a fant astic tool for engage-
ment, commu nic a tion and continu ous improve ment.

 6. Gather anec dotal feed back from people who are working with 
the changes – verbatim comments, user stories or visuals help better 
describe bene fits and lessons learned.

 7. Use tracked results to support busi ness cases for future change 
initi at ives – this is often a missed oppor tun ity.

 8. Communicate results to the stake hold ers – this increases engage ment 
and invites people to celeb rate success and learn from mistakes.

 9. Baseline current perform ance and determ ine new perform ance 
after deliv ery – a clear baseline is needed at the outset but be prepared to 
flex and adapt as neces sary.

10. Create a ‘test and learn’ process – to ensure that the change initi at ive 
drives the desired impact you can adjust your approach as needed, demon-
strate success and learn from exper i ence.



40

8

Conclusion:  
consid er a tions for 

choos ing an approach  
to managing change

8.1 Key factors in select ing  
a change approach

The APM Enabling Change SIG is agnostic in terms of recom mend ing an 
approach to managing change but there are key factors to consider in select ing a 
specific approach. The approach should:

n be over arch ing and holistic;
n be integ rated with the organ isa tion strategy;
n be prac tical to deploy;
n be under stand able and not too tech nical in language;
n be struc tured;
n identify change success factors and bene fits;
n be commu nic ated through out the organ isa tion;
n take into consid er a tion the culture of the organ isa tion; and
n consider the scale and type of change.

The APM Enabling Change SIG recom mends an over arch ing, holistic approach 
to managing change, to deliver stra tegic object ives in a struc tured and co-
ordinated way, illus trated over the page:
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8.2 APM Enabling Change SIG proposed 
defin i tion of managing change

Managing change is an over arch ing, holistic approach for imple ment ing stra tegic 
and oper a tional change in an organ isa tion using a co-ordinated, struc tured and 
prac tical method working with all stake hold ers to achieve the inten ded outcomes 
and bene fits.
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Resources

The APM website contains a number of addi tional resources on managing 
change and P3 manage ment that you may find useful.

Stakeholder engage ment

A vital part of managing change is enga ging and working with stake hold ers. The 
APM People SIG have more inform a tion on this at apm.org.uk/resources/find-
a-resource/stakeholder-engagement.

Community

The APM Enabling Change SIG can be found at the follow ing address: apm.org.
uk/community/enabling-change-sig

Publications

APM members get access to online public a tions and a 10 per cent discount on 
printed copies. The follow ing public a tions are an example of the wide variety of 
topics covered:

n APM Body of Knowledge 6th edition
n Governance of Co-owned Projects
n Directing Change
n Directing Agile Change
n APM Introduction to Programme Management 2nd edition
n Sponsoring Change

These public a tions, and many more, can be found at apm.org.uk/book-shop
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Presentations

The follow ing present a tions provide further inform a tion on managing change 
which may be of interest:

The common themes for success fully managing change – https://www.apm.
org.uk/news/common-factors-managing-successful-change-6th-sep-2016

Understanding why people behave the way they do – https://www.apm.org.uk/
news/understanding-why-people-behave-they-do-improve-change-delivery-
9th-june-2016-research-report

Building internal change capab il ity – https://www.apm.org.uk/news/degrees-
of-change-the-open-university-webinar-3rd-feb-2016/

Process improve ment and change manage ment – https://www.apm.org.uk/
news/process-improvement-and-change-management-29th-october-2015

Delivering effect ive busi ness change – https://www.slideshare.net/assocpm/
simon-williams-delivering-effective-business-change-apm-planning-for-
change-240216

Changing how we change – https://www.slideshare.net/assocpm/changing-
how-we-change-35570482
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