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MORE THAN A QUICK FIX: 
ORGANIZATIONAL CHANGE THAT STICKS 

Presented by 
Lori L. Silverman, Partners for Progress 

 
Three Key Learning Points: 
1. You will learn about four types of organizational change and the need to identify them. 

2.  You will learn the three critical elements of all successful change initiatives. 

3.  You will be able to foster effective change throughout the project management lifecycle. 

 

First: What’s Changing, Really?? 
 
 
 

 

 

 
 

 

 

 
 

(Diagram from Edgar Schein.) 

 
Now let’s add in what happens when a leader is embarrassed by a situation and his/her 

values/beliefs do not match what the organization espouses: 

Artifacts 

Values and Beliefs 

Assumptions 
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Second: Types of Change 
 
Three Types of Change (Ackerman Anderson, L. et al) 

■ Developmental: Improvement of a skill, method, or performance standard  

■ Transitional: Replaces “what is” with something entirely different 

■ Transformational: Can be reactive (forced) or conscious (willing) 

 

Here’s a fourth: Perpetual Change 

■ Daily: Alterations that occur regularly throughout the work day 

■ Ongoing: A change in which there is no foreseeable end in sight 

 

A single change has elements of all three types of change hidden in it 
■ Developmental: 

■ Transitional: 

■ Transformational: 

■ Perpetual: 

 

Why is it important to delineate these types of changes for a program/project? 

 

 

 

 

Third: Change Formula (David Gleicher) 
Change = (Dissatisfaction with Status Quo) (Vision of the Change)(First Steps) > Resistance 

 

WHAT HAPPENS IF AN ELEMENT IS MISSING (DANNEMILLER TYSON) 

■ Dissatisfaction but no Vision or First Steps: Get frustration 

■ Dissatisfaction and First Steps but no Vision: Results in “flavor of the month”  

■ Vision and First Steps but no Dissatisfaction: Wishful thinking that evolves into passivity 
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Dissatisfaction Considerations (Pain and Urgency are Both Needed) 

■ The business case for the change  

1. Impact of not changing on financials, customers, employees 

 

 

2. What competitors are doing that necessitates a shift 

 

 

3. What cannot be done as a result of the current situation 

 

 

■ The crisis (or crises) that could occur if the project does not occur 

 

Vision Considerations 

■ Overall goal (vision of the “change”) 

 

 

 

■ Desired/expected outcomes 

 

 

 

■ Scope of the change (what is included; more importantly, what will not change) 

 

 

Question: What are the best ways to communicate Dissatisfaction and Vision information? 
■  

 
■ 

  
■ 

  
■  
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First Steps (Change Impact Assessment) 

  

 

Note: Complete the assessment column first, then first steps. Add the first steps to the project plan.  

ELEMENTS  ASSESSMENT FIRST STEPS 
Business Strategy: How well 

does the change align with 

and/or impact the organiza-

tion’s market strategy, vision, 

mission, long-and short-term 

business plans, and core 

competencies? 

  

Work Processes and Systems: 

Which systems and work 

processes/procedures will 

need to be altered? What new 

processes or systems need to 

be put in place? 
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ELEMENTS  ASSESSMENT FIRST STEPS 
People Infrastructure: How 

will the change impact formal 

governance and reporting 

relationships? What informal 

working relationships will be 

impacted? Any anticipated 

lay-off’s, role shifts, etc.? 

 
 

 

Asset Infrastructure: How will 

the change impact the enter-

prise’s financial, physical, 

information, knowledge, and 

technology resources—both 

positively and negatively? 

 

  

Management and Leadership 

Practices: How will the 

change impact existing 

policies, reward and 

recognition systems and 

leadership behaviors (e.g., 

decision making styles, etc.)? 

What needs to be different? 

  

External Relationships and 

Practices: How will the 

change impact existing 

activities and systems that tie 

the organization to its custo-

mers, suppliers, outsourcing 

partners, community, and 

other outside stakeholders? 
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ELEMENTS  ASSESSMENT FIRST STEPS 
Organizational Character: 

What existing assumptions, 

beliefs, and guiding principles 

and values are in conflict with 

the change? What are the new 

assumptions and their impact 

on the organization? 

  

 

WHAT DID YOU LEARN FROM THIS ASSESSMENT? 

 

 

 

Organizational Change and the Project Management Lifecycle 

Lifecycle 
Stage 

Organizational Change Activities 

Prior to 
initiation 
 

1. Forge link between the project and the organization’s strategic and operational 
plans and priorities  

2. Create rationale/business case for the change; ensure sufficient dissatisfaction 
(pain and urgency) exists to kick off the change 

3. “Contract” with the Project Sponsor 
4. Identify and do initial assessment of key stakeholders; use this information to 

gain senior leadership/key stakeholder support and mitigate potential issues  
5. Ensure organizational readiness elements are in place 
6. Determine your level of commitment to the change/project 
7.  Identify interdependencies between this project and others, and the implications 

of them 

Initiating 
the Project 

1. Identify the components of each of the four types of change, including current 
and future mindset 

2. Create the future story for the change based on the project’s vision 
3. Do change impact assessment; interpret and communicate the results to 

appropriate stakeholders 
4. Within project charter: Outline project design principles 
5. Within project charter: Determine project governance and organizational 

structure 
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Lifecycle 
Stage 

Organizational Change Activities 

6. “Contract” with core team members 
7. Start to outline initial awareness training/communications 

Planning 1. Incorporate change impact assessment findings into project plan  
2. Identify what is needed to sustain the project long-term 
3. Determine what steps around change, organizational design, communications, 

training, sustainability, and deployment need to be built into the project plan for 
each activity to ensure full adoption 

4. Develop organizational change metrics in conjunction with the project metrics 
5. Do broader stakeholder assessment and develop engagement plan to include 

building resilience; identify areas of possible resistance and ways to mitigate 
6. Establish core team members’ team-based roles and responsibilities, ground 

rules for working together 
7. Set up communities of practice, as needed 
8. Create communications templates, initial communications plan and knowledge 

management strategy/approach 
9. Carry out initial awareness training and communications and conduct kick-off 

meeting 
Execution 1. Orient full team to the project 

2. Carry out organizational change, training, communications, deployment, 
sustainability, lessons learned and knowledge management activities per project 
plan 

3. Shadow coach sponsor and key stakeholders 
4. Overcome resistance by building resilience  
5. Continue to stress dissatisfaction  
6. Have users flesh out the future story in more detail as the project evolves 
7. Mitigate unintended (negative) consequences from positive actions  
8. Find ways to visually depict the changes and use symbolic gestures to create 

meaning and connectedness 
9. Use large group interventions to move the change along faster 

Control 1.  Track progress using the metrics 
2.  Communicate successes (as stories) 
3. Handle issues that arise 
4. Take ‘time-out’s” as needed 

Closing 1. Identify who will continue addressing organizational change, communications, 
training, sustainability and knowledge management  
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Lifecycle 
Stage 

Organizational Change Activities 

2. Solidify changes associated with the project  
3. Capture and disseminate lessons learned  

 

Actions I Need to Take 
 

 

 

 

 

 
Three Key Learning Points: 
1. You will learn about four types of organizational change and the need to identify them. 

2.  You will learn the three critical elements of all successful change initiatives. 

3.  You will be able to foster effective change throughout the project management lifecycle. 

 

Selected Resources 
Ackerman Anderson, L., et al. (1996). “Development, Transition or Transformation:  Bringing 

Change Leadership into the 21st Century.” OD Practitioner, Vol. 28, No. 4, pp. 5-16.  

Ackerman Anderson, L. and D. Anderson. (2001). The change leader's roadmap: How to 

navigate your organization's transformation. San Francisco: Jossey-Bass/Pfeiffer. 

Anderson, D. and L. Ackerman Anderson. (2001). Beyond change management: Advanced 

strategies for today's transformational  leaders. San Francisco: Jossey-Bass/Pfeiffer. 

Benedict Bunker, B. and B. Alban. (1997). Large group interventions: Engaging the whole 

system for rapid change. San Francisco: Jossey-Bass Publishers, Inc. 

Bridges, W. (2009). Managing transitions: Making the most of change. Reading, MA: Addison-

Wesley Publishing Company. 

Bridges, W. (1980). Transitions: Making sense of life's changes. Reading, MA: Addison- 
Wesley Publishing Company. 

Dannemiller, K. D. and R. W. Jacobs. (December 1992). “Changing the Way Organizations  

Change: A Revolution of Common Sense.” The Journal of Applied Behavioral Science.  

Dannemiller Tyson Associates, Inc. (1994). Real-Time Strategic Change. 



 

© COPYRIGHT 1999-2015 LORI L. SILVERMAN. ALL RIGHTS RESERVED.  9 

Dannemiller Tyson Associates. (2000). Whole-scale change. San Francisco: Berrett-Koehler 

Publishers, Inc. 

Dietz, K. and Silverman, L. (2013). Business storytelling for dummies. Hoboken, NJ: Wiley. 

Dooley, J. (1995). “Cultural Aspects of Systemic Change Management.” Available at 

http://www.well.com/user/dooley/culture.pdf.  

Kahan, S. (2010). Getting change right: How leaders transform organizations from the inside 

out. San Francisco: Jossey-Bass Publishers, Inc.  

Kotter, J. (2006). Leading change. Boston, MA: Harvard Business Review Press.  

Kotter, J. (2008). A sense of urgency. Boston, MA: Harvard Business Review Press.  

Lawler III, Edward, et al. (2001). Organizing for high performance. San Francisco: Jossey-Bass 

Publishers, Inc. 

Mohrman, Jr., Allan M. et al. (1989). Large-scale organizational change. San Francisco: Jossey-

Bass Publishers, Inc. 

Schein, E. (1992).  Organizational Culture and Leadership. San Francisco: Jossey-Bass 

Publishers, Inc. 

Schein, E. (2009). The corporate culture survival guide. San Francisco: Jossey-Bass Publishers, 

Inc. 

Silverman, L. and M. Ruben. (1999). “Facilitating large-scale change through leadership 

coaching.” Available at http://www.partnersforprogress.com. 

Silverman, L. (2006). Wake me up when the data is over: How organizations use stories to drive 

results. San Francisco: Jossey-Bass Publishers, Inc. 

Thompson, S. and C. Roberts. (July/August 1992). “Leading Total Quality.” Journal for Quality 

and Participation, pp. 46-52. 

 

For More Information 
Lori Silverman, owner, Partners for Progress 

Phone: + 1 608 345 6303  

E-mail: pfprogress@aol.com 

LinkedIn: www.linkedin.com/pub/lori-silverman/0/963/700 

Web: http://www.partnersforprogress.com 

Web: http://www.business-storytelling.com 


