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Introduction 

Organizational change is influenced by several elements of the culture itself and having 

an awareness of these elements can be used to foster lasting change. However, accounting for 

the levels of culture alone will not promote permanent change, especially when that change is 

part of a large project occurring within an organization that involves many people. As project 

managers and business analysts who encounter and facilitate change on a daily basis, this 

presentation will equip you with a toolkit to incorporate lasting change that will benefit your 

organizations, stakeholders, and work processes.  

Key Learning Points 

 The four types of organizational change and the need to identify them. 

 The three critical elements of successful change initiatives using the change formula. 

 How to support change effectively throughout the lifecycle of a project. 

 

 

Notes: 
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1. The Essence of Change 

Reflecting on Edgar Schein’s organizational culture model below, change can occur in any of 

these levels. Artifacts are visible elements (corporate logos, uniforms, etc), Espoused Values 

reflect the strategies and mission of the organization, and Assumptions and Beliefs are the 

unconscious beliefs of those within the organization. 

 

Exercise: Give some consideration to what happens when a leader is embarrassed by a 

situation occurring in the organization and their values or beliefs do not match those of the 

organization.  

 

 

 

 

Notes: 
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2. Types of Change 

There are four types of changes within organizations and a single change encompasses 

elements of each type. 

 Developmental – Improvement of a skill, method, or performance standard. 

 Transitional – A gradual replacement of what is currently in place with something new 

and different. 

 Transformational – A complete change in form, structure, or condition. This includes 

both reactive (forced) or conscious (willing) changes. 

 Perpetual – These can include daily changes in which adjustments occur regularly 

throughout the work day or ongoing changes in which the end is unknown.   

Exercise: Think back on a recent project in your organization and summarize how each type of 

change played a role and why it’s important to make this identification in projects.  

 

 

 

 

 

 

 

Developmental: 

 

Transitional: 

 

Transformational: 

 

Perpetual:  
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3. Critical Elements Using the Change Formula 

David Gleicher’s change formula illustrates how critical elements of change can either yield 

successful results in organizations or promote frustration or passivity amongst team members.  

 

 The Formula in Action 

Compare the results on projects and members below when various elements of the change 

formula are missing. 

Dissatisfaction Vision First Steps Result 

   Participants feel frustrated 

   
The project turns into a “flavor of the 

month” that is never completed 

   Wishful thinking evolves into passivity 

 

 Breaking Down the Formula 

o Dissatisfaction – elements of pain and urgency exist that make change 

necessary. Using these elements, a business case for the change is formed. The 

guidelines below are starting points toward building business cases for change. 

 The impact of not implementing a change on the finances, customers, 

and employees of the organization. 

 Competitor presence and actions that are driving the change. 

 Items that are out of scope due to the current situation. 

Change = (Dissatisfaction with Status Quo) (Vision of the Change) (First Steps) > Resistance 
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o Vision  

 Overall goal – know the destination of the project 

 Desired and/or expected outcomes 

 Scope of the change – what is included and what will not change 

 

 

 

 

 

 

 First Steps  

To identify the first steps to take for enacting change, a Change Impact Assessment is 

performed. Each element surrounding the core organizational character (note the similarities to 

the Levels of Culture discussed earlier), and the character itself will be assessed individually to 

understand the first steps to take for each element. Integrating these First Steps with the 

business case for change (Dissatisfaction) and the desired end state (Vision) fulfills the 

components of the change formula and are used in the project plan. When all components of 

the change formula are present, the change has more likelihood of being permanent and 

readily adopted within the organization.  

What are the best ways to communicate Dissatisfaction and Vision in a project? 
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Change Impact Assessment 

 

Exercise: Complete the Assessment and First Steps below for each element. 

 Business Strategy – How well does the change align with and/or impact the 

organizations’ market strategy, vision, mission, long and short term business plans, and 

core competencies? 

o Assessment: 

o First Steps: 

 Work Processes & Systems – Which systems and work processes or procedures will 

need to be altered? What new processes or systems need to be put in place? 

o Assessment: 

o First Steps: 
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 People Infrastructure – How will the change impact formal governance and reporting 

relationships? What informal working relationships will be impacted? Are there any 

anticipated layoffs, role changes, etc.?  

o Assessment: 

o First Steps: 

 Asset Infrastructure – How will the change impact the enterprise’s financial, physical, 

information, knowledge, and technology resources; both positively and negatively? 

o Assessment: 

o First Steps: 

 Management & 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? 

o Assessment: 

o First Steps: 

 External Relationships & Practices – How will the change impact existing activities and 

systems that tie the organization to its customers, suppliers, outsourcing partners, 

community, and other outside stakeholders? 

o Assessment: 

o 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? 
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o Assessment: 

o First Steps: 

 

 

 

4. Organizational Change and the Project Management Lifecycle 

Now let’s incorporate the organizational change activities to the lifecycle stages of a project, 

using the table below. 

Lifecycle 
Stage 

Organizational Change Activities 

Before 
Initiation 

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

2. Create rationale or a business case for the change by ensuring that sufficient 
dissatisfaction exists to promote the change. 

3. Contract with the Project Sponsor to establish buy in. 
4. Identify and perform an initial assessment of the key stakeholders and use 

this information to gain senior leadership or key stakeholder support for 
mitigating potential issues. 

5. Ensure that organizational readiness elements are in place. 
6. Determine your level of commitment to the change or project. 
7. Identify interdependencies between this project and other projects and the 

implications of those interdependencies. 

Initiate 
the 
Project 

1. Identify the component of each of the four types of change, including 
current and future mindsets. 

2. Create the future story for the change based on the vision of the project. 
3. Perform a change impact assessment. Summarize and communicate the 

results to the appropriate stakeholders. 
4. Update the project charter: 

a. Project design principles 
b. Project governance and organizational structure 

5. Contract with core team members. 

What did you learn from the Change Impact Assessment? 
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Lifecycle 
Stage 

Organizational Change Activities 

6. Begin outlining initial awareness training and communications. 

Planning 1. Incorporate the change impact assessment results into the project plan. 
2. Identify what is needed to sustain the project for the 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. Perform a broader stakeholder assessment and develop an engagement 
plan to include building resilience. Identify areas of possible resistance and 
way to mitigate it.  

6. Establish the roles, responsibilities, and ground rules for the core team 
members. 

7. Set up communities of practice as needed. 
8. Create communications template, initial communications plan and 

knowledge management strategies and approaches. 
9. Carry out initial awareness training and communications and conduct a 

project kick-off meeting. 

Execution 1. Orient the full team to the project. 
2. Carry out organizational change, training, communications, deployment, 

sustainability, lessons learned and knowledge management activities 
defined in the project plan. 

3. Shadow the Project Sponsor and key stakeholders. 
4. Overcome resistance by building resilience. 
5. Continue to stress dissatisfaction.  
6. Have users refine the future story in details with the evolution of the 

project. 
7. Mitigate unintended consequences from positive actions. 
8. Illustrates the changes visually and use symbolic gestures to create meaning 

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

Control 1. Track the progress of the project using metrics. 
2. Communicate successes as stories. 
3. Handle issues as they arise. 
4. Take time-outs as needed. 

Closing 1. Identify who will address organizational change, communications, training, 
sustainability, and knowledge management on an ongoing basis. 

 

 

Action Items: 
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