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Introduction

I 
n today’s fast-paced and competitive business environment, 
change is a constant. One of your key competitive advan-

tages is your ability to effectively deal with that change — 
integrating people, processes, and technology quickly and 
seamlessly. There are many approaches to managing change, 
along with a wide range of understanding, misunderstanding, 
and capability. One thing is abundantly clear, though: The 
change will not manage itself. If you hope to realize the full 
value and potential of large-scale organizational change, you 
must adopt a clear, structured, measurable approach.

About This Book
For long-term success, it’s necessary and usually beneficial 
to adapt to market conditions or changes within the organiza-
tion, but these changes introduce significant disruption. This 
book introduces basic concepts and approaches to managing 
organizational change. People must engage in new behaviors, 
learn new processes or new technologies, and often change 
the very nature of the job role they’ve been internalizing for 
months and even years.

	 No matter what type and scale of change you introduce in your 
organization, you’ll need a deliberate, systematic approach to 
managing these impacts in order to realize your expected bene-
fit. It’s simply not sufficient to distribute the new organizational 
chart, publish the new process maps, or complete a sound 
functional implementation of a new technology. The people in 
your organization have to adapt. They have to choose to do 
things differently. And you need an insurance policy, a leg up, 
or an old-fashioned ace (or two) in the hole. Implementing an 
effective OCM, or organizational change management, approach 
can give you that winning hand. It’s like starting the game with 
a full house: Your odds of winning the big pot go way up!

As you flip through the pages of this book, exploring the basic 
elements of effective change management and the importance 
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of the different components, you’ll learn how your organiza-
tion can introduce these strategies across a wide range of 
initiatives. Whatever the project or organizational disruption 
is, and regardless of whether you’re an executive, operations 
manager, program manager, or project manager, this book will 
give you practical insights and proven change principles to 
help ensure your success.

This book was written by subject matter experts noted in 
their field; they’ve authored a variety of works in the areas of 
organizational change and human performance in the work-
place. They’ve also led and participated in the application of 
these principles across a wide range of industries and proj-
ects. The authors are currently employed by Deltek, and this 
book includes some information about Deltek-specific prod-
ucts, such as the FAST Methodology for change. The writers 
worked with For Dummies editors to turn this into the book 
that’s in your hands now.

How This Book Is Organized
This book explores how to help change take root successfully. 
It’s not a guide to implementing a new process or technology, 
but rather to persuading the organization to embrace the 
change and take ownership in its success.

If you’re into organizational change management, there’s a 
good chance you’re a nonlinear thinker. This book ought to 
work out just fine for you, then, because you don’t really have 
to start at the beginning and read through to the end, in order, 
studying every page. It’s perfectly reasonable to skip around a 
bit, picking the chapter that catches your fancy right now, and 
returning to an earlier chapter some other time.

	 ✓	Chapter 1: What Is OCM and Why Should You Care? 
Organizations are collections of individuals, and you 
can’t effectively bring about change without bringing 
along the hearts and minds of those individual people.

	 ✓	Chapter 2: Change Is a Choice: You can order employees 
to change, and in most cases they will. But it’ll go a whole 
lot better if they change by choice — your job is to help 
them make the right choice.
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	 ✓	Chapter 3: The Five Elements of Effective Change: You’ll 
need a common vision, a solid plan, sufficient resources, 
lots of support, and a way to measure how well your ini-
tiative is working.

	 ✓	Chapter 4: The FAST Approach to Change: Here’s a great 
systematic way to approach organizational change, by 
envisioning the future, arming yourself for the journey, 
building the support you need, and making the transition 
from change to the new normal.

	 ✓	Chapter 5: Integrating Change and Implementation: It’s 
easy to feel like organizational change management is in 
competition with the project implementation effort, but 
life will be a lot easier if everyone is on the same page.

	 ✓	Chapter 6: What about Culture? A key to making change 
happen effectively is understanding the culture into 
which you’re introducing the change.

	 ✓	Chapter 7: Top Ten Keys to OCM Success: Some parting 
pointers for getting leadership onboard, communicating, 
learning from resistance, and measuring success.

Foolish Assumptions
In preparing this book, we’re assuming a few things about you, 
the reader:

	 ✓	You’ve been asked to be part of making change happen 
effectively at your organization.

	 ✓	You’ve got a gut feeling that you can’t just spring change 
on an unsuspecting audience and expect things to go 
swimmingly.

	 ✓	You’d really appreciate some quick advice to get pointed 
in the right direction, because your schedule is already 
packed with change.

Icons Used in This Book
As with all For Dummies books, this one uses icons to alert 
you to specific types of information (and they look kind of 
pretty on the page, don’t you think?).
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	 Read the paragraph next to this icon to find a particularly 

helpful pointer for managing organizational change.

	 Though we would hope this whole book will be a memorable 
read, it’s especially important to remember the concept 
addressed in the text that this icon identifies.

	 Some people thrive on technical details; others would rather 
leave those to someone else. Skip over the paragraphs 
marked by this icon if you wish (though you’ll deprive your-
self of some in-depth info!).

	 On the other hand, don’t skip anything marked by this icon. It 
points out critical information that’s vital to your successful 
change management.

Beyond the Book
For more information on the topic from Deltek’s perspective, 
go to www.deltek.com.



Chapter 1

What Is OCM and Why 
Should You Care?

In This Chapter
▶	Understanding organizations

▶	Learning the origin of OCM

▶	Bringing OCM up to date

▶	Caring about OCM

O 
rganizational change management, also known as OCM, 
is a structured set of strategies and activities designed 

to move a group of people from a current state, through 
a transitional state, and into a desired future state. Seems 
simple enough, but adapting to change doesn’t seem to come 
naturally to humans. This chapter explains that organizations 
don’t change — people do. And it explores the past and pres-
ent of OCM, outlining why it matters.

Organizations Are Alive
Think or speak about an organization and you’re likely to 
imagine it as some sort of abstract entity: a company, a divi-
sion, a business unit. This is true, but it’s not the whole truth. 
And when you’re trying to achieve results through that organi-
zation, this abstract view isn’t at all helpful.
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A collection of living things
	 All organizations, no matter what kind, share an important 

feature: They’re collections of people brought together to 
pursue a common interest. This is true of sports teams, 
charities, nonprofits, and businesses alike. Where there is 
an organization, there are people. In fact, as the most suc-
cessful leaders understand, organizations are their people.

And yet, as much sense as this makes, as much as organizational 
leaders may agree with this basic concept, when decisions are 
made, structures are changed, and systems implemented, this 
idea of the human face of an organization is often the last thing 
considered. Forgetting this simple fact sets up many of the chal-
lenges, struggles, and failures that an organization experiences 
when trying to chart a new direction.

Living things have minds
	 One thing you can say about living things — humans and 

other animals, at least — is that they have minds of their own. 
That’s important to realize when you think of an organization 
as a collection of individual people. An organization may have 
a unifying goal or purpose, but each individual in that organi-
zation is constantly weighing the alignment of his or her own 
purpose and loyalties against the organization’s current status 
and future direction. All of your organization’s people include 
their own experiences, fears, and desires in the mix. When all 
of these factors align, people choose to participate; when they 
don’t, people tend to opt out.

As if that’s not complicated enough, the people within organi-
zations can be influenced by “tribal affiliations” within depart-
ments, units, and divisions, as well as by personal friendships 
and allegiances, and sometimes by plain old stubbornness. 
All can contribute to an individual’s decision to be part of the 
organization and the change — or not.

	 A person might choose to opt out for a lot of reasons. Now, 
take this unspecified but large number of reasons and multi-
ply it by the number of people in your organization, and you 
begin to have a sense of the challenges you’re facing. It may 
seem that before you even announce your new initiative, pro-
gram, or system, the deck is already stacked against you.
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Living things have choices
Therein lies the challenge. You can tell an organization what 
to do — set a policy, change a process, design a new orga-
nizational structure — and the abstract entity you know 
as an organization has nothing to say about the matter. 
The people who make up the organization, however, may 
have plenty to say. They may resist, or grudgingly decide 
to comply, but what you really need is an active choice to 
participate.

The heart of change is, in fact, driven by the choices that 
people make. It’s your challenge to ensure that the choices 
they see in front of them, and the choices they ultimately 
select, are the ones you need for success.

A Brief History of OCM
	 OCM describes an approach to managing large-scale or 

enterprisewide organizational changes in a way that mini-
mizes disruption to operations and productivity, while maxi-
mizing the potential positive results of the change you’re 
introducing.

OCM draws upon a range of well-established principles and 
disciplines dating back to the early 1900s, and it relies on a 
consistent core set of activities to ensure positive results.

The typical components of OCM include:

	 ✓	Assessment of readiness for change

	 ✓	Shared vision

	 ✓	Communication planning and execution

	 ✓	Impact assessment and transition planning

	 ✓	Support of new behavior

	 ✓	Measurement and feedback of results

	 Although there are many distinct methodologies that 
address organizational change, they all include some com-
bination of these components. You can make it even simpler 
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The Origins of OCM
OCM can be traced back to the 
Industrial Revolution and the early 
1900s work of Frederick Taylor relat­
ing to what he labeled scientific man-
agement. His work was controversial 
in some circles because it suggested 
a clear differentiation in the manag­
ing and working classes, and it intro­
duced the notion of “feeling animals” 
to the labor force. Taylor’s work ulti­
mately gave rise to such disciplines 
as Six Sigma and business process 
engineering.

As a more distinct discipline, change 
management took hold in the 1980s, 
a period of rapid evolution in the 
workplace. Technology was driving 
change on a massive scale, and the 
manufacturing economy was rapidly 
giving way to the knowledge and serv­
ice economies that are so prevalent 
today. Companies needed a reliable 
system to help navigate that evolution.

Leading consulting firms drew on 
work from experts (such as Taylor, 
Deming, Weisbord, Argyris, and 
others) with Fortune 50 companies. 
These large organizations were 
well positioned as early adopters, 
because small improvements when 

implemented across such large orga­
nizations could result in significant 
savings and return on investment.

This early work led to the devel­
opment of models such as John 
Kotter’s Eight Step Process for 
Leading Change and GE’s Change 
Acceleration Process (CAP). These 
approaches to change management 
directed much of their focus on lead­
ership’s role in and effect on change.

During the 1990s, pressure to change 
and adopt new approaches contin­
ued to accelerate, with increasing 
impact and an expanded focus on 
such areas as HR and technology. 
Organizations began to recognize 
the benefits of a structured change 
approach, from seeing the positive 
experiences of change management, 
and to be honest, witnessing the 
disasters of unstructured change.

By 2000, change management had 
become widely accepted as an 
important business tool and a driver of 
value. Over the course of the decade, 
research showed that project teams 
more than doubled their use of change 
management to over 70 percent.

when you realize that it all boils down to managing three key 
elements:

	 ✓	The head (understanding the change)

	 ✓	The heart (desire for the change)

	 ✓	The hands (specific actions required for the change)
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Where Is OCM Today?
These days, at least as a concept and a value proposition, 
change management has a place at the table and is generally 
considered a necessary and important part of most large-
scale initiatives. Note the phrase “at least as a concept.” 
Although it’s well accepted that change management is valu-
able, and there are all kinds of horror stories of organizations 
that ignored the need for it, there’s still often not a good 
understanding of what change management actually looks like 
and what it actually does.

	 The problem is, there are more than 300 consulting firms now 
claiming to provide some variety of change management, 
along with an army of self-anointed or self-appointed internal 
change specialists. You’ll find that the change management 
projects that are structured, managed, and executed poorly 
may outnumber those that are done well. It’s important to 
understand not only the experience and past performance of 
your change lead, but also the specific approach the consul-
tant is able to bring to your project.

As the discipline of change management has evolved, there’s 
been increasing specialization and customization. Although 
change management at first was one big bucket, today there 
are various segmentations covering a broad range of projects 
and situations, including:

	 ✓	Change leadership

	 ✓	Individual change

	 ✓	Traditional change management (people only)

	 ✓	Organizational change management (enterprise)

	 ✓	OCM for technology implementation

Each “flavor” of change management has its own distinct 
focus and strength. It’s important, therefore, to bring the right 
specialization to bear. For example, deploying only change 
leadership for an enterprise system implementation would fall 
far short of meeting the requirements of the project. On the 
other hand, OCM would be overkill for managing change at 
the individual level.
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Why Should Anyone  
Care About OCM?

It’s an important question, one that you should be prepared to 
answer. If you’re like a lot of project managers, project spon-
sors, program managers, and project leads, your CIO, CFO, 
or key stakeholder is bound to ask, “Why should I care about 
this OCM stuff?”

	 The truth is simple: You and all of your organization’s leaders 
should care because the risk of failure is significantly higher 
if you don’t consider OCM. What it costs to execute a suc-
cessful OCM initiative is insignificant when compared to the 
costs of a failed project implementation. You can experience 
long delays and huge cost overruns even if a project goes only 
slightly off the rails because of misalignment, user resistance, 
or failure to address impacts.

So the real question should be, “Why in the world would you 
not care?!”

The numbers speak for themselves. As Figure 1-1 indicates, 
a passive approach to change can only make a bad situation 
worse. Most of your people will wait and see how your project 
goes before deciding whether to participate.

Figure 1-1: �Initial acceptance of change.
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	 On the other hand, companies that take a positive approach 

to change realize significant benefit. These companies:

	 ✓	Achieve 29 percent higher revenue

	 ✓	Are 50 percent more likely to have above-average cus-
tomer loyalty

	 ✓	Are 44 percent more likely to turn above-average profits

	 ✓	Enjoy workgroups that are 50 percent more productive 
and 33 percent more profitable

	 ✓	Have retention rates that are 44 percent higher

The bottom line is that the change won’t happen by itself, 
or as the authors sometimes say, “automagically.” Change 
is a predictable process with identifiable stages that people 
go through. This process can’t be forced or mandated — or 
ignored. Change requires deliberate attention and manage-
ment to achieve the desired result.

Understanding how people are 
affected by change
If you closely examine what is happening as you institute 
change, you can better understand what forces are acting on 
people and why you should care about managing the effects.

In the 1960s, Elizabeth Kübler-Ross developed a model to 
help explain the grieving process — the emotional reactions 
people encounter when grieving (see Figure 1-2). It was not 
long before change management practitioners saw the simi-
larities between grieving a personal loss and people grieving 
when their work situation changes significantly.

	 Kübler-Ross’s model is now widely used to describe and 
understand reactions to significant change. The emotional 
changes she mapped out are universal — everyone will go 
through them, even if they support the change. The only dif-
ference from person to person is the speed of transition from 
one stage to the next.
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Clearly, powerful emotions come into play during organiza-
tional change, and as much as people would like to describe 
themselves as seasoned, mature, or professional in work 
settings, in the end and at the heart of it, they’re still people. 
And people have emotions that can’t be ignored.

Figure 1-2: �The stages of grief adapted to organizational changes.

Weathering the storm 
(of emotions)
In this section, we give you an overview of how a large orga-
nizational change emotionally impacts workers as they work 
through the different stages of change.

You announce your new project and the immediately reaction 
is shock. People ask questions: “Why wasn’t I told sooner?” 
“What will this mean to my job?” “How will this affect my 
friends?”

Almost everyone in your organization suddenly stops focus-
ing on the business of business and starts focusing on 
trying to figure out how and why this initiative is happening. 
Productivity falls off the cliff!
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And that’s just the beginning of the process. Because the 
next emotion is denial. After all, the easiest way to not worry 
about something is to pretend it doesn’t exist. It works for the 
ostrich, right? So your people go back to their work, happy to 
pretend that nothing is happening that will affect them. They 
will wait it out. Productivity bounces back slightly.

But the initiative has to move forward, so you begin tapping 
people to participate. This is frustrating to them, because 
denial was getting comfortable. Being forced to face the 
impending reality is a bitter pill. Your people become angry, 
they begin to resist in a whole host of ways, and what’s worse, 
they begin to write the story of what this change really means.

Fortunately for you, this organizational frustration and anger 
can’t last. Like a bad storm, it begins to blow itself out. Then 
the calm sets in. The calm of depression. As your people real-
ize that their anger, frustration, and resistance didn’t stop the 
momentum of the change, they begin to see it as inevitable. 
They become, in a sense, “resigned to their fate.”

This is a period of change where progress stalls; productivity, 
morale, and engagement are at all-time lows. The initiative 
looks permanently stalled. It is what sailors, when sitting in 
the windless part of the sea call the doldrums.

Slowly however, people begin to move. They test the waters, 
they try a little bit of the initiative on for size. They begin to 
experiment. Their experimentation continues as they realize 
that the monster they had created in their minds isn’t real, 
that the horror story they had written about the initiative is 
pure fiction.

The experimentation leads them to decisions. You hope 
that they decide, “I can live with this, this is not so bad; in 
fact, there are some pretty good parts to this.” Productivity 
and morale begin to rebound as people accept that the new 
normal is really going to be okay.

And finally, people reach a place where they can look back 
and laugh. They have adopted the initiative fully and it is 
now part of what they see as, “the way we do things here.” 
Productivity has rebounded and hopefully surpassed preini-
tiative levels.



OCM For Dummies, Deltek Special Edition 14
So this is the journey that you can expect. Why should anyone 
care about managing change? Because this journey can take a 
number of forms — left to unfold on its own it could be a long 
and painful road filled with lost revenue, employee turnover, 
failed expectations, and diminished return on investment.

	 One of your tasks during this time is to work out ways to sup-
port your employees and encourage them to move forward 
in healthy ways. Don’t be affronted by their emotional reac-
tions to change. Understanding that change affects everyone 
(maybe even you) can help make the transition easier and 
more productive.



Chapter 2

Change Is a Choice
In This Chapter
▶	Managing choice to manage change

▶	Framing the issues

▶	Changing the frame

▶	Making the choice to change

O 
n the most basic level, change is a choice. Many leaders 
don’t see it that way, and declare that employees must 

follow the system, as doing so is their job. Yes, that assertion 
is technically correct, but these leaders fundamentally miss 
the heart of the matter: Each person is free to choose how he 
or she uses the system. This chapter details how team mem-
bers view and frame the choices they face, and explains why 
it’s critical for them to choose to be onboard with change.

Managing Change Is  
Managing Choice

Every day, whether you think much about it or not, you make 
dozens and dozens of choices. They begin when the alarm 
rings in the morning and end with the decision to ignore that 
one last thought as you drift off to sleep.

And when you’re at work, you choose how you’ll interact with 
your work world. The choices are many, and there are just 
as many factors you weigh at the intellectual and emotional 
levels when you make those choices. On a broad level, you 
may choose how much effort you’ll put forth in a given day 
or week, how much new work you’ll take on, and the kind of 
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activity in which you’ll engage. At a more granular level, your 
choices may include who you’ll talk to, what specific task 
you’ll work on, and even what you will or will not do with a 
particular system or process.

	 To effectively manage an organizational change, it’s critical to 
understand and accept that people aren’t machines — they 
have choices and free will. Because people are free to choose 
from a broad range of possibilities, your project will only suc-
ceed if the choices you need them to make turn out to be the 
ones they want to make.

	 Many organizations operate from a top-down or rigid hier-
archical approach. The prevalent leadership mindset in this 
type of organization is often referred to as a “power-over” 
approach — the leader’s perspective is, “I have power over 
you, therefore you must do as I say.” If this works, what’s the 
problem? The risk is that people may comply with what they 
are ordered to do, but they may (and most likely will) find 
ways to resist and even sabotage the efforts if they don’t fully 
buy in as co-owner of the choice. Compliance is one thing, but 
acceptance is entirely different. Don’t mistake the two.

Choices Are about Frames
Think about the choices that you and the people in your orga-
nization have. It’s important to recognize that you typically 
see or are aware of only a subset of all the possible choices 
you have. This is a necessary reality. If you constantly had 
to choose between seemingly endless possible paths, you’d 
either go crazy or go nowhere at all.

People have developed the ability to hold a subset of the total 
possible choices apart from the rest, essentially putting them 
in a frame of their own. Think of this like framing the picture 
you want to take in the screen of your smartphone. The entire 
scene around you still exists, but the subject of your attention 
is limited to that small area of focus.

Frames are really nothing more than a set of criteria that form 
a filter. They eliminate the choices that don’t fit in your cur-
rent worldview or mindset so that you have a manageable set, 
as illustrated in Figure 2-1. But make no mistake; the filters 
that make up frames are powerful. If something is outside 
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your current frame, it is difficult to see, harder to understand, 
and nearly impossible to accept. Things outside the frame 
may as well be unicorns or fairy tales as far as your ability to 
rationalize them is concerned.

Figure 2-1: �Options in the frame.

	 Consider what frames are at play as you execute change 
initiatives — but also remember that your own frames might 
be limiting your ability to see the whole picture!

	 To begin to understand the frames that are dominant in your 
workforce, examine the clues in the language people use. 
For example, if the language of your team is rich with such 
phrases as “I will,” “I did,” “I think,” and “I want,” that sug-
gests a strong self-interest frame. And if self-interest is driving 
the frame, that means any choices that involve self-sacrifice 
for a greater good are probably going to fall outside the frame.

Changing the Frame
Chances are there are some powerful frames already in place, 
and they threaten to work against you and the success of 
your project. Some of these frames are shaped by events of 
the past. After all, no organization is perfect — things are 
tried and abandoned, leadership changes bring different 
approaches and philosophies, and market and economic 
changes force difficult decisions.

Each of these experiences has likely left its mark on the 
people of your organization. They’re holding some frames 
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regarding the organization. For example, does leadership 
follow through on promises? Do leaders care about them? Is 
this new change just another initiative in a long line of aban-
doned flavors of the day?

In order to succeed, you must change the frame, but to do 
that you must first understand what frames are in place orga-
nizationally. You’ll typically do this through an organizational 
readiness assessment. The results will determine where your 
organizational frames are, and will help you make decisions 
regarding how to reach through the messages of those frames, 
and expand or add to them.

	 Although the logic of the project or initiative may be flaw-
less, with a sound business case and great potential for 
significant value to the organization, logic is only part of 
what forms peoples’ frames. The most powerful drivers for 
their choices are such emotions as fear and desire as well 
as experience — consider the sentiment of “I touched that 
once and got burned, so I will not do that again.”

	 As you gain a sense of the frames at play in your organization 
and prepare to reach through and beyond them, make sure 
you’re including every approach. When determining your 
messaging, ask yourself if your message reaches the head 
(the reasoning, logical pathway), the heart (the passionate, 
emotional pathway), or the hands (the determinant or active 
pathway). To be effective, you’ll have to address all three.

	 Much research has focused on what motivates people to 
make choices and take action (or not). One of the most widely 
regarded and foundational works on this topic was proposed 
by Abraham Maslow in his 1943 paper “A Theory of Human 
Motivation” in Psychological Review.

In this work, Maslow sets forth a model for understanding 
the path of human needs that underpin (and form the most 
basic of frames for) development, motivation, and choice. 
Figure 2-2 illustrates his model. Keep these needs in mind as 
you consider the frames and choices of the people in your 
organization.
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Figure 2-2: �Maslow’s hierarchy of needs.

Choosing to Change
It should be clear by now that change is complicated. It’s broad 
and obvious (such as, “We have a new system,” or “We’re adopt-
ing a new reporting structure,” or “We’ve acquired a new com-
pany”). At the same time, it’s also granular and personal (“How 
will my job change?” or “Is this something I want to be part of?” 
or “I am excited about new opportunities.”).

	 It really boils down to one simple fact — in order for change 
to be effective, people must choose to change. They can’t be 
forced. They can’t be threatened. A heavy-handed approach 
to change will result in compliance at best, while at worst it 
can lead to disengagement, resistance, and at times subver-
sion of the project or initiative.

The central mission of OCM, therefore, is to understand where 
the organization is in terms of experience, beliefs, and frames, 
and then to create the vision, plan, activities, and inclusion 
necessary so that people choose to participate. You must help 
them see the full range of choices, and then help them under-
stand why selecting the choice that benefits your project is 
the best alternative.
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	 Helping people frame the choices isn’t simply a nice exercise 
to make people feel good. The research is unambiguous, 
revealing benefits to organizations that do this well and take a 
proactive approach.

Just one example of this research is a global survey by Right 
Management involving 28,800 employees responding to ques-
tions on how well their organization manages change. The 
results shown in Figure 2-3 take a visual look at responses 
demonstrating that the best-performing companies were per-
ceived as being much better at handling change.

Figure 2-3: �Change management improves performance.



Chapter 3

The Five Elements of 
Ef  fective Change

In This Chapter
▶	Agreeing upon the vision

▶	Building the plan

▶	Gathering the resources

▶	Gaining support

▶	Measuring the results

S 
ome people say that tackling a large-scale change initiative 
can feel like boiling the ocean. Others will add that the way 

to boil the ocean is one pot at a time. The pots you’ll rely upon 
for OCM are vision, plan, resources, support, and measurement. 
This chapter outlines why it’s critical to have a shared vision, 
a solid OCM plan, plenty of resources to succeed, support of 
the project team, and a way to measure your success at change 
management.

The Vision
By the time an organization approves and funds an initiative, 
you can bet that a great deal of time has been spent discuss-
ing the business case, debating the pros and cons, evaluating 
competing solutions, calculating return on investment, and 
building support and buy-in among the leadership team.

This is all quite necessary, of course, and very important for 
the project. But just like a lot of other important and neces-
sary activities, it’s far from sufficient to ensure the project’s 
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success. Truth be told, after leadership and everyone else 
involved has been through all of this meticulous early activity, 
they may end up with a false sense of security.

	 The reality is, most of the time you’ll find that each person 
involved in a project has a slightly different vision — one that 
is colored by that person’s interests and function. For example, 
finance leaders tend to see the vision of an enterprise resource 
planning implementation as financial reporting and compliance 
rigor. Operational leaders, on the other hand, see it as project 
oversight and management efficiency. Who is right?

The answer is: Both are right. But the answer is also the chal-
lenge, because both of these values are based on just a piece 
of the function. If the vision is allowed to be defined at that 
level, the functional level, then decisions made over time in 
the service of that vision can become increasingly divergent, 
as Figure 3-1 suggests.

Figure 3-1: �Divergent functional visions.

Think of your project in terms of a cross-country journey. Four 
people are preparing to start that journey. They all stand in 
Boston and agree that San Francisco is their destination. Then, 
each takes out a compass and sets a course. As they stand 
in Boston on day one, their compass settings are only a few 
degrees apart. They’ve agreed on the final destination, the 
compass differences seem insignificant, so all is well, right?

	 Not exactly. Here’s the thing. When one person said “San 
Francisco,” two of the others heard “California.” The other 
one was thinking “The Bay Area.” So when they set off on their 
courses, making decisions based on their understandings and 
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personal interpretations, they end up dozens or even hun-
dreds of miles apart. This is what happens with projects when 
it’s assumed that the vision is well understood, but different 
people proceed based on their own perspectives.

To prevent this problem, there must be a clear vision and an 
easily articulated definition of done. That definition must be 
clear enough to be understood and stated in a few sentences 
or less. It must contain enough details to serve as the project 
guidepost. And it must be agreed upon and committed to by 
100 percent of the leadership, project sponsors, key stake-
holders, and the project team.

	 Just because you, the leadership, the evaluation committee, 
and the project team understand and are comfortable with 
the decision to move forward with the project, everyone in 
the organization doesn’t instantly see it your way. After all, 
you’ve likely had months to internalize the many aspects of 
the project, a little bit at a time.

And although you may have reached the point where the vision 
is crystal clear to you and the others involved up to this point, 
odds are that it’s only somewhat clearer than mud to those who 
are just finding out. If that’s complicated by disagreement over 
the “real vision,” then you have a significant challenge on your 
hands.

The Plan
If you don’t know where you are going, any road will get 
you there.

Lewis Carroll

Planning for projects is such a basic but important function 
that businesses have created positions specifically charged 
with managing the effort: project managers. These special-
ists study coursework and earn certifications to ensure that 
they understand the requirements and possess the right 
competencies.

And yet, all too often, there’s no plan developed for the OCM 
part of a project or initiative. Organizations try to wedge 
some activities into the overall project plan or they popu-
late a spreadsheet with a series of messages and call it a 
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communication plan. Such measures fall far short of what’s 
really needed.

To be truly effective, your plan must contain some basic ele-
ments: strategy, governance, timing, and accountability. In 
other words, spell out the overall approach you will bring to 
bear on the changes from a strategic perspective: Will the 
organizational change efforts lead the project, follow the 
implementation, or occur in parallel? You need to be equally 
explicit about how the OCM effort will be managed (gover-
nance) the timing of various work steams as they relate to 
the overall project, and who will be ultimately responsible 
for the activities and their outcomes.

	 What’s truly required for success is a plan that breaks the 
overall project into manageable phases, aligns those phases 
with the specific requirements of the project or initiative (such 
as implementation phases), and then sets forth a sequence of 
activities designed to move from current to future state.

	 Work closely with the project manager or project management 
office in charge of the initiative. Most OCM efforts don’t require 
a separate project manager role, but the activities detailed in 
the OCM plan must be communicated to the person managing 
the project’s overall activity and closely aligned with his or 
her work.

Most often, project managers are experts at managing time-
lines and resources, and they have expertise using project 
management software. They can be valuable allies.

The Resources
The best plans in the world are useless unless there are suf-
ficient resources to execute the plans. From the beginning, 
the OCM team should be actively looking for the necessary 
resources. The people are the most precious resource, and 
hardest to come by. But there are other resources that also 
need to be considered early on, including:

	 ✓	Meeting/team work space

	 ✓	Scheduling and logistics support
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	 ✓	Communication drafting and editing support

	 ✓	Technology support (intranet, shared sites)

	 ✓	Travel and other budgeted items

	 One of OCM’s functions is to expand the involvement and aware-
ness of the project or initiative. With that in mind, you can never 
have too many resources on an OCM team. In addition to the 
work streams detailed in your plan, you’ll find endless opportu-
nities to deploy people as part of a change agent network.

The Support
A particular challenge OCM teams often encounter is being 
“on the outside” of the project. If leadership doesn’t set the 
example early on by providing OCM with a seat at the table, 
OCM’s position and importance are marginalized. This is a 
major barrier for effectively executing the plan and activating 
the change behavior needed to drive success.

Success for an OCM team is often determined by the amount, 
quality, and consistency of leadership support it receives. 
Support can take many forms throughout the course of a 
project.

	 Assume nothing when it comes to leadership support. Be delib-
erate in your outreach and direct in your requests when you 
enlist the support of key leaders.

At the beginning of a project, support is shown as a willing-
ness to participate in alignment and visioning activities, to set 
the tone and example. In the middle of the project support is 
the active provision of resources and holding others account-
able to the OCM activities. At the end, support is providing a 
public example of the new state and ensuring that new behav-
iors become hard-wired.

	 Engage leadership early in the project and be explicit about 
the involvement of leaders. Provide a clear description of their 
responsibilities with regard to the OCM efforts and make that 
part of the OCM project charter.
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The Measurement
In the world of performance, it’s often said that “you get what 
you measure.” This is true for OCM, too. Here’s some food for 
thought: A measured failure, while not ideal, can at least be 
understood and improved upon. Something that’s declared to 
be a failure but not measured offers no helpful takeaways, and 
in any case, that failure is often just an assertion of opinion.

	 Any OCM project must make measurement a key component. 
Some important things you should measure include:

	 ✓	Clear success metrics for the project, including ROI, user 
uptake and adoption, and reduced cycle time

	 ✓	Stakeholder engagement

	 ✓	Organizational awareness

	 ✓	Communication, activity, and other involvement levels 
over time

	 ✓	Feedback

	 ✓	Adoption/behavior changes.

	 Failure to establish measures that are clear and agreed upon 
puts your credibility at risk, along with the overall impression 
of the project’s success. Unless you’re in the ultimate position 
of authority to declare success and have no one question it, 
effective, data-based measures are your most important tool.



Chapter 4

The FAST Approach  
to Change

In This Chapter
▶	Generating a future vision

▶	Arming and preparing

▶	Supporting the process

▶	Transitioning to normal

A 
s co-author Mason often says “Chattin’ ain’t changin’ 
and talkin’ ain’t transitionin’.”

Successful change management requires more than just a 
seat-of-your-pants plan. To effectively execute a success-
ful OCM initiative, you need a framework within which to 
operate.

A number of models and approaches are available. A favor-
ite is an approach called FAST, which evolved from work in 
the area of human performance and draws upon both best 
practices and years of practical experience. FAST is short for 
this approach’s four phases: Future Vision, Arm and Prepare, 
Support, and Transition. This chapter walks through the 
phases of FAST, as illustrated in Figure 4-1.
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Figure 4-1: �The phases of FAST.

Phase 1: The Future Vision
The first phase of the FAST approach is the Future Vision. This 
phase addresses the vision and plan components of change. It 
engages in specific activities designed to ensure that you have 
a clear vision and definition of done, alignment, and under-
standing from your leadership team, and a good understand-
ing of the current state of the organization’s change readiness.

	 The Future Vision phase is the foundation for all subsequent 
activity. Because much of the work in this phase is strategic 
in nature and doesn’t generate deliverables the way project 
teams are used to doing, the temptation is to speed through it. 
You may be tempted to give it a half effort or cherry-pick only 
the most visible parts, like the readiness assessment. This is 
a big mistake! Not only will your sins of omission leave you 
unprepared for the next phase, they will come back in dra-
matic ways to haunt you in the later stages of implementation.

The data you gather from Table 4-1 activities will form the 
basis of your OCM plan.
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Table 4-1	 Gathering Data for Your OCM Plan
Activity Purpose
Align the strategy Ensures that leadership and proj­

ect team members understand 
the role of OCM and that the 
strategy is consistent with the 
project approach.

Determine the future state Ensures that the vision of the 
future state is consistent and 
clearly understood by all, result­
ing in a single agreed-upon vision 
statement.

Assess organizational readiness Captures data around organi­
zational frames, experiences, 
technology, attitudes, support, 
and experience to determine how 
prepared the organization is for 
the contemplated change.

Identify risks and lessons learned Gathers information on previ­
ous changes in the organization, 
what worked well and what 
didn’t, as well as any other risks 
such as resources, capability, 
and the like.

Prepare readiness report and 
populate OCM toolkit

Brings all of the data together 
into a report for the project team 
and key stakeholders. Prepares 
the initial toolkit to track OCM 
activity.

Phase 2: Arm and Prepare
The Arm and Prepare phase picks up where the Future Vision 
phase left off. When you reach this phase, you should have a 
clear picture of where you’re going, and you should have the 
basic elements of your plan in place as you prepare to move 
forward.
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	 The activities in this phase help you deepen your understand-
ing of how two different audiences perceive the project: those 
who will be most greatly impacted by it and those who are in 
a position to have the greatest impact on its success or failure 
(and there may be some overlap). You’ll also embark on one 
of the most difficult but valuable activities of the entire OCM 
project: the functional impact assessment.

This assessment (shown in Table 4-2) takes the logical deci-
sions made during the project’s design phase and evaluates 
the impacts those decisions will have on the very real and 
sometimes not-so-logical roles, processes, policies, skillsets, 
and motives of the people. This work informs everything from 
project team decisions to training plans, from process rede-
signs to policy creation. This is, as they say, where the rubber 
meets the road.

	 A significant challenge of this phase is timing. Remember that 
the project team will have just gone through a grueling pro-
cess of decision and revisions to arrive at a functional design. 
You will likely experience resistance as you begin to put time 
demands on people who are just getting through a long haul. 
Be mindful of this and patient as you stay the course. Failing 
to gather functional impact data will leave you blind to the 
real impacts and unable to make the choices your client 
needs.

Table 4-2	 Arming and Preparing
Activity Purpose
Assess and engage key 
stakeholders

Examines the attitude of key 
stakeholders beyond the project 
team to determine their accep­
tance, denial, resistance, and 
support. Identifies opportunities 
for involvement.

Solidify governance and process Ensures that the organization 
is structured appropriately to 
manage the transition as well as 
the future state. Initiates work 
stream to address significant 
organizational issues.
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Activity Purpose

Develop communication strategy, 
key messages

Leverages data gathered in the 
Future Vision phase and stake­
holder assessment to develop 
a communication strategy, key 
messaging, and a communication 
plan.

Organize and launch transition 
teams

Organizes transition teams of 
three to five individuals to focus 
on specific work streams: com­
munications, process and pro­
cedures, roles and policy, and 
knowledge transfer.

Assess functional impacts Examines the impacts of the 
decisions made during the design 
phase on specific roles, pro­
cesses, and functions in order to 
inform the transition team work 
streams and the project team.

	 Everyone faces his or her own work, pressures, and  
motivations — and that includes the project team, the key 
stakeholders, even members of your OCM team. One client 
says it feels like you’re working a “change project within a 
change project.” Stay the course. Work your plan. You need to 
be the steady, consistent hand on the helm through this time 
of stormy seas.

	 Coordinate closely with the project team and project man-
ager as you enter this phase. During the design phase of an 
implementation project, the implementation team uses all 
the oxygen in the room. Even so, you still need to lay out the 
basic blocking and tackling for your transition teams. When 
the design is done and approved, you should be ready to 
immediately launch your transition team activity and initiate 
the functional impact assessment work.

Phase 3: Support
You’re into the heart of the project now. On the implementa-
tion side, things are probably in the configuration and test-
ing mode. From the organization’s perspective, this is often 
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where the project seems to “go dark.” The activity is nowhere 
near as obvious as it was during design, when demands were 
high. There’s a risk that a lot of the interest, commitment, and 
excitement that has been building up to this point will now 
dissipate.

This is the time where the OCM folks need to double down 
on their primary focus: the people. The project implementa-
tion teams will often take a very protective stance during 
this phase. They may not want their “new baby” (the system 
design) to get picked apart. They will guard information and 
operate on a need-to-know basis. Simultaneously, the broader 
organization will begin speculating and even talking about 
what the implications of the system will be — usually mixing 
rumor and half-truth with outright misinformation.

	 The OCM team has to step into this mix to ensure that the 
right information is flowing to and from the project team. 
Resistance, anxiety, and confusion must be actively sought 
out and not ignored or even worse, squashed or pushed to 
the side.

	 Work during this period involves ramping up the communi-
cations that were started in the previous phase, as well as 
driving additional involvement and awareness while support-
ing the organization’s ongoing preparation for the coming 
changes.

Key activities in this phase pivot off the work done with func-
tional impacts: examining how those impacts might require 
different skills and how to develop strategies for encouraging 
new behaviors and choices. It’s also important to integrate 
with the testing team to gather data and uncover the unex-
pected, so that issues can be dealt with before they become 
problematic surprises at go-live.

This phase also takes the important step of establishing 
formal and informal feedback mechanisms that will provide 
valuable information to the OCM and project teams in time 
leading up to and following go-live. Use Table 4-3 to get this 
phase going.
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Table 4-3	 Assessing Support
Activity Purpose
Assess skill gaps and inform 
training plan

Leverages the information assem­
bled through the functional impact 
assessment to determine the skill 
levels required and the current 
state. Informs the training plan.

Develop incentives and  
motivation strategies

Leverages the functional impact 
assessment to make decisions 
about how to affect critical behav­
iors (those necessary for project 
success).

Evaluate progress and 
respond to issues

Continues to survey, gather feed­
back and assess the stakeholders, 
leaders, and organization to learn 
about attitudes, awareness, support, 
and commitment. Identifies specific 
issues requiring action.

Manage technology issues 
(integrate with testing)

Gathers feedback from functional 
testing on user challenges and tech­
nology issues, and incorporates as 
appropriate into communications, 
training, or risk documents.

Develop and activate feed­
back mechanisms

Prepares formal and informal feed­
back mechanisms for people to 
respond to changes.

	 Leverage the great resources you have. If your company has 
training experts, include them in the evaluation of skill gaps. 
Reach out to HR for ideas on motivation and incentive strate-
gies to drive behavior.

Phase 4: Transition to Normal
Good news, you’re almost to the end of the road, right? Not 
so fast. In some ways, the final phase of FAST is really the first 
phase of the new normal. The Transition to Normal phase is 
critical for establishing the successful direction of the project 
launch, with both leadership and the greater organization. See 
Table 4-4 for a summary of important steps in this phase.
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Before you send your new project off on its own, it’s impor-
tant to make sure of a few critical items:

	 ✓	Does leadership understand its role in sustaining the 
transition?

	 ✓	Are leaders prepared to model the behavior they want 
from the organization?

	 ✓	Are they committed?

	 ✓	Is there resistance, or are there any issues that still need 
to be surfaced?

	 ✓	Has the organization introduced the right incentives to 
drive the desired behaviors?

	 ✓	Have you expanded the appropriate frames?

	 ✓	Has the OCM team identified early wins and celebrated 
them?

	 ✓	Do you know how you’ll measure OCM progress?

	 ✓	Is there a dashboard for those measures?

	 ✓	When will there be a report on progress?

Table 4-4	 The New Normal
Activity Purpose
Enlist leadership commitment Sets clear expectation for leader­

ship about their contributions and 
activity during transition

Manage resistance and intro­
duce incentives

Identifies areas of resistance and 
introduces strategies for enlisting 
support. Develops incentives to 
drive acceptance.

Communicate progress and wins Extends communication activities 
to communicate transition suc­
cess to stakeholders and leaders. 
Identifies and communicates 
success stories from transition.
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Activity Purpose

Develop and implement user 
adoption dashboard

Assembles information from the 
future phase along with user 
adoption metrics gathered during 
the functional impact assess­
ments to develop an adoption 
dashboard.

Assess and measure to show 
results

Gathers data from implementa­
tion, adoption, and transition 
activities to measure progress 
and prepares reports to inform 
stakeholders.

	 Your user adoption dashboard should be a derivative of the 
work you did in the Future Vision phase. Look at the vision 
and the definition of done. Identify the specific activities that 
will lead to those successes, then quantify them. You may 
need to work with the project team and business leaders to 
dial these in appropriately.

	 Transition to Normal is more of an ongoing phase than a 
gated, scheduled activity. When you consider that it takes an 
individual as many as 60 days to develop a new habit, it’s not 
unreasonable to expect a group of individuals (such as an 
organization) to take six months or more.
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Chapter 5

Integrating Change and 
Implementation

In This Chapter
▶	Determining the proper order

▶	Aligning and sequencing activities

▶	Establishing effective governance

S 
o now the project is ready to launch. The OCM team has 
done its best to align with leadership. The project team 

has been selected. Now comes the fun part: integrating with 
the implementation.

The importance of OCM’s role in the implementation can’t be 
overstated. The typical driver for a large-scale system imple-
mentation is some kind of increase in business value. But 
to achieve business value, people must be willing and able 
to adopt new approaches, learn new system interfaces, and 
change the way they create value at their level.

The best implementation in the world can’t achieve this if the 
people don’t get onboard. Implementation is the best oppor-
tunity to get them there. This chapter spells out the ideal con-
nection between implementation and change management.

Which Comes First?
Think about the word first and two meanings typically come to 
mind. There’s first in sequence (this first, that second, and so 
on). And there’s first as in a priority (this is more important 
than that).
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In an implementation-driven OCM project, this is an important 
consideration and a critical nuance. You see, from the project 
team’s perspective, standing up a functioning technology 
comes first both in priority and sequence (and in the opinion 
of some implementation teams, it’s the first and only priority). 
Operating from this frame, decisions are made first around 
project parameters, such as technology, finances, and the 
like. Decisions related to organizational impacts, people, and 
adoption — those things are assigned a lower priority or put 
off completely.

	 Working that way isn’t the best recipe for success. To begin 
with, it sets the project down a path toward a conflict between 
the people side and the technology side, when an integrated 
approach is a whole lot better. Also, it implies a priority frame-
work against which all future project decisions are made — 
technology is more important than anything else.

And finally, this mindset diverts the focus from what should 
be the most important question: “As a result of doing this, 
what do we hope to achieve?” If the answer to that ques-
tion is “A sound technology,” then it makes perfect sense to 
put technology first. But the answer typically is “A system 
that enables our people to create incremental value for the 
organization.”

	 That means the appropriate approach — and the one that 
delivers far greater value to the project and the ultimately to 
the organization — is that OCM is first in order, and coequal in 
priority.

Placing OCM in front of the implementation activity arms the 
project team with a clear set of guideposts. For example, what 
does done look like for the organization? What are the risks 
from an organizational standpoint? Where do stakeholders 
stand and how far will we need to move people to see the 
results that your sponsor expects?

Technology isn’t always easy, but it’s predictable. Technology 
follows a consistent set of rules. People don’t. The answer is 
to work what is predictable and focus on what isn’t.
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Aligning and Sequencing 
Activities

Implementations are demanding. They tax the organization’s 
resources, and require tight management of tasks and time-
lines in order to stay on track. These truths have implications 
for OCM.

	 The fact that implemenation is difficult is why it’s so essential to 
integrate it tightly with OCM and to give deliberate thought to 
the sequencing of activity. For example, consider the design 
phase of a project. At this point, subject matter experts, imple-
mentation consultants, project steering members, business 
process owners, and IT staff are consumed with meetings, docu-
ments, and decisions. It’s difficult to get much if any of their time, 
and not particularly reasonable to expect that you’ll be able to.

Given that reality, the OCM team must sequence its activities to 
work countercyclically with those of the project implementa
tion team, as illustrated in Figure 5-1. As the implementation 
team is consumed with deliverables, the OCM team takes care 
of foundational elements and establishes the basic blocking 
and tackling for the effort, an activity that demands little or no 
time from project team members.

Figure 5-1: �Working countercyclically.
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As the design phase winds down, the OCM team ramps up 
its activity and engages the transition teams to leverage the 
design decisions that have been made. Check Figure 5-2 for a 
sample sequence.

	 Things happen and plans change, so make sure you can adapt 
your activity to the changing conditions. As your schedule 
evolves and you inevitably need to iterate some activities, be 
sure to maintain coordination with the project manager or 
project management office.

Project Governance
One of the factors that helps determine OCM success is gov-
ernance. It’s also of particular interest to effective integration. 
What is governance? Well, it’s shorthand for quite a mouthful. 
Governance officially encompasses these parameters:

	 ✓	Who reports to whom?

	 ✓	What are the escalation paths for issues?

	 ✓	Where can one find the authority and accountability for 
various elements of the project?

You can see why it’s easier to just boil that down into one word: 
governance.

The nature of OCM, and its activities and reach into the orga-
nization, suggest that it needs a place in the governance struc-
ture with:

	 ✓	Sufficient access to controlling leadership

	 ✓	Project authority for scheduling and communication

	 ✓	Input at the steering committee level

	 ✓	Peer status with the project lead/PM/PMO
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Figure 5-2: �Planning the OCM work.
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This means OCM must be placed next to the typical project 
structure as a parallel function, as indicated in Figure 5-3. The 
importance of this approach is that:

	 ✓	Significant OCM issues can be brought immediately to 
the project sponsor’s attention.

	 ✓	The priority and visibility of OCM as a critical success 
factor is elevated.

	 ✓	Actions and activity can be more readily integrated at 
their development (rather than being engineered in later).

Figure 5-3: �A representative governance structure.

	 Many project sponsors and most project teams on ERP imple-
mentation projects have a strong bias for what they know, 
which is typically IT and finance. Whenever possible, try to 
communicate in straightforward language, avoiding OCM termi-
nology. The more you can talk their talk, the better your mes-
sage will be received.

	 A fundamental difference between OCM and implementation is 
the nature of the thinking approach. Project implementations 
typically involve people who are linear thinkers, and they plan 
linear activities (activity one leads to activity two, then three, 
and so on.)

OCM, on the other hand, requires systems thinking and involves 
activities that are systemic in nature (activity one leads to activ-
ity two, but influences activity three and four, while activity two 
may lead back to activity one or three, activity five covers a 
range of other activities, and so on).
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So what is systems thinking? In his book The Fifth Discipline, 
Peter Senge defines it as

. . .a way of thinking about, and a language for describing 
and understanding, the forces and interrelationships that 
shape the behavior of systems. This discipline helps us to see 
how to change systems more effectively, and to act more in 
tune with the natural processes of the natural and economic 
world.

	 In other words, nothing in a system is black and white, or as 
straightforward as it seems. Perhaps you’re running a naming 
contest for the new technology. In doing so, you’re also simul
taneously affecting the system by increasing awareness, 
engendering a sense of ownership, and gauging interaction 
and participation.

It’s a whole different way of thinking, and this difference in 
approaches is often a disconnect between the OCM and imple-
mentation teams.
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Chapter 6

What about Culture?
In This Chapter
▶	Understanding the implications of culture

▶	Seeing how culture impacts OCM

▶	Asking the right questions

T 
here’s a saying in the consulting community that “Culture 
eats strategy for breakfast.” Nothing could be more true. 

And it’s not just strategy that culture snacks on; it’s execution, 
innovation, resilience, and change, among other things.

In many ways, an organization is its culture. How the employ-
ees interact with each other and their clients, what their beliefs 
are about the company and its mission, the speed and quality 
of execution, innovation, and growth — these are all strongly 
connected to and influenced by the organization’s culture. This 
chapter explores the critical role of culture and OCM’s task in 
understanding it.

Understanding the Implications 
of Culture

What is culture? The dictionary refers to dishes of bacteria, or 
society’s customs and attitudes, among other definitions.

	 What about organizational culture? You hear that phrase a lot, 
and it can mean anything from “This is a great place to work 
because the people are nice” to “We are a culture of execution — 
execute or be executed.” But talk to an organization’s leaders, 
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and there is often very little understanding about the origins or 
the implications of their organization’s culture — or even what 
the culture is.

At the foundational level, culture is really a summary term. It 
is the result of experiences that the people of an organization 
bring from their lives combined with the experiences they 
have in the organization (usually leadership-driven). These 
experiences form their beliefs (frames), which inform their 
actions, interactions, and responses (see Figure  6-1).

Figure 6-1: �An individual’s role in the organizational culture.

The implications of culture, as you can see, are significant. A 
person’s beliefs serve as the gate for all decisions on action: 
how the person interacts with and responds to management 
requests, how that person treats fellow employees, the sense 
of urgency (or complacency) that the person brings to the 
job. These are all supported or inhibited by the nature of the 
organizational culture.
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The Effects of Culture  
on Change

	 It’s not difficult, then, to make the connection to OCM. If 
leadership has made promises in the past about changes 
that turned out not to be true — there would be no layoffs 
and there were, the system would be easy to use and it was 
not, the new structure would create opportunity and it did 
not — then the belief system, the frames installed in the cul-
ture, will treat the next change as not credible.

Table 6-1 shows some examples.

Table 6-1	 Defining Culture through Experience
Past experience Belief Action
Many initiatives 
started and not 
completed.

We don’t follow 
through.

I won’t participate 
this time because it 
will never get to the 
finish line.

Project teams are 
forced to do their 
own jobs as well 
as the project work 
with no additional 
support.

If you join a project 
team you will have 
no life beyond work.

I want work-life bal­
ance so I will not join 
project teams here.

People who par­
ticipate and execute 
are valued and 
promoted.

I believe that what I 
do will be recognized 
and rewarded.

I will look for oppor­
tunities to participate 
in initiatives.

If this were the extent of one’s personal and organizational expe-
riences, things would be a bit more manageable. Unfortunately, 
that’s not the case. Right between personal and organizational 
experiences are the inferred experiences everyone shares 
within the organization, as illustrated in Figure 6-2. These are 
the stories, the empathy with the plight of others, and the insti-
tutional memory that preceded you.
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Figure 6-2: �Where inferred experiences fit in.

In Gordon Stephenson’s now-famous experiment involving five 
monkeys, it became very clear that the notion of “this is how 
we do things here” is very real and can be demonstrated.

In the experiment, negative feedback was used to on five 
monkeys. The monkeys were sprayed with cold water when 
they went for bananas. One by one, the monkeys were 
replaced, but none of the newcomers ever got the negative 
reinforcement.

Despite that, the new monkeys each learned not to go after 
the bananas. They each learned the lesson of “this is how we 
do things here.”

	 Make every effort to learn about the culture within your organi-
zation, particularly the “this is how we do things here” norms. 
Don’t try to take these on directly or argue against their valid-
ity. Instead, look for ways to work with, through, or around 
them.
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	 You need to be aware of the culture and its potential impacts 

on your ability to effectively manage the OCM activities. Pay 
close attention and the cultural barriers will be easy enough to 
see. And if you discover them early on, call a timeout and have 
a deliberate project risk conversation with project leadership. 
Together, you may be able to identify a path to success.

A Change within a Change
If you’re like a lot of people involved in change management, 
you may find yourself facing a project involving the implemen-
tation of a major ERP system. Congratulations, and let the fun 
begin! The good news from an OCM perspective is that the 
implementation team needs your help, and in many cases has 
even admitted it.

The not-so-good news is that OCM and the typical ERP imple-
mentation teams are from different planets (for more on this, 
see Chapter 5). These two teams see things differently, the 
OCM team’s processes are often nonlinear, and the teams use 
language and approaches that are unfamiliar to one another.

So you have a change within a change. You will have to work 
your magic (assessment, understanding frames, communica-
tions, involvement) with the project team before, during, and 
as you work on the large-scale change. Take a look at Table 6-2 
for an example of what these different views mean.

Table 6-2	 Understanding Different Teams’ Views
OCM’s View Project Team’s View What It Means
A connected system 
of people.

A connected system 
of technology.

Technology obeys 
consistent rules of 
programming, people 
do not; therefore 
OCM activities and 
processes may seem 
“touchy feely” or not 
make sense to the 
typical technologist.

(continued)
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OCM’s View Project Team’s View What It Means

Technology as an 
enabler to a busi­
ness result.

Stable, functioning 
technology as an end 
in itself.

The project team’s 
focus here may at 
times put them in 
opposition to OCM’s 
work streams. If 
OCM’s activities are 
not seen as contrib­
uting to the system’s 
function, they may 
be viewed as less 
valuable.

Technology should 
conform to people 
and allow them 
to achieve incre­
mentally valuable 
outcomes.

People need to learn 
how the system func­
tions in order to get 
the results they need.

Often this conflict 
leads project teams 
to mistakenly believe 
that all they need to 
do is train the people 
to use the system. 
OCM’s view is that 
the system should 
first be aligned to 
the people and their 
work and then should 
enable them to 
create value.

	 To accomplish this, your best ally is the question mark. 
Continually ask questions that lead the way to the important 
point: If people don’t use the system, then what? One of the 
most effective questions is simple: “As a result of doing this, 
what do you hope to achieve?” Ask it and apply it frequently.

Table 6‑2 (continued)



Chapter 7

Top Ten Keys to 
OCM Success

In This Chapter
▶	Engaging leadership

▶	Understanding the impacts

▶	Measuring success and evaluating failure

I 
f you’ve read the chapters leading up to this point, you 
know about the components of managing organizational 

change. This book gives you a handy system for managing 
the process, explores alignment with project implementa-
tion, and examines the role of culture. What else do you 
need to make it work? Here are ten keys to making change 
successful.

Engage Leadership  
Early and Often

If you don’t have visible, consistent, and committed lead-
ership support, your OCM efforts are doomed. Yeah, that 
sounds kind of alarmist. But it’s the truth.

Given that, it’s absolutely essential to engage leadership 
immediately — it’s the first key to success. From a timing 
perspective, you should do this just as soon as the project 
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is green-lighted, and well before kickoff. Here are some spe-
cific actions to consider:

	 ✓	Prepare and present a list of leadership responsibilities 
and accountabilities.

	 ✓	Conduct a strategic alignment meeting.

	 ✓	Draft and discuss a project vision statement.

	 ✓	Create an OCM leadership council and schedule meetings 
for the duration of the project.

	 ✓	Determine, document, and specifically request acknowl-
edgement on project governance and authority for OCM.

	 Leaders are busy people. In most cases, they’ve gotten where 
they are by asserting their points of view and acting with con-
fidence. If you’re pushing for leadership engagement and you 
get your hair blown back, don’t be intimidated. Keep in mind 
that in OCM, in particular when it comes to the leadership, 
your job is to tell clients and those in charge what they need 
to hear, which may not always be what they want to hear.

Establish and Enforce 
OCM Governance

A smoothly functioning project needs effective governance 
(otherwise, it’s not likely to be smoothly functioning). 
Governance is critical to an effective OCM initiative. It’s not 
uncommon to see OCM rolled into or under the PM/PMO. 
Sure, this makes sense on paper, but in practice it creates a 
gap between key leadership and project governance, critical 
OCM decisions, and support. At times, the result is a conflict 
of competing priorities with the implementation team, and 
guess who usually ends up taking a back seat? Yep, the OCM 
team.

	 Establish at the outset that OCM is a key project success 
factor, and differentiate it from the project management func-
tion. To be successful, you need direct access to the project 
sponsor and a seat at the table within the steering committee; 
not the back seat.
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Integrate and Coordinate 
with the Project Team

One of the challenges OCM teams face is that the nature of 
their activity is, by default, often nonlinear. If you hope to be 
effective, you’ll need the ability to dovetail your activities into 
(and at times piggyback onto) the activities managed by the 
PM and the project team. They are, of course, linear think-
ers, so remember that they might be on another page in that 
regard.

And keep in mind that while you clearly know how critical 
OCM is as a project success factor, what’s staring the project 
team in the face is a massive technology undertaking. That 
means it’s important to have the support of the PM and 
project team, and not be viewed as a nuisance who creates 
extra work for them.

Communicate, Communicate, 
Communicate

It’s impossible to overstate the importance of communication 
to the success of your OCM efforts. In fact, many people take 
a look at the level of communication associated with effective 
OCM programs, and they assume that OCM and communica-
tion are one and the same. Obviously, there’s a whole lot more 
to OCM than communication, but it’s true that communicating 
early and often is one of the core strategies.

	 Always ask yourself, “Who needs to know, when do they need 
to know, and in what form, format, and quantity can they best 
receive the information?” This will help you keep your mind 
on effectively sharing information as the workload of docu-
ments and deliverables increases.
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Leverage Transition Teams 
and Expand Participation

One of the most important functions of the OCM team is to 
expand participation and awareness of the project. Gaining 
more participation helps drive a sense of ownership for the 
solution across the organization. Implementation teams are 
often small, compared to the overall organization, and they 
tend to control membership and access to information tightly. 
Your job is to reach out.

	 By engaging the transition team approach, OCM expands the 
reach of the project beyond the typical IT and finance experts, 
giving more of the “average corporate citizen” a sense of 
belonging in the project.

Finally, make no mistake: You will not succeed alone. To 
achieve what you need to achieve, you have to delegate effec-
tively. Transition teams are the best way for you to delegate 
and manage the key workstreams for OCM success.

Understand the Impacts  
of the Change

Newton’s first law of motion states: An object at rest will 
remain at rest unless acted on by an unbalanced force. An 
object in motion continues in motion with the same speed and 
in the same direction unless acted upon by an unbalanced 
force. This law is often called “the law of inertia.”

	 Change can be thought of as an “unbalanced force.” People 
are moving in a constant direction as they work. They’re 
comfortable. And then comes change. It is important to under-
stand the true nature of the unbalanced forces you are inflict-
ing: How will the work change, what will you do more of, what 
will you stop doing? Understanding and cataloging the extent 
and nature of these impacts allows you to make good deci-
sions on how to help people adapt to them.
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Transfer the Knowledge
One of the most common impacts of change is that people 
don’t know what to do and how it should be done. It is impor-
tant for us, therefore, to create the roadmap that gets every-
one to the same destination. Quite often, you may fall back on 
simply “training” people without giving them true knowledge. 
This is insufficient for success.

For change to be successful, you need to create a knowl-
edge transfer plan. More than just training, this plan should 
account for all the ways that people can acquire the knowl-
edge they need, and that you need them to have, in order to 
make the system and the change a success. This knowledge 
transfer can include reference cards, expert users, interactive 
FAQs, help desks, desktop procedures, process maps, coach-
ing, or classes. Whatever the choices you make, they should 
be made deliberately from the insights of the function impact 
assessment — they can’t be left to chance.

Uncover Resistance and 
Encourage Feedback

Resistance is a pain, and who likes negative feedback? That’s 
why people tend to avoid these “unpleasantries” whenever pos-
sible. This is particularly true of the folks on project implemen-
tation teams. They frequently feel so overwhelmed by the tasks, 
technology, and timeline, their instinct is to control information 
tightly and hope to avoid resistance or negative reactions.

	 A typical result of this mindset is what reality shows call “the 
big reveal.” And although the big reveal may be exciting when 
there is a brand-new house waiting, or an extreme personal 
makeover, there’s a good chance a big reveal will be troubling 
for the person who finds out that his or her entire way of 
working has suddenly changed.

It’s up to you to take a different view of the people who resist. 
In fact, it’s best to actively seek out resistance so that you can 
work to understand the source of concern. Yes, you can avoid 
resistance or pretend it’s not there, but that doesn’t mean it’s 
not there. It will, sooner or later, surface and harm your project!
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Create Incentives
In life, people are moved by two primary drivers: fear and 
desire. This is also known as the fight or flight instinct 
response. Research says two things about these responses: 
They both get results, and they both have different outcomes.

	 When initiating change, organizations can overuse their 
power — creating in the workplace a fear of losing a job, fear 
of a poor performance rating, or fear of reprisal from a peer or 
manager. These fears set up a negative cycle of behaviors and 
responses. And although playing on these fears may get short-
term results, the responses from employees are generally not 
truly productive. Fear incites compliance, not engagement, 
and the long-term consequences to the organization’s culture 
can be devastating.

Far better is to create incentives for people to opt-in to the 
program. When people choose to participate (as opposed to 
participating out of fear) they contribute at a much greater 
level. These incentives don’t need to be elaborate and can 
often involve only recognition as a reward.

Measure Success and 
Evaluate Failure

Measurement is the final key to success. Work tirelessly with 
your project sponsor and project team to establish measures 
of success. Socialize them throughout the project. Create and 
install the mechanisms through which success will be mea-
sured and report on them at an agreed-upon frequency.

	 You can deal with, learn from, and react to a failure that has 
been measured. As for a failure that has simply been declared 
as such — well, in the absence of measurement, that’s just 
someone’s point of view. Declared failures are an opinion war, 
and in that kind of conflict, there’s never a winner.
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Resources

Web Resources
Deltek’s Change Management Page: Learn more about Deltek’s 
fail-safe change management services that can help your busi-
ness manage change effectively and proactively prepare your 
employees for changes of any scale. Find it at www.deltek.
com/consulting/change-management.

Deltek Costpoint HR Solution Suite: Deltek Costpoint HR 
enables firms to track and maintain critical employee infor-
mation throughout the employee’s life cycle with the firm. 
Costpoint HR also offers integrated on-boarding, recruiting, 
learning management, and performance management solu-
tions. Find out more at www.deltek.com/HR.

Change Management Forum: This site offers ongoing dis-
cussions about change management across a wide array 
of business, political, and social landscapes. The site also 
includes links to other change resources. Find it at http://
changemanagementforum.blogspot.com.

Prosci: Prosci’s site offers insight into change management 
as a practice, the history of the discipline as well as links 
to tools and training in their ADKAR model for managing 
change. ADKAR is one of the most widely recognized models 
for change management. Find it at www.prosci.com.

Fred Niklos: A comprehensive bibliography of books on orga-
nizational change and design compiled by Fred Nikols. Find it 
at www.nickols.us/change_biblio.pdf.
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Technobility: This page offers a collection of articles on the 
area of change. Their purpose, according to the site, is “to trans-
form the act of Managing Change from something we dread, 
to something we approach with skill, insight, wisdom and an 
increased chance of success.” Find it at www.technobility.
com/docs/menu-managing-change.htm.

The Management Library: This page offers a useful collection 
of articles, links to books, definitions, and general information 
on change. Find it at http://managementhelp.org/organ
izationalchange/#anchor81397.

Better Business Learning: This link offers a series of simpli-
fied videos and illustrated poster-type references on the 
various aspects of organizational change. Find it at http://
betterbusinesslearning.com/change-management-
resources/#.VAcGzZgg-70.

Conferences
Deltek Insight Annual Conference: Deep-dive into Organi
zational Change Management with Deltek University master 
instructors! Most organizations view the system as the solu-
tion, when in fact it is only an enabler. What your people do 
and how your organization functions are the real solutions to 
your business challenges. At the annual Insight conference, 
Deltek presents a structured approach to moving your people 
and your organization from the “way we have always done it” 
to the way you need to do it to win.

ACMP annual conference: The Association of Change 
Management Professionals hosts an annual conference on 
change management. The conference provides professional 
development, collaboration, and knowledge-sharing with 
global experts and practitioners.

The Change Management Conference: Hosted by The 
Conference Board, this two-day conference brings together 
executives and thought leaders involved in driving transfor-
mation change in their organizations.
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Glossar y

change agents: Individuals acting in the service of a 
change initiative. These individuals often act in a com-
munication or data-gathering capacity.

change champion: A key stakeholder, ideally in a senior 
leadership role, who provides support and visibility to the 
change efforts.

change fatigue: A condition that results from too many 
changes. Often leads to change resistance.

change management: Change management is a structured 
approach for managing the people side of change that 
incorporates tools and processes in order to predictably 
achieve business results.

end state (also called to-be): The desired outcome of 
change efforts.

functional impact assessment: An analysis of the specific 
impacts to functional areas and actual work. Provides a 
foundational data set for decision making on transition.

gap: The difference between the present state and the 
desired future state.

organizational change management (OCM): The methodi-
cal alignment of multiple parts of the organization in serv
ice of achieving a desired future state using a structured 
approach and toolset and integrating individual change 
management principles.

readiness assessment: An assessment of the organiza-
tion’s expectations, attitudes, and preparedness to adopt 
and adapt to changes.
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resistance: Efforts invested to slow, delay, or otherwise 
obstruct progress toward change. Can be active or 
passive.

sponsor: The person responsible for the project. Typically 
holds the financial decision-making authority.

stakeholder: Individual or group who has an interest in 
or will be affected by the proposed change.

transition teams: Teams assembled within an organi-
zational change initiative around specific work streams 
and activated as a multiplier for the core change team’s 
efforts.

vision: The imagined end state for the change initiative. 
A visual description of what the organization will be and 
will look like after the change is successful.
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