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What is Change Management?What is Change Management?
• The methodology that integrates change and 

ability to adapt into the organization

• An organized, systematic application of knowledge, 
tools, and resources of change that provides 
organizations with a key process to achieve their 
basic business strategy

• The planning, initiation and control process for 
implementing a new idea or process into an 
organization from idea stage to a stabilized 
organization with the change implemented

Lorenzi et al. (2004:59-60) Managing Technological Change
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Change Management in Projects Change Management in Projects 
–– both before and afterboth before and after

• Change Management comes 
ideally both before and after 
Project Management

• There is a tendency to focus on 
Change Management as a 
management discipline and 
forget or under estimate 
execution of changes

• Change Management can be 
seen as an independent 
management discipline like 
line management and project 
management

Project
Mgmt.

Change
Mgmt.

Line
Mgmt.

Project

Manage

Execute

Project Management

Change Management

Execute project tasks

Execute Change tasks
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The Change Management modelThe Change Management model
must be integrated with the Project Modelmust be integrated with the Project Model

describes
Project

Management
Models

Merge

describes
Change

Management
Models

Integrated
Model

Theory about Project Management

• Project Management
Body of Knowledge

• IPMA Competency
Baseline

• etc.

Theory about Change Management

• Leading Change
(John P. Kotter)

• Forandringsledelse
(Jan Bendix &
Ole Steen Andersen)

• etc.

Gap between two worlds!

The split between the two domains is stereotype to clarify the message. The two domains will 
“touch each other” in praxis although very often only superficially
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Example ofExample of
an integrated modelan integrated model

Source: US Department of Defense (1994): Framework for Managing Process Improvement

Planning
- Strategic
- Business
- Improvement
- Measures

Process
reengineering

Execution
- Implement
- Deploy
- Operate
- Maintain
- Improve

Enterprise
reengineering

Organizational
Change Management

Technical
Change Management

Organizational Infrastructure

Technological Infrastructure

External Environment

Socio-economic      Geopolitical      Technological      Commercial
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Planned changes are not possible,Planned changes are not possible,
but good preparation is mandatorybut good preparation is mandatory

Source: Finn Borum (1995) Om planlagt forandrings umulighed, i Steen Hildebrandt og 
Erik Johnsen Ledelse II – 10 danske professorers bud på aktuel ledelse

• Project Managers do typically 
think in structures and linear 
sequences (many project 
models is based on this 
assumption) 

• When we as project manager 
works with change manage-
ment we do use the same 
toolbox but that does not work 

• We need to work with new 
tools and “manage in chaos”
by using improvisation

ImprovisationPlanningChange management

LocalUniversalChange strategies

UncertainCertainChange tools

ChaoticLinearChange Processes

ProcessesStructuresOrganizations

Alternative 
Opinion

Traditional 
Opinion
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Change Management must beChange Management must be
an integral part of both projectan integral part of both project
& line organization& line organization

Project Office
& Communication

Product Technical
Account manager

Change
Management

Value
Realisation

IT & Technology Application Business Test & Roll-out

Program
Management

Steering
committee

= Change agents

Project organization

Dept. A1

Division A

Dept. B1

Division B

Dept. C1

Division C

Upper
Management

Line organizationVery tight 
cooperation 

required
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Performance drop after go livePerformance drop after go live

Performance level

Go Live

Performance drop

Time
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Issues causing Issues causing 
performance dropperformance drop

(X)XManual workarounds
XDisillusionment because of too high expectations
XLack of organisational adjustment
XWrong, or insufficient training

XDelivery time
XXProcedural errors
XBusiness logic errors built into the application

XApplication errors
XXNew application, and how the business uses it

OrganisationalTechnicalIssues causing performance drops
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Business case for CMBusiness case for CM
-- when CM is not plannedwhen CM is not planned

Previous
performance level

New
performance level

1            2            3          4            5           6 7      Months    

105%

100%

90%

80%

Performance

Time

With 
non-planned CM

Loss

Gain
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Business case for CMBusiness case for CM
-- when CM is plannedwhen CM is planned

Previous
performance level

New
performance level

1            2           3           4            5           6 7      Months

105%

100%

90%

80%

Performance

Time

With
planned CM

Loss

Gain
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Business case for CMBusiness case for CM
-- substantial benefit when CM is plannedsubstantial benefit when CM is planned

Previous
performance level

New
performance level

1            2           3           4            5           6 7      Months

105%

100%

90%

80%

Performance

Time

A larger gain
– and much earlier

A loss that we will 
not experience
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Experience from implementing Experience from implementing 
SAP/R3 ERP ApplicationSAP/R3 ERP Application

• Magnitude of change will be greater than imagined
• The most resistance will not appear until after 

implementation (i.e. after go live) 
• Managed change may be expensive, but the costs 

are minor compared to unmanaged change

Source: Nancy H. Bancroft, Henning Seip & Andrea Sprengel (1998) Implementing 
SAP/R3 - How to introduce a large system into a large organization
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Define the burning platform!Define the burning platform!

• The term “The Burning Platform” is used 
to name the process where the 
individual consciously decides that the 
cost of the status quo, i.e. affiliations, 
relationships, work environment, skills, 
etc. is greater than the cost of change. 
No one changes without this key driver.

• An organisational burning platform 
exists when maintaining the status quo 
becomes prohibitively expensive. The 
change itself may be costly, but when 
the present course of action is even 
more expensive, the burning platform 
situation erupts.

The term “the burning platform” comes 
from a superintendent, who in 1988 –
contrary to what he had learned – jumped 
150 feet off a burning oilrig into very cold 
water in the North Sea.

He knew he would not be able to survive 
more than 20 minutes in the icy water, but 
he also knew that he would die if he stayed 
on the burning oilrig.

So he chose an uncertain death instead of a 
certain death. The cost of maintaining the 
status quo had become too high. The 
superintendent lived to tell us “it was either 
jump or fry“.
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Understand Change CapacityUnderstand Change Capacity

• Change capacity in the 
organisation can be seen at 
individual level, group level and 
organization wise level and one 
need to consider that change 
capacity can be very different at 
these level.

• Change capacity at individual 
level is very different from 
human to human. All humans 
have a certain change capacity, 
which is defined by intellectual 
and psychological preconditions. 
Some changes is perceived as 
small like changes in society for 
example pollution while others 
as a divorce is always perceived 
as a big change which might hit 
the shock limit. This is shown at 
figure to the right

Different changes

A
da

pt
at

io
n 

re
qu

ire
m

en
t

Serious
illness

Divorce

Pollu-
tion

Reorgani-
sation

New IT
application

Individual Change Capacity

Shock limit
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DonDon’’t skimp on change managementt skimp on change management

• Firms often either minimize or internalize change management 
components of consultants’ proposals. While this may make sense from a 
cost standpoint, it can considerably increase the project’s risk –
especially if the company simply redeploys current HR staff to handle 
this stream of work. 

• Firms must view change management as a skill like application 
configuration – and only choose to do this work internally if they possess 
the right expertise. So don’t severely pare change management from the 
vendors scope of work unless you really know what you’re doing

Source: Choosing The Right CRM Consultant – Forrester April 2003
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Change Management Change Management 
Lessons Learned from projectsLessons Learned from projects
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Lessons learned fromLessons learned from
CRM Project (1 of 2)CRM Project (1 of 2)

• Manage expectations
– It is important not to oversell
– Set the right level for expectations

• Change Management planning vs. execution
– Plan and manage centrally
– Execute decentralized
– Understand that different parts of the organization may have different needs

• Process and system development must go hand-in-hand
• Training must be properly planned

– Don’t start training until the processes and the system is known
– Don’t train people until the Go-Live date is certain – otherwise training must 

be repeated
– The systems to be used must be available – both processes and system
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Lessons learned fromLessons learned from
CRM Project (2 of 2)CRM Project (2 of 2)

• Change Management should continue long time after Go-Live
– Many of the real frustrations do not surface until after Go-Live
– The Change Management activities must not become invisible after Go-Live
– Huge projects impose huge changes – so be prepared with help teams after 

Go-Live – some groups may still need extensive help long after GO-Live.
• Management commitment

– A high degree of management commitment is an unconditional requirement
– Management commitment must be very visible

• Communication & information
– Information about release management (bugs resolved, etc.) must be 

communicated to both middle management and end-users
– A high level of communication demonstrates seriousness
– High level of communication is a good way to prove that we are progressing
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ERP ProjectERP Project: CM should focus: CM should focus
on both management & executionon both management & execution

Change Management

Manage Change Management
o Initiating & Closing
o Planning & Controlling

Execute Change Management
o ExecuteFOCUSFOCUSFOCUSFOCUS
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Recommendations fromRecommendations from
ERP projectERP project

• Establish a Change Management framework (a kind of project model for 
CM)

• Use historic data from ERP project to estimate the effort to perform CM 
activities

• Establish the CM organization in the project with the following functions:
– Central CM group as a staff to Program Management (facilitator for CM tasks)
– CM Agents in all business related project group (estimate real effort needed 

to perform the tasks)
– CM Agents in line organizations (the target organizations)

• Monitor and control CM activities in the same manner as other project 
activities 

• Accept that CM is a heavy task also after operation (maybe 6-12 month 
depending on project size and complexity) Last, but not least learn from 
the ERP project experience!
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Change Management ModelChange Management Model
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High level scope: High level scope: 
Change Management main activitiesChange Management main activities

Commitment management
To ensure commitment in the line organization at all 
relevant levels. Sell the project and get commitment

Expectation management

Organizational development 

Training

Communication & information 

Anchoring of applications and 
processes in organization 

Performance management

Im
p

ro
v
is

a
ti

o
n

Setting the right expectation to the result  which will 
be delivered by the project
Establish overall objectives and define Key 
Performance Indicators (KPI’s) for target organization

Develop organization to be able to manage the 
result of the project after go live

Training of people (class-room training, on the job 
training, mentoring, coaching etc.)

Establish relevant channels for communication & 
information both internal and external to the project.

Support, coaching, motivation, conflicts & crisis 
after go live
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Change Management planChange Management plan

• Project Management of 
change management

• Change Management 
project integration

• Prepare Change 
Management (CM) plan

• Mobilize CM organization 
within project and line 
organization

• CM awareness training

• Assess change capa-city, 
change factors, product 
related changes

• Def. feedback system
• CM project integration
• Commitment mgmt.
• Expectation mgmt.
• Performance mgmt.
• Communication
• Organizational dev.
• Change Mgmt.Training
• User training
• Improvisation
• CM as part of test & roll-out

• Collect & analyze from 
feedback system

• Management follow-up
• Support team follow-up
• Ad hoc leadership 

(improvisation)
• Communication & 

information during support
• Support, train and coach 

management and users

Phase independent
activities 

Analysis & Design Implementation Anchoring
(support)

Go live

x months y months
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Commitment ManagementCommitment Management

• Commitment from all stakeholders is 
necessary to make a change
–The commitment (or resistance) is 

different at different levels in the 
organization

–Commitment building takes time, as 
people go through different stages of 
commitment building
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Stages of commitment Stages of commitment 
buildingbuilding

• Make sure people 
climb upwards

• Decide what level 
of commitment is 
necessary for 
each stakeholder
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Expectation ManagementExpectation Management
• Based on the stakeholders identified, the expectations for each of 

the stakeholders must be established and confirmed either through 
interviews, questionnaires or the like.

• Emphasis must be put on the fact that the stakeholders may have 
different expectations based on a number of conditions, i.e. earlier 
experience, present work situation, wishful thinking, hearsay, lack 
of knowledge, etc.

• Expectation management goes hand in hand with communication 
and information, and appropriate messages that fit the stakeholders 
must be developed. On some levels less information is needed, and 
on some other levels more in-depth information may be necessary.

• Based on the actual expectations that stakeholders have, it may be 
necessary to adjust these expectations if they are not aligned with 
the project’s planned deliverables.

• During the course of the project the expectations should be re-
examined from time to time to ensure that expectations and the 
projects goals and deliverables are always aligned.
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Performance ManagementPerformance Management

• Based on the fact that a performance drop will be experienced, it is 
necessary to establish the present performance of the organisation 
and the work processes that the project will have an effect on.

• This is the only way that a performance drop can be measured. The 
risk is – if a solid performance basis has not been established – that 
rumours and other non-factual hearsay will put pressure on the 
project to deliver a performance improvement that has not been 
the goal of the project.

• The metrics that shall be used to measure both the project’s 
performance and the line organisation’s performance should 
preferably take their starting point in the business case for the 
project.

• Furthermore, the metrics shall be used to identify areas where 
specific implementation problems are causing problems for the 
operation after Go-Live
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Structure forStructure for
Performance ManagementPerformance Management

Early
Operational

Measurements

Project
Metrics

Longer-Term 
Business 
Benefits

Performance
Management

Harvest 
Business
Benefits
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Example of Example of 
performance measurementperformance measurement

Transactions for manual re-work

0

5000

10000

15000

20000

25000

30000

25-01

01-02

08-02

15-02

22-02

29-02

07-03

14-03

21-03

28-03

04-04

11-04

18-04

25-04

02-05

09-05

16-05

23-05

30-05

06-06

13-06

20-06

Excessive workload after Go-Live
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Roadmap Performance Roadmap Performance 
Mgmt.Mgmt.

Early 
Operational

Measurements
(KPI’s)

KPI’s for
Performance

Mgmt.

Business 
Benefits
(KPI’s)

Implement
measurement
organization

Base lining

Reporting Reporting

BC
follow-up

Measure
Performance
after Go-Live

Go-Live

Performance-
initiated

adjustments

Information

Project
Metrics
(KPI’s)

Pilot
Measurement
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The schedule for Performance ManagementThe schedule for Performance Management

Go-Live

Preparation
• Identify needed KPI’s
• Gap analysis
• Establish missing KPI’s
• Measurement org.

Establish baseline
• Measure KPI’s weekly
• Create reports
• Evaluate if processes

are in control

Measure performance
• Create reports
• Meet and discuss
• Create workarounds and adjust processes
• Distribute information

~ 3 months

Daily measurements Weekly measurements

~ 4 weeks 3 – 4 months
(or even longer)

Business case follow-ups after 6 months
12 months

Business Case
Business case 
provides input to 
KPI’s

Performance measurements 
provides input to

Business Case follow up
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Communication & Communication & 
InformationInformation

• Communication should support these 
activities
– Management of expectations
– Commitment building 
– Information to all stakeholders

• It is important to decide on
– What messages shall be sent?
– through which channels?
– when and how often?
– Who is supposed/allowed to communicate it
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Project Communication Project Communication 
ModelModel

Communication
Plan

Target
audiences

Messages

Channels

Timing and frequency

Communicators

Measure
communication
effectiveness

Feedback and adjustments



ProConsulting Change Management v1.00Page 37 - © ProConsulting 2005

ProConsulting

Scope of Communication Scope of Communication 
PlanPlan

• The communication plan should cover
– structure, timing and contents of external

communication in the project

• Project-internal and project-specific 
communication is not included
– The project manager handles this through 

status meetings, status reports, presentations, 
etc.
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Build communication kitsBuild communication kits

• Communication kits should support
– All groups of stakeholders with need for communication and 

information
• Communication kits should answer questions like:

– What is in it for me?
– What is in it for the organization?
– What is in it for us?
– What is in it for them?

• Think of it as concrete questions for the stakeholders, e.g. 
for a certain group of employees the questions could be:
– How will it affect my job situation and me? - Will I be 

transferred? – Will I loose my job?
– How will my skills be updated? – Will I receive new training?
– Why are we doing this project? – What are the project’s goals?
– What kind of improvement do we want to achieve?
– Are we trying to reduce cycle times? – How much?
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Map stakeholders to communication Map stakeholders to communication 
channels and activitieschannels and activities
Example:Example:

Channel Subtype (activities) O
w
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r
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C
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P
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Communication 
meetings & kick-offs

Presentations, road-shows, In-
person meetings, etc. X X X X X X X

Intranet Continuous project information 
update using the project 
homepage (X) X X X X X

House magazines Articles X X X X X X
Newsletters via E-mail or printed - also 

"reprint" on intranet homepage
X X X X X

Status meetings & 
minutes

Project status information
X X X X (X)

Customer newsletters Customer-minded newsletter 
for warning or publicity X

Newspapers, TV, etc. Press releases, press kits X

Internal External
Target groups
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Monitor the value of Monitor the value of 
communication (1)communication (1)

• Communication is one of the most crucial change 
management activities
– Everybody ”sees” it
– Everybody wants more information
– Everybody think they have been ”kept in the dark”

• Therefore: measure the effect in order to improve
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Monitor the value of Monitor the value of 
communication (2)communication (2)
• Measure that the communication has achieved its goal

– Was the objective met?
– Was the messages perceived as expected?
– Has the communication created more commitment towards the project?
– What do we need to improve?

• Conduct assessments of the stakeholders understanding of the 
project.
– What does the project deliver? – What is the project’s goal?
– Do you know when the Go-Live date is? – Will it affect you?
– Will it affect someone you work with? – How?
– Did you have any questions? – Were they answered?
– Do you feel that you are getting enough information about the project?
– Do you know if any training is needed? – Do you know the training plan?

• Make periodical assessments using the same ”high level” questions 
in order to measure growing commitment to the project (example 
questions):
– Have you heard about the project?
– When was the first time you heard about the project?
– How did you hear about the project?
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Organizational Organizational 
developmentdevelopment

• The project introduces both a new technical platform and changes to 
the processes in the organisation. It must be analysed if the present 
organisational structure and its roles and responsibilities need to be 
changed after Go-Live i.e. from an AS-IS organization to a TO-BE 
organization

• Based on this TO-BE organization, a new set of roles and responsibility 
descriptions should be made. The implementation must be planned in 
cooperation between the HR consultants and line managers in the 
relevant organisational areas. It is a responsibility of the line managers 
– not the project itself - to implement the organisational changes.

• The organisational changes must be monitored and measured by the
Senior Management in the organization
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Training (1 of 2)Training (1 of 2)
• A training concept and a training plan, including a training 

schedule, must be made.
• Application and processes training: Based on a training 

needs assessment the following questions should be 
answered and be used as input to the training plan:

– Which departments need to be trained? Both end-users and 
supporting departments must be taken into consideration.

– Does some departments have special needs, e.g. fitting the 
training schedule with the work planning schedules?

– The number of people that needs to be trained, and in what? 
Local training requirements – contrary to universal training 
requirements – may exist due to the nature of the work a 
department or workgroup performs.

– Can the training be done in-house? Or should it be done 
elsewhere?

– Can a train-the-trainer principle be implemented?
– Is e-learning available?
– Do we need special training facilities, e.g. a special training 

environment?
– Etc.
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Training (2 of 2)Training (2 of 2)

• Change Management Training to different 
stakeholders:

–Executive and senior management
–Line managers 
–Project members
– It must be examined if all relevant managers and Key 

stakeholders have been trained and if that training has 
been effective enough to achieve its goal. If not, then 
some of the training must be repeated.

• The training must be monitored and its progress 
and success (effectiveness) measured. Identify 
KPI’s, set up goals and develop measurement 
procedures. Perform measurement and follow up 
to see if the training achieves its goal. If not, 
then adjust and repeat the training.
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Anchoring of applications and Anchoring of applications and 
processes in organization (1 of 2)processes in organization (1 of 2)

• Anchoring of applications and processes in the organisation is 
the toughest part of the change management activities and it 
is here that Change Management shall do a difference.

• The challenge after go live is to keep the overview and it is 
very easy to loose track of things i.e. what is a big problem? 
And what is a small problem?

• The table on next slide shows some examples of challenges, 
issues and problems related to Change Management focus
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Anchoring of applications and Anchoring of applications and 
processes in organization (2 of 2)processes in organization (2 of 2)

Change Management 
focus areas 

Challenges, Issues & Problems 

Project Management of 
Change Management 

• The management task of Change Management is very critical and difficult after go live 
• It is very easy to loose control after go live 

Project Integration • Alignment of Change Management activities with other project activities continues after go live 
Impact assessment • We need to “keep an open eye” on the impact that changes are causing.  We need to 

establish specific actions / task forces if the impact is much higher than anticipated during the 
earlier phases  

Change Capacity • Is the calculated change capacity available?  
• How do we cope with “missing change capacity” 

Commitment 
management 

• Is the anticipated commitment available? 
•  

Expectation management • Do we have to adjust the expectation setting after go live and based on experience during 
rollout, go live etc? 

Performance 
management 

• See description in this presentation 

Communication & 
information 

• Communication about status, bugs, workaround is crucial after go live and anchoring period 
so we need to monitor communication & information in order to adjust or even redesign 
channels, type of information etc. 

Organizational 
development 

• Some organizational development (OD) will have to happen in the anchoring period because 
we can’t foresee all the changes that will hit the organisation 

• Implement planned OD activities in this anchoring period 
Training • Perform additional training in application and processes 

• Coach and support users 
Improvisation • Is our improvisation strategy working? 

• Are the resources available to manage improvisational tasks needed in the anchoring period? 
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Improvisation (1 of 2)Improvisation (1 of 2)

• Planned changes are not possible, but good preparation is 
mandatory. This section describes how Improvisation can be 
used as an integral part of Change Management.

• Improvisation is used in many organizations for example Fire 
Stations, Emergency Rooms in hospitals, Jazz Musicians etc. 
This means that we can learn from other organizations about 
improvisation.

• An Improvisational Model for Change Management: We can 
define two assumptions about change based on experience 
and research of implementation projects:
– The changes associated with implementation projects 

(technology) constitute an ongoing process rather than an event 
with an end point after which the organization can expect to re-
turn to a reasonable steady state.

– All the organizational and technical changes made during the 
ongoing implementation project cannot, by definition, be 
anticipated ahead of time.
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• We can derive three different types of changes based on 

these assumptions:
– Anticipated changes: These are changes planned ahead of 

time and occur as intended (could also be called planned 
changes). Anticipated changes are “planned” before Go-Live..

– Emergent changes: Changes that arise spontaneously from 
local innovation and that are not originally anticipated or 
intended. Emergent changes happen after Go-Live. These are 
un-wanted changes, but may be necessary to overcome certain 
tasks – and this was not planned!

– Opportunity-based changes: Changes that are not 
anticipated ahead of time but are introduced purposefully and 
intentionally after Go-Live in response to an unexpected 
opportunity, event, or maybe even a breakdown.

– The three different types of changes will happen in no 
predefined way. The organization needs to understand and react 
according to types of changes, which involves improvisation.


