ORGANIZATIONAL CHANGE MANAGEMENT (OCM)
- Preliminary position paper

Purpose
This paper describes the initial steps in the development of Organizational Change Management
(OCM), a new Critical Capability (CC) of the IT Capability Maturity Framework (IT-CMF). OCM consists
of a maturity assessment and an accompanying Body of Knowledge to support an organization’s
improvement efforts. An initial overview of the literature related to managing organizational change
is described, based on a review of 30+ academic and practitioner publications. Core themes are
identified and used to define an initial taxonomy for OCM. This initial structure was further refined
and developed in collaboration with industry and academic experts to ensure it both reflects and
supports contemporary organizational realities and best practices in organizational change
management.

Organizational Change
There is widespread agreement amongst scholars and change experts that successful change is
difficult to achieve [1][2][3][4][5][6]. Yet, despite these apparent difficulties, organizations have little
choice but respond and adapt to the dynamic business environment. There is an imperative both to
adapt to market changes, as well as to integrate, and potentially benefit from, ongoing technological
innovation. The speed, magnitude, and lack of predictability of change has ensured that it is becoming
an increasingly important capability for contemporary organizations [3]. Since the work of Kurt Lewin
[7], a myriad of models and approaches have been proposed to guide and increase the success of an
organization’s change efforts. Prominent amongst these are Deming’s Plan-Do-Study-Act (PDSA) cycle
[8] and Kotter’s 8-step model, depicted below [9]. These influential models continue to exert
influence on the contemporary ways of thinking about change. Indeed, there are few scholars who do
not continue to credit Lewin’s 3-stage model unfreeze-change-refreeze as the basis for their thinking
[10].

IVI © 2018 - Page 1 of 9

Figure 1: Kotter's 8-step model (1995)

Early models of change tended to emphasize a planned and managed approach, with an emphasis on
change leadership [11]. While these factors remain important aspects of organizational change, more
recent emphasis has incorporated processual or emergent views of change [12][3], continuous change
[10], and a greater focus on the employee or ‘recipient’ roles [11][13]. Nonetheless, the importance of
competent leadership remains a central topic and enabler of success [1][4][14][15][16]. Successful
change programmes require visible commitment and involvement from senior management,
including a strong sponsor to guide the programme [17][18][19], and a professional steering or
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guiding coalition to ensure appropriate oversight and adequate resourcing [4]. This includes ensuring
that change leaders and agents have the right competences, such as the ability to communicate the
need for change, mobilize support for change, and evaluate the implementation and impact of the
change [14]. A number of scholars have focused explicitly on the relationship between employees and
leaders, showing that the quality of the relationship affects a positive influence both on employee
performance [15] and commitment [16] to the organizational change programme. Quality of
relationships is measured by the presence of shared obligations, respect, and trust, and increases
both interpersonal communication and the exchange of resources. This type of leadership is described
as ‘Transformational Leadership’, where leaders can communicate a shared vision, and work closely
with, and inspire confidence in, their teams [15][16].
More recently, the focus has shifted from a view of those affected by change as passive ‘recipients’ to
a more active role [20]. It is now recognized that change management involves the buy-in and active
participation of all those affected by it [11][13]. Similarly, the emphasis has shifted from a focus on
change resistance, to a focus on the importance of change readiness [21][5][20][11][22][23]. The
concept of change readiness can be traced back to the first stage, ‘unfreezing’, in Lewin’s 3-stage
process [5][20]. Change readiness, in this context, is the ‘cognitive precursor of the behaviors of
resistance to or support for organizational change’ [21], that is, it is an aspect of people’s attitudes
and beliefs towards the organization, the impending change, and their own part in it. This, in turn,
plays a determining factor in people’s level of support for the change. Armenakis and Harris’s
institutionalizing change model, depicted below, shows how messaging should be crafted around
recipients’ 5 key beliefs: discrepancy (need for change), appropriateness (appropriateness of the
change), efficacy (organizational capability to implement the change), principal support (leader
commitment), and personal valence (benefit to the recipient), which will positively influence buy-in to
change [21].
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Figure 2: Armenakis and Harris 'institutionalizing change' model (2009)

Factors that have been identified as crucial to enabling successful change, such as in Kotter’s 8-step
model, are also considered instrumental in change readiness. These include communicating a clear
and compelling vision and sense of urgency, empowering change participants, and mobilizing support
and commitment [11]. Key to generating early commitment is to accurately diagnose and
communicate the ‘need for change’ [24][25]. Initial diagnosis is seen as critical, as “change efforts
designed based on faulty diagnoses are unlikely to be successful” [5]. Equally critical, however, is
ensuring that the need for change is communicated and understood by change participants [24][26].
Additional change enablers include senior management commitment, appropriate allocation of
resources, effective working relationships, as well as rewards, training, and employee participation
[27].
Organizational culture is another key factor affecting change outcomes [28]. Sometimes considered
the softer side of change management [26], culture is nonetheless an instrumental factor in both
determining and constraining what people do [10]. Culture has been shown to have an influence on
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readiness [22] and on the level of overall support and cooperation from change recipients [23]
Equally, it has been shown that organizations wishing to adopt new technologies and approaches,
such as Agile methodologies, or DevOps, first and foremost require a cultural realignment [29]. An
organization’s culture also plays a determining factor on individual’s ethical behaviour and adherence
[30]. Underlying all successful change efforts is effective and persuasive communication: ‘without
credible communication, and a lot of it, the hearts and minds of the troops are never captured’ [31].
However, communication as an effective change enabler is not simply concerned with imparting
information, it also covers meaningful engagement, fostering active participation, and developing
interpersonal relationships built on trust [24][5][23][15][16]. The need to effectively communicate the
vision for change is a core theme across the literature [24][15][32].
Although the work of readying the organization for change dominates the academic literature, the
actual implementation of change is, of course, key to change efforts. This starts with developing a
cohesive change strategy, and translating the strategy into operational goals and deliverables
[24][17][32][25]. This corresponds to stage six in Kotter’s model, where managers ‘actively look for
ways to obtain clear performance improvements, establish goals in the yearly planning system,
achieve the objectives, and reward the people involved with recognition, promotions, and even
money’ [31]. Kotter is insistent on the importance of creating short-term wins. Planning for, attaining,
and achieving short-term goals will, he maintains, create the momentum necessary to sustain focus
and a sense of urgency throughout the change programme [24]. Successful implementation also
involves measuring success and analyzing outcomes using appropriate metrics [17].
Finally, in order to ensure change success, changes must be sustained [5][32][25] or institutionalized
[24]. Planning for sustainability post-change is something that should be part of the earliest stages of
the change programme. Recipient participation is considered a key determinant of sustainable change
[5][25]. Another is drawing a clear connection for people between the new ‘approaches, behaviours,
and attitudes’ and the subsequent improved performance [9]. Feedback and learning, both at the
organizational and individual change agent level, are also central to the organization’s ability to
implement and sustain successful and continuous change [8][25][33][20].

OCM Capability Improvement
OCM is a new critical capability in IT-CMF. It is based on academic research, and developed in
collaboration with industry and academic experts to ensure it both reflects and supports
contemporary organizational realities and best practices in managing organization change. OCM
consists of a maturity assessment and a suite of artefacts to support capability improvement,
including a set of Practices, Outcomes, and Metrics (POMs) and an informational Masterdeck. The
core categories and Capability Building Blocks (CBBs) of OCM are detailed in Table 1 below.
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Table 1: OCM Categories and Capability Building Blocks (CBBs)

Category

Capability Building Blocks
Governance and Steering
Team Building and Participation

Change Leadership

Communication and Engagement
Organizational Change Culture

Change Readiness

Need for Change
Change Models and Methodologies
Strategy

Change Transition

Planning
Implementation
Impact

Change Sustainability

Embedding Change
Evaluation and Learning

References
[1]

J.P. Kotter, ‘Leading change - why transformation efforts fail’, Harv. Bus. Rev., pp. 96–103, Jan.
2007.

[2]

N. Jansson, ‘Organizational change as practice: a critical analysis’, J. Organ. Change Manag., vol.
26, no. 6, pp. 1003–1019, Oct. 2013.

[3]

B. Burnes and P. Jackson, ‘Success and failure in organizational change: an exploration of the
role of values’, J. Change Manag., vol. 11, no. 2, pp. 133–162, Jun. 2011.

[4]

M. Brännmark and S. Benn, ‘A proposed model for evaluating the sustainability of continuous
change programmes’, J. Change Manag., vol. 12, no. 2, pp. 231–245, Jun. 2012.

[5]

A.A. Armenakis and S.G. Harris, ‘Reflections: our journey in organizational change research and
practice’, J. Change Manag., vol. 9, no. 2, pp. 127–142, Apr. 2009.

[6]

S.H. Appelbaum, S. Habashy, J. Malo, and H. Shafiq, ‘Back to the future: revisiting Kotter’s 1996
change model’, J. Manag. Dev., vol. 31, no. 8, pp. 764–782, Aug. 2012.

[7]

K. Lewin, Field theory in social science: selected theoretical papers. Harper, 1951.

[8]

W.E. Deming, The new economics for industry, government, education. Second Edition.
Cambridge, Massachusetts: The MIT Press, 1994.

[9]

J.P. Kotter, ‘Leading change: why transformation efforts fail’, Harv. Bus. Rev., 1995.

[10] K.E. Weick and R.E. Quinn, ‘Organizational change and development’, Annu. Rev. Psychol., vol.
50, no. 1, pp. 361–386, 1999.
IVI © 2018- Page 6 of 9

[11] R.T. By, B. Burnes, and C. Oswick, ‘Change management: the road ahead’, J. Change Manag.,
vol. 11, no. 1, pp. 1–6, Mar. 2011.
[12] A.M. Pettigrew, ‘Contextualist research and the study of organization change processes’, in
Doing research that is useful for theory and practice, Jossey-Bass, 1985.
[13] R. Thomas, L.D. Sargent, and C. Hardy, ‘Managing organizational change: Negotiating meaning
and power-resistance relations’, Organ. Sci., vol. 22, no. 1, pp. 22–41, 2011.
[14] J. Battilana, M. Gilmartin, M. Sengul, A.C. Pache, and J.A. Alexander, ‘Leadership competencies
for implementing planned organizational change’, Leadersh. Q., vol. 21, no. 3, pp. 422–438, Jun.
2010.
[15] M.Z. Carter, A.A. Armenakis, H.S. Feild, and K.W. Mossholder, ‘Transformational leadership,
relationship quality, and employee performance during continuous incremental organizational
change: Leadership and performance’, J. Organ. Behav., Feb. 2013.
[16] J. Shin, M.G. Seo, D.L. Shapiro, and M.S. Taylor, ‘Maintaining employees’ commitment to
organizational change: The role of leaders’ informational justice and transformational
leadership’, J. Appl. Behav. Sci., vol. 51, no. 4, pp. 501–528, 2015.
[17] Project Management Institute, Ed., Managing change in organizations: a practice guide.
Newtown Square, Pennsylvania: Project Management Institute, Inc, 2013.
[18] D. Grant and R.J. Marshak, ‘Toward a discourse-centered understanding of organizational
change’, J. Appl. Behav. Sci., vol. 47, no. 2, pp. 204–235, Jun. 2011.
[19] V. Hope Hailey and J. Balogun, ‘Devising context sensitive approaches to change: The example of
Glaxo Wellcome’, Long Range Plann., vol. 35, no. 2, pp. 153–178, Apr. 2002.
[20] M. Choi, ‘Employees’ attitudes toward organizational change: A literature review’, Hum. Resour.
Manage., vol. 50, no. 4, pp. 479–500, Jul. 2011.
[21] A.A. Armenakis, S.G. Harris, and K.W. Mossholder, ‘Creating readiness for organizational
change’, Hum. Relat., vol. 46, no. 6, pp. 681–703, Jun. 1993.
[22] D.T. Holt, A.A. Armenakis, H.S. Feild, and S.G. Harris, ‘Readiness for organizational change: The
systematic development of a scale’, J. Appl. Behav. Sci., vol. 43, no. 2, pp. 232–255, Jun. 2007.
[23] S. Oreg, M. Vakola, and A. Armenakis, ‘Change recipients’ reactions to organizational change: A
60-year review of quantitative studies’, J. Appl. Behav. Sci., vol. 47, no. 4, pp. 461–524, Dec.
2011.
[24] J.P. Kotter, Leading change. Boston: Harvard Business School Press, 1996.
[25] J. Hayes, The theory and practice of change management, 4th edition. Houndmills, Basingstoke,
Hampshire; New York, NY: Palgrave Macmillan, 2014.
[26] H.L. Sirkin, P. Keenan, and A. Jackson, ‘The hard side of change management’, Harv. Bus. Rev.,
vol. 83, no. 10, p. 108, 2005.
[27] M. Vakola and I. Nikolaou, ‘Attitudes towards organizational change: What is the role of
employees’ stress and commitment?’, Empl. Relat., vol. 27, no. 2, pp. 160–174, Apr. 2005.
[28] R.A. Jones, N.L. Jimmieson, and A. Griffiths, ‘The impact of organizational culture and reshaping
capabilities on change implementation success: The mediating role of readiness for change’, J.
Manag. Stud., vol. 42, 2005.
IVI © 2018- Page 7 of 9

[29] M. Rajkumar, A.K. Pole, V.S. Adige, and P. Mahanta, ‘DevOps culture and its impact on cloud
delivery and software development’, in 2016 International Conference on Advances in
Computing, Communication, Automation (ICACCA) (Spring), 2016, pp. 1–6.
[30] J.G. Cullen, Work, ethics and organizational life. Cork, IE: Oak Tree Press, 2016.
[31] J.P. Kotter, John P. Kotter on what leaders really do. Harvard Business Press, 1999.
[32] D. Skelsey, D. King, R. Sidhu, and R. Smith, The effective change manager: change management
body of knowledge (CMBoK), 1st ed. Change Management Institute, 2013.
[33] A.H. Van de Ven and K. Sun, ‘Breakdowns in implementing models of organization change’,
Acad. Manag. Perspect., vol. 25, no. 3, pp. 58–74, 2011.
[34] D. Turner and M. Crawford, Change power: Capabilities that drive corporate renewal. Allen &
Unwin, 1998.

IVI © 2018- Page 8 of 9

Contributing Authors
Louise Veling, Research Fellow, Innovation Value Institute
Catherine Crowley, Research Fellow, Innovation Value Institute
Alistair Russell, SVP Advisory Services, CIO Connect
Dr. John Cullen, Senior Lecturer, School of Business, Maynooth University
Laura Mc Quillan, Agile Change Consultant, Hawthorn Tree Consulting
Philip Gorman, IT Strategy, Ernst & Young
Angelo McNeive, Principal Consultant, Stepstone Consulting
John MacHale, Consulting Director, NashTech

About IVI
The Innovation Value Institute (IVI) is a multi-disciplinary research and education establishment cofounded by Maynooth University and Intel Corporation. IVI researches and develops management
frameworks to assist business and IT executives deliver digitally enabled business innovation. IVI is
supported by a global consortium of likeminded peers drawn from a community of public and private
sector organizations, academia, analysts, professional associations, independent software vendors,
and professional services organizations. Together, this consortium promotes an open ecosystem of
research, education, advisory support, international networking, and communities-of-practice. IVI is
supported through Enterprise Ireland’s and IDA’s Technology Centre programme.

Contact IVI
For more information on this capability, IT-CMF and other IT management topics, or on becoming a
member of IVI’s international research consortium, please visit www.ivi.ie or contact us at:
ivi@nuim.ie or +353 (0)1 708 6931.

Innovation Value Institute, IVI, IT Capability Maturity Framework, and IT-CMF are trademarks of the
Innovation Value Institute. Many of the designations used by manufacturers and sellers to distinguish
their products are claimed as trademarks. Where those designations appear in this document, and the
Institute was aware of a trademark claim, the designations have been printed with initial capital
letters or all in capital letters.

IVI © 2018- Page 9 of 9

