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Agenda

1. Digital Transformation, Refresher

2. Organizational Change Management (OCM)
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The use of technology to radically improve performance, service and 
the impact of your organization.

What is digital transformation? 

TIP: It’s not just another buzzword. It’s an intellectual framework for 

you to apply to your organization’s strategic planning. How are you using 

technology to improve things for your stakeholders (e.g. participants, 

employers, employees, trustees, etc.)?
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Organizations that digitally transform will connect more closely to 
those they serve and speed innovation and efficiencies.

What’s the point?

REMEMBER: We are in a service business. IT itself is a service 

department. So what’s the point? Being the most service driven (IT) 

department to enable our organization to provide the best service to our 

customers/participants?
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The Elements of Digital Transformation

• Improve customer 
understanding

• Enhance customer 
experience with 
digital products

• Digitize customer 
touch points

1st Pillar: 
Transform Customer 

Experience

• Process digitization 
by automation

• Enable staff via 
virtualizing 
workspaces

• Performance 
management via 
data

2nd Pillar: 
Transform Operational 

Processes

• Digitally modified 
business operations

• Introduce new digital 
only business 
products/services

• Digital globalization—
digitize throughout 
your organization

3rd Pillar: 
Transform 

Business Models
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 IT leaders are now judged on how they connect IT and 
organizational assets to audiences (participants, employers, etc.)

All organizations, as we shift to the cloud, now have access to all the 
same applications and so all organizations can provide similar 
experiences over mobile devices and multiple channels

So it is not about the backend systems it is all about how quickly you 
can, as the IT leader,  propose innovations and make them happen 
in the organization to create new additional products and services 
enhancements or productivity gains or useful business 
information…as well as improved quality

Embrace Integration as the 
Primary Role of the IT Leader
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 IT must now understand and empower 
its peers and participants 

 IT has to understand the organization’s 
strategy for all areas of the service, but 
also know what the organization needs 
before the rest of the team does. 

 IT has to know the goals the business 
is actually trying to reach. 

 IT has to enable not only current 
projects but future capabilities

Create Capabilities, Not Projects

6
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As the IT leader how can you help your organization 
digitally transform?

Become a strategic partner to the business
Embrace integration as the primary role of the IT leader
Create capabilities, not projects
Be an agent of positive change

Your Role

7
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Agenda

1. Digital Transformation, Refresher

2. Organizational Change Management (OCM)
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To achieve any project or program’s objectives, change must 
be managed

Any digital transformation initiative means that you are starting a 
project or program that will depend on users and stakeholders to 
give up their old way of doing things. In some cases, change will 
force people to become novices again, leading to lost productivity 
and added stress, at least initially. 

For example, you might need people to:
• Adopt new tools and procedures.
• Comply with new policies.
• Learn new skills and behaviors. 
• Understand and support new processes.

To ensure project success and maximize benefits, you need to set 
aside time to plan and facilitate user behavior and stakeholder 
sentiment around change.

Resistance to Change—Any Change—Is Inevitable
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Organizational Change Management (OCM) is a framework for 
managing the introduction of new business processes and 
technologies to ensure stakeholder adoption. 

OCM involves tools, templates, and processes that are intended to 
help project leaders analyze the impacts of a change during the 
planning phase, engage stakeholders throughout the project 
lifecycle, as well as train and transition users towards the new 
technologies and processes being implemented.

OCM is a separate body of knowledge, but as a practice, it is 
inseparable from both project management or business analysis.

Organizational Change Management Goes Hand in 
Glove with Digital Transformation
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Leaders often overlook some of the most 
powerful influencers of organizational change:

 Engagement: The “engagement” approach (rather than simply 
“communication”) turns stakeholders and users into advocates who 
help boost your message, sustain change, and realize benefits without 
constant, direct intervention.

 Quick wins and bright spots: People are more likely to buy into 
large-scale, longer-term change if they see concrete benefits and 
successes with relatively low effort on their part. 

 Emotional appeals: People are often swayed by irrational factors such as 
emotional appeals or the likeability of the person delivering a message 
(e.g. people perceived to be more similar to an audience tend to be more 
trusted and influential). Specifically, organizational change initiatives are 
more persuasive when they instill a sense of importance, urgency, and 
shared purpose or belonging.

 Cultural factors: Some changes require deeper changes to people’s 
habits and assumptions, such as the tacit understanding of what constitutes 
“success” or what “risky” behavior looks like (e.g. agile project methodologies 
involve cultural change to let go of the rigorous planning paradigm and embrace 
the iterative approach; it’s essentially a moral issue in the way it engages people’s 
sense of “right and wrong”).

 Environmental factors: You need to change the environment to change people’s habits. People naturally 
gravitate to the path of least resistance. For example, if you want people to keep their data more up to date, 
look for ways to make it easy and provide compelling visualizations that make it interesting.

Change Management Requires
a “Soft,” Empathetic Approach

Human behavior tends to 
be a planning blind spot, 
especially for IT-centric 
projects and those with 
technology backgrounds. 
People don’t follow rules 
and instructions in the 
same prescribed and 
predictable way that 
technology does. 
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Step 1: Define project goals, structure, and scope
Review past successes and shortcomings to assess your organizational change management 
capabilities. Identify strengths to leverage and weaknesses to address.
Step 2: Identify and analyze the impact of coming change
Begin to apply organizational change management best practices to a specific project. Identify 
risks and opportunities by analyzing the impact of anticipated change across multiple dimensions 
of the organization.
Step 3: Establish a Stakeholder Engagement Plan
Build momentum by establishing the core leadership and vision for the change. Identify 
opportunities for engagement to maximize buy-in and quality of feedback. Make sure the right 
people will be involved at the right times.
Step 4: Develop an Organization Change Management Playbook to manage 
change around your project
Determine the action plans for executing, communicating, measuring, and reinforcing change 
around the current project. 

Digital Transformation Projects Should 
Follow an OCM Process for Successful Change
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Tie Organizational Change Management to Project Structure

Impact 
Assessment

Stakeholder 
Engagement

Communications 
Execution

Evaluation & 
Monitoring

Transition 
Planning

Training Quick 
Wins

Digital Transformation Project Progression Example

Solution DeliveryPlanning Requirements

Use requirements activities 
as opportunities to engage 
stakeholders and users.

Start assessing 
the impact of 
change during 
requirements 
stages.

The requirements sessions 
inform the development of the 
change management playbook 
(including communications and 
training strategies and plans). 
Change managers need to 
collaborate with vendor and 
service solutions teams to 
ensure scope and schedule 
stay aligned.

Adoption of 
change is a 
key to benefits 
realization. 
Don’t declare 
the project 
over until 
adoption of 
change is 
proven.

Training needs 
to be well 
timed to 
coincide with 
implementation
.

Communications 
should occur early 
and often, 
beginning well 
before change 
affects people and 
continuing long 
enough to reinforce 
change by 
celebrating success.

Celebrate 
early 
successes 
to show that 
change is 
working.



14

Blueprint for Organizational Change Management

Prepare for Change Identify and Facilitate Change
Adoption Throughout the Organization

Assess the organization’s readiness for change.
• Perform a project level assessment. 
• Perform an OCM capabilities assessment.
• Perform a change management SWOT analysis.
• Define goals and scope.
• Define a change vision.
• Highlight the goals and benefits of the change.
• Refine your change story.
• Define success criteria.

OCM Capabilities Assessment Tool (2a)

Ensure stakeholders are engaged and ready for 
change.
• Assess leadership support for change
• Involve the right people in change and define roles.
• Define methods for obtaining stakeholder input.
• Perform a stakeholder analysis.
• Analyze the impact of all changes on internal and 

external stakeholders across all four core business 
processes and their sub processes.

• Establish communication requirements.
• Establish training requirements.
• Identify objections.
• Produce objection handling messaging.

Stakeholder Engagement Workbook (4)Project Level Assessment Tool (1)

(Define) Goals and Scope Canvas (3a) 

OCM SWOT Analysis Canvas (2b)

(Define) Vision Canvas  (3b)

OCM Impact Analysis Tool (5)

OCM Objection Handling Canvas (6a)

OCM Objection Handling Messaging Canvas (6b)

OCM 
Playbook
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Defining the project level will help determine how much effort and 
detail is required to complete the project successfully.

Step 1: Estimate the Overall Difficulty and 
Effort Required to Manage Organizational Change

• High risk and complexity. 
• Projects that affect multiple lines of business and have 

significant costs and/or risks.
Examples: ERP implementation, corporate merger, business 
model innovation, benefits administration system, etc.

• Medium risk and complexity.
• Projects with broader exposure to the business that present a 

moderate level of risk to business operations.
Example: Move or renovate locations, migrate to cloud 
productivity apps, workforce mobility initiative, implement 
service management, institute a PMO, etc.

• Low risk and complexity. 
• Routine projects with limited exposure to the business and 

low risk of negative impact.
Example: infrastructure upgrades, application refreshes, etc.

Level 3

Level 2 

Level 1

Use the Project Level 
Assessment Tool (1)

Use the OCM Capabilities 
Assessment Tool (2a)

Use the OCM SWOT 
Analysis Canvas (2b)
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Great visions:
 Tell a story: they describe a journey with a 

beginning (who we are and how we got here) 
and a destination (our goals and expected 
success in the future).

 Convey an intuitive sense of direction (or 
“spirit of change”) that helps people act 
appropriately without being explicitly told what 
to do.

 Appeal to both emotion and reason to make 
people want to be part of the change.

 Balance abstract ideas with concrete facts. 
Writers call this “moving up and down the 
ladder of abstraction.” Without concrete 
images and facts, the vision will be 
meaninglessly vague. Without abstract ideas 
and principles the vision will lack power to 
unite people and inspire broad support.

 Are concise enough to be easy to 
communicate and remember in any situation.

Step 1: Solidify the Vision of Change 
to Reinforce and Sustain Commitment

Questions to address in your vision:
• Why is there a need to change?
• How will the change benefit the 

organization and its people?
• How have we confirmed there is a 

need for change?
• What would happen if we didn’t 

change?
• How will the change leverage 

existing strengths–what will stay the 
same?

• How will we know when we get to 
the desired state?

Use the Goals and 
Scope Canvas (3a) 

Level 1 projects don’t need vision.
Level 2 projects often benefit from clear, concise, concrete vision.
Level 3 projects require compelling vision to energize many people 
toward a unified goal over a sustained period of time.

Use the Vision Canvas (3b) 

Vision can be powerful but is difficult to craft. As a result, vision statements 
often end up being ineffective (but harmless) platitudes.
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Step 1: Involve the Right People 
to Drive and Facilitate Change

Illustrative Roles
 Project manager: Has primary accountability for project success.
 Senior executive project sponsor: Needed to “open doors” and signal 

organization’s commitment to the change.
 Technology SMEs and Architects: Responsible for determining and 

communicating requirements and risks of the technology being 
implemented or changed.

 Business unit leads: Responsible for identifying and communicating 
impact on business functions, approving changes, and helping champion 
change.

 Product/process owners: Responsible for identifying and communicating 
impact on business functions, approving changes, and helping champion 
change.

 HR specialists: Most valuable when roles and organizational design are 
affected, i.e. change requires staff redeployment, substantial training (not 
just using a new system or tool but acquiring new skills and 
responsibilities), or termination.

 Training specialists: If you have full-time training staff in the organization, 
you will eventually need them to develop training courses and material. 
Consulting them early will help with scoping, scheduling, and identifying 
the best resources and channels to deliver the training. 

 Communications specialists (internal): Valuable in crafting 
communications plan, required if communications function owns internal 
communications.

Use Stakeholder 
Engagement Tool (4)

Level 1 projects tend to only 
require involvement from the 
project team, sponsors, and 
people affected.
Level 2 projects often benefit from 
broad support and capabilities in 
order to take advantage of 
opportunities.
Level 3 projects require broad 
support and capabilities in order to 
deal with risks and barriers.

The more transformational the 
change, the more it will affect the 
org. chart—not just after the 
implementation but through the 
transition. 
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 Document each change impact 
across multiple dimensions and 
review the to ensure we are 
capturing the most important 
outcomes. 

 Dimensions can include: products, 
services, states, provinces, 
cultures, time zones, legal 
jurisdictions, languages, colors, 
brands, subsidiaries, competitors, 
departments, jobs, stores, 
locations, etc.

 Each dimension is a MECE
(Mutually Exclusive, Collectively Exhaustive) list of considerations that could be impacted by 
the change. For example, a North American retail chain might consider “Time Zones” as a key 
dimension, which could break down as Newfoundland, Atlantic, Eastern, Central, Mountain, 
and Pacific.

 Failures in change management would typically be foreseen if only the project/change 
manager has considered the correct dimensions. Instead we hear, “I hadn’t thought of the 
multiple time zones as an issue,” “we didn’t realize that the pricing was different in the 
west,” etc.

Step 2: Multi-dimensional Change 
Impact Analysis is Vital

An illustration:
• Situation: Hospital introduces a new service management 

portal with self-serve ticket submission for IT, facilities, and 
housekeeping.

• Core change: Introduce a new self-serve portal to replace 
phone messages for all but emergency service requests.

• Locations dimension: This analysis reveals a net 
responsiveness improvement for all satellite locations, 
which was not initially the goal.

• Staffing dimension: This analysis reveals a potential 
conflict with certain labor agreements that require a phone 
contact to be available.

• Time Zones: This analysis reveals critical, unique 
communications needed for one of the time zones.

Use OCM Impact
Analysis Tool (5)
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Most people affected by an IT-enabled project tend to be fence-
sitters. Small minorities will be enthusiasts, saboteurs, and skeptics. 
Focus on engaging the skeptics, saboteurs, and enthusiasts. Fence-
sitters will follow.

Step 2: Prepare to Manage a Broad 
Range of Attitudes Toward Change

• Enthusiasts embrace and 
promote change.

• Invaluable for helping persuade 
fence-sitters, skeptics, and 
saboteurs.

• Skeptics actively and openly 
question change.

• Might look like saboteurs but 
have useful, constructive 
feedback.

• Can often be converted to 
influential enthusiasts if properly 
engaged (or saboteurs if not). 

• Fence-sitters are quiet, passive 
followers.

• Typically have doubts and 
concerns, but don’t assert them.

• Susceptible to both positive and 
negative persuasion: tend to 
take the path of least resistance.

• Saboteurs resist and discourage 
change.

• Might look like fence-sitters but 
spread toxic energy.

• Often motivated by politics or 
emotional attachment to the 
past.

Skeptics
SaboteursEnthusiasts

Fence-Sitters

~10% ~60% ~20% ~10%

These ratios are rough benchmarks. 
They will vary between projects and 
stakeholder groups.
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Step 2: Sustain Changes by Adapting People, 
Processes, and Technologies to Accept the Transition

1. Review the risks and opportunities highlighted in the ‘impact survey’ tab of the OCM Impact Analysis Tool (5) to 
identify ways to adapt people, processes, and technologies.

2. Adapt PEOPLE to the change
 Add/change roles and 

responsibilities.
 Move people to different 

roles/teams.
 Change compensation and 

incentive structures to 
reinforce new goals and 
values.

3. Adapt PROCESSES to the 
change
 Add/change supporting 

processes.
 Eliminate or consolidate 

legacy processes.
 Add/change standard 

operating procedures.

4. Adapt TECHNOLOGIES to the 
change
 Add/change/update 

supporting technologies.
 Eliminate or consolidate 

legacy technologies

Work with HR on any changes 
involving job design, personnel 
changes, or compensation.

Work with enterprise architects 
or a similar function to manage 
significant changes to business 
processes.

See Change Management
blueprint to use a disciplined 
change control process for 
technology changes.

4. Use OCM Playbook to begin documenting the decisions and action plans that come out of these collaborative 
planning activities.

Use OCM Impact 
Analysis Tool (5)
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Use the Objections-Handling Canvas to:
Brainstorm possible objections from each audience. 

Prioritize objections that are likely to occur.
Develop responses to objections.
Develop a document and plan for proactively communicating responses 

and objections to show people that you understand their point of view.
Revise the communications messaging and plan to include proactive 

objective handling.
Discuss the likelihood and impact of “saboteurs” who aren’t convinced or 

affected by change management efforts.
Explore contingency plans for dealing with difficult 

saboteurs, such as moving them to a new role.
Consider the potential use and availability of “hard” incentives (e.g. 

compensation) and disincentives (e.g. termination or change of role).

Step 3: Define plans to deal with 
resistance to change, objections, and fatigue

Use Objections Handling 
Canvas (6a)



22

Step 3: “Tune the message” 
for each stakeholder or audience

Don’t alienate your 
audience by talking at 
them in a strange 
language.

Remember these guidelines to make your 
messages resonate:
• People are busy and easily distracted. Tell 

people what they really need to know first, 
before you lose their attention.

• Repetition is good. “Tell them what you’re 
going to tell them, then tell them, then tell 
them what you told them.”

• Don’t use technical terms, jargon, or 
acronyms unless you really need to—and 
even then, explain what you mean.

• Test your message. Run focus groups or 
deliver communications to a test audience 
(which could be as simple as asking 2 – 3 
people to read a draft) before delivering 
messages more broadly.

Transformational changes such as in 
Level-3 Projects often require a 
change in the day-to-day vocabulary 
of doing business.
Jargon, acronyms, and technical 
terms represent deeply entrenched 
cultural habits and assumptions. 
Continuing to use the same 
language during and after a 
transition tends to drag people back 
to old ways of thinking and working.
You don’t need to invent a new batch 
of buzzwords for every change (nor 
should you), but every change is an 
opportunity to listen for words and 
phrases that have lost their meaning 
through overuse and abuse. 

Different groups in organizations tend to 
develop specialized vocabularies. 
Everybody grows so accustomed to 
using acronyms and jargon every day 
it becomes difficult to notice how 
strange it sounds to outsiders. This is 
especially important when IT 
communicates with non-technical 
audiences.
Make sure your communications reflect 
the guidelines on the right.  

Use Objections Handling 
Messaging Canvas (6b)
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 Determine when communications and training 
need to be delivered

 Select the most appropriate delivery methods for 
each stakeholder and message and associated 
training content

 Meetings and presentations
 Email/broadcast
 Intranet and other internal channels

(e.g., internal social network)
 Open houses and workshops
 Designate who will deliver the messages and 

training
 Small group training
Webinar training
 On demand training library 

(videos, static content, etc.)
 Develop plans to follow up for feedback and 

evaluation

Step 4: Build the Communications, 
Training & Measurement Plan

Use the OCM Playbook Template (7) to document 
key decisions, plans, and activities.

Staff are 34% more likely to adapt to change quickly 
during the implementation and adoption phases when 
they are provided with a timeline of impending changes 
specific to their department. 
Source: McLean & Company

Repetition is crucial. People need to be exposed to a 
message 7 times before it sticks. Using a variety of 
delivery formats helps ensure people will notice and 
remember key messages. Mix things up to keep 
employees engaged and looking forward to the 
next update.
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