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Chapter 1: Introduction

Section 1 Executive Summary

Facing rapid changes in the external environment, organizations need to change
constantly for their survival and success. As a result, change becomes an erdr-pres
feature of organizational life, both at operational and strategic levels (Baoe}.

Under these circumstances, studying how to implement organizational cha&cgeses

an important subject across business, engineering, and project management.

Project management has been recognized as a powerful and flexible manage
approach to implementing organizational change since the last decade (Laszlo, 1999;
Pinto, Rouhiainen, 2001; Hebert, 2002). Thus, organizational change could be an
important topic in project management research, although it still has not beerutheffoc
researchers in the field. This paper is an attempt to analyze organikzetiange from
the viewpoint of project management. It will give useful insights for projemagers

leading organizational change projects.

Even with the use of project management, not all organizational change projects
end in success. Or rather, most of them fail. Studies show only less than 20 percent of
organizational change projects actually succeed (The Standish Group, 1999; Cicmi
1999; Collyer, 2000; Haines, Aller-Stead & Mckinlay, 2005). With the failures to
successfully implement change, scholars and consultants have jumped to provide
prescriptions by creating various organizational change models. However, fieose

models have been developed in a project management context.



This paper fills such a research gap by developing an integrated change model in
a project context so that project managers can have a road map to improve their
effectiveness in leading organizational change projects. To do so, we\Yiest change
models in the organizational change field as they indicate how and why otgaraka
change unfolds and what processes are likely to lead to successful éarpen try to
identify the most significant organizational change model and put it in a project
management context. After studying 25 organizational change modele [jdbat were
published in any of the 13 selected journals (Table 2) between 1989 and 2009, we find
that there is no broad and widely accepted organizational change model,thed all
models ignore an individual’s readiness for change which is the core of orgarakat
change (Porras, Robertson, 1992). Understanding an individual’s readiness forishange
important as successful organizational change always requires indiviolggisready for
the change and alter their current behavior patterns. Under the circurastaseems
better to build an integrated change model in project management by integidehg
cited change models in the organizational change field and the Transtheoretic Mode
(TTM) (Prochaska et al., 1983, 1994, 2000) in the individual behavior change field with
the project management process groups (PMI, 2008). The TTM has been recognized as
the most influential model in the individual behavior change field to studydavidual’'s

readiness for change (Pendleburg, 1996).

To build an integrated change model in project management, we divide the paper
into nine sections. Section 1 gives a brief introduction of the paper. S2agfines the
concepts of organizational change. Section 3 identifies widely cited changes nmoithed

organizational change field, explains their conceptual principles, and idshié
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common change steps of them. Section 4 illustrates the conceptual principles of the
Transtheoretical Model (TTM) in the individual behavior change field. &e&ti

develops the Integrated Change Model (ICM) by integrating the commoro$temely

cited change models identified in Section 3 with the TTM. Section 6 constneacts t
Integrated Change Model in Project Management (ICMPM) by integrating the
developed in Section 5 with the project management process groups (PMI, 2008 Sect
7 summarizes the results. Section 8 concludes the paper, and Section 9 provides

directions for future research.



Table 1. 25 Change models

25 Change Models

1990
1991
1991
1992
1994
1995
1995
1996
1998
1998
1998
1999
1999
2000
2000
2001
2001
2001
2002
2002
2003
2005
2006
2007
2007

Beers et al.

lick

Judson

Kanter

Dawson

Kotter

Roger

Galpin
Appelbaum
Nader
Pendlebury et al.
Armenakis et al.
Taffinder

Brass et al.
Garvin

Anderson and Anderson
Evans & Schaefer
Kirkpatrick

C. Marlene
Mento, Jones & Dirndorter
Luecke

Light

Leppitt

Alas & Ruth
Gerkhardt

Seven Elements to Change

10-step for Organizational Change

Five-step Change Model

Ten Commandments for Executing Change
Processual Framework of Change

Eight Stage Processes for Successful Organizational Transformation
Six-stage Model of Adaption

Nine Wedges Change Model

Strategic Organizational Change Model

12 Action Steps to Change

Ten Keys

Change Readiness Model

Transformation Trajectory

Change Model for Organizational Decision Making Schema
Seven-step Change Acceleration Process
Nine-phase Change Process Model

Ten Tasks of Change

Step-by-step Change Model

Model of Identity Transformation in Organization
12-step Framework

Seven Steps

RAND's Six Steps

Integrated Model

The Triangular Model of Organizational Change
Twelve Successful Factors in Change Processes



Table 2. 13-selected journals with relevance to organizational changeanagement

Journals from FT45 list with relevance to organizational change management

1 Academy of Management Journal (AOM)

2 Academy of Management Review (AOM)

3 Harvard Business Review (Harvard Business School Publishing)
4 Human Resource Management (John Wiley and Sons)

5 Organization Science (INFORMS)

16 Sloan Management Review (MIT)

7 Strategic Management Journal (John Wiley and Sons)

Other journals with relevance to organizational change management

'8 Journal of Management (SAGE)

9 Journal of Change Management (Taylor and Francis Group)
10 Journal of Organizational Change Management (Emerald)
11 Journal of Organizational Behavior (John Wiley and Sons)

12 Journal of Applied Behavioral Science (SAGE)

13 Leadership & Organization Development Journal (Emerald)




Section 2 Objectives of the study

By creating the Integrated Change Model in Project Management (ICMRS1), t
paper aims to provide a road map for project managers to improveftleeirveness in
leading organizational change projects. So far, most organizational anadgés have
not been developed in a project management context. As a result, project maoadpkrs w
find it difficult to utilize them and thus relying on a trial and error appraacimplement
organizational change. Some succeed; some make costly mistakes. That could be one of
the reasons that less than 20 percent organizational change projects acteaigd (The
Standish Group, 1999; Cicmil, 1999; Collyer, 2000; Haines, Aller-Stead & Mckinlay,

2005).

Moreover, through integrating the common steps of widely cited change models
with the Transtheoretical Model (TTM), the ICMPM considers both organizetiange
processes as well as an individual’s readiness for change. It helps prajagensabetter
manage change by not only following change processes, but also dedtnlenpeople-

side of change that is often overlooked in traditional organizational change models.



Section 3 Methodology

This research attempts to integrate widely cited change models in the
organizational change field and the Transtheoretical Model (TTM) (Prkehas
DiClemente, 1984, 1994) in the individual behavior change field with the project
management process groups (PMI, 2008) in order to build the Integrated Change Model

in Project Management (ICMPM). Figure 1 summarizes the research methodology

Figure 1. Research methodology

Organizational Change

13 selected journals Integrate with the
with relevance to Review change models 1 = Transtheoretical Model (TTM)
organizational change published between
ansasment 1989 and 2009

Does the common
step fit any of the TTM change
processes?

the stage definition
of termination
in the TTM?

No Cited by > 4 out of
Deselect ~— & .
13 selected journals

Select as one of the
steps in the Integrated
Change Model (ICM)

Select as widely cited

Int te the st f the ICM
change models g o SoRsS ©

with the TTM stage of change

Are there more
han one ICM step assigned
o the particular TTM stage o

) change?
Identify the common

steps of widely cited
change models

Expert
judgement

Sequence the steps
of the ICM

Integrated Change Model in Project Management (ICMPM)

Do the steps of
the ICM cover all the TTM
hange processes?

Project Management

Integrate the ICM with
PMBOK project manageme
processes |

Identify the missing TTM
change process(es) and add
it or them to ICM

Finalize the sequence of the
steps in the ICM

Create the Integrated
Change Model in Project
Management (ICMPM)




The research began by reviewing organizational change models which were
published in any of the 13 selected journals between 1989 and 2009. We selected the
journals in two ways. First, we reviewed the journals on the 2009 Financias #iine
(FT45) list of journals which defines the top 45 journals in business and management.
Appendix 1 shows the 2009 FT45 list of journals. We eliminated 38 journals with very
limited relevance to organizational change management, ending up with seven jasirnals

shown in table 3.

Table &. Seven journals from FT45 list of journals

1 Academy of Management Journal (AOM)

Academy of Management Review (AOM)

Harvard Business Review (Harvard Business School Publishing)

Organization Science (INFORMS)

2
3
4 Human Resource Management (John Wiley and Sons)
5
6 Sloan Management Review (MIT)

7

Strategic Management Journal (John Wiley and Sons)

Second, we reviewed journals which are prestigious in the organizational change
field and are published by leading academic publishers. We selecteltigizral
journals: two additional journals from SAGE, two additional journals from Emerald, one
additional journal from John Wiley and Sons, and one additional journal from Taylor and
Francis Group. Table 4 shows the additional six journals. Thus, we ended up withf a list

13 selected journals.



Table 4. Six additional journals with relevance to organizational change manageent
Other journals with relevance to organizational change management
Journal of Management (SAGE)
Journal of Change Management (Taylor and Francis Group)

Journal of Organizational Change Management (Emerald)

1
2
3
4 Journal of Organizational Behavior (John Wiley and Sons)
5 Journal of Applied Behavioral Science (SAGE)

6

Leadership & Organization Development Journal (Emerald)

Afterward, we identified an organizational change models as widely iit was
cited at least in four out of the 13 selected journals. Moreover, we identified thei
common steps. Figure 2 summarizes the processes of identifying wigelylsange

models and their common steps.

Figure 2. Processes of identifying widely cited change models arekir common steps

Organizational Change

13 selected journals
with relevance to Review change models
organizational change publ'zshed between
management 1989 and 2009

No Cited by >4 out of
Deselect ed
<_ 13 selected journals

Select as widely cited
change models

Identify the common
steps of widely cited
change models



We then integrated the common steps of widely cited change models with the
Transtheoretical Model (TTM) in the following two steps so as to crealetdgrated

Change Model (ICM).

The first step was to merge with the TTM change processes. We decidiad to s
the integration at this point because the common steps of widely cited chande amode
the TTM change processes are both action steps to produce change. We beli¢kisd that
similarity would streamline the integration process. Although they slanenon
elements, they have different focuses. The common steps of widely cited chaigs m
focus on action steps to make organizational change while the TTM changespeoce
focus on action steps to make individual behavior change. Because making successful
individual behavior change has been recognized as the core of organizational chang
(Porras, Robertson, 1992; Pendleburg, 1996), we decided to select the common steps that
match the definition of the TTM change processes as the ICM steps. The omiaxce
in which an unmatched common step is selected is when it fits the stageatebhiti
termination in the TTM. Although no specific change process is required at the
termination stage of the TTM, we wanted to have a step in the stage to celebrate
successful change and finally close a change project. Therefore, Medt&cbuild in
this exception rule. Figure 3 represents the integration between the comman steps

widely cited change models and the TTM change processes.

-10 -



Figure 3. Integration between the common steps in widely ciiechange models and the TTM change

rocess - -
P %)rgamzatnonal Change
Integrate with the
— T

Does the common
step fit any of the TTM change
processes?

the stage definition
of termination
in the TTM?
Select as one of the
steps in the Integrated

Change Model (ICM)

Identify the common
steps of widely cited
change models

After the common steps of widely change models became the ICM steps, we
started the second integration step with the TTM. We integrated the ICMnstefike
TTM stage of change in order to sequence the ICM steps. In the TTM, egelokta
change requires particular change processes to help people progressdrstage to the
next. So, there are systematic relationships between the change procestagearid s
change in TTM. As we had already aligned the ICM steps with the TTM change
processes in the previous step, it helped link the ICM steps to the parfitMastage of
change. After linking the ICM steps to the different stages of changepuwie get a
ballpark on the sequence of the steps. For instance, the ICM stepeddsidgine first
stage of change (Precontemplation) should be ranked higher than tretd@Blsigned

to the second stage of change (Contemplation), etc. Yet, it was likely thatl 3&Mr
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steps were assigned to the same stage of change. Under the circumstanses! our
field experience to rationalize the final sequence of the steps. Figure 4 s$teow

integration between the ICM steps and the TTM stage of change.

Figure 4. Integration of the ICM steps and the TTM stage of change

Integrate the steps of the ICM
with the TTM stage of change

Are there more
than one ICM step assigned
o the particular TTM stage o
change?

Expert
judgement

Sequence the steps
of the ICM

To further enhance the comprehensiveness of the ICM, we examined whether the
ICM steps covered all the TTM change processes or not before we integeatedith
the project management process groups (PMI, 2008). If the answer was no, we would
identify the missing TTM change process(es), add it or them to the ICM,remulifie
the sequence of the steps. If the answer was yes, we would integrate thethGNewi

project management process group, thus creating the Integrated Change Modekin Proj
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Management (ICMPM). Figure 5 illustrates the integration betweelCtleand the
project management process groups.

Figure 5. Integration of the ICM and the project management procesgroups

Integrated (

Do the steps of
the ICM cover all the TTM
change processes?

Project Management

PMBOK Integrate the ICM with Identify the missing TTM
project management change process(es) and add
processes I

it or them to ICM

Finalize the sequence of the
steps in the ICM

Create the Integrated
Change Model in Project
Management (ICMPM)
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Chapter 2: The Concept of Organizational Change

This section examines the nature of organization change. Section 2.1 gives an overview
on the definitions of organizational change. Section 2.2 explains the driving factors of

organizational change. Section 2.3 illustrates different types of organizatiaraje.
Section 1 Overview

There are many different definitions on organizational change, but theyraltice
connotation of “changing how an organization functions or performs”. For instance,
“Organizational change is the revision of established work routines, theoreofsexisting
patterns of communication, the reshuffling of work groups, or the hiring of new epegloy
(House et al, 1986). “Organizational change alters how an organization functions, shlanges
its members and leaders are, what form it takes, or how it allocatesuteces’(Huber et al
1993). “The intention of any organizational change is to move the organization franréistc
state to a more desirable state” (Ragsdell, 2000). “Organizational cteamppe defined as new

ways of organizing and working in an organization” (Dawson 2003).
Section 2 Triggers of organizational change

A range of triggers to organizational change have been identified in theuliesat
Huber, Glick, Miller and Sutcliffe (1993) group those triggers into five categasedhe five-
construct model that is widely cited in the organizational studies. The modefadidlaeng: (1)
characteristics of the organizational environment, (2) characteristicgasfipational

performance, (3) characteristics of the organization’s top manadecharacteristics of the

14



organizational strategy, and (5) characteristics of the organization’tuséruthe five triggers

are shown in Figure 6.

Figure 6. Five triggers associated with organizational change

15



Environmental characteristics

Common managerial wisdom and organizational theories indicate that orgarszatist
attain and maintain a satisfactory fit with their environments. Often, trassrtbat they must
adapt to environmental changes. Turbulence, competitiveness and complexity are emtabnm
characteristics that have often been suggested as determinants of dayetizhiinges

(Aldrich, 1979; Hrebiniak and Joyce, 1985; Huber, 1984; Mohrman and Mohrman, 1989).

Organizational strategies

Organizations having a prospector strategy would have a higher frequency of
organizational change. For example, an organization with a strategy of figguoiatiucing
new products or entering new markets would have a higher frequency of orgaaizeliange
since such changes generally require changes in organizational ppsressnel, resource

allocations, and forms in order to be implemented.

Organizations having a defender strategy would have a lower frequency of
organizational change. For example, an organization with a strategy of opasa#iigw cost
producer would have a lower frequency of organizational change since the imptemaesita

change inevitably consumes costly resources.

Organizational structure

A number of structural characteristics might serve to facilitatemstrain organization

change. For example:

16



Centralization is positively associated with administrative changes angasvaty
associated with technology changes (Kimerly and Evanisko, 1981).

Standardization is negatively related to organizational changes.

Organizational performance

Recent decreases or increases in organizational performance is usiaht ar an
opportunity indicator for managers to search for improvement, and often resuljamizational
changes. Even antecedent levels of organizational performance canheffieetjuency of
organizational change. Huber, Glick, Miller and Sutcliffe (1993) find the frequenotc@®gnges
increase when organizations use prior performance-related information to congnogusie

their performance.

Organization’s top managers

Managers deliberately create some changes in organization whitbattars. These

propensities vary across managers depending on:

Work history factors
Age and education

Personality variables

17




Section 3 Types of organizational change

Although we can identify triggers to change, the question of how we differetyjee
of change remains open to debate. According to Senior (2002), there are thregesadégor
change as a structure which links to the main theories in organizational charagemant.
These three categories have been identified as change characterizedddy of occurrence, by

how it comes about and by scale.

Change characterized by the rate of occurrence

Table 5 identifies the main types of change categorized by the rate of aceuwdde
discontinuous and incremental change. However different authors emplogriffe
terminologies when describe the same approach. For instance, both discontinuous change and
revolutionary change share the same definition as the change whiclt# e discontinuous
with the purpose of breaking the grip of strong organizational inertia. However,\GQi8%B),
Luecke (2003), and Senior (2002) call the type of change as as discontinuous change while

Tushman & Romanelli (1985) call it as revolutionary change.

Moreover, although Burnes (2004) differentiates between incremental and continuous
change, other authors do not. Incremental and continuous change refers to the ab#ibg&
continuously in a fundamental manner to keep up with the fast moving pace of change.
According to Burnes (2004), the difference between continuous and incremental ishhwage
the former describes departmental, operational, and ongoing changeshe kalietr is
concerned with organization-wide strategies and the ability to constangiytadhe demands of

both the external and internal environment.

18



Table 5. Change characterized by the rate of occurrence

$%

Change characterized by how it comes about

When change is characterized by how it comes about, there are sevemhdiffer
approaches as identified in Table 6. Yet, the literature is dominated by plannedesigdrgm

change (Bamford and Forrester, 2003).

Conceptions of planned change have tended to focus on the importance of understanding
different states in which an organization will have to go through in order to movetirom a
unsatisfactory state to an identified desired state (Eldrod Il and Tipp@®). Rlanned change is
often driven by top-down approach in which senior executives plan for the requirggshan

(Senior 2002).

Emergent change emphasizes that change should not be perceived as a sezaas of li
events within a given period of time, but as a continuous, open-ended process of adaptation to
changing circumstance and conditions (Burnes, 1996, 2004; Dawson, 1994). Emergent change

tends to be driven from the bottom up (Bamford and Forrester, 2003; Burnes, 1996, 2004).

Apart from planned change, the advocates of emergent change arguasdéssfsi|
change is less dependent on detailed plans and projections than on reaching an undesstandin

the complexity of the issues concerned and identifying the range of asalatidns. (Burnes,

19



1996). In other words, emergent change is more concerned with change readinegbtatidgac

for change than providing specific pre-planned steps for each change projectiatikeini

Table 6. Change characterized by how it comes about
‘ !

& I(

Change characterized by scale

Table 7 summarizes the main types of change categorized by saattudes fine-
tuning, incremental adjustment, modular transformation, and corporate transforrDaiiqny

& Stace, 1993).

Fine tuning is an ongoing change process to match the organization’s strategies,
processes, people and structure (Senior, 2002). It is usually manifested ataet@paor

divisional level in an organization.

According to Senior (2002) incremental adjustment involves distinct modificatons t

management processes and organizational strategies, but does not includelradgsal

Modular transformation is change identified by major shift of one or several hepdst
or divisions. In contrast to incremental adjustment, it can be radical. Yatugds on part of an

organization rather than as a whole (Senior 2002).

Corporate transformation is the change that is corporate-wide and ehasatby

radical alterations in the business strategies (Dunphy and Stace, 1993)lidgtoDunphy and
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Stace (1993), examples of this type of change can be reorganization, revisienaction

patterns, reformed organizational missions and core values, and altered powatusnd st

Table 7. Change characterized by scale

I( !
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Chapter 3 Organizational Change Models

This section identifies change models in the organizational change fielt¢haidely
recognized, and their common steps which are used to build the Integrated Mioaeg@éCM)
in section 5. Section 3.1 gives an overview of organizational change models. Section 3.2 explains
how to identify widely cited change models from the 13 selected journatsorsaa illustrates
the conceptual principles of widely cited change models. Section 3.4 idetitdieemmon steps

of them. Figure 7 summarizes the content of this section in the research maglodol

Figure 7. Section 3 in the research methodology

Section 3
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Section 1 Overview

In the organizational change field, there is no broad and widely accepted aigaalza
change model (Porras, Robertson, 1992). Researchers and practitioners have faitdd to re
consensus on which model is the most effective one to make successful organicaéingel
Therefore, instead of using a single change model in our research, we badlbatify several
change models that are relatively well-cited in the field, study toermon steps and integrate

them to create an integrated change model.

Section 2 Methods of identifying widely cited chang models

This sub-section explains how to identify widely cited change models froBthe
selected journals shown in table 2. The 13 journals are selected from the 2009 Finaresa
45 (FT45) list of journals and the prestigious organizational change journals. @aheddet

selection processes of the 13 journals are illustrated in section 1.3.

To identify widely cited change models, we start from reviewing chamgdels that
were published in any of the 13 selected journals between 1989 and 2009. We find 25 change
models as shown in Table 1 and all are developed based on the needs for making planned
organizational change which is often driven by top-down approach in which execusindsrpl

the required changes (Senior 2002).

Afterward, we identify a change models as widely cited if they idl etéeast by four out
of the 13 selected journals. With this selection criterion, there are six dw 5tchange
models selected. The selected change models induds®n’s Five-step Change Model (1991),

Kanter et al.’s Ten Commandments for Executing Change (1992), Kotter's Eagiet Btocesses
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for Successful Organizational Transformation (1995), Galpin’s Nine Wedges Cianigé
(1996), Armenakis et al.’s Change Readiness Model (1999), and Luecke’s Seven Steps (2003)

Table 8 shows how six widely cited change models fulfill the selectiomionte

Table 8. Six widely cited change models and the 13 selected joais
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Section 3 Six widely cited change models

This sub-section illustrates the conceptual principles of six widel¢ ciiange models
by Judson (1991), Kanter et al. (1992), Kotter (1995), Galpin (1996), Armenakis et al. (1999),

and Luecke (2003).

1. Judson’s Five-step Change Model

The Judson (1991) model of implementing a change consists of five phases: (1) gnalyzin
and planning the change; (2) communicating the change; (3) gaining acceptance of new
behaviors; (4) changing from the status quo to a desired state; and (5) consadigidting
institutionalizing the new state. Within each phase, Judson (1991) discusses peethetetidns
to change and methods for minimizing resistance to change agent efforts. Amaiiferent
methods, Judson (1991) suggests overcoming resistance by using alternativeewadia, r

programs, and bargaining and persuasion.

2. Kanter et al.’s Ten Commandments for Executing Change

Kanter et al. (1992) suggest that Lewin’s model of change, which consists three
successive phases called unfreezing, moving, and freezing, is too siniptelased on the
view that organizations are essentially stable and static. They disaiginethe idea that change
results only from concentrated effort, and that it occurs in one direct at one tintel &teal.
argue that change is “multi-directional and ubiquitous”. So, change happens iedlbds at
once and is a continuous process. Under the circumstances, they offer the foltewing “
commandments for executing change”: (1) analyze the organization and its neleahige; (2)

create a shared vision and a common direction; (3) Separate from the pasta{d)azense of
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urgency; (5) support a strong leader role; (6) line up political sponsorship; 7arcraf
implementation plan; (8) develop enabling structures; (9) communicate, involve petle a

honest; (10) Reinforce and institutional change.

3. Kotter’s Eight Stage Processes for Successful Organizational Tramsition

In contrast to Judson’s (1991) five phases and Kantel's (1992) ten commandments to
implement change, Kotter (1995) recommends eight steps for change agents tanfollow i
implementing fundamental organizational change: (1) establishing acfanmgency by relating
external environmental realities to real and potential crises and opportusdiieg &n
organization, (2) forming a powerful coalition of individuals who embrace the need fayechan
and who can rally others to support the effort; (3) creating a vision to accbrt@idesired
end-result; (4) communicating the vision through numerous communication chaBjels; (
empowering others to act on the vision by changing structures, systems, patidigsocedures
in ways that will facilitate implementation; (6) planning for and cregsimort-term wins by
publicizing success, thereby building momentum for continued change; and, (7) caimgplida
improvements and changing other structures, systems, procedures, and policies’that a
consistent with the vision; and (8) institutionalizing the new approaches byipialgl the
connection between the change effort and organizational success. Moreover10ik¢
suggests that skipping steps only create an illusion of speed and never prodsfgrgsasult.
Moreover, he proposes that critical mistakes in any of the phases can havstatitevanpact,

slowing momentum and negating previous gains.
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4. Galpin’s Nine Wedges Change Model

Galpin (1996) proposes a model with nine wedges that form a wheel. The wheel
comprises of the following wedges: (1) establishing the need to changeyv&dping and
disseminating a vision of a planned change; (3) diagnosing and analyzing #r sitnation;
(4) generating recommendations; (5) detailing the recommendations;ofepting the
recommendations; (7) preparing the recommendations for rollout; (8) rolling out the
recommendations; and (9) measuring, reinforcing, and refining the chasgefoAndation for
each wedge of the model, Galpin (1996) stresses the importance of understanding an
organization’s culture that is reflected in its rules and policies, customs ang, m@nemonies
and events, and rewards and recognition. Moreover, in his view, a successful tinyaiiza
change effort must target on two levels — the strategic level and Swapts level. Strategic
level refers to the initial efforts involving executives, senior managersmial cadre of
employees; Grassroots level refers to the efforts that drive change deap organization by

stressing implementation at the local level.

5. Armenakis et al.’s Change Readiness Model

Armenakis et al. (1999) establish a model that incorporates elements of batfsLew
(1947) work and Bandura’s (1986) social learning theory. The model contains seven tsteps wi
purposes of facilitating the adoption and institutionalization of desired chimgeteps include
(1) persuasive communication (e gpeeches by change agents and articles in employee
newsletters); (2) active participation by those affected (e.g., oicalearning, enactive mastery,
and patrticipative decision making); (3) human resource management wéetgeselection,

performance appraisal, compensation, and training and development progdusyanltiolic
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activities (e.g., rites and ceremonies); (5) diffusion practicgs {@st practice programs and
transition teams); (6) management of internal and external information; afiednd) activities
that demonstrate support for change initiatives (e.g., new organizationalr&suand revised

job descriptions).

6. Luecke’s Seven Steps

Luecke (2003) develops a seven-step change model based on the research of Beer (1990),
,and Schaffer and Thomas (199Phe steps contain (1) mobilize energy and commitment
through join identification of business problems and solutions; (2) develop a shared vision of
how to organize and manage for competiveness; (3) identify the leadership;yd)oRashort-
term results, not on activities; (5) start change at the periphery, theagetaid to other units
without pushing it from the top; (6) Institutionalize success through formaigmlgystems and
structures; (7) monitor and adjust strategies in response to problems in the cbaegs. pr
Luecke believes that organizations can implement change better if theydcpprogh the right

attitude, from the right angle and with a solid set of action steps.
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Section 4 Common steps of six widely cited changeodels

This sub-section identifies the common steps of six widely change modelseand t
definitions.

To identify the common steps of six widely cited change models, we comitzne a
compare the six models of Judson (1991), Kanter et al. (1992), Kotter (1996), Galpin (1996),
Armenakis et al. (1999), and Luecke (2003) as shown in table 9. We regard assteprason
one if it is used by at least three widely cited models. Table 10 shows the cdedalida

common steps of six widely cited change models.
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Table 9. A comparison of six widely change mode
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Table 10. The 10 common steps of six widely cited change models

The following part explains the 10 common steps of six widely cited models ifsdeta

Step 1: Understand the needs for change

According to Judson (1991), Kanter et al. (1992) and Galpin (1996), the starting point of
any effective organizational change is to get a clear understandihg oedds for change. This
answers the most important question that affected parties want to know: Whyemisivge?

By knowing the reasons for change, people are more aware of the problemssals, ahey

would be more receptive to change.
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Step 2: Establish a sense of urgency

Kanter et al. (1992), Kotter (1995) and Galpin (1996) agree on the importance of
establishing a sense of urgency for making successful organizational chasgs.arhessential
step as it further enhances people’s awareness toward change. Peoplmgr® walk out of
their comfort zones and are motivated to change when they know the problem is an urgent one.
Although this step could sound easy, Kotter (1995) states that more than 50% of the companie

that he studied failed in the step.

Step 3: Encourage people to join a guiding coalition to lead the change

According to Kanter et al. (1992), Kotter (1995), Armenakis et al. (1999), andé.ueck
(2003), assembling a group with enough power to lead the change efforisas fonitthe
success of organizational change. A successful guiding coalition cant @drs&gior managers,
board members, representatives from different affected business unitsiskeyers, and even
powerful union leaders. In a guiding coaling, people share their concerns and saphather
to make change. Instead of participating in an opposition group against the chsmyg g

guiding coalition provides an alternative for people who want to produce change.

Step 4: Create a vision and common goals

Kanter et al. (1992), Kotter (1995), Galpin (1996), and Luecke (2003) think the step is
important in every successful change effort because it develops a picturerefthat is
relatively easy to communicate and appeals to customers, stockholders, angcempioother

words, the step helps people visualize the change bringing positive outcomes.tAgte
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result, they are more energized and committed to the change. Moreoveling gaalition

should be in charge of creating such a vision and common goals.

Step 5: Plan the change

According to Judson (1991), Kanter (1992) and Galpin (1996), the step takes people from
the decision they go for the change to the specific steps they take to produce change. T

working tasks of the step can include the following:

Devise appropriate strategies to introduce change

Identify the significant steps in the change process

Discuss the full details of what is involved for implementing of change
Devise a sensible time scale and cost analysis for implementing ofchang
Produce action plans for monitoring the change

Anticipate the problems of implementation

Understand why change is resisted

Step 6: Communicate the change

Judson (1991), Kantel et al. (1992), Kotter (1995) and Armenakis et al. (1999) indicate
that a guiding coalition should use every possible vehicle such as a routineidisabssit
business problem, a regular performance appraisal, and a division’s quantiermnpaece
meeting to communicate the change. The step is important for two reasongeoipst inside
the guiding coalition would be more committed to the change after communiitatiiiy others
because their decisions to produce change go public. Once peoples’ decisions gthpyldie

more likely to try their best to accomplish them since they may embadrthsg fail (Prochaska,
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Norcross, DiClemente, 1994). Second, people, who are outside of the guiding coalitigat ¢

a chance to understand more the need for the change through communicationsthHehelps
believe that useful change is possible and thus enabling them to support it. With more people
willing to drive and support the change, the chance of making successful atigaaizehange

increases.

Step 7: Empower others to act on the change

Judson (1991), Kantel et al. (1992), Kotter (1995), Armenakis et al. (1999) and Luecke
(2003) agree that empowering others to act on the change is essential $sfalichange
implementation. This is because no change can take place without people actifgoause
people are so occupied and focused on making the change after empowerment, it prenents the
from behaving their old problem behaviors. When there are more new behaviors than old ones,
the chance of making successful change increases. According to Kotter (@288)ptghly
empower others to act on the change, the guiding coalition needs to confront and rejoove m

obstacles to change.

Step 8: Create short-term wins

Kotter (1995), Armenakis et al. (1999), and Luecke (2003) think that creating short-term
wins is important because it helps renew the momentum of making changendsbatt-term
wins helps set up an environment that the change is workable. Most people won’t go on the long
march unless they see compelling evidence that the journey is producingdxescits.
Celebrating short-term wins is compelling evidence that the change dxpested outcomes.
As a result, people are more willing to stay with the change and keep pultting effdriving its

success.
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Step 9: Reinforce and refine the change

Judson (1991), Kantel et al. (1992), Kotter (1995), Galpin (1996), and Luecke (2003)
state that the step helps achieve desired change by creating an envitbataimhinates the
negative factors toward change while enhance the positive ones toward it. The ipraxess
figuring out what work and what do not. For those change elements that work, peopie cd@ed
more as reinforcement. As for the change elements that do not work, people neeé tanckfi

implement them again.

Step 10: Consolidate gains and produce more changes

To lay a solid foundation to produce more changes in the future, Kotter (1995),
Armenakis et al. (1999) and Luecke (2003) believe that people should consolidate the gains
this step. The consolidation process involves showing people how the new approaches, behaviors
and attitudes have helped improve performance. As a result, people would feel mirgfaka
and rewarding for supporting the change. Moreover, the successful expérisrced would
help build their confidence and willingness to lead or participate in any changetgiojthe

future.
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Chapter 4 The Transtheoretical model

This section illustrates the conceptual principles of the Transthebidbickel (TTM) in
the individual behavior change field. Section 4.1 gives an overview of the TTM. Section 4.2
explains the stage of change in the TTM. Section 4.3 demonstrates the procebaeg®in the

TTM. Section 4.4 shows how to assess an individual’'s stage of change in the TTM.
Section 1 Overview

In the last 30 years the Transtheoretical Model (TTM) has been remar&hbkt in its
ability to explain individual behavior change across a broad range of behavroraddictions
to professional practices (Levesque, Gelles & Velicer, 2000; Prochaskang&eddrlow, Rossi,
& Velicer, 1994; Prochaska & DiClemente, 1983). Moreover, the major breakthrough of the
TTM approach is the ability to have an impact on an entire population (e.g. all eepldy
individualized and interactive interventions that have produced unprecedented impacts on the

population (Prochaska, Prochaska, Levesque, 2001).

The TTM has been recognized as the most influential approach to integratebehavi
change theories with practices (Pendlebury, 1996). In contrast to most otinge om@nagement
paradigms, nearly $60 million has been spent to assess the efficacy of iies/based on the
model (Prochaska, Prochaska & Levesque, 2001). Moreover, many organizations around the
world (e.g., the Centers for Disease Control, the National Cancer Instithtelinited States,
the National Health Service of Great Britain, and Johnson & Johnson) continuously T$&lthe

to help people make successful changes.

The model integrates a number of theoretical constructs central to chtaggs of

change and processes of change (Prochaska, Prochaska & Levesque, 200italypéoif
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model includes six stages of change: precontemplation, contemplation, poepaction,
maintenance and termination. Nearly all changes start from precontemplatipth€©most
successful one ends in termination. No stage can be skipped. The progression throagkgshe st
is spiral, not linear as shown in Figure 8. For instance, people who initizigecpeoceed from
contemplation to preparation to action to maintenance. Tempted by old behaviors, tretyp may
off at some points, and return to contemplation or sometimes even to precontempkagion. T
need to renew their efforts before trying to go through the stages againeédtait is common
that people go through the stages several times before finally exitingrtheaton stage. In
addition, there are nine processes of change in the TTM. People need to use pdréingkar c

processes in order to progress change from one stage to the next.

Figure 8. The spiral of change (Prochaska, Norcross & Diclemente, 1994)
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Section 2 Stages of Change

Stage of change is the central organizing construct of the TTM. Prochaska and
DiClemente (1983) have found that people progress through a series of six $tages w
modifying behavior on their own or with the help of formal interventions. The folloaieghe

six stages of change in the TTM.

Stage 1: Precontemplation

This is the first stage of the model in which people have no intention to change, deny
having a problem or think others who point out the problem are exaggerating. According to
G.K. Chesterton ‘s description of precontemplators, “ It isn’t that they canthsesolution. It is

that they can’'t see the problem.”

There are many reasons to be at this stage, and DiClemente refers therffeur Rs”-

reluctance, rebellion, resignation and rationalization.

Reluctant precontemplators are those who do not want to consider change due to lack of
knowledge or inertia. The impact of the problem has not fully been recognized.
Rebellious precontemplators insist on their own decisions. They are resistangto be

told what to do.

Resigned precontemplators have given up hope about the possibility of changarand see
to be overwhelmed by the problem.

Rationalizing precontemplators have all the answers; they have plenty@isedsy the

current situation is not a problem or it is a problem for others but not for them.
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Stage 2: Contemplation

This is the second stage of the model in which people become more aware of their
problems and begin to think seriously about solving them. They struggle to understand their
problem, to see its causes and to wonder about possible solutions. However, contemalators
be far from actually making a commitment to action because the cost of ¢chatijdigger

than the benefit (Prochaska, Norcross & Diclemente, 1994).

Stage 3: Preparation

This is the third stage of the model in which people are planning to take action, and are
making the final adjustments before they begin to change their behavidngBkacNorcross &
Diclemente, 1994 ). Although those in preparation stage are committed to actionag
appear to be ready for action, they have not necessarily solved their ami@vaechange.

They may still need to convince themselves that taking action is what is béwmrforlh
addition, Even though it is an important stage, people tend to shortcut preparation and leap into
action after the contemplation stage. The practice often leads to preawions, and in turn

ineffectual change. (Prochaska, Norcross & Diclemente, 1994).

Stage 4: Action

This is the fourth stage of the model in which people most overtly modify their behavior
and surroundings. In short, they make the move for which they have been preparmgisActi
the most obviously busy period and the one that requires the greatest commitnmeatawidi
energy. Changes made during the action stage are more visible than those mgdsiterr

stages, and therefore receive the greatest recognition (Prochaska, Né&rbickemente, 1994).
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Therefore, people always equate change to action and overlook the criticahatqukepares

people for successful action and maintains change after action.

Stage 5: Maintenance

This is the fifth stage of the model in which people maintain the momentum of clitange
is a critically important continuation that can last from as little as sitins to as long as life
time (Prochaska, Norcross & Diclemente, 1994). People must work to consolidatsmthihewpn
attained during the action and other stages, and struggle to prevent lapses aesl relaps
(Prochaska, Norcross & Diclemente, 1994). Without a strong commitment to naaioge

people often relapse into their problem behaviors.

Stage 6: Termination

This is the final stage of the model in which people change successfully.dtagjes
people are no longer tempted by their old behaviors or problems. They are confiddmythat t
can cope without fear of relapse (Prochaska, Norcross & Diclemente, 198dle Rél have

exited the cycle of change and won their struggles.
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Section 3 Processes of Change

Processes of change are another key construct of the TTM. There are nimeciuadia
change processes in the model which help people progress through the stage of change.
Different change processes need to be used at different stages of chaolgasir, Norcross &
Diclemente, 1994). Therefore, using stage-matched change processd®istthproduce
successful change. Figure 9 shows stage of change in which particular pharegses are

useful.

Figure 9. Stage of change in which particular change processes amsetul

The nine processes of change are defined as follows:
1. Consciousness RaisingBecome more aware of a problem and potential solutions;

2. Social Liberation: Empower individuals by providing more choices and resources;
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Emotional Arousal: Use emotions to provide a burst of energy that allows individuals to
supersede procrastination, and determine what is really in their besstst&ia

example, fear about failures to change and inspiration for successful change;

. Self reevaluation: Appreciate that the change is important to one’s identity, happiness,

and success;

. Commitment: Be willing to act and believe in their own abilities to act;

. Countering: Substitute new behaviors and cognitions for the old ways of working;

Help Relationships: Seek and use social support to facilitate change;

Environmental Control: Restructure the situation to elicit new behaviors and inhibit old

habits;

Reward: reward self, or being rewarded by others, for making change.
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Section 4 Assessing the Stage of Change

A key to produce successful change is to know which stage of change individuals a
for the problem. Prochaska, Norcross & Diclemdta@94) introduce four simple statements to
assess the stage of a self changer. We modify those statementsj@canpanagement context
in the following The modification allows project managers to identify thgesof their project

stakeholders more effectively. Table 11 illustrates how evaluate the@sithe statements.

1. A project stakeholder delivered the key performance indicators of theizaanal change
project.

2. A project stakeholder has taken action on driving the success of the organizétzomgd c
project.

3. A project stakeholder intends to take action before the next team meeting.

4. A project stakeholder intends to take action after a few more team meetings

Table 11. Assessment of stage of change

Stage of Change Assessment results

Precontemplation Answer “no” to all statements

Contemplation Answer “yes” to statement 4 and “no” to the others.

Preparation Answer “yes” to statement 3 & 4 and “no” to the others.

Action Answer “yes” to statement 2,3 & 4 and “no” to statement 1
Maintenance Answer “yes” to all statements

Termination Answer “yes” to all statements and have finished thegbrdpsing process
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Chapter 5 Integrated Change Model (ICM)

This section explains how to build the Integrated Change Model (ICM) by atiteg the
common steps of widely cited change models with the Transtheoretical Modw).($&ction
5.1 gives an overview of the ICM. Section 5.2 shows how to create the ICM stepgbatinge
the common steps of widely cited change models with the TTM change proGsses 5.3
illustrates how to sequence the ICM steps by linking them with the TTM staidpange.
Section 5.4mproves the comprehensiveness of the ICM by examining whether the 168/ ste
cover all the TTM change processes or not. If not, the missed processes will d¢oaithee

ICM. Figure 10summarizes the content of this section in the research methodology.

Figure 10. Section 5 in the research methodology
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Section 1 Overview

The ICM is the integration between the common steps of widely cited changesnmodel
the organizational change field and the TTM in the individual behavior change field. T
common steps of widely cited change models and the TTM are similar in thelssrtbey both
help produce change. However, they are qualitatively different. In short, teaosteps of
widely cited change models relate to organizational change proedstesthe TTM to an
individual’'s readiness for change. Researchers and practitioners cohspsaritout that
understanding individual’s readiness for charsgenportant for making successful
organizational change (Porras, Robertson, 1992; Pendleburg, 1996). This is becaudelsuccess
organizational change always requires individuals to get ready for thgechad alter their
current behavior patterns. Under the circumstances, to successfully leaidairgaal change
projects, project managers cannot only follow change processes in orgaraizeliange models,
but they also need to consider an individual’s readiness for change which is dediely st the
TTM. This leads us to integrate the common steps of widely cited change matdlsen TM

and thus building the ICM.
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Section 2 Creation of the ICM Steps

This sub-section illustrates how to create the ICM steps by integitaie common steps
of widely cited change models with the TTM change processes. Figure 11 seanggration

processes.

Figure 11. Creation processes of the ICM steps

The integration starts from selecting the common steps of widely citedech@ougels
that match the purpose of the TTM change processes as the ICM step. The epiiypexc
which an unmatched common step is selected is when it fits the stage definitioniotien in
the TTM. The rationale of using these integration criteria is explam8edtion 1.3. By
applying these integration criteria, we find that nine out of the ten comnndadtevidely cited

change models match the purpose of the TTM change processes, and thedreamaimen step
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fits the stage definition of termination in the TTM. As a result, we seleitteal0 common steps
of widely cited change models as the ICM steps. Table 12 summarizesutts of the

integration.

Table 12. Integration between the TTM change processes and the 10moon steps of six
widely cited change mode

The following explains how each of the common step fits the particular TTRgeha

process or the TTM stage definition of termination, and thus becoming the &pM st

Consciousness Raising: Step 1 & 2

The purpose of consciousness raising in the TTM is to increase one’s awareaess

problem and possible solutions. “Understand the need for change” and “establishad sense
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urgency” serve the same purpose with this change process because thstiEprhelps people
confront a problem while the latter step makes people interpret a problenuageat one so
that they would think about possible solutions to deal with it. As a result, both stepséncre

one’s awareness on a problem and possible solutions.

Social Liberation: Step 3

The purpose of social liberation in the TTM is to create more socialatiie¥s for
supporting new behaviors. For example, social help groups are the most fasuiahtilseration
activity in the United States (Prochaska, Norcross, DiClemente, 1994). “Eneqeaple to
join a guiding coalition to lead the change” serves the same purpose as seéibin. This is
because joining a guiding coalition provides a social alternative for pebplevant to make
change. A guiding coalition creates a social environment in which peaplghare their
concerns and support each other to make charyge social environment helps them stay with

the new behaviors and free from the old ones.

Emotional Arousal: Step 4

The purpose of emotional arousal in the TTM is to use emotions to provide a burst of
energy that enables individuals to make changes. “Develop a vision and comns3rsgaeds

the same purpose in the sense that it arouses individuals’ positive emotions hy tinelpin
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visualize the change as bringing positive outcomes in the future. When peoplereerie
positive emotions, they are more open and energized to make change (Fredrickson, 1998, 2001

2003).

Commitment: Step 5 & 6

The purposes of commitment in the TTM are to enable one’s willingness to act and
strengthen a belief in her ability to change. “Plan the change” and “coivaiel the change”
share the same purposes as commitment. To a large extent, successfutlepands on using a
plan that people believe works; if people create plan by themselves, that besieielsemuch
stronger (Prochaska, Norcross, DiClemente, 1994). Therefore, “plan the thalpgepeople
strengthen a belief in their ability to change. For the step “communicatbdhge’, it enables
one’s willingness to act on change in two ways. First, people, who are insidedimg g
coalition, would be more willing to act after communicating the change withhsdtleeause their
decisions to change go public. Once people’s decisions go public, they are mor® likgly
their best to accomplish them since they may embarrass if they faih@2kag Norcross,
DiClemente, 1994). Second, people, who are outside of the guiding coalition, camgetea to
understand the needs of change more in depth after communication. It helps thenthmlieve

useful change is possible and necessary and thus enabling them to act on it.
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Countering: Step 7

The purpose of countering in the TTM is to substitute new behaviors for the old ones.
“Empower others to act on the change” serves the same purpose becauseéddmipfocus on
acting on the change. Wheeople are so occupied and focused on making the change, it
prevents them from behaving their problem behaviors. According to Prochaskadsamcd
DiClemente (1994), keeping people busy at working on new behaviors is a common technique

for countering. By doing so, there would be more new behaviors to counter the old ones.

Environment Control: Step 8 & 9

The purpose of environment control in the TTM is to restructure the situation so as to
elicit new behaviors and inhibit old habits. “Create short-term wins” and tremfand refine
the change” align with the purpose. Creating short-term wins help res@udice situation where
the change is workable. As short-term wins enable people to see compelligceidat the
change is workable, they are more willing to stay with it and keep putfiorgsehto driving its
success. As for the step “reinforce and refine the change”, it helps nexsrinet situation by
eliminating negative factors and enhancing the positive ones toward the .chiaisge because

the step involves figuring out what work and what do not. For those change elementskhat
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people need to do more as reinforcement. As for the change elements that do not work, people

need to refine and implement them again.

TTM stage definition f termination: Step 10

In the termination stage, people are no longer tempted by their old behaviors or problem
They will have won their struggles and exited the cycle of change. “Consojjdimits and
produce more changes” fits this stage definition. According to Kotter (1995gn¥tkis et al.
(1999) and Luecke (2003), the consolidation process takes place when people successfull
produce change with solid performance improvement. Before they exit theeatyaig, they
consolidate gains from the produced change in order to build their confidence ig leadin
participating in other change projects in the future. Therefore, the step idbesstiage

definition of termination.
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Section 3 Sequence of the ICM steps

This sub-section illustrates how to sequence the ICM steps by linking thenmevitiT M

stage of change. Figure 12 represents the sequencing processd€bf sheps.

Figure 12. Sequencing processes of the ICM steps

After the common steps of widely change models became the ICM steps, wecgeque
them by integrating with the TTM stage of change. The integration workadeetizere are
systematic relationships between the change processes and stage eifictiaed TM shown in
figure 9 while we have already aligned the ICM steps with the TTM changesgsexcin the
previous steps shown in table 12. As a result, we can link the ICM steps with the TGEMta
change and get a ballpark on the sequence of the ICM steps. For instance, ted€M
assigned to the first stage of change (Precontemplation) should be ragtiedinan the ICM
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steps assigned to the later stage of change. If there are more thahastepp€ assigned to the
particular TTM stage of change, we will use our field experience to ratzertak final
sequence. Figure 13 illustrates the sequence of the ICM S$tepfollowing part explains the

details of the sequence:

Figure 13. 10 Steps ICM
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There are three ICM steps“understand the needs for change”, “establish a sense of
urgency” and “encourage people to join a guiding coalition to lead the changeggrated with
the precontemplation stage which is the first stage of change in the TTMefdreewe rank
these ICM steps higher than others assigned to the latter stageagd.dBacause three steps
are assigned to the same stage of change, we need to rationalizeahsgduence based on our
experience. We rank “understand the needs for change” the first, “estaddisheaof urgency”
the second, and “encourage people to join a guiding coalition to lead the changedthEhikir
is becausby knowing the reasons for change, people are more aware of the problems. Whe
they are more aware of the problems, it helps increase the urgency raié g making
change. As a result, people are more motivated to join a guiding coalition as@pvaguce

change.

Although there are four ICM steps“understand the needs for change”, “establish a
sense of urgency”, “encourage people to join a guiding coalition to lead the chaddefeate
a vision and common goals” integrated with the contemplation stage which is the second stage
of change in the TTM, the sequence of “understand the needs for change”, sestaanse of
urgency”, “encourage people to join a guiding coalition to lead the change” have beerettlentif
as the first, second and third ICM step respectively. Therefore técaeasion and common

goals” becomes the fourth ICM step.

There are three ICM steps“encourage people to join a guiding coalition to lead the
change”, “create a vision and common goals” and “plan the changeégrated with the
preparation stage which is the third stage of change in the TTM. Since the seguenc

“encourage people to join a guiding coalition to lead the change”, “cread@a and common
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goals” have been identified as the third and fourth ICM step respectipky,the change”

becomes the fifth ICM step.

There are four ICM steps “encourage people to join a guiding coalition to lead the
change”, “communicate the change”, “empower others to act on the change” anel Sbiaé
term wins” integrated with the action stage which is the fourth stage of change in the TTM. As
the sequence of “encourage people to join a guiding coalition to lead the changegrhas be
determined, we only need to rationalize the sequence of the remained three stdpsidé/ to
make “communicate the change” as the sixth step, “empower others to act barthe’as the
seventh step, and “create short-term wins” as the eighth step. This is b=mausenicating the
change helps empower others to act on the change, and create short-teBy wnukerstanding
the change more in depth through communication, people are more willing to suppdrthitis
acting on it. When they act on the change, it helps accomplish short-ternthgoalse set by

the guiding coalition. As a result, the chance of creating short-term wieagss.

Although there are four ICM steps “communicate the change”, “empower others to act
on the change”, “create short-term wins” and “reinforce and refine the ¢hangtegrated
with the maintenance stage which is the fifth stage of change in the TTM, thaszqgbie
“‘communicate the change”, “empower others to act on the change”, “create ghontie”
have been identified as the sixth, seventh and eighth ICM step respecthazigtore, “reinforce

and refine the change” becomes the ninth ICM step.

Finally, “consolidate gains and produce more changes” is the only step integitated w
the termination stage which is the last stage of change in the TTM. As relsetipmes the last

ICM step which is the tenth one.
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Section 4 Comprehensiveness of the ICM

This sub-section demonstrates hovwntgrove the comprehensiveness of the ICM by
examining whether the ICM steps cover all the TTM change processes ommubt.tife missed

processes will be added to the ICM. Figureshdws the improvement process.

Figure 14. Process of improving the comprehensiveness of theM
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After we compare the ICM steps with the TTM change processes, we find thvee TT
change processesself reevaluation, help relationships, and rewame not covered by the

ICM steps. Therefore, we add them to the ICM and form the 13 steps ICM as shayunarib.

Figure 15. 13 steps ICM
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The following explains the content of the three missed TTM change processes aad how

sequence them in the ICM.

Self reevaluation: Step 5

The purpose of self reevaluation in the TTM is to help people believe the change isnmporta
to their success. According to Prochaska, Norcross and DiClement (1994), we neesktb use
reevaluation in the contemplation and preparation stage so as to help people phegesses.
Moreover, self evaluation follows naturally from emotional arousal whiehasher change
process of the TTM. Therefore, we should place the ICM step which matchesesaliiation
after the ICM step which matches emotional arousal. The fourth IGM stievelop a vision
and common goals is the one that matches emotional arousal. As a result, we should rank

“help people believe the change is important to their success” as th&€Mtltep.

Help Relationships: Step 9

The purpose of help relationships in the TTM is to seek and use social support to
facilitate change. According to Prochaska, Norcross and DiClement (1994geddo use help
relationships in the action and maintenance stage so as to help people progregesh@stam
up people to work on the change” is a typical technique of help relationships suggested by

Prochaska, Norcross and DiClement (1994). We decide to insert it after thel€iyhstep
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empower others to act on the changkecause people generally act on the change more
effective as a team than alone (Prochaska, Norcross, DiClement, 1994). Thetedoney

people to work on the change” become the ninth ICM step.

Reward: Step 11

The purpose of reward in the TTM is to reward self, or being rewarded by,dtrers
making change. According to Prochaska, Norcross and DiClement (1994), we need Wwate re
in the action and maintenance stage so as to help people progress the stdfgdivEtye
reward people, we need to link rewards with clear performance improvemerds§udy
creating short-term wins is a good performance indicator. Therefoliasent “reward people
for achieving short-term wins’ after the tenth ICM stepreate short-term wins, and it becomes

the eleventh ICM step.
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Chapter 6 Integrated Change Model in Project Managemat (ICMPM)

This section explains how to build the Integrated Change Model in Project Magaige
(ICMPM) by integrating the ICM with the project management progessps (PMI, 2008).
Section 6.1 shows the conceptual principles of the project management processRiviups (
2008). Section 6.2 illustrates how to build the ICMPM by integrating the ICMthatiproject
management process groupgure 16summarizes the content of this section in the research

methodology.
Figure 16. Section 6 in the research methodology

Section 6 60



Section 1 Project Management Process Groups

This sub-section illustrates the conceptual principles of the five progecagement
process groups proposed by Project Management Institute (PMI, 2008). Figure $#lshbive
project management process groupsitiating, planning, executing, monitoring and

controlling, and closing.

Figure 17. Five project management process groups (PMI, 2008)

These process groups ensure the effective flow of the project throughouttéaexis
Moreover, the integrative nature of project management requires the monitoring anticgnt
process group to be interacted with the other process group as shown in figure 17. Since project
management is a finite effort, the initiating process group begins the progdtheaclosing

process group ends it.

In practice, the process groups contain overlapping processes that miteeaging

levels of intensity across the project or project phase as shown in figure 18.
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Figure 18. Process groups interact in a phase or project (PMI, 2008)

The following part defines the project management process groups:

Initiating

The initiating process group consists of processes to define a new projecthnassiof
an existing project by obtaining authorization to start the project or phase (PMI, R2008h
the initiating processes, business needs of a project are identified s is defined; initial
financial resources are committed. If not already assigned, the praeeiger will be selected.
Moreover, both external and internal stakeholders of the project are ideritHisdnformation
is captured in the project charter and stakeholder register. When the projeat ishegsproved,

the project becomes officially authorized.

Planning

The planning process group consists of processes to establish the total scopdat.the ef

define and refine objectives, and develop the course of action required to attain thdseesbjec
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(PMI, 2008). The planning processes develop the project management plan and project
documents that will be used to implement the project. The project management plan and projec
documents include all aspects of the scope, time, cost, quality, communication, risk and
procurements. As more project information are gathered and understood throughoutttie proj
life cycle, additional planning may be needed. Moreover, project teams asstaymvolving

all appropriate stakeholders when planning and developing the project manageameampl

project documents (PMlI, 2008).

Executing

The executing process group consists of processes to complete the work defieed in t
project management plan which satisfies the project specifications. Tt@ieggrocesses
involve coordinating people and resources, and integrating and performing thieeaativine
project according to the project plan (PMI, 2008). During project executiontsresay require
to do planning updates and re-baselining. The updates can include change ndactwion,
resource productivity and availability, and scope. These variances may laéfecoject
management plan or project documents and may require detailed analysis ofiaigopopject

management responses.

Monitoring and Control

The monitoring and controlling process group consists of processes to track,apediew
regulate the progress and performance of the project; it identifias s which changes are
required to the project plan, and initiates the corresponding changes (PMI, 2008). Trheoasnt
monitoring provides the project team insights into the health of the project andiédesrtéas

requiring additional attention. In addition, the monitoring and controlling proceap got only
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monitors and controls the working being done within a process group, but also monitors and

controls the entire project efforts.

Closing

The closing process group consists of processes to finalize all actateess all project
management processes groups in order to formally complete the project, phasgsaotual
obligations (PMI, 2008). The closing processes verify that the defined pre@esssompleted
within all the process groups so that the project manager can officiadly ttie project or

project phase.
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Section 2 Integrated Change Model in Project Managaent (ICMPM)

This sub-section demonstrates how to build the Integrated Change Model in Project
Management (ICMPM) by integrating the 13 steps Integrated Change MOt®I ¢feated in
Section 5 with the project management process groups (PMI, 2008). The integratiauisedn
through matching the purpose of the ICM step with the project management [grocgss
(PMI). We find that the first five ICM steps match with the initiatinggasses; the sixth ICM
step matches with the planning processes; the seventh to eleventh ICMatidpswith the
executing processes; the twelfth ICM step matches with the executingminolling processes;
the thirteenth ICM step matches with the closing processes. Figunenh®asizes the results of

the integration.
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Figure 19. Integrated Change Model in Project Management (ICMPM)
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The following explains how the ICM step matches with the particular project

management process group in order to create the ICMPM.

Initiating: ICM Step 1t0 5

The initiating process group consists of processes to clarify business needsjetta pr
define its initial scope, commit initial financial resources, and idehtith external and internal
stakeholders of a project (PMI, 2008). We integrate the first five ICM stitpshe process
group because the purposes of these steps match the above definitions. Byndidgtsta
needs for change and establishing a sense of urgency, people get to kn@asdhg f& making
change which always relate to business benefits. In other words, the $peglaiify business
needs of an organizational change project. By developing a vision and common goats, peopl
determine what they expect regarding change outcomes. By doing so, peap@éroathe
initial scope of a change project as well as committing initial finhnesaurces to it. Finally, in
the ICM step of "encourage people to join a guiding coalition to lead a chavjgetpand “help
people believe the change is important to their success”, “people” mean pjebioders who
have influence and interest in a change project. Therefore, to effectnjibnnent these steps,
we first need to identify both external and internal project stakeholder. Tlissstnt with the

definitions of the initiating processes.
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Planning: ICM Step 6

The planning process group consists of processes to develop course of action required to
attain the project’s objectives (PMI, 2008). The project management planostfhe of the
process group that is used to implement the project. We integrate theCdikidp plan the
change with the process group as they basically serve the same purpose. When we plan the
change, we actually develop a plan of actions to attain expected results géaizatronal

change project.

Executing: ICM Step 7 to 11

The executing process group consists of processes to implement a proatdiyating
people and resources, and integrating and performing the activities of the progedirgy to the
project plan (PMI, 2008). We integrate the seventh to eleventh ICM steps wtotiess group
because these steps help implement an organizational change project. Wbamwicate the
change, we make relevant information available to project stakeholddesasgin the
planning process group. After communication, project stakeholders are morédikapport

and act on the change. We then team up people to work on the changegesm#relty act on
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change more effective as a team than alone (Prochaska, Norcross, &iC[E894)As a result,
project stakeholders are fully empowered to execute an organizational gnajege To keep
the momentum of implementing an organizational change project, we need to looeaters

wins and reward people for achieving them.

Monitoring and Controlling: ICM Step 12

The monitoring and controlling process group consists of processes to track,aediew
regulate the progress and performance of the project; it identif&s iarevhich changes are
required to the project plan and initiates the corresponding changes (PMI, 2008)eivatent
the twelfth ICM step with the process group as they serve the same puRpeiséorce and
refine the change” involves figuring out what work and what do not, which is the saime a
tracking and reviewing processes of the monitoring and controlling prooags. Moreover, in
the step, people need to work more on the change elements that work, and refimeghtsele
that do not work. These are the same as regulating the progress and perforrtaapeopéct,

and initiating the corresponding changes in the monitoring and controlling precaps g

Closing: ICM Step 13

The closing process group consists of processes to finalize all actateess all project

management processes groups in order to formally complete the project, phasgsaotual
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obligations (PMI, 2008). We integrate the thirteenth ICM step with the procass gs they
serve the same purpose to close a project. “Consolidate gains” takes plapeagfter
successfully produce change with solid performance improvement and befoexititee
change cycle. They consolidate gains from the produced change in order to build their
confidence in leading or participating in other change projects in the futurefdreemee can

regard the step as the closing process of an organizational change project.

70



Chapter 7 Results

Section 2 analyzes the concepts of organizational change. In the sectifineg de
organizational change agw ways of organizing and working in an organization (Dawson
2003). It presents five triggers to organizational change (organizational engitgnm
performance, top management, strategy and structure) based on the reseabe, db ik,
Miller and Sutcliff (1993), and categorizes types of organization chantieebgte of

occurrence, how change comes about and their scale (Senior 2002).

Section 3 reviews change models in the organizational change field. nefistvs 25
change models that were published in any of the 13 selected journals between 1989 and 2009,
and selects six out of the 25 models as widely cited change models. Thesiesncited
change models are cited at least in four out of the 13 selected journals,yamdItioeeJudson’s
Five-step Change Model (1991), Kanter et al.'s Ten Commandments for Executing Change
(1992), Kotter’s Eight Stage Processes for Successful Organizationalofnaatbn (1995),
Galpin’s Nine Wedges Change Model (1996), Armenakis et al.’s Change Readouss M
(1999), and Luecke’s Seven Steps (2003). The section then explains their conceptydgrinci
and identifies 10 common change steps of them. The 10 common steps are: (1) understand the
needs for change; (2) establish a sense of urgency; (3) encourage peopla ujding
coalition to lead the change; (4) create a vision and common goals; (5) planrthe; ¢ba
communicate the change; (7) empower others to act on the change; (8) creatzmheing;

(9) reinforce and refine the change; (10) consolidate gains and produce ma@eschan

Section 4llustrates the conceptual principles of the Transtheoretical Model (TiT ke
individual behavior change field. It explains the definition of the six stage afjeha

(precontemplation, contemplation, preparation, action, maintenance and termimetien) i
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model and which particular change processes of the model are useful for peoptgaesor
change from one stage to the next. There are nine change processes in thidi Mclude
consciousness raising, social liberation, emotional arousal, self reevaleaimmitment,
countering, helping relationships, environmental control, and reward. In additionctioa s¢so
includes a modified assessment for project managers to evaluate the stagg®efochheir

project stakeholders.

Section 5 demonstrates the formation of the Integrated Change Model (ICM) by
integrating the common steps of six widely cited change models with the Tb®gihs from
selecting the common steps of widely cited change models as the ICNF sieysmatch the
purpose of the TTM change processes or the stage definition of terminatiomilMh®&ased
on the selection criteria, all the ten common steps are selected as tlséeleaM The section
then sequences th€M steps by integrating them with the TTM stage of change, and by expert
judgment. As a result, the 10 Steps ICM is created. To improve the comprehensivénedof
Steps ICM, the section examines whether the ICM steps cover all of the Aagecprocesses
or not. It finds three TTM change processeself reevaluation, help relationships and reward

are missing in the ICM. Therefore, we add them to the model and create ttepd 3CH/.

Section 6 illustrates the creation of the Integrated Change Model in Avtgaafgement
(ICMPM) by integrating the 13 Steps ICM with the five project managemecess groups
initiating, planning, executing, monitoring and controlling, and closing (PMI, 2008). The
integration is done through matching the purposes of the ICM steps with theaenhithe
project management process groups (PMI). Based on the integration criterifnst fhes ICM
steps integrates with the initiating process group; the sixth ICM step nveitheke planning

process group; the next five (from the seventh to the eleventh) ICM stepstegewgith the
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executing process group; the twelfth ICM step merges with monitoring andléogtprocess

group; the thirteenth ICM step integrates with the closing process group.
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Chapter 8 Conclusions

It is evident from this paper that change is an ever-present element thist affec
organizations. There is a consensus thajept management is a powerful and flexible
management approach to implementing organizational change (Laszlo, 1999RButti@inen,
2001; Hebert, 2002). Howeverjtvless than 20 perceanf organizational change projects
ending in success (The Standish Group, 1999; Cicmil, 1999; Collyer, 2000; Haines, Adlkr-Ste
& Mckinlay, 2005), this may indicate the lack of a valid model for project masager
successfully implement and manage organizational change since whagiglgwavailable is a
wide range of organizational change models that neither are in a projectemamagontext nor

pay adequate emphasis on the people-side of change.

Under the circumstances, this paper has attempted to highlight the nbeddimg an
integrated change model in a project management context. To construct sucfeancbdel,
this paper integrates widely cited change models in the organizationabdieldgnd the
Transtheoretical Model (TTM) (Prochaska, DiClemente, 1984, 1994) in the individual behavior
change field with the project management process groups (PMI, 2008). The $Tddma

recognized as the most influential model to study the people-side of changeiRemndl 996).

Specifically, the results of the paper propose to integrate the 13 Steps @u&gnange
Model (ICM) with the project management process groups (PMI, 2008) so asteotheea
Integrated Change Model in Project Management (ICMPM). We develop the 13 Steps IC

through merging the 10 common steps of six widely cited change models with the TTM

Moreover, the paper finds that unlike a one-size-fits-all change model, theMCMP
enables project managers to adjust their approaches to implement organizhiogalio

accordance with their project stakeholders’ readiness for change. For éngtanect managers
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can evaluate project stakeholders’ readiness for change through assessstgde of change in

the TTM as shown in Section 4.4. If most people are found to be in the precontemplatipn stage
then we know from the ICMPM that we need to stay longer in the project init@iogsses

and intensively use the first three ICMPM stepgnderstand the needs for the change, establish
a sense of urgency, and encourage people to join a guiding coalition to lead the ctahgk
people progress through the change. Similar systematic strategies cad beesch stage as
project managers prepare for effective actions. We believe that thectnterapproach offered

by the ICMPM would reduce resistance to change, increase participatbange, reduce

dropouts from change, increase progress and greatly enhance implementatyamiaatonal

change projects.
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Chapter 9 Recommendation for Future Works

This research raises questions for future research in several ardatutbnes research
should focus on empirical studies that test all or part of the change model presentedapehi
It is important to explore how much predictive power the proposed conceptual réligsons
among the 10 common steps of six widely cited change model, the TTM and the project

management process groups have on successful organizational change projects

Second, the integration between the ICMPM and positive psychologies stath as
flow, positive emotions and psychological capital could also be studied. AlthoughNCand
positive psychological states are similar in the sense that they bpthdugle make successful
organizational changes, these two models are qualitatively different. intsiedlCMPM relates
to behaviors and positive psychological states to cognitive and emotional steteatdehavior
is an observable action that reflects one’s psychological state. In tHeMCpeople behave
differently in each step of the model so as to make successful organizationa. dhagigve
psychological states, on the other hand, are more fundamental in that they focus on one’s
positive emotions and cognitive reactions toward change, which in turn result in positive
behaviors, the subject of the ICMPM. Therefore, the two theories are relatéoi;usidn
different aspects of human activity. Due to the difference in focus, integthe two models
will allow us to look at the issue from different angles, thus providing new and déegmtsnato

how to handle organizational change projects.

Finally, future research should consider the role of differing types of aajamal
change such as incremental and revolutionary change, and cultural fadtorfiteace the
selection of change models, and how they manifest and impact performance ofabiqzatliz

change projects.
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