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The article introduces a new approach to managing change in the United States industry.
In the United States, managing change is a subject of a separate discipline called Organizational
Change Management. Organizational Change Management studies and manages human behavior
and the ways to influence it and steer it in the desired direction when a change occurs. In the United
States, this discipline is independent and fairly mature. In other countries, however, this field may be
considered as a part of project management, organizational development, or industrial psychology.

In this article, before introducing a new model for managing change, the author provides a defi-
nition of Organizational Change Management and reviews its purpose, benefits, key pillars (compo-
nents), and the risks of ignoring or underestimating OCM. This discussion provides those who are
new to change management with a framework for their understanding of the proposed OCM model.

Next, the author introduces the OCM Capabilities model for supporting change management ac-
tivities in a company. The United States industry is going through a transition and is experiencing its
own challenges right now. One of these challenges is a conflict between a growing demand for OCM
services and a conservative approach to funding OCM activities. The proposed model allows com-
panies to efficiently address these challenges. Target audiences for this article include senior mana-
gement, members of the Planning and Project Management Organizations (PMO), training teams,
organizational development consultants, and project managers.

Keywords: new model for managing change, Organizational Change Management.

Someone once said that a perpetual change is the most stable process out there. In the industry,
a change is introduced as a means of implementing an innovation. Companies constantly and routinely
make changes to organizational structure (employees, their roles and responsibilities), systems (equip-
ment), and processes/procedures/policies/operating models. To achieve its goals, a change must be ma-
naged. In the United States, managing change is a subject of a separate discipline called Organizational
Change Management. This discipline studies and manages the ways to influence human behavior and
steer it in the desired direction to ensure an innovation is adopted. In the United States industry, Organi-
zational Change Management is fairly mature. Many companies either employ their own Organizational
Change Management professionals or hire consultants in that area to support company initiatives. Late-
ly, however, the United States industry is going through a transition and is experiencing its own chal-
lenges. One of these challenges is a conflict between a growing demand for OCM support and a con-
servative approach to funding Organizational Change Management activities. The current support mo-
dels in that field seem to be struggling with providing a solution to this challenge. The proposed OCM
Capabilities Support Model allows for efficiently addressing this challenge.

What is Organizational Change Management?

In order to learn about the proposed model for managing change we must first understand what Or-
ganizational Change Management is. Organizational Change Management (OCM) is most commonly
defined as a coordinated practice or structured approach to ensure the effective transition of individuals,
teams and organizations from the current state to a desired future state. It ensures a solution that is
applied to support the new state is embraced, adopted, and used proficiently. In the US industry,
Organizational Change Management is a separate discipline. In some countries, a responsibility for
successful adoption of a change resides with Project Management. In the United States, Project
Management only ensures the solution is designed, developed and delivered successfully. Unlike Project
Management, Organizational Change Management focuses on ensuring adoption of a solution and
overcoming employee resistance.
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PROSCI, world’s leading organization that develops change management methodologies and tools
defines Organizational Change Management as a “discipline that guides how we prepare, equip and sup-
port individuals to successfully adopt change in order to drive organizational success and outcomes™ [1].

In other words, Organizational Change Management is a discipline that allows for steering em-
ployee behavior in the desired direction that ensures the company in general reaches its goals.

The notion of Organizational Change Management as a separate discipline independent from Orga-
nizational Psychology, Industrial Psychology, and Organizational Development has evolved gradually.
Starting back in the sixties of the XX century, the American industry has started collecting data on how
people adapt to new ideas and technologies. The first formal model describing employee reaction to
change has been published after 20 years of research, in 1982. It took the industry another 10 years to
establish that there is a strong direct relationship between a successful implementation of a change, em-
ployee productivity, and the use of formal methods of managing change. The industry took the hint.
In the early 2000, the industry has formalized the role and responsibilities of an Organizational Change
Manager. Shortly thereafter, colleges started offering a formal training in this area. Today, many com-
panies have a formal Organizational Change Management practice or hire Organizational Change Mana-
gement professionals to support company projects.

Purpose of Organizational Change Management

Why does the industry need OCM? The answer is simple: because change is a means of perpetuating
innovation. In many cases, changes impact employee life and work. Employees are conservative. They
do not like changes and respond in ways that are not conducive to innovations. They have every right to
be threatened by a change: in most cases, an innovation may have an impact on employees, and that im-
pact might not necessarily be positive. Employee response to a change is a passive or active resistance,
lack of adoption, or both. At the time of change, employee productivity drops while turnover, stress,
health issues, and conflict rates increase exponentially. This adversely impacts company’s bottom line.
OCM is necessary because it manages employee resistance, helps support change, and promotes em-
ployee behavior that is most conducive to an innovation. Specifically, OCM helps to proactively address
employee attitudes and behaviors, prepare employees for a change, and avoid the risk of negative
processes occurring in a company.

As shown in Fig. 1, from a statistical standpoint, there is a direct and strong relationship between
company performance and OCM practices.
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Fig. 1. Impact of poorly managed change on company performance
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As you can see, the success of a project that leads to an innovation depends on the quality of an
OCM effort on that project. A poorly managed OCM effort invalidates and nullifies project value.
In other words, the presence of a properly managed OCM may just mean the proverbial “make it or
break it” when it comes to a project and a company’s success.

Key Processes of Organizational Change Management

It is important to understand the key processes that OCM employs to accomplish its goals. This
provides a framework for the understanding of what an OCM professional manages. The OCM Capa-
bilities Support Model introduced in this article represents an efficient way of managing OCM efforts as
part of company projects. The key to that efficient way of managing change lies in the understanding of
which team members are better aligned with the key OCM processes depending on a project type.
In other words, it is important to understand that, depending on various factors, OCM can be performed
by either OCM professionals or other project team members. Which practices comprise OCM?

The diagram on Fig. 2 shows the six key areas (practices) that comprise OCM.
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Fig. 2. Key processes of Organizational Change Management

Managing Stakeholders

Stakeholder management processes entail identifying and classifying all project stakeholders who
may be impacted by the upcoming change. OCM offers an intervention that allows for indoctrinating an
employee in the desired behavior. For an OCM Manager to understand which intervention to use for
each particular employee group, employees need to be identified and broken into these groups. Em-
ployees can be broken into groups using various factors. Examples of these factors may include:

e Employee division or department

e Employee role on a project (e.g., change target, change leader, change agent etc.)

e Impacts of change (how much future employee behavior changes from its current state as a result
of introducing a change) (e.g., major impact, some impact, minimal impact, no impact)

e Reaction to change (which behavior that employee group demonstrates with respect to change)
(e.g., oppose change, support/follow change, become a change enthusiast)

There may be other factors that influence how an OCM Manager classifies employees. This classi-
fication allows an OCM Manager to break employees into groups and determine an OCM approach to
each group. Depending on a group, that approach might range from a heavy communication coupled
with close monitoring of employee readiness for change to merely keeping employees in the loop.
The approach to OCM determines the type of OCM intervention (communication, engagement, and
training) that will be the most efficient in indoctrinating employees into a change.

Identifying Changes and Impacts

Change analysis allows for determining and documenting the gap between the current state and
the future state in the areas of organizational structure, processes, or systems/equipment. Each of
the changes might have an impact on employee behavior. The role of an OCM professional is to identify
and document all impacts and determine their criticality for the success of a project or/and a company in
general. Naturally, an OCM approach will reflect the most critical impacts that should be addressed first.
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The effort of identifying changes and change impacts is coordinated with project managers, subject-
matter experts (SME), and company Leadership.

Planning and Executing Communication

OCM employs the current research in human behavior to ensure efficiency of its methods. These
methods include a broad use of social and professional (including corporate) media, creating and main-
taining change networks to support employee activities during and after projects, and active engagement
of change enthusiasts (also called Change Champions). Other OCM methods include using targeted
messaging, dedicated SharePoint sites, presentations, campaigns, posters, broadcasts, employee training,
and other engagements. These methods are very efficient in ensuring employees are aware of the up-
coming changes and are adequately prepared for them.

Assessing Change Readiness

OCM professionals are judged by the results of their work. These results may include the amount of
resistance to a change that employees demonstrate and the level of change adoption. There are a variety
of methods OCM employs to determine the degree of employee readiness for a change. These methods
range from surveying employee populations to collecting objective data from the existing sources main-
tained by other organizations. For example, the number of employee calls to Technical Support or HR
will help evaluate how adequately employees are prepared for an innovation and the changes that sup-
port the innovation. The goal of OCM is to ensure that, as the result of the chosen OCM interventions,
the majority of employees show adoption of an innovation, compliance with the desired behavior and
rules, and commitment to change.

Ensuring Knowledge Acquisition via Education and Training

Employees need to demonstrate proficiency in following the new processes and using the new sys-
tems and equipment. OCM professionals either develop or coordinate development of various training or
self-education solutions that allow employees to reach the desired proficiency level.

Ensuring Sustainment of an Innovation

OCM is responsible for ensuring that an innovation introduced in a company continues to function
after the initial effort to introduce it is completed. The innovation sustainment phase of an initiative oc-
curs after that initiative has completed. That phase may entail various OCM activities. These activities
range from organizing a refresher class to various forms of additional communication. For example,
a communication may include the answers to the most frequently asked questions that employee ask of
the Technical Support or HR organizations. OCM does not seize when an initiative comes to an end.
Rather, it continues to monitor employee behavior after an innovation is successfully implemented.
OCM professionals then intervene as needed to ensure the desired employee behavior perpetuates.

As you can see, an OCM Manager is engaged in the planning and execution of various change-
management activities. Naturally, the scope of this engagement and the amount of time spent on these
activities vary depending on the nature of the project.

Risks of Ignoring or Underestimating OCM

Whenever an innovation introduces changes to employee life and work, the adoption of the innova-
tion becomes a critical factor to the success of that innovation in a company. Each initiative must have
an OCM component to it if the Leadership is at all concerned about the adoption of innovations. Yet,
quite surprisingly, some Leaders choose to resist any OCM involvement. These Leaders underestimate
the value of OCM and the risks that the lack of an OCM effort entails. What are the key risks of ignoring
or underestimating OCM? The diagram on Fig. 3 shows the most common human reactions associated
with a change. The purple line shows the typical human reactions that follow the changes shown on
the transformation path (in blue).

First, a lack of understanding of a change leads to miscommunication and speculation. OCM builds
employee awareness of a change. To ensure employee awareness, OCM delivers information about
the upcoming innovation and its impacts to employee work and personal life. Furthermore, OCM trains
employees to help them understand and adapt their behavior to meet the requirements of the upcoming
innovation. Both awareness and understanding contribute to employee adoption of an innovation. A lack
of awareness and understanding leads to uncertainty and fear. The lack of information communicated by
a reliable and controlled source is compensated with information from other, much less reliable sources.
Misinformation leads to speculation. Misinformation and speculation translate into a lack of the Leader-
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ship’s control over how and by whom that information is used. Organizational risks resulting from
the lack of such control range from reputational losses to the company to a loss of expertise and the in-
crease of capital expenditures toward developing new talent. A company might need to invest extra ef-
forts in preventing its trade secrets walking out the door with the departing talent. In either case, a com-
pany is risking a negative impact to its overall capitalization and its position on the market.
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Fig. 3. Transition Cycle

Second, the lack of awareness and understanding of an innovation decreases employee participa-
tion. This risk entails a decrease in employee productivity and a major gap in the feedback loop. Every
administrator is aware of the negative impact of low employee productivity on a company’s standing in
the industry. Breaking the feedback loop due to employee apathy and indifference leads to employee
mistrust in company Leadership and in future innovations. By allowing employee participation to lapse
companies are looking at direct and negative impacts to their bottom line.

Third, with a widening gap in the feedback loop, risks and issues are overlooked. This inevitably
leads to delayed and missed initiative deadlines and budget overruns. A poorly motivated workforce is
less likely to be loyal to the company. Why would anyone risk his or her neck reporting an issue when
they do not trust their employer to properly address that issue in the first place?

Forth, the picture is even grimmer when it comes to stakeholder expectations. They are either not
met or poorly managed. It would not be long before all these factors lead to company mismanagement.
It is not merely sufficient for a company to innovate to survive. It is equally critical for a company to
communicate to all stakeholders about an innovation’s impact to their life and work.

The risks of ignoring or underestimating OCM to the company are so great that, for a company, it
comes to a choice of “either manage change or seize to exist”. The practice of innovating may be an
awesome thing, but let’s not forget that it has got a human component to it. Unless it is supported by
employees, an innovation will never be successful.

The OCM Capabilities Support Model for Managing Change

Companies cannot ignore OCM as part of their development strategy if they want to continue to
stay in business. How exactly a company is building its relationships with the OCM organization de-
pends on an industry and the nature of the company’s business. Naturally, there is a variety of ways
a company and its OCM organization may interact with each other. The most common of these ways are
summarized in OCM models. As with any formal discipline, Organizational Change Management prac-
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tices have produced a number of management models. For a discussion on the key management models
in this area you may refer to my recent article that discusses the role of an Organizational Change Mana-
ger, goals and common methods of managing change [2].

So, why is there a need for a new model right now? What is happening in the US industry today that
calls for a new approach to OCM? There are two key factors that contribute to this need.

Currently, the United States industry is undergoing a transition. This transition has mostly been pre-
cipitated by the latest recession. Today, it is not merely sufficient for business clients and stockholders
to demand a higher return on investment. Nowadays, a greater return has to be coupled with a higher
risk visibility and a sane risk management policy. In a company, the first step toward achieving a better
return on investment while reducing risks is to take the portfolio and demand management process under
control. The portfolio and demand management process entails collecting, analyzing, and evaluating
data on initiatives and innovations that a company chooses to fund and implement. This process allows
for a visibility into changes therefore allowing Senior Leadership to decide which innovation is better
aligned with the company’s sustainability and growth strategy and therefore should be funded. When
greater control over the portfolio and demand management process is implemented, OCM organizations
have to transition from the one-off operating mode to the mode of systematically supporting company
innovations. In the absence of a systematic approach to portfolio and demand management, OCM sup-
port on most of the initiatives is typically random. When OCM support of an innovation is random,
a demand for OCM support is created by Senior Leadership by giving OCM organizations orders on
which innovations to support. A greater visibility into a portfolio of innovations increases the demand
for OCM services. In this new operating mode, OCM organizations have to make their own decisions on
which company innovations to support. This signifies a paradigm shift in the OCM business: from
“order takers” to a mature OCM practice of “decision makers”. The same transition that had led to
a higher demand for OCM services, however, had led to a greater distress in OCM organizations. Why
has this occurred?

In the new reality of greater visibility into a return on investment, the new challenges for OCM in-
clude tighter budgets and a conservative approach to funding OCM activities and staffing OCM organi-
zations. This conservative approach has resulted in some OCM organizations being chronically under-
funded and understaffed.

Systematic portfolio and demand management practices in the industry brought most company in-
itiatives and innovations into Senior Leadership’s spotlight. This practice has revealed that a company
might have a great many initiatives that might require OCM. In a large company, the initiative count that
might require OCM may literally be in the hundreds or even thousands. No matter how large an OCM
organization is that organization will not have sufficient resources to support every single innovation.

So, what have we ended up with? On the one hand, a larger number of innovations might require
OCM support. On the other hand, the underfunded and understaffed OCM organizations simply cannot
sustain OCM activities and offer OCM support to every initiative. A company cannot underestimate
OCM, but the reality is that it is physically impossible to provide OCM support for every single initia-
tive in the company. Such is the reality in the US industry today. This is a dangerous paradox. Every
initiative must consider OCM as vital for its success. Yet not every initiative can physically be sup-
ported by an OCM organization. Let’s not forget: many initiatives that OCM Managers support require
a full-time engagement. In other words, the amount of time that an OCM Manager must spend planning
and executing OCM activities on an initiative amounts to roughly 35-40 hours or more per week. There
are simply not enough OCM resources to go around. This is the “perfect storm” outlook. The existing
OCM support models fail to provide a solution to this challenge. That is why a call for a new OCM
model is in order. The new model has to help OMC organizations to efficiently manage the talent while
providing an adequate OCM support.

Is there a model out there that can be applied to every innovation and help a company to evaluate
which level of OCM support is required from the OCM organization? Enter the OCM Capabilities Sup-
port Model. The OCM Capabilities Support Model allows for supporting a larger number of initiatives
from an OCM standpoint utilizing the existing talent, without dropping the ball.

So, why does the OCM Capabilities Support Model succeed where other OCM models fail? What
does this model offer that other OCM models do not? The OCM Capabilities Support Model offers:

o A differentiated approach to OCM Support
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e A flexible approach to the planning and execution of OCM activities, including a distributed ap-
proach

e Transparent criteria that allow for determining the level of OCM Support on an initiative

The current models of OCM support assume that all projects receive support from a dedicated OCM
professional. This specialist is charged with planning and executing all OCM and communication activi-
ties. On many initiatives, the same specialist is also planning and executing all personnel training activi-
ties as well. In many cases, the same professional also plans and executes all activities to measure
change adoption and employee resistance, such as creating and processing employee surveys. But in re-
ality an OCM professional can only be supporting a limited number of initiatives without compromising
the quality and timeliness of OCM deliverables and deadlines. The OCM Capabilities Support Model
assumes that each initiative’s OCM needs are unique, and not every initiative requires a full-time dedi-
cated OCM professional support. The new approach is in proactively determining which of these OCM
activities must in fact be executed by a dedicated OCM professional and which can be performed by
other team members who have neither a formal educational background nor an OCM experience.

The OCM Capabilities Support Model establishes three levels of OCM support: High, Medium, and
Low. The diagram on Fig. 4 explains the OCM support levels.
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Fig. 4. OCM Support Levels

What is the difference between the support levels? The key differences are in:

e The OCM professional’s role

e The OCM professional’s responsibilities

e The responsibilities of other members of the initiative’s team

The High level of OCM support is identical to the traditional OCM support approach. At this level,
an initiative is supported by a dedicated professional who is a member of the OCM team. The OCM pro-
fessional’s role on a team is that of the OCM Lead. That professional is accountable for the planning and
execution of all OCM activities. As the OMC Lead, that professional tracks and reports the status of all
OCM activities to the Leadership. S/he may also manage other members of the OCM and Training
teams, such as a communications expert, instructional designer, or instructor. On the other hand,
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the OCM professional is also an individual contributor on such projects. As such, s’he produces all
OCM deliverables.

At the Medium level of OCM support, the role of the OCM professional is that of a mentor to other
team members. In this scenario, the OCM professional seldom performs the planning and execution of
the OCM activities. Instead, that professional trains and mentors others on how to plan and execute these
activities. This support level assumes that, with adequate training, other team members, such as a Project
Manager, are capable of carrying out the responsibilities for the OCM activities traditionally planned
and executed by the OCM professional. Naturally, other team members’ expertise may be in the func-
tional areas other than OCM. The OCM Capabilities Support Model does not assume that, by some kind
of miracle, these team members will instantly acquire a broad expertise in OCM. This level of OCM
support assumes that within the limited OCM boundaries of a specific initiative, the OCM delegates will
perform at an adequate level that will allow for the innovation to be implemented successfully. Their
OCM expertise will not extend beyond the specific project’s completion date. It is unlikely that these
OCM delegates will perform at an adequate level as OCM professionals with another project or at
another company. Once trained by an OCM professional, the delegates will plan and execute either all or
most of the OCM activities that we have discussed in the Key Processes of Organizational Change Man-
agement section. We assume that project managers and other team members, including requirements
analysts, training specialists etc. are, with the appropriate training and oversight, capable of performing
stakeholder analyses, identifying and documenting changes and their impact on company employees and
other stakeholders, writing communications, organizing training etc. Their performance, however, will
require a lot of oversight by the OCM organization. The good news is, in this OCM support model,
the OCM professional will also closely monitor their performance as OCM delegates, review the OCM
deliverables they produce and make recommendations for their improvement. Finally, the OCM profes-
sional will report the status of the OCM activities to the Senior Management and should be ready to step
in as a full-time dedicated OCM resource at a moment’s notice as needed.

The Low OCM support level is somewhat similar to the Medium support level in a sense that
the OCM professionals, once again, delegate their OCM responsibilities to other team members. Unlike
the Medium OCM support level, however, that level of OCM support encourages the “do-it-yourself”
approach to a project’s OCM support. The OCM professional plays the role of a coach to other team
members. Once the initial OCM training is complete, the OCM professional steps back to focus on other
priorities. The team continues to plan and execute all OCM activities, produce OCM deliverables, and
report OCM status without expecting any further support from their OCM coach. Of course, the OCM
professional will be available to step in if necessary, but the assumption is, no further help will be re-
quired from the OCM team.

Neither the Medium nor the Low OCM support levels entail a full-time dedicated OCM resource
being a part of a team. These support levels rely on a so called distributed approach to the planning and
executing of all OCM activities. Many initiatives do require a full-time OCM engagement. Some initia-
tives, however, do not require a dedicated OCM professional. Not all initiatives are born equal, and
the level of OCM support must to be adequate for the needs of a particular initiative. If a team can sus-
tain them, OCM responsibilities can be shared and distributed among other team members. These re-
sponsibilities can be decentralized and executed by many instead of being planned and executed from
a centralized location by a single dedicated OCM professional or the OCM team.

The OCM Capabilities Support Model is flexible enough to allow for the OCM support levels to
transform along with the project’s changing OCM needs. An initiative, for example, may have several
phases. Initially, that initiative may require a High level of OCM support and a dedicated OCM resource
to manage all its OCM activities. As a project manager gets more familiar with OCM practices, receives
OCM training by OCM professionals, and gets to observe their work, s/he may decide that the next
phase may require a different level of OCM support. Another reason for switching to a different level of
OCM support is when an initiative itself transforms due to a changing scope, complexity etc. An OCM
professional may need to step up her/his involvement in an initiative to the High OCM support level to
ensure the innovation receives an adequate OCM support. By the same token, that engagement may be
scaled down.

As you can see, OCM support levels will influence and determine the role which an OCM profes-
sional plays on a project, their responsibilities, as well the responsibilities of other team members. But
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how would a team know which OCM support level is appropriate? OCM professionals rely on pre-
determined criteria that unequivocally determine the required level of OCM support.

The OCM Capabilities Support Model offers a set of transparent criteria to determine the level of
OCM support and clearly delineate the role an OCM professional plays on an initiative. The chart on
Fig. 5 OCM Support Matrix provides the criteria and the ranges that help to determine the appropriate
OCM support level. The OCM Support Matrix uses the point system to calculate and determine the de-
sired level of OCM support.
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. . High complexity Medium complexity Low complexity
Project complexity Points=3 Points=2 Points=1
Compli ) nt Project is compliance-related Project is not compliance related Project iz not compliance related
Mplisnce requirems Points=3 Points=2 Points=1
Rely on extensive network Functional Experts with limited backup Functienzlly managed, backupis

Sustainability requirements

readily available
Points=1

Points=3 Points =2

Fig. 5. OCM Support Matrix

The OCM Capabilities Support Model uses a set of seven criteria to determine the OCM support
level. These criteria are:

e Project Scope

e Project Size

e Project Duration

e Number of employees and other stakeholders impacted

e Project Complexity

e Project’s Compliance requirements

e OCM Sustainability requirements

Each criterion is assigned a certain number of points, ranging from 1 point on the lower end of
the scale to 3 points on the higher end. For example, an Enterprise-wide project with a global impact
receives 3 points for scope. A project which only impacts a single organization within a certain county
or city receives 1 point. In a similar fashion, a project with duration of 12 months or longer receives
3 points for the duration criterion. A project that is only planned for 3—9 months or under 3 months rece-
ives 1 point for duration. An OCM professional can easily determine the appropriate OCM support level
by tallying up the total project’s OCM support score. A total score of 20 and up means that the project is
very complex, global in nature, will service the entire employee population across the globe, will take
upwards of a year to complete etc. A total score of 20 puts a project into the High OCM support level
category. That project requires a dedicated OCM support specialist or a support by the OCM team. That
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person or a team of OCM professionals will plan and execute all OCM activities associated with that
initiative and produce and manage all OCM deliverables. A total score of between 14-20 points indicates
that a project requires a Medium OMC support level. The score ranging between 7 and 13 indicates
a Low OCM support level.

These criteria are transparent. Any initiative manager or OCM professional can use them to deter-
mine the project’s OCM support needs. A couple of side notes, however, are in order.

First, the absolute majority of these criteria are simple concepts, approaching a binary “yes” or “no”
in their simplicity level. For example, it is simple to determine whether an initiative has been started to
make a process, organizational role, or technology compliant with a requirement set forth by a regulator
(the “compliance requirement” factor). Initiative complexity is the only exception to that rule. How do
you determine whether an initiative is simple of complex? Initiative complexity is not a simple concept
(smile)! It is comprised of multiple factors that contribute to complexity. These factors are summarized
by the chart on Fig. 6: Project Complexity Level [3, 4]. It is important to understand how initiative com-
plexity is determined. Our intuition tells us that an initiative that is managed by an experienced manager,
has a homogeneous team, uses a formal and proven process will be less complex than an initiative that
does not have all of these features. But when it comes to determining the level of OCM support and
the cost associated with it, we cannot rely on our intuition alone, can we? Let’s refer to Fig. 6.

Complexity Dimension Low Complexity Moderately Complex Highly Complex
- Competent project leadership
- Team staffed with internal and

- Strong project leadershi .
EPro) p external resources; internal staff has

- Project manager inexperienced in leading complex

- Team staffed internzlly, has worked . projects
) worked together in the past, has a . .
L. together in the past, and has a track . . - Complex team structure of varying competencies, (e.g.,
Team Composition and i : trackrecord of reliable estimates . _
record of reliable estimates . contractor teams, virtual teams, culturally diverse
Performance - Contract for external resources is

- Farmal, proven PM, BA, SE
methodology with QA and QC
processes defined and operationa

teams, outsourced teams)
- Complex contracts; contractor performance unknown
- Diverse methodologies

straightforward; contractor
performance known

- Semi-formal methodology with QA/QC
processes defined

- . M'mimiz.ed scope - SI?.hEdU e,. bL.ldget, scope an undergo | Over-ambitious schedule and scope
Urgency and Flexibility of |- Small milestones minor variations, but deaclines are Lo . X .
X . - Deadline is aggressive, fixed and cannot be changed
Cost, Time, and Scope - Schedule, budget and scope are firm . Budeat. scone & auality have no raom far Aexibilt
flexible. - Achievable scope and milestones BEL, scope & Y ¥

- Clear business objectives

Problem and Opportunity . - Defined husiness objectives - Unclear business objectives
. - Easily understood problem or o ’ L ] ]
Clarity ; - Problem or opportunity is undefined |- Problem or opportunity is ambiguous and undefined
oppertunity
- . : . - Solution s difficu/t to achieve or the - Solution requires groundbreaking innovation
- Solution s readily achievable using . Lo .
. . L technology and processes is proven - Solution s likely to be using immature, unproven or
Solution Clarity existing, well-understood L . . .
. but new to the organization complex technologics and processes provided by outsice
technologies and processes
vendors
- Strong customerfuser support - Adequate customer/user support - Inadequate customer/user support
Requirements - Basic requirements understood, - Basic requirements understood, but - Requirements are poorly understood, volatile, and
Volatility straightforward, stable are expected to change largely undefined
- Low complexity of functionality - Moderately complex functionality - Highly complex functionality
- Large-scale organizational change that impacts the
Level of Organizational - Impacts a single business unit - Impacts a 2-3 business units enterprise ] ’
Change Spans functional groups or agencies
- Shifts or transforms the entire Enterprise/organization
- Considered low risk - Considerad moderate risk - Considered high risk
- Some external influences - Some project objectives dependent on |- Overall project success depends largely on external
Risk, External Constraints |- Nochallenging integrationissues external factors factors
and Dependencias - No new or unfamiliar regulatory - Challenging integration effort - Significant integration required
reguirements - 5ome new regulatory requirements - Highly regulated or nove! sectar
- No punitive expasure - Acceptable exposure - Significant exposure

Fig. 6. Project Complexity Level

Project complexity is a concept that is comprised of several factors, such as:

e Team composition, including the background and experience of project managers and team members
e The use of formal, proven methods or processes

o Flexibility of scope, cost, and schedule

e Clarity of a problem and a solution

e Clarity and volatility of requirements

e Complexity of system functionality, process, or organization

¢ Risk, external constraints, and dependencies
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OCM professionals use a simple questionnaire to determine initiative complexity. This question-
naire is used to ask questions, such as “Is the project manager strong and experienced in leading com-
plex projects?” and document the answers. The chart on Fig. 7 Project Complexity Level Cheat Sheet
represents a simplified view of the criteria contributing to a complexity level. These criteria allow us to
assign project complexity to the high, medium, or low group. That group, in its turn, is factored in when
using the OCM Support matrix to determine the appropriate level of OCM support. Generally speaking,

more complex initiatives may require a higher OCM support level.

Low
Complexity

* Impacts one businessunit

* Strong PM

* Internal team

* Formal PM, RM/BA, development,
QA, QC methodology

* Minimalscope, clear milestones

* Flexible schedule andbudget

* Clear problem and solution

* Straightforward and stable
requirements

* Low functionality/process complexity

* MNo dependency onexternal factors

* No regulatory requirements

* No exposure

Medium
Complexity
Impacts several business units
Competent P
Internal and external rescurces onthe team
semi-formal methodology
Achievable scope and milestones
Deadlinesare firm
Schedule and budget can undergo minor
variations
Defined business objective
Problem and opportunity are undefined
Solution iseither difficult to achieve with
currenttechnology or business processes OR
new to organization
Moderately complex functionality or process
Basic requirements understood, but expected
to change
Dependency on external factors
some regulatory requirements
Acceptable exposure

/

Impacts the Enterprise

PM is inexperienced in leading complex
initiatives

Complex team structure, complex
contracts, unknown team competencies
Diverse methodologies

Overly ambitious scope and schedule
Deadlines are aggressive and cannot be
changed

Budget, scope and quality leave no room
for flexibility

Unclear business objective

Problem and opportunity are undefined
and ambiguous

Solution requires ground-breaking
innovation OR relies on unproven
technology or immature process

Highly complex functionality or process.
Requirements poorly understood, volatile
or poorly documented

High dependency on external factors
Highly regulated or novelsector
Significant exposure

F

d. 7. Project Complexity Level Cheat Sheet

Second, the criteria shown in the OCM Support Matrix may look like they are skewed toward
a specific industry and company size. Specifically, they may look like they are geared toward new tech-
nology or process implementations in a large company (global company with a large number of em-
ployees). Most of the criteria, however, are universal enough to be applied to an innovation in any indus-
try or any size company. Depending on an organization’s size, you may need to replace the data ranges
used in the OCM Support Matrix with data ranges that are more applicable to your industry and tailored
to a specific company size. Your company might not be global, nor might it have regional organizations.
In this case, data ranges that show a breakdown to smaller organizational units (Division, Department,
and Group) may be more appropriate. Depending on the size of your company and the industry, you
might also need to replace the number of impacted users with the number of your employees and initia-
tive stakeholders that is scaled down or up to your organization’s size. Other than that, all criteria should
be applicable to any industry. The important thing is to have a set of criteria with the appropriate data
ranges in place to help you determine the appropriate OCM support level.

Summary

This article introduced the OCM Capabilities Support Model. The OCM Capabilities Support Mod-
el offers a solution to the challenge the US industry is currently experiencing. That challenge is in
the gap between a growing demand for OCM support and the inability of OCM organizations to meet
industry demand due to conservative funding. The approach to OCM summarized in the OCM Capabili-
ties Support Model entails:

e Engaging with an initiative’s management early, before that initiative starts. This will be easier to
accomplish if the company’s Portfolio and Demand Management process entails engaging the OCM
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team at an early phase. Ideally, OCM engagement with an initiative should occur when the cost is being
estimated. OCM professionals will help to determine which level of OCM support will be appropriate
for an initiative.

e The level of OCM support determines whether additional resources will be required. The cost of
additional talent may contribute to a higher initiative cost if that initiative requires a dedicated, full-time
OCM professional. On the other hand, if OCM responsibilities are shared with other team members,
the cost of engaging the OCM team may be lower.

e Assessing and documenting initiative’s parameters, such as scope, size, duration, complexity and
others.

e Determining the required level of OCM support and classifying it as high, medium, or low.

¢ Providing education and training to the team members engaged in the planning and execution of
OCM activities that is adequate for the level of OCM support and the role they will play on that initia-
tive. The amount of training due to the team members may range from high-level/awareness (when
a dedicated OCM professional will plan and execute all OCM activities) to very hands-on (when a team
will embark on the OCM planning and execution tasks).

This approach makes the OCM Capabilities Support Model an efficient solution to the US indus-
try’s challenge. It allows the industry to do more with less: efficiently support multiple initiatives and
industry innovations without putting a strain on OCM organizations.
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MOJENb YNPABJNEHUA NPAKTUKON BHEOPEHUA MHHOBALIUN
B OPTAHU3ALUUAX U HA MPEONPUATUAX B CLLUA

M. Cmynb
Conducive Corp., Hukaeo, wumam Vnnuxotc, CLUA

PaccmaTpuBaeTcs MoJenb yIpaBlIeHHs! BHEAPEHHEM HHHOBAIMN Ha NPEINPHUATHIX U B OpraHu-
sanusax B CIHA. B CIIIA ynpaBineHue 3TUM MPOLECCOM HU3ydaeTcs TUCLMIIIMHON, KOTOpasi Ha3blBa-
ercst Organizational Change Management (OCM). OCM n3y4aer MeTOJIbI yNIpaBICHUs TOBEICHUEM
COTPYJHHKA TPEINPHUITUS WIM OPTaHW3alMU B YCIOBUSIX BHEAPEHUS MHHOBAIIMOHHBIX M3MECHEHHUH.
Ota 061acTh NPaKTHKH JOCTATOYHO XOPOIIO U3y4eHa M IIUPOKO mpuMensiercst B uaaycrpun CLIA.
3a mpenenamu CIIIA, ogHako, 3Ta 0067IaCTh HE SBISETCS CAMOCTOSTEIHHONW M CYMTAETCS YacThIO Ta-
KUX TUCLHUIUIMH, KaK YIpaBlIeHHE MPOSKTaMH, OPraHU3alMOHHAsE U WHYCTPHAIbHAs IICUXOJIOTHS U
OpTraHU3aAI[IOHHOE Pa3BUTHE.

Iepen Tem, kak HauaTh pacCMOTPEHHE MOJIENM YIIPaBJICHUs BHEIPEHHEM WHHOBALUi, aBTOD
paccmatpuBaet noustue OCM, 3nauenne OCM B mporiecce ynpaBieHuUs], €T0 OCHOBHBIE KOMIIOHEH-
TBI M PUCK, KOTOPBIH BO3HHUKaeT, ecinu 3HaueHHe OCM HemoorieHuBaetTcs. 910 BBeneHne B OCM
TIOMOXET TeM, KTO HE 3HAaKOM C 3TOH JUCUUIUIMHOM, MOHATH cMbicn OCM mepen TeM, Kak HadaTb
paccmotpenne Monenu ynpasienus. [Ipeanpustus u opranmsanuu B CLLA HyxIarorcss B HOBOM
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Cmynb M. Modenb ynpaeneHus npakmukoli eHedpeHUsi UHHoesayuul
8 op2aHu3ayusix u Ha npednpusmusx e CLUA

MOJIX0/Ie K CYIICCTBYIOUIMM BBI30BaM. K 4HCITy TaKWX BBI30BOB OTHOCHTCS KOH(IIUKT MEXKIY BO3-
pociei motpedHOCTEIO0 B yeryrax OCM u KOHCEpBaTUBHBIM MOIXOIOM K (PMHAHCHUPOBAHHIO OTIC-
0B OCM.

PaccmarpuBaeMass MoJienb TpepiaraeT HOBBIN 3(Q@EKTHBHBIA TMOAXO0J] K Pa3pemIcHUI0 3TOTO
koH(uukTa. CTaThsl paccynTaHa Ha PYKOBOJCTBO KOMITAHWH, YIPAaBISAIOIINX CPEIHErO 3BEHA, CO-
TPYAHHUKOB OTAeNa 0OydeHHus mepcoHana M otTnena PR /ormena mo cBs3sM ¢ 0OMIECTBEHHOCTEHIO,
KOHCYJIbTAaHTOB 110 OPTaHNU3AIIMOHHOMY Pa3BUTHIO M MEHEKEPOB MPOECKTOB.

Knmouesvie crnosa: mooenv ynpagnenus eHeopenuem uHHOBAYUL, YNpasienue opeaHu3ayuOHHbl-
MU UBMEHEeHUSMU.
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