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Introduction

All projects and programmes are ulti mately created to deliver change of one form 
or another. Whether it be deliv ery of a new asset, process, struc ture or system, 
until it has actu ally been adopted and is used in the way it was inten ded, the 
change is not complete and the full bene fits will not be real ised. A recent Change 
Pulse survey (APM, 2016) indic ated that over 90 per cent of organ isa tions have 
had planned and managed change within the last three years. Key drivers of this 
change include stra tegic direc tion, new products and services, tech no logy, 
regu lat ory require ments and the need to deliver effi cien cies. Yet there are many 
well-publicised examples where change has not been success fully delivered  
and similar chal lenges can be found in almost any organ isa tion. Research find ings 
have not always been consist ent but often demon strate that the major ity of 
projects and programmes do not fully succeed in achiev ing what they set out to 
do (see section 7.2). This is illus trated by the follow ing diagram:

Change manage ment is an evolving discip line which has developed signi fic antly 
over the last 20 years. It recog nises the specific chal lenges to imple ment ing and 
embed ding change and addresses these through leading, enga ging and 
support ing people through change at both the indi vidual and organ isa tional 
levels. Managing change well can help address resist ance and reduce perform-
ance impacts and secure sustain able bene fits more rapidly.
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Introduction

Drawing on fields such as HR and psycho logy and recog nising the innate 
vari ab il ity and emotional nature of human response, change manage ment does 
not always sit comfort ably with the more formal tech nical processes of project 
and programme manage ment. However, at its heart is a series of approaches 
which when applied appro pri ately will signi fic antly increase the chances of 
success ful adop tion and embed ding of change affect ing people and culture, 
processes, organ isa tions or tech no logy. Fundamentally, it is about deliv er ing 
change in a way which works with the people involved and brings them along on 
the journey, rather than simply present ing them with a fait accom pli and expect ing 
them to accept it. It is ‘working with’ rather than ‘doing to’.

Managing change effect ively requires much more than the tech nical P3 
discip lines. When approached in a struc tured yet flex ible manner, change 
manage ment activ it ies can be effect ively integ rated with other project or 
programme activ it ies and contrib ute signi fic antly to success, increas ing sustain-
ab il ity and minim ising any negat ive impact on busi ness perform ance. In  
fact some programme manage ment meth od o lo gies2 expli citly recog nise the 
import ance of change manage ment (or ‘busi ness change’) in convert ing installed 
project outputs into programme outcomes which are fully imple men ted and 
embed ded with the people involved. It is only then that the bene fits can be fully 
real ised. Change manage ment should there fore be seen as a crit ical require ment 
for project and programme success.

Depending on the nature and scale of change involved, project profes sion als 
may find them selves directly under tak ing change manage ment activ it ies where 
they have the capa city and appro pri ate skills. Alternatively, they may need to 
draw on special ist resources to help manage and facil it ate change manage ment 
(much as they call on engin eer ing or tech nical special ists to fulfil their roles within 
the project team). Either way it is essen tial that project profes sion als have 
suffi cient aware ness and under stand ing of change manage ment to recog nise its 
import ance in success fully managing change and be able to plan appro pri ately to 
under take it. This public a tion is there fore inten ded to make change manage ment 
relev ant and access ible to project profes sion als.

It is also import ant to recog nise that however well planned and executed 
projects or programmes may be, events will always occur which mean change 
emerges in ways that hadn’t been inten ded or envis aged. Often this is most 
appar ent in organ isa tions which are more innov at ive or dynamic, or those 
partic u larly suscept ible to external influ ences. Yet all organ isa tions need to be 

2 Such as Managing Successful Programmes® (MSP, 2011).
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ready to respond to emer gent change. The prin ciples intro duced in this guide are 
equally applic able to change which is unplanned and unex pec ted, albeit that 
they may need to be deployed more rapidly and with less formal plan ning than in 
a more struc tured P3 envir on ment.

This public a tion begins by defin ing and provid ing an over view of the change 
manage ment discip line. It then goes on to explain in more detail the rela tion ship 
between change manage ment and project, programme and port fo lio manage ment 
and their comple ment ary roles in the overall manage ment of change. There are 
many differ ent change manage ment meth od o lo gies, developed in both academic 
and commer cial envir on ments. Whilst many of these draw on similar prin ciples, 
it is recog nised that this land scape may appear daunt ing to those new to change 
manage ment, so the guide includes a section to help under stand these and 
consider which may be most appro pri ate for differ ent situ ations. Given that 
change manage ment is still matur ing as a discip line, new research is regu larly 
giving greater insights into the aspects of change manage ment which are most 
import ant for success and the next section of the guide covers these. This is 
followed by consid er a tion of how to measure the success of change – and hence 
demon strate the value that change manage ment brings. Finally, the public a tion 
summar ises further resources and refer ences for addi tional reading, includ ing 
the excel lent range of mater ial on the APM Enabling Change SIG’s webpages.

Given the nature of this guide, it is import ant to note that whilst the prin ciples 
and approaches covered provide a good intro duc tion to the subject, the reality of 
change is often very complex. With a large number of indi vidual percep tions, 
opin ions and reac tions to change, the effects can be diffi cult to predict and there 
are rarely easy solu tions. Yet there is a need to start some where and it is envis aged 
this public a tion can contrib ute to build ing under stand ing as a step towards 
improv ing the ‘real world’ exper i ence.
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What is change  
manage ment?

3.1 Context

The context for this public a tion is organ isa tion and busi ness change. This includes 
process, IT enabling and other forms of change. Change manage ment in this 
context does not specific ally relate to the follow ing:

n IT change manage ment in rela tion to the Information Technology Infrastructure 
Library (ITIL), a set of prac tices for IT service manage ment.

n Change control of scope or mile stones in project manage ment.
n Change control within quality manage ment systems (QMS) and inform a tion 

tech no logy (IT) systems, which is a formal process used to ensure that  
changes to a product or system are intro duced in a controlled and co-ordinated 
manner.

3.2 APM Body of Knowledge defin i tion

The current APM Body of Knowledge refers to change manage ment and defines 
it thus:

Change manage ment is a struc tured approach to moving an organ isa tion 
from the current state to the desired future state.

The conver sion of project outputs into outcomes and bene fits invari ably 
requires some form of organ isa tional change. Change involves both prac tical 
and psycho lo gical factors, so managing change in a struc tured and controlled 
manner is essen tial if the bene fits in a busi ness case are to be real ised.

A typical, generic, change manage ment process might include the follow ing 
steps, each of which reson ates with the P3 envir on ment and processes:
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In P3 manage ment the assess step consti tutes identi fy ing what is  
needed to trans late desired outputs into clearly artic u lated outcomes and 
bene fits. The prepare step involves creat ing a vision and gaining support. 
This is when stake holder manage ment is used to gain support for the  
outline busi ness case, with partic u lar emphasis on changes required for 
business-as-usual. This would also include estab lish ing governance and 
roles to support change, such as the appoint ment of busi ness change 
managers.

The plan step is a famil iar process to both P3 managers and change 
managers. The various P3 plans and sched ules must take change into 
account, partic u larly in the commu nic a tion manage ment plan and the risk 
manage ment plan. The imple ment step is the heart of the process. It includes 
commu nic at ing the bene fits of the change, remov ing obstacles and 
coordin at ing the activ it ies that trans form business-as-usual from the status 
quo to the new way of working.

For changes to deliver the bene fits required by the busi ness case, they 
have to be stable and become the normal way of working. The sustain  
step will continue beyond the P3 life cycle to ensure that value is  
continu ally real ised from the invest ment in the project, programme or 
port fo lio.

It is import ant to note that change manage ment is defined differ ently by other 
organ isa tions and authors. As a result of complet ing this Introduction to Managing 
Change the SIG has developed a new defin i tion as a conclu sion on page 41.

3.3 Change models and meth od o lo gies

There are a wide range of models and meth od o lo gies for managing change. The 
APM Enabling Change SIG webpages fully docu ments the group’s current 
under stand ing of these. Although the SIG does not promote or recom mend any 
partic u lar meth od o logy, this section intro duces two well-known change models 
from John Kotter and Kurt Lewin by way of illus tra tion.
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What is change manage ment?

3.4 John Kotter

In 1996 John Kotter wrote Leading Change (Kotter, 1996), which looked at what 
people did to trans form their organ isa tions. Kotter (1995) intro duced an 
eight-step change model for helping managers deal with trans form a tional 
change, which funda ment ally alters the way the busi ness oper ates. This is 
summar ised below:

Kotter’s approach has a number of factors in common with other models, like 
creat ing a clear vision, conduct ing good commu nic a tion regard ing the new 
vision, empower ing employ ees, leading by example and celeb rat ing successes. 
It is import ant to consider which change manage ment model suits you best and 
adopt it in a logical and prag matic fashion for your circum stances.

In the final analysis, Kotter believes that change sticks when it becomes ‘the 
way we do things around here’ when it seeps into the blood stream of the 
corpor ate body. Until new beha viours are rooted in social norms and shared 
values, they are subject to degrad a tion as soon as the pres sure for change is 
removed. Change manage ment is needed until it becomes intu it ive. Ultimately 
every one needs to do some thing differ ently in order for change to be success ful, 
not change managers alone.

For The Heart of Change (2002) Kotter worked with Dan Cohen to look into 
the core prob lems people face when leading change. They concluded that the 
central issue was chan ging the beha viour of people and that success ful change 
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